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Section A: NPI LEADING EDGE 
AND PARTNER MISSION 

REPORTS 

"Unleashing a new community spirit 
of cooperation and empowerment 
could, in effect, remove one of the 

most important constraints to 
development in Guinea. " 

USAIDIGuinea NPI Report 
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NPI FINAL REPORT -- USAID/Bangladesh 

I. INTRODUCTION 

As a Country Experimental Laboratory (CEL) under reengineering, USAID/ 
Bangladesh formed a partnership with The Asia Foundation (TAF) and the Bang- 
ladesh Rural Advancement Committee (BRAC) to strengthen civic processes (e.g. 
advocacy, and alternate means of dispute resolution) and institutions (e.g., local 
associations and elected bodies) identified by the socially and economically 
disadvantaged as important to  their lives. 

Although the Partnership's program is being financed primarily by USAID, 
the partners jointly developed the strategic approach and activities packages. 
Furthermore, the partners jointly select implementors to carry out partnership 
activities and share risks and accountability for results. The Partnership expects 
most implementors to be small- or medium-sized Bangladeshi NGOs interested in 
transforming themselves into civil society organizations (CSOs). 

USAID/Bangladeshrs (USAID/B1s) strategy as an NPI Leading Edge Mission is 
to  expand and enhance the results of its civil society activities by linking them to  
those of the European Commission (EC) through the new Transatlantic Agenda 
(NTA). The goal is to  make the EC a full member of the "Democracy Partnership," 
sharing responsibility for decisions, financing and results. Joining interests in this 
manner gives increased emphasis and impetus to building robust civil society 
organizations in Bangladesh. 

Such a partnership is possible because the EC and the U.S. share democratic 
and market-oriented values, as reflected in the agenda of the NTA. Moreover, the 
presence of the EC in the Democracy Partnership would give additional emphasis, 
before the government of Bangladesh, to  the importance of robust CSOs and-- 
through its additional resources--expand and enhance the impact of Partnership 
results. 

Full partnership in this manner 
pushes the leading edge of donor 
coordination beyond parallel or co- 
financing and donor consortia by 
shifting the locus of interactions to  
programming decisions and results 
rather than financial transactions. In 
other words, as an NPI Leading Edge 
Mission, we seek to  convert shared 
interests among donors to  a common 
goal, strategic objectives and activities thereby expanding and enhancing support 
for the development of a robust civil society in Bangladesh. 

... as an NPI Leading Edge Mission, we 
seek to  convert shared interests among 
donors to a common goal, strategic ob- 
jectives and activities thereby expand- 
ing and enhancing support for t he  
development of a robust civil society in 
Bangladesh. 
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II. PROMOTING CIVIL SOCIETY IN BANGLADESH: 
THE ENVIRONMENT, CAPACITY AND ACTIVITIES 

Bangladesh has a wealth of  associations. More than 15,000 are registered 
with the Ministry of Social Welfare under the Social Welfare Act  of 1861. The 
variety of  associations includes professional groups (e.g. lawyers, doctors, 
teachers), business groups (e.g., the Dhaka Chamber of Commerce and Industry as 
well as associations of rickshaw pullers, taxi drivers or small shop owners) and 
private development organizations (e.g., Grameen Bank, BRAC, PROSHIKA), of  
which over 1,000 are registered with the government t o  receive foreign donor 
support. ' 

Such organizations are critical to  Bangladesh's development. For example, a 
mix of  local and American NGOs provides 15  percent of  the family planning 
services available in Bangladesh. In the education sector, the government has 
financed some of the over 40,000 non-formal schools operated by BRAC. 

However, if CSOs are defined as those which seek to  influence public policy 
and are independent of  the government, then Bangladesh becomes much poorer. 
Outside the fields of  human rights, and, much more recently, environment, there 
are few  CSOs and citizens groups which t ry  t o  go beyond traditional development 
roles. Those that do t ry  frequently experience great difficulty in obtaining the 
cooperation or approval of  g ~ v e r n m e n t . ~  

For example, t w o  such groups, a traditional human rights advocate, the 
Coordinating Council for Human Rights, Bangladesh, and a newly formed coalition 
of  1 8 0  private associations or NGOs, called the Fair Election Monitoring Alliance, 
encountered substantial delays in obtaining approvals t o  observe the 1996 national 
elections. Approvals only came after substantial pressure from Western embassies 
and substantial reductions in the number of  polling stations each would be allowed 
t o  observe. Hence, while the environment for developmental NGOs in Bangladesh 
is quite favorable, that for CSOs is much less so and needs t o  be enhanced as 
does the capacity of CSOs. 

The Mission's strategy for enhancing CSOs is incremental and works f rom 
the bottom-up. It was developed using rapid appraisal techniques t o  identify civil 
processes and institutions of primary importance t o  the socially and economically 
disadvantaged and seeks t o  enhance or strengthen the performance of these pro- 
cesses and institutions. It has three key components. First, it seeks t o  strengthen 
the capacity of  local associations t o  advocate on behalf of  their members and of 
national organizations t o  develop their advocacy agendas based upon inputs f rom 

' See Leslie M. Fox, "A Study of PACTIPRIP lndigenization Plans," (USAID Contract No. 388- 
0072-0-00-4035; July 10, 1994) for a quick assessment of the NGO community in Bangladesh. 

An assessment of CSOs in Bangladesh is available in Harry Blair and Joel Jutkowitz, "Civil 
Society and Democratic Development in Bangladesh," (CDIE: 2 6  August 1994).  
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the socially and economically disadvantaged. Second, it seeks t o  enhance the 
capacity of locally elected bodies to  receive inputs from and respond to  the 
interests of the socially and economically disadvantaged and will promote a 
national level dialogue on strengthening local government. Third, it strengthens 
alternate methods of dispute resolution as a means of resolving conflicts which 
might arise as advocacy skills increase. 

The Mission's CSO strategy will also be used t o  strengthen related aspects 
of i ts health and fertility and food security strategies. For example, the Mission 
supports a local initiative family planning program and rural roads program. Both 
programs work through the locally elected union councils, and partnership 
initiatives t o  strengthen the union councils will contribute t o  the effectiveness of 
these programs. The new rural power program (see Case Study 2) has as one of 
i ts four components an intermediate 
result t o  enhance participation of 
members. The members of the power 
cooperatives will first be educated on 
w h y  it is important t o  be active in the 
cooperative, then they will be given the 
skills necessary t o  be responsible, 
active owners. 

In addition, the cooperatives will 
be encouraged, and given the skills, t o  
become involved in community acti- 
vities that are outside its direct role of 
power supply, but that better the 
overall condition of the community. 
USAID/B1s new activity to  raise 

... cooperatives wilt be encouraged, and 
given the skilts, to become involved in 
community activities that are outside 
its direct role of power supply, but that 
better the overall condition of the 
community. USAID/Bangladesh's new 
activity to  raise incomes will have 
components reiating to private sector 
policy advocacy and to invotve local 
associations andfor NGOs t o  help our 
customers in identifying job 
opportunities. 

incomes will have components relating t o  private sector policy advocacy and t o  
involve local associations and/or NGOs t o  help our customers in identifying job 
opportunities. 

Gender issues naturally featured in the development of  the Mission's civil 
society strategy. Half of the individuals interviewed during the Mission's appraisal 
stage were women; half of the interviewers were women; and the appraisal team 
consciously made sure that women talked t o  women t o  ensure their free, frank and 
candid comments. In addition, most local associations in Bangladesh are women- 
based and the strategy includes specific activities t o  encourage women t o  stand 
for election t o  local government because both the men and women interviewed 
thought that i f  more women were elected, then local government would be more 
equitable. Similarly, alternate dispute resolution focuses more on women because 
their access t o  the formal judicial system is more constrained. Finally, the Mission 
has a successful program promoting micro- and small-women entrepreneurs upon 
which it expects t o  build i ts new business and employment program. 
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Ill. LESSONS LEARNED 

While our partnership with the EC is yet to be formalized, we have over a 
year's experience with partnering in a new way with our traditional implementors. 
The Democracy Partnership is an outcome of USAID/B1s country experimental 
laboratory. It includes USAID, The Asia Foundation, and the Bangladesh Rural 
Advancement Committee, an established Bangladeshi NGO with village organiza- 
tions in approximately 27,000 communities providing a variety of development 
services. The Partnership's purpose is to  broaden participation by the socially and 
economically disadvantaged in the democratic institutions and processes of 
Bangladesh. Partnership activities will be implemented primarily by small- and 
medium-sized Bangladeshi NGOs. USAlD plans to fund the Partnership's activities 
through the year 2000 at an estimated cost of $5.5 million. 

- 

Staff from all three organizations worked together virtually full-time through 
July, August and September 1995 to jointly develop the program's strategic 
approach and activities packages. Furthermore, the partners are jointly selecting 
implementors to  carry out Partnership activities and share risks and accountability 
for results. 

The USAID-EC-TAF-BRAC Partnership is yet t o  be finalized, so our Jesson 
learned relates to the progress to  date. A key of the success t o  date is a 
very logical and workabfe division of labor between USAID/Bangladesh 
and USAIDlWashington t o  establish this partnership. The NTA provided 
the overarching framework within which EC and USAID field offices were 
able to identify and design a local partnership. The Mission has been able 
to  focus on the programmatic details of the Partnership while USAIDIW 
has been primarily interested in facilitating the Partnership. USAIDIW, 
working with Brussels, has expedited the blending of bureaucratic 
requirements of two organizations so that the field offices can bring the 
local partnership to fruition. 

The Partnership has already learned several lessons in this regard including 
the need to define expectations and relationships clearly and early; to balance 
representation; and to pay attention to  process and participation. 

As a CEL, USAIDIB established a fully empowered team of USAlD 
employees (The Democracy Team or D Team) to design a new democracy activity. 
The team wanted to bring our partners into the design process as soon as possible 
so that we could jointly develop our strategy, rather than asking them to imple- 
ment an already developed project. This was accomplished through the use of an 
assistance instrument which allowed us to expand the Partnership to include TAF 
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and BRAC after the initial customer survey, but before establishing the results 
framework. Nevertheless, the D Team had been working together for several 
months when TAF and BRAC were selected as partners. 

Team members had developed a good working relationship among them- 
selves and had a commitment t o  meeting the goal of completing the design in less 
than six months. TAF and BRAC were not used to  donors being so involved in the 
design of a project, and there was an initial, intensive period of about t w o  weeks 
spent sorting relationships. What moved the group along was the shift in focus 
from process and relationships t o  completing the task at hand. Once w e  focused 
on getting the job done, these conflicts subsided and were put behind us, and the 
design was completed on time. 

The focus on relationships between partners cannot be emphasized enough. 
In i ts final report of  the design phase, TAF stated "Because USAlD is the 'upper 
riparian' in  funding relationships, it needs t o  be especially sensitive t o  issues of 
balance between itself and its partners. In the case of all partners, there must be a 
willingness t o  compromise and relinquish some control of  the process." 

To address this concern, decisions within the Partnership are made on a con- 
sensual basis. While this increases the risk of delaying or not  making a decision 
because w e  cannot come t o  agreement, so far this has not  happened. Working on  
a consensual basis may also slow us down slightly, but  the increase in group cohe- 
siveness is wor th the tradeoff. We have also taken steps t o  ensure that USAlD 
representation on  sub-teams (four t o  five member teams which focus on  inter- 
mediate results) does not  exceed that of TAF and BRAC. 
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IV. CASE STUDIES 
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PARTNERSHIP CASE STUDY 1 : The Democracy Partnership 

The Democracy Partnership is an outcome of USAID/Bts country experimental labor- 
atory. It includes USAID, The Asia Foundation, and the Bangladesh Rural Advancement 
Committee, an established Bangladeshi NGO wi th village organizations in approximately 
27,000 communities providing a variety of development services. The Partnership's 
purpose is t o  broaden participation by the socially and economically disadvantaged in the 
democratic institutions and processes of Bangladesh. Partnership activities are imple- 
mented primarily by small and medium sized Bangladeshi NGOs. USAlD plans t o  fund 
the Partnership's activities through the year 2000 at an estimated cost of $5.5 million. 

Further t o  this, and as part of the NTA, USAID/Bangladesh proposed itself as an NPI 
Leading Edge Mission to  expand and enhance the results of its civil society activities by 
linking them t o  those of the European Commission (EC). The proposal would have made 
the EC a full member of the "Democracy Partnership," sharing responsibility for 
decisions, financing and results. Joining interests in this manner gives increased 
emphasis and impetus to  building robust civil society organizations in Bangladesh. 

Partly due t o  political commitment of the NTA, and due t o  the bottom up approach taken 
by  the Democracy Partnership in developing i ts results framework, the EC was very 
receptive t o  becoming a full member of the Partnership. The EC had confidence in what  
was developed by the Democracy Partnership and saw an equally challenging role t o  get 
involved as a full member partner as well as a parallellco-financier. 

Initial discussions between the Partnership and EC representatives in Dhaka showed a 
common interest in civil society activities and membership in the Democracy Partnership 
despite staffing constraints. With these constraints the EC opted t o  be involved in only 
one of Partnership's t w o  SOs. Even at that level, the EC's staff dedicated t o  civil society 
activities needs t o  be supplemented. Once final Brussels' approval is given for this 
activity, the EC wil l  enter into discussions wi th the Partnership on how this can be 
accomplished. 

Full partnership in this manner pushes the 
concept of donor coordination beyond 
parallel or co-financing and donor consortia 
by shifting the locus of interactions to  
programming decisions and results rather 
than financial transactions. In addition, 
the Democracy Partnership has developed 
a participatory monitoring plan t o  track the 
results of i ts program. 

full partnership in this manner 
pushes the concept of donor 
coordination beyond parallel or co- 
financing and donor consortia by 
shifting the locus of interactions t o  
programming decisions and results 
rather than financial transactions. 

Although EC review of this activity is on a 
"fast track", it has taken several months for the proposal t o  work its way through 
headquarters approval. A t  the time of this report Brussels has yet t o  give final approval 
t o  this activity. This approval is expected in early 1997, w i th  implementation t o  begin 
soon after that. 
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CAPACITY BUILDING CASE STUDY 2: The Palli Biddhut Samities - The PBS Program 

Starting some 2 0  years ago, USAIDIB--working together wi th the host government-- 
pioneered a move t o  provide much needed power t o  rural Bangladesh. A t  that time, only 
one t o  three percent of rural Bangladesh had access t o  electricity. In order t o  stimulate 
the economic growth of Bangladesh, the semi-autonomous Rural Electrification Board 
(REB) and Palli Biddhut Samities (PBS), which is Bangla for Rural Electric Cooperatives, 
were launched t o  steer the much needed move towards energizing rural Bangladesh. 

Although other donors have taken avid interest and put great financial stake in the REB 
since the mid-1 9801s, initially all financial and technical support was provided by 
USAIDIB through its bilateral assistance t o  the host government. Three successive 
grants (the last of which is slated to  end in May 1997) saw USAIDIB provide almost 
$ 2 0 0  million t o  the RE program. 

USAIDIB's initial assistance t o  the REB in 1976-78 focused on the establishment of the 
PBSs. Most of the PBS' have their base and area of operation in rural t o  semi-urban 
locales. Start-up costs, including construction of the PBSs, and the whole gamut of 
commodities -- electrical, mechanical, poles, power transmission lines, transformers, 
meters and other ancillary accessories -- needed t o  set power sub-stations, were 
provided under the USAlD grants. However, all these costs, though initially given by 
USAlD t o  RE6 as a grant, are considered by the REB as loans t o  PBSs and are t o  be 
repaid by PBSs t o  REB after certain length of time. 

A t  the apex of a PBS is a governing body wi th a President, General Secretary and 
members elected for two-year terms from different strata and professions of the area 
where the PBS serves. All the consumers of the PBS are general members of the PBS. 
The management of PBS is headed by a General Manager appointed by REB and is aptly 
staffed w i th  both technical and administrative support staff. 

Of the 55 PBSs in place now, the first 17  came into existence from USAlD funding. The 
remaining 3 8  since the mid-1 980's have been funded by IDA, DANIDA, Kuwait and 
others. A t  present, the overall electrification coverage of Bangladesh stands close t o  40 
percent, up from less than 3 percent when the project started. With eight new PBSs 
planned, plus area expansion and intensification by existing PBSs, the hope is t o  have 
full coverage of rural Bangladesh by the year 2005. 

A t  present, sixty percent of the PBSs are profitable concerns having fully repaid their 
loans t o  REB. This can be attributed t o  REB's active role and PBS' eagerness t o  improve 
both the management capability and strength of their technical and administrative 
operations as well as a strong commitment and accountability t o  their customers. 
Because of this accountability and capability, the system loss of PBS' are far below that 
of the public sector utilities. Customer demand exceeds supply and some of the PBS' 
plan t o  expand their geographical energization coverage without seeking any additional 
financial assistance from REB. 

+ 



Case Study 2, cont'd 

Because of the PBSs, a wealth of change and benefit has accrued to the rural poor. It is 
estimated that incomes of areas with electricity are 15 percent higher than those 
without. Booming economic opportunities and benefits for the general rural masses 
unseen and thought of even 10-1 5 years ago now exist. Examples of businesses that 
use PBS power range from small business or commercial establishments to small and 
medium rice mills, timber mills, tube well cooperatives, village and other local level 
schools, and charitable institutions. 

The doors have opened up for people to spur economic activities and jobs have been 
created alike for both men and women in rural areas. Rural poor and landless laborers, 
especially female, have found jobs adequate to  sustain their livelihoods. The ability t o  
study after dark has fostered higher student enrollments in rural educational establish- 
ments. This will continue to be the success story of the future as PBS' expand their 
coverage and even, given the proper impetus, undertake power generation projects. 

V. NEXT STEPS 

The Mission's current Population/Health, Rural Power, and Increased Income 
designs are all modeled on the D Team's design experience. Each of these designs 
took the basic approach used by the D Team and adapted it t o  their own  circum- 
stances. However, the basic strategy of customer appraisal, joint strategy develop- 
ment (sometimes including the government) and revalidation wi th  the customers is 
followed. 

Partnership, as USAID/B has put into practice, involves intensive cooperation 
with our implementing partners in all stages of an activity. In the past w e  have 
contracted wi th  consultants t o  prepare Project Papers which led t o  Project 
Authorizations and finally t o  a contract, grant or agreement wi th  an implementing 
organization. With our emphasis on shortening the design phase, w e  n o w  go from 
idea t o  implementation by  being involved in all steps including conducting customer 
appraisals, selecting a partner(s), designing the activity, and then on t o  
implementation. 

Our new way of doing business has t w o  advantages--it is faster and cheaper. 
However, whereas in  the past we could use PD&S funds t o  fund the design, n o w  
that USAlD staff go t o  the field and conduct the customer survey, w e  must use OE. 
The cost t o  USAlD for one customer survey is about $25,000, just for overtime, per 
diem and vehicle running costs. With four new designs in FYs 95, 9 6  and 97, plus 
annual customer surveys for the R 4  exercise, we will need t o  conduct about 15 
customer surveys over this period, at a total estimated cost of  $375,000. This 
amount is certainly less than consultants would cost, but it is from ever-tightening 
OE funds. The use of PD&S or some other non-OE source of funds for these design 
and reporting requirements would facilitate our staying in touch wi th  our customers. 
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Customer appraisals offer a good opportunity t o  keep teams appraised of each 
others activities and progress. No team is large enough t o  field a customer appraisal 
team on its own, and must rely on other teams to  supply additional members. By 
cross-staffing these appraisal teams wi th members of other SO or achieving teams 
team members keep in touch with what other teams are doing, much more so than 
reading about it in a report or listening t o  a presentation. In addition, one team's 
experience or approach can be transferred t o  another team via this exposure. 

USAIDIB did not have an "Office of  Democracy" before reorganizing along a 
team basis. Therefore, members of the Responsive Government Team do not  have 
backgrounds as technical "Democracy Officers" as those in the Agricultural, 
Population, Nutrition, or Private Enterprise fields. As democracy-governance is a 
relatively new field to  USAID, w e  suspect that this is an issue faced by  other 
Missions. A first step in addressing what we see as a shortcoming is t o  identify 
training that team members can utilize t o  develop democracy-governance skills. 
Because of short OE resources, we have looked t o  in-country training first. In 
addition t o  in-country training w e  can utilize, USAIDIB has offered t o  host a regional 
democracy-governance workshop. 

Not only will hosting a regional workshop bring training resources t o  us, it will 
offer us the chance t o  present to  others our approach t o  partnership. USAIDI 
Bangladesh believes it has developed some good models relating t o  customer focus 
and partnership and w e  would like to  present these models. 

Bangladesh NPIILEM Report - 9 



NPI FINAL REPORT -- USAID/Bulgaria 

I. INTRODUCTION 

Even before the Agency launched NPI, USAIDIBulgaria was undertaking a 
major program reorientation which made the strengthening of civil society a 
paramount goal. This change in direction grew out of  a 1994 comprehensive 
evaluation of the U.S. country assistance strategy. The review concluded that the 
Bulgarian government's (GOB'S) halting progress on economic and political reform 
called for a shift in program focus away from central authorities t o  local govern- 
ment, small business and nongovernmental organizations (NGOs). Consistent with 
NPlrs core conceptual and programmatic aims, particular emphasis is placed on  the 
linkages among the three in order t o  exploit cross-sectoral synergies and maximize 
program impact. In addition t o  bolstering the institutional capacity of  these three 
pillars of  NPI, the Mission has actively sought to  facilitate public-private partner- 
ships, including those between municipal governments and the small business 
sector, as well as those between indigenous and U.S. NGOs. 

Bulgaria's Post-Communist Strategic Environment 

As in the other countries of Eastern Europe and the former Soviet Union, 
Bulgaria is struggling wi th  the legacy of economic central planning, Communist 
autocracy and a social welfare system that was not sustainable. With individual 
initiative having been effectively stifled under the old regime, it is not  surprising 
that there remain formidable institutional and psychological barriers t o  business 
entrepreneurship and grassroots political participation. Decades of Communist 
administration following a long history of  authoritarian rule rendered citizens almost 
completely dependent on the State and severely stunted the development o f  civil 
society. 

The impoverished state of  associational life constitutes one of the most 
daunting challenges confronting post-Communist leaderships and their respective 
polities in navigating the transition toward free market democracy. Compounding 
these obstacles is the hyper-centralization of the Communist era which frequently 
led t o  glaring disparities between the capital and the rest of  the country while also 
depriving local administrations of any meaningful authority, leaving them ill- 
equipped for the task of  governance in the contemporary period. 

The reform process in Bulgaria has proceeded in f i ts and starts. In the first 
years following the collapse of the Communist regime, the country made im- 
pressive headway in laying the groundwork for a democratic society and free enter- 
prise system. From price liberalization and tax reform t o  free and fair elections, the 
country was moving along the reform path. However, wi th  the demise of the 
coalition government in  late 1992, the pace of reform slowed and i ts scope 
narrowed. Economic restructuring bogged down as did privatization--though the 
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sale of  state assets at the municipal level proceeded, i f  unevenly. Faced wi th  
deteriorating economic conditions stemming from procrastination in instituting long 
overdue structural changes, the GOB is only now moving t o  put in place a series of  
measures t o  reduce the role of central planning in the national economy and bring 
increased macroeconomic stability. 

Badly needed economic reforms will nevertheless place still greater stress on 
an already tattered social safety net. Health care, social welfare, and pension 
systems are all under enormous pressure and do not even begin t o  meet citizensr 
needs. Neither the cash-strapped central government nor resource-poor 
municipalities can provide the same level of public services as in the past, and the 
nascent PVO sector cannot fill the gap even for the most vulnerable segments of  
the population. The government has yet t o  tackle social sector restructuring and 
any improvement in provision of social services is unlikely without a corresponding 
boost in the general economy. 

In the political sphere, although democratic institutions and practices are 
slowly taking root, the government does not view NGOs and citizens' groups as 
welcome partners in conquering development challenges. The Parliament and even 
more so the judiciary (in this case, the Constitutional Court) have taken some 
modest steps in the direction of greater independence, but  neither branch exercises 
significant authority in the governing process. National radio and television remain 
under state control and are as yet unchallenged by  emerging private stations which 
generally forego political and public affairs programming. The print media--while 
increasingly lively and offering a broad range of opinion--lacks the professionalism 
characteristic of the leading Western publications. The absence of a supportive 
legal and regulatory environment has impeded--but not derailed--the evolution of 
civil society, including NGOs. 

II. THE MISSION'S NPI-RELEVANT ACTIVITIES 

USAID/Bulgariars civil society program, which dovetails closely with NPI, has 
three interlocking core activities. The Firm Level Assistance Group (FLAG) was 
spawned b y  the perceived need for closer collaboration among the several USAlD 
grantees--mostly volunteer programs--involved in helping newly privatized small 
and medium enterprises (SMEs) t o  prosper in a free market system. FLAG 
members have created an organizational structure, determined their respective 
comparative advantages (e.g. sector expertise, type of technical assistance), and 
applied agreed upon criteria t o  improve targeting and coordination of assistance t o  
qualifying firms. Some of the diagnostic work carried out by  FLAG is being done 
b y  newly-minted Bulgarian consulting firms. The University of  Delaware functions 
as a kind o f  information clearinghouse and a source of analytical support for FLAG 
member organizations. Working closely with the Peace Corps and its 10 regional 
business development centers that are striving t o  become financially self- 
sustaining, FLAG members have expanded presence around the country through 
'road showsr designed t o  publicize available services and drum up business. 
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The paramount goal of the Democracy Network Program (DNP) is t o  
strengthen the embryonic NGO sector, the essential foundation of a vibrant civil 
society. NGOs serve to  aggregate citizen interests and provide vehicles for citizen 
participation in political and economic decisionmaking. Through its small grants 
and training programs, the DNP is helping t o  bolster the capacity of  indigenous 
groups t o  make them more sustainable and more effective actors in Bulgarian 
political life. A cadre of Bulgarian officials is being trained t o  provide the kind of 
technical assistance now furnished by  the Democracy Network, which is also 
trying to  encourage greater cooperation among the NGO foundations and 
associations on issues of common concern. 

The first round of grants went primarily t o  advocacy-oriented NGOs, many 
of which were active in promoting the rights of  minority groups. The current round 
emphasizes social welfare organizations, whose work not only helps t o  ameliorate 
the hardship accompanying the free market transition in the absence of an 
adequate social protection system, but also can over time influence the course of 
national policy. Future rounds could target organizations promoting the rights and 
status of women or associations of small business owners. The Democracy 
Commission--headed by the U.S. ambassador--coordinates all U.S. Government 
efforts on democracy and political development. The Commission also provides 
SEED money for NGOs through its own modest small grants program. 

The Local Government Initiative (LGI) can be viewed as a quintessential 
programmatic expression of NPI theory and practice. Consciously designed t o  be 
cross-sectoral, the LGI is dedicated t o  strengthening the administrative, managerial, 
and financial capacity of  municipal governments, and t o  fostering greater citizen 
participation in the decisionmaking process in ten pilot cities. A t  the same time, 
USAID/Bulgaria has vigorously supported municipal privatization by  introducing an 
efficient, transparent and replicable auction model in 22 localities, and is exploring 
opportunities t o  promote privatization of traditional municipal services such as 
trash collection. Bringing together the local business community, civic organiza- 
tions and government officials is the paramount goal of  the LGI. 

Lessons learned and best practices emerging from this program t o  
strengthen democratic local governance will be disseminated t o  other municipalities 
by  USAID-backed associations of elected local officials and t o  the central 
government through targeted assistance t o  the Ministry of  Regional Development. 
Mayors' associations, originally regional in scope, have the potential t o  become 
effective lobbying organizations pressing for the devolution (particularly taxing1 
revenue generation authority) t o  municipalities commensurate wi th  their expanded 
responsibilities in the provision of services and benefits once handled b y  the central 
government. 

As part of  USAIDIBulgarials ongoing effort t o  enhance the capacity of 
indigenous civil society actors, the Mission was instrumental in the establishment 
of  the Foundation for Local Government Reform. Started b y  a former mayor, this 
policy-oriented NGO provides valuable information and technical assistance t o  local 
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elected officials. Also augmenting LGlfs efforts t o  buttress the institutional 
capacity of local governments is a competitive grants program that will provide up 
to  $50,000 for quick-impact projects, such as improved (and perhaps privatized) 
city service delivery and formation of civic groups around issues of local concern. 
A separate municipal finance and administration activity should have replicable 
models in place within the next t w o  years. 

The Mission is also undertaking a number of activities which--while not  
directly linked t o  NPI--stand t o  contribute t o  the long-term success of a civil 
society-based development strategy. These activities fall into various strategic 
assistance areas and include: ongoing support for the American University of  
Bulgaria at Blagoevgrad with its U.S.-style liberal arts curriculum t o  train future 
leaders in the public and private sectors; legal, regulatory and tax reform at the 
national level; Kompass and Nachala Programs under the Bulgarian-American 
Enterprise Fund and CARESBAC, all geared t o  assisting SMEs; strengthening and 
professionalizing independent media; and upgrading worker transition (i.e. job re- 
training) programs. 

8 

Finally, the Partners for International Education and Training (PIET) has been 
reorganized in order t o  support more directly the Mission's individual strategic 
objectives as well as the NPI goal of exploiting cross-sectoral linkages. Successful 
candidates have t o  demonstrate how their training will enhance capacity in  priority 
areas. 

The NPI Difference: Reconfiguring the Mission t o  Exploit 
Cross-Sectoral Linkages 

In order t o  exploit linkages between the three pillars of NPI--nongovern- 
mental organizations, competitive small businesses and democratic local 
governments--and thereby enhance overall program impact, the Mission found it 
necessary t o  modify i ts internal organization. The move toward greater program 
synergy required closer collaboration between the Firm Level Assistance Group, 
Local Government Initiative and the Democracy Network. The Mission devised 
changes along three inter-related dimensions: 

1 . A dministra tive/Organiza tional Dimension. Following a n u m  be r of  
discussions, the Mission decided t o  establish an ad hoc Coordination Team, the 
goal of  which is t o  identify opportunities for greater synergy between FLAG, LGI 
and the Democracy Network. In addition to  representatives from these three 
strategic programs, the Team also consists of  local members of  the relevant SO 
core teams, the training coordinator and resident professional media adviser. The 
Coordination Team is charged with improving information f low between the major 
programs so that each can build on  or dovetail with the efforts of  the others. 

2 .  Communications Dimension. As part of the effort t o  boost information 
f low and improve communication between the staffs of these programs, a separate 
SYNERGYNET has been established. All the relevant actors can stay abreast of 
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developments in the respective programs by having access t o  weekly reports 
drafted by USAIDIBulgaria, success stories submitted by development partners, 
newsletters, researchlanalytical papers, etc. Subscription to  the network is 
moderated but still open to  newcomers. 

3. Impact Dimension. Moving beyond simply identifying opportunities for 
greater program synergy, the Coordination Team recommends concrete steps to  
bring it about. The Team recently proposed a number of steps to  strengthen links 
between FLAG and the Democracy Network, including ways to  bring together 
NGOs and representatives from the small business community. 

The need for internal organizational adjustments points up an important 
lesson from the NPI experience: the labor-intensive nature of  an integrated, civil 
society-focused strategy. The expected payoff--especially in terms of sus- 
tainability--should more than compensate for the added person hours, but  Missions 
would be well advised that implementing NPI effectively involves high start-up 
costs. Designing and then implementing programs which seek t o  create and 
exploit cross-sectoral linkages is a time-consuming process. Moreover, forging the 
institutional linkages and the personal relationships that make NPI work requires 
extensive attention in the formative stages. Effective communication both within 
the Mission, between the Mission and contractors/grantees, and between other 
development partners is integral t o  the success of NPI, but  it takes time and 
commitment t o  make it happen. 

Nut only has USAIDJBulgaria found NPI 
an intellectually stimulating under- 
taking, the staff also felt energized by 
the closer contact with various civil 
society actors, and more optimistic 
about USAID'S ability to make a 
difference in Bulgaria's economic, 
social and political evolution. 

Beyond the burgeoning manage- 
ment demands, t o  the extent that NPI 
represents a new direction for a given 
Mission, the staff can expect to  devote 
considerable time to  grappling with the 
conceptual and programmatic 
challenges posed by this synergistic 
approach. But herein lies some of the 
personal reward attending the adoption 
of NPI. Not only has USAID/Bulgaria 

Ill. ILLUSTRATIVE LESSONS LEARNED 

- - 

* Importance of a Supportive Enabling Environment. While lack of  political 
will on the part o f  the GOB led the Mission t o  develop a bottom-up strategy for 
fostering an enabling environment conducive t o  free market democratic reform, the 
Mission has found it extremely beneficial t o  involve central authorities--on a 
selected basis--in particular programs and activities. Progress in the area of 
democratic local governance has been abetted b y  steps t o  enlist the backing of the 

found NPI an intellectually stimulating 
undertaking, the staff also felt energized by the closer contact wi th  various civil 
society actors, and more optimistic about USAIDrs ability t o  make a difference in 
Bulgaria's economic, social and political evolution. 
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Bulgarian government for devolving more authority to  mayors and municipal 
administrations. This is the chief rationale for the Mission's intensive efforts t o  
promote a national association of mayors, which is envisioned as a powerful 
lobbying force on behalf of decentralization. Likewise, the Mission has worked 
with indigenous foundations and NGO associations t o  cooperate in pushing for 
legislative and other reforms t o  boost the sector. 

Devising creative ways t o  gain the center's support for empowering local 
governments, the Mission sought a role 
for the GOB'S national training center in 
the LGI program and also sent the head 
of Parliament's local government 
committee (a member of the ruling 
Socialist Party) t o  the U.S. along with 
a group of mayors for public adminis- 
tration/community development- 
oriented training. 

The hope is that central government 
officials will become more supportive 
of devolving greater authority when 
they learn about the successes of 
various municipat governments in 
meeting the needs of citizens and when 
they are exposed to the possibifities for 
mutually-beneficial local-national 
government colla boration. 

Also t o  the this end, one of the 
Mission's goals in agreeing t o  host a 
December 1996 EN1 regional confer- 
ence on democratic local governance was t o  bring t o  the attention of GOB officials 
the innovative efforts of mayors and municipal officials throughout the region and 
t o  show that the Bulgarian government lags behind several of i ts counterparts in 
EasternICentral Europe and the former Soviet Union in embracing the principle of  
increased decisionmaking power at local and regional levels. The hope is that 
central government officials will become more supportive of devolving greater 
authority when they learn about the successes of various municipal governments in 
meeting the needs of citizens and when they are exposed t o  the possibilities for 
mutually beneficial local-national government collaboration. 

* NGOs must be proactive t o  overcome both government and public 
skepticism about the sector's prospective contribution in post-Communist society. 
It is imperative that NGOs design and implement public outreach and communica- 
tions strategies (in part through improved links wi th  the media) t o  inform the 
citizenry about their efforts t o  advance the interests of  ordinary Bulgarians. A t  the 
same time, NGOs should seek out opportunities t o  form partnerships wi th  local 
governments, for example, in  the area of social service delivery, which would serve 
t o  enhance the credibility of  these organizations as effective development partners. 
The nascent NGO community must also do a better job of  working together t o  
advance its o w n  common interest in creating a supportive enabling environment, 
including elimination of legal and bureaucratic impediments t o  NGO formation and 
operation, and passage of tax and other related legislation t o  permit both 
deductions for charitable contributions and commercial activities wi th  the aim of 
promoting NGO financial sustainability. 
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* U.S.-based training aids networking and post-trip collaboration. The 
Mission has consciously used U.S.-based training not only to  bolster the 
knowledge and skills base of Bulgarian selectees, but to  facilitate networking and 
solidarity among participants with an eye t o  post-trip cooperation. One training 
group consisted of mayors from some of the target cities under the LGI program, a 
plan which served to  forge professional and personal relationships among pro- 
reform local elected officials and thereby strengthen the newly-formed mayors' 
association. In-country training can also advance the goal of networking while 
simultaneously contributing to  changes in the broader enabling environment. 
USAIDIBulgaria has made a special effort t o  ensure that training programs for 
NGOs--particularly for groups involved in social service delivery--include repre- 
sentatives from central government ministries concerned wi th  social welfare policy. 

These examples illustrate the larger point that training, particularly expensive 
U.S.-based programs, should be designed t o  (and evaluated on whether they) 
contribute in demonstrable ways t o  realizing NPl's chief goal of promoting cross- 
sectoral linkages and partnerships, and t o  materially affecting specific strategic 
objectives. These are the major criteria applied by the selection committee for 
participant training programs. 

* Poor donor coordination can reduce the impact o f  strategies t o  promote 
inter-sectoral linkages. In several countries in the EN1 region the European Union 
(EU) and a number of its member states provide substantial levels of  technical 
assistance. The degree of donor coordination depends on several factors and can 
vary widely from country to  country and sector t o  sector. As in most EN1 coun- 
tries, the record on donor coordination in Bulgaria is mixed. The overall impact of 
USAID/Bulgarials civil society-oriented strategy--most notably the effort t o  exploit 
linkages between NGOs, democratic local government and small business--would 
be measurably greater with genuine strategic collaboration wi th  the EU. The 
challenges of doing so should not be underestimated, but getting agreement 
between the major donors on an NPI-type approach would help ensure conceptual 
clarity and programmatic synergy. 

While the EU and European bilateral donors need not adopt NPI, the Ini- 
tiative's prospects grow more promising when strategic complementarity becomes 
a donor goal. The Mission is examining how it can elicit support f rom other donors 
for an approach focusing on  local level capacity building and partnerships. 

Cross-sectoral Linkages: Selected Success Stories 

* Economic revitalization is widely considered to  be a precondition for 
sustained support for the reform process. The Mission has devoted considerable 
attention t o  forging links between the fledgling private sector--the most promising 
engine of economic growth--and local governments which find themselves playing 
an ever great role in the development process. With the help of  FLAG and the 
Peace Corps, three of the target municipalities under the LGI program (Stara 
Zagora, Varna and Zlatograd) have set up business development centers. These 
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public-private partnerships have proven to  be 'win-win' collaborations in mobilizing 
local resources t o  stimulate economic growth and development. 

This effort comes on the heels of significant progress in privatizing 
municipally-owned businesses/assets, which also served to  create strong ties 
between local governments and the emerging small business sector. Part of  the 
reason why municipal privatization proved so successful and relations between the 
local authorities and the small business community so fruitful was the decision by 
USAlD t o  use local consultants who were familiar wi th  the territory and who 
enjoyed the trust of city officials. In addition to  boosting the capacity and know- 
how of these Bulgarian consulting firms, the productive collaboration between 
these businesses and municipal administrations paves the way for future expanded 
cooperation, for example, in forming a business advisory council (wi th  the assis- 
tance of the LGI) or in privatizing some city services. 

The Mission also proudly notes that as a result of lobbying by  the USAID- 
supported mayors' association, the original law was revised such that 100% of the 
revenues generated from the sale of municipal assets would remain wi th  the 
municipality. Interestingly, a follow-up survey found that the bulk of these monies 
went  t o  upgrade infrastructure--the deterioration of which has been a brake on 
local development. 

* In other localities, USAID/Bulgaria funded a U.S. NGO, the Free Trade 
Union Institute, t o  develop and operate job counseling centers for unemployed 
workers. In addition t o  a well-executed strategy of fostering good relations wi th  
the small business community and wi th  local government officials, the centers also 
received assistance from KPMG (another USAlD contractor) in  designing training 
modules and materials on workers' rights under privatization. 

* In the municipality of  Gabrovo, one of the pilot cities under the LGI, the 
Mission has succeeded in integrating three USAID-supported activities in  order t o  
maximize overall program impact: private health markets project implemented by  
3 M  Corp. and the Institute of Public Health (IPH) of the Bulgarian Ministry of  
Health; an energy efficiency project implemented by  Electrotek and t w o  Bulgarian 
NGOs (Energy Efficiency Foundation and Association of Energy Engineers); and the 
LGI program. The first activity seeks t o  promote market compatible reform of 
health care financing and organization. The second involves demonstration of 
various energy conservation measures, and the third activity is designed t o  bolster 
the institutional capacity and effectiveness of local government. 

In a regional hospital located in  Gabrovo, 3M and IPH are working with the 
hospital staff t o  code patient records t o  approximate real costs for medical 
treatment received. A t  the same time, the hospital--together with city officials and 
professionals f rom Electrotek and cooperating Bulgarian NGOs--are demonstrating 
cost-saving energy efficiency measures. An agreement was then reached between 
Electrotek, 3M and Gabrovo authorities t o  integrate their respective activities by  
adapting software t o  serve both hospital patient-care coding and energy con- 
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sumption data needs, while working with the city government on the budgetary 
and policy implications of information generated. 

* The success of advocacy- 
oriented NGOs in stimulating greater 
public participation in the political 
process depends on building bridges t o  
local governments. The Mission 
believes there is ample room for 
improvement in forging links between 
NGOs and municipal governments, 
though some progress has already been registered. In Stara Zagora, USAlD 
brokered a deal involving municipal authorities and a local NGO which was tasked 
wi th  facilitating a dialogue between the government and city residents regarding a 
planned gassification project. 

The success of advocacy-oriented 
NGOs in stimulating greater pubfic 
participation in the political process 
depends on building bridges to local 
governments. 

In Bourgas, NGOs have worked closely with the municipal administration t o  
bring increased transparency t o  the decisionmaking process and t o  develop 
mechanisms such as town meetings to  encourage the active involvement of  
citizens, whether through community groups or as concerned individuals. Another 
result of  this NGO-local government partnership has been that human rights groups 
providing legal assistance to  Roma, frequently the object of  discrimination, have 
encountered much more support from local authorities in Bourgas than has 
historically been the case elsewhere. The Mission also intends t o  encourage LGI 
target cities t o  expand their partnerships with NGOs and t o  explore opportunities 
for these organizations, most likely social service-oriented groups, to  receive con- 
tracts t o  run social programs or activities. Such an arrangement would have the 
added benefit of  demonstrating t o  a skeptical population the potential role of  the 
NGO sector in improving citizensr lives. 

Association Building: The Critical Link Between Strengthening Local Capacity 
and Fostering a Favorable Enabling Environment 

While USAID/Bulgaria has launched a number of  activities to  bolster directly 
the institutional capacity of newly privatized small and medium enterprises, NGOs, 
and municipal governments, the Mission has also devoted considerable energy and 
resources t o  helping these civil society actors form associations. These associa- 
tions serve t o  aggregate sectoral interests while also possessing the potential t o  
"lobby" national decisionmakers on legislation and regulations essential t o  the 
creation of an enabling environment conducive t o  the development of  a robust civil 
society. As such, they are a crucial link between the State and civil society and a 
principal vehicle for engendering change in national policy. This is especially true 
of associations of professionals, whether lawyers, judges, entrepreneurs, 
physicians, etc., who enjoy high stature in society and--as in the case o f  judges 
and lawyers--may already be participating and/or operating within the political 
system. 
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However, the standout performer in USAID/Bulgariars association building 
effort has been the regional associations of mayors (several of whom, not 
coincidentally, represent LGI pilot cities). Through LGI, the Mission is enhancing 
the administrative-managerial capabilities of  the associations and improving the 
prospects for financial sustainability and effective outreach. In addition t o  
functioning as transmission belts for practical knowledge on municipal reform--a 
prerequisite for replication of successful pilot projects and hence nationwide 
impact--these associations of democratically-elected officials are working t o  
persuade national authorities that the transition t o  free market democracy hinges 
on  empowering municipal governments. 

The mayors have already registered some impressive successes, including 
the aformentioned GOB decision that all revenues from municipal privatization 
would remain wi th  the local administration. These public servants are gradually 
turning a de facto devolution of responsibility into a de jure mandate to  govern and 
improve the lives of Bulgarian citizens. 
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NPI FINAL REPORT -- USAID/Guinea 

I. INTRODUCTION 

USAID/Guineals response to the Agency's call for NPI Leading Edge Mission 
(LEM) volunteers was driven by the desire to be more proactive in implementing an 
approach to  development that is highly conducive to achieving results in Guinea. 

Through learning by doing, the Mission had found that collaboration between 
actors from each of the three NPI focus areas was critical to achieving and 
sustaining our program objectives. As a result, we began to integrate the NPI 
philosophy and many of its principles into our activities. But the NPI approach was 
not systematically integrated into our program as a whole. USAIDIGuinea 
(USAIDIG) joined the Learning Phase to  collaborate more closely with Washington 
in working towards this goal, and to provide a potentially successful testing ground 
for the Initiative. 

Moreover, we believed the Mission was well-positioned to monitor, evaluate 
and share lessons learned. We also believed that participation as an NPIILEM 
would help USAID/G develop a better understanding of NPI, and focus the atten- 
tion of Mission staff and our partners on identifying and implementing more 
effective NPI strategies. We sought to enhance Mission partnerships with the NPI 
Learning Team, the Africa Bureau and Central Bureaus to further the goal of NGO, 
small business and local community empowerment, and the development of a 
policy and regulatory environment that supports private initiative and community 
action. 

We believe the next stage in our program's evolution will involve consoli- 
dating the linkages already created and building a web of reinforcing partnerships 
and activities. We will also focus more attention on other aspects of NPI, such as 
promoting civil society by supporting the decentralization of political authority. In 
addition, we will devote more energy to involving the private sector in partnerships 
with local communities. We also plan to refine and implement the NPI results 
indicators and performance measures developed in collaboration with the Learning 
Teim, and to  ultimately incorporate NPI into USAID/G1s new Strategic Plan 
scheduled to begin in June 1997. 

II. COUNTRY CONTEXT 

A. The Starting Point 

From independence in 1958 to the death of President S6kou Tour6 in 1984, 
the Government of Guinea (GOG) followed a harsh, statist policy. By 1984 this 
policy had all but destroyed the country's economy, and civil society had been 
effectively stifled. The agricultural sector, which had been prosperous under 
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French colonial rule, was based almost entirely on subsistence agriculture, and 
what was left of the private sector operated clandestinely. 

Lansana Conte, who seized power shortly after Sekou Toure's death in 
1984, initiated a comprehensive reform effort based on economic and political 
decentralization. In 1985, the GOG mandated a program of economic and financial 
reform. Following the re-establishment of civil rights and freedom of expression, a 
new constitution, adopted in December 1990, authorized the creation of political 
parties. Municipal elections were held in 1990, Guinea's first multi-party presi- 
dential election since independence was held in December 1993, and multi-party 
legislative and communal elections took place in June 1995. For the first time in 
Guinea's history, a multi-party General Assembly was seated in  October, 1995. 

More recently, the Government of Guinea has focused on increasing the 
power and autonomy of local communities. This is consistent wi th  the GOG's 
stated policy of encouraging cooperatives and other grassroots organizations t o  
develop their capacities as business enterprises and become active participants in 
the private sector. To date, 303  rural development communities (CRDs) and 3 3  
urban municipalities have been created nationwide. These institutions facilitate 
grassroots participation in local governance, support sustainable development 
activities and help generate revenue t o  improve local public services. They are 
elected by  the local population, have some authority for tax collection, and are 
responsible for maintaining local health centers, primary schools, and roads. In 
addition, at least five hundred local NGO1s have been created in Guinea t o  t ry  t o  
meet local community needs, although most need a great deal of assistance 
themselves before they can make a real contribution in the difficult task of  
developing a participatory civil society. 

In early 1996, the international and indigenous NGO community created the 
NGO Forum for Sustainable Development, consisting of 8 0  members. Its objectives 
include: exchanging information and experience among member NGOs; improving 
NGO capacity t o  mobilize and manage resources; helping t o  create partnerships 
between local and international NGOs; and promoting a clearer picture of  the role 
of an NGO in Guinea. The Forum is showing strong potential in promoting sus- 
tainable linkages between participating NGOs, civil society, the government, and 
donor community. We are hopeful that it will become a key instrument in the 
implementation of NPI activities in Guinea. 

Agricultural and commercial activity have also expanded since 1984. In 
1985, the government embarked on an IMF-IBRD assisted program of economic 
reform that involved eliminating restrictions on agriculture and foreign trade, 
liquidating I00 parastatals, and reducing the number of bureaucratic obstacles t o  
potential investors. Although the program derailed in 1991, Guinea met pre- 
requisite conditions t o  get the reform program back on track b y  October 1992. 
The increasingly positive environment for private sector initiatives led the Cooper- 
ative League of the U.S.A (CLUSA) t o  conduct an assessment in 1994  that found 
rural businesses were beginning t o  form in  Guinea, and the emerging commercial 
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banking community was interested in expanding their loan portfolio t o  well-trained 
and well-organized rural businesses. 

Overall, the opportunities to  support continued decentralization, promote 
community empowerment and support the emergence of civil society in Guinean 
are exciting, and the results can sometimes be remarkable. 

B. The Legacy of a Statist System and Repressive Past 

The ambitious economic, political and social reforms introduced by Guinea's 
current government have created an environment where the average citizen can 
aspire t o  a better life. Actual and practical changes, however, continue t o  be 
impeded by  traditions that discourage individual initiative and a privileged class 
with vested interests that continues to  resist change. But perhaps the greatest 
obstacle to  Guinea's continued democratization and economic liberalization is the 
fact that most Guineans are ignorant of their legal rights and public officials' 
responsibilities, or are reluctant to  risk the displeasure of the ruling elite by  
protesting when these rights are violated. The continued marginalization of 
Guinean women has also constrained development in the agricultural, health and 
education sectors, although an increasing level of women's participation in 
development activities and the creation of new partnerships with various women's 
groups has already begun to  effect change. 

Ill. ACTIONS UNDERTAKEN BY USAlDlGUlNEA DURING THE LEARNING PHASE 

A. NPI Activities Undertaken by USAIDIGuinea 

As an NPI/LEM, USAIDJG has focused more closely on enhancing linkages 
between and sharing lessons with our partners. The Mission has given special 
attention to  helping local NGOs and associations improve their management 
capacity, integrating sound financial management and democratic practices into 
existing management structures, and enhancing the level of community groups' 
participation in local decisionmaking processes. 

Under SO One (Growth in Agricultural Markets), the Mission has sup- 
ported a very successful partnership between Volunteers in Technical Assistance 
(VITA), an American NGO, and the Guinean NGO known as PRIDE. As a result of  
the highly effective financial institution capacity building and entrepreneurship 
training efforts undertaken b y  these t w o  organization, access t o  microenterprise 
credit and the ability t o  repay loans has increased dramatically in participating rural 
communities. Significantly, women entrepreneurs have received some two-thirds 
of  all loans, and the repayment rate is nearly 100%. 

In the past six months, PRIDE has taken its first concrete steps towards 
becoming an independent NGO. Toward this end, the Mission's SO One team has 
actively supported the efforts of  both VITA and PRIDE t o  change the existing 
banking and legal code so that UCOFIS, PRIDE'S successor organization, could be 
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legally recognized as a "specialized" financial institution, and become truly inde- 
pendent wi th  virtually no support from VITA. 

USAID/Guineals Agricultural Marketing and Investment Project (AMIP), 
also under SO One, has fallen significantly short of its potential and expectations. 
In so doing, it has become a particularly effective tool in helping the Mission 
underscore the critical importance of building activities around the clearly-defined 
interests of concerned beneficiaries. In this particular case, the Mission found 
there was a significant disconnect between the services that members of the 
Agricultural Marketing Foundation established as part of this activity needed, and 
those they were being provided. In response, SO One team members began t o  
make needed changes in Foundation management and design. The impact of  these 
changes will ultimately be useful in determining the potential for restructuring and 
reorienting donor-supported institutions that are based on rigid top-down manage- 
ment structures. 

Under SO Two (Increased Ability of Families t o  Determine Household 
Size), several activities have been conducted t o  strengthen linkages among 
partners working in the health sector. In April, a day-long working session for 
Mission partners was held to  help define future strategies and objectives. In 
September and October individual interviews were conducted with major donors 
t o  obtain additional information on partner activities. In December, a comprehen- 
sive inventory of  health sector activities is planned t o  be conducted in collaboration 
with Canadian Cooperation. SO Two has also intensified attention t o  improving 
the strategic planning and management capacity of local NGOs, adding "capacity 
building" components t o  current activities in some cases. A particularly successful 
partnering experience has been USAIDfs work with the International Planned Par- 
enthood Federation (IPPF) to  improve management and strategic planning capacity 
in  one of SO Two's key partners, the 
local IPPF affiliate, AGBEF. 

During the second phase of 
SO Three activities (Increased 
Enrollment in  Primary School wi th  a 
Particular Emphasis on Girls and Rural 
Children), our education activities will 
continue t o  focus on improving 
education policy and implementing 
reforms through the National Ministry 
of  Education, and on training teachers. 
Simultaneously, w e  will be expanding 
our activities t o  support local 
communities and NGOs in improving 
school management and education 
financing at the local level. These 
combined activities are anticipated to  
further increase enrollment rates, 

increasing enrollment, improving equity 
and improving the quality of education 
requires a strong partnership between 
parents, community leaders, govern- 
ment officials and NGOs. Such part- 
nerships are the most effective means 
of increasing awareness about the  
importance of education, transforming 
traditional views about the role of girls 
in society and enhancing a community's 
ability to manage education resources.. . 
nhey will1 mobilize the country's 
decisionrnakers-religious, business, 
media, unions, academia--to develop, 
implement and sustain effective policies 
and programs far increasing girls' 
participation. 
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improve the quality of teaching and learning, decrease student dropout rates and 
ultimately lead t o  the development of a more literate population and work force. 

Under Special Objective One (Strengthening Civil Society Capacity) the 
Mission has supported the development of  an embryonic civil society in Guinea by  
facilitating local level initiatives t o  help decentralize political decisionmaking and 
administrative processes. Although most Mission-supported activities (NRM, 
PRIDE, AMIP, OlCl and Africare) already integrate elements of  democracy and 
governance, the Mission is now increasingly emphasizing support for civil society 
through a U.S. PVOrs work with village level cooperatives interested in learning 
effective organization development and management techniques and democratic 
decisionmaking processes. 

Under Special Objective Two (Protecting the Environment) the Natural 
Resources Management Activity has put more emphasis on helping villagers get 
together wi th  the National Directorate of Forest and Wildlife (DNFF) and local 
authorities t o  develop a co-management plan for a classified forest, which allows 
villagers t o  share wi th  the government the responsibilities and benefits of  pro- 
tecting the forest. The DNFF hailed this partnership t o  co-manage forest resources 
as an excellent model and plans to  duplicate it in  other areas. A Guinean NGO has 
also collaborated with the Activity and DNFF t o  strengthen the capacity of  re- 
source user groups t o  plan, implement and evaluate natural resource management 
activities in their communities. 

Two  local NGOs, the Centre d'Etudes et de Gestion (CEG) and the 
Centre Africain de Formation pour le Development (CENAFOD) have been 
implementing training sessions and workshops in financial management, project 
management and accounting courses t o  improve the capacity of  local government 
t o  manage development activities. In addition, these training courses and related 
workshops help Guinean citizens and community leaders learn about the rules and 
policies being applied in their communities, and how they can engage in  democratic 
decisionmaking processes t o  influence them. During the Learning Phase, the role 
of  the training office has been reconsidered and may provide more cross-cutting 
support t o  the other SOs in the future. 

B. Operational Adjustments Undertaken by USAIDIGuinea 

In February 1996, USAIDIGuinea formed an NPI team tasked wi th  deciding 
whether t o  submit a proposal t o  become a Leading Edge Mission. The formation of 
this team and subsequent changes in the Mission's structure and operating pro- 
cedures have led t o  an enhanced level of  teamwork within the Mission, wi th  our 
external partners, and helped create new synergistic relationships that seemed t o  
materialize spontaneously after w e  introduced NPI t o  our partners in the field. 

Following its selection as a LEM, the need t o  work effectively and efficiently 
with our partners t o  implement NPI led the Mission t o  broaden its NPI core team t o  
include those staff who work closely wi th  partner organizations. The Mission's 
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NPI core team therefore became cross-cutting, and now includes representatives 
from each of the Mission's SO teams and staff involved in implementing our t w o  
SPOs. This expanded team has been responsible for informing each of our part- 
ners about NPI, the role of USAIDJG as a Leading Edge Mission, and their new role 
in our activities. 

During the first half of the Learning Phase, our closest partners were asked 
t o  identify which of the activities implemented by their organization reflected NPI 
and t o  share proposals for new approaches and creating new partnerships. Their 
feedback and collaboration are reflected in the interim report. Later during the 
Learning Phase, NPI was introduced t o  those partners more indirectly involved wi th  
our activities, who were informed during Reengineering Partners Meetings of our 
role as a LEM and asked to  prepare input for consideration at the appropriate stage 
in our Strategic Planning process. 

In July and August of 1996, the USAIDlGuinea Country Development 
Officer conducted short training sessions for each of our Strategic Objective teams 
during an extended TDY in order t o  clarify what NPI is and how activity managers 
and other Mission staff could become more directly involved in the initiative. 
Following this training and the consolidation of the NPI core team at a mid-summer 
reengineering retreat, each SO team began t o  actively identify opportunities for im- 
plementing NPI in current and new activities, and reflect these ideas in the Results 
Frameworks and Packages being developed as part of Reengineering and in 
preparation for developing our Country Strategic Plan. 

As a result of these activities, our partners have quickly internalized the NPI 
philosophy and principles, and have begun to  play an extremely active role in 
implementing the initiative. In September, USAIDIG and its partners decided t o  
hold periodic meetings that would bring together all of the partners implementing 
program activities and the NPI core team. During the first such meeting which was 
hosted by  the Mission, the group agreed that it would meet each month, and each 
meeting would be hosted by a different partner who would select the main agenda 
item and invite a guest. By structuring the meetings in this way, w e  hope t o  
broaden existing linkages to  include other partners while keeping the core group 
small enough t o  insure a high level of  interaction. 

In October, the Mission drafted as set of NPI results indicators in  close 
collaboration wi th  Learning Team members, including the Chair of  the NPI 
Performance Monitoring Working Group on TDY in Conakry. These indicators will 
be institutionalized as part of our new Results Center, which w e  hope t o  have up 
and running in early 1997. In fact, one of our SO Teams has already expanded its 
Results Framework t o  explicitly include NPI "linkages" intermediate results 
indicators. As other SO Teams follow their lead, a clearer picture of  our future 
results framework should begin t o  emerge, and the NPI core team will potentially 
remain actively engaged in our Strategic Planning process. 
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C. Ability t o  Leverage Resources and Support f rom 
Other Development Partners 

USAIDIGuinea is actively leveraging resources and support from other 
donors who are enthusiastic about supporting our activities. Prior t o  and during 
the Learning Phase, USAIDIG has cooperated closely with the World Bank in 
coordinating donor assistance for basic education and agricultural development. 
We also work collaboratively with the French in this sector. In the course of the 
past nine months, the SO team responsible for implementing health activities has 
increased its efforts t o  leverage resources from other donors, and succeeded in 
engaging KFW, a German development assistance institution, in a partnership t o  
expand the social marketing of contraceptive (SMC) program. Under this new 
partnership arrangement, KFW will help finance the SMC program while USAlD will 
concentrate its resources in the area of technical assistance. In addition, 
Population Service International, an American NGO partner implementing health 
activities, often works with other donors such as UNFPA t o  co-sponsor Mission 
activities such as strategic planning workshops and local training sessions that 
benefit the entire health sector. 

IV. CASE STUDIES OF INNOVATIVE APPROACHES AND ACTIVITIES 

A. A Partnership for Meeting Micro and Small Producer Needs: 
An NPI Case Study in Local Capacity Building 

Development Problem: Inadequate access for small producers to bank credit and limited 
incentive or ability to manage and repay loans. 

Why the NPl approach: The Partnership created between VlTA (a U.S. PVO), PRIDE (a Guinean 
one), local government and communities has proven to be the single most effective means of 
increasing PRIDE'S institutional capacity and creating a high level of community support for loan 
repayment and successful business practices by loan recipients. 

Ongoing and planned actions: The new Union of Specialized Financial Institutions (UCOFIS) will 
be the successor organization of PRIDE, which has, through USAID financing, provided 
entrepreneurship training and micro-credit to small groups of both rural and urban entrepreneurs 
since 1991. PRIDE staff selected the new organization's cooperative structure as the first 
stage towards becoming financially and managerially viable. The process of registering this 
new institution, and identifying the national banking laws under which it will operate, has 
involved learning to navigate and to change the enabling environment for decentralized financial 
institutions in Guinea. For example, because there were no laws governing micro-credit institu- 
tions such as PRIDE, VITA and PRIDE worked with the GOG to develop a new category of 
institution that includes "specialized financial institutions," for which UCOFIS will be the first. 
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A. (continued) 

While the organization's cooperative structure was inspired in part by the experience of other 
credit unions, it is also unique and should offer an opportunity to learn new best practices. Unlike 
traditional credit unions in which the General Assembly holds ultimate authority in the organization 
and is composed of client members, UCOFIS' General Assembly will include clients, represen- 
tatives of the paid staff of the project, and representatives of local "sages", or elders. These 
elders have played an important role since the beginning of the project in assisting in client 
selection and in solving problems of loan repayment. (For further details see Attachment One). 

The efficacy of this institution will be carefully monitored in the future. We anticipate the elected 
COFIS management boards (UCOFIS sub-commmittees) will need extensive training before they 
will be capable of exercising adequate oversight of the new organization. However, limited 
training in democratic processes has not prevented hundreds of PRIDE clients from assembling at a 
dozen project branch sites to  democratically elect representatives in a moving ceremony. We 
believe the seeds of empowerment for these economically marginalized microentrepreneurs will 
swiftly grow into other domains of civic action. 

Lessons Learned 

1: The principal lesson learned by USAID, VlTA and PRIDE through implementing this activity is 
the importance of planning for and managing the transition from a small, personal organization 
using consensus-based decisionmaking to a larger, highly structured one based on well-defined 
rules and procedures. We found that the best approach to  this transition is to  work closely with a 
partner organization already experienced in this type of organizational change. In making the 
transition from PRIDE to UCOFIS in Guinea, VlTA and PRIDE have relied heavily on lessons learned 
from the creation of a successful decentralized financial institution in Benin known as FECECAM to 
expand and consolidate the newly created UCOFIS institution. Through consultations with the 
former Director, PRIDE and VlTA project staff defined the new institution's vision, decided on an 
institutional structure, developed statutes and by-laws for the new organization, refined the 
projects' procedures manual and developed the constitutional general assemblies of UCOFIS to  
which future representatives will be elected. 

value added by the NPI approach: The NPI approach has enabled VITA and PRIDE to  build, 
expand, and sustain microenterprises and small businesses, and to  create a self-sustaining, 
successful indigenous NGO that responds to  and represents the needs of its community. This 
NGO's lending program has a remarkable repayment rate of nearly 1009'0, which is particularly 
striking because the program's current interest rates are high enough to start financing operating 
costs. This in turn increases the likelihood that the program will become self-supporting by 1997. 
To date, almost eleven thousand loans totaling three million dollars have been provided t o  Guinean 
Entrepreneurs, of whom 70% are to women. 

Primary Contact Persons: USAIDIGuinealJoseph Van Meter; VITA-PRIDEIRichard Kimball 
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B. A Partnership for Managing Natural Resources: 
An NPI Case Study in Enhancing the Enabling Environment 

Development Problem: Population pressure and unsustainable exploitation of natural resources 
have caused serious environmental degradation in the watersheds of the Fouta Djallon 
Highlands of Guinea, where the three major rivers in West Africa have their sources. This 
degradation is threatening the well-being of the Guineans and the people in other countries 
whose livelihood depend on these rivers. 

Why the NPl approach: USAIDIG staff used an NPI approach because they saw the importance 
of shared ownership of these NRM activities. An effort to promote sustainable natural resource 
management by the Government without the active participation of the local population is likely 
to fail due to corruption, lack of accountability and lack of attention to local community needs. 
By contrast, a dynamic partnership between the government, grassroots organizations and the 
local population to plan and implement NRM activities ensures a favorable environment for 
sustainable improvement and conservation of natural resource base. 

Ongoing and Planned Actions: USAlD provides assistance to help achieve sustainable 
management of the natural resources in three of the twelve areas targeted by a multi-donor 
Natural Resource Management (NRM) Activity. NRM has three reinforcing objectives: 
(1) Strengthened local capacity for sustainable natural resource management; (2) Sustainable 
increase in production and income; and (3) Enabling conditions for sustainable impact. It add- 
resses them through: (1) partnerships between the American technical assistance providers, 
the Guinean government services, national NGOs and village-level organizations; (2) the 
empowerment of local populations in managing their natural resources; (3) the transfer of 
sustainable agricultural and NRM technologies and practices; (4) the development of viable 
village enterprises; and (5) environmental education. 

Mission efforts to help establish the enabling environment for sustainable natural resource 
management have concentrated on the application of the Land Code to ensure land security for 
resource users, and the implementation of the Forest Code to permit the co-management of 
forest resources by the public forest services and the local populations. USAID, through a 
partnership with the University of Wisconsin Land Tenure Center (LTC), has assisted the GOG 
to insure that the application of the Land Code takes the traditional land use system into 
account, but also provides legal status to land owners. Four regional workshops were 
organized, one in each of the four geographic regions of Guinea, to discuss the applicability, 
advantages and deficiencies of the Land Code. The regional forums ensure that the particular 
socioeconomic context of each region, as perceived by both private and public sectors, is 
respected. 

To halt the increasing degradation of the Nialama classified forest caused by illegal clandestine 
timber exploitation, the NRM Activity has helped establish a partnership between the Forest 
Service, local authorities, a national NGO, and villagers to develop a co-management plan for 
this forest. This plan calls for the government and the resource users to share the responsibility 
and the benefits of protecting the forest. A general assembly of 114 male and female repre- 
sentatives from 15 villages elected an inter-village committee of 16 members to represent the 
villagers in the co-management of the forest. 

Environmental education is another activity which contributes to the enabling conditions for 
sustainable impact. The project staff has collaborated with a national NGO, local teachers and 
Peace Corps volunteers to develop and initiate an environmental education program that will 
involve over 1,200 villagers and school children by the end of 1998. 
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B. (continued) 

While enabling environment issues were being addressed, NRM activity participants worked 
with the public forest service and a national NGO to build local capacity to manage natural 
resources in a sustainable manner through participatory training for resource users groups. 
Training in sustainable agricultural practices, natural resource management practices and village 
enterprise development skills has also been given to villagers to help them increase both 
production and income. 

Lessons Learned 

1. Local populations and the grassroots organizations can play an important role in modifying 
government policies if they have an opportunity to participate in the process of policy formula- 
tion. The initial Land Code had been drafted by expatriate consultants and approved by the 
GOG with little consideration for the traditional land use systems. The application of this code 
would have caused serious social conflict. However, active participation of village and NGO 
representatives in the four USAID-financed regional workshops on the application of the Land 
Code, led the GOG to accept changes that made the Code more consistent with local traditions. 

2. Ongoing co-management of the of the Nialama classified forest has shown that an effective 
partnership between the Government, the local population and national NGOs for sustainable 
management of natural resources is possible. However, successful partnerships require 
patience, and expert community organization skills. In this case, a community-based resource 
management specialist spent five months working with the villagers, local authorities, forest 
service agents, and an NGO before the inter-village forest co-management committee could 
become functional. 

3. Local NGOs with the requisite professionalism and language skills can make an invaluable 
contribution by bringing together expatriate teams, government official and the local community 
to  clarify issues and provide functional solutions. Union Guineene des Volontaires de 
Developprneni (UGVD), a Guinean NGO, did an outstanding job of providing participatory man- 
agement training to  resource user groups. Guinee-Ecologie was similarly successful in helping 
develop an environmental education program in collaboration with Peace Corps, school teachers 
and project staff. 

Value added by the NPI approach: The GOG decision to make sure that the implementation of 
the Land Code is equitable and compatible with the local society and culture is a direct result of 
NPI-driven insistence that grassroots organizations, local and national NGOs and government 
officials participate as full partners in open discussions to consider the findings of the land 
tenure studies done by the LTC. The transformation of the public foresters from regulation 
enforcers into technical advisors who educate the local population about their responsibility for 
and the benefits they receive from protecting the forest is a direct result of the collaborative 
USAID-led effort to bring the inter-village committee, NGOs, and the Forest Service into NPI- 
type discussions to  find ways to co-manage the classified forest. A significant increase in cash 
crop production in the areas of the NRM activity, in the result of participatory planning and the 
implementation of activities which motivated resource users groups to  ado adopt improved 
techniques which conserved the resource base while meeting the needs of the local population. 

Primary contact persons: USAIDIGuinealSon Nguyen; UGVDIOulin Diallo; National Forest 
ServiceIMathias Haba 
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C. Strengthening Health NGO's: An NPI Case Study in Capacity Building and Partnerships 

Development Problem: Absence or weakness of health-oriented NGOs in Guinea, a crucial link in 
the delivery of basic health care to  the poor. 

Why the NPI approach: Only by creating linkages between locally active Guinean NGOs and 
international ones with greater capacity could these health activities become sustainable. 

Ongoing and planned actions: With sustainability of activities as its goal, PSI: 

Helped create a local NGO, Options pour la Sante Farniliale (OSFAM) which will eventually 
replace PSI as the primary contraceptive social marketing institution in Guinea. The board of 
advisors includes both Guineans and members of PSI'S staff. The organization is conceived so as 
to  ensure that local staff are given increasing responsibility for project conception and implemen- 
tation, while continued ties with the worldwide PSI network ensure that OSFAM remains informed 
of best practices, responsible fiduciary oversight is practiced, and institutional credibility 
maintained, all of which should help attract potential donors. 

Works directly with the Association Guineene pourle Bien Etre Familial (AGBEF) for the 
implementation of project activities related to the integration of family planning services into public 
sector health clinics. The success of PSI'S partnership AGBEF and the MOH in integrating Family 
Planning services into 103 health centers and maternities is a clear example of the effectiveness of 
NPl strategies. This partnership between an American and a Guinean NGO and the Ministry of 
Health led to efficient management of project activities and ensured the transfer of skills to  both 
the MOH and AGBEF staff. 

Initiated collaboration with the Association des Sage-Femmes Guineenes (ASFEGUI), a mid- 
wives association, earlier this year to improve family planning education at the community level to  
promote oral and injectable contraceptives use. Following intensive classroom refresher training 
and field observation, these midwives offered a well-organized presentation to young women in 
trade schools. The success of the pilot activity carried out in one neighborhood has led t o  its 
expansion into others. 

Provided support to  ASFEGMASSI, the local chapter of the Society for Women Against AIDS in 
Africa (SWAA). This has included sponsorship of educational sessions in secondary schools, 
printing educational leaflets and funding travel to  a regional SWAA conference. 

Works with both the Boy Scouts and the Red Cross to  operate two  information kiosks in 
Conakry. These kiosks provide generic (IEC) information on AlDS prevention and family planning 
methods and are located at intersections with heavy pedestrian traffic. 

Has supported the efforts of CPTAFE, a local NGO dedicated to  the elimination of female genital 
mutilation. PSI has provided transport and lodging for CPTAFE members to  enable them to  present 
their educational session during PSI-sponsored seminars. 

Lessons Learned 

1. PSI was able to  obtain the support of local community leaders for AIDS prevention activities by 
enlisting the support of national political leaders and health authorities and, perhaps more 
importantly, religious leaders as well. Both the local organizations implementing these activities 
and PSI benefited from the taboo-breaking discussions held with these respected community 
figures whose support largely determined the success of these activities. 
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C.  (continued) 

2. For potentially controversial initiatives, success or failure often hinges on establishing the right 
alliances. Six months elapsed from the time that construction of the Conakry information kiosks 
was completed until they actually became functional. This was due in part to  Ministry of Health 
officials' concerns about offending local religious sensibilities by supporting PSI condom sales, and 
in part to confusion about who could approve placement of the kiosks. PSI finally resolved the 
problem by asking the Red Cross and Boy Scouts to  help obtain a letter of authorization directly 
from the Ministry of Urbanization and Habitat to  operate the kiosks. Disassociating the kiosks 
from PSI and relying on other partners with more influence in a particular area facilitated the 
acceptance of this Information, Education and Communication initiative. 

3. In the case of AFSEGUI, we learned that providing refresher training to experienced members of 
a para-professional association is not necessarily adequate preparation for a specific activity. The 
midwives recruited to work on this project already had several years experience providing family 
planning counseling. Following the classroom training, they were assigned to  present the material 
to a pilot group and PSI observed each presentation. PSI was unpleasantly surprised by the high 
degree of variation in presentation quality and content. To rectify this PSI prepared a detailed 
standard presentation format with instructions on how and when to .use the visual aids and then 
reviewed and revised it with the midwives. During the replication phase, PSI observed and pro- 
vided feedback to  each midwife individually until the material was presented appropriately. 

4. In the case of ASFEGMASSI, USAlD and PSI learned the importance of monitoring the results of 
one-time investments in education activities. Because no evaluation mechanism was put into 
place, we were uncertain as to  whether or not the investment was effective. Now for each 
educational activity, PSI systematically incorporates an evaluation mechanism to enable it to 
determine whether replication is justified and to  improve the activity as needed. 

Value added by the NPI approach: The partnership between USAID, PSI, the MOH and local NGOs 
has allowed for leadership in the conceptualization of project activities, development of training, 
management and evaluation materials, and compilation of statistics. The synergy of this partner- 
ship is responsible for much of the impressive expansion and quality of family planning services 
available in Guinea. 

Primary Contact Persons: USAID/Guinea/Helene Rippey and PSI/Guinea/Theresa Gruber-Tapsoba. 
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D. Building Coalitions for a more Healthy Population: An NPI Case Study on Partnership 

Development Problem: Guinea's high population growth rate of approximately 2% undermines the 
country's economic growth potential and the health of its citizens. 

Why the NPI approach: Active cooperation between local populations, communities and national 
leaders is critical to promoting policies and practices to reduce population growth and improve 
public health. 

Ongoing and planned actions: USAlD and PSI, the American NGO implementing our health/family 
planning activity, set out to train Guinean health professionals by incorporating family planning and 
STDIAIDS prevention modules into the curriculum of the four Health Schools in Guinea that pro- 
vide training for paramedical personnel. These schools are supervised by the Ministry of Technical 
Education and.Professional Training and the Ministry of Higher Education and Research. 
Discovering that these two ministries were not in contact with each other or with the Ministry of 
Health, PSI set out to encourage linkages among them. It organized a series of workshops and 
supervisory missions to develop and evaluate curricula used for classroom teaching. More 
recently, in response to an initiative by the National Health Schools, PSI helped to develop a field 
training curriculum and methodology for supervision and evaluation of students by health center 
personnel. PSI also collaborates with the Peace Corps and AGBEF, a local NGO, to improve training 
for health care providers. 

Lessons Learned 

1. Although the USAIDIPSI FAMPOP activities are administered in cooperation with the Ministry of 
Health, broadening our partnership to include other ministries has ensured that newly trained 
medical personnel are equipped with pertinent skills. 

2. In a country where management skills (and proper use of funds) are a problem, the partici- 
pation of Peace Corps Volunteers as "logisticians" and "facilitators" makes it possible to undertake 
small projects such as conducting surveys at the community level that would otherwise be 
unmanageable for PSI. 

3. In reaching out to other agencies (initially for political reasons), PSI realized that some of the 
research it believed was needed before initiating new activities had already been conducted. In 
seeking out other organizations with experience in the field, however limited or successful, one 
can avoid mistakes, build on successes and more rapidly implement the activity. 

4. Creating linkages and remaining available to  assist new partners is time consuming and can 
cause frustration because resources are temporarily diverted from the primary project objectives. 
On the other hand, by remaining informed and involved, we became aware of opportunities for 
advancing project objectives. For example, PSIIGuinea invested considerable management time 
and logistical resources in facilitating a study on the economic impact of AlDS in Guinea in 
collaboration with a local NGO known as AIDSCAP. The study findings have become a major 
element in PSI'S decentralized AlDS education program, and the investment is now considered well 
worthwhile. 

5. PSI has worked with the Ministry of Health's Diarrheal Disease Unit, UNICEF, WHO, and CECII 
Sante (the Canadians) to determine activity goals, whether educational resources are already 
available, barriers to overcome, and questions that need to be asked as it prepares to launch an 
Oral Rehydration Salt (ORS) program through both the public and private sectors. PSI will also 
work with these organizations to develop a unified communications strategy. This enhanced level 
of cooperation has helped stretch resources and enhanced these partners' capacity to achieve 
development results. 

- 
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D. (continued] 

Value added by the NPl approach: USAlD and PSI'S enhanced level of cooperation with 
government officials and renewed commitment to working with them and not around them has 
helped further many of our health activity objectives. For example, PSI recently approached the 
Ministry of Technical Education and Professional Training and the Ministry of Higher Education and 
Research as a specialized trainer seeking to collaborate with national health education experts 
rather than a separate organization with separate objectives. This approach resulted in effective 
cooperation from different levels of government, and avoided the political obstacles that often 
doom development activities. 

Primary Contact Persons: USAIDIGuinealHelene Rippey and PSIIGuinealTheresa Gruber-Tapsoba 

E. Improving Equity and Quality in Primary Education: 
Creating an Enabling Environment 

Development Problem: Guinea's highly illiterate human resource base is a major constraint to 
economic growth and development. A 71 % illiterate population means poor management in the 
public and private sectors, limited ability to take advantage of agricultural export opportunities, 
reduced capacity to understand and use family health services, and slower adoption of 
democratic principles. The fact that girls and rural children are disproportionately affected 
exacerbates this situation. 

Why the NPI approach: Increasing enrollment, improving equity and improving the quality of 
education requires a strong partnership between parents, community leaders, government 
officials and NGOs. Such partnerships are the most effective means of increasing awareness 
about the importance of education, transforming traditional views about the role of girls in 
society and enhancing a community's ability to manage education resources. 

Ongoing and planned actions: Over the past decade, the GOG has made great strides in 
improving its education policies. Prodded and assisted by conditional USAlD Non Project Assis- 
tance, the Government of Guinea significantly increased budget allocations to primary educa- 
tion. As a result, Guinean children now have greater access to a higher quality education at the 
primary level. A successful social marketing campaign conducted by the National Education 
Ministry's Equity Committee, which manages efforts to  increase girls' and rural children's 
enrollment, has led to an increased demand for girls' schooling and for schooling in rural areas. 
In many cases, demand now exceeds the capacity of local schools. The norm is 100 students 
per class. 

The second phase of our education activity will focus on developing the capacity of local 
parents' associations to participate in school management and take greater responsibility for 
school financing. These activities will involve close collaboration with the National Ministry of 
Education (MEN), and with regional and prefectoral authorities to expand the definition of 
community participation to include increasing enrollment levels and improving education quality. 
These activities will also broaden the scope of NGO involvement in primary school education 
beyond solely furnishing material inputs, and are anticipated to  reinforce the programmatic 
vision and administrative capacities of education-oriented NGOs. 
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E. (continued) 

Finally, with support from the Global Center's Girls and Women's Education Activity, we will work 
with the private sector to develop constituencies to support the education of girls and rural 
children. In addition, we will also offer assistance to MEN in developing forums for public-private 
sector dialogue on education policy reform. Support from the GWE Activity will also promote 
Mission equity objectives by: (1) facilitating a process to mobilize the country's decisionmakers - 
religious, business, media, unions, academia to develop, implement and sustain effective policies 
and programs for increasing girls' participation; (2) strengthening the institutional capacity of the 
Equity Committee, local NGOs and APEAEs throughout the country; and (3) increasing classroom 
participation of girls through the development of curriculum materials and tools through a training 
program for teachers and communities. 

USAIDIGuinea will also work with several different NGOs and PVO partners to implement our 
education activities. Save the Children Fund will initiate a community mobilization pilot project in 
one of Guinea's four regions to strengthen primary school parent's associations, known as 
APEAEs, in 1997. Twenty dynamic APEAEs will be created and supported in meeting community 
needs such as improving education access, quality, and retention rates. SCF will also support the 
establishment of an education NGO consortium with at least 25 Guinean NGO members to discuss 
their potential role in improving education at the national level. Field visits to successful NGO 
programs in education will be arranged, strategic planning workshops conducted, and professional 
norms and standards for NGOs working in education will be articulated through collaborative 
efforts with partners such as MEN. 

World Education will also be developing partnerships with national NGOs who will in turn work 
with the APEAEs. These partner NGOs will become intermediary organizations and provide 
training for APEAEs in community and organization development, adult literacy, management and 
education research programs. If the program is successful, it will be expanded to two regions in 
addition to the initial pilot region. The training system will work within the APEAE network, with 
service NGOs intervening on a contractual basis only. World Education will also work with 
Prefecture-level representative bodies elected by the APEAEs and their delegated Regional 
Federations. These Federations could potentially elect members of a National Council of APEAEs 
to communicate directly with the central government. This national council could encourage 
stakeholders to increase their participation in the dynamic education reform going on in Guinea by 
providing training opportunities in bookkeeping, fund raising, establishing links with the private 
sector and providing a forum for sharing best practices. 

Lessons Learned 

1. USAIDIGuinea has found that girls' issues must be an integral part of the national education re- 
form process to achieve gender equity. We have also found that it is critical to obtain the support 
of community leaders for planned education reforms. Although the efforts we supported at the 
national level did lead to an increase in girls; enrollment levels, our best results were obtained in 
those geographic areas where we supplemented this national-level effort by enlisting the help of 
respected community leaders in promoting education reforms. 

Value added by NPI approach: As a result of this changed environment, community organizations 
have spontaneously emerged and are searching for new, non-traditional approaches to education 
financing, and to retaining teachers in rural areas. 

Primary Contact Persons: USAID/Guinea/Alpha I. Bah 
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F. An Experiment in Rural Cooperative Development: An NPI Case Study in Partnership. 

Development Problem: The limited capacity of Guinean citizens to achieve community development 
goals through organization and advocacy, and limited experience with democratic principles and 
practices. 

Why the NPI approach: We agreed with CLUSA, an NGO with extensive experience in other West 
African countries, that enabling a Guinean community to define and realize its development goals 
could best be achieved by partnering with a NGO experienced in community empowerment, 
democratic practices and procedures, and in teaching needed management and literacy skills. 

Ongoing and planned actions: CLUSA strives to  help communities achieve sustainable development 
by facilitating the development of rural group enterprises that address member-identified needs and 
generate revenue by implementing viable, private sector economic activities. To achieve this objec- 
tive, CLUSA negotiates, then enters into contractual agreements with interested associations who 
agree to  operate under fundamental cooperative principles including: voluntary and open member- 
ship; democratic control (one member, one vote), member economic participation (the capital of 
the enterprise is dedicated to the benefit of the users of that capital, and is initially drawn from 
internal resources), autonomy and independence, provision of training and information to  members 
and key partners, cooperation among cooperatives, and concern for the community. 

During this past year, CLUSA has recruited its field staff with the active participation of potential 
cooperatives. CLUSA's field agents live in villages with cooperative members, and work uniquely 
in local languages. This allows them to gain acceptance by, and the confidence of, the local 
communities, and to  successfully integrate the realities of rural life into partner activities. 

The first step for these cooperatives was their assessment and identification of an internal 
facilitator who would receive intensive training by CLUSA field agents so as to  ensure that the 
decisionmaking and management techniques used by CLUSA would be fully internalized by the 
local cooperative. An important second step undertaken by CLUSA and its cooperative partners 
was to  lead them through a self-diagnosis of their organizations' strengths and weaknesses. 
CLUSA's national staff is now facilitating analysis and prioritization of potentially viable economic 
activities prior to helping partner members prepare feasibility studies for potential financing 
through local banks participating in the activity. 

In much the same manner CLUSA field agents transfer competencies to  the rural cooperatives they 
work with, CLUSA core staff progressively transfer knowledge and responsibilities to their field 
agents, training them as master trainers with skills in organizational development and enterprise 
management, and in skills such as accounting, conducting feasibility studies, planning, budgeting, 
conducting costlbenefit analysis, adult participatory training techniques, and teaching operational 
literacy. It is therefore expected that, when CLUSA activities end, the field agents will form one 
or more local organizations which will continue providing CLUSA-type services to clients. 

Lessons Learned 

1. The time and effort required to involve cooperative partners in the selection process for local 
field staff has had a very high payoff. We have found rural villagers' input to be invaluable 
because they are best qualified to  analyze village needs and to select staff with qualities that make 
them excellent facilitators. The spirit of partnership that has emerged between CLUSA and local 
village cooperatives as a result of this selection process has created a strong commitment on the 
part of cooperatives to  work with the CLUSA program, and has made our field agents directly 
accountable to the village cooperatives that selected them. 
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F. (continued) 

2. Even though CLUSA adheres closely to a well-defined set of principles and operating pro- 
cedures that sometimes alienate local development partners, i t  has created a strong cooperative 
relationship with its partner cooperatives in a very short time. This has been achieved through 
flexibility, mutual understanding and respect as well as devoting resources to  ensure open, active 
and transparent communication of partners' needs, expectations, roles and responsibilities. 

3. Real partnership requires new relationships between field agents, village cooperatives, and local 
government. Field agents living in partners' villages and working exclusively in local languages 
have been able to  reenforce existing partnerships, soften old hierarchial relationships and expose 
members to  new ideas and different ways of approaching their problems. Respecting and under- 
standing the wisdom of rural group enterprise members and community leaders has made this 
possible. 

4. When members begin to recognize that their cooperative or local government is accountable to  
them, and that they are able to  make decisions and benefit from the outcome, they become more 
willing to  invest personal resources in the organization in order to  accomplish organization 
objectives that they have helped define. 

Value added by the NPl approach: Due to CLUSA's focus on developing civil society, the NGO 
initially de-emphasized working with the CommunautBs Rurales de DBveloppement (CRD's) -- 
government-created institutions tasked with local development, but not known for their effec- 
tiveness. However, once the success of CLUSA's activities became known, some CRD's ex- 
pressed an interest in signing contracts with the NGO. As a result of changing views on the value 
of partnering with local government institutions, CLUSA eventually agreed. The rationale behind 
this decision was that the Municipal Advisory Councils (MAC) of the CRDs represent locally 
elected government, and the MAC is responsible for coordinating socioeconomic development in 
its geographic region in collaboration with the Executive Board of the local CRD. 

Additionally, CLUSA has discovered that a large number of village leaders hold office in both the 
cooperative rural group enterprises and on the MACs in their districts. By becoming more open to  
such part-nerships and new opportunities, in less than a year, CLUSA has developed a series of 
dynamic partnership initiatives with other national and international NGOs, government authorities, 
financial institutions, and village-level rural group enterprises. 

Primary contact person: USAIDIGuinealVic Duarte; CLUSAIGuinealBen Lentz 
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V. LESSONS LEARNED 

USAID/Guineafs desire to  become a Leading Edge Mission was in part driven 
by the Mission's belief that its program had already incorporated many of NPlfs prin- 
ciples. Therefore, one of the most surprising lessons we've learned is that there was 
a tremendous amount of  untapped energy, enthusiasm, and potential for n e w  
partnerships that materialized when w e  began t o  explicitly promote the initiative. 
Once we became more conscious of NPI principles and strategies, and made the extra 
effort t o  implement them, our partners realized that w e  intended t o  share respon- 
sibilities for implementing our activities and achieving results, and the initiative gained 
a momentum of i ts own. 

Because it requires a significant investment of  staff time, the success of 
NPI hinges on  a strong, explicit commitment by senior management t o  implementing 
NPI activities. Creating new partnerships and linkages, and being available t o  assist 
new partners is time consuming and can cause frustration because resources are 
temporarily diverted from an activity's primary objectives. On the other hand, by  
working more closely with our development partners, Mission staff discovered 
opportunities for advancing activity objectives, and were able t o  create new 
synergies. Without the creation of a conducive "enabling environment" within the 
Mission by  its senior staff through the delegation of authority t o  the NPI team and 
their unwavering support, we could not have attained the results achieved thus far. 

Strategic partnerships augment 
the capacity o f  partners working in the 
same or different sectors t o  achieve 
development objectives. For example, 
CLUSA is interested in collaborating with 
the Agricultural Marketing Foundation to  
improve its effectiveness by introducing 
the organization t o  CLUSAfs organization 
and management principles. Similarly, 
PRIDE is cooperating wi th  PSI t o  include 
health and AIDS awareness messages in 
PRIDE'S training sessions, and is explor- 
ing other possible avenues for sharing its 
expertise and experience. 

The time and resources 
invested in creating an improved enabling 
environment, including what  could be 
called the social enabling environment, can have an enormous payoff. For example, 
CLUSAfs activities are having unforeseen results, as the GOG's Rural Development 
Communities seek t o  establish a new partnership wi th  the NGO. The success of 
NRM in helping community and forestry officials co-manage the Nialama forest has 
also started t o  produce unforeseen results in terms of increased revenues for local 
villagers. After PSI was able t o  obtain the support of local community leaders for i ts 
information, education and communication campaign by  enlisting the support of  

When members hegin to recognize that 
their cooperative or locaf government is 
accountable t o  them, and that they are 
able to make decisions and benefit from 
the outcome, they become more willing 
to invest personal resources in the 
organization in order to  accomplish 
organizalion objectives that they have 
helped define. By becoming mare open 
to such partnerships and new oppor- 
tunities, in less than a year, CLUSA has 

I developed a series of dynamic partner- 
ship initiatives with other national and 
international NGOs, government 
authorities, financial institutions, and 
village-level rural group enterprises. 
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national political and religious leaders, other health-related results became easier to  
achieve since the taboo on publicly discussing contraceptives had been broken. 

While the nature of  a particular interaction and the need for flexibility should 
always be carefully considered, in certain situations it is particularly important that 
partnerships be spelled ou t  in signed written contracts or memorandum of  
understandings. The preparation and negotiation of these contracts clarifies the 
expectations and responsibilities of all partners, thereby avoiding false expectations 
and providing a reference document to  help resolve disagreements. In the case of the 
VITAIPRIDE activities, the clear requirement that credit be sponsored by  a group 
rather than a single individual, codified in  a contract, is largely responsible for the 
near 100% repayment rate of loans. 

Better results can sometimes be achieved b y  allowing partners with more 
clout or influence t o  take the lead. When PSI experienced obstacles in trying t o  get 
family planning and AIDS information 
centers opened and running, the issue 
was resolved only when PSI deferred t o  
t w o  local partner organizations who 
could obtain the needed authorization. 
In basic education, USAIDIG's success 
in increasing girls' enrollment in schools 
also resulted from working closely with 
local leaders. 

A collaborative relationship between 
unlikely partners can be achieved 
through carefully managed dialogue and 
strategic planning. 

The success of a partnership depends largely on  the level of  mutual 
understanding and respect achieved. CLUSA field agents who lived in the villages 
cooperating wi th  CLUSA and worked exclusively in local languages have had 
remarkable success in strengthening existing partnerships, softening old hierarchial 
relationships and exposing members t o  new ideas and different ways of solving 
problems. By the same token, CLUSA's field agents are better able t o  adjust their 
methods and goals t o  suit their individual village's needs. 

Motivating partners t o  participate in NPI requires a non-directive, open- 
minded approach. Working closely wi th  a few  individuals and then progressively 
broadening the scope of NPI activities has proven to  be highly effective. Engaging 
partners in  a discussion about how t o  integrate the NPI approach into their ongoing 
activities allows partners t o  tailor the NPI t o  their particular programs, and stimulates 
thinking about new activities and approaches. 

A collaborative relationship between unlikely partners can be achieved 
through carefully managed dialogue and strategic planning. After much background 
work, four regional workshops planned by  USAID resulted in mutually agreed upon 
changes t o  the Guinean Land Code, which made it more consistent wi th  local tradi- 
tions. Similarly, agreement for the co-management of  the Nialama classified forest b y  
the community and government officials has shown that it is possible t o  obtain effec- 
tive partnership between the GOG, the local population and national NGOs for 
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sustainable management of natural resources. In both cases, however, our 
experience has shown that partnerships require patience and expert community 
organization skills. 

VI. CONCLUSIONS 

A. Value added by the NPI approach 

NPI has significantly improved the effectiveness of USAID/G1s program by  
strengthening our partnerships, improving the quality of some of the Mission acti- 
vities, decreasing the time needed to  achieve certain results, and generally making 
our work more satisfying. The impact of NPI started t o  be felt very early as w e  
polled our partners t o  determine their receptiveness to  a renewed relationship based 
on NPI principles. 

The spirit of partnership encouraged by  NPI has also started to  show concrete 
results through the leveraging of resources from other donors. As a result of  the 
enhanced level of dialogue realized through monthly partner meetings and other new 
practices, the GOG and other donors have become more interested in coordinating 
with the Mission and co-financing activities. For example, the French Caisse de 
DBvelopment has financed the opening of t w o  branches of the USAID-financed VITA/ 
PRIDE activity, and Africare is participating in the national expansion of a community- 
managed road maintenance activity in partnership with the government's road con- 
struction and maintenance unit (PNIR), an activity supported by  USAlD financing. 

The Learning Team's country-specific feedback also led USAIDIG t o  focus 
more on  strengthening cross-sectoral linkages and on ways of developing activities 
that integrate the three NPI areas. We have started t o  identify wi th  greater speci- 
ficity the policies and regulations that have been and will be targeted t o  improve the 
national and local enabling environments for small business, local government and 
NGOs. Additionally, w e  have attempted t o  identify ways t o  ensure that these groups 
will undertake the civic actions needed t o  enhance and sustain their development. 
We expect that the improved enabling environment and community initiatives will in 
turn serve as a catalyst for increasing the effectiveness of our activities. Unleashing 
a new community spirit of  cooperation and empowerment could, in effect, remove 
one o f  the most important constraints t o  development in Guinea; Guineans' reluc- 
tance t o  take the initiative in achieving important development goals. 

B. Next Steps 

1. Next Steps for the Mission 

In the course of developing our new CSP, we intend t o  develop and strengthen 
the vertical links within our activities while also exploring new horizontal linkages 
between sectors. For example, we plan to  integrate health and environmental educa- 
t ion into our current basic education activities. We also plan t o  explore ways t o  go 
beyond our o w n  program by integrating our effort wi th  other donor activities. We 
further plan t o  integrate civil society development objectives into nearly all Mission 
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activities. In addition, w e  will devote more energy to  involving the private sector in 
partnerships wi th  local communities. In short, we plan t o  systematically incorporate 
NPI into USAID/Guineals new Strategic Development Plan to  begin in June 1997. 

2. Suggestions for the Agency 

USAIDIGuinea is happy t o  have been selected as a LEM, and strongly 
encourages the expansion of the Initiative. In addition t o  what is already planned by  
the Learning Team, we would like to  encourage the Agency t o  take an active role in 
promoting NPI wi th  other donors. 

In conjunction with the dissemination the documentation from the LEM phase, 
we encourage an active effort to  familiarize everyone in the Agency with the potential 
of this initiative. This could be done through NPI workshops, either specially set up 
for NPI or in conjunction with other Agency conferences. The continuation and 
expansion of the core USAIDIW NPI team would also be essential to  the future 
success of the initiative. 

Finally, as noted above, implementing NPI requires both staff and financial 
resources. The payoff is high, but the need for additional staff time, particularly in 
the initial stages when partners are being educated about new Mission policies and 
procedures, is also high. Some NPI-specific funds will be needed, particularly in the 
initial stages, t o  help promote the initiative and to  help develop the capacity of  local 
NGOs. 

3. How the Mission envisions its role as an NPI Mentor 

USAIDIG would like t o  further enhance its understanding and practice of  the 
NPI through a process of interaction that brings together AIDIW and field practi- 
tioners. The Mission would like to  become a node for regional NPI networking t o  
advance new partnership initiatives in West Africa. We would be interested in 
hosting NPI workshops where AIDIW and other NPI experts could discuss NPI prin- 

- 

ciples, strategies and experiences. The Mission would also like t o  host delegations 
from other missions t o  come familiarize themselves wi th  what we have done and 
what might work for them. Depending on funding availability, we would also like t o  
sponsor some of our NPI partners t o  visit neighboring countries t o  share their 
experience wi th  others interested in advancing NPI. 

- 
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ANNEX 1 

lmplementinu the GREDP 

In creating UCOFIS, VlTA and PRlDE have relied on lessons learned from the 
creation of a successful decentralized financial institution in Benin known as 
FECECAM. Through consultations with the former Director, PRlDE and VlTA project 
staff defined the new institution's vision, decided on an institutional form, developed 
statutes and by-laws for the new organization, refined the projects' procedures 
manual and developed the constitutional general assemblies of UCOFlS t o  which 
future representative will be elected. 

PRlDE was already registered as an indigenous NGO. UCOFlS and i ts local 
branches (COFIS) have now been registered with the Guinean Ministry of  Justice, but 
are not  yet legal entities t o  be able to  sign contracts and open bank accounts. An 
application has also been submitted to  SENETEC, the Guinean service in charge of 
certifying and overseeing cooperative organizations, for the UCOFlS and COFIS t o  
become registered cooperatives. 

The final step will be for UCOFlS t o  register wi th  the Central Bank as a 
"specialized financial institution," which will involve working with the Bank t o  identify 
the regulations, currently unspecified, that will govern this type of financial insti- 
tution, the first of i ts kind in Guinea. Because of the void in existing Guinean laws, 
VlTA and PRlDE are considering calling for a special law t o  be passed b y  the National 
Assembly and signed by  the President concerning the specialized financial cooper- 
ative. While this sounds like a formidable task, other projects in Guinea, including 
AMIP, have gone through the same process on the road t o  institutionalization. 

In terms of anticipated results, active participation by  cooperative members and 
staff is impressive and is expected t o  continue under the new management structure. 
For example, a series of  constitutional General Assembly meetings have recently been 
held in which between 50% and 100% of clients attended in towns where PRlDE 
sub-branches are located. Overall, this activity has a remarkable record which mem- 
bers hope t o  sustain. The outstanding performance of credit recipients will allow the 
credit element t o  attain a projected 108% coverage of credit sector operating costs 
by  1998. 
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NPI FINAL REPORT -- USAID/Haiti 

I. INTRODUCTION 

In February 1996, USAIDJHaiti (USAIDIH) applied to  be a Leading Edge 
Mission (NPIJLEM) under the New Partnerships Initiative primarily on the strength of 
i ts democracy activities, which focus on forging and strengthening privatelpublic 
partnerships. Haiti's transition t o  democracy in late 1994 had already led the 
Mission t o  devise innovative programs and NPI-like approaches in order t o  accom- 
modate changes required t o  reorient assistance from a strictly humanitarian relief 
program--implemented through nongovernmental organizations (NG0s)--to a largely 
bilateral effort, through contractors and grantees, aimed at supporting the newly 
restored constitutional government and providing an immediate response t o  the 
urgent needs of its citizens. 

USAID/H1s efforts under this transitional program have included: support for 
the demobilization and reintegration of the military; funding of a DOJIICITAP 
program t o  support the creation and training of a 5,200 member civilian police 
force; emergency and in-service training for prosecutors and judges; strengthening 
of the Ministry of  Justice; legal aid; prison reform and rehabilitation; the activation 
of a Human Rights Fund; assistance to  help clear Haiti's arrears; balance o f  
payments support t o  promote economic reforms, including privatization; a communal 
governance program (2,260 microprojects) carried out in 1 13  o f  Haiti's 133  
communes; support for municipal, legislative and presidential elections; assistance 
t o  local governments, Parliament and civil society; assistance t o  a presidential 
commission t o  promote policy and regulatory reform; the establishment of  a 
community-based health care system; and support for the establishment of  a 
National Environmental Plan and a National Education Plan, among others. 

Over the past f ew  months, the approach of forging and strengthening public1 
private partnerships has been expanded and strengthened through the Mission's 
application of NPI principles within and across the program's three Strategic 
0 bjectives: 

SO 1 : Foster more effective and responsive democratic institutions and 
empowered communities 

SO 2: Facilitate increased private sector employment and income 

SO 3: Promote smaller, better-nourished and better-educated families 

As stated in  i ts original proposal, USAIDIH believed that NPI would provide a 
valuable framework and support for new dialogue and activities with our develop- 
ment partners. Since then, USAID/Hrs designation as an NPIILEM has strengthened 
the Mission's commitment and approach t o  establishing new partnerships, which 
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not only improve the environment and 
performance of ongoing development 
activities, but also enhance the 
reengineering process. 

The initial focus on NPI has been 
50150 internal/external due to  re- 
engineering and funding problems 
associated wi th  Congressional holds, 
which have limited the launching of 
certain key flagship project field 
activities, such as support t o  local government. Nonetheless, NPlls influence on 
planning those activities has been substantial--including site selection criteria for 
local government support that require synergy with past and ongoing USAlD 
activities in  other sectors, such as communal governance, agriculture, micro- 
enterprise and the environment. Some NPI-like activities, such as cross-training, 
have already gotten underway, while others (e.g. an integrated public information 
campaign on local government and civil society) are about t o  start. 

USAIDJHaiti's designation as an NPI 
Leading Edge Mission has strengthened 
the Mission's commitment and app- 
roach to establishing new partnerships, 
which not only improve the environment 
and performance of ongoing develop- 
ment activities, but also enhance the 
reengineering process. 

NPI precepts will also contribute directly t o  the upcoming design of USAIDI 
Haiti's long-term strategy, as indicated by our progress t o  date. 

II. COUNTRY CONTEXT - FOSTERING PARTNERSHIPS IN HAITI 

A. Starting Point 

In September 1994, three years after the democratically elected president 
was overthrown in a coup d'etat, the constitutional Government of  Haiti (GOH) was 
restored t o  power following the intervention of a U.S.-led Multinational Force (MNF). 
The GOH--supported b y  the international community--immediately focused on a tran- 
sition strategy designed t o  meet immediate needs, demonstrate tangible progress 
and lay the foundations that would later enable Haiti t o  plan and implement a 
sustainable development program. This short-term approach was predicated b y  t w o  
factors: the need t o  mitigate the disastrous effects of  three years' of corrupt 
military rule under strict, internationally-imposed embargo conditions; and the fact 
that the restored President had less than 1 6  months remaining in his five-year term. 

The first year was marked by  major accomplishments, among which were: 
the elimination of the military and the creation of a civilian police force; clearance of 
arrears, allowing multilateral and bilateral aid f lows t o  resume; five free and fair 
elections, resulting in the October 1995 installation of  2,195 local government 
officials and legislators; and a presidential election in December 1995. However, in  
October 1995, dissension over privatization led to  the replacement of  the Prime 
Minister and Cabinet wi th  a caretaker government. 

The March 1996 launching of the Mission's participation as an NPIILEM 
coincided with several key events. The Parliament had just ratified the nominations 
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of Prime Minister Rosny Smarth and his Cabinet, six weeks after the first ever 
transfer of power between democratically elected Presidents Jean-Bertrand Aristide 
and Rene Garcia Preval. The new government designated privatization, civil service 
reform and fiscal discipline as priorities, and because of its five-year mandate, began 
t o  turn attention away from transitional activities t o  focus on a medium-term 
strategy for sustainable development. 

So far, the Government of Haiti 
has held t o  i ts major commitments, as 
evidenced by  the signing of a Structural 
Adjustment Program wi th the IMF and 
passage of legislation on privatization 
(both in October) wi th  civil service 
reform legislation anticipated for 
January 1997. However, further im- 
provement of  the enabling environment 
is required t o  convince the other 
players--NGOs, businesses and foreign 
investors, civil society actors--that the GOH will stay the course and that changes 
will not  be reversed: further openings will occur, and participation will be productive 
and safe. 

- 
... forming partnerships between the 
GOH and representatives of the bus- 
iness communizy, and engaging both 
directly in an open policy debate, should 
not anly result in more appropriate 
policy recammendations, but also 
assure broader support for the reforms 
enacted. 

The uneasiness of relationships between the GOH and NGOs continues. 
Given Haiti's history, this is not surprising. Nonetheless, proposed legislation on  
NGOs has been presented t o  them for consultation and comment, a step that would 
have been unthinkable in the past. Another concern is the introduction of a four 
percent "service fee" for customs handling of duty-free shipments. A major effort is 
currently underway t o  reverse this decision. 

Local businesses and foreign investors continue t o  play a waiting game as 
GOH policies and reforms are elaborated. However--as demonstrated by  the 
enactment of  several laws proposed by  the privateipublic sector Presidential 
Commission--both sectors are learning the value of collaborative effort t o  expedite 
the necessary changes. Another overarching factor in the slowness of new 
investment is the security climate, both actual and perceived. President Preval has 
made a formal request t o  extend the UNSMIH mandate by  eight months (through 
July 1997) based on the rationale that the new police force needs additional field 
experience and in-service training before it takes on its full responsibilities. 

B. Special Challenges and Constraints 

In April 1996, just weeks after the Mission's acceptance as an NPIILEM, the 
Dole amendment went into effect, prohibiting certain foreign assistance t o  the public 
sector in Haiti. This had immediate consequences for the activities that were t o  
form the starting point for NPI, namely the bilateral Democracy Enhancement (DEP) - 

and Administration of Justice (AOJ) projects. In the case of DEP, the contractor for 
- 

the local government component was forced t o  fire staff and suspend activities, 
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while the contractors for the Parliament and civil society components had t o  enter a 
slowdown mode which lasted four months. 

While Congressional holds were later lifted for the DEP, AOJ has received 
only half its allotted funds t o  date, and programs intended t o  support privatization 
(Policy and Administrative Reform, ASSET), and civil service reform (PAR and 
Budget Support) remained on hold as of November 15, 1996. 

Ill. Actions durinu the Learninq Phase 

A. NPI Activities 

a SO 1 completed highly participatory, comprehensive assessments on  
Parliament, local governance and civil society. For example, at the Parliament, all 
1 1 0  new legislators received questionnaires requesting their views on constraints 
and priorities for assistance. In local governance, questionnaires distributed t o  the 
new mayors of Haiti's 133 communes not only engaged local officials directly in 
project planning, but also established a valuable database--including a succinct 
description of each locality's population, natural resources, economic activities, 
sources of revenue, and infrastructure, as well as priorities for development--as 
determined in town  meetings. Unfortunately, the public opinion survey for the civil 
society assessment had t o  be postponed due t o  lack of  funds. It will go forward 
early this year. 

SO 1 also participated in  the evaluation of t w o  ground-breaking programs, 
designed and implemented by  OTI during the transition phase, which retrained and 
integrated demobilized soldiers and carried out a nationwide community governance 
program of small, rapidly-implemented projects t o  improve the quality of  life and 
demonstrate tangible progress resulting from a return t o  democracy. 

The evaluations and democracy assessment (the first since 1989), including a 
major analysis of  the rapidly changing justice subsector, will inform a new democ- 
racy strategy which, when combined wi th  similar efforts in other program sectors, 
will form the basis--at long last--for a long-term USAlD strategy for Haiti. This docu- 
ment will reflect both NPI precepts and the newly elected government's priorities for 
long-term development, as determined during the assessment. 

SO 2 and SO 3 worked together on development of an innovative food 
security strategy that will continue the Mission's reorientation of humanitarian and 
emergency feeding programs to  a development-oriented, sustainable approach that 
addresses demographic pressures through integration wi th  a sustained family 
planning program and the substitution of  production-enhancing self-help programs 
for short-term relief. A key element of the proposed strategy is the economic devel- 
opment of  Haiti's secondary cities as a means t o  respond t o  increasing population 
pressures in the capital and rural areas. The formation of effective partnerships 
between small businesses and municipal governments could expedite and facilitate 
efforts t o  promote successful regional economic development. 
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a Begun by SO 1 in December 1995, a series of retreats and'workshops t o  
engage other SOs, the GOH, contractor and donor partners, and civil society was 
reactivated following a temporary suspension (due t o  funding problems and project 
slowdown related to  the Dole amendment). The last retreat introduced participants 
t o  reengineering. The next retreat--broadened t o  include private sector repre- 
sentatives--will feature presentations on the findings of the local government 
assessment, lessons learned from OTI/IOMrs communal governance program and 
GOH plans for decentralization. 

a The SO 1 retreats led to  the formation of three multi-institutional working 
groups established to  undertake specific actions and report back to  the plenary on 
progress. The Training Working Group (TWG) has reached agreement t o  catalogue 
and share training materials, cross-train trainers and staff of contractors and other 
partners in the democracy field, and exchange small grant project proposal forms 
and site selection and grant criteria, wi th a view t o  eventual standardization. 

Cross-training in facilitation techniques began in September and involved 
trainers and staff from Associates in Rural Development (ARD), the International 
Organization for Migration (IOM), and America's Development Foundation (ADF), 
which immediately put the techniques into practice in a 3-day "vision workshop" for 
1 7  mayors from the six existing mayorsr associations (See Annex A for additional 
details). The Public Information WG developed a joint public information campaign 
for the local government and civil society programs which will be initiated in - 
November. With completion of the subsector assessments, the Monitoring and 
Evaluation WG will be inaugurated shortly. 

a Within the Mission, a joint SO1 (Democracy) and SO 2 (Economic Growth) 
working group was established to  facilitate inter-SO connections between the civil 
society and economic development programs. The working group, assisted b y  
PPCIDP's Norm Nicholson, finalized a paper on  proposed areas of collaboration (See 
Volume 2, Section B, Annex 12). This effort was immediately inaugurated wi th  t w o  
initiatives: 1) a commitment t o  co-finance a program designed by Hernando de Soto - 

(of Peru's Institute for Free Enterprise and Democracy, or ILD) and Haiti's Center for 
Democracy and Private Enterprise (CLED) to  address property rights--a key con- 
straint t o  Haiti's economic and social development; and 2) SO 2 in-depth briefings - 
for SO 1's contractor staff on the Mission's agriculture and environmental programs, 

- 
including field visits. 

a For engagement of  civil society in Mission activities, many of the DEP civil 
society component activities, t o  be proposed by  groups and individuals, will focus 
on  current issues and topics immediately relevant t o  Haitiansr lives and interests, 
where there is room for maneuvering by civil society (i.e. decentralization, security, 
women's issues, etc.). These types of actions could well lead t o  a reawakening or a 
greater sense of empowerment of civil society as a whole. This component will be 
guided b y  input f rom the Haitian Advisory Council (HAC), a group of ten opinion 
leaders who represent a broad swath of Haitian society--including justice and human 
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rights, labor, education, the media, business, rural development, the women's move- 
ment, civic service organizations, and community development. The HAC, which 
was formed for this purpose under DEP, will hold i ts first meeting in November. 

B. Mission Structure t o  Work on  NPI 

SO 1 has the primary responsibility for promoting and tracking NPI, with the 
Democracy Enhancement Project as the lead activity. Given the success of the NPI 
approach t o  date, the Mission has decided t o  hire, for a period of six months, an NPI 
advisor charged wi th  coordinating NPI participation across SOs, reporting, and pro- 
motion outside the Mission. The candidate will have experience working with both 
NGOs and the private sector so that slhe can enhance our efforts t o  link these t w o  
sets of  groups into a new vision of civil society. This position will be filled when FY 
1997 funding becomes available. 

As previously mentioned, there is 
already an active SO 1 /SO 2 working 
group. Over the next f ew  months, the 
Mission will focus on  expanding the NPI 
linkages between SO 1 and SO 3, and 
SO 2 and SO 3. The latter has already 
begun wi th  the joint food security 
strategy; however, this will be the first 
time a focus is placed on building 
linkages between democracy activities 
and interventions in health, population, nutrition and education. 

Customer Service Plans (CSPs) are being prepared at the SO level. Given the 
difference in where the program in each SO stands--i.e. new and/or transitional, 
older and well-established, or reoriented activities--each SO has taken a different 
approach. SO 1 had introduced reengineering to  partners several months ago, and, 
because it was at the stage of subsector assessments and workplan development, it 
was able t o  incorporate CSP principles directly into the planning and refinement 
process. SO 2 had a big kick-off meeting in September where the partners and 
some customers were introduced t o  the idea of reengineering and the CSP, followed 
by  meetings at the Results Package (RP) level to  determine needs and activities, and 
t o  develop the plan. SO 3 is working on its CSP at the intermediate partner level, 
and will finish the process by  the end of November. 

C.  Ability t o  Leverage Resources/Support f rom other Development Partners 

Following a series of  discussions between SO 1 and the European Union (EU), 
an agenda for cooperation between the EU and USAID/H in  NPI and governance and 
justice activities was developed in June 1996, exchanged by  the respective 
missions in Haiti and sent back t o  Brussels. Other donors will be formally intro- 
duced t o  the NPI concept at  the next retreat. 
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The Mission is confident that its other donor partners (including Canada, 
France, the UNDP, PAHO, UNICEF, UNESCO, the IDB, World Bank, and the IMF, all 
of which have on-site representatives) will also welcome NPI, as it promotes the 
best practices already identified during the intense donor coordination that enabled 
the international community to implement a $1.2 billion package of assistance, 
pledged to support Haiti's transition to democracy in 1995. 

A t  the activity level, USAlD continues to capitalize on co-financing oppor- 
tunities with other donors, ranging from the operations of the Magistratesr School, 
to be shared with Canada and the EU, to a conference on legislative/executive 
branch relations in November, co-financed with the UNDP and France. The latter 
also features the initiation of a cooperation agreement with the National Assembly 
of Quebec (NAQ) whereby USAlD will cover travel and per diem costs, and the NAQ 
will cover the salaries of legislators sent t o  provide technical assistance t o  the 
Parliament. 

USAlD has recently become more involved in facilitating its customersr 
access to other funding sources for activities that either exceed our activitiesf scope 
or fall outside the Mission's program. For example, USAlD assistance to the 
Presidential Commission may help the GOH finance A&E studies on the upgrade and 
expansion of the airports in Port-au-Prince and Cap Haitien. Since the Japan Inter- 
national Cooperation Agency (JICA) cannot finance such studies, it will use these to 
consider funding of the construction work itself, at a cost roughly estimated at $40 
million. 

The timing of a sharper focus on the NPI initiative coincides with strategy 
development for several major donors, including the European Union, Canada and 
France, all of which are engaged in designing medium to  long-term programs for 
Haiti. 

IV. CASE STUDIES OF INNOVATIVE APPROACHES AND ACTIVITIES 

The eventual success of Haiti's efforts to  bring about political decentralization 
will be tied to the health of its regional and local economies. The Democracy and 
Economic Growth SOs are beginning to  coordinate site selection criteria so that pilot 
geographical areas can be targeted for mutually-reinforcing activities by both SOs. 

Programs have been identified which attempt to  support the role of the 
business community as an advocate for legal and regulatory reform and to  build 
capacity for selected business and small farmers' associations. Planned activities in 
community forest and watershed management should also offer opportunities to  
establish creative partnerships between municipal governments, NGOs and local 
business interests. 

To facilitate efforts to track the degree of concentration-dispersion of 
activities by various SOs, as well as by other donors, the Mission's Monitoring and 

Haiti NPIILEM Report - 48 



Evaluat ion Unit--in close collaboration with SO 1--is creat ing a m a p  of t h e  
distr ibut ion o f  activit ies by commune. 

Examples o f  successful  intervent ions and promising planned act iv i t ies are 
provided below. 

1. lncreasina Access t o  Just ice th rouqh Local P a r t n e r s h i ~ s  

Development Problem: There is no public defense system in Haiti, and the Ministry 
of Justice--with limited financial and human resources--cannot fill the void. Due t o  the 
Haitian civil law system, pre-trial detention is the norm. Illegal arrests and lack of 
financial access t o  legal counsel often lead t o  prolonged, unjust detention due t o  
indigence. Prison overcrowding is reaching critical proportions and contributing t o  
severe violations of internationally recognized standards for human rights, including the 
right t o  due process, legal counsel, and humane conditions of detention. 

Relevance o f  NPI Approach: Under the Administration of Justice program, an 
innovative effort provides indigent prison detainees w i th  access t o  legal services, 
through partnerships designed t o  address these issues in the short-term. Three sets of 
nongovernmental entities wi th a role t o  play in legal defense--law schools, bar asso- 
ciations, and local NGOs--have been brought together in a small grants program. 

Description o f  Actions Undertaken: Law schools identify graduating law students, 
who are required t o  perform internships before becoming full-fledged lawyers. Bar 
associations typically match students wi th internships in private law firms; however, t o  
address prison overcrowding, students are instead matched wi th NGOs t o  provide legal 
assistance t o  poor detainees. Small grants support the roles of law schools, bar 
associations, and NGOs in improving the quality and accessibility of legal services in a 
manner that wil l  be sustainable in  years t o  come. 

Lessons Learned: USAlD encountered resistance from the traditional human rights 
community, typically based in Port-au-Prince, who viewed local NGOs wi th  suspicion. 
Considerable efforts have been required t o  allay these concerns. 

ResultsIValue Added b y  NPI: Between January and August 1996, these innovative 
local partnerships resulted in the closing of 1,953 cases involving pre-trial detention, 
composed of 484 case dismissals, 1,231 releases and 238  convictions. Associated 
legal information seminars, by targeting common local causes for arrest, increase public 
awareness of Haitian law and may assist in deterrence. In addition, seeds have been 
planted t o  resuscitate provincial bar associations, which had fallen into disarray during 
the coup period and earlier. 

Primary Contact Person: Jean-Philippe Vixamar 

Haiti NPIILEM Report - 4 9  



2. Reshapina t h e  Enablinq Environment th rouqh Advocacv 

Development Problem: An accommodating business climate is absolutely vital t o  
creating jobs and income opportunities at this point in Haiti's transition to  democracy. 
In addition t o  macroeconomic reforms, an improved business climate requires important 
industry-specific reforms which require close coordination wi th private sector leaders. 

Relevance o f  NPI Approach: Rather than channeling technical assistance for 
economic policy reforms exclusively and directly t o  the government, forming partner- 
ships between the GOH and repre-sentatives of the business community, and engaging 
both directly in an open policy debate, should not only result in  more appropriate policy 
recommendations, but also assure broader support for the reforms enacted. 

Description o f  Actions Undertaken: For the past 18 months, the Mission has 
been working wi th a group of business leaders and Cabinet officials on specific policy 
reforms and current national issues, through support t o  an organization known as the 
Presidential Commission for Economic Growth and Modernization. This collaboration 
has assisted and influenced President Preval's policies. For example, a set of 16 policy 
papers provided to  the President after his election became the basis for legislation, 
including laws enacted on privatization, port tariffs, and other economic reforms. A 
total of seven draft laws have been prepared, including a new investment code which is 
being presented t o  the Cabinet, and wil l  shortly be submitted t o  Parliament. 

Lessons Learned: Members of the Presidential Commission have learned the value 
of keeping the Haitian Parliament well-briefed on upcoming bills. This coordination is 
essential t o  bringing parliamentarians up t o  speed and avoiding protracted delays in 
deliberation and passage. 

Results/Value Added b y  NPI: Although this activity preceded NPI, NPI embodies the 
values that guided the design of the Presidential Commission, which broadens the 
participatory base in formulating Haiti's macroeconomic and key sectoral strategies and 
policies. 

Primary Contact Person: Scott Kleinberg 
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3. Enhancincl Partnerships t o  Provide Improved Basic Education 

Development Problem: Educational opportunities for the vast majority of Haitians 
have always been limited. Insufficient school places, inefficiency and poor quality 
characterize all levels of the educational system, but are particularly acute at the primary 
level. Today, fewer than 75 percent of school-age children are enrolled, and there are 
sharp variations in enrollment and attendance rates; between urban and rural areas, and 
by socioeconomic status. Educational inefficiency is evidenced by high repetition and 
dropout rates: fewer than 30 percent of all children who enter primary school actually 
complete six grades. Girls' education is particularly problematic. Although boys and girls 
enter school in the same numbers, girls are less likely than boys t o  complete the six 
grade primary cycle and go on t o  secondary school. The poor quality of education 
results from inadequate learning materials, unqualified teachers, and, traditionally, an 
inability of the GOH t o  commit the necessary financial, intellectual and political resources 
t o  improve the primary education system. 

Relevance of NPI Approach: Involving a number of partners t o  attain quality 
education, including those directly and indirectly served by the program goal, fosters a 
greater likelihood of success. By ensuring the participation of parents and teachers in 
the program process, more people and institutions wil l  own  the concept and strive 
towards its achievement. 

Description of Planned Actions: Haiti is a cooperating country in the Agency's girl's 
education effort. In combination wi th the Mission's Education 2004's objective o f  
greater involvement of communities and parents in decisionmaking regarding their 
children's education, USAlD wil l  target populations who have heretofore been peripheral 
t o  the education program design and implementation process. These t w o  efforts will 
focus on determining the deterrents t o  girls' education and involving parents and 
communities in  providing solutions to  the problem. 

Lessons Learned: The program is scheduled t o  start in  September 1997 wi th  
preliminary results available sometime in 1998. 

Results/Value Added by NPI: It is anticipated that direct involvement of parents in 
identifying the barriers t o  their children's education wil l  motivate them t o  address the 
underlying causes and assure greater success. 

Primary Contact Person: Lynn Gorton 

Haiti NPIILEM Report - 51 



4. lncreasinq Farmers' Incomes throuah Local Capacitv Buildinq and Partnerships 

Development Problem: Deforestation has progressed to  the point that Haiti, which 
was 60 percent under forest in 1926, now has less than 1.4 percent of its land under 
trees. Poverty, which, in turn, aggravates the impact of unchecked population growth, 
as well as the search for farmland and the cutting of trees for fuelwood and charcoal, is 
the fundamental driving force behind deforestation. Roughly 70 percent of Haiti's seven 
million people currently live in rural areas, and 80 percent of those, nearly four million 
people, make their living by farming the nation's hillsides. Over two-thirds of hillside 
production consists of annual crops (mainly maize, cassava and beans), while most of 
the remaining one-third consists of trees. However, these are mostly banana and 
plantain trees, whose soil retention properties, while better than those of the annual 
crops, are not as effective for soil conservation as larger fruit and fuel trees. Given the 
gradually improving trade conditions for many of Haiti's exports under the Aristide and 
Preval governments, promoting tree crops on Haiti's hillsides has considerable potential 
for income enhancement and employment, as well as for soil retention. 

Relevance of NPI Approach: Based on USAIDrs and other donors' experience wi th  
tree planting and land use projects in Haiti in the 1980s and early 1 990s, it is clear that 
soil conservation and enhanced crop production and marketing efforts only succeed t o  
the extent that farmers themselves understand the benefits. Thus, partnerships w i th  
Haiti's hillside residents are vital to  reversing deforestation and protecting the nation's . 
valuable irrigation, urban and rural infrastructure investments downstream. 

Description of Actions Undertaken: Two  ongoing USAlD initiatives, the Coffee and 
Productive Land Use Systems (PLUS) projects work with over 11 2,000 farm families or 
half a million people, to  bolster profitable soil retention and market production activities. 
In both cases, farmers are benefitting from organizing by  gaining access t o  technical 
assistance and inputs, which allow them t o  enhance incomes and better protect hillsides 
through improved annual cropping practices, water management structures and tree crop 
plantingJgrafting. In the case of the coffee farmers, they are also exporting their product 
as a premium grade item which more than doubles their farmgate price. 

Lessons Learned: After experimenting with a variety of approaches, including 
working w i th  individual farmers, all three implementing NGOs in these programs--the Pan 
American Development Foundation, the Inter-American Institute for Cooperation in Agri- 
culture, and CARE--are working wi th farmers who are already organized into producers' 
groups. CARE, which originally worked wi th individual farmers in target areas in the 
Northwest Department, is now working in new areas of the Grand Anse (Southwest 
Department), and restricting itself t o  communities where farmers' groups already exist. 
The programs train and rely on members of other communities for field extension work. 

Results/Value added by NPI: Although these activities predate NPI, their success 
clearly demonstrates the value of the NPI emphasis on productive partnerships and local 
capacity building. 

Primary Contact Person: Lionel Poitvien 
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5 .  Expandinq M i c r o e n t e r ~ r i s e  th rouqh N e w  Partnerships 

Development Problem: Several macroeconomic policy reforms in lending were 
undertaken in FY 1995, including the elimination of the interest ceiling, a decree allowing 
chattel mortgages, and others. Haitian banks, however, remain extremely risk averse. 
Loans continue t o  be narrowly funneled t o  the family groups that dominate the econ- 
omy, constitute major shareholders and who often sit on the banks' board of directors. 
Loan eligibility is determined by the amount and type of collateral that can be pledged, 
w i th  a preference for urban property and foreign exchange deposits t o  guarantee loan 
repayment. Those without such collateral are simply denied access t o  commercial bank 
financing. The reticence of commercial banks t o  provide financing t o  non-traditional 
clients has contributed t o  the slowness of recovery of the Haitian economy and the 
persistence of 50-60 percent unemployment. 

Relevance of NPI Approach: Under the Program for the Recovery of the Economy in 
Transition (PRET), USAlD and DAI are seeking partners in both the formal and informal 
financial sectors, who are willing t o  engage in a broader lending strategy, including t o  
small businesses and microenterprises, than the current traditional approach. Such a 
strategy would not only expand the client base of participating banks, but would also 
provide a valuable boost t o  economic activity, investment and employment. 

Description o f  Planned Actions: USAID's microenterprise program has traditionally 
been channeled through Non-Bank Intermediaries (NBls), i.e. development foundations. 
USAIDrs assistance t o  eligible NBls wil l  continue, however, some refinements will be 
made. A Small and Microenterprise Fund financed by USAlD will deposit funds into a 
commercial bank account which wil l  be pledged as collateral for the commercial bank's 
loan t o  the NBI, and provide lending capital t o  the NBI through a grant mechanism. 
Through these new mechanisms, in December, USAlD and four partners wil l  launch a 
Village Bank Program, which will target some 2,000 entrepreneurs grouped in 96 village 
banks in the first year of operation. 

In addition, USAlD is on the verge of entering a new partnership brokered w i th  the 
Bankers' Association and Haiti's main commercial banks. By offering loan guaranty 
certificates, USAlD wil l  cover the perceived extra risk factor inherent in  lending t o  small, 
unknown businesses without collateral. 

Lessons Learned: As a means of gauging an organization's commitment, partners 
are expected t o  contribute t o  the program, financially or in kind, at a level that indicates 
their commitment both t o  the partnership and t o  the targeted market. 

Results/Value Added by  NPI: The result envisioned wil l  be more loans t o  the small 
businesses and microenterprises that have traditionally been excluded from the financial 
market. 

Primary Contact Person: Ralph Denize 

Haiti NPIJLEM Report - 53 



6. Promotinq Manqo E x ~ o r t s  throuqh Partnership 

Development Problem: Under the traditional agricultural input system, Haitian 
exporters were able to purchase imported agricultural inputs by using a combination of 
personal savings, cash advances from distributors and retailers, and loans from commer- 
cial banks. This financing system worked fairly well until the 1991 coup d'etat, which 
led to the U.S. trade embargo, resulting in substantial losses at all levels of the distribu- 
tion channel of the mango industry. This situation sent loans in arrears and eliminated 
any possibility of mobilizing new funds to gather and ship future crops. 

Relevance of NPI Approach: Under the Program for the Recovery of the Economy 
in Transition, USAIDIHaiti and SOFIHDES entered into a partnership to create the 
Agribusiness Guarantee Fund (AGF). The Fund provides the commercial banks with the 
additional security needed to lend the mango exporters the funds required to recapitalize 
the system and save their operations. 

Description of Actions Undertaken: Partnering with the players already in the system 
(exporters and local commercial banks), SOFIHDES issues guaranty certificates to the 
exporters and/or to the financial institution of their choice, hence increasing the 
exporters' borrowing capacity at their banks. As one of the conditions to receiving such 
certificates, the mango exporter needs to assure that the new credit flows down to the 
small farmers, making this program a win-win situation. 

On another front, USAlD is assisting mango exporters to become more effective through 
organization. Until 1987, Haiti used to export more mangoes to the U.S. than any other 
country except Mexico. It still has ten working hot water (pre-export) treatment plants, 
but no growers' or exporters' association. Since they cannot regain market share or deal 
effectively with USDA without such an organization, USAlD is helping to form an asso- 
ciation and use it to explore export expansion opportunities. After some birth pangs, the 
membership is beginning to form. 

Lessons Learned: Both activities were initiated in response to the mango exporters' 
request for assistance, thereby increasing the likelihood of their success. 

Results/Value Added by NPI: The partnership that resulted in the loan guaranty 
program provides the additional security to get commercial banks to lend the mango 
exporters the funds necessary to recapture their market share in the US, while the 
fledgling mango exporters' association provides a framework which enables the group to 
deal more effectively with export issues. 

Primary Contact Person: Ralph Denize 
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V. LESSONS LEARNED 

Implementing an NPI approach at the activity level is not--in itself--a high-cost 
undertaking. It mainly involves a reorientation of traditional development planning, 
ways and means along the lines already reflected in certain successful projects and, 
in part, by  innovative M&E and Customer Service Plans. However, continuous con- 
sultations t o  obtain information and forge and strengthen new partnerships, while 
efficient in the long run, require additional time and effort which must be factored 
into program planning, including intermediate results targets. 

In addition, t o  maximize the benefits of the approach, additional funding will 
be required t o  enable USAlD t o  facilitate networking between its staff, customers 
and partners--both in the field and wi th  their counterparts in other NPI countries-- 
through orientation visits, conferences, and the provision of limited technical assis- 
tance. Retooling relationships among activities across a Mission's portfolio is also 
labor-intensive and may, in the short-term, require an additional staff position 
dedicated t o  NPI. 

Aside from resource considerations, an NPI approach requires considerable 
effort and sustained focus on anticipated benefits t o  counter the temptation t o  
simply skip steps necessary t o  share information and reach consensus, in the 
interest of  expediency. Resistance t o  change--particularly i f  it involves program 
modalities or direction--can also be strong. The use of professional facilitators for 
NPI-related workshops and retreats is well worth the investment, as it greatly 
increases the sessions' productivity and enhances the quality of  their outputs. 

Vl. CONCLUSIONS 

A. Value Added by NPI Approach 

Based on the Mission's experience, the keys t o  a successful NPI approach 
are: 1) continuous, participatory canvassing of customersr and partners' attitudes, 
views and concerns; 2)  directly addressing the issues identified, including modifi- 
cations t o  programs and workplans; 3) openness t o  non-traditional partnerships and 
innovative ideas, particularly in response t o  local demands; and 4) willingness t o  
enter into new relationships for development, including collaboration and joint 
activities across sectors. 

As demonstrated by  the case studies, successful activities are of  a piece: 
approaches that arise from customer-identified demands and participation are more 
likely t o  achieve their targets because they respond t o  legitimate and practical local 
demands, incorporate interest groups and strengthen organizations, which are better 
motivated t o  achieve activity goals that they have helped identify, and take into 
account local conditions and practices rather than use a one-size-fits-all strategy. 

Internally, NPI has greatly contributed t o  expediting the Mission's re- 
engineering efforts, begun in  January 1996, particularly the Mission's reorganization 
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by Strategic Objective, by promoting 
cross-fertilization within and across 
SOs. More importantly, it provides an 
organizing principle that encourages 
synergy, economies of scale, collab- 
oration, and participation, helping t o  
ease the inevitable strains that 
accompany fundamental change, and 
fostering greater impact of our activities 
across the portfolio. 

Internally, NP1 has greatly contributed to 
expediting the Mission's reengineering 
efforts, begun in January 1996, parti- 
cularly the Mission's reorganization by 
strategic objective, by promoting cross- 
fertilization within and across SOs. 

B. Next Steps 

USAIDIH will continue and expand the SO 1 retreats, reorienting their focus 
t o  feature specific topics of current interest, and including a wider range of 
participants. 

Within the next month, support to  local government and civil society will be 
expanded by the establishment of field presence and the launching of a public 
information campaign and activities in other areas of the country. The SO 1 CSP 
will go into effect, including the requirement for customer and partner evaluation of 
every training and technical assistance intervention. 

The Haitian Advisory Council will become operational, serving as a sounding 
board for proposed activities. It will also be involved, along wi th  GOH partners, in 
the establishment of  selection criteria for the civil society small grants program. 

Once funding becomes available, USAlD will seek t o  identify prospective sites 
for visits t o  various groups' counterpart organizations in the U.S. and the LAC 
region, and t o  other NPI missions with relevant portfolios. 

C. Suggestions 

To expedite and improve assimilation of  NPI into existing Mission programs, 
USAID/W should sponsor an orientation conference in the first month after 
acceptance. This would not only provide an opportunity for dialogue but  would also 
serve as a forum t o  introduce field personnel t o  their NPI counterparts and facilitate 
networking among participating missions. In addition, NPI team visits t o  the field 
should be scheduled early on, and include the participation of members who can 
provide practical assistance wi th  program planning, promotion, and monitoring and 
evaluation, as well as information on relevant contacts. 

A guide t o  civic and local development-oriented business and service asso- 
ciations in both the U.S. and the relevant region could greatly benefit the Mission's 
efforts t o  involve the private sector in civil society activities. 
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D. Mission's Role as NPI MentorIResource in FY 1998 

The Mission will compile a kit of materials, including concept papers, minutes 
from retreats, reports on CSP implementation, public opinion polls, sample 
questionnaires, materials related to public information campaigns and other relevant 
documentation for use as a practical NPI reference by other missions. Other 
materials, in French or English, can be made available upon request 

USAIDIH could also participate as a presenter in any USAID-sponsored 
conference on NPI, and is considering the hosting of a regional conference on NPI in 
the third quarter of FY 1998. We would also welcome individual mission visits to 
explore our experience with NPI, and meet customers, partners and other donors. 

VII. ANNEXES - located in Volume 2, Section B, Annex 12. 

A. World Learning Trip Report (Hank Hunse for Associates in Rural Development, 
Oct. 1996) 

B. Engaging the Business Community in Civil Society (Norm Nicholson, PPC, 
Oct. 1996) 

C. Civil Society and Economic Growth (Norm Nicholson, PPC, Sept. 1996) 
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NPI FINAL REPORT -- USAID/Kenya 

I. INTRODUCTION 

USAID/Kenyals primary goal of joining the learning phase of NPI as a 
Leading Edge Mission (NPIILEM) was to share our experiences and learn with 
others. We felt that we had both much to learn from the NPI and much to  offer. 
The USAIDIKenya program has for many years focused on delivery of our program 
through NGOs and the private sector. 
In addition, our current efforts in 
helping to  move Kenya in the direction 
of democracy and account-able 
governance have focused on 
strengthening civil society organiza- 
tions. We found NPI principles to be 
synergistic with ongoing activities in 
USAIDIKenya and, to our minds, being 
selected as an NPIILEM gave us the 
chance to adapt our program based on lessons learned by other Missions. Our 
ultimate goal is have our partners in the public, private and voluntary sectors 
working together, and on their own, identifying and seeking to resolve local 
development problems and constraints. 

USAlD has strong partnerships with Kenyan and international NGOs. These 
institutions and others in the private, for-profit sector are integral to our mission 
goals and strategic objectives. Our current Country Strategic Plan (CSP) was 
developed with the close collaboration and active participation of our partners. 
This new CSP shares much with the NPI conceptual framework. Both depend on 
partnerships to  build the capacity of local institutions and to improve the enabling 
environment in which they operate. Both emphasize strengthening local civil 
society institutions as a means to  further the establishment of democratic, good 
governance systems and structures throughout the society. We received strong 
partner support for our new strategy and this translates directly into strong support 
for NPI. Continued close collaboration with NGOs and the business community will 
carry USAID/Kenyars program into the next century. 

11. COUNTRY SPECIFIC ENABLING ENVIRONMENT 

A. Starting Point 

Unlike many countries in Africa--and Asia for that matter--civil society is 
extremely robust in Kenya. There are over 750 NGOs in Kenya, about 677 of 
which are registered with the government and a further 40-45,000 grassroots 
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organizations. It is estimated that Missionary schools have educated up to 80% of 
the present political, technocrat and private sector leadership. NGO medical units 
provide about 40% of health services. Church-affiliated NGOs consistently advo- 
cate for human rights since pre-independence days. Similarly, Kenya's business 
community is one of the strongest and most active on the continent, and has 
worked effectively with the Government to implement many of the recent 
economic reforms. This optimism is tempered, however, by the ongoing struggle 
to improve democratic governance and respect for human rights in Kenya. 

B. Special Challenges, Constraints and Opportunities 

In 1990, the Government of Kenya (GOK) passed legislation known as the 
"NGO Act of 1990". It required all NGOs operating in Kenya to  be re-registered 
and to provide key information on their operations to the government. Most 
controversial was the provision that allowed the government to  de-register any 
NGO without referring the dispute to a court of law. The legislation also gave GOK 
wide powers to deny registration for any number of reasons. The Kenyan NGO 
community was understandably opposed to many elements of this legislation and 
their collective efforts to  review and rewrite some aspects of the legislation met 
with some success. 

The NGO Act of 1990 required NGOs to form a coordination body--known 
as the National Council of NGOs (the NGO Council)--to regulate their own affairs 
and serve as the forum for promoting linkages between the NGO sector and the 
GOK. After a somewhat slow start, this forum has increased dialogue between the 
GOK and the NGOs in a positive way and has helped professionalize the NGO com- 
munity through such measures as the establishment of an NGO Code of Conduct. 
USAIDIKenya supports these efforts through a three-year grant to  the NGO Council 
provided in 1995. 

With regard to the enabling environment for small businesses, despite a 
number of very serious legal and regulatory constraints against it, the private 
enterprise sector in Kenya has proven to be dynamic and vitally important in terms 
of poverty alleviation through employment creation and income redistribution. 
Small businesses in Kenya face a number of difficulties found throughout the 
developing world, with the most important of these being: an unconducive legal 
framework; poor provision of infrastructure; market constraints; poor access to  
credit; and poor access to  technology. The government, donors--and of course the 
business community itself--recognize these constraints and have attempted to  
reform the legal and regulatory framework. 

In March 1994, the government published a Sessional Paper that spelled out 
a strategy for facilitating growth and development of the micro and small business 
sector. While the proposed reforms were laudatory, a recent ODA study has 
identified several flaws in the policy design that have limited the strategy's 
implementation. Our own effort is focused on providing a national forum, through 
a contract with International Center for Economic Growth (ICEG), where private 
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sector and NGO voices can be most effectively heard. We can be optimistic that 
Kenya's entrepreneurial spirit and capacity will keep the policy reform process 
moving forward. 

On the local democratic governance front, the structure of local government 
in Kenya has been altered little since the colonial era, but the actual autonomy, 
capacity, and performance of local government has been drastically reduced over 
the years since Independence. Through a series of Local Government Acts and 
amendments the Ministry of Local Government (MLG) has succeeded in centralizing 
and personalizing the application of local governance. Pre-and early post-lndepen- 
dence local administration responsibilities for major services such as education, 
health and public works, together with the resources previously allotted to these, 
have been captured by Nairobi-based ministries, with a resulting deterioration in 
services for many Kenyans. 

Although huge obstacles and challenges continue to hinder reform 
throughout Kenya's political structure, there have in recent years been some 
elements of pluralism introduced into the local government system. Unlike many 
other African nations which have limited their multi-party elections to national 
office, the 1992 elections in Kenya included the selection of local authorities. In 
some cases opposition parties dominate the local councils and in many others, 
KANU (the dominant party nationwide) holds the majority but there is significant 
minority representation. Unfortunately, the capacity of the political competition at 
the local level to improve the level of service to  local constituencies is severely 
limited by the centralization of responsibility and resources in the Ministries and by 
the poor technical capacity of the "newly-pluralist" councils. In sum, the 1992 
elections presented both an opportunity and a challenge to increased participation 
in local democratic governance in Kenya. USAIDIKenya and other donors will 
continue to work from the top-down and from the bottom-up to take the 
opportunity and meet the challenge. 

In conclusion, while obvious problems and challenges exist, Kenya also has 
many opportunities and advantages that can combine to result in self-sustaining, 
socioeconomic and political development in the not-too-distant future. Notwith- 
standing the many problems faced, the NGO sector in Kenya is vibrant and making 
a significant impact on both development and the democratization process taking 
place in Kenya. It is the depth and vibrancy of this sector that has facilitated the 
Mission's adoption of a highly participatory approach to development, centered on 
building capacity and partnerships among a very wide range of institutions. The 
fact that the government has allowed the institutionalization of this approach 
should be viewed positively and with optimism for the future. It points to the 
possibilities for real change. 
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Ill. MISSION ACTIVITIES DURING THE LEARNING PHASE 

USAIDIKenya decided to apply to be an NPIILEM on the strength of the CSP 
that the Mission was undertaking at the time NPI was announced. The Kenyan 
Country Strategic Plan's goals and strategic objectives are as follows: 

Goals: broad-based sustainable economic growth in Kenya, contributing to  
crisis prevention in the greater horn of Africa. Its sub-goal is increased food 
security in Kenya. Strategic objectives are: 

1.  Effective demand for sustainable political, constitutional and legal 
reform created; 

2. Increase commercialization of small holder agriculture and natural 
resource management; and 

3. Reduce fertility and the risk of HIVIAIDS transmission through 
sustainable, integrated family planning and health services. 

The strategy is designed to  promote and strengthen partnerships. The 
actions the Mission has taken to carry forward NPI have been as follows: 

a. Having intermediate results in each SO which include building 
local capacity and promoting civil society. 

b. Having in each SO intermediate results that strengthen the 
collaborative relationship among local institutions and with 
donors and other international organizations. 

c. Sensitizing SO teams to NPI. 

d. Including NPI issues in the R 4  reporting structure. 

e. Keeping in touch with USAIDIW on the latest regarding NPI. 

The following are examples of how the Mission has restructured itself to  do 
NPI-type business: 

Within the economic growth SO, the Mission's export initiative (in an 
attempt to  refocus the project to  achieve greater sustainability as the project 
progressed) held a one-day workshop with the technical assistance team, the GOK 
and our collaborating partners (the Fresh Producers Export Association and the 
Kenya Association of Manufacturing). The workshop's purpose was to  determine 
howlwhere t o  direct the USAID investments after the U.S. technical assistance 
contractor completed its contract. Options were discussed and recommendations 
made. The decision was to  do cooperative agreements with collaborating partners. 
As a result of contracting with them directly, they have been required to  install 
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better accounting procedures, manage- 
ment systems and policies. The 
contract wi th the American consulting 
firm has ended and thus this activity 
has been completely Kenyanized. 

In another case, the Mission 
worked wi th  focus groups to  determine 
problems and possible solutions for 
working with smallholder horticulture 
growers. This was necessitated as the 
threat of  their being locked out of  the 
European horticulture import market 
loomed large due to  stricter pesticide 
residue restrictions. Farmers groups, 
NGOs, trade associations, food 
processors, middlemen, exporters and 
other donors participated in these 
sessions. Not only did USAlD get a 
better grasp of the issues facing this 
high growth--yet threatened--sub-sector, but it had the secondary benefit of  getting 
the varying parties talking with each other. As a result, the industry is clearer on 
what the threats are t o  the industry's growth and the action needed t o  address 
them, and there are more avenues open t o  talk to  each other. 

Many components of the population and health bilateral program are already 
organized in such a way as t o  give specific attention t o  focus groups and external 
partners. For example, the new AIDS, Population, Health and integrated Assis- 
tance (APHIA) program was designed with an unusual amount of  participation; and 
mechanisms have been established t o  ensure that participation continues 
throughout program implementation. The GOKIUSAID design team was guided b y  
a 32-person Kenyan advisory committee and informed by  the views of another 2 0 0  
Kenyans. In addition, APHIA was designed wi th  an unprecedented degree of donor 
coordination. The cooperation resulted in the identification of a set of  synergistic 
activities for potential funding by  other donors which will complement and enhance 
APHIA1s impact. 

While external partners have always been critical t o  USAIDIKenya, the base 
continues t o  broaden. As USAID/Kenya budgets are shrinking annually, it becomes 
increasingly important for USAlD t o  reach out t o  other donors t o  complement and/ 
or supplant assistance w e  previously used t o  be able t o  provide. 

USAIDIKenya's democracy and governance (D&G) program is based on an 
assessment that involved a very collaborative process in which our team worked 
directly wi th  leading local NGOs and individuals in the sector. As a result, our 
entire D&G program is working with local, politically active NGOs, both building 
their institutional capacity and implementing activities. 
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The activities described in all three sectors in our CSP contribute directly to 
the building of partnerships among local institutions and with donors, international 
organizations and GOK. This focus on partnerships with local institutions brings 
USAIDIKenya closer to Kenyan communities. Kenyan society, particularly women, 
are organized around self-help voluntary groups and around indigenous NGOs. 
Working in partnership with local institutions helps strengthen the link with 
grassroots communities and empowers such communities to articulate their own 
local needs more effectively. The organization of Kenyan society around voluntary 
associations is a demonstration that a strong civil society is opportune and can be 
mobilized to strengthen both democracy and the socioeconomic status of Kenyans. 

There are, therefore, clear cross-cutting linkages to support the case for NPI 
that the strength of a democracy and the vitality of its economy rest on the degree 
to  which citizens are "empowered". The USAlD activities described above focus 
on involving the Kenyan people in their own sustainable, socioeconomic and 
political development. 

IV. ABILITY TO LEVERAGE SUPPORT AND RESOURCES FROM OTHER 
DEVELOPMENT PARTNERS 

A. Support 

The Mission's intermediate partners (PVOs/NGOs, private enterprises, GOK 
and other donors) played both a direct and an indirect role in the development of 
the current Country Strategic Plan. 

In planning the population and health strategic objective, the core team 
consisted of 2 0  people from the GOK and USAID. The core team was guided by a 
32-person publiclprivate sector Kenyan advisory committee, a USAID/W Joint 
Planning Team and by the views of 200 Kenyan customers. Representatives from 
four Government ministries and nine donor organizations participated in the design. 
The Japanese Embassy and Japan International Cooperation Agency (JICA) 
participated as de facto team members. 

In developing the economic growth SO, the Mission consulted with key 
private enterprise sector and NGO partners that had benefited from USAlD in the 
past. The Mission shared drafts of the strategy as it was being developed and held 
focus group meetings with many NGOs and private sector firms. Critical needs of 
small farmers were identified through country wide farm surveys which inter- 
viewed more than 3,000 farmers. There was also a survey of more than 9,000 
micro and small entrepreneurs. 

The democracy and governance SO was designed through a highly 
participatory assessment undertaken by the USAID/W Global Bureau. The team 
interviewed over 100 people including members of the opposition parties, clergy, 
the major human rights organizations, civil society groups and the Electoral 
Commission. 
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Other donors such as the World Bank, UNFPA, Britain, Sweden, UNDP, 
German and Denmark work with local NGOs, the business community, and local 
administrations which also work with USAID. This coordination will be better 
linked through NPI and strengthened new partnerships. 

B. Leveraging Other Resources 

International development organizations such as UNFPA, ODA, SIDA, GTZ, 
WB, DANIDA, JlCA and UNDP are channeling considerable development resources 
through local institutions, focusing on developing the capacities of these institu- 
tions to provide development services more effectively. These organizations are 
also deeply involved in restructuring the enabling environment for local institutions 
and helping the democratization of Kenya. Similar to USAID, other major donors in 
Kenya see the empowerment of civil society as a key strategy toward sustainable 
development and democratization ends. Donor coordination in Kenya is good and 
getting better, and we feel confident that the already considerable quantity of 
resources going into NPI-type programming in Kenya will continue to grow. 

As already mentioned, there are many local organizations engaged in civil 
society work ranging from advocacy for human rights to constitutional change. 
There are also a number of organizations already doing work in the area of conflict 
resolution and a large number of established NGOs involved in community devel- 
opment work. The greatest resource many of these organizations have to offer is 
a talented and committed local staff. USAIDIKenya believes that continued 
capacity building and financial support from a multitude of sources will enables 
these and other, newer organizations to shoulder an even larger portion of Kenya's 
socioeconomic and political development in the future. 

Finally, the public/private/voluntary partnerships inherent in NPI raise new 
possibilities for mobilizing local capital and a huge pool of local talent from the 
business community. Kenya's recent excellent progress with its economic reform 
agenda and its sizeable economy and level of local wealth puts it at an advantage 
over many of its African neighbors. NPI will help utilize these resources more 
productively for Kenya's development. 
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V. CASE STUDIES 

1. COBRA PROJECT: A CASE STUDY OF PARTNERSHIP 

"Community Conservation", the cutting edge philosophy of modern wildlife conserva- 
tion, is based on simple economics -- giving people an economic return from the 
wildlife living on their land and making wildlife assume a value in the community by 
encouraging the application of sensible conservation practices. The Conservation of 
Biodiverse Resource Areas (COBRA) Project is an innovative Community Conservation 
project being promoted by USAIDIKenya. The COBRA project has demonstrated real 
democracy in action by organizing local communities t o  take control of their economic 
assets, t o  use these assets for the common good of the groups, and t o  negotiate major 
changes in attitude with the Kenya Wildlife Service (KWS). The project has been 
implementing pilot community conservation programs in three focal districts - Laikipia, 
Samburu, and Kajiado - as well as the coastal area south of Mombasa. 

COBRA began within the fledgling Community Wildlife Service (CWS) under the KWS. 
The CWSICOBRA team faced a big challenge in that KWS had always been an agency 
for enforcement of wildlife law; KWS personnel had always considered themselves as 
policemen first. To bring about an evolution within such a culture called for an ex- 
tended strategy of workshops, training, recruitment of appropriate staff, and grassroots 
initiatives. This "greening" of KWS was ultimately successful. In the end, it was the 
senior wardens themselves, veterans of the poaching wars, who became the strongest 
proponents of the community conservation within KWS. The institutionalization of the 
CWS, within the KWS, the primary goal of COBRA, has been achieved. The new 
department within KWS, the Partnership Department, became one of the three pillars of 
the new KWS structure; and taking community conservation several steps further into 
multi-dimensional collaboration wi th communities, the private sector, the civil society 
sector, and other agencies in the governmental sector. 

Wi th support from USAlD and other donors (World Bank, British, Japanese, Germans, 
Dutch and European Union) the COBRA project initiated major institutional reforms 
aimed at improving KWS financial and institutional management. KWS has restructured 
and reorganized its operations and improved relationships with communities around 
parks and reserves. A community project financing fund (Wildlife Development Fund) 
has been established within KWS. Good rapport established wi th  communities around 
the parks and reserves has resulted in wildlife conservation and eco-tourism activities 
being initiated by communities in the focal areas. Over 300 community projects have 
been approved and financed at a cost of USS1.6 m. Approximately 50 km2 have been 
set aside for game sanctuaries and more than thirty ecotourism enterprises estab- 
lished. Communities have formed associations, fora and wildlife conservancy units, 
that will increase the effectiveness of wildlife and bio-diversity conservation and 
management by doing advocacy and lobby for conservation (e.g., Laikipia Wildlife 
Forum, the Amboselirrsavo Association, LerrogilKirisia Conservancy, etc.). 
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These groups are seeking assistance from local investors and indigenous NGOs in the 
development of ecotourism activities on their lands in order to maximize the benefits 
accruing from tourism revenue. Two examples of community projects (Kimanal 
Tokondo sanctuary around Amboseli and Kurikuri Cultural Center in Laikipia) are 
discussed below. 

Kimana Wildlife Sanctuary. Immediately adjacent to Amboseli National Park, the 
Kimana Group Ranch has long played host to wildlife moving in and out of the park. 
Indeed, with year-round water and scattered forest, Kimana hosts species, such as 
lions and giraffes, that have long since disappeared from the deforested park. 
Concerned over the conversion of wetlands adjacent to Amboseli to horticulture, KWS 
approached the community and began a community extension effort that included a 
participatory rural appraisal (PRA) and an area ecosystem workshop. The extension 
effort resulted in the Kimana Sanctuary, a community-managed wildlife sanctuary 
featuring a road circuit, guided nature hikes, a campsite, scenic overlooks, etc. that 
complement the attractions of Amboseli National Park and earn an income from the 
community in the form of gate fees and fees for supplementary services. The 
Sanctuary has had support from Kuoni, a tour operating company, and the Swedish 
Amboseli Association, a local NGO. 

The Kurikuri Cultural Center. In Laikipia District, adjacent to the Mukogodo Forest, 
members of the Kurikuri Group Ranch of the Mukogodo Maasai have long lived a life of 
mixed pastoralism and hunting-gathering. Such a life style has been friendly to the 
environment. The Mukogodo Forest is one of the largest dry land forests remaining in 
Kenya. Its survival is a result of the good husbandry of the Mukogodo. Population 
growth, however, has brought more pressure to bear on resources. Concerned, KWS 
began an extension effort with the Kurikuri Group Ranch that climaxed with a 
participatory appraisal exercise that resulted in a Community Action Plan (CAP). The 
CAP identified areas of potential interest to tour operators. KWS facilitated contacts 
between the group ranch and several tour operators (e.g. Tropical Nature and Safaris), 
one of which signed a five year contract with the Kurikuri ranch for a camping 
concession. With minimal investment from KWS, which only played a facilitating role, 
the Kurikuri members have seen a major investment in ecotourism in their area - an 
investment that has already begun paying off in terms of receipts for visitors' overnight 
stays and employment of group ranch people. 

Lessons Learned 

Although the COBRA project is still a year from completion, several lessons are already 
discernable. While most of the lessons are appropriate for any community conserva- 
tion project, some are unique to COBRA'S setting within a parastatal. 

First, experience with the COBRA project has shown that, since coordination is so 
difficult among different partners, the roles, rules, and procedures for the various 
partners in a community conservation should be clearly defined at the outset. 

Second, in assisting a community-based conservation project, the community's rights 
and legal status to the area of biodiversity to be conserved, should be clarified and 
formalized. 
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Third, after the initial stages of extension work with a community, the emphasis should 
shift from simple community extension t o  identifying partners, especially NGOIPVOs, 
which can work with the community on capacity building. 

Fourth, a strong effort must be made t o  link the extension effort t o  the activities of 
other stakeholders in order to  promote efficiency in the use of resources and synergy 
among the various actors, such donors, NGOs, and government departments. 

Fifth, KWS, a hitherto enforcement parastatal has restructured and reorganized its 
operations and improved relationship with communities around parks and reserves. This 
goes t o  show that effective partnership can remodel a law-and-order government 
agency t o  become more customer-friendly. 

Contact person: James Ndirangu@USAID.ABE@NAlROBl 

2. K-REP: BUILDING LOCAL CAPACITY 

The creation of productive employment opportunities is the single most serious 
challenge facing Kenya today. The Kenyan labor force, currently numbering more than 
11 million people, is growing rapidly and is expected to  reach 14.6 million by the year 
2000. Despite a recent downturn in the population growth rate, from 4% in 1984 t o  
an estimated 2.7% in 1995, the labor force is currently absorbing entrants that were 
born when population growth was high. That growth will amount to  500,000 new job- 
seekers annually until the year 2000. Microenterprises (firms with less than ten 
employees) have demonstrated the potential to  provide widespread employment in the 
medium-term. 

Capacity building of local partners is not a new phenomenon in our microenterprise 
development program. The Kenya Mission has for many years placed significant 
emphasis in building the capacity of local institutions as a vehicle t o  achieving and 
sustaining development. The Kenya Rural Enterprise Program {K-REP) is an example of 
the Mission's achievement in this endeavor. K-REP is a local NGO that specializes in 
microenterprise finance. It was established in 1984 with funding from USAlD t o  
strengthen microenterprise credit programs and institutions and increase employment 
and income opportunities through loans, training, and technical assistance that 
facilitate microenterprise development. 

The Mission has undertaken the following activities t o  build the capacity of K-REP over 
the past ten years: 1) staff training at all levels; 2) research and development of loan 
products and new ways of promoting small business growth; 3) development of 
management information and loan tracking systems; 4) design of monitoring and 
evaluation systems; 5) funds for on-lending t o  microenterprises; 6) purchase of 
equipment such as computers, office furniture, vehicles, etc.; and 7) in collaboration 
wi th other donors, establishment of a microenterprise information center. 

-$ $+'. 
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K-REP has reached a point of spinning off its credit program into a commercial bank. 
The Mission is planning t o  provide technical assistance t o  make the transition a 
success. The following activities will be undertaken: 1) review and upgrade the 
management information system and install network connections in all area offices; 2) 
train senior management staff through attachments in other banks, management 
seminars, and exchange visits t o  other micro-finance banks; 3) train other staff -- 
namely, creditlsavings officers, tellers, accountants, marketing officers and super- 
visors; 4) establish a capacity building unit and develop training and TA material on 
micro-finance; and 5) conduct studies, develop new micro-finance products, and design 
delivery and implementation process. 

The transition of the K-REP credit program into a commercial bank is a replication of 
what has happened in other countries, especially in Latin America. K-REP wil l  be able 
t o  mobilize savings t o  substantially increase credit coverage for microenterprises. This 
action is also expected t o  exert a significant influence on the development of financial 
markets in  Kenya through developing sustainable financing systems, creating linkages, 
and increasing the depth and efficiency of financial markets. 

Lessons Learned 

Lessons learned by USAIDIKenya in capacity building of local institutions providing 
financial and non-financial services t o  microenterprises include the following: 

First, good donor coordination is important in assisting the institution in formulating a 
strong program. It assists the organization t o  maintain a clear vision, plan for future 
development, and avoid getting pulled in too many directions. K-REP had supportive 
and competent donors (USAID, the Ford Foundation, and the British Overseas Develop- 
ment Agency) who convened regular donor coordination meetings that helped K-REP t o  
develop a strong program. 

Second, the strength of any institution is the quality of i ts staff and retaining them in 
the organization. K-REP staff at all levels are skilled, committed, and well trained for 
their jobs. They understand and share K-REP'S mission, and are introspective and open 
about the challenges o f  their jobs and of the organization. 

Third, leadership is very important in institutional development. K-REP has benefited 
from good leadership. The managing director is well respected by the staff, manage- 
ment, board, and donors. He has been wi th K-REP since it started, has grown up w i th  
the organization, and knows what is going on. He is forward-thinking, committed, 
pragmatic, technically proficient and very hard-working. 

Fourth, the board o f  directors' role is t o  provide vision and address strategic and policy 
issues. Appropriately, it should not interfere in the day-to-day management or decision 
making. K-REP has a strong board that effectively plays its role of strategy formulation 
and holding the vision of the organization. Board members have a good mix of skills 
and background and have good relationship wi th K-REP management. 
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Fifth, a non-interventionist approach by a donor agency can yield good results. Provide 
resources and let the organization chart its own  course. Relationship between the 
donor and the local organization should be collaborative in nature allowing the partner 
t o  consider practical alternatives for remaining viable and achieving sustainability. 
USAID's management role was described by evaluators as non-interventionist. USAlD 
provided adequate resources and K-REP charted its course. Guidance was provided 
from USAlD in a collaborative manner. 

Sixth, the confidence building is a long-term process. Consistent support t o  K-REP by 
USAlD over a long period of time attracted other donors t o  put their resources in 
K-REP'S programs. As K-REP is spinning-off i ts credit program into a commercial bank, 
USAIDrs backinglsupport has provided the confidence required by private investors in 
this initiative. 

Seventh, local capacity building is critical t o  achieving and sustaining development. As 
a result of K-REP'S capacity as a strong, stable and independent Kenyan NGO, the 
organization is now able t o  raise funds from private sources and wil l  not require any 
further donor funding. 

Contact Person: Zack Ratemo@USAID.ABE@NAlROBl 

3. FPAK: BUILDING LOCAL CAPACITY FOR SERVICE DELIVERY 

A precipitous decline in USAIDIKenya resources t o  the population and health sector 
occurred in FY 1996. The realization that the Mission could no longer devote over t w o  
thirds of the annual PopIHealth budget t o  family planning and HIVIAIDS service delivery 
caused the office t o  shift its investment strategy. Greater attention was placed on 
institutional capacity building and accelerated timetables for financial self-sustainability 
were instituted. Building the capacity of selected Kenyan NGOrs, in particular, the 
Family Planning Association of Kenya (FPAK) became the priority over the expansion of 
service delivery. 

USAIDIKenya worked in close collaboration with FPAK and engaged the services of the 
local Deloitte and Touche CPA firm t o  undertake a thorough analysis of FPAK 
management structure, organizational strengths, financial status and potential for 
generating income. This approach differed markedly from the traditional donor - 
grantee relationship. FPAKrs top management and Board of Directors met frequently 
w i th  USAlD t o  discuss the shift from a donor-driven agenda focused on expanding 
access t o  quality family planning services t o  a relationship whereby USAlD resources 
would facilitate the achievement by FPAK of a transition from being nearly 100% 
donor dependant t o  becoming 50% self reliant within a five t o  seven year period. 

USAIDIKenya became much more of a partner wi th FPAK: together, they charted a 
course of action whereby FPAK would become less donor dependent, less donor driven 
and would in the future operate wi th a business approach t o  providing services. Other 
donors t o  FPAK were also facing cuts in  their funding. USAlD enlisted the support of 
these donors in formulating the shift in financial support t o  FPAK. In addition, 
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USAlD increased the roles and responsibilities of an institutional contractor assigned t o  
the Ministry of Health (MOH) and charged with assisting the MOH expand the govern- 
ment's health care financing and cost sharing program t o  include direct technical 
assistance t o  FPAK for putting in place the necessary financial systems, updating 
organizational structure and developing marketing plans. 

Lessons Learned 

First, building local capacity takes time and planning. We have learned that this type of 
shift in program emphasis does not come about easily. The amount of work is larger 
and more intensive than anticipated. Meetings and discussions were many and 
lengthy. 

Second, resources are important. The use of the private sector for undertaking the 
institutional analysis was also more costly than w e  envisioned and required USAlD t o  
interpret what  a family planning service provider does, why it is important and which 
elements of an existing program are crucial t o  maintain. 

The final lesson is still emerging. Will FPAK survive the cuts in i ts funding as it shifts 
towards increased income generation? Will the client base of FPAK continue t o  grow 
and diversify? USAID/Kenya reasoned that the shift in support was a gamble, a 
gamble that had t o  be taken. The future viability of FPAK, and selected other Kenyan 
NGOs was weighed against increasing today's family planning HIV/AIDS services. The 
final answer is not yet known. 

Contact Person: Gary Leinen@USAID.PHD@NAIROBI 

4. SMALL BUSINESS POLICY-ENABLING ENVIRONMENT STRENGTHENED 

Kenya's small business environment, as discussed in our proposal for selection as an 
LEM Mission, carries w i th  it special challenges for the country. The small and micro- 
enterprise sector is the primary vehicle for creating jobs in a country w i th  over 25% 
unemployment and forms the basis for a national strategy that addresses the country's 
growing poverty problem. A frontal assault on unemployment and poverty is not only 
important for propelling Kenya's economic growth t o  a level where it can begin the 
transformation t o  become a Newly Industrialized Country, but is also critical for 
avoiding conflict, confrontation and potentially explosive uprisings that have become all 
t o  common in sub-saharan Africa. 

USAlD and other donors have been working w i th  specific credit, training, management 
and other interventions in the small and microenterprise sector for over a decade. Only 
recently however have the evolving donor-NGO-private sector partnerships become 
strong enough t o  have a significant policy-level role in the small and microenterprise 
sector. The newest and perhaps most critical partner--government--now views i ts 
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role in  a more strategic manner within an enhanced enabling environment. As a result, 
donors are complementing each other by implementing key interventions in areas of 
their comparative advantage--the British ODA wi th the Government's Deregulation Unit 
t o  craft small business-friendly legislation, the World Bank at the macro-level, the Euro- 
pean Union w i th  establishing a public policy institute for analyzing and recommending 
policy interventions t o  government, the United Nations in a coordinating and gap-filling 
role, and USAlD in providing a national forum where private sector and NGO voices can 
be most effectively heard. 

As a first step, w e  have contracted wi th a "neutral" policy organization located in 
Kenya--the Africa office of multi-donor financed International Center for Economic 
Growth (ICEG)--to carry out a series of policy fora. The initiative will: 1) bring together 
an inter-ministerial group of top policy makers that takes ownership of small business 
policy reforms, 2) commission research on specific enabling-policy topics, 3) host semi- 
annual fora that brings together key stakeholders around specific topics for which the 
research has been undertaken, and 4) put forth recommendations for government's 
consideration. Much of the basis for the recommendations wil l  spring from research 
which is being done by local institutions that focus on small enterprises. 

The capacity of these entities is widely 
recognized and has been enhanced by 
more than a decade of donor assistance 
in the area. Although just initiated 
during the NPI time period, the synergy 
generated among various small enterprise 
policy initiatives and increased collabor- 
ation w i th  donor, NGO, public and pri- 
vate sector partners is great and appears 
t o  be facilitating policy reform in the sec- 
tor. Already, regulations at the local level, viewed earlier as an intractable morass of 
rent-seeking corruption, are being seen as a major area for change. In seminars held in 
major market cities, business regulations are viewed by the local officials and business 
owners alike as ripe for change t o  make it easier for small kiosks and businesses t o  
operate. 

Perhaps the most successful action in getting the policy component off t o  a good start 
was the comprehensive design that incorporated what has worked well in  other 
countries into a more Kenya-specific context. This design process took the normal 
analysis (i.e., what has been done, what seemed t o  work, where were the gaps, what  
seemed t o  be the promising method for intervention, etc.) one step further. Donors 
and potential policy partners were all brought together for a one-day meeting t o  engage 
in a dialogue on USAIDfs ideas and brainstorm potential pitfalls, areas for greater 
concentration, etc. The final design greatly benefitted from this insight. 

Lessons Learned 

First, government is a critical partner. Although there has long been consensus b y  
donors, NGOs and the private sector that critical reforms need t o  be addressed in this 
area, an unwitting, but absolutely vital partner--government--was critical for progress t o  
be made. 
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V. LESSONS LEARNED 

Second, timing and a "critical mass" are important. Timing and collaboration among 
the donors, NGOs, private and public sectors has allowed a critical mass of resources 
to be targeted to the area. Earlier attempts by a few groups to affect policy change 
resulted in negligible results. 

Third, experience in a particular area is essential for partners to establish credibility. 
The need for intervention and reform is based on decades of work in the small 
enterprise sector in Kenya. In fact, the term "informal sector" was coined by a United 
Nations study in Kenya in the 1970s. Projects and pioneering work in the this sector 
have been going on in Kenya since then. And it is not just the donors who have 
become experienced. It is the local NGOs and other microenterprise partners who have 
established themselves as knowledgeable players, not just with donors and 
government, but with each other. 

Fourth, prior partnership experiences are excellent examples for how to  go forward. 
USAlD and other donors have worked with government and nongovernmental partners 
in the past in the area of enabling environment. In designing the new initiative, we 
looked at what not only worked well for USAID, but what seemed to be the most 
effective way of partnering by other donors in this sensitive area. 

Contact Person: Dennis Weller@USAID.ABE@NAlROBl 

A. Key Lessons from Cases 

- 

The key lesson learned across these case studies has been that productive 
partnerships wi th  indigenous NGOs can lead t o  participation, initiative and em- 
powerment of  local communities t o  take responsibility for their o w n  development. 

Through COBRA, community participation and empowerment have been 
added t o  addressing environmental degradation, and thus protecting Kenya's 
economically important national parks. This result was achieved through the 
innovative partnerships among the Kenyan Wildlife Service, farmers, entrepreneurs, 
and local residents t o  actively engage in protecting vital natural resources. 

K-REP, a highly participatory, microenterprise lending scheme using the 
group lending model, has helped finance loans for members of  about 1,000 groups; 
the groups accept democratic and civic values, including the principles o f  equality 
and access t o  credit b y  women. 

Building the institutional and financial capacity of  FPAK will help expand the 
access of local communities t o  family planning and HIVIAIDS services. 
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Through USAlD contract with ICEG, a civil society dimension will be added 
to  support small business activities in Kenya. A policy fora will be provided for 
small entrepreneurs to lobby for policy reforms which will help the activities of 
small businesses survive and expand. 

B. Overall Mission Lessons 

Overall, the most important 
lesson the Mission has learned is that 
where USAIDIKenya and the GOK 
partnership is threatened due to lack 
of transparency and accountability on 
the part of the latter, strong 
partnership with the NGO sector is an 
effective mechanism to  advance 
USAlD pro-gram priorities. We have 
also learned that where building 
partnerships is done with the 
knowledge of government in the form 
of consultation and dialogue, program implementation will usually get the support 
of government. 
Our experience has taught us one major lesson -- select a few NGO partners and 
develop their capacity and nurture partnerships over a long period of time. 

VI. CONCLUSIONS 

A. Value Added of NPI Approach 

In terms of the value added by NPI, because USAIDIKenya has always had 
an NGO partnership approach, value added is actually limited to  internal systems 
rather than the methodology of NPI as an entirely new way of delivering our 
program. Nevertheless, with the official adoption of NPI approach, USAIDIKenya 
will do more than just continue ongoing programs. We will be encouraging more 
innovative partnerships, and strengthening and developing more synergies among 
the NPI focus areas, as well as cross-cutting interventions. 

In operational terms, a valued 
added of NPI approach would be the 
more readily accessible technical 
support from AIDIW at no extra cost to  
the Mission. In a time of budgetary 
constraints, such support is crucial to 
our being able to  carry out NPI 
activities. 
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B. Next Steps for the Mission in FY 1998 

USAID/Kenyars Country Strategic Plan will guide the Mission's program over 
the next five years. The intermediate results under each of the SOs address key 
NPI issues and incorporate local institutional capacity building throughout. To fulfill 
its obligations as an NPIILEM, the Mission will devote additional effort to  monitor 
and document both the results and the processes which lead to increased 
institutional capacity and developmental impact. A key new aspect of the strategic 
plan implementation will be the development of an information system that will 
facilitate both monitoring and learning from experiences under NPI. 

The close correspondence between NPI and our new CSP means that almost 
all of the programs planned under the five-year strategy will be available for study 
and monitoring through the NPIILEM process. The Mission would be developing 
indicators that can measure achievement of NPI objectives and how these link up 
with Mission and Agency Strategic Objectives. In this connection, it will be 
important to  put in place an implementation and data collection system that will 
help NPI and Mission SOs to strengthen each other. 

As the NPI-specific indicators are being developed, a Monitoring and 
Evaluation system will be set up that complements the M&E system for the 
implementation of the Mission's CSP. Our conviction is that NPI and the CSP 
conform closely enough that NPI data will only serve to  reinforce the implemen- 
tation of the Mission's Strategic Objectives. A regular reporting system, built into 
the results framework of the SOs, will include results on NPI. USAIDIKenya will 
continue to  seek technical assistance from USAIDIW, learn from other NPI/LEMs, 
and collaborate with its partners in Kenya and elsewhere to develop indicators for 
monitoring progress and measuring impact of NPI programming. 

The DIG special objective will continue to support civic organizations in the 
nongovernmental sector by building their institutional capacity to provide an effec- 
tive voice for political liberalization. There are opportunities under the Democracy 
and Government special objective to develop new partnerships through the myriad 
of new NGOs active in this sector. Through the PVO Co-Financing project there 
exists the opportunity for the Mission to deploy resources to build up the 
capacities of DIG related NGOs and to  promote civil society activities at the 
grassroots community levels, as well as supporting networking among NGOs. 

Another NPI objective that the Mission would like to strengthen is greater 
society-to-society linkages and south-south collaboration. Under our DIG project, 
we funded in August a project that sent two senior staff of IPAR, a local think 
tank, on a trip to three Asian countries (Sri Lanka, Indonesia, and Thailand) to  learn 
how think tanks work in these countries. In Sri Lanka, they were hosted by Marga 
Institute; in Thailand by the Thai Development and Research Institute; and in 
Indonesia by CSIS, an independent think tank. The trip allowed the IPAR staff to 
exchange, compare, and share ideas about how various think tanks operate under 
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different models of democracy. The Mission plans to fund more such activities, 
aimed at promoting South-South linkages. 

Under S02, the Mission will support research on creating an enabling 
environment, addressing the many policies and regulations which make it difficult 
for small enterprises to register, license, locate near markets and grow. In this 
respect, USAlD has contracted with a "neutral" policy organization -- International 
Center for Economic Growth -- to  carry out a series of policy fora that will bring 
together key stakeholders around specific enabling policy topics and put forth 
recommendations for government's consideration. 

Under S03, USAlD will increase support for the institutional capacity 
building and financial self-sufficiency of selected Kenyan NGOs involved in family 
planning and HIVIAIDS service delivery. In particular, the Family Planning Asso- 
ciation of Kenya (FPAK) will be supported under this local institutional capacity 
building effort. USAIDIKenya will work collaboratively with FPAK to strengthen its 
organizational and management structure, financial status and resourcefulness. 
The ultimate goal of USAIDIKenya partnership with FPAK is to make the later less 
donor dependent and operate with a business approach to  providing services. 

C. Suggestions for the Agency as a Whole 

USAID/Kenya1s experience has 
shown that building partnerships with 
NGOs, small businesses and local 
governments takes time, and that it is 
worthy of our investments. Over the 
years, we have developed strong part- 
nerships with local institutions based 
upon mutual respect and shared 
commitment to  achieve mutually 
agreed upon objectives. These pro- 
grams have expanded the participation, 
initiative and empowerment of the 
Kenyan population. 

However, if program resources continue to decline as we have witnessed in 
the past year, we stand the risk of losing the close collaboration and strong partner 
support that we have enjoyed over two decades and has allowed us to  carry out 
NPI activities. Indeed, the very credibility of USAIDIKenya as a reliable 
development partner may be at stake. We cannot afford, in a country where 
government is not always a good development partner, to  lose the confidence of 
the non-governmental sector. 

In view of this, an NPI Innovation Fund should be established to  leverage 
resources with our development partners and to  finance special NPI-focused 
activities that are over and above existing strategic objective resources. If NPI is to  
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become a viable method of delivering sustainable development, it needs to  be 
accompanied by a centrally allocated funds that could easily be drawn upon when 
needed. 

D. How the Mission Envisions its Role as an NPI MentorIResource 

The impact of USAlD programs goes beyond Kenyan borders, serving as a 
model for the rest of the region. The above case studies clearly show the success 
of the NPI approach. But success creates its own burden and there is a need for 
USAlD to make investments to create an "institutional memory" of NPI approaches 
to  programming. It takes resources to document the strategies used by our three 
SOs regarding partnerships and to see the extent to which these reinforce one 
another. Such a documentation can be a resource to other Missions in the Eastern 
and Southern Africa region in terms of lessons learned and case studies. 

We have begun doing this by writing up success stories for some of our 
activities, an effort which will be ongoing. We also documented the spread effects 
of USAID/Kenya projects in the GHAl region in an annex which we included in our 
CSP. 

As an Agency, we need to look at what it takes to disseminate examples of 
excellence. We need to carefully consider a strategy for this. One example which 
the NPI team might want to look at would be the Bank Rayat Indonesia (BRI) rural 
lending program. The BRI has been so successful that it has attracted a great 
number of visitors seeking to learn from the experience. To ask the BRI to bear all 
of the costs in taking on the role of training the rest of the world seems a little 
unfair. Using some AID Global Economic Growth money, a visitors center has 
been established at BRI. This has ensured that visitors will be able to learn and 
that the institutional memory at BRI of their approach will not be lost. We need to 
consider this approach in other sectors and in other countries. 

In Kenya, our highly successful population program has been a training 
grounds for many Africans. The same holds true for our agriculture policy and 
research efforts. We need to develop an Agency strategy which will most effec- 
tively disseminate the lessons learned from various successful programs around the 
world. USAIDJKenya is more than eager to  be a resource to  the entire region. 
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NPI FINAL REPORT -- USAID/Philippines 

I. INTRODUCTION 

Last February, USAlD Manila volunteered to become a New Partnerships 
Initiative Leading Edge Mission (NPIILEM). At  the time we wrote our proposal, we 
viewed our participation as providing a resource to the rest of the Agency in terms 
of our rich experience--stretching back to the 1980s--working with NGOs, local 
government and small business. For us, NPI was an opportunity to  continue and 
reflect upon work well underway. Beginning 1993, funding to or through NGOs 
reached 50 percent of total Mission commitments. That same year, the Mission 
began to dramatically simplify grant management procedures and involve NGO 
partners in designing what eventually became the Mission's program of coalitions 
for the disadvantaged. 

Thus, at the time the NPI 
Learning Phase began, the Philippines 
already had important and highly rele- 
vant lessons to  share. We continue to 
view NPI not only as a continuing 
process of sharing the Philippinesr and 
our own experience, but also as an 
opportunity to  address the unfinished 
work of building in sustainability into 
our programs and strengthening inter- 
national linkages. Given the natural evolution of our work with the three NPI 
sectors, it is difficult to report on the effectiveness of NPI while limiting ourselves 
to  the Learning Phase for the purposes of this Report. However, to  the extent 
possible, we will draw attention to prior accomplishments and those that have 
occurred specifically during the Learning Phase (March-October 1 996). 

We continue to view NPI not only as a 
continuing process of sharing the 
Philippinesr and our own experience, 
but also as an opportunity t o  address 
the unfinished work of building in sus- 
Tainability into our programs and 
strengthening international linkages. 

The simplification of grant management procedures took place prior to the 
Agency's reengineering exercise. It began with several internal and external 
consultations with grantees, USAlD staff, and RIGIA, leading to agreement on 
several reforms, including: 

Increased flexibility and simplification in grant management; 

A single, user friendly Financial Management Guide replaced multiple, 
perplexing grant management guides; 

Quarterly financial and progress reports were consolidated into two  
semestral reports; 

A reorienting of grants toward managing for results; 
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w For some Strategic Objective (SO) teams, a two-step, competitive 
selection process was introduced to  replace ad hoc proposal submissions; 

These procedures were well established, and hence no major changes in 
internal Mission operations have occurred during the Learning Phase. However, we 
have deepened and broadened partnerships by: 

Involving partners, including NGO grantees, in SO refinement, 
selection of performance indicators, and semestral reviews; 

Focusing the PVO Annual Meetings more closely on the work o f  
coalition-building; 

w Initiating the first Conference of the Philippine Democracy Agenda, 
making USAlD accessible t o  groups and individuals which had little previous 
contact with us; 

Local Government Planning Workshops were held in several provinces 
and major cities, bringing together governors, mayors, council members, NGOs, 
and civic leaders t o  set priorities for technical assistance under the Governance and 
Local Development (GOLD) activity. The Planning Workshops define current reality, 
establish practical visions, then define strategic directions and action plans for the 
area. 

The Technology of Participation (TOP) has taken root among leading 
local government units. Developed by  the Institute of  Cultural Affairs in Phoenix, 
it has been embraced wi th  enthusiasm, and it is now being used well beyond local 
government activities, including universities and NGOs. 

The TOP provides method and 
substance--through specific techniques 
called "discussion method," "work- 
shop method," and "action planning 
methodn--for intellectual collaboration 
among groups that typically include 
politicians, local government 
employees, NGOs, people's 
organizations, and business people, 
and number between 30 and 120. It enables participants t o  share their basic 
assumptions, define common ground, identify feasible approaches and move 
toward action. 

The Technology of Participation {TOP) ... 
provides method and substance...for 
intellectual collaboration among groups 
that typically include politicians, local 
government employees, NGOs, people's 
organizations, and business people ... 

Discussion after the fact wi th  participants in TOP sessions shows that 
they almost invariably "buy in" t o  the process and the legitimacy of the problems 
and solutions defined. Local committees work along on agendas defined during 
TOP sessions, often without any "project" assistance. 

- 
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Over the next several months, USAIDlManila and its partners (Associates in 
Rural Development, or ARD, and four local NGOs) will document examples of use 
of these techniques as they spread, and will attempt to  evaluate whether they are 
really making a difference for local democracy. 

ARDJGOLD has adapted the Civic Index, a tool originally developed by  the 
National Civic League of the U.S. The Index is a tool for measuring civic life in 
terms of citizen participation and the relationships between government and citi- 
zens. The adaptation is known as the "Pinoy Civic Index" and is now being piloted 
in the Province of Capiz as part of  a citizen's assessment of pilot municipalities, 
prior t o  receiving technical assistance in organizational development. 

As our Mission proposed itself as a Leading Edge Mission which could 
also teach, w e  have engaged in a fruitful exchange of staff and ideas wi th  Sri 
Lanka. John Grayzel visited Sri Lanka in May of this year t o  assist in  the design of 
the Citizens Participation Program (CIPART), while Roslyn Waters of  Sri Lanka 
visited the Philippines in November on an observation trip (see reports in Volume 2, 
Section B, Annex 1 1 ). Having assumed regional responsibilities this year, the 
Mission is providing direct support t o  democracy programs in Mongolia and human- 
itarian NGO programs in Indochina. The transfer of several staff t o  Cambodia 
facilitates considerable informal coaching on NGO matters. 

11. CIVIL SOCIETY IN THE PHILIPPINES 

One of the strongest aspects of  Philippine society is its rich and diverse civil 
society. Over the past three decades, the number of NGOs, people's organiza- 
tions, corporate foundations, associations, and networks has mushroomed into the 
tens of thousands, while their influence in public policy slowly but  steadily 
expands. Public policy encourages NGO development through simple registration 
procedures, the absence of project approval procedures, and legal recognition of  
the importance of NGOs in public deliberations. Therefore, over the past three 
years, our civil society program has been geared toward: first, supporting leading 
NGOs (Intermediate Institutions) t o  strengthen the NGO community; second, 
simplifying our o w n  procedures; third, making ourselves and our deliberations 
accessible t o  the NGOs; and fourth, supporting coalitions of civil society t o  enable 
disadvantaged groups t o  participate in public policymaking. 

During the Learning Phase period, and probably for the next f e w  years, the 
challenges remain the same. The first challenge is t o  move the NGO community 
beyond i ts natural affinity for networking t o  create purposeful coalitions t o  effect 
policy change. One measure of progress in this direction is the conduct of  the 
Annual Partners Conference (formerly the PVO Annual General Meeting). Prior t o  
the Learning Phase, the Conference dealt with a wide range of PVO-NGO issues. 
The 1995 Conference began t o  look at the fundamentals of coalition building, with 
greater participation by  the people's organizations and an increased use of Tagalog 
in  discussions. This year, the Conference began t o  focus upon effective participa- 
t ion in local and national policy making b y  the urban poor, fisherfolk and indigen- 
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ous people's coalitions. [Note: an extensive summary of the presentations and dis- 
cussions of this year's Partners Conference will be shared with the Learning Team] 

As the focus narrows in on specific policies and laws, three challenges have 
arisen. These are likely to  be faced by  other Missions which attempt similar 
activities. First, USAlD has had to  clarify to  its partners and remind its own  staff 
that our objectives are different from those of the coalitions. For example, while 
the fisherfolk coalition may seek the passage of a Fisheries Code (to reserve a por- 
tion of  coastal waters for small fishermen), USAIDrs role is to  enable the coalition 
to  monitor and lobby as the Code is deliberated in Congress. As a foreign donor, 
USAlD cannot and should not interfere with the internal policy deliberations of a 
foreign nation. However, it can support the ability of  a coalition t o  participate in 
those deliberations on its own  behalf. 

The second and related challenge involves handling apparent conflicts be- 
tween coalition agendas and MissionIUSG priorities. For example, the Indigenous 
People's Coalition's desire to  limit mining appears to  conflict wi th a broader eco- 
nomic agenda of promoting economic growth and U.S. investment. We manage 
these conflicts by  reminding ourselves of the objective of promoting participation. 
Assisting indigenous people is not a matter of  opposition to  mining, per se, but 
rather promoting participation in the drafting of  the implementing rules and 
regulations governing mining. If this is done, "win-win" solutions can be found 
which facilitate--rather than hinder--economic growth. 

The third challenge is performance measurement. For USAID, the measure 
of success of the coalitions is participation in and of itself, though the coalition 
may measure longer-term success in terms of policy outcomes. Furthermore, wi th  
the assistance of consultants from the Global Bureau's Center of  Democracy and 
Governance, the Mission has accepted qualitative measures of participation, rather 
than quantitative measures of social or economic impact. The Performance 
Monitoring Plan of the Governance and Participation Strategic Objective, which 
was shared wi th  the Learning Team, combines qualitative case studies, scaling and 
quantitative measures. 

One reason that qualitative measurement becomes important is that the - 

most crucial stage o f  policy making is the implementation process. Success in . - 
participation requires more than a simple counting of bills or rules promulgated--it 
requires long-term monitoring, pressuring, and negotiating at several levels. - 
Successive case studies capture this, and generate lessons learned for similar - 
situations. 

& 

In addition t o  the three coalitions, USAlD made four new grants this year. - 
The U.S. PVO Volunteers in Overseas Cooperative Assistance (VOCA) will assist a 
coco farmer coalition, the Asian American Free Labor Institute will assist informal 
home workers, while t w o  Philippine NGOs will assist a microentrepreneurs coalition 
and a network of  Muslim NGOs concerned wi th  education issues. 

I 
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In spite of the considerable progress made up t o  now, USAlD still has an 
unfinished agenda with respect t o  civil society and the NGO sector in general. 
Perhaps the biggest challenge for all Philippine NGOs is enhancing their financial 
sustainability. Compared to  other countries, Philippine NGOs are less donor- 
dependent, having developed a range of funding sources, such as corporate 
support, contracts, fees and other income. Nevertheless, many NGOs are donor 
dependent (particularly those providing social services). 

One potential source of expertise on financial sustainability is the new Asia 
Pacific Philanthropy Consortium. Although not supported b y  USAID, the Con- 
sortium includes t w o  of USAID's key partners: The Asia Foundation and Philippine 
Business for Social Progress. Greater attention to  sustainability in NGO micro- 
enterprise projects will be promoted through the microentrepreneurs coalition, 
which will promote models of  full cost recovery. Our NGO family planning program 
is also promoting cost recovery in the delivery of  services. 

The second unfinished agenda is t o  strengthen international connectivities 
among Philippine coalitions and interest groups and international coalitions which 
could provide moral, technical, and political support. Taking advantage of USIS' 
International Visitor's Program, we have sponsored coalition leaders on trips t o  the 
U.S. t o  meet with NGO leaders. On their own  initiative, the indigenous people's 
and fisherfolk coalitions have established ties wi th  organizations in Indonesia. The 
leading Philippine microfinance NGO (Tulay sa Punglad Inc. or TSPI) participates in  
the Sustainable Microfinance Network together with Accion International, Banco 
Sol, and other internationally renown NGOs in this sector. 

The third unfinished agenda, 
which cuts across several sectors, is t o  
establish mutually supportive relation- 
ships among the three NPI sectors-- 
NGOs, small business, and local 
government units. The TOP and Pinoy 
lndex of the GOLD Project are pro- 
viding tools for genuine collaboration 
between the NGO and the local gov- 
ernment sector. In spite of  the long 
tradition of  corporate philanthropy, 
linking NGOs t o  the small business 
sector has proven more challenging. 
However, our forestry and the Growth 
with Equity in Mindanao (GEM) 
programs are working on these 
linkages in  Bohol and Mindanao, 

[one goal is t o  establish] ... mutually 
supportive relationships among the 
three NPI sectors--NGOs, small 
business, and local government units. 
The TOP and Pinoy lndex of the GOLD 
Project are providing tools for genuine 
cotlabaration between the NGO and the 
local government sector. In spite of 
the long tradition of corporate philan- 
thropy, linking NGOs to  the small 
business sector has proven more 
challenging. However, our forestry and 
the Growth with Equity in Mindanao 
programs are working on these linkages 
in Bohol and Mindanao, respectively. 
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Ill. CASE STUDY 

WOMEN IN GRASSROOTS DEMOCRACY 

Capiz Women, Inc. (CWI) is a women's movement of community leaders 
organized in 1990 in the province of Capiz, Panay Island, Philippines. Today, CWI is a 
movement of 11,000 women from all walks of life -- from teachers, fish vendors t o  
laundry women who are now in the mainstream of development as advocates of 
grassroots democracy. 

Organized, enabled and empowered by the Gerry Roxas Foundation (GRFI 
through USAIDrs democracy program, the CWI is a strong partner of local government 
units and nongovernmental organizations in Capiz. CWI has mobilized multi-sectoral 
alliances and coalitions in developing and sustaining advocacy and action programs in 
environment, health and nutrition, microenterprise credit and local governance. 

As members of local development councils, they are the community's voice, 
"eyes and ears" as "watchdogs" of local government construction projects. Part of 
their local advocacy is enjoining the men and women in their families and communities 
t o  pay their taxes t o  the local government. They are now assisting an indigenous 
community in  Capiz to  reclaim their ancestral rights over their domain. Taking off  from 
GRF's innovative "Moneyshop" micro-lending program, CWI has begun the transition 
from being borrowers to  owners and managers of the Moneyshop, and has been 
serving the credit needs of their women entrepreneurs. They are now linked wi th the 
business sector for enterprise support and marketing assistance. A number of the 
leaders have also ran for local elections as village chiefs and won. 

After only six years in development work, the Capiz women have proven that 
participation of women as partners and stakeholders is a key factor t o  success in 
sustaining democracy and local development. 

For more information contact: Miss Josefa Argos, President, CWI 
c/o City Population Office 
2nd Fir. City Hall Bldg. 
City Hall, Roxas City, The Philippines 
Phone: 6-21 0-549 

IV. LESSONS LEARNED 

O u t  o f  t h e  experience of t h e  past  three years, including t h e  Learning Phase, 
w e  have t w o  lessons t o  share with t h e  NPI Learning Team and t h e  Agency:  

Lesson I :  USAlD can most quickly improve the enabling environment for 
NGOs, local government, and small business by making itself accessible, and 
b y streamlining its grant and contract management. 

- 
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If anything should come out of the Agency's NPI activity, it should first take 
the form of internal corrections in the way in which the Agency does business with 
respect to NGOs. Creating an enabling environment undoubtedly requires that we 
influence the behavior of host governments and donors in favor of liberalizing regis- 
tration and project-approval procedures. But while we may influence other parties, 
we have an important degree of control over our own actions. What the Democ- 
racy team learned out of its reinvention exercise of 1994-95 was that a Mission 
can strip away layers of self-imposed policies (often growing out of over-reactions 
to specific problem cases or audits), limit itself to the essential Agency procedures 
of sound grant management, and take advantage of authorities available to us to  
focus more on results and less on approvals. 

Once freed from excessive internal processing (e.g. approvals, multiple 
internal committees, quarterly reports, etc.), scarce staff time can be freed up to  
spend time with people on the ground. We have also seen across the portfolio 
that contracts with ample authorities for the contractor to  act in a catalytic fashion 
can lead to real opportunities for partnership among NGOs, LGUs, and business. 
However, partnership is a labor intensive business. There is no substitute for a 
well-trained staff -- particularly in countries where interpersonal relationships are 
critical to success. The lack of training opportunities for staff, including substan- 
tive training, democracy training (given the lack of experienced democracy officers 
in the Agency), management training (following the principles of partnership and 
reengineering), and language training, make USAlD staff less capable of partnering 
with the groups it wishes to assist. 

Lesson 2: Sustainable development is demand-driven. If we can identify 
partners and customers who want what we offer and are willing to assume 
responsibilities, we will get results. Demand-driven programs resolve the 
apparent conflict between two Agency principles: management for results 
and partnership. 

The greatest possibilities for success come when we can identify groups 
whose objectives are consistent with our own, such as coalitions, LGUs and LGU 
Leagues, and small businesses. Most of these have clear, short- to medium-term 
goals. This creates the possibility of a relationship based upon performance, rather 
than an historic claim on resources. Our GOLD Project, for example, follows a 
principle of assisted self-reliance in which the LGU and local NGOs set their 
priorities and receive technical assistance and training. Our GEM program links 
small business to  markets and finance, while in family planning and health, the 
LGU Performance Project ties disbursements to actual performance indicators. In 
the case of the coalitions for the disadvantaged, the coalitions are defined by ob- 
jectives and determine their own measures of performance. Once USAlD identifies 
the right partners, its role becomes one of an intermediary and a catalyst, linking 
good ideas, people, and resources. 

i ,-b ,- 
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A t  least one outside observer 
I 

has noted a disturbing trend in USAID 
toward micromanagement as the 
Agency emphasizes results.' This is 
partly due t o  a confusion over roles 
and responsibilities of teams and ~ 
contractors as to  who is ultimately 
responsible and accountable for achieving results. But another explanation may be 
that in some cases, b y  looking t o  central government agencies t o  solve national 
problems, we lack partners and clients with sufficient initiative and commitment t o  
the results w e  seek. Through its emphasis upon partnership with NGOs, local 
governments and small business--groups which often have clear, achievable goals-- 
NPI can also support the principle of managing for results. 

Once USAID identifies the right 
partners, its role becomes one of an 
intermediary and a catalyst, linking 
good ideas, people and resources. 

We should be clear about what partnership (the "P" in NPI ) is and is not. It 
is not about "being nice" t o  NGOs and others out of  fear or abdication of responsi- 
bility. The record shows that Manila has drastically reduced its number of  NGO 
grantees, has aggressively restructured its family planning and maternal child 
health programs t o  make them more results-oriented, and is closing its PL 480 
Program entirely. In the GOLD Project, w e  have limited ourselves t o  only ten LGU 
sites, in contrast t o  previous local government projects. These changes have been 
difficult for some former partners t o  accept, and for our staff to  carry out. 

I 

Partnership involves agreement 
between the parties and a shared 
expectation of roles and results--and 
hence, selectivity. In many cases, 
former partners simply decided that 
they were not interested in the current 
direction of our programs, and are 
continuing without USAlD assistance. 
In other cases, w e  have turned away 
prospective partners because of different expectations. But where w e  n o w  have 
partnerships, they are usually stronger and more productive. Genuine partnership 
requires hard decisions t o  achieve results. 

Partnership involves agreement 
between the parties and a shared 
expectation of roles and results--and 
hence, selectivity.,.Genuine partnership 
requires hard decisions to achieve 
results. 

V. NEXT STEPS 

1. We are discussing with the Learning Team the possibility of  TDY assis- 
tance (in January) t o  help document the evolution of PVO Co-financing programs 
since the 1980s. Related topics which could be examined include alternative 
models of  financing, NGO-corporate connections, NGO-LGU relationships, the 
effect of  changes in GOP policy toward NGOS, the role of  influential family ties on 

' See Marina Fanning, "A Contractor's View: Performance-Based Contracting" in On Track, Vol. 2, 
NO. 5, July-August 1996 
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NGO development, the role of NGO training centers, and the impact of reinvention1 
reengineering on  NGOs. 

2. In early 1997, the Democracy Team will conduct a third round o f  compe- 
tit ion for grants t o  disadvantaged coalitions. Following consultations wi th  potential 
partners, the Mission will decide whether or not t o  pre-designate the disadvan- 
taged sectors, or maintain the competition open t o  all sectors. 

3. Over the next 11 months the University of the Philippines -- with USAlD 
support -- will complete the third round of Conferences, leading t o  the formalization 
of the Philippine Democracy Agenda. 

4. While the Mission's portfolio is basically fixed for the next f ew  years, a 
number of activities in the design or pre-design stage may hold opportunities for 
increasing small business-local government-NGO collaboration. These would 
include Microenterprise Access t o  Banking Services (which intends t o  expand 
microenterprise lending in Mindanao through the rural banking sector), a broadened 
GEM program in Mindanao, and a revised industrial environmental program. 

VI. RECOMMENDATIONS 

1. Based upon our lessons 
learned, w e  believe that institu- 
tionalizing NPI will require a 
revitalization of training for USAlD 
staff. This includes substantive 
training (especially in  the relatively 
new democracy sector), management 
training which focuses upon cross- 
cultural partnerships, and language 
training. Over the past three years, 
opportunities for training and 
networking have nearly disappeared. Skills are steadily deteriorating, and thus the 
foundations for people t o  people partnership are eroding apace. At the same time, 
renewed attention is needed t o  the core practices of Reengineering, such as 
customer assessments, simplification, expanded teamwork. There are many good 
ideas both in  and outside USAlD which need t o  be disseminated and institu- 
tionalized. The best practices need t o  become part of  the management training 
curricula, and form part of the promotion precepts. Teams that champion best 
partnership practices should be acknowledged and receive cash awards. 

Based upon our lessons Learned, we 
believe that institutionalizing N f l  will 
require a revitalization of training for 
USAiD staff. This inctudes substantive 
training (especially in the relatively new 
democracy sector], management train- 
ing which focuses upon cross-cultural 
partnerships, and ianguage training. 

2. Regional conferences and networking are needed, no t  only so that  
USAlD can take advantage of i ts own  human resources, but  help i ts staff network 
w i th  others both inside and outside the Agency, expanding horizons and obtaining 
fresh ideas on  partnership. 
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3. If the Agency wants t o  institutionalize NPI beginning in 1998, it must be 
willing t o  invest a small but significant amount of money into it. Perhaps a fund 
for innovation and experimentation similar to  the PRIME fund for microenterprise 
could be created, along with funds for cross visits, regional conferences, training, 
and information exchange. 

4. Currently, information exchange among Missions is ad hoc, often 
through personal contacts via electronic mail. While the Learning Team is t o  be 
commended for introducing NPI-LINK, i ts use as a recorder of meetings in 
Washington has probably inhibited it from becoming a forum for information 
exchange and debate. What are needed are fora dominated by  field-level players 
wi th  practical problems, diverse perspectives, and a good grasp of the best 
practices. An NPI website (on the Agency's external and internal websites) could 
also be used to  post best practices and links t o  other resources. 

For USAIDIManila and its partners, NPI is a formal expression of what comes 
naturally t o  us by now. Although staff reductions will require us t o  be more parsi- 
monious and efficient, we will continue the kind of program and partnership style 
that is consistent with NPI and which works. We stand by ready to support other 
Missions as the NPI is institutionalized. 

VII. ANNEXES - A list of  additional materials available from USAIDIManila can 
be found in Volume 2, Section B, Annex 11. 

- 
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NPI FINAL REPORT -- USAID/Sri Lanka 

I. INTRODUCTION 

Because the NPI approach is strikingly similar and complementary t o  USAIDrs Program Strategy fo; 
Sri Lanka, USAIDISri Lanka sought to  be a Leading Edge Mission (LEM) under the New Partnerships 
Initiative (NPI). It is consistent wi th the Mission's program goal of achieving a "Green" Democratic 
Sri Lanka wi th  broad-based sustainable development. USAIDISri Lanka works both at the local level 
to  build sustainable institutional capacities and at the national level t o  ensure a supportive enabling 
environment. During the Learning Phase, NPI was (and will continue to  be) used as an integrated, 
cross-cutting approach t o  enhance the Mission's achievement of its three strategic objectives (SOs): 
( 1 )  economic growth - increased private sector employment and income; (2) environment - improved 
environmental practices to  support sustainable development; and (3) democracy - greater empower- 
ment of people t o  participate in democracy. 

The NPI approach is especially relevant t o  Sri Lanka's development situation, which accounts in 
large part for the congruence of USAIDISri Lanka program's wi th NPI. The functioning of civil 
society in a meaningful way will be a key factor in resolving some of the most important current 
sources of ethnic conflict in  the country. NPI approaches can serve t o  enhance the political appeal 
of devolution, given that NPI not only supports the implementation of devolution, but is a powerful 
development tool in  and of itself. Capable local institutions, such as empowered NGOs, a vibrant 
small business sector, and effective local government working in partnership w i th  citizen groups, are 
central requirements for maintaining political and social stability in Sri Lanka, and for building on i ts 
impressive but fragile developmental accomplishments. 

Specifically, the Mission's motivation for joining the Learning Phase as a LEM was four-fold: 

b The Mission recognized that the NPI paradigm would provide an effective tool for discovering 
and encouraging expanded synergy and integration between and among the Mission's three 
strategic objective programs; 

b The Mission felt that its experience wi th NPI techniques would be of use t o  other Missions 
which are not as far along in employing the partnership approach t o  development assistance. 
Given that NPI is a coherent and logically consistent way t o  "capture" the essence of the 
USAIDISri Lanka program, a collateral benefit of serving as a LEM would be enhanced 
visibility within the Agency for the Mission's program and its highly developed best practices; 

w The Mission wished t o  avail itself of the opportunity, however slight, t o  augment its program 
resources by virtue of participating early on in the NPI Learning Phase. A t  a minimum it is 
hoped that the NPI process wil l  result in a more targeted and focused use o f  local currency 
resources; 

b The Mission hoped t o  incorporate an explicit NPI approach into a new environmental SO 
program, the basic design process for which was underway during the Learning Phase. 

II. COUNTRY CONTEXT: FOSTERING PARTNERSHIPS IN SRI LANKA 

Sri Lanka is one of South Asia's oldest and more stable democracies. The country has made 
significant progress in evolving from a socialist, centralist economy t o  one that is a largely open and 
free market economy. It has relatively good human and natural resources w i th  comparatively im- 
pressive social indicators with growth averaging five percent in  the 1990s. Despite economic pro- 
gress, poverty persists and per capita income is only $650 per annum. Income distribution disfavor 
the poor and poverty is concentrated in rural areas where 80 percent of the population resides. 
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The GSL has recognized that the majority of new employment and income opportunities wil l  be 
created by private enterprises. A privatization program was initiated in mid-1 989  in order to  re- 
structure public enterprises, make them more efficient and reduce the burden on the government 
budget. Privatization has also enabled the private sector to  become more market oriented, and 
encouraged them to  inject necessary investment t o  upgrade operations and improve profitability. 
Access t o  technology, along wi th professional management, is enabling many of the companies to 
become more internationally competitive. While the GSL has traditionally played a major role in 
providing infrastructure facilities such as transport, power, telecommunications, solid waste 
management, water supply and sanitation, it has now embraced a strategy for greater private sector 
involvement in the development of infrastructure. Financial markets--though still developing--are 
mobilizing more funds for productive investment. Notwithstanding the already commendable 
progress, the ongoing civil war, inconsistent GSL economic policies, high cost of finance, and access 
t o  markets and new technologies remain obstacles to  private sector development. 

There is widespread belief in the rule of law and support for the legal structures that exist t o  uphold 
the rule of law. The formal judicial structure based on English and Dutch legal systems, deals wi th a 
wide range of civil, criminal and commercial cases. A separate system of labor tribunals hear the 
labor and industrial disputes, while an informal structure of mediation boards comprising of 
volunteers trained in dispute resolution exists for people who do not have the need, time or financial 
resources t o  use the court system. On the administrative side the government is in the process of 
implementing its established laws and policies t o  facilitate decentralization and devolution of 
authority t o  regional and local level government institutions. 

A number of U.S. PVOs are.active in Sri Lanka, and--as detailed in subsequent sections of this 
report--USAID is working cooperatively with a number of them. There are currently over 50,000 
NGOs and CBOs in Sri Lanka. These NGOsf capabilities and activities vary from village level 
development t o  policy advocacy. Some NGOs provide relief and welfare services, as well as 
humanitarian assistance. Many cross ethnic and religious barriers, and give voice to  their con- 
stituents in such disparate areas as politics, labor, women, environment, and human rights. 
However, most NGOs are only beginning t o  make the transition from a welfare t o  a participatory 
development orientation which looks beyond the individual community and seek changes in specific 
policies and institutions. There are also a few national umbrella organizations that link many of 
these local NGOs. There is freedom of speech and association, as well as minimal restrictions on the 
formation and actions of NGOs operating outside the direct conflict areas. 

- 
A t  the turn of this decade the GSL set an ambitious target t o  reach the status of a newly industrial- 
ized country (NIC) by the year 2001. While the pace of growth in Sri Lanka has been less rapid than 
that of other NICs, the GSL's development strategy focuses on sustainable economic growth w i th  
an emphasis on broad-based human resource development. USAIDISri Lanka's Strategic Framework 
for 1992-96, as well as its subsequent Country Program Strategy for 1996-2000, were designed t o  

I 
support the priorities emerging from this strategy and ensure growing opportunities for individuals, I 
enabling all of  Sri Lanka's citizens t o  contribute t o  the process of social and economic development. 

USAlD activities have subsequently focused on partnerships w i th  the private sector, and integrating 
the informal sector into the mainstream activities, as well as continuing support t o  the public sector. 
USAlD has also provided direct support t o  farmers and investors in agriculture and agri-business 
sectors in  the Mahaweli area by promoting the integration of farm and marketing systems, and by 
providing funds and assistance needed t o  launch new enterprises in this sector. Assistance has also 
contributed in articulating policy changes and restructuring government bureaucracies. 

1 
The ethnic war has left  many homeless and unemployed. Many local and international NGOs-- 
together w i th  the GSL--have been active in providing limited humanitarian assistance t o  the civilians 

I 
in the conflict areas. However, much remains t o  be done, and an end t o  the conflict does not appear 
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imminent. There are special issues and important opportunities in working wi th people in  these 
conflict areas. 

Fostering Partnership in the Context o f  Ethnic Strife 4 

Sri Lanka's 14-year, ethnic-based internal conflict persists in the Northern and Eastern provinces. It 
has cost the lives of over 50,000 Sri Lankans, and hundreds of thousands of families have been 
displaced or otherwise adversely affected. The conflict is primarily confined t o  a specific geographic 
area, wi th sporadic terrorist attacks carried out in the capital city (Colombo) and other parts of the 
country. Around t w o  million people live in the conflict areas in the northern and eastern parts of 
the country, and an estimated 700,000 live in camps for internally displaced persons. Most of the 
population outside of the conflict zone, numbering 16 million people, lead normal civilian lives. 

This unique situation places special challenges and constraints on fostering partnerships under NPI. 
The mission has generally overcome these difficulties by designing programs wi th  differing levels of 
partnerships for three broad groups of people: 

b Those living in the conflict areas who are economically andlor politically not able t o  leave, 
principally farmers; 

b Internally displaced persons, especially children, many of whom have been living in centers 
for up t o  ten years; and 

b The 1 6  million civilians living in the rest of the country under fairly normal circumstances. 

The government devolved extensive powers t o  the provinces under a special Provincial Councils Ac t  
in 1987. However, many citizens and officers at the local level are unaware of their powers, rights 
and responsibilities. Further devolution of power has been proposed through a comprehensive plan 
for a change in the constitution, shifting the country from a parliamentary democracy t o  a federal 
democracy. Unfortunately, this issue has become completely politicized, thus undermining the 
potential developmental benefits. 

An  additional constraint stems from the historical tendency of central government and NGOs t o  form 
somewhat uneasy partnerships due t o  perceptions by national religious organizations that 
international NGOs especially were seeking t o  "convert" citizens, and by NGOs that feared too much 
control over their daily operations. During 1995 this tension escalated w i th  the intensity of the civil 
conflict in  the north and east of the country. The current mistrust concerns the provision of human- 
itarian assistance by  (primarily international) NGOs t o  victims of the conflict. Through a number of 
channels, the UN is coordinating meetings and lobbying on behalf of international and local NGOs in 
order t o  reach a consensus for operating in the conflict areas, as well as "sensitize" NGOs regarding 
the concerns of the GSL. 

USAlD has funded U.S. PVO relief operations which, in turn, have found partnerships w i th  local 
NGOs, multilateral organizations and the GSL t o  reduce suffering and t o  help victims maintain some 
normalcy. USAlD is also now conducting training programs for appointed and elected members of 
local government agencies and communities t o  sensitize them t o  their rights and responsibilities 
under the current act. The emphasis is on good local governance wi th the participation of NGOs, 
communities, and the private sector. In addition, the mission is conducting pilot activities in four 
sites bringing together the Democracy and Environment projects, local government agencies, NGOs, 
and the communities around issues identified as important by the communities themselves. This 
type of activity will be continued on a larger scale through a recently awarded grant t o  PACT, Inc. 

The indirect purpose o f  this and related assistance is  t o  present devolution as a development issue, 
rather than primarily a political issue. The challenge is t o  demonstrate, through example, the 
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developmental benefits of devolved power. In other words, ordinary citizens should be able to  take 
a rational position not only on the political aspects of devolution, but also on the developmental 
benefits they have personally experienced. 

Building Local Capacity 4 

The Mission supports NGO empowerment by improving the technical and management capacities of 
NGOs t o  participate in sustainable development activities. 

Under the NAREP project community-based resource management (managed by The Asia Foun- 
dation or TAF), coastal resources management (managed by the University of Rhode Island) and 
shared control of natural resources activities, local communities are being organized t o  manage 
natural resources and mitigate negative environmental impacts in rural and urban areas through 
community actions. NAREP has also helped develop institutional and professional capacities of ten 
environmental NGOs. These NGOs are now involved in policy advocacy and watchdog functions 
such as environmental planning, education, legal advise, journalism and organizing community 
groups for environmental programs. 

The CIPART Project, through TAF, has strengthened alternative dispute resolution systems by sup- 
porting mediation boards which provide the community an answer t o  the expensive and slow formal 
justice system. TAF also supports Sarvodaya, a local NGO to  play both a public information and 
advocacy role by  conducting legal aid clinics for local government officials, as well as for the public. 

Through four sub-grant activities, TAF is providing support t o  further professionalize the judiciary 
and strengthen rule of law. The assisted organizations are: the Bar Association of Sri Lanka 
(Continuing Legal Education Program); Attorney General's Department (skills development and 
support t o  a unit dealing wi th citizen complaints); University Colombo Faculty of Law (Clinical Legal 
Education Program); and an NGO - the Lalith Athulathmudali Trust for Legal Education (continuing 
legal education for young lawyers). 

Sarvodaya and Agromart are t w o  NGOs which the Mission targeted for strengthening early in  the 
decade. The extent of the strength of these institutions is measured by the following criteria: demo- - 

cratic structure, membership, financial sustainability and transparency. The PVO Co-Financing pro- 
ject has also mobilized Agromart t o  form women's societies t o  empower women in rural areas wi th 
better access t o  resources and information. This has enabled women t o  gain the necessary skills and 
means t o  improve their lives and gain confidence t o  start their own  small businesses, compete in the 
local market, increase family income, and improve opportunities for the entire community. - 

I 
The Mission has t w o  Special Objectives which reinforce its democracy strategic objective by helping 
to  reduce suffering of disadvantaged groups, as well as reduce the impact of Sri Lanka's ethnic - 
conflict. Grants t o  NGOs have enhanced their capacities t o  deal wi th the HIV/AIDS threat in Sri - 
Lanka, and t o  enable children displaced by the ethnic conflict and others who have lost limbs in the 
conflict, t o  return t o  a meaningful place in their communities. 

Through a contract w i th  LAMSCO, a local management services organization, the Mission has built 
up local capacity and awareness of management principles and accounting practices for NGOs. 

1 
USAlD has used the service organization to  train and introduce "best practices" t o  NGOs for 
program and financial accounting. 

The Technology Initiative for the Private Sector (TIPS) and Agro-Enterprises (AgEnt) activities 
support regional chambers of commerce, including Women's Chambers of Commerce, t o  facilitate 
small and medium manufacturers t o  expand business opportunities and encourage management 
improvement as well as dialog between business and local communities. TIPS also draws on U.S. I 
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business organizations such as IESC (a U.S. PVO) t o  provide trainingltechnical assistance and 
technology transfer t o  Sri Lankan business organizations. 

F Creating an Enabling Environment 4 

The Mission has instituted a policy agenda t o  provide 
analysis and leverage t o  resolve policy constraints. 
The Mahaweli Enterprise Development Project 
(MED), the Microenterprise Support Activity (MESA) 
and Policy Reform Support Activity under the 
Mission's umbrella Sustainable Economic Growth 
Program (SEGP) are establishing a competitive 
banking structure and specialized intermediary 
financial institutions for small businesses and NGOs. 

Under the Promotion of Private lnfrastructure project 
(PPI) USAlD contributed t o  the GSL's landmark deci- 
sion t o  form public-private partnerships in improving 
the country's infrastructure. The project streng- 
thened the institutional capacities of the Bureau of 
lnfrastructure Investment and the line agencies and 
helped create an institutional structure to  establish 
regulations and procedures for soliciting, receiving 
and negotiating private sector infrastructure projects. 

Although access to financial services is 
vital to the success of microentreprises, 
those in the Mahaweli region have little or 
no access to such services, A venture 
capital company formed in 1989 to help 
meet the needs of Mahaweli Business Cen- 
ter clients for credit has not been able to 
meet the growing demand for a fuller range 
of services, particularly for working capital. 
The gap between what existing financial 
institutions will provide and the needs of 
microenterprises continues to grow. 

MESA is addressing this problem by en- 
listing a wide range of participants who are 
interested in helping solve this probtem. 
Preliminary discussions with private eom- 
mercial banks, government organizations 
and entrepreneurs reveal the need to 
establish a framework where each of these 
entities is represented and allowed to bring 
its unique strengths to bear on the delivery 
of financial services. in MESA'S catalytic 
role, a range of approaches will be used to 
establish a sound financial framework and 
improve the environment for business, 

Activities under the Policy Support Unit of the PSPS 
project supported over 2 0  local business chambers 
and associations. This encouraged and assisted 
dialogue between the private sector and the 
government, improved their capability t o  advocate 
their interests, and opened up the government's 
decisionmaking process on key issues affecting Sri Lanka's private sector. As a result there is now a 
more transparent and productive partnership between Sri Lanka's private and public sectors. 

F Intersectoral Linkages - NGOs, Small Business, Local Government 4 

USAlD is introducing shared control of natural resources through new private-public partnerships 
which offer the most promising opportunity t o  develop effective solutions. Under NAREP, provincial 
councils and local governments work together w i th  community organizations and user groups t o  
increase local management of natural resources [See Case Study 1 I. Through these partnerships, 
intensified and sustainable agricultural production increases while conserving the physical, biological 
and soil environments. To date, over 1 0 0  SCOR user groups have improved their use of land and 
water resources, benefiting nearly 50,000 people. Coastal resources management activities combine 
the partnership approach wi th  local businesses, government and CBOs t o  improve management of 
important coastal resources and facilitate participation in decision-making processes which affect 
their lives. 

F Society-to-Society Linkages 4 

TlPS assists the partnership program between U.S. and Sri Lankan Chambers of Commerce t o  pro- 
vide assistance in environmentally related technology transfer through the U.S.-Asia Environmental 
Partnership. This component of TlPS facilitates the purchase of U.S. environmental technology and 
services by Sri Lankan businesses and promotes the local production of environmental goods and 
services. In addition, TlPS and AgEnt develop information networks t o  help small and medium 
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manufacturers acquire needed technology, improve the quality of their products and marketing skills, 
and enter export markets--thereby assisting local businesses t o  form international partnerships. 

Ill. MISSION ACTIONS AND NPI ACTIVITIES DURING THE LEARNING PHASE 

The NPI approach has been and remains central t o  how USAlDlSri Lankars program strategy has 
developed and its strategic objectives formed. All three of the SOs include activities in the NPI 
focus areas of NGO empowerment, small business partnerships, and democratic local governance. 
The NPI cross-cutting interventions (grassroots capacity building, enabling environment, expanded 
linkages/partnerships) are also key t o  all three of the strategic programs. This aspect of the 
Mission's overall program forms the basis of what it has to  share wi th the NPI Learning Team, and 
ultimately the Agency at large. 

As a result of the Mission's overall reengineering efforts begun in mid-1 994, it was already optimally 
structured for NPI at the beginning of the Learning Phase and thus did not engage in further restruc- 
turing. The Mission's Office of Program Planning and Support (PPS) has assumed the coordination, 
advocacy, and reporting functions for the Mission's NPI initiative. PPS staff serve on all three of the 
Mission's SO teams and are charged with developing and supporting cross-cutting initiatives t o  
integrate the three NPI areas, and identifying synergies that can be achieved among the sectors. 

Mission Operations 4 

The Mission introduced NPI during the development of the RFA for CIPART's Local Governance1 
Participatory Development component by encouraging the applicant t o  form a consortium of 
collaborating relationships among such partners as universities, research groups, specialized 
consultants, and Sri Lankan NGOs and PVOs. This approach was adopted so that implementation of 
the program could directly benefit from the varied expertise of the different types of organizations. 
Cost sharing by all partners was encouraged, helping to  increase the total available financial 
resources for the project component. The Recipient is also required to  work closely w i th  TAF-- 
CIPART's other cooperative agreement partner--to ensure the appropriate and effective integration of 
all project activities and achievement of the project's objectives. 

This component of CIPART will increase the capacities of local government institutions t o  implement 
their responsibilities efficiently and effectively in partnership wi th local citizens, NGOs and the 
private sector. It wil l  enhance local governments' awareness and responsiveness in delivery of 
services t o  people and communities by working with several levels of the local government. Support 
to  pradeshiya sabhas is an important component, as they constitute the first level of rural elected 
local government officials who work wi th citizens' groups and are accessible t o  ordinary people. 
USAlD will also provide technical assistance t o  local governments and communities t o  create 
awareness of the laws and policies of the devolution of political power t o  the local level. CIPART 
wil l  incorporate the principles of civil society t o  enhance collaborative relationships between citizens 
through NGOs, CBOs and national and local government t o  identify and mutually resolve problems. 

Program Design and Local Currency Programming 4 

Concurrently wi th the NPI Learning Phase, the Mission was engaged in detailed design of the Natural 
Resources and Environmental Practices Program (NAREP II).' The NAREP II design effort became an 

NAREP Ill to be launched in July 1997, will succeed the Natural Resources and Environmental 
Policy Project (NAREP I) as the Mission's primary implementation vehicle under S02. NAREP I, authorized in 
1990, is primarily a policy project, but it provides significant assistance to the Sri Lankan environmental NGO 
community under its "Public Participation in Environmental Management" component, as well under the 
"Coastal Resources Management" component. The Shared Control of Resources sub-project of NAREP I (to 
continue through 1998) provides resource management assistance to user groups in two rural watersheds. 
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"experimental lab" for the incorporation of NPI principles into an SO program from the ground-up. In 
essence, NAREP II wil l  provide resources to  support public and private sector efforts t o  promote a 
balance between economic use and conservation of natural resourceslbiodiversity in order t o  
increase productivity and income for poor people in ecologically critical areas of the country. These 
results wil l  be attained through various means--including participatory and partnership arrangements 
among local governments (including provincial councils), local NGOs, CBOs and private sector firms-- 
for the development and implementation of natural resources management and biodiversity conser- 
vation approaches in selected sites. These efforts wil l  be complemented by alternative employment 
and resource-friendly income-generating activities for the population in target communities, drawing 
on linkages w i th  local small businesses to  the greatest extent possible. 

By designing NAREP II in an NPI-led, cross-cutting manner, the Mission gained valuable experience in 
forging partnerships among the three SOs t o  promote synergy through cooperative, mutually suppor- 
tive implementation arrangements. This is best exemplified by the agreements reached between the 
3 SO Teams regarding programming of the Mission's PL-480 local currency "NGO Special Account." 
In the course of the NAREP II design, the SO Teams worked together t o  include Special Account- 
funded activities within NAREP II which will also support S03's local governance initiatives, and, in 
some instances, SO1 's efforts t o  strengthen the local private sector in target areas. This collabor- 
ative--as opposed t o  competitive--process of allocating Special Account resources has been adopted 
by the Mission as standard practice as a result of experience gained during the Learning Phase. 

Result Frameworks I NPI Results Framework r 

There is much similarity between the Mission's Results Frameworks and the NPI Framework. 
The NPI Framework indicates the processes and 
mechanisms used t o  achieve Strategic Objectives--and 
thereby Sustainable Development--while the Mission's 
Results Frameworks superimposes the actors and 
players who use these processes and mechanisms 
(see the Mission's Democracy Objective Results 
Framework, Annex 2). 

A salient feature of the Mission's Strategic Framework 
is that it is people-oriented. Each of the three SOs' 
Results Frameworks has a policy component which 
addresses the enabling environment through the 
Mission's policy agenda. The other components of the 
Mission's program consist of capacity building of 
individuals or institutions at different levels of the 
economy and address the four main players of society, 
i.e. the Government, NGOs/PVOs, Business Enterprises 
and the community. 

The Mission uses a wide range of methods t o  track its 
progress towards i ts SOs. The Mission has selected a 
number of performance indicators at the SO and inter- 
mediate levels. This is complemented by a quarterly 
Mission Program Results Review process and report 
wherein the Mission keeps track of activity level indica- 
tors, sets up benchmarks and monitor progress against 
the policy agenda. Regular dialogue wi th partners and customers through field visits and discussions 
is also an important method of results tracking. The Customer Service Plan (Annex 3) shows the 
relationships between the Mission's partners, intermediate customers who are also involved in 
delivering services through the activities carried out by the Mission, and the end userslbeneficiaries. 
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Some of the Mission's indicators encompass the measure of progress in NPI. These indicators 
measure capacity building while a few  indicators measure performance as a result of the 
partnerships. The performance monitoring plan for these indicators is given in Annex 4. 

1) percentage of people with access to  legal services and information; 

2) percentage of people who believe local government is responsive t o  their needs; 

3) number of user groups wi th joint responsibility for management of natural resources; 

4) number of development projects jointly implemented by local government and NGOs; 

5) number of strengthened, targeted LGs; 

6) number of strengthened, targeted community groups; 

7) number of strengthened, targeted NGOs 

South-South Linkages 4 

USAIDISri Lanka directly benefitted from AlDNV 
assistance through its support for the TDYs in 
May of a GlobalIDG member of the Learning 
Team (Patrick FnrPiere) and the USAIDI 
Philippines Democracy Officer (John Grayzel). 
Both officers provided insight, support and 
guidance t o  the Mission and its SO3 (Democ- 
racy) Team for achieving the Democracy SO, 
and elaborated on the relevance of NPI t o  that 
process. While a significant part of SO3 is 
focused at improving local governance, the 
TDYs helped t o  underscore the importance of 
including national level partners and the private 
sector. There were also many specific observa- 
tions and clarification of such concepts as: local government versus local governance, the difference 
between community-based resource management and democracy strengthening activities, conflict 
resolution compared wi th  "designing your way out of conflict", the importance of local private 
sector involvement in local governance, and areas of mutual importance and sharing that Sri Lanka 
and the Philippines offer each other. 

USAID/SL plans to follow-up on these useful 
TDYs, particularly in further developing the 
"South-South" tie between Sri Lanka and the 
Philippines. It is recognized that each country 
has same of its experience to offer the other, 
whether it is the Philippine practice in peer 
coaching at the government fevsl and NGO 
coaching on strategies for influencing 
government decisionmaking, or Sri Lanka's 
approach to the well-knit activities in conflict 
management by a strong local NGD. The 
support offered by NPI was instrumental in 
launching this constructive cooperation. 

USAID/SL plans t o  follow-up on these useful TDYs, particularly in further developing the "South- 
South" tie between Sri Lanka and the Philippines. It is recognized that each country has some of i ts 
experience t o  offer the other, whether it is the Philippine practice in peer coaching at the govern- 
ment level and NGO coaching on strategies for influencing government decisionmaking, or Sri 
Lanka's approach t o  the well-knit activities in conflict management by a strong local NGO. The 
support offered by NPI was instrumental in launching this constructive cooperation. Examples of 
some recommendations resulting from a recent reciprocal TDY t o  the Philippines by  the USAIDISri 
Lanka DG Officer are: CIPART-facilitated task-oriented professional exchanges between pertinent Sri 
Lankan and Philippine institutions; adoption of a cost-sharing policy for GSL participation in regionall 
international seminars, etc.; and development of trainer's kits for strategic planning by  local 
government units. 
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Leveraging ResourcesISupport from Other Development Partners 4 

Through its environment program, USAID/Sri Lanka collaborates wi th the World BankADA and Japan 
on NGO participation in the shared control of resource management activities. The World Bank has 
adopted SCOR's approach in its Forestry Development Plan, and IFAD and the UKIODA are similarly 
interested in beneficiary participation in this sector. 

USAIDISri Lanka also collaborates with many donors and international organizations in the 
Democracy and Governance area, including the UK, IFRC, WFP, Dutch, CIDA, NORAD, FORUT, and 
WOCCU. These organizations are particularly aimed at empowering people at the grassroots level 
by helping Sri Lankan NGOs move from social welfare and relief orientation t o  supporting the NGO 
role in improved credit delivery systems for micro-enterprises, democracy programs, income 
generating activities, and rehabilitation programs wi th a development approach. 

The UN also coordinates a Donor Forum meeting where international donors and NGOs meet 
monthly t o  discuss their programs and identify areas of priority. The meetings are a useful forum t o  
discuss mutual problems, especially in carrying out humanitarian and rehabilitation assistance in the 
conflict areas. Partnership approaches are encouraged in order t o  avoid overlap in implementation 
and t o  maximize complementarity. 

IV. CASE STUDIES OF INNOVATIVE APPROACHES 

Case Study I :  Public-Private Partnership to Manage Coastal Resources 

Development problem: Rekawa is a seaside rural community located in the Hambantota District of 
Southern Sri Lanka. Since most of those in the community are engaged in seallagoon fishing and agri- 
culture, local people are almost totally dependent on the area's natural resource base. As a result of poor 
management of the fisheries and land, the productivity of the Rekawa lagoon had begun to markedly 
decline--endangering both the natural capacity of the ecosystem and the livelihood of hundreds of families 
in the area. 

Why this approach? Because the tradition of natural resource management in Sri Lanka is generally 
one of centralized planning and decentralized implementation, the demands of communities have often 
been overlooked and they have been denied the opportunity to provide ideas, share knowledge and make 
decisions about actions which affect their lives. In order to ensure the sustainable management and 
stewardship of Rekawa's coastal resources, USAlD is assisting the central government, represented by the 
Divisional Secretary, to lead a participatory process designed to facilitate collaborative decision making and 
build the capacity of both local community groups and local government. 

~q 
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Case Study 1, Cont'd 

Activities: Under the NAREPP Coastal Resources Management Project (CUMPI--managed by the 
University of Rhode Island--steps have been taken to seek collaborative resource management with those 
who have a stake in the resources of the area. Through a Special Area Management (SAM) process 
started in 1993, numerous nongovernmental groups, community members, and locall central government 
authorities have been engaged in a participatory process to identify environmental management problems in 
Rekawa, engage in joint planning and management sessions, and formulate a "SAM Plan" which is 
adaptable enough to meet the changing needs of the community. 

This collaborative process is supported by a Rekawa SAM Coordinating Committee (RSAMCC) comprised 
of representatives from local government authorities, various central government agencies (e.g. the Coast 
Conservation Department), local nongovernmental and community-based organizations, private sector 
groups (e.g. Enterprise Development Center) and international NGOs (e.g., PLAN International). The 
RSAMCC--which meets monthly--acts as an information clearinghouse on SAM Plan development and 
implementation and serves as a coordinating body for interagency planning. Although it does not directly 
involve community members in implementation, it provides a regular public forum for stakeholders to voice 
their ideas, raise issues of concern, debate areas of disagreement, and cooperatively develop solutions to 
shared problems. Many partnerships between government and community groups have been and are being 
formed through this active body. 

The Rekawa Community Coordinating Committee (CCC) was also established to more effectively capture 
and articulate the interests of various community members. The CCC represents several federations/ 
societies, including organizations of women, youth, voluntary organizations, farmers, and sea and lagoon 
fishermen. After each monthly CCC meeting, local members' issues are vetted at the RSAMCC forum by 
the CCC representatives. As a result of this mechanism, those in the community are now more confident 
that their voices are heard and opinions taken into account by the authorities. 

The use of educated youth as catalysts is an innovative aspect of the CRMP. Nine youth from the com- 
munity have been recruited, given intensive training as Volunteer Community Organizers, and appointed 
throughout the area. The catalysts have worked closely with local officials and the community to increase 
awareness about natural resources and environment conservation, assist in self-employment and income- 
generating activities, and facilitate the formation of federations. 

In the absence of one single overarching NGO in Rekawa representing the community, the Rekawa Lagoon 
Fishermen's Cooperative Society (RLFCS) has acted as a catalyst to bring the wide range of CBOs together 
under a single registered NGO. This new Rekawa Development Foundation will be responsible for repre- 
senting the community in natural resources management and other decisionmaking processes that affect 
the overall community. To demonstrate its support for the Foundation, the local Pradeshiya Sabha has 
donated a building which will serve as the NGO's project office. The site will also serve as a new, 
expanded Sales Center for the RLFCS, which is currently selling items such as chicken and fishing nets. 

The RLFCS--the first lagoon fishery society ever registered in Sri Lanka--has been very active in promoting 
a more favorable local enabling environment for its members. One of the first tasks undertaken by the 
Society was to develop a set of guidelines to regulate fishing gear and methods in the lagoon. The 
fishermen--who identified the need for the guidelines--were assisted by CRMP and the Department of 
Fisheries and Aquatic Resources Development. While the guidelines were initially enforced using social 
pressure by those in the community, they have now been submitted for legal recognition and ratification by 
the government. The Society's ultimate objective of taking over management of the lagoon's resources 
will be greatly facilitated by the adoption of these guidelines. 
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Case Study 1, Cont'd 

On a more macro level, an improved enabling environment for coastal zone management (CZM) is also 
being fostered through the preparation of a plan by CRMP and the Coast Conservation Department. The 
CZM Plan--translated into both Tamil and Sinhala--was recently submitted to the government for public 
comments. In order to facilitate effective implementation of the CZM plan, capacity building training is 
being provided under the CRMP project to local and provincial government officials, as well as NGO 
personnel. 

Lessons Learned: 

+ Intensive community awareness and education programs are very important in fostering under- 
standing of the need for sustainable management of the environment and natural resources. Once there is 
a realization of the issues involved, people assume ownership of the process and responsibility for the 
community's interests. 

+ Local people should also have a sufficiently high stake in the outcome of solving the problem at hand, 
since they are more prone to act when the negative consequences of their actions are apparent in the 
short-term and their economic livelihood is threatened. 

+ In order to wean people away from the over exploitation of natural resources in the long-term, it is 
critical to assist in the development of viable alternative income generation activities. People's willingness 
to engage in initially less lucrative activities--such as poultry farming rather than coral mining--is also 
influenced by "peer pressure" from others who are adversely affected by their activities. 

+ Because the RSAMCC is chaired by a representative of the central government, there is a risk that 
the momentum and ultimate success of the process will depend largely upon the particular official 
encumbering the position. A low level of commitment or an uncooperative personality, for example, might 
be very difficult for the community to overcome. 

+ Neither the importance of local authorities nor the value of their support should be undermined. Since 
they have legal jurisdiction over many proposed activities, their cooperation and goodwill can greatly 
facilitate the accomplishment of the community's objectives. 

Value AddedIUtility of NPI Approach: 

As a result of these intensive community awareness-raising efforts, local people are now more aware of 
their legal rights, confident in their ability to express and advocate their needs, and empowered to  make 
decisions and take action in their best interest. CBO representatives claim that the CRMP project is largely 
responsible for creating this heightened awareness for environmental concerns, as well as for guiding and 
assisting in strengthening their organizations. They have also noted that the broadly participatory nature of 
the SAM process has been different from previous situations where government officials decided for the 
community without consultation with the community. 
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Case Study 2: Participation of Communities and Local Government in Biodiversity 
Management 

Development problem: The hill range of Ritigala in the North Central Province of Sri Lanka has been 
designated a Strict Nature Reserve (SNR) by the government due to its unique flora and fauna, including 
many rare and threatened species of medicinal herbs and other plants. Because farmers from surrounding 
villages have come to rely upon resources from the SNR to supplement their incomes--particularly through 
the extraction/sale of plants and logging of timber and firewood--and outside commercial intermediaries 
have increased large-scale resource extraction, Ritigala's biodiversity, as well as its flora and fauna, are 
seriously threatened. 

Why this approach? In order to foster the emergence of the local community as the leading partner 
in these activities, substantial groundwork was laid over the course of 8-12 months prior to the actual 
design of the Community Based Resources Management (CBRM) component of the NAREP project. During 
the "pre-CBRM" phase, preliminary studies were conducted to gain insights into the conservation status of 
the SNR and the socioeconomic situation of the villagers in the five target areas. In Ritigala, community 
awareness programs were undertaken to educate people about the value of protecting the SNR and to 
increase their understanding of the link between the Reserve's biodiversity and the villagers' unmanaged 
resource extraction. Not until this foundation had been established did community members, government 
officials and technical experts meet to discuss and cooperatively design a project to sustainably manage 
Ritigala's resources and develop alternative income generation activities. 

Activities: Once the pre-CBRM phase had been completed, the Asia Foundation (TAF) identified 
Tanthirimale Gramodaya Mandalaya (TGMI--a multi-ethnic NGO--as the most capable indigenous institution 
to facilitate the formation of a representative NGO to manage the Ritigala CBRM project. As a result of 
TGM's capacity building work with 60 local CBOs and eight school environmental clubs, the Ritigala 
Community Based Development and Environment Foundation (RITICOE) was established in early 1995. 
TAF also facilitated a linkage between RlTlCOE and the Bandaranaike Memorial Ayurvedic Research 
Institute, an organization with strong scientific expertise upon which to base the community education 
efforts. TGM and the Research Institute worked closely with RlTlCOE for approximately six months before 
phasing down their level of direct assistance as the NGO grew stronger and broadened its base of 
community support. RlTlCOE is now headed by two young women leaders from the community. 

One important aspect of RITICOE's work is its support to income generation, under which existing micro 
and small businesses (e.g. the cultivation and processing of medicinal plants) are supported and new ones 
established. 30 businesses have received training this year in skills development, marketing, credit and 
management with the joint assistance of RITICOE, the Pradeshiya Sabha and other government agencies, 
while nearly 200 men and women have been trained on entrepreneurship and business development skills. 
Discussions with government representatives have also begun regarding the formation of new businesses 
which will responsibly use the natural resources at the community's disposal and generate sustainable 
financial resources for RITICOE's operations. 

Linkages with the government have also played an important role in this process. Two Divisional Secre- 
taries representing 14 villages in the area have been involved from the inception of the CBRM Program. 
Another example of the central government's support and willingness to partner is its donation of the 
building in which RlTlCOE is now housed, provided in exchange for the community's labor in rehabilitating 
the structure. On the local government side, a management committee has been formed with the partici- 
pation of the three local Pradeshiya Sabhas--including the opposition leader--to implement CBRM activities. 
An initial lack of PS involvement has been overcome by efforts to identify areas of common interest and to 
build trust between RlTlCOE and the local government, leading to a higher level of cooperation. 
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Case Study 2, Cont'd 

In an effort to further enhance community participation, RlTlCOE recently provided technical assistance for 
the formation of Village Development Centers (VDCs) to handle local level planning, implementation and 
monitoring. A VDC represents all of the CBOs in a village, formally uniting them and coordinating their pro- 
grams in a more comprehensive manner. An advisory committee (including divisional and local government 
officials, the School Headmaster, religious leaders and other stakeholders in the village) and members of 
the broader community are also actively involved in the preparation and implementation of the village 
development plan, with technical assistance from RITICOE. These VDC plans are accepted by the 
government as authentic documents worth supporting, and several government institutions have sought 
the support of RlTlCOE to  implement their programs. 

Lessons Learned: 

The intermediate organization selected to build the capacity of a new NGO is important to  the success 
of the project. TGM was ideally suited for this role because it was highly regarded within the community, 
its leadership well-respected, its relationship with the government longstanding, and its connections broad 
and well-established. TGM's position of strength lent legitimacy to  RITICOE, facilitated important relation- 
ships and linkages, and accelerated the transfer of technical skills and knowledge. 

r To the extent possible, the role of USAlD and its intermediate partners as facilitators, catalysts, idea 
generators and linkage builders should be emphasized. Such an approach will more effectively foster the 
independence and confidence of local groups, facilitate the establishment of new linkages among sectors, 
and discourage an over-reliance on external assistance. In this case, the leadership and independence of 
local community leaders has been greatly enhanced by the fact that no USAIDITAF project officer works 
on-site. In addition, both TGM and the Research Institute were careful to decrease their level of involve- 
ment as the capacity of RlTlCOE increased. 

r It is easier to  foster public-private collaboration by initially addressing relatively "non-controversial" 
issues where the community is not viewed as a threat to  the authority or power of the government. Once 
a greater level of rapport, trust and open communication has been established over time, community 
groups have a greater degree of freedom and "capital" to  voice their opinions or make demands in more 
confrontational areas. Transparency is also critical. Because RlTlCOE has explained the program 
thoroughly to  government officials at every step of the process and continuously updates the district 
government on its activities, there is no fear of information being hidden or authority challenged. 

In order for partnerships to  form, there must be strong areas of common interest among the groups 
involved. Although community members initially questioned the contribution of government officials in 
Ritigala, they later realized that many things could not be accomplished without working with the govern- 
ment. In line with its policy of participatory management, the government viewed the project as an 
opportunity to  reach a more micro level than it otherwise would, and to  achieve the objectives of resource 
protection by working closely with local people. 

r In order for community participation to  be broad, sustainable and genuine, members should be fully 
involved in the entire process, from preliminary design through implementation and monitoring. 

Value AddedIUtility of NPI Approach: While villagers and government officials initially lacked 
confidence in their ability to  engage in a productive partnership, people's attitudes have changed 
dramatically under the CBRM project. There is a much greater recognition of the respective value and 
contributions of the parties involved. 
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Case Study 3: Building Local Government Capacity 

Development problem: Although citizens' participation in democracy and development is more easily 
accomplished at the local government level, local officials in Sri Lanka are poorly informed about their 
duties, responsibilities and powers. A number of issues related to local authorities have been identified, 
including: poor local government environment and linkages; low status, morale and motivation of officials; 
breakdown in local government systems and procedures; poor knowledge of statutory functions, 
accounting procedures/practices and local laws; lack of community linkages; and deterioration of 
community services. 

Why this approach? The Citizens' Participation (CIPART) Project aims to empower ordinary citizens 
to participate in democracy under three main areas: law, media and local government/participatory develop- 
ment. The local government activities will be implemented by a consortium of NGOs led by PACT, a U.S. 
PVO. Since the NGO consortium will work primarily through local CBOs and citizens, there is a vacuum to 
be filled on the local government side in order for officials to be prepared to meet the increasing demands 
of enlightened and empowered citizens. To ensure the success of the local governance component, the 
Mission has developed a direct training program to inform, prepare and sensitize local officials. 

Activities: Technical assistance and training activities are being planned, implemented, monitored and 
evaluated by the Local Government Management Unit (LGMU) from April 1996 through March 1997. The 
objective of the LGMU--established under the Ministry of Provincial Councils, Cooperatives and Indigenous 
Medicines--is to assist urban and local authorities to increase their capacity and efficiency to provide better 
services to people at the local level. It also seeks to create greater opportunities for local people to par- 
ticipate effectively in decision making processes related to development activities. Because the objectives 
of LGMU and CIPART are complementary, collaboration will enable LGMU to contribute meaningfully in an 
area of mutual concern. 

The following capacity building activities will be conducted by the LGMU in three provinces of Sri Lanka: 
- Training of Trainer workshops 
- Orientation programs for elected members of Pradeshiya Sabhas 
- Orientation for Divisional Level Officials 
- Knowledge and Skills training programs for elected and appointed officials 
- Training Programs for Provincial Local Government Administrators 
- Training Programs for Regional Development Officers and Community Development Officers 

Preliminary Lessons Learned: 

Local level officials are extremely responsive to these training programs and open to suggestions 
regarding participatory development. 

It is more effective to conduct training programs at a site other than that where a government official 
is resident because the training program then has their undivided attention. 

The local level officials from areas where there are strong community-based organizations are more 
responsive to the training programs due to the pressures from the community and the required higher level 
of accountability. 

b Urban areas where there is high politicization and conflicting priorities are more problematic than rural 
settings. 

Value AddedIUtility of NPI Approach: At the local level there are three main partners: local 
government agencies, nongovernmental organizations and communities. Identifying and addressing the 
special needs of each group in this way enables the groups to more effectively and constructively interact 
while conducting development activities within their own communities. The NPI approach enables these 
three groups to capitalize on their diverse strengths - authority, capacity and knowledge of local affairs. 

Contact Person: Thusitha Dharmawardena, USAIDISri Lanka 
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Case Study 4: Capacity Buiding of Mediafron Boards 

Development problem: Citizens experience serious delays under the legal systems in Sri Lanka. To 
obtain a District Court decision--which serves as the court of first instance for all civil matters--a delay of 
five years is common. In some extreme instances, the adjudication of District Court cases may take 10-1 5 
years. By the late 1980s, many commissions and evaluation teams investigating these legal delays 
strongly recommended the establishment of alternate dispute resolution (ADR) systems. 

Why this approach? Many of the teams recommending ADR systems promoted the mediation board 
model currently used in the U.S. Because the cases filed in District Courts largely dealt with land, inher- 
itance, rent and eviction issues, mediation boards comprised of respected village elders were seen as 
ideally suited to  the task of amicable dispute resolution in these areas. USAlD made funds available to  The 
Asia Foundation to  set up mediation boards throughout the country. 

Activities: The mediation program of the Ministry of Justice seeks to  professionalize mediator trainers 
and mediators, develop awareness of mediation among local government officials, and increase public 
awareness of the existence of the mediation boards and their role in dispute resolution. The program also 
aims to  introduce and promote the concept and benefits of alternative dispute resolution among future 
generations of Sri Lankans. Activities include: Training of trainer programs; training programs for 
mediators; stakeholder workshops for judges, lawyers, and law enforcement officials; public information 
campaigns; and educational programs for high school level students. After the stakeholder workshops 
were started in 1994, the number of mediation board applications increased from 82,845 in 1994 to 
100,342 in 1995. 

Lessons Learned: 

r As mediation boards do not require representation by lawyers, they are more cost-effective than formal 
court cases, and consequently more affordable to litigants in lower income groups. 

t As mediation boards strive to  reach win-win solutions for the parties involved, the decisions made are 
more participatory and sustainable. 

+ There is a direct relationship between the reduced number of court cases and the increased number of 
mediation board hearings. 

Value AddedIUtility of NPI Approach: In 1991, the government of Sri Lanka introduced the Mediation 
Boards Act of Sri Lanka. Legislation has now been introduced which makes it mandatory for certain types 
of disputes to  be deferred to  a mediation board prior to  filing a formal complaint. When filing action at the 
lower courts, these cases must be accompanied by a Certificate confirming that the case was heard at a 
mediation board and that the results were unsuccessful. Similarly there is also legislation empowering 
judges to  refer any matter to the mediation boards. This has reduced the number of cases filed in the 
lower courts from 643,869 in 1991 to  468,121 in 1995. 

Contact Person: Thusitha Dharmawardena, USAID/Sri Lanka 
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Case Study 5: Enhancing the Enabling Environment for Exports 

Development problem: Cheap labor alone will not keep the country's products competitive. Small 
and medium local exporters need to place more effort in improving the quality of Sri Lankan products to 
compete effectively in the international market. The IS0 9000 certification of a product ensures a 
systematic design, development and execution of an accepted international standard and enhances a 
products' ability to penetrate markets. 

Why this approach? USAlD assistance through the TlPS project is assisting local businesses by 
providing the services of an International Executive Service Corps (IESC) volunteer, an expert on Quality 
Systems Management, to lead Sri Lankan exporters in obtaining IS0 9000 certificate specification for their 
products. 

Activities: The IESC volunteer is presently engaged in a cooperative effort with the National 
Development Bank, their technology fund and the Sri Lanka Standards Institute to work out a compre- 
hensive long-range program for Sri Lankan companies to obtain IS0 9000 certification for their products. 
The IESC volunteer will also provide direct "Expert" training for 20-25 pre-selected Sri Lankan consultants 
to be able to advise the Sri Lankan private sector on IS0 9000 standards. 

Value AddedlUtility of NPI Approach: The GSL declared 1996 as The Year of Productivity to 
encourage international competitiveness. In keeping with this productivity campaign many players have 
participated in promoting international competitiveness. The partnership approach has provided a means to 
both the small and medium exporters to improve the quality of their products to enable the reach and 
access to international markets. TlPS laid the foundation by promoting the concept of "Quality" which is an 
essential ingredient for international competitiveness. The Sri Lanka Standards Institution will operate the 
certification procedure. Also TlPS with the concurrence of USAID and the Sri Lanka Ministry of Industrial 
Development and the National Development Bank will introduce cost sharing grants to private sector 
companies undertaking quality related business initiatives. 

V. LESSONS LEARNED 

1. Intensive community awareness and education programs are very important in fostering 
understanding of the need for sustainable management of the environment and natural 
resources. Once there is a realization of the issues involved, people assume ownership of the 
process and responsibility for the community's interests. 

2. Local people should also have a sufficiently high stake in the outcome of solving the problem 
at hand, since they are more prone to  act when the negative consequences of their actions 
are apparent in the short-term and their economic livelihood is threatened. 

3. In  order t o  wean people away from the overexploitation of natural resources in  the long-term, 
it is critical t o  assist in the development of viable alternative income generation activities. 
People's willingness t o  engage in initially less lucrative activities--such as poultry farming 
rather than coral mining--is also influenced by  "peer pressure" from others who  are adversely 
affected b y  their activities. 

4. When a CBO is chaired by  a representative of the central government, there is a risk that  the 
momentum and ultimate success of the process will depend largely upon the particular official 
encumbering the position. A low  level of commitment or an uncooperative personality, for 
example, might be very difficult for the community t o  overcome. 

5. Neither the importance of local authorities nor the value of their support should be under- 
mined. Since they have legal jurisdiction over many proposed activities, their cooperation and 
goodwill can greatly facilitate the accomplishment o f  the community's objectives. 
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6. Intermediate organizations selected to  build the capacity of new NGOs are vitally important t o  
the success of the project. Ideally, such intermediate NGOs should be highly regarded within 
the community, its leadership well-respected, its relationship wi th the government long- 
standing, and its connections broad and well-established. This will lend legitimacy to  the 
new NGO being fostered, will facilitate important relationships and linkages, and wil l  
accelerate the transfer of technical skills and knowledge. 

It is easier t o  foster public-private collaboration by initially addressing relatively "non- 
controversial" issues where the 
community is not viewed as a threat t o  
the authority or power of the 
government. Once a greater level of 
rapport, trust and open communication 
has been established over time, com- 
munity groups have a greater degree of 
freedom and "capital" t o  voice their 
opinions or make demands in more 
confrontational areas. Transparency is 
also critical. The CBO should explain the 
program thoroughly t o  government offi- 
cials at every step of the process and 
continuously updates the district 
government on its activities, there is no fear of information being hidden or authority 
challenged. 

8. To the extent possible, the role of 
USAID and its intermediate partners as 
facilitators, catalysts, idea generators and 
linkage builders should be emphasized. 
Such an approach will more effectively 
foster the  independence and confidence of 
local groups, facilitate the establishment of 
new linkages among sectors, and discour- 
age an over-refiance on external assistance. 

9. In order for partnerships t o  form, there must be strong areas of common interest among the 
groups involved. Although community members may initially questioned the contribution of 
government officials, they may later realize that many things could not be accomplished 
without working wi th the government. In line wi th its policy of participatory management, 
the government should be encouraged t o  view the particular activity as an opportunity t o  
reach a more micro level than it otherwise would, and t o  achieve its objectives by  working 
closely w i th  local people. 

10. In order for community participation to  be broad, sustainable and genuine, members should 
be fully involved in the entire process, from preliminary design through implementation and 
monitoring. When all parties are involved from the very beginning, there is an increased 
sense of ownership. 

1 1. It is more effective t o  conduct training programs at a site other than that where a govern- 
ment official is resident because the training program then has their undivided attention. 

12. The local level officials from areas where there are strong community-based organizations are 
more responsive t o  the training programs due t o  the pressures from the community and the 
required higher level of accountability. 

13. Urban areas where there is high politicization and conflicting priorities are more problematic 
than rural settings. 

14. As mediation boards do not require representation by lawyers, they are more cost-effective 
than formal court cases, and consequently more affordable t o  litigants in lower income 
groups. 

15. As mediation boards strive t o  reach win-win solutions for the parties involved, the decisions 
made are more participatory and sustainable. 
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VI. CONCLUSIONS 

F Value Added o f  NPI Approach 4 

More recently, NPI approaches have been explicitly incorporated as "value added" elements in the 
development of t w o  new initiatives: the design of the Natural Resources and Environmental 
Practices (NAREP II) Program (SO 2, Environment), and in the procurement of technical assistance 
for implementation of the local governance activity under the Mission's Citizen's Participation 
(CIPART) Program (SO 3, Democracy). 

Based on experience and lessons learned under the existing NAREP I project, NAREP II will support 
and develop public-private partnerships at the local and national levels to  manage the natural 
resource base at selected sites. Investors at the village and regional levels wil l  be encouraged t o  take 
part in alternative income generation processes through incentives and facilitation provided by the 
relevant authorities having jurisdiction over resource uses, eg., ecotourism, medicinal herb 
processing, wildlife and forest management, etc. The primary vehicle for these initiatives wil l  be the 
vibrant NGOICBO community in Sri Lanka and the private sector. 

Under CIPART, the Mission has recently 
awarded a major cooperative agreement to  
PACT, Inc., t o  assist with the Strengthening of 
Local Governance and Participatory Devel- 
opment activity. The objective of this activity 
is t o  empower people by bringing local 
government, communities, and NGOs together-- 
including the private sector where possible--to 
identify and solve common problems. The 
indirect purpose is t o  highlight the vital 
importance of a devolution plan for resolution of 
the country's ethnic conflict, and t o  present 
devolution as a "common sense" development 
issue instead of only a political issue. 

The objective of [CIPARTI is to empower people 
by bringing local government, communities, and 
NGOs together-including the private sector 
where possible--to identify and solve common 
problems. The indirect purpose is to highlight 
the vitat importance of a devolution plan for 
resolution of the country's ethnic conflict, and 
to presant devolution as a "common sense" de- 
velopment: issue instead of only a political issue. 

Under the recently inaugurated "CIPNA" (joint CIPART-NAREP initiative) activity, five sites (four 
rural, one peri-urban) have been selected for continuing and expanding the activities started under 
NAREPrs community-based resource management component. The objective of the CIPNA initiative 
is two-fold: to  encourage participatory linkages at the community level among local government 
units, NGOs, CBOs, and the private sector in identifying and resolving problems at the local level; 
and t o  serve as democracy and governance "learning sites" for potential replication on a national 
scale. NPl's focus on partnerships, NGO empowerment, and enhanced local governance helped 
stimulate this synergy between t w o  key strategic objectives. 

F Next Steps 4 

1 .  Under the Mission's Democracy Objective, greater empowerment of people t o  participate in 
democracy, the Mission wil l  support development of local government institutions and help 
provide effective services and allocate resources on behalf of the citizenry. 

2. Through ongoing access to  NPI-LINK and perhaps future "south-south" exchanges (e.g., 
regional workshops, cross-visits among Missions, etc.) USAIDISri Lanka wil l  continue t o  
refine, expand, and share i ts NPI know-how wi th other missions. 

3. After appropriate consultations wi th USAID/Washington, the Mission will look into preparing 
a short video on i ts NPI best practices. 
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ANNEX 1 
GLOSSARY OF ACRONYMS 

ADR 
AgENT 
BOOIBOT 
CBO 
CBRM 
CCC 
ClDA 
Cl PART 
ClPNA 
CRMP 
CSE 
CZM 
FORUT 
FSSISL 
GSL 
IDA 
IESC 
l FAD 
IFRC 
l lMl  
LAMSCO 
LEM 
LG 
LGMU 
MESA 
NAREP I 
NAREP ll 
NGO 
NIC 
NORAD 
NPI 
ODA 
PACT 
PPI 
PPS 
PRSA 
PSPS 
PVO 
RFP 
RlTlCOE 

RLFCS 
RSAMCC 
SAM 
SCOR 
SEC 
SNR 
SO 
TAF 
TDY 
TGM 
TIPS 
UKIODA 
URI 
VDC 
W FP 
WOCCU 

Alternate Dispute Resolution 
Agro-Enterprises Project 
Build-Own-OperateIBuild-Operate-Transfer 
Community Based Organization 
Community Based Resources ~ a n a g e m e n t  
Community Co-ordinating Committee 
Canadian lnternational Development Agency 
Citizen Participation 
CIPARTINAREP 
Coastal Resources Management Project 
Colombo Stock Exchange 
Coastal Zone Management 
Campaign For Development & Solidarity 
Federation of Chambers of Commerce & Industry in Sri Lanka 
Government of Sri Lanka 
lnternational Development Agency 
lnternational Executive Service Corps 
lnternational Fund for Agricultural Development 
lnternational Federation of the Red Cross 
lnternational Irrigation Management Institute 
Lanka Asia Management Systems Company (Pvt.) Ltd 
Leading Edge Mission 
Local Government 
Local Government Management Unit 
Microenterprise Support Activity 
Natural Resources & Environmental Policy Project 
Natural Resources & Environmental Practice Program 
Non-Governmental Organization 
Newly Industrialized Country 
Norwegian Development Co-operation 
New Partnerships lnitiative 
Oregon State University 
PACT, Inc. 
Promotion of Private Infrastructure Project 
Office of Program Planning & Support, USAIDISri Lanka 
Policy Reform Support Activity 
Private Sector Policy Support Project 
Private Voluntary Organization 
Request For Proposal 
Ritigala Community Based Development & Environment 
Foundation 
Rekawa Lagoon Fisherman's Association 
Rekawa Special Area Management Co-ordinating Committee 
Special Area Management 
Shared Control of Resources 
Securities & Exchange Commission of Sri Lanka 
Strict Nature Reserve 
Strategic Dbjective 
The Asia Foundation 
Temporary Duty 
Tanthirimala Gramodaya Mandalaya 
Technology lnitiative For the Private Sector 
United Kingdom Official Development Assistance 
University of Rhode Island 
Village Development Center 
World Food Program 
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PERFORMANCE MONITORING PLAN FOR 3.1 

Strategic Objective 3: GREATER EMPOWERMENT OF PEOPLE TO PARTICIPATE IN DEMOCRACY 

Intermediate Result 3.1: INCREASED EFFECTIVENESS OF LOCAL INSTITUTIONS 

PRECISE DEFINITION 
OF INDICATOR 

AND 
UNIT OF MEASUREMENT 

SPECIFIC 
SOURCE OF DATA 

DETAILS OF 
DATA 

COLLECTION 
METHODS AND 

APPROACH 

1) NUMBER OF TARGETED 
NGOS AND LOCAL 
GOVERNMENTS ACHIEVING 
A DEFINED RATING 

Targeted NGOs: One or two CIPART 
assisted local NGOs specializing in such 
sectors as micro-enteprise development for 
women or youth, relief and rehabilitation 
and fundamental rights, with a stated 
mandate to strengthen member NGOs. 

Targeted Local Governments (LG): 
Pmdeshiya sabhas or other local 
government entities selected to be partner 
organizations under CIPART 

Achieving a defined rating: 
Meeting minimum criteria for: 
Democratic structure (NGO) 
Diversity and # of membership (NGO) 
Level of budgetary resources (NGO & LG) 
Types of "umbrella activities" (NGO) 
Accountability & transparency requirements 
(NGO & LG) 
Staffing and qualifications of staff (LG) 
Types of development activities (LG) 
Sustainability (NGOs & LG) 
UNIT: # of NGOs. # of LG bodies 

Project Reports 
Project Evaluations, Urban 
Programme Unit Reports of 
the (LG) Min. of Home 
Affairs, Provincial Councils & 
Cooperatives 

To be developed by 
lead implementing 
organization during 
IT95 

Annual 

TIMING AND 
FREQUENCY 

OF DATA 
COLLECTION 

Built into CIPART 
Project Costs 

FUTURE COSTS OF 
COLLECTING 

INFORMATION AND 
SOURCE 

OF FUNDS 

- 

RESPONSIBLE 
PERSONIOFFICE 

AND SUPPORTING 
ACTIVITIES 

' USAID PRJlDHVI 
I CIPART Project 

Manager 



PERFORMANCE MONITORING PLAN FOR 3.1 

Strategic Objective 3: GREATER EMPOWERMENT OF PEOPLE TO PARTICIPATE IN DEMOCRACY 

2) NUMBER OF 
COMMUNITY GROUPS 
ACHIEVING A DEFINED 
RATING 

Intermediate Result 3.1: INCREASED EFF'ECTIVENESS OF LOCAL 

3) NUMBER OF 
DEVELOPMENT PROJECTS 
JOINTLY IMPLEMENTED BY 
LOCAL GOVERNMENT AND 
COMMUNITY GROUPSINGOS 

Communih, Groups: Project assisted 
groups organized at the community level to 

SPECIFIC 
SOURCE O F  DATA 

INTERMEDIATE RESULT 
INDICATOR 

accomplish a common goal. 

PRECISE DEFINITION 
O F  INDICATOR AND 

UNIT O F  MEASUREMENT 

Achieving a defined rating: Meeting 
minimum criteria for: 
Democratic structure of organization 
Level of funding 
Sustainability 
Accountability 
Transparency 

UNIT: # of community groups 

Development Projects: Projects resulting 
from the establishment of a jointly 
administered development fund which will 
meet basic criteria concerning people's 
participation development priorities, 
environmental considerations and 
sustainability . 

UNIT: # of development projects 

Baseline citizen's survey 
results, Project Reports, 
Project Evaluations, Local 
government Reports 

LG records and NGO recc 
Project Data Base 

DETAILS OF 
DATA 

COLLECTION 
METHODS AND 

APPROACH 

Quarterly reports 
submitted by lead 
U.S. implementing 
P.V.O. under 
CIPART and SCOR 
and AGENT 
contractors 

Project Evaluations 
and Quarterly reports 
submitted by lead 
U.S. implementing 
P.V.O. under 
CIPART and SCOR 
and AGENT 
contractors 

TIMING AND 
FREQUENCY 

OF DATA 
COLLECTION 

Annually 

Annually 

FUTURE COSTS OF 
COLLECTING 

INFORMATION AND 
SOURCE 

OF FUNDS 

Built into CIPART, 
SCOR and AGENT 
Project Costs 

Built into CIPART. 
SCOR and AGENT 
project costs 

- 

RESPONSIBLE 
PERSONIOFFICE 

AND SUPPORTING 
ACTIVITIES 

USAID ANRI 
SCOR Project Manager 
USAID PRJIDHVI 
CIPART Project 
Manager 

USAIDIPRJIDHVI 
CIPART Project 
Manager: 
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Annex 3 

USAlDlSRl LANKA BUILDING DEMOCRACY - CUSTOMER SERVICE PLAN 78-NOV-96 

VISION: To achieve the Democracy Team's objective of Greater Empowerment of People to Participate in  Democracy 

Greater empowerment of people to participate in 
Democracy is to be achieved through strengthening local 
government institutions, community based NGOs, legal 
systems and media. 

The three specific results being pursued are: 
1. lncreased effectiveness of local insitutions 
2. More responsive and responsible media 
13. lncreased effectiveness i f  dispute resolution systems ( 

Providing Customer Service: 
1. Decision on providing technical assistance, & selection of technical 
consultants will be made in close consultation with the customers. 
2. Selection of equipment will be primarily guided by customer 
requirements and will meet customer satisfaction. 
3. We will periodically meetlsurvey our customers to assess their 
expectations and determine their needs. 
4. Workplans will be jointly reviewed by all customers and modified 
accordingly. 
5. Customers will be treated with courtesy, respect & promptness. 

Point o f  Contact in  USAiDlSri Lanka for 
Customer Service issues: 
1. Roslyn Waters 
2. Thusitha Dharmawardena 
3. Louis Kuhn 
4. Rani Samuel 
5. Shyamala Fernando 
6. Allan Reed 
7. Nishana Fernando 



PERFORMANCE MONITORING PLAN FOR SO 3 

Strategic Objective 3: GREATER EMPOWERMENT OF PEOPLE TO PARTICIPATE IN DEMOCRACY 

PERFORMANCE 
INDICATOR 

1) PERCENTAGE OF PEOPLE 
WITH ACCESS TO LEGAL 
SERVICES AND 
INFORMATION 

PRECISE DEFINITION 
OF INDICATOR 

AND 
UNIT OF MEASUREMENT 

Access to legal services: People whose 
pending case has been heard within the 
court system/mediation board 

Access to information: People who are 
satisfied with the print/electronic media as a 
primary source of information relevant to 
their needs 

DETAILS OF 
SPECIFIC 

SOURCE OF DATA COLLECTION 
METHODS AND 

APPROACH 

TIMING AND 
FREQUENCY 

O F  DATA 
COLLECTION 

Court records, Min. of Justice 
records, interviews 

Every 2 years National Sample 
Surveys 

FUTURE COSTS OF 
COLLECTING 

INFORMATION AND 
SOURCE 

OF FUNDS 

Built into CIPART 
PROJECT 

Annex 4 

RESPONSIBLE 
PERSONIOFFICE 

AND SUPPORTING 
ACTIVITIES 

USAIDIPRIIDHVI 
CIPART Project 
Manager 
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Annex 5 

C A P A C I T Y  B U I L D I N G  A C T I V I T I E S  20-NOV-BB USAlDlSRl LANKA 

Relevant NPI Focus 

1 Small Business Partnerships 

2 Small Business Partnerships 

3 NGO EmpowermenVSmall Business 

Parnerships 

4 NGO EmpowermenUSmall Business1 

Local Governance 

5 NGO Empowerment 

6 NGO Empowerment 

7 NGO Empowerment 

8 NGO Empowerment 

9 NGO Empowerment 

10 NGO Empowerment 

11 NGO Empowerment 

12 NGO Empowerment 

13 NGO Empowerment/Local Governance 

14 NGO Empowermenu Local Governance 

15 NGO Empowermentf Local Governance 

16 Local GovernancelPolicy 

17 Local Governance 

Project 

MED 

MED 

PSPS 

TIPS 

NAREP 

NAREP 

PVO 

PVOIMESA 

CIPART 

CIPART 

CIPART 

CIPART 

PSPS 

SCOR 

HlGlPPl 

HIGIPPI 

CIPART 

Activities 

Increased effectiveness and scope of Field Business Centers 

Capacity building of Credit Associations 

Strengthening 20 Business chambers to support grassroot level & small & 

medium enterprises 

Quality improvement certification program in collaboration with a development 

bank and the Sri Lanka Standards Institute 

Urban community based resource management (waste management) 

Coastal Resource Management 

Capacity bullding of Womens Organizations 

Provide training & TA for improved credit programs of credit societies 

Human Rights awareness progams for community organizations, trade unions, 

women's orgalnzations, farmers etc. 

Increasing effectiveness of Mediation Boards 

Legal aid and leracy programs in villages 

Structured apprenticeship for Journalism Degree Program 

Public Information & advocacy of privatization of SOEs 

Water & land resource management by resource user groups 

Municipal solid waste disposal practices 

Civil education 8 promotion of privatization of municipal services 

Public opinion surveys 

Primary I Intermediate 

Partnerships 

lnternational Science & Technology Institute1 

Employment, Investment, Enterprise 

Development Division of MASL 

lnternational Science & Technology lnstitute 

International Science & Technology Institute 

International Executive Service Corps. 

The Asia Foundation (TAF) 

University of Rhode Island 

Agromart 

Thrift & Credit Societies 

TAFI Lawyers for Human Rights & Development 

TAF 

Sarvodaya Legal Aid Services~TAF 

University of Colombo Journalism UniVTAF 

Public Enterprise Reform Commission 

International Irrigation Management Institute 

Municipal Governments 

Municipal Governments 

International Centre for Ethnic Studies1 TAF 



NPI FINAL REPORT -- USAID/Zambia 

SUMMARY 

The NPI Learning Phase for USAIDIZambia (USAIDIZ) was effectively curtailed 
t o  four months rather than six because we lost the Project Development Officer (and 
NPIILEM Coordinator) position in mid-summer 1996, due t o  Agency downsizing. 

A difficult working environment during the NPI Learning Phase--both in 
Washington and in  Zambia--precluded the Mission from actively pursuing additional 
windows of opportunity. Although the Mission was already committed t o  doing 
more in  the areas of NGO capacity building, networking, small enterprise develop- 
ment, and strengthening of Zambia's civic culture, the Agency's current budgetary 
constraints and earmarks practically foreclosed NPI efforts in the areas of natural 
resource management, agriculture and economic development (the "growth" sources 
in the economies of our host countries). 

Despite these difficulties, the Mission's participation in  the NPI Learning Phase 
did help focus attention on  the positive contributions that the NPI conceptual 
framework can make on development in Zambia. 

I. INTRODUCTION 

USAID/Z1s goal in joining the NPI 
Learning Phase was two-fold: (i) 
Zambia's struggle t o  consolidate a 
transition t o  democracy after 27  years 
of State Socialism; [supports the 
Mission's current Strategic Plan]; this 
complements the NPl's focus on civil 
society; and (2) USAIDIZ recognized 

USAlDlZ recognized the need to carry 
Zambia's development beyond the 
current foreign assistance framework. 
Our proposal pianned t o  build capacity 
and expand linkages among locat 
institutions in the public, private and 
vofuntary sectors of Zambian society. 

the need t o  carry Zambia's development 
beyond the current foreign assistance framework. Our proposal planned t o  build 
capacity and expand linkages among local institutions in the public, private and 
voluntary sectors of Zambian society. 

It was hoped that, even though initial activities would focus on specific 
development sectors (health, private industry, rural Zambia, civic culture), innovative 
programming would give Zambians the ability t o  move into the next century on  a 
firmer socioeconomic and political foundation. 

The Mission planned t o  engage a wide variety of  existing and new devel- 
opment partners in the Learning Phase, and closely track and monitor this process t o  
see if NPI/LEM experience could become a source of knowledge for other countries 
making similar transitions. 
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A key assumption was that in many transitions, the nongovernmental parts of 
civil society were being held back by a lack of capacity, a poor enabling environ- 
ment, and weak linkageslpartnerships with other potential allies. 

USAIDIZ, by concentrating on these constraints, would be able t o  help build 
the voice of citizens in public affairs, help build the social capital of  Zambia, and 
thereby improve the country's ability to  move beyond reliance on development 
assistance. These hypotheses were to  be checked against the reality of  Zambia. 

II. COUNTRY CONTEXT - FOSTERING PARTNERSHIPS IN ZAMBIA 

A. Starting Point 

The 1991 elections, a return t o  democracy and a bold economic reform 
program raised hopes that the country's enormous development potential could be 
unleashed. However, a lack of  experience, work capacity, entrenched statist beliefs 
and other hangovers from the past, occasionally led t o  mixed signals about how 
Zambia could effectively engage a multiplicity of institutions and resources in 
realizing its potential. 

There are both positive and negative factors in Zambia's enabling environment 
for building capacity in the NPI focus areas of NGO Empowerment, Small Business 
Development and Local Democratic Governance. These were thought t o  make 
Zambia a good laboratory for testing the principles and values of NPI. 

1. NGOs 

A common criticism is that Zambia does not have nongovernmental 
organizations (NGOs), but rather "nongovernmental individuals," meaning a weak-to- 
nonexistent supporting constituency. The interest and ability of grassroots 
organizations t o  recruit, retain and benefit from volunteerism is underdeveloped and 
the dependency of Zambian NGOs on government and outside donor assistance is 
excessive. 

Although many Zambian NGOs may lack broad-based constituent member- 
ship, citizens rely t o  a significant degree on these organizations, particularly for 
social services. As an example, it is variously reported that between 20-40 percent 
of  the population secure curative and preventive health care through NGOs, 
particularly f rom religious missions. Significant government-NGO coordination of 
service delivery has brought about this circumstance. Problems arise, however, 
when NGOs seek t o  move beyond government-sanctioned service delivery into 
policy advocacy. Zambia's experience wi th  open policy dialogue is limited. 
Targeted, results-oriented examples were thought t o  be needed t o  help demonstrate 
the successes and synergies that can emerge from authentic partnership. 
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2. Small Business 

Since the 1991 election, the enabling environment for private enterprise 
development in Zambia has improved immensely. For example, privatization of 
state-controlled productive capacity, has led to more than 80% of the original 
parastatal companies being sold or closed by the end of 1996. In 1992, the private 
sector had no role in crop marketing, in 1994, the private sector share was 100%. 
Statistical records of the impact of this change are weak. There is significant 
anecdotal evidence which suggests that small businesses have captured a dominant 
share of emerging opportunities (good examples are private transport and grain 
mills), as bloated parastatals are liquidated and broken up to  create more marketable 
packages for successor financial investment. Moreover, the space for the informal 
sector more generally has gotten much wider. 

3. Local Democratic Governance 

Local Government in Zambia is organized into 61 Districts, among which 10 
are classified as urban districts. The administrative unit is the Local District Council 
(the LC). A t  present, one of the most strategically significant functions within the 
system of local councils is the delivery and disposal of  community water supplies. 
A bill is presently before Parliament to  regulate water and sanitation services in a 
manner which removes from the LC previous discretionary administrative and 
financial powers over this function. Following the anticipated passage of the law, 
LCs will retain control over only three remaining functions: 

-- the allocation of state lands, and regulation of land and building uses for 
environmental control and urban development purposes; 

-- the environmental sanitation services and preventive health education 
functions; 

-- the maintenance of road access and associated drainage structures. 

B. Special Challenges/OpportunitieslConstraints 

1. NGOs 

During the run-up t o  the recent elections, ruling party spokespersons and 
prominent politicians criticized the activities of  certain churches and NGOs as 
bordering on  sedition, calling for more "effective control" of NGOs and a review o f  
their tax-exempt status. Much of this criticism can be traced t o  the oversensitivities 
of  a government facing elections under controversial constitutional amendments, bu t  
there are also continued misunderstandings about the complementary roles of  
government and NGOs. Moreover, real barriers t o  the improved stature o f  NGOs in 
Zambia are embedded in the history and behavior of  these organizations. The 
challenge is t o  encourage more productive cooperation wi th  government and with 
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other institutions and entities in the definition and implementation of sustainable 
development policies and programs in Zambia. 

2. Small Business 

While there are no explicit government policies t o  encourage small business, 
(i.e., credit, tax incentives), there are no barriers t o  enter the market, other than the 
will t o  innovate and become an entrepreneur. There are however, more general 
economic barriers; in part a by-product of  the structural adjustment program. Credit 
is excessively costly. The banking industry is unable t o  service small business credit 
applications from new and untested small business entrepreneurs. However, the 
playing field for small business is more level than it has been for decades. 

Although the commitment t o  economic reform remains strong, political 
difficulties often arise from the negative socioeconomic impacts that result f rom 
certain reform policies and their lag effects. The continued lack of  improvements in 
living standards challenges popular expectations about the benefits of economic 
liberalization and tests government's will to  stay the course. We believe that con- 
tinued efforts t o  improve the business enabling environment and targeted programs 
t o  help small and medium size enterprises will help t o  sustain the reform program. 

3. Local Democratic Governance 

Over the past five years a severe attack has been made on the resource base 
of local government. Revenue options have been closed and resources have been 
diverted toward central government or autonomous agency uses. Only a f e w  ele- 
ments of  the assigned role of government remain within the resource capabilities of 
local councils. A key function of local government as it relates t o  the USAlD 
portfolio in Zambia is the responsibility for control of noxious environmental 
contributors (rats, mosquitoes, rubbish, and drainage) t o  the very high incidence of 
chronic and epidemiologic disease. 

Knowledgeable authorities point t o  the discrepancy in rhetoric coming from 
central government over issues of devolution of power t o  local government as a 
means t o  combat chronic and serious issues of social welfare, and the record of 
action. Local government issues are driven by  central government initiatives. There 
are almost no independent institutions in Zambia which take up  the cause of local 
government reform. Civic society is only weakly represented in  this area b y  Rate 
Payers Associations, churches and ward committees held over f rom the previous 
political regime. Professional and social organizations have become nearly moribund 
as a result of long-term dependency on government support, followed by the 
withdrawal of  that support. 
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Ill. MISSION ACTIONS AND INITIATIVES DURING THE LEARNING PHASE 

A. General Description of NPI Activities Undertaken 

As part of the Learning Phase for USAIDIZambia, the following activities were 
undertaken. 

t The Mission's NPI Learning Team organized itself and produced its charter, 
the Civic SocietvIPublic Sector Partnership, which stated team goals, 
expected results, expected activities the team would undertake, resources 
available to the team, team make-up and management, and a work schedule. 
(March, 1 996). 

The NPI Learning Team then produced a two-page briefing paper, New 
Partnershi~s Initiative: What is it? which served to  familiarize the Mission 
with NPI: objectives, focus, methods, the main NPI hypotheses, USAID/Zrs 
aim as a Leading Edge Mission, Mission resources available, the WID 
component of the NPI, and identified the kinds of organizations the Mission 
would be working with during the Learning Phase. (March, 1996). 

b The Team produced an organizational paper USAIDIZambia -- the "Leading 
Edse Mission" which linked proposed Learning Phase activities with the 
Mission's Strategy and with the reengineered activity design, monitoring and 
evaluation system, inclusive of all relevant participants, to bring about the 
ultimate results. Although the initial focus of the Learning Phase would be on 
Health and Democratic Governance, activities affecting the entire Mission 
portfolio were anticipated by the close of the Learning Phase. (April, 1996). 

t The Team then produced a Tv~o loqv  of Orqanizations with which it proposed 
to  work during the Learning Phase in "The Government Sector," "The 
Mercantile Sector," "Civic Society," and "Linkage Actors". Further, three 
"troublesome concepts" regarding civil society organizations, which were 
philosophical rather than organizational/practical in nature, were identified. 
(May, 1996). 

t The Team then produced a concept paper, A Local Government Partnership in 
Zambia, which highlighted the dire financial circumstances of local govern- 
ment in Zambia, identified professional and stakeholder NGO groups which 
might take up the cudgels for local government reform, explored local govern- 
ment reform, and explored local financing options in the provision of water 
and sewerage services. Nothing much appears to  have come from this 
concept paper because it failed to  identify any realistic options for addressing 
the erosion of the local councils' financial resource base. (June, 1996). 

Technical assistance in the form of a several week visit by two  members of 
the USAIDIWashington-based NPI Learning Team (Robert Young, AFRISD and 
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Joshua Ginsberg, PPCJDP) contributed greatly t o  a flurry of NPI-related 
activities in June and July 1996. 

b The Learning Team sought to  address the current lack of  civic dialogue in 
Zambia. In response it drafted a concept paper entitled Center for Civic 
Dialoque; an NGO Consultative Forum Network, noting that "there is broad 
agreement within Zambia on the need t o  expose major national issues and 
policies t o  informed public debate, so that the public can have a greater sense 
of participation in the policymaking process". The idea was t o  have the CCD 
organized as a "contractual network" for the already existing NGO Consulta- 
tive Forum (NGOCF), t o  conduct research, recruit and engage in constructive 
dialogue opinion leaders, politicians, business executives, professionals and 
academics. Nothing seems t o  have resulted from this proposal, for lack of 
follow-up in  ensuing months. (June, 1996). 

w Next, the Team pursued the creation and operation of a Zambian Civic Service 
Organizations Coalition (Z-CSOC) in an effort t o  increase NGOs' independence 
and improve their prospects for sustainability by  mobilizing domestic re- 
sources. They produced a concept paper entitled 2-CSOC: A Civic Service 
Coalition Prosram, which laid out preliminary findings, concepts, and program 
structure. (June, 1996). 

+ The Team then focused on the SME sector and proposed t o  develop the con- 
cept of  a Kenyan business sector mentoring program, the Kenya Management 
Assistance Program (K-MAP) as a model for Z-MAP. As proposed, Z-MAP 
would make use of executives and technicians in Zambian business t o  provide 
technical and managerial assistance t o  SMEs; an effort t o  be initiated through 
the existing IESC program in Zambia. The Team incorporated its analyses and 
recommendations in Z-MAP: A Zambian Manaqement Assistance Proqram. 
Z-MAP has been made part of the Mission's combined Human Resources 
Development Assistance project and IESC's Private Sector Support Project, 
co-located at and implemented through the Zambian Association of Chambers 
of  Commerce and Industry (ZACCI). (July, 1996). 

t The Learning Team prepared a Mid-Course U ~ d a t e  report which listed the 
Team's work through July 1996; progress t o  that date; identified three 
possible/viable approaches under the NPI umbrella which the Mission was 
already pursuing before we became an NPIILEM; contained a matrix which 
showed the intended impact on the Mission's portfolio; and explained h o w  
each of the approaches could share important characteristics, as each could 
be undertaken by t w o  or more civil society organizations, as separate bu t  
linked contract activities under the umbrella of  the NGO Consultative Forum. 
(July, 1 996). 

b In i ts final paper, the Learning Team described in a case study a CARE- 
sponsored initiative for a small-scale savings and loan program, based again 
on  a successful Kenyan model, K-REP. The Zambia-CARE Credit Proqram 
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paper outlines how CARE'S Peri-Urban Loan for Small Enterprises (PULSE) 
savings and credit program works. CARE-PULSE is a charter member of the 
Micro-Bankers Trust (M-BT), an umbrella organization of 8 credit programs, 
which also include the Catholic Secretariat Development Commission, 
Country Services Ltd; Credit Management Services Ltd.-Kabwe. Progress 
Finance Ltd., Women's Finance Trust of Zambia, World Vision - Zambia, and 
the YWCA. (August, 1996). . 

t The Learning Team also produced an NPI-Zambia Results Framework 
(attached as Annex 1). 

t Three related documents were prepared by  Private Agencies Cooperating 
Together (PACT): "Greater Self Reliance as an NPI Activity for USAlD 
Zambia;" "The Zambian Third Sector--Towards Typology of the Voluntary 
Sector in Zambia;" and "Depending on Ourselves: Zambian Experience in 
Domestic Fund Mobilization." 

t Finally, an interesting "South-South" NGO relationship has been developing in  
the health sector of  USAID/Zambia1s portfolio by  linking Zambian health NGOs 
with PROCOSI in Bolivia. PROCOSI is a network of  27 NGOs which work in  
the areas of child immunization, reproductive health and community sanita- 
tion. The membership consists of 14 local NGOs and ten international NGOs, 
such as CARE International and PCI. The idea is t o  create a similar network in  
Zambia--a number of  Zambians have been sponsored by the USAID Mission t o  
visit Bolivia and become familiar with the concept and h o w  it operates. 

\NPI-Z 
initiatives: 

\ 
USAIDIZ impacts \ 

Enabling 
Environment 

Society to  Society 
Links 

Inter-sectoral 
Links 

Capacity Building 

Civic Service Organiza- 
tion Coalitions (CSOC): 
planninglcapacity build- 
inglcofunding for service 
linkage within NGOCF 
and several donors 

Service groups increase 
constituency identity1 
support as representa- 
tives of distinct publics 

U.S. philanthropic fund- 
ing support and greater 
U.S. advocacy for inter- 
national development 
cooperation 

Health, water and agri- 
culture networks share 
resources to  increase 
impact 

NGOCF-civic service 
groups jointly plan, allo- 
cate funds, monitor, re- 
port and build local pres- 
tige and donor confidence 

Center for Civic Dialogue 
(CCD): forum for dis- 
cussion and research on 
reform with NGOCF, 
business, academia, 
media, government 

Provides advocacy in 
supportlelaboration of 
policy change and issues 
which affect all sectors 

Advocacy, formerly 
undertaken separately by 
legal, economic and 
business groups, is 
broaderlstronger 

Research and advocacy in 
DIG has impact for agri- 
business and private 
sector 

Deepens and strengthens 
peer review to improve 
quality control and added 
prestige for dialogue with 
government and donors 

Zambia Management 
Assistance Program 
(2-MAP): local techni- 
cal advice and training 
to  link NGOCF, cor- 
porate, small business 

Volunteerism reduces1 
controls cost for 
training and technical 
assistance for SMEs 

Advocates for a sound 
business environment 
and sub-contracting 
between big and small 
firms 

Education, services 
and industry sectors 
achieve a degree of 
support sustainability 

Improves the effi- 
ciency of small1 med. 
scale business, 
thereby helping em- 
ploy the unemployed 



IV. ABILITY TO LEVERAGE RESOURCESISUPPORT FROM OTHER DONORS AND 
DEVELOPMENT PARTNERS 

Discussions were held with the NGO office of NORAD in Lusaka t o  explore 
the approach used by  that donor t o  justify involving Norwegian domestic service 
organizations. Adoption of these oversight procedures by  USAlD promises t o  
generate cost savings and improve the prestige, sense of self direction and posture 
of PVOs contributing their own funds overseas. The World Bank has adopted 
conditionality in new assistance awards which favors an NGO role in development 
assistance. USAlD participated in discussions within NGOCF concerning definition 
of its role wi th  government. 

For the SME development activity under ZACCl (with HRDA and IESC) we 
leveraged funds from the German Friedrich Ebert Foundation. 

V. CASE STUDIES OF INNOVATIVE APPROACHESIACTIVITIES 

Partnership - Z-MAP: ZAMBIAN MANAGEMENT ASSISTANCE PROGRAM 

Activity Outline: As the NPI team held discussions with the Zambian community, it 
became clear that there is considerable support for further increasing the role of 
Zambians in the provision of technical services to small enterprises. Done properly, this 
would have the additional attractive feature of improving the program's efficiency. One 
model for doing this is that of K-MAP, the Kenyan Management Assistance Program. 

K-MAP is a Kenyan domestically focused "International Executive Service Corps" (IESC), 
based on the use of volunteered time for advisory services by Kenyans with known 
technical expertise. There are substantial advantages to indigenous programs such as 
K-MAP, which is a separate but close collaborator, of IESC: 

1) Costs are significantly reduced by the elimination of the need to pay for costly 
international travel and per diem for the volunteer expert (and often for hislher 
spouse). 

2) Local businessmen are familiar with both the cultural and business 
environments in a way in which expatriate advisors may not be. 

3) Such a program, being locally developed and, potentially, locally funded to 
some level, has a greater chance to achieve sustainability. 
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(continued) 

Minimal fees would be charged for Z-MAP services, if unpaired wi th an IESC volunteer, 
the initial stages of the program. In pursuit of financial self-sufficiency, and in propor- 
t ion t o  the capability of the firms serviced, full IESC-scale fees should be charged for 
Z-MAP assistance. 

2-MAP wil l  make use of executives and technicians in Zambian businesses t o  provide 
technical assistance t o  primary small and medium sized enterprises (SMEs). Z-MAP can 
be initiated through the existing program of the lESC in Zambia, w i th  only a minor 
adjustment involving recruitment of executive volunteers currently employed in the 
Zambian business community. The activity will follow the established fee system of 
IESC in-country. It wil l  serve as a pilot of the feasibility for establishing an indigenous 
IESC, and t o  encourage the participating corporations to  make contributions in support 
of such an indigenous organization. 

Links between Z-MAP and the Existing USAIDIZambia Program 

Privatization and Small Business: The Z-MAP concept has a direct connection w i th  the 
Mission's Private Sector Strategic Objective as a means t o  sustain shop-floor training, 
technical assistance, and advocacy, following the completion of current USAlD 
investments in the sector. 

Health: Z-MAP technical support may be provided t o  health-oriented NGOs, businesses, 
and franchises t o  improve their service delivery and operating efficiency. 

Democracy and Governance: Z-MAP unites personnel w i th  experience in larger 
businesses t o  the needs of small business operators. This offers the opportunity that 
Z-MAP may add established and recognized voices to  issues which constrain small and 
medium enterprises and help find solutions t o  those constraining issues. Z-MAP can 
serve as an advocate for better policy and practice on the part of government and the 
business community for the wider improvement of economic circumstances in Zambia. 

Z-MAP is not yet active, but in 1997 wil l  become part of an ongoing set of activities in  
support of SME development. No lessons learned thus far. 

Potential Pitfalls 

Lack of Expertise: Zambia is at a disadvantage when compared t o  K-MAP'S experience 
in that the Zambian economy has not generated as wide a skills base from which a Z- 
MAP might draw. Thus, when a Z-MAP wil l  be established, it wil l  be necessary for Z- 
MAP t o  "Partner" wi th IESC (andlor perhaps its equivalent in South Africa) for the pro- 
vision of those skills which are not available from volunteers within Zambia. IESC has 
indicated that not only is it willing t o  draw on its own base of U.S. expertise, but that is 
now networking through the Washington-based "Senior Voluntary Advisory Services" 
w i th  similar volunteer services coming from other developed economies, including 
Austria, Australia, France, Germany, Italy, the Netherlands, and the UK. 
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(continued) 

Concern for Confidentiality and Trade Secrets: The problem of trust is complicated by 
businesslethnic tensions between black and east Asian communities. The business 
community is small. Careful controls must be used to assure confidentiality of business 
information among local volunteers and participating small businesses, and to ensure 
ethical behavior and confidentiality. 

Contact Person: Susan Gale, USAIDIZambia 

1 

Partnershi~/Capacitv Building - A Civil Service Organization Coalition Program 

Activity Outline: The NPI team, in its discussion with the Zambian community, learned 
about a vital program of coalition service delivery which goes back 17-1 8 years, under 
the aegis of the Rotary International Foundation (RI), the Norwegian Assistance Program 
(NORAD) and the cooperation of the Zambian Department of Water Affairs. The program 
has made use of at least USS500,OOO of NORAD funds, USS350,OOO of RI funding, and 
USS300,OOO-350,000 of Rotary Club funds generated primarily in Norway, but also 
(cash and in-kind volunteer services) in Zambia. 

The example references the activities of just two Zambian organizations over an 18 year 
period among several dozen which exist in the country. The same local organizations 
and others in Zambia have simultaneously been pursuing similar activities in different 
development areas of concern. The Norwegian model is distinct in character to similar 
long-term support undertaken by USAlD in Zambia with such PVO organizations as 
AFRICARE. 

Once granted, Norway's development assistance agency NORAD fully entrusts 
the local and international civic service organization with monitoring and account- 
ing for the impact of the program. The NORAD model provides an opportunity t o  
elaborate and craft procedural improvements in  USAlD processes t o  increase 
efficiency, t o  facilitate resource leveraging opportunities and t o  share grassroots 
motivations among people. 

This civic organization activity has the potential t o  provide necessary support for 
USAID/Z's health portfolio, focussed on issues of the child preventive and pri- 
mary health care, family planning and HIVIAIDS control. These are programs of 
health professionals which are managed and supported through the Ministry of  
Health. 



VI. LESSONS LEARNED 

R 

b The Learning Phase of six months was very short for us in order t o  
generate much in the way of "lessons learned," in that it took some 
time for the NPI Learning Team t o  get organized and become opera- 
tional (April); decide on which organizations t o  focus on  (May) and 
actually carry out learning-type activities (June-August). The NPIILEM 
coordinator's position was eliminated because of Agency downsizing 
and he was effectively lost t o  this exercise in mid-August. USAIDIZ's 
NPI Learning Phase was therefore limited t o  only four months. 

Links between 2-CSOC and the Existing USAIDIZambia Program 

This activity will be led initially by work-in-progress through private primary health and 
family planning networks organized from the membership of Zambia's NGO Consultative 
Forum. The NGO Forum itself, and other NGO networks drawn from it, may undertake 
program development in other sectors. This coalition building will have at least three 
objectives: first, to mobilize resources for program development; second, to provide 
training in planning, program management, and self-sustainability for its members; and 
third, to provide an effective medium for advocacy regarding issues of concern to the 
NGOs. Membership in the coalition may be from a broad spectrum of stakeholders, such 
as NGOCF's membership, which includes health, small enterprise, family life, gender, 
scouting, legal, and environmental concerns. 

There are two activities in this program. The first uses an existing mechanism 
developed through civic service club activities to improve environmental sanitation and 
water supply in connection with local government programs to upgrade health clinics in 
villages and suburban communities. This program will make use of no new money in 
Zambia, but explore ways to creatively use a fund of (Norwegian) USSI 50,000 which is 
already on deposit for civic service club activities. The second activity is a proposal to 
work with NGOCF to trainleducate members about alternative resource mobilization and 
funding mechanisms. 

Potential Pitfalls 

The driving force behind this initiative was USAID/Zambials former PDO (and NPI coor- 
dinator), whose position was unfortunately eliminated as a result of Agency downsizing. 
Since his departure, the momentum for this initiative has slowed down considerably and 
may be lost altogether. 

Contact Person: Paul Hartenberger, USAIDIZambia 

b NPI was not well understood and therefore not well received b y  
Mission management, because it seemed t o  be an additional 
organizational burden and time consuming activity calling for a "special 
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focus and reporting element" for many things the Mission was already 
doing as part of i ts ongoing program elements. The additional NPI 
workload at a critical time of Agency personnel downsizing, without an 
associated workload reduction, was unmanageable. 

t If additional resources had been attached t o  the Initiative it might have 
been more of an incentive than it turned out to  be. Its value-added 
attribution was generally perceived as being low since the Mission was 
already committed doing work in the areas of NGO capacity building, 
NGO networking, small enterprise development and strengthening of 
Zambia's civic culture. NPI did help focus the Mission's attention on 
the work it does in these areas, however, and despite the extra 
workload and negative feelings, it is clear that improvements in the 
Mission's programs have emerged. 

t Realistically, the Agency's current budgetary constraints and earmarks 
practically foreclose NPI efforts in the natural resource management, 
agriculture and economic development sectors (the "growth" sources in 
the economies of our host countries). 

t The enabling environment for Zambian NGOs with a civic culture focus 
was negatively affected during the controversial constitutional amend- 
ment processes and an acrimonious run-up t o  the November 1996 
presidential and national elections. There were no windows of oppor- 
tunity t o  explore in this sector during this difficult political period in 
Zambia. 

t "R4" considerations for Zambia may have been behind BHRIPVC's 
decision not t o  fund an integrated village health proposal from World 
Vision, which might have been incorporated into the Z-CSOC initiative. 
Other NPI-related activities-already on the front burner before w e  
became an LEM--are reasonably well protected: 

Z-CSOC for the Health Network has earmarked money from the PHN 
portfolio. 

Z-CSOC for a water and environmental sanitation program within the 
PHN portfolio is funded from money already on hand in  Oslo, Norway. 

Z-MAP funding is reasonably secure from the coming 2 years within 
the planned grant budget for IESC, and the HRDA project wi th  ZACCI. 

t Financial sustainability has been and continues t o  be a major focus wi th  
our SME development activities. We have worked out a projection 
which would make these support activities self-sustaining within ZACCl 
over a three-year period through cross-subsidizing training, consultan- 
cies and hands-on technical advisory services at larger companies, 
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paying "full-costs-plus," for the benefit of smaller companies unable t o  
afford t o  pay full costs. 

+ The proposed NPI activities which the USAID/Zambia NPIILEM team 
identified have an acknowledged urban bias. Based on our limited 
NPIILEM experience to  date, it almost seems that agriculture and rural 
activities do not feature prominently in economic growth, or that rural 
people's lives will not be affected by macroeconomic or sectoral policy 
change. Of course this is inaccurate. The LEM team traveled t o  rural 
areas and worked with rural groups, but  the time frame for the Learning 
Phase was too short t o  develop rural-based activity proposals in the 
case of Zambia. 

A timely visit by t w o  Washington-based members of  the Learning Team 
provided much needed and welcomed technical assistance that helped 
develop and refine many of the achievements made by  the Mission 
during the Learning Phase. With unmanageable workloads throughout 
the Agency, assistance such as this is necessary t o  accomplish tasks 
when they are additional t o  the already overwhelming level of  work. 

VII. CONCLUSIONS 

A. Value Added of NPI 

Because of the many ongoing activities already supported b y  USAIDIZ, wi th  
the types of development partners identified under NPI, it is somewhat difficult t o  
ascribe a great deal of  value-added during the curtailed four months' Learning Phase 
of NPI. A difficult working environment--both in Washington and in Zambia-- 
precluded the Mission from actively pursuing additional windows of opportunity. 
Yet even under these circumstances, the richness of the case studies and lessons 
contained in this report demonstrate that participation in NPI has not been a 
negative experience. The attention focused on NPI topics and issues has generated 
new awareness and understanding within the Mission and among its partners. 

B. Next Steps 

Because o f  USAID budgetary constraints, as well as policy differences 
between the USG and the GRZ over constitutional amendment and elections-related 
issues, certain elements of  our current portfolio may be at risk. Further, the Mission 
will be designing a new 1998-2002 CPSP for Zambia over the next f ew  months. 
We cannot at this time prejudge where we will be heading and with what kinds of 
resources. 

USAlD has approved the Zambia Association Chambers of Commerce and 
Industry's (ZACCI) proposal t o  assume management for the Mission's small 
enterprise training program, together with the International Executive Service Corps, 
wi th  the view of making it self-sustaining in three years. 
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. USAlD has signed an MOU with ZACCI for the IESC t o  recruit and make use of 
Zambian executive volunteers, leading toward an independent Z-MAP program for 
the benefit of  USAID's HRDA program with ZACCI. 

. USAlD will continue to  explore with the Zambian NGO Consultative Forum the 
Z-CSOC "network" concept as part of their proposals t o  donors for support of  the 
NGOCF Secretariat. 

USAID/W should explore NORAD's innovative contractual instruments, which 
accept civil service organizations' own planning and monitoring. The contractual 
approach may be used in a water and environmental sanitation support activity 
associated wi th  Mission's PHN and Agriculture Strategic Objectives. 

F USAID/W should explore U.S. civil society support opportunities t o  co-fund D/G 
dialogue and research initiatives, as well as the Z-MAP effort wi th  the Senior 
Volunteer Advisory Service in Washington, D.C., on behalf of the Zambia program. 

r Though much of the program development for NPI will take place in  the 
concerned countries, Washington can make good use of its apportioned special 
technical assistance in Legal Affairs and the Contracts office t o  examine instruments 
which add t o  the prestige of civil society partners. OMB Circular A-76, which 
distinguishes the governmental role from acceptable private implementing agent 
roles, is a place t o  start this examination; the Operational Program Grant 
mechanisms of the Agency represent another starting point. 

. It is unfortunate that the USAlD PVO certification of the Lions International 
organization has lapsed, despite active development programs by  Lions volunteers in 
Zambia and around the world. The lapse implies structural deficiencies in our 
program. The Learning Team should review these relationships. It should identify 
PVO agents which can further the exploration of opportunities in  the private sector 
in the pursuit of  a private civil society-led program of development cooperation. 

C.  Mission's Role as an NPI ResourcelMentor 

With the "downsizing" loss of t w o  USDH positions (one being the NPI 
coordinator) and our senior-most FSN, the Mission has lost its capacity t o  be a NPI 
resource t o  other Missions. The PHN and D/G offices may be able t o  play mentor 
roles t o  a limited extent. 
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ANNEX 1 

PROPOSED NPIIZAMBIA RESULTS FRAMEWORK 

Focal Concern: What is the value added? Strengthened services (including 
dialogue and advocacy) and resource mobilization for the legal, governance and 
economic dimensions of our program. 

Result: The enabling environment of  economic policy, legal-regulatory-judicial 
conditions and democratic governance is improved through a strengthened civil 
society and improved linkages among USAID1s local and national development 
partners. 

Sub-result: A t  the local level this is accomplished through increased 
efficiency, accountability and transparency of NGOs, small businesses and 
democratic local government. 

Sub-result: A t  the national level this is accomplished by  a strengthened legal- 
regulatory and judicial system (including human rights), democratic governance and 
sound socio-economic policies. 

The NPIIZ program t o  incorporate these Results into the Mission's portfolio 
comprises five steps: 

1) Assessment of the NPI Results objectives in the Zambia context; 

2) Identification of priorities for early achievement in: 
-- the Health sector, and 
-- the small and medium business enterprise area; 

3) Examine the constraints and opportunities and potential partnerships in both 
these activity areas (institutional capacity is a constraint); 

4) Examine approaches t o  achieve results through advocacy and direct 
assistance t o  institutions; 

5) Craft a Results Framework and Results Package which ties these t o  Mission 
activities and efforts of  other institutions, donors and the government. 
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NEW PARTNERSHIPS INITIATIVE-ZAMBIA 

RESULTS FRAMEWORK 

Goal: A robust civil society resulting 
in sustainable development 

Obj. A.1: 

Subgoal A: The national enabling 
environment is substantially more 
conducive to  development. 

Subgoal B: Local instutions are 
significantly strengthened. 

The legal environment Obj.B.l: NGO institutional infrastructure is improved 
is substantially more conducive and raises NGOs to  a higher level of self- 
to  sustainable development. sustainable efficiency. 

Measurement indicators: 
-- Legislature actually 

provides serious 
work on improving 
the commercial law 
code begins. 

-- Resources are mobilized 
for the Law Development 
Commission to  begin 
sustained in-depth 
work on priority 
topics. 

Measurement indicators: 
-- A reasonable definition of NGOs is 

developed through NGOCF 
dialogue with government. -- NGOCF is formally developed 

and mobilizes significant 
resources for its own 
provision of services to  its 
membership. 

-- NGOCF begins to  become an 
effective voice for its members concerns 
through dialogue in  both the media and 
the halls of government. 

The instutions of democracy Obj. B. 2 Small enterprises increasingly prosper in  an 
and governance are more improved enabling environment and 
responsive to  citizen interests. increased access to  training services. 

Measurement indicators: 
-- true multiparty democracy 

returns with active opposition and 
peaceful dialogue on issues. 

-- local governments are provided 

with their own tax or 
revenue bases adequate to  . 
perform their basic responsibilities. 

-- a center for civic dialogue is 
established that bolsters the 
breadth of and media attention 
to  legal and socio-economic reforms. 

Further reform of socio-economic 
policies lends increased 
impetus to market-oriented 
economic growth. 

Measurement indicators: 
-- further reform of socio-economic reforms 

are achieved, as reflected in  progress with 
respect t o  ZCCM, the budget, revenue 
mobilization, and improved management of 
the foreign exchange and financial systems. 

-- the scale of the survivalist portion of the 
micro-enterprise sector begins to  shrink. 

-- employment in enterprises with 5 or more 
workers grows more rapidly than the rate 
of the labor force. 

- non-traditional exports increase. 
-- economic growth is more than 

290 greater than the rate of population growth. 

Measurement indicators: -- 2-MAP begins to  take place as an 
increasingly domesticized IESC. 

-- Z-MAP begins to  provide advisory/training 
services to  small and medium-sized 
enterprises. 

-- 2-MAP begins to  policy advocacy 
with GRZ. 

-- incomes begin to  increase in enterprises 
with five or more employees. 
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NPI PARTNER MISSION 

FINAL REPORTS 



NPI FINAL REPORT -- USAID/Ecuador 

1. INTRODUCTION 

During the past t w o  decades, Ecuador has developed and/or supported a host 
of  NGOs dedicated t o  addressing development problems: think tanks analyzing 
social and economic issues, environmental organizations for both green and brown 
problems, indigenous organizations, women's rights groups, financial institutions 
serving microenterprises, a secondary mortgage institution, judicial reform 
organizations, PVOs working on minor's rights, and NGOs delivering family planning 
and primary health services. A t  the same time, the capacity of the Government of 
Ecuador (GOE) to  deliver critical social services (health, education, social security, 
and housing) has faltered. Ecuador needs to  utilize NGOs t o  take up the slack. 

Given the continuing weakness of central ministries and the lack of 
coordination among them, strengthening democratic local government is even more 
essential for Ecuador now. USAIDIEcuador and RHUDOISA have long supported 
partnerships wi th  NGOs and the decentralization of authority t o  municipalities. To 
this end, USAlD and RHUDO have moved ahead with assistance activities t o  
enhance the capacity of local government and NGOs t o  deliver health services, 
manage water systems, collect solid waste, reduce water and air pollution, and 
expand the role of  women in local government. Ecuadorians more and more are 
realizing that local government will have to  play a larger role in the solution of their 
most pressing problems. 

II. COUNTRY CONTEXT - FOSTERING PARTNERSHIPS IN ECUADOR 

The challenge for Ecuador for the remainder of this decade is t o  alleviate 
pervasive poverty, which affects about 35% of the population. Ecuador remains 
one of the least developed countries in South America. Despite some improvement 
in economic growth (there was a modest growth in  GDP during the period 1990-95, 
after the recession of the 1980s) and in opening the economy, Ecuador must 
strengthen social and economic policies t o  improve the quality of  life for the vast 
majority of  the population. Per capita GDP growth has averaged about one percent 
since 1990. Real wages are still 23% below 1986 levels, and income distribution is 
one of the worst in the Andean Region. These problems are compounded b y  a high 
population growth rate of 2.3%, 'the highest urbanization rate in  South America, 
poor quality of  basic education, and poor health conditions. 

Ecuador's health statistics are worse than those of most middle-income Latin 
American countries. Lack of safe water and sanitation, the prevalence of infectious 
and communicable diseases, and malnutrition are the most common causes of child 
death in  Ecuador. The prevalence of chronic malnutrition among children under five 
is 55%. Large proportions of women still do not have access t o  adequate pre- and 
post-natal care. Democratic and judicial institutions remain fragile and need t o  
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become more effective in dealing with some of the country's most critical problems. 
Ecuador's growing environmental degradation has attracted international attention 
and points to the need for a coherent strategy to deal effectively with this problem. 

In response to the above, USAlD is pursuing four Agency Strategic Goals in 
Ecuador: economic growth, family planning and health, democracy and environment. 
USAID's program consists of a highly integrated approach for helping Ecuador 
achieve sustainable development. Accordingly, activities which encourage broad- 
based economic growth also include major emphasis on social and democratic policy 
reforms, microenterprise development, and productive activities for low-income 
groups. Activities with NGOs focusing on basic health and environmental protection 
support sustainable economic growth by including efforts to provide greater eco- 
nomic opportunities to the poor. There is a strong inter-relationship between family 
planning and health activities and USAIDrs economic growth and democracy 
objectives. Activities to increase access to the justice system for individuals and 
groups concerned with the long-term sustainability of their environment (including 
the training of paralegals and introduction of alternative dispute resolution mech- 
anisms) are essential to achieving the results related to protecting the environment. 

Modest U.S. assistance has leveraged large financial support for Ecuador from 
the World Bank and the IDB, and enabled civil society, as represented by selected 
NGOs, to implement their programs in strengthening democracy and in promoting 
sound economic, social and environmental reforms. 

SO 1 : Increase sustainable economic growth for a broad base of the 
population - USAlD assistance is being provided to expand opportunities and 
participation by low-income groups in a growing market economy. This is being 
accomplished through these activities: increasing access to financial services by 
microentrepreneurs; increasing access by low-income groups to housing solutions; 
and increasing opportunities for low-income groups to  receive donor financing for 
productive activities and social infrastructure. In addition, USAlD efforts are also 
directed towards promoting policies which will increase the competitiveness of the 
economy. Specifically, these reforms are helping Ecuador to  initiate social reforms 
and deepen economic reforms. The delivery of this assistance is through greater 
use of NGOs to  advocate policy change and deliver basic services. Moreover, 
partner NGOs are working on building consensus for reform by educating Ecuador's 
leaders through studies, seminars, and conferences, and through advocacy of reform 
legislation. 

SO 2: Reduce levels of mortality and fertility t o  levels which are 
commensurate with sustainable development - USAlD assistance increases the 
quality, access, and sustainability of family planning services in Ecuador. Activities 
include: research and training; social marketing, communications, and awareness 
building; and alternative approaches to increase cost recovery and financial sus- 
tainability. A t  present, USAlD is directing its efforts towards improving the policy 
environment for health reform and increasing the provision of primary health care 
services by NGOs. As with other Strategic Objectives, USAlD catalyzes other donor 
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support for policy reforms such as decentralization, targeting of benefits, and 
increasing private sector provision of services. 

SO 3: Improved responsiveness of selected democratic institutions with 
greater citizen participation - USAlD has selected the justice sector as one in which 
democratic institutions can be strengthened and where limited resources can make a 
difference and lead to major reform while increasing other donor assistance. USAlD 
assistance, channeled primarily through NGOs, focuses on attainment of results in 
five key areas: private sector constituencies and coalitions promoting needed 
reforms; improved efficacy of selected laws; increased access to the justice system 
by disadvantaged and minority groups; strengthened legal system; and enhanced 
government capacity to combat corruption. 

SO 4: Promote the sustainable use of natural resources, the conservation of 
biological biodiversity, and the control of pollution - USAlD concentrates its 
environmental activities on improving natural resource management, conserving 
biodiversity, improving urban environment management, and reducing pollution. 
USAlD has supported innovative environmental management strategies with four 
indigenous groups, whose people inhabit Amazonian and coastal regions of Ecuador. 
In addition, USAlD has worked extensively with municipalities to  improve the 
provision of urban environmental services and strengthen local environmental NGOs. 

Ill. MISSION ACTIVITIES DURING THE LEARNING PHASE 

A. NGO Empowerment 

1. Enabling Environment for NGO Empowerment 

SO 1 (Growth): Fundacion Ecuador 
(FE) is Ecuador's premier "think tank" 
fed by private sector leaders. It is 
collaborating with grassroots based 
NGOs, chambers (commerce, produc- 
tion, industry, small industry, etc,) and 
oreating linkages with governmentat 
agencies to foster an enabling 
environment by undertaking policy 
dialogue with the highest levels of the 
GOE in both the social and economic 
sectors to  reform the legal, regulatory 
and business environment in Ecuador. 

SO 2 (FPIHealth): Much of 
what is said about FE is 
also true of CEPAR, another 
local USAlD NGO partner. 
They have been instru- 
mental in forging links with 
government, (national, 
provincial and canton level), 
the private sector, other 
NGOs, and universities to  
undertake policy dialogue 
and reform in the health 
sector. Specifically, they 
have partnered with the 
Pan American Health 
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provincial health reform committees and initiatives in Azuay and Loja 
Provinces. They have also established municipal reform efforts in 



Cotacachi and t w o  more cantons this year wi th  the objective of 
coordinating the planning and efficient use of local health resources. 

2. Capacity Building for NGO Empowerment 

a SO 1 (Growth): To assist in capacity building, FE staff has continued 
training programs to  upgrade its .own technical capacity, management 
skills, fundraising capability, and personnel management skills. In turn, 
FE has also assisted grassroots level NGOs t o  further improve their o w n  
capacity in those areas. In addition, FE will conduct national surveys t o  
identify weaknesses and strengths of NGOs providing financial services 
t o  micro and small enterprises in order t o  focus its assistance t o  their 
needs. 

a SO 2 (FPJHealth): With the local FP NGOs APROFE and CEMOPLAF, a 
major and initially promising effort at sustainability is underway. USAlD 
has provided extensive TA and operational research t o  strengthen their 
logistics and information systems, as well as promotional efforts for 
selling their services. Regulations and operational guidelines for 
sustainability funds are under development. USAlD has also helped 
identify other donors t o  provide funding as USAlD winds down. 

a SO 2: USAlD has orchestrated significant leveraging of additional 
resources in support of the CARE-APOLO PHC model projects, wi th  
over $1 million pledged by Canadian and Dutch agencies t o  APOLO 
field projects in Cuenca, Chordeleg, the Municipality of Bolivar, and 
Lago Agrio. The number of  new NGOs being strengthened during the 
reporting period include ASMECX in Santo Domingo and a Santa Elena 
Municipality-Catholic Church venture. The municipalization-decentral- 
ization partnerships with local NGOs and CARE have been emulated b y  
the new GOE administration. 

SO 2: A concerted effort t o  train local NGOs in  social marketing 
techniques, by  CARE and a G Bureau contractor BASICS (AED-MSH), is 
enabling them t o  better identify and meet the needs of their target 
population. 

SO 4 (Environment): The Nature Conservancy (TNC) working in con- 
junction wi th  FUNAN, a local NGO, has been strengthening the 
capabilities of  Asociacion Rumicocha, a community level environmental 
association. TNC is providing TA t o  build up administrative capabilities 
and fundraising capacity. As a result, Asociacion Rumicocha submitted 
a successful proposal for additional resources from Ecuador's Social 
Emergency Investment Fund. 

SO 4: CARE is working wi th  Ecociencia, a local NGO, t o  strengthen 
their capability in biological research and ethnobiology/ethnobotany. 
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Ecociencia now has one of best capabilities for remote sensing imagery 
interpretation in Ecuador. CARE has financed the training of PhDs for 
Ecociencia staff, therefore promoting linkages with U.S. universities. 

SO 4: Jatun Sacha, a key Ecuadorian NGO for biological resources, 
runs the national herbarium and is the top authority on identification of 
Ecuadorian and Amazonian plant life. CARE has strengthened this 
organization through study tours and technical assistance to build 
capabilities in management procedures, administration and financing. 
CARE has assisted them with project proposal writing and, as a result, 
Jatun Sacha has received additional funding for forestry management in 
Esmeraldas. 

SO 4: Without a strong civil society structure in place to  maintain 
balance during changing political administrations, the situation in the 
Galapagos Islands has become too politicized recently. To complement 
the Charles Darwin Foundation's focus on research, The Nature Conser- 
vancy is initiating a program in the Galapagos in order to build the 
necessary local NGO capacity in the islands. 

SO 4: PLAN International has recently expanded its participation in the 
shelter sector: RHUDOISA assistance in improving operations and 
making it more sustainable contributed to the strengthening of this US 
PVO. RHUDOISA is now starting an evaluation with PLAN of 
community infrastructure (water sewer) projects at lower income level 
neighborhoods in five Latin American countries which will further 
enhance PLAN'S capabilities to contribute in this sector. 

SO 4: RHUDOISA is providing technical assistance in conjunction with 
the EP3 project to  strengthen the capabilities of Oikos Corporation, a 
local NGO, as it works with the municipality of Cuenca to  develop a 
model sustainable city. 

3. Linkages for NGO Empowerment 

SO 1 : To establish linkages with U.S. based NGOs, FE has continued to  
conduct meetings with US NGOs (e.g., Accion International, Project 
Hope, FINCA, WOCCU, Catholic Relief Services, and others) and 
facilitated linkages with local level NGOs (CEPAR, Fundacion Natura, 
OIKOS, Fundacion Alternativa, CorpoMicro, and others) in Ecuador. 

SO 2 (FPIHealth): CEMOPLAF and CARE, stimulated by proactive 
Mission involvement, have combined resources to  develop two  new 
integrated clinics, which add MCH services to  existing FP services in 
remote and indigenous communities. The CARE input helped finance 
clinic improvements and provided financial feasibility studies on 
sustaining these new services. 
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SO 2 (FP/Health): A basic tenet of the APOLO Project is that CARE will 
strengthen local NGOs t o  provide better quality, cost recoverable and 
sustainable services, and in turn assist them with linkages wi th  private 
sector, universities and municipalities. This is happening in several pilot 
sites. 

SO 2: CEPAR has also served t o  link NGOs together as a force for 
positive change and health reform. It  has sponsored NGO fora on  
health reform, has been elected to  represent the NGOs on the National 
Health Council, and is a catalyst for NGO active participation in 
provincial level reform committees. 

SO 3 (Democracy): USAIDrs activity wi th  the local NGO CEPAM was 
specifically designed t o  strengthen the linkages between CEPAM and 
four other local NGOs already working with the "Comisarias de la 
Mujer," GOE bodies charged with implementing the law against vio- 
lence towards women. The activity also includes funding t o  provide 
training and TA to  other NGOs that are interested in working on anti- 
violence and women's legal needs. One of CEPAMrs longer-term 
objectives is to  transform their current network of organizations into a 
more formal corporation. 

SO 3: Projusticia, the GOE1s coordinating body for justice sector 
reform, also has as a stated objective the encouragement of  an 
informal network of  NGOs and similar organizations who are interested 
in legal aspects affecting human rights, the access t o  justice through 
mediation, and other legal issues. The Mission is working t o  support 
Projusticia in establishing the necessary linkages among the 
organizations so that they come together t o  form their o w n  network. 

SO 3: CLD, another local USAlD NGO partner, manages a network 
that represents bar associations, law faculties and other key legal 
eagles through its working groups (on penal code, administrative code, 
and civil code). CLD is also developing linkages and coordinating 
mediation services through the development of an ADR directory. 

SO 4 (Environment): The Mission has developed linkages between 
FUNAN, Asociacion Rumicocha, the Quito water authority (EMAAP), 
various flower growers associations, and some electric power 
generation companies. The community represented by Asociacion 
Rumicocha is situated on the edge of the Cayambe Coca Ecological 
Reserve, which encompasses the watershed serving Quito. The 
Asociacion is getting involved in the management of the ecological 
reserve by  means of a written agreement whereby EMAAP pays for the 
park guards provided by the Asociacion Rumicocha t o  patrol the 
ecological reserve. Discussions are underway regarding a surcharge on 
water and the establishment of a permanent, binding procedure by  
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which EMAAP and the municipality of Quito would provide a percen- 
tage of the cost of the use of the water for the management of the 
watershed, thereby guaranteeing quantity and quality of water as a 
result of improved management. Studies on the impact of such a 
surcharge have been completed (who are the water users, where is the 
water coming from, what is the cost of managing resources, how much 
should go to the communities) and USAlD is now beginning the process 
of building the social marketing capabilities of the local organizations 
to convince people of the benefit of long-term management of their 
watershed. 

B. Small Business Partnership 

1. Enabling Environment for Small Business Partnership 

SO 1 (Growth): Through its 
policy dialogue initiatives, FE 
continues to work with the 
GOE to improve the enabling 
environment by establishing 
laws, policies and institutions 
that support the creation and 
growth of micro and small 
businesses (e.g., with NGOs 
such as Fundacion Alternativa, 
ASOMICRO and with the 
chambers of small industries). 
With additional financial 
support from other international donors (the IDB and CAF), it is working 
to reform the banking and financial sector by improving the prudential 
supervision capability at the Superintendency of Banks and the 
Superintendency of Companies. 

Through its policy dialogue ini- 
tiatives, FE continues to work with 
the GOE to improve the enabling 
environment by establishing laws, 
pofi~ies and institutions that 
support the creation and growth of 
micro and small businesses (kg., 
with NGOs such as Fundacion 
Alternativa, ASOMlCRO and with 
the chambers of small industries). 

2. Capacity Building for Small Business Partnership 

SO 1 : Working with business associations and the GOE, FE is con- 
tributing toward the privatization and reform of the education, health, 
social security, and pension sectors which enhances the development 
of microenterprises and small business firms. 

3. Linkages for Small Business Partnership 

SO 1 : Working through the IDB's Programa Bolivar, FE is creating 
linkages between international organizations and NGOs to  provide new 
technology, develop international networks. 
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SO 1 (Growth): FE, in conjunction with the IESC, engages in delivery 
of  technical assistance (financial, marketing, business planning, etc.) to  
small businesses in collaboration with U.S. firms. 

C .  Strengthening Democratic Local Governance 

1. Enabling Environment for Strengthening Democratic Local 
Governance 

SO 1 : A major focus of FE1s program is decentralization and municipal 
development. FE is organizing activities that will upgrade the capacity 
of  indigenous NGOs, municipal associations, business groups and 
citizen groups t o  reform the legal and regulatory environment and 
engage those groups in national advocacy. FE possesses an excellent 
capacity to  create linkages between those associations and groups and 
the donor community, particularly IDB, World Bank and CAF. 

2. Capacity Building for Strengthening Democratic Local Governance 

SO 4 (Environment): CARE, working in conjunction wi th  the local NGO 
Ecociencia and the governor of Esmeraldas, has been strengthening 
local governance capabilities of  selected communities within the 
500,000 hectares in the lower buffer zones of the Cotacachi Cayapas 
Ecological Reserve. Working with 22 communities in the buffer zone, 
CARE has trained paralegals, para-biologists, and para-foresters. 
Through ecotourism activities, CARE has set up the mechanism for 
community-based decisionmaking. By upgrading community members 
capabilities in literacy, management skills, interpersonal relationships, 
and marketing, CARE has empowered the communities t o  make deci- 
sions that effect themselves and contributes t o  local governance skills. 

3. Linkages for Strengthening Democratic Local Governance 

SO 1 (Growth): In order t o  increase women's participation in local 
government activities, RHUDOISA is promoting NGO type partnerships 
in eight South American countries wi th  NGOs made up of government 
authorities. These partnerships collaborate in  the implementation of 
pilot projects and research efforts on how to  improve the gender con- 
siderations of local government. The pilots deal wi th small businesses, 
women in poor neighborhoods, strengthening neighborhood organiza- 
tions (health etc), and the training of women. The International Union 
of Local Authorities (IURA) is the lead agency; their capacity t o  deal 
with gender issues and wi th  municipal governance has been 
strengthened as a result of this activity. 
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IV. CASE STUDIES OF INNOVATIVE APPROACHESIACTIVITIES 

USAIDIEcuador's Demand-Side Approach to Education Reform 

Development Problem t o  Be Addressed: Education has long been recognized as a 
cornerstone of economic and social development. It has become even more 
important as technological changes accelerate change in the world economy. 
Economic and social development will depend increasingly on knowledge- 
intensive industry, agriculture, and services and education is critical t o  developing 
the knowledge skills t o  adjust t o  rapid changes. A more educated citizenry wil l  
allow Ecuador t o  learn t o  compete in the international market place, combat 
poverty and corruption, pay taxes, demand accountability for government 
expenditures, and to  respect contracts and law. In addition, wi th increased 
education for girls, fertility and infant mortality rates decline and family well-being 
improves. 

The problem in Ecuador, is that although coverage is reasonably high at the 
primary education level in Ecuador, especially in urban areas, its quality has 
decreased. The result is that while increased access t o  primary and secondary 
education may no longer be a problem, the quality of Ecuadorian education is 
generally poor and is unresponsive. As a result, this problem has become an 
equity issue. Since it is the children of poor families that feel most strongly the 
effects of low quality, these families have fallen into the vicious circle that 
impedes inter-generational improvement of their lives. As a result, USAIDI 
Ecuador believes that the formation of human capital is crucial for Ecuador's 
future economic growth and social betterment and t o  become competitive for 
21 st Century world markets. 

A Demand-Side (NPI) Approach for Education Reform 

USAIDIEcuador is working t o  strengthening the NGO sector t o  advocate for 
improvement of education quality and effectiveness through policy reforms that 
creates the demand for a structural adjustment of the education system in 
Ecuador. USAlD has chosen this approach because it does not have the OYB 
resources t o  engage the public education sector through supply-side interventions 
that: improve infrastructure, teaching methodologies, new learning techniques, 
curriculum reform, including development and procurement of textbooks and 
teaching materials in  grades one through nine, teacher training, and improving 
general management practices, including automation of record keeping. 

Currently, the IBRD and the IDB, which have a sizable presence in Ecuador, 
finance an assistance portfolio t o  the Ministry of Education at the primary level of 
approximately USS140 million in these traditional assistance modes. Moreover, 
the ministry is not using all these resources effectively, as a result of: a lack of a 
coherent education policy framework, a widely fragmented political spectrum, 
weak management, and conflicting bureaucratic requirements of the multilateral 
donors. 
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USAIDIEcuador believes that this demand-side approach can have a much greater 
payoff, if the method of delivery of educational services are changed in the entire 
sector. Annual education expenditures by the GOE amounts t o  about USS600 
million dollars, compared to  multilateral funding that averages about USS20 
million dollars on an annual basis. USAlD works wi th NGOs to  build a demand in 
the environment for education reform, and t o  achieve a national consensus on 
education priorities through local Ecuadorian partners. One such partner is the 
Fundacion Ecuador (FE), a highly respected NGO composed of the country's 
principal business leaders concerned about social issues and specially education. 
Under the Policy Dialogue and Implementation Results Package of SO I, the 
Mission currently provides core funding for institutional support t o  the foundation. 
This NGO is committed to  fostering dialogue and debate on the steps needed t o  
achieve economic growth and social sector reform in Ecuador. 

Description of Actions UndertakenlPlanned 

The Mission has already provided modest field support t o  the FE through the 
Education and Human Resources Technical Services (EHRTS), and the Advancing 
Basic Education and Learning (ABLE II) projects. The technical assistance 
provided included the development, writinglpublication of the "Crisis in 
Education" study, a number of smaller research topics, discussion on the 
development of "social marketing strategy," and dialogue and fora w i th  GOE 
officials and representatives of the civil society. 

The Mission has recently approved funding for an FE proposal that includes the 
establishment of an Education Unit within the FE that wil l  focus i ts attention on 
developing a strategy and constituency building for education reforms in Ecuador. 
This Unit wil l  concentrate its efforts on the following activities: (1 )  The develop- 
ment of a coherent national policy that has the purpose of improving the quality 
and effectiveness of primary and secondary education, wi th a significant support 
of the private sector and NGOs in the delivery of public education financed by  the 
government. (2) An  autonomous school experiment which wil l  serve as the basis 
for discussions for reforms wi th  the Ministry of Education and the rest of civil 
society, wil l  also be carried out by the FE. 

Lessons Learned 

USAIDIEcuador believes that our private sector approach focussed on creating a 
national consensus and the demand for education policy reform is both appro- 
priate and cost effective under the circumstances. USAID's past experience and 
catalytic role makes us much more effective on the demand side at strengthening 
and assisting NGOs t o  advocate, introduce new ideas, and achieve national con- 
sensus for education policy reform. The IBRD and the IDB are more appropriate 
institutions t o  work with the public education sector (the supply side). This pro- 
posed division of labor is mutually reinforcing and complements the multilateral 
donors' investments in traditional modes of assistance t o  the public education 
sector. 
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ResultslValue AddedIUtility of NPI Approach: The expected result is improved 
quality of education, as measured by a reduction in the primary education repe- 
tition rates. Intermediate steps leading to this result are: a diagnostic identifying 
constraints in the education sector; publication and discussion of the diagnostic; 
increased credibility of FE among key sectors; the concepts of accountability in 
the education sector widely disseminated; and consensus building on concepts 
for education sector reform. 

Primary Contact Person for Additional Information: Guillermo Jauregui, 
Social and Economic Policy Advisor, USAIDIEcuador 

LESSONS LEARNED 

As noted above, the principles of  NPI converge wi th  those already in  place at 
the Mission. We look forward t o  receiving additional input and information from the 
NPI staff t o  complement the work of  the Mission, particularly in the area of local 
governance. This is an area where the Mission staff are looking for new l o w  cost 
and cost-effective ideas. NPI is an important step t o  implement more cost-effective 
ways of achieving development. In this context, we continue t o  strive for 
innovative approaches to  development. 

VI. CONCLUSIONS 

A. Value Added of NPI Approach 

Over the reporting period, the Mission has continued t o  achieve results based 
on the principles outlined as the "NPI approach." The threads formed b y  the NPI 
principles have been woven throughout the fabric of  the Mission's portfolio for 
decades now. A case in point has been the strengthening of the capabilities of  the 
family planning NGOs, CEMOPLAF and APROFE over the last 25 and 30 years 
respectively. This strengthening has been accompanied b y  the formation of linkages 
wi th  both U.S. and international FP organizations, both in terms of financing and 
technical interchange. They have now reached the point in their development where 
the Mission is taking the final steps t o  ensure their long-term sustainability. 

With over 85 percent of  the Mission's FY 1996 Operating Year Budget going 
directly t o  NGOs, the principle of NGO empowerment has long been a cornerstone 
of the Mission's portfolio. The social and economic policy reforms initiated b y  the 
Mission over the past few years focus on increasing the competiveness o f  economy, 
i.e. enhancing the enabling environment for small businesses. And the Mission has 
worked in collaboration wi th  RHUDOISA t o  undertake activities t o  strengthen 
democratic local governance. 
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B. Next Steps 

Reschedule the delayed trip of NPI staff to visit, consult with, and 
provide guidance to USAIDIEcuador. 

Establish an information link similar to the RF-Net or the G/DG1s 
electronic newsletter. 

USAIDlEcuador will continue to implement its NGO based portfolio 
using the same partnership approach that has been successful for the 
last few decades. 
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NPI FINAL REPORT -- USAID/Indonesia 

I. INTRODUCTION 

Goal 

USAIDJlndonesia (USAID/I) joined the NPI Learning Phase in order to  learn 
about new approaches, improved mechanisms, and innovative ideas which could 
strengthen USAID/lrs Strategic Objective #5 (S05) -- democracy and governance. 

In June 1995, USAIDJW authorized the Strengthening Democratic Initiatives 
(SDI) Project, a five-year, $30 million project. The SDI Project's purpose is to 
"increase the effectiveness of selected institutions, particularly NGOs, which 
promote democracy in Indonesia." By joining the NPI team, we believed we would 
be able to  contribute to the Agency's DG objective while simultaneously improving 
S05's effectiveness in this field. 

II. COUNTRY CONTEXT 

Democracy in Indonesia 

Indonesia's New Order government under the leadership of President Soeharto 
has, in almost three decades, brought major achievements in controlling population 
growth, raising living standards, reducing poverty and increasing food security. 

Such broad-based economic improvement has not been accom- 
panied by an expansion of political participation. The New Order government's 
attempts at promoting a "special" indigenous form of democracy called Pancasila 
has not resulted in a representative democracy, with clear separation of powers, 
freedom of association, free elections, freedom of the press and judiciary, and 
political parties. Indonesia's judicial institutions remain virtually undeveloped across 
the board, a legacy of the colonial period. 

Indonesia's rapid economic growth has, nevertheless, created an increased 
demand for democracy in Indonesia. The most significant structural change that has 
occurred in Indonesian society since the early 1970s is the emergence and rapid 
growth in civil society of nongovernmental organizations (NGOs), thousands of 
which now exist. Key members of the lndonesian NGO community have been at 
the forefront of the democracy movement. NGOs have increasingly become willing 
to  take on advocacy roles and to represent the needs and interests of civil society. 

Indonesia's continued success in core areas of sustainable development is 
inextricably related to  greater democratization and improved governance. Democrati- 
zation is an essential part of Indonesia's sustainable development because it 
facilitates the protection of human rights, informed participation and public sector 
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accountability. Civil society and communities' understanding of local conditions and 
their ability t o  organize and mobilize local residents are vital t o  sustainable develop- 
ment. Without these, the capacity of lndonesian society to  improve its quality of life 
and pursue equitable economic and social growth (within an enabling policy 
framework), while safeguarding the cultural and natural environment, will be greatly 
impaired. 

Democracy initiatives taking place now come at a critical time in  
Indonesia's history, given that the country will soon be going through a major 
political transition. Such activities have the potential t o  influence the shape of 
Indonesia's future political system. 

Ill. MISSION ACTIONS DURING THE LEARNING PHASE 

USAID Targeting of Advocacy NGOs 

USAID/lrs SO5 Team and the SDI Project achieve their purposes b y  
funding and supporting selected NGOs active in the democracy sector. Grants under 
SDI are intended to: (1) increase NGO advocacy for democratic participation; 
(2) increase the number of NGO activities which promote respect for rule of  law; 
and (3) enhance the capacity, reliability and responsiveness of selected NGOs. 

USAID/lndonesia's commitment t o  creating an enabling environment 
favorable t o  advocacy NGO development in Indonesia--particularly for small, 
emerging advocacy NGOs who wish t o  establish their activities--is outlined in 
USAID/lrs Country Program Strategy as follows: 

"...some smaller lndonesian NGOs that are establishing themselves as 
leaders in the area of women's labor rights, micro-lending advocacy, 
environment, etc. will also be supported. NGOs will be selected on the 
basis of their credibility wi th  the community and their track record as 
advocacy agents. They will be assisted t o  become better advocates, so 
that they will be in a stronger position t o  effectively lobby for the basic 
ingredients of  a democratic system and t o  better participate in national 
policy formulation. NGOs will also be supported in activities that promote 
greater respect for rule of law by all parties in Indonesia. These organiza- 
tions will also be encouraged t o  strengthen their own  internal organization 
so that they will be autonomous and better able t o  participate in 
democratic development. " (page 83, USAID//ndonesia Country Program 
Strategy, March 7 995). 

Due t o  our participation in the NPI process, SO5 decided t o  expand the 
number of  partners w e  collaborate with in the field. To date, w e  have worked with 
established U.S. PVOs, such as the Asia Foundation and AAFLI, and have supported 
numerous indigenous NGOs in order t o  achieve the results specified in our SO5 
framework. During the NPI Learning Phase, SO5 conducted a worldwide search for 
new partners through a traditional RFP process. We invited over 7 5  U.S. PVOs t o  

Indonesia Partner Mission Report - 141 
" " 4 ' S h  r w '  i 1 \&,* *i--,.- 



send us their proposals, as w e  were seeking new ideas and innovative approaches 
for supporting SO5 programs in Indonesia. 

Although our global search for new partners resulted in only 3 proposals, 
w e  were able t o  select a new "partner" for our NPI project. We selected a U.S. 
PVO which has worldwide experience in institution building and an excellent repu- 
tation for forging new partnerships with indigenous and international NGOs--PACT. 
The purpose of the NPI Cooperative Agreement (CAI is t o  facilitate continued 
Indonesian democratization through the provision of training and technical 
assistance (TA) and subgrants to  lndonesian NGOs. Through this CA, SO5 hopes t o  
identify and assist smaller, fledgling NGOs which may have more of a regional-- 
rather than national--focus. 

In addition t o  the CA, SO5 also utilized the "experimental grant" 
mechanism t o  work wi th  five new grantees. Experimental grants, an invention of 
reengineering, enabled SO5 t o  provide grants to  NGOs which may not  be able t o  
comply wi th  USAIDrs strict grant-worthiness requirements. The purpose of these 
"experimental grants" is t o  enable USAlD missions t o  work wi th  new, emerging 
NGOs which may lack appropriate accounting systems and/or personnel t o  
implement USAlD supported activities. These grants are "experimental" because the 
NGOs are reimbursed for their expenses on a monthly basis (through a voucher 
system). Unlike traditional grantees, the experimental grants do not  receive a cash 
advance for the expenses they incur. 

The five "experimental" grants within S05's portfolio focus on important 
DG activities. These activities revolve around rule of law issues such as advocacy 
for children and women's rights, environmental protection and human rights. 
Without the "experimental" grant mechanism, SO5 would not have been able t o  
assist these five NGOs in FY96. 

IV. CASE STUDIES 

USAIDII does not have a case study t o  share with the NPI Learning Team. 
However, w e  conscientiously used the NPI approach in  soliciting a new partner for 
the NPI CA. We also utilized the "experimental" grant mechanism, a by-product of  
the Agency's NPlIreengineering philosophy, t o  assist fledgling NGOs. 

In addition t o  these mechanisms, SO5 developed a very sophisticated SO5 
framework and a computerized monitoring/evaluation system. Our SO5 framework 
contains numerous indicators which enable SO5 t o  measure progress and track 
achievement in the DG field. It is important t o  point out, however, that the SO5 
team has been utilizing a results framework and a performance-based budget 
methodology for the past t w o  years (prior t o  the NPI Learning Phase). This year, a 
Management System International (MSI) evaluation team will assess the SO5 
framework and the monitoring system. Hopefully, this team will review the 
progress and analyze the inter-relationships of  the entire results framework b y  
assessing questions such as: Is performance progressing as anticipated? Do the 
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linkages hypotheses result in the target changes for the SO? Do the indicator 
measures lead t o  NGO generated changes in GO1 policy formulation? Are there 
exogenous factors which the framework does not measure but, nonetheless, effect 
GO1 policymaking process and the promotion of democracy through effective insti- 
tutions? We anticipate that the MSI evaluation team will provide valuable insights, 
recommendations, and possibly "case studies" which can improve our future 
performance. 

V. LESSONS LEARNED 

Although NPI and reengineering provide new literature and innovative 
approaches for the DG sector, it is important t o  recognize that USAID must continue 
t o  comply with numerous regulations which make the grant-making process 
extremely labor-intensive and cumbersome. The "experimental grant" mechanism, 
for example, did not reduce the paperwork and, ironically, increased the level of  
effort required (in women hours) for the SO5 team. Furthermore, the recipients of 
the "experimental grant" are still required t o  comply wi th  USAlD financial regula- 
tions. In many ways, the "experimental grants" are a burden t o  NGOs because 
many lack the capital for the start-up costs they incur. It is also difficult for them t o  
pre-pay the recurrent costs associated with S05's results oriented programs. 

VI. CONCLUSIONS 

The decision to  implement democracy programs in lndonesia through civil 
society--rather than the public sector--is based on USAIDII project evaluations and a 
comprehensive Democracy Assessment (completed in  1996) which classified 
lndonesia as a Sustainable Development Country in the pre-transition or early stage 
of political and democratic development. Given Indonesia's level of  political devel- 
opment, the Democracy Assessment identified advocacy NGOs in civil society as 
the most strategic and appropriate implementing agents for democracy activities 
which increase democratic culture and participation, and enhance respect for rule of  
law in  Indonesia. 

USAID/lrs assessment of the 
political climate and actual situation in 
lndonesia suggests that this is indeed 
the proper approach for the promotion 
of democracy in this country. Even 
though the Government of lndonesia 
could make resources available for 
democratic reform, it has demonstrated 
little commitment in this direction. 
Independent Indonesian NGOs, on the 
other hand, have demonstrated a strong 

The provision of resources to  this active 
and committed NGO movement 
represents USAlD/l's best opportunity 
for achieving results in the democracy 
field in the next three to five years, 
Through the NGO sector, USAlD fund- 
ing can help build the foundation for 
greater democratization in the future. 

commitment t o  promoting democratic 
principles, but  are frequently constrained in their activities b y  lack of  resources and 
institutional limitations. Previous USAlD project experience with NGOs confirms 
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that, wi th  adequate resources, lndonesian NGOs are quite capable of accomplishing 
specific program objectives. The provision of resources to  this active and committed 
NGO movement represents USAID/lls best opportunity for achieving results in the 
democracy field in the next three t o  five years. Through the NGO sector, USAlD 
funding can help build the foundation for greater democratization in the future. 

Based on the comments and activities of other NPI missions, USAIDII 
expects t o  continue t o  learn about new ideas, best practices and innovative 
mechanisms in the DG field. Since the "NPI approach" is broad and not yet clearly 
defined, it is difficult t o  determine and/or quantify the "value" of  the NPI network. In 
terms of next steps, the lndonesian mission will continue t o  remain informed about 
NPI approaches and ideas. Through the MSI evaluation, w e  will re-evaluate and 
analyze the SO5 framework and the SO5 monitoring system. 

Through our new partnerships and "experimental grant" mechanisms, w e  
also hope t o  improve the way we implement DG activities in the civil society and 
rule of  law arena. In the future, we hope t o  work wi th  our DG colleagues in GIDG, 
ANE, PPC and in the broader PVO environment. We also look forward t o  continued 
collaboration with the DG technical offices in other ANE missions, since many of us 
are struggling t o  overcome similar obstacles and t o  identify regional trends which 
affect the democratic movement in the Pacific rim. 
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NPI FINAL REPORT-- USAID/Madagascar 

1. INTRODUCTION 

In 1992 USAIDIMadagascar used a wide-ranging participatory process t o  
design its strategic program for the period 1993-1 998. The Mission worked 
closely wi th  key government counterparts, local NGOs, small and micro- 
entrepreneurs, other private sector interests, other donors, the academic 
community, and U.S. and international PVOs. Four Strategic Objectives (SOs) 
were identified for the country program. Activities under these SOs promoted 
partnering activities wi th  and among the public, market, and civil society sectors in 
Madagascar. These activities often involved building local-level sustainable 
institutional capacity, improving the national-level supportive environment, and 
fostering partnerships. Clearly, the Mission's current Country Strategic Plan 
closely parallels the priorities and foci of the New Partnerships Initiative (NPI) and 
allowed the Mission t o  participate in NPI with few changes t o  i ts current activities. 

Because of its numerous current partnering activities, the Mission was very 
interested in becoming more formally integrated into NPI. In January 1996, the 
Mission applied t o  be formally recognized as a participating Mission in the NPI 
Learning Phase, and the Mission was granted the status of  NPI Partner Mission. 
USAIDIMadagascar (USAIDIM) sees NPI as an opportunity t o  share wi th  others in 
the Agency i ts current experience concerning partnering at the local level. The 
Mission also see NPI as a great opportunity t o  identify ways t o  improve its 
partnering activities by learning what others in the Agency are doing t o  involve 
local partners in  the development process. It is hoped that NPI will act t o  further 
the dialogue within the Agency about how most appropriately t o  form and sustain 
partnerships wi th  and among local development actors. The Mission welcomes 
discussions wi th  other Missions about forming and sustaining partnerships at  the 
local level. 

This report discusses USAID/Mts experience t o  date with forming 
partnerships. It covers both ongoing partnering activities that were initiated prior 
t o  NPI, as well as partnering activities during the NPI period beginning in  calendar 
year 1996. 

II. COUNTRY CONTEXT 

Overall, Malagasy Government regulations, policies and practices are 
conducive t o  the inclusion of a broad range of NGOs and citizen associations in the 
public arena. There are literally thousands of registered NGOs under a fairly liberal 
1 9 6 0  association law. There are no legal or other restrictions in freedom of 
assembly or association. The Mission, however, still sees areas for improvement 
and is working t o  further develop the legal code for NGOs. 
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There has been an explosion of civil society groups and development NGOs 
since a new democratic constitution was approved through a national referendum 
four years ago. These NGOs and associations are active in almost every phase of 
Malagasy national life, from national civic education and electoral and human rights 
watchdog groups, t o  local road maintenance committees. In addition, there are no 
major impediments t o  business registration in Madagascar. Over 90% of registered 
businesses have fewer than 1 0  employees and are therefore considered micro and 
small businesses. 

The development context in Madagascar, however, is challenging. There are 
high population growth rates (2.8%), large urban underemployment (30-50%), and 
widespread poverty (over 75% of the population). Since 1970, real per capita 
income has fallen 40%. Currently 51 % of children under five are chronically 
undernourished and the population is young, with 45% under 1 5  years old. 

In 1986, fifteen years of rhetorical socialism for the masses, institu- 
tionalized corruption, and unrestricted profiteering for the elite and foreign 
corporations began t o  come t o  an end as transformation t o  a market economy was 
initiated. In 1991, the democratic transition started whereby Madagascar moved 
from a one-party dirigiste state t o  a democratic, multi-party government. Recently 
enacted decentralization legislation--along with local mayoral and t o w n  council 
elections in November 1995--have set the stage for increased decisionmaking and 
empowerment at the local level. While reinforcing democratic institutions and 
values will take time, Madagascar's progress t o  date puts it in the forefront of  
African democracies. 

Ill. MISSION ACTIONS IN RESPONSE TO NPI 

The Mission had adopted an NPI approach before the NPI initiative began. 
For example, the Mission's first SO concerns fostering an environment in which 
private action can flourish (i.e. enhancing the enabling environment). While the 
other three SOs are more technically oriented, activities under them have involved 
forming partnerships t o  directly involve local partners in the development process. 
NPI has also been fostered by  the Mission being one of 10 Country Experimental 
Labs (CELs) under reengineering and its emphasis on using the four Agency core 
values as the underpinning of all i ts activities. 

A. What were the NPI activities undertaken? 

Under Sol-- foster an environment in which private action can flourish-- 
activities have focused on national-level systemic changes, such as the legal, 
regulatory, judicial and financial systems. It has also focused on ensuring across- 
the-board civil society participation in the public policy arena. A n  activity just 
initiated under SO1 will increase the capacity of a broad range of civil society 
groups t o  engage government, and their members, in public policy questions from 
the local t o  the national level. 

Madagascar Partner Mission Report - 146 



Under S02--increase market access for neglected regions--actions have been 
taken t o  form road maintenance committees that include local business, local 
NGOs, and local and regional government actors. These committees operate in 
t w o  isolated areas of the country and act to  ensure that roads vital t o  the 
movement of agricultural products and inputs are maintained. 

S03--reduce natural resources depletion--has generated partnerships at the 
local level t o  jointly work towards the development of  nature reserves t o  protect 
the unique biodiversity of  Madagascar. A t  six sites throughout the country, the 
Mission has provided grants to  U.S. PVOs t o  form partnerships wi th  local NGOs 
and associations, and wi th  the emerging Malagasy National Park Service (ANGAP) 
t o  develop economic activities that compensate local communities for the loss of 
access t o  resources within the reserves. A t  some sites private sector tour oper- 
ators have been brought into the dialogue and partnerships between farmers and 
local agricultural industries have been initiated. 

Under S04--smaller, healthier families--the APPROPOP activity has formed a 
committee of public and private sector health and family planning actors in the 
Fianarantsoa region t o  share information, coordinate activities, divide responsi- 
bilities, and set policy within the group. A t  the national level, a Technical Advisory 
Committee has been formed t o  review proposals for USAlD funding from health 
and family planning entities. This committee consists of relevant government 
ministries, U.S. PVOs, local NGOs and USAID. The Mission has also been 
increasing the management and accounting capabilities of health and family 
planning actors in both the private and public sectors. 

Later in this report, a description of four Mission activities provides a more 
detailed examination of how the Mission has been using partnering t o  further i ts 
development objectives and the lessons learned by  the Mission concerning 
partnering. The current activity t o  revise the Mission's Country Strategic Plan 
proposes t o  combine SOs 2 and 3, giving the Mission 3 SOs. The nature and level 
of  partnering, however, will remain unchanged. 

B. What changes did the Mission make operationally or procedurally in 
response to NPI? 

In response t o  the reengineering effort within the Agency and its o w n  CEL 
status, the Mission increasingly focused on local level partners in the public, civil 
society and private for-profit sectors. In the local public sector the Mission in- 
creased its work wi th  t o w n  mayors who are locally elected officials. In the private 
sector the Mission developed partnerships with private health service providers 
involved in  family planning, with private tourism interests, and with local agricul- 
tural, producers and processors. The Mission increased its involvement with local 
civil society organizations, many of whom are directly involved in the implemen- 
tation of  Mission activities. Under NPI the Mission has continued t o  make 
advancements and deepen the involvement of local level organizations and 
partnerships in its activities. 
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The Mission implemented a policy of using local organizations to implement 
activities whenever possible. An example is the use of a Malagasy accounting firm 
to provide accounting advice and training to local clinics of the Ministry of Health. 
Bringing local level organizations into partnerships has also provided a forum that 
has resulted in the standardization of reporting, monitoring, and evaluation 
procedures for local organizations. 

The Mission has also made strides to devolve real decisionmaking authority 
to partnerships of local organizations. In the health sector, a national level 
Technical Advisory Committee directly reviews and approves small grant proposals 
that are being funded by the Mission. Furthermore, the Mission has involved 
government and civil society actors in its SO teams and provided them with a 
significant voice in the design of the Mission's objectives. 

C. Was the Mission able to leverage resources andlor support from other 
development partners? 

The NPI approach (partnering of local organizations) has created 
development structures that have attracted resources and support from other 
donor partners. An example is funding provided by Japan (JICA) and the European 
Union under the CAP project. $1 million was provided by each of these donors to 
directly support road rehabilitation which will be undertaken by local maintenance 
committees. The Regional Family Planning Coordination Committee--created with 
support from the APPROPOP project--has attracted funding from both the World 
Bank and JICA. 

Partnerships have also brought donors together to meet common objectives 
in terms of developing standardized data banks and coordinating activities. This 
has been especially evident in family planning, where donor participation in the 
Technical Advisory Committee has resulted in greater activity coordination among 
UNFPA, UNICEF and USAID. 

Partnership structures have also attracted some support from local 
organizations. In the town of Moramanga, local business donated $3,000 to help 
fund an Environment Day activity. In addition, the road user associations under 
the CAP project have attracted funding support from the provincial government to 
help maintain roads. 
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IV. CASE STUDIES 

APPROPOP: Regional Coordinating Committee: Capacity Building 

The USAlD Health, Population and Nutrition (HPN) sector Strategic Objective, 
"smaller, healthier families," focuses on the region of Fianarantsoa. This large 
region encompasses coastal plain, high plateau and desert and its population 
and cultural practices are correspondingly diverse. USAlD and the Cooperating 
Agency for this program (Management Sciences for Health, or MSH) were faced 
wi th  the challenge of ensuring rapidly increasing access t o  quality family 
planning services that are client-focused. 

USAlD and MSH decided t o  use the NPI approach because they believed that a 
regional strategic planning and implementation process which was practical, 
inclusive and participatory was the single best vehicle for rapidly increasing 
access t o  quality, client-based services. The participatory approach would 
insure that any actions supported by USAlD would respond t o  the desires of 
clients, the technical needs of health staff, the cultural practices in the particular 
area, and the institutional strengthening of a number of different organizations. 

The Regional Medical Officer (RMO) of the Ministry of Health (MOH) took the 
lead in the establishment of the Committee. He is a professor on the medical 
faculty as well as manager of the regional health program, and has worked in 
Fianarantsoa for over a decade. He, too, believed in the importance of wide 
ownership of the program and his active support enabled this programmatic 
initiative of USAlD and MSH to  be realized at the regional level. He took the 
lead in inviting regional authorities, representatives of NGOs, district-level 
medical staff, private physicians, and representatives of education, agriculture 
and environmental groups t o  be part of the Committee. An  important local 
official--the Vice President of the region--agreed t o  lead the Committee. 

While there were no legal obstacles for such a committee t o  function, it went  
against the prevailing bureaucratic culture in Madagascar of central, vertical and 
isolated decisionmaking. Field visits and information collection by members of 
the regional committee wi th assistance from MSH technical staff resulted in an 
increasingly realistic Plan of Action. In late 1994, the two-year Regional Plan of 
Action was accepted by the Technical Advisory Committee (TAC), the decision- 
making forum for the program at the national level--another example of a 
decisionmaking partnership. USAlD then negotiated w i th  national-level MOH 
officials t o  gain agreement that the Committee would have direct oversight for 
implementation of the program. USAID and its partners provided a powerful 
incentive for teamwork and consensus building among committee members by  
agreeing t o  accept and fund the Regional Plan of Action. 
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To ensure continued broad representation of all groups in program decision, 
funds were set aside for participants from far-flung districts t o  participate in 
periodic regional committee meetings. Subsequently, more partners joined the 
Regional Committee and several proposals for activities complementary t o  the 
regional plan were developed, approved by the TAC and awarded directly t o  
these partners. Currently, members of the Committee include: an environmental 
NGO working at a national park; a Catholic lay organization providing counseling 
in natural family planning; and an employer/employee-funded health mainten- 
ance organization providing family planning t o  major enterprises in the region. 
The diverse nature of these partners, their pride at being involved in the 
Regional Committee, and their acceptance of Committee decisions regarding 
referrals, fee setting, reporting systems, and other implementation procedures 
are powerful testimony t o  the important role the Committee has come t o  play in 
the region. 

The major constraint t o  successful planning and implementation of family 
planning programs in the region is the very weak management capacity of local 
organizations, especially in financial management. The Committee members 
themselves recognized this weakness and requested training and assistance in 
these areas. USAID--working wi th the Regional Medical Office--hired a local 
accounting firm (a first for the Mission) t o  develop and install a good accounting 
system in the regional MOH office, train MOH staff in its use, and supervise 
their first year of use of the system. This training has resulted in both a regional 
capacity t o  administer USAlD funds, as well as a greatly improved understand- 
ing of financial management principles. Initially, program managers criticized 
USAID for these detailed procedures; the same managers now state that they 
prefer the clarity of the approach and wish other donors provided similar 
guidance. 

In  response to' the request for general training in management, MSH provided a 
four week course in the management of health programs t o  district, regional and 
NGO managers from Fianarantsoa as well as staff from the capital. USAlD has 
seen a clear improvement in the management skills of course participants, and 
additional partners have requested that MSH sponsor a similar course in 1997. 

The Committee's actions have been a major reason for the rapid progress of 
family planning in the region. In the past year: 33 new clinics have opened; 7 5 0  
people from the region have been trained in various subjects related t o  family 
planning service delivery; 1 6  clinics have been or are currently being upgraded; 
community-based distribution of contraceptives has begun; and use of family 
planning has almost doubled. A recent Performance Audit by the Inspector 
General's office confirmed that overall, the family planning program is sur- 
passing the objectives set in  1992  when the project was initiated. 
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Harder t o  quantify, but perhaps equally important, is the sense of cohesiveness 
and pride in the program that is manifest in Fianarantsoa. For one of the first 
times in the region--and possibly in the country--a central Ministry, regional 
administration, a variety of NGOs, and members of the private sector are 
working together in partnership on a long-term development activity, making 
joint programmatic decisions and accepting responsibility for actions. It is clear 
that the Committee wil l  continue to  support and oversee family planning efforts 
in the region well beyond the life of the funding provided by the USAIDiMSH 
program. 

Lessons Learned 

1.  The principal lesson learned by USAlD and MSH is the importance of patience 
in starting a participatory process, and the need t o  accept the slow pace of 
progress in the near-term while waiting for the Committee t o  develop into a 
cohesive group capable of developing a "fundable" Plan of Action. This delay 
can be frustrating when the focus of program efforts is so clearly set on results, 
but it is vital t o  the longer-term success of any NPI activity. The increased 
capacity of the partnership and of the individual organizations which result from 
this effort positions them t o  work effectively in the future, regardless of 
whether USAlD continues t o  fund activities. These same organizations can also 
become mentors for an expanding group. 

2. A t  the same time, USAID, its implementing agencies, and the host govern- 
ment signatories t o  a program must be willing t o  cede real decisionmaking 
authority and responsibility t o  such a partnership. Partnerships will be quick t o  
test their new authority and need t o  perceive it as more than an empty shell, if 
they are expected t o  devote considerable time and effort t o  the partnership. 

3. There are key enabling factors in such a process, some of which are not 
under the control of USAlD but which can be seen as "conditions precedent" t o  
engaging in an intensive NPl approach. These include: (a) the support of at 
least one, and preferably several, local individuals who are perceived as having 
authority and are committed t o  a participatory approach; (b) acceptance by  host 
country authorities that such a body can wield real authority; and (c) the ability 
t o  provide training, technical support and limited financial support for meetings 
or other needs at critical stages of the development of the group. 

Contact Person: Susan Wright 
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APPROPOP: Child Survival Partners Coordination Group: Fostering Partnerships 

In 1995, USAIDIM was asked to  quickly obligate substantial child survival 
earmark funding ($3 million) and develop a child survival program. The Mission 
wished t o  ensure rapid start-up of high priority activities and, to  do so, 
developed grants and agreements with five implementing partners during 1996. 
These partners--UNICEF, Catholic Relief Services, CARE International, Peace 
Corps and the BASICS Project--have varying programmatic objectives for acti- 
vities in  different geographic areas. USAIDIM was faced wi th the issue of how 
t o  ensure program cohesiveness, build on the strengths of each partner, encour- 
age program synergies and develop an integrated performance reporting system. 

USAIDIM staff used an NPI approach because they saw the importance of 
shared ownership across these very different child survival activities, including 
standardization of performance indicators, child survival messages and 
protocols, and implementation procedures. USAID saw a tremendous potential 
for program synergy and for each partner t o  take the lead in i ts area of special 
expertise. USAID, therefore, created the Child Survival Partners Coordination 
Group (CSPCG) and requested each partner's participation in this group and 
collaboration/coordination on messages, protocols, procedures and indicators. 

The CSPCG, which meets every t w o  months, has served as an important forum 
for illuminating the individual strength of the partners, as well as identifying 
weaknesses and the resources t o  resolve these weaknesses. In early group 
discussions it became evident that the capacity t o  design and conduct a 
required baseline survey varied across partners. One partner had already 
conducted a baseline using a standard child survival survey protocol. Other 
partners were at varying stages of survey design, some far along in the process 
and others struggling t o  identify a protocol. With the CSPCG as the vehicle for 
broader discussion, USAlD suggested that all partners standardize on survey 
design t o  the extent possible. The partners subsequently shared proposed 
baseline protocols and pooled technical resource staff. The partners discussed 
and agreed on a standard set of program-wide indicators--a menu from which 
individual partners could pick and choose. The final results of this joint effort 
and collaboration are that some partners received valuable "in-kind" technical 
assistance, all partners have received completed well-designed baseline surveys 
using common indicators, and USAID's child survival partners function as a 
cohesive team. 

There are numerous other examples of capacity building across partners. The - 

BASICS Project, for example, has taken the lead in developing and disseminating 
targeted nutrition messages for the broader group of partners. Catholic Relief 
Services is taking the lead in village health promoter training, Peace Corps in 
community-based health message development, and CARE in urban sanitation. 

The CSPCG bi-monthly meetings are jointly chaired by the USAlD Child Survival 
Program Manager and a representative of the child survival partners. The meet- 
ing site rotates, permitting each partner t o  share the lead and raise awareness of 
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its activities. Each partner is encouraged to  submit recent technical and 
program information, which is distributed t o  the group. The methodology and 
findings of special studies or ongoing efforts are presented at meetings and a 
sub-committee is responsible for a bi-annual newsletter highlighting successes 
and new information. Many partners also share technical and program 
information via electronic mail. 

Beyond information sharing, the CSPCG has served as an important forum for 
consensus building and the development of a common vision. Prior t o  the 
creation of the CSPCG, USAID's child survival partners actively participated in 
development of the HPN sector Strategic Objective (smaller, healthier families) 
as well as the Results Package for child survival (increased knowledge and use 
of high-impact child survival services). The CSPCG, by reinforcing a common 
vision, simultaneously reinforces USAIDrs programmatic goals and objectives. 

The CSPCG has also been instrumental in reducing the frustrations resulting 
from USAID1s reporting requirements and procedures. USAlD has worked 
closely w i th  the CSPCG t o  streamline and standardize reporting across partners. 
Partners now recognize that USAlD requests only information critical to  
performance and implementation monitoring, employing common deadlines and 
reporting formats. To plan for the first year of USAlD performance reporting 
(R2a) for the child survival component, USAlD convened a meeting of CSPCG 
member organizations receiving USAlD financing t o  jointly formulate the 
indicators and format for annual reporting. Perhaps most importantly, the 
CSPCG has gained recognition for USAlD as an active collaborator in program 
decisionmaking and has actively reinforced the core value of teamwork. 

Lessons Learned 

1. Prior t o  creating the CSPCG, USAlD established clearly defined objectives for 
the Group. These objectives were not limited t o  information sharing but also 
included implementation-relevant topics such as program coordination, stream- 
lined and standardized reporting and procedures, and technical support for 
member organizations. The CSPCG has been highly successful because its 
members view it as a successful forum for implementation-level decisionmaking. 
USAID1s active participation in the CSPCG as a team member and partner, 
rather than a directive donor, has also been an important element of the 
collaborative process. 

2. CSPCG partners' active participation in the development of USAID's sector 
strategy and Results Package for child survival were extremely important factors 
in the relative ease wi th which the Group has reached consensus on issues and 
its common vision. Cultivating the CSPCG was initially a labor-intensive activity 
for USAlD staff, but over time the CSPCG has become a high-impact, low 
maintenance partnership. 

Contact Person: Carol Payne 
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The Commercial Agriculture Production (CAP) Project: 

For almost 20 years, agricultural production throughout Madagascar fell 
dramatically as the Government sought to  eliminate intermediaries in  the 
agricultural production chain and replace them wi th State-run organizations. 
CAP is catalyzing a reversal of this process by addressing the major constraints 
t o  agricultural growth in the high potential zones of Mahajanga and 
Fianarantsoa. In the last year, CAP has reduced shortages of technical and 
managerial know-how in over 100 agribusiness clients, provided importers with 
$4.5 million in foreign exchange wi th  a six-month deferred payment plan 
through an Input Supply Fund (ISF), rehabilitated 158 km of farm-to-market 
roads, and helped establish 25 road-user associations. CAP has reinforced 
public-private partnerships and brought new activity t o  once abandoned regions. 

Working wi th agribusinesses, grower associations, road-user associations, local 
and national authorities, a series of international and local specialists, and 
USAlD and other donors partners, CAP has begun t o  alleviate many constraints 
t o  agricultural sector growth and w e  are beginning t o  see a revitalization in 
many areas where w e  work. 

CAP's progress has been due in large part t o  a customer focus and teamwork 
approach. By carefully listening to  i ts clients, CAP has been able t o  engage them 
more effectively in  the development process and make the assistance more 
responsive t o  their needs. By working creatively w i th  European, Japanese, and 
international partners, CAP has leveraged its efforts. And by collaborating w i th  
the SAVEM, and KEPEM environmental efforts, it has begun t o  link efforts t o  
increase economic growth and protect the environment. The three examples of 
CAP'S partnering activities discussed below illustrate CAP'S activities in building 
the capacity of local partners, fostering partnerships, and enhancing the 
enabling environment for partnerships. 

The Bekobay Plain: An  example of CAP's synergetic impact. Bekobay is a rural 
center located 100 km from Mahajanga in an agricultural area that produces 
approximately 4,000 tons of rice per year. Given the important agricultural 
potential of the Bekobay plain, CAP decided t o  rehabilitate a major feeder road 
in order t o  evacuate commodities from this area and establish a shorter physical 
link between Bekobay and the Mahajamba valley, one of the richest regions in 
the Mahajanga province. While building the road, the CAP team helped establish 
1 4  user associations and created a union of those associations, w i th  the 
participation and financial contributions of local authorities, collectors and agri- 
businesses. For the first time in that area, the private sector, local government, 
and small farmers were working together, sharing the same goals, trusting each 
other and devoting resources towards common objectives. 

CAP was perceived as a reliable partner and as the catalyst which engineered 
this joint organization and helped t o  foster a new climate of fruitful dialogue 
among all stakeholders. In that conducive environment, the newly elected 
mayor--with CAP'S assistance--convened a meeting of small farmers (members 
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of the road user associations) in May 1996 to  negotiate wi th collectors an 
increase of the farm gate price for the 1996 rice crop, which jumped from 400 
t o  700 Fmglkg. Encouraged by this success, but aware of the bad quality and 
the low yield of their rice, members of road-user associations, representing more 
than 1,000 farmers, decided to  request CAP'S technical assistance t o  obtain 
certified seeds and t o  improve crop protection against pests and parasites. A t  
the same time, CAP was providing technical assistance and financial support, 
through the ISF, to  the main collector in the Bekobay area in order t o  set up a 
new compact rice mill, which will be inaugurated in November 1996. The mill 
wil l  produce a higher grade rice with increased productivity. Finally, upon com- 
pletion of the feeder road (scheduled for November 1996), truck transportation 
is expected to  increase beyond the twenty-fold increase already experienced and 
transport cost is expected t o  drop by 30%. In summary, small farmers wil l  be 
the beneficiaries of CAP'S synergistic impact in the Bekobay plain, since their 
income will more than double due t o  the combined effect of higher production, 
improved quality, lower transportation costs and better prices. 

The Mahasoabe Road Users' Association. Rehabilitation of the Mahasoabe road 
could not be considered as success unless a system of periodic maintenance 
was put in  place. In order t o  assure that the Road User Associations would be 
strong enough t o  pursue maintenance activities, CAP fielded a special 
community organization team t o  assist them in getting started. Since the 
Mahasoabe association was particularly motivated, this was a relatively easy 
task. The t w o  main problems that needed to  be resolved were the acquisition 
of autonomous legal status for the association and development of a long term 
financing mechanism for their activities. The community organization team 
urged the association to  select its own  leaders and guided them in the 
formulation of their charter. The association quickly began t o  address such 
problems as tolls, setting weight limits and managing the rain barrier for "their" 
road. The goal of promoting a spirit of proprietorship was quickly achieved. 

Attaining autonomous legal status for the association turned out t o  be the most 
difficult task. Nevertheless, after months of lobbying the local, regional and 
national governments by CAP, the regional government granted the authority t o  
local officials t o  transfer management authority for CAP rehabilitated roads t o  
the new associations. This meant that the Mahasoabe association would have 
the legal authority t o  manage its road as it saw fit. A project sponsored by the 
World Council of Credit Unions has also committed t o  helping the association 
develop the financial management competence t o  be able t o  finance 
maintenance efforts in the long term. 

The experience of working in partnership wi th CAP encouraged the Mahasoabe 
association t o  seek out other partners. The members of the association had 
long wanted t o  develop a rural health center. The newly rehabilitated road gave 
them the tool w i th  which t o  attract other partners t o  this project. The associa- 
t ion received a grant from the US Ambassador's Self Help fund t o  purchase 
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medicines for the rural health center. It convinced the World Bank-financed FID 
Project t o  help finance the rehabilitation of the building t o  be used for the 
center. I t  contacted a local agribusiness and negotiated, wi th the help of CAP, 
the purchase of t w o  tons of fertilizer for its members. And finally, the women 
members of the association convinced the USAID-financed APPROPOP Project 
t o  support a family planning program at the center. 

By using a Partnership approach, CAP has been able t o  promote potentially self- 
governing and self-financing associations which wil l  manage the maintenance of 
rehabilitated infrastructures in their area. Moreover, in the case of the Maha- 
soabe association, the groups themselves have used partnership w i th  a broad 
range of NGOs, development projects, government and the private sector t o  
acquire access t o  services, like improved health and agricultural inputs, which 
are seemingly unrelated to the original motivation for organizing--the road. 

Transferring authority for road maintenance. One of CAP'S most complex 
activities was the design and application of a framework t o  transfer authority for 
management of rural roads from the central government t o  regional and local 
governments and private associations. This management mandate includes 
responsibility for collecting user fees and performing both routine and periodic 
maintenance of rural roads. The CAP-designed procedures have been recognized 
by the Government of Madagascar as the first operational model for transferring 
authority t o  local governments and NGOs under its decentralization program. 
Donors and GOM entities--including the European Union, the World Bank, the 
Ministry of the Interior, NGOs and other development partners--are using the 
CAP process as a model t o  transfer management responsibility from a central 
authority t o  a decentralized entity. 

Publiclprivate sector collaboration on the environment. CAP actively promotes 
the concept and practice of publiclprivate sector partnerships. In Fianarantsoa, 
CAP is a member of Operation Vile Verte, a consortium organized by  the Swiss 
Natural Resources Management Training Project (PFGRN) which works with the 
city's street department, a number of NGOs and neighborhood cleanup groups 
t o  rehabilitate three parks and promote the recycling of urban waste. Part of the 
recycled urban waste is used as compost for sustainable agriculture projects. 
CAP is also helping the rural commune of Sahambavy and a homeowners' 
association there t o  prepare requests for self-help funds t o  rehabilitate a dam 
damaged by  a recent cyclone. CAP agreed to  provide assistance, as the area 
has tremendous ecotourism potential. 

The following examples illustrate the type of value added results gained by  
using the NPI approach. During the past year, rates for trucking commodities on 
the newly rehabilitated roads in Mahasoabe dropped 50%--a benchmark in the 
reduction of transport costs for agricultural products. The regional office is 
working w i th  the road users association t o  assure the efficient organization of 
maintenance efforts. While getting organized t o  maintain the roads, the user 
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associations in Mahasoabe and Bekobay decided they also wanted CAP'S help in 
accessing better varieties of rice seeds and fertilizers t o  produce more rice. The 
infrastructure staff forwarded the request t o  the agribusiness support unit, 
which helped the association formulate their demand and present it t o  AFAFI, an 
agribusiness which also works wi th CAP. The Mahasoabe association wil l  use 
the receipts from the increased production to  help defray future maintenance 
costs of the road. 

Another example is the case of Mr. J. M. Ramamonjisoa, a grain buyer in the 
Befeta area. He was encouraged by the improved access t o  his area resulting 
from a CAP-financed road rehabilitation t o  request that CAP assist him in 
acquiring financing t o  expand his activities. CAP helped him t o  prepare and 
submit a loan request t o  the local branch of the National Commerce Bank (BFV). 
A loan for $7,500 was approved, permitting the marketing of approximately 2 0  
tons of additional agricultural products from this area. Because of reduced 
transportation costs, producers have benefitted from increased market possi- 
bilities and consumers are benefitting from increased volume of products on the 
market. 

Lessons Learned 

1. By catalyzing the creation of partnerships for rural road rehabilitation and 
maintenance, CAP has achieved secondary objectives which are complementary 
t o  its original objectives, resulting in increased production and a subsequent 
increase in farm household income. CAP is using the same approach for the 
environmental aspect of i ts development activities. 

2. This partnership-based approach which empowers local populations is also a 
key element w i th  respect t o  post-CAP sustainability. A catalyzing agent or 
reason is needed t o  coalesce community interests around a single objective. 
This agent must be something of very clear and pressing importance for all 
members of the community, such as a road. However, once the utility of the 
partnership approach has been understood by the community, it is relatively 
easy for it t o  approach other partners for the realization of other interests, even 
those of less acute importance. 

Contact Person: Dale Rachmeller 
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LOVA: Building Capacity o f  Environmental NGOs 

The SAVEM project is using community management approaches t o  help 
conserve biodiversity at six national parks in Madagascar. Based on the 
experience gained from managing the Conservation Action Grant Program--as 
well as feedback from various evaluations, needs assessments, and internal 
planning processes--the U.S. NGO, PACT, created a Planning Team t o  design an 
Action Plan for an NGO Capacity Building Program within the SAVEM Program. 
This Planning Team, including a representative of the biggest NGO Association 
in Madagascar (COMODE) conducted a series of interviews wi th 1 7  Malagasy 
NGOs, six International NGOs, and three organizations, USAIDISAVEM, 
APPROPOP and the Peace Corps. All of them were very interested in the 
objectives of the Action Plan. 

The Mission decided t o  use an NPI approach t o  better mobilize human and 
financial resources in order to  consolidate the strengths of existing NGOs and 
create opportunities for new NGOs to  become well-managed, self-reliant 
organizations contributing t o  development and conservation in the protected 
areas and peripheral zones outlined in the SAVEM project. The participatory 
programming process will ensure that future USAlD activities reflect the desires 
of customers. 

The LOVA Action Plan for NGO capacity building has six objectives. The first is 
t o  identify and strengthen 25 local development and/or conservation NGOs or 
community organizations, and to  increase their ability t o  contribute t o  the 
development of Madagascar. The second is t o  increase the program, financial, 
personnel management and leadership skills of the staff1 members of 25  NGOs. 
The third aims t o  improve the understanding of community development and 
conservation strategies and approaches of the 25  NGOs, while the fourth is t o  
increase the training skills of 15  stafflmembers within LOVA and its partners 
and t o  develop a team of master trainers to  assist in meeting LOVArs training 
objectives. The f i f th and sixth objectives are t o  facilitate access of LOVA NGOs 
t o  potential funding sources which will enable them t o  use their skills acquired 
in the areas of conservation and community development, and t o  monitor, 
evaluate and document the increase in management and program skills of 2 5  
NGOs over the project period. 

LOVA has also implemented actions t o  create an enabling environment and 
foster partnerships. It emphasizes practical approaches--rather than theoretical 
knowledge--and uses a range of partners, particularly U.S. PVOs and local 
NGOs, t o  implement and conduct program activities. LOVA goes t o  the NGOs, 
rather than asking the NGOs t o  come t o  them. The project maintains an 
ongoing, interactive relationship wi th NGOs, rather than a formal, bureaucratic 
relationship, and works t o  minimize bureaucracy in facilitating interactive 
relationships. LOVA management employs a participatory decisionmaking 
process, and utilizes the results of grant recipients' roundtable, and an 
institutional support grant t o  SAFIFJKM (one of the first Malagasy NGOs) as 
well as results from the COMODE NGO Assessment in managing i ts program. 
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LOVA has noticed several value-added results. The development of the collab- 
oration between LOVA and the six national parks included mutual consultations, 
common thought on appropriate methodologies, and a common vision of 
solutions to problems. LOVA recorded unexpected motivation and interest 
among local partners. A "reflection" mechanism was instituted at the local 
level. This assessment noted the willingness of local organizations to improve 
their management and their desire for more knowledge on how to increase the 
effectiveness and efficiency of their activities. The initial partnerships have 
provided LOVA with opportunities to establish partnerships with other insti- 
tutions and projects, such as FID (Fonds d'lntervention pour le Developpement), 
ANAEIFORAGE (Fonds Regional dlAppui a la Gestion de IIEnvironnement), the 
Environmental Foundation TANY MEVA. 

Lessons Learned 

1. The partnership and the participatory approaches that LOVA uses encourage 
feedback from local groups. Without these participatory and mutual consulta- 
tions, it would be difficult for LOVA to plan training which is responsive to a 
range of individual capacity building needs. 

2. LOVA needed to be patient when seeking local competencies that corres- 
ponded to the Action Plan needs. The reinforcement of the villagers' association 
as a development structure is a long-term process and requires some enabling 
factors that are not under the control of USAID, such as the reform of the NGO 
law, post-project funding sources, and the adoption of the law that empowered 
the local structures to manage local natural resources. 

Contact Person: Lisa Gaylord 

- 

V. CROSS-CASE ANALYSIS OF LESSONS LEARNED 

This section discusses the broad lessons learned from the Mission's NPI 
experience. From the cases described above, several broad themes can be 
identified. 

The Agency's core values have resonated well among all our partners and 
by  "walking" our values, the Mission's NPI activities have been accelerated. 

It is clear that forming and sustaining partnerships is a time-consuming 
process. Missions need time t o  identify the most appropriate partners for an 
activity. These partners need time t o  develop the partnership t o  a point where it 
can function effectively. Mature partnerships require trust among the partners, a 
common understanding, an agreed manner of  discussion and decisionmaking, and 
clearly identified common objectives. This all takes time t o  achieve, and the 
process cannot be speeded up t o  any great extent b y  applying external resources. 
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Missions using the NPI approach must incorporate the required time for partnering 
into their strategies and activity designs. 

Local organizations often require improvements in their operational and 
organizational capacity t o  effectively 
engage in partnerships. When 
partnerships are required to  handle 
funds and implement activities, the 
partnership itself needs t o  build the 
organizational structure and capability 
needed t o  achieve its objectives. 

The transfer of  power from 
central authorities to  local communities 
remains a major constraint to  the 
effectiveness of partnerships and t o  
the whole participatory approach. 
Achieving a devolution of power is 
often the major contribution of the NPI approach to  realizing development results. 

Perhaps the greatest value added from 
the partnerships promoted by the 
Mission is the precedent for getting 
organizations from different sectors to 
work cooperatively and cotlaboratively 
t o  address local development issues. 
This precedent, in effect, creates a 
context for further developments in 
partnedng at the local level. 

The NPI approach is more effective when the Mission assumes the role of  
a team member rather than that of a directive donor. This strategy gives all 
members and partners the opportunity t o  exchange and share information, 
experiences and viewpoints on  a more equal basis. 

Since most of  the Mission's activities involve several local level organiza- 
tions, more effective, appropriate, and efficient development can usually be 
realized b y  at  least increasing communication among these organizations. When 
greater interactions such as cooperation, coordination, sharing of resources, or 
joint activities among organizations are desired, the NPI approach greatly facilitates 
the achievement of  results. 

VI. CONCLUSIONS 

A. Value Added 

The partnering activities of  the Mission have had a clear value added effect. 
The increased communication and cooperation among local level arganizations has 
greatly increased the efficiency and effectiveness of several Mission activities such 
as family planning, road maintenance, and increased economic activity in  the 
peripheral zone of nature reserves. The partnerships have also created a local 
development structure that has attracted other resources and forms of support 
f rom both external donors and internal public and private sources. Perhaps the 
greatest value added from the partnerships promoted by  the Mission is the pre- 
cedent for getting organizations from different sectors t o  work cooperatively and 
collaboratively t o  address local development issues. This precedent, in effect, 
creates a context for further developments in partnering at  the local level. The 
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current partnering activities have clearly shown that, in at least some situations, 
the synergistic effect from partnering among local organizations can greatly 
enhance the development process. 

B. Next Steps 

1. Next Steps for the Mission 

The Mission fully supports the NPI approach and plans t o  continue t o  work 
through local level partnerships and to  expand such partnerships where feasible. 
There are, however, some areas for further work by the Mission. The Mission 
needs to  determine the different methods by which local partnerships can be 
fostered as well as the most appropriate means for developing the organizational 
capability of local organizations to  meaningfully participate in partnerships. The 
Mission also is trying t o  determine how t o  assess the organizational capacity of 
local organizations and identify appropriate indicators of increased organizational 
capacity and sustainable partnerships. Finally, the Mission is searching for ways t o  
adjust i ts reporting requirements to  better facilitate the participation of local level 
organizations in its planning and implementation activities. 

2. Suggestions for the Agency 

The value added from involving local partners in the development process is 
very clear. The Agency needs t o  continue t o  assist Missions in their efforts t o  
incorporate local partners into the design, implementation, monitoring, and evalu- 
ation of activities and in their efforts t o  use partnerships t o  enhance development 
at  the local level. Continued technical support from AIDIW will be required t o  
allow Missions t o  progress significantly in this direction. Some financial support t o  
assist Missions with implementing partnering activities would also be welcome. 
The Agency still needs t o  continue to  review and adjust i ts procurement 
procedures i f  small local level organizations are t o  become true partners in a 
Mission's activities. 

3. How the Mission Envisions its Role as an NPI Mentor 

USAIDIMadagascar was very pleased t o  be selected as a Partner Mission for 
NPI. The Mission has benefitted from its involvement in  NPI through the technical 
support provided and the increased attention t o  local organizations and partnering 
resulting from the NPI. The Mission hopes t o  continue t o  assist the Agency as a 
whole and other Missions directly in their attempts t o  better understand the 
complex process of involving local level organizations in development activities. 
One area which will support NPI is the Leland Initiate, which will begin t o  connect 
Malagasy institutions, groups and individuals--including those in  isolated regions--to 
their partners around the globe. USAIDIM welcomes direct contacts and dialogue 
with other Missions concerning our partnering activities and hopes this Resource 
Guide will increase the focus on partnering within the Agency. 
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NPI FINAL REPORT -- USAID/Panama 

I .  INTRODUCTION 

The USAIDIPanama program supports U.S. foreign policy objectives aimed at 
successful implementation of the Panama Canal treaties. Under the treaties, 
Panama will assume full ownership, control and operation of the Canal on 
December 31, 1999. In the interim, the U.S. has begun transferring extensive 
military bases and Canal operating areas to  the Government of Panama (GOP). 

A democratic, prosperous and stable Panama will help ensure smooth 
transfer of Canal ownership and control, contributing t o  efficient Canal operations 
well into the next century. In addition, well planned, productive and socially 
responsible use of the reverted areas is essential t o  offset the loss of income and 
employment resulting from closure of the U.S. military bases. 

Environmental protection of the Panama Canal Watershed (PCW) is vital t o  
safeguarding the fresh water resources upon which Canal hydrology depends. 
Continuing deforestation threatens the sustainability of these resources. 
Community participation in the protection of the Watershed requires close 
collaboration with the municipalities and local councils within and around it. 

The current environment in Panama for work wi th  nongovernmental 
organizations (NGOs), private voluntary organizations (PVOs) and community-based 
groups is optimal. Civil society is beginning to  take hold. The second national 
level elections have recently taken place and people believe in civil government. 
The GOP has begun attempts t o  stimulate relationships with the private sector and 
civil society, assessing possibilities to  create various types of institutional relation- 
ships, e.g. the recent UNDP-sponsored seminar "Panama 2000." A t  that seminar, 
the GOP, civil society and the private sector met t o  discuss management of  the 
Panama Canal, reverted properties and the PCW. Civil society voiced i ts concerns, 
including the future of National Parks within the PCW and the environmental 
importance of the Inter-oceanic region. The GOP agreed wi th  issues raised and 
acted upon them. 

USAIDIPanama seeks t o  provide local NGOs, cornmunity-based organizations 
and local citizens wi th  a legitimate role in the development/transition/managernent 
process for the transition of the Panama Canal and its adjoining properties and the 
management and protection of the PCW. It is important that organizations and 
citizens possess the capacity t o  act and have a clear sense of the importance of 
shared participation and responsibility t o  achieve results. 
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11. COUNTRY CONTEXT: FOSTERING PARTNERSHIPS IN PANAMA 

A. Description of the Roles of Nongovernmental, Governmental and 
Business Actors 

Panamanians continue to  build a democratic society, but despite efforts, this 
continues t o  be a very difficult task. Over the last few years major reforms t o  the 
judicial system, increased access t o  the political process, the beginnings of 
privatization, increased free trade and a review of agrarian reform policies and the 
facilitation of individual and communal land titles have been initiated. 

Presently there are an estimated 177 NGOs working in a multitude of 
developmental areas including agriculture/livestock, human rights, education, 
family issues, research, youth, environment, microenterprise, women's issues, 
nutrition/health, senior citizens and housing. Microenterprise and environmental 
NGOs seem t o  be the strongest and have begun t o  participate in country and 
sectoral level planning. These organizations have also begun t o  mobilize resources 
and have increased support t o  their membership. Some of these organizations 
have begun t o  develop medium- to  long-term strategic plans which include results 
and indicators for measuring results. A few organizations have initiated solid 
relationships wi th  the private sector and have received technical assistance and 
financial resources from them. 

The challenge t o  NGOs is engaging them t o  share risks and responsibilities 
and acting as full members in a partnership. Many still depend on donations and 
have not begun t o  realize the potential of local resource mobilization and/or 
financial sustainability. 

Local organizational capacity takes time, resources (technical and financial), 
creativity and ingenuity t o  produce and maintain, but the investment does have a 
high payoff. There are a few organizations in Panama which possess this capacity 
and the ability t o  assist the more incipient groups. They are beginning t o  see the 
importance of supporting other civil society members, but in many case do not  
possess the "know-how" t o  do so. NGOs have been much more effective then the 
GOP in technology transfer and the establishment and sustainability of  credit funds 
for agricultural production and microenterprise. 

Highlights over the past few years in Panama come from developments and 
advances by the small business sector. Throughout the country, cooperatives, 
associations and even several banks have contributed t o  increased incomes, 
economic growth and equity. These organizations provide small amounts of  credit, 
but more importantly provide training, ongoing technical assistance and motivation 
t o  grassroots based enterprises. 
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B. Special Challenges and Constraints 

Fifteen percent of the population controls 55% of the country's wealth, 
46% of the population lives in extreme poverty (up from 34% in 1986) and 
approximately a third of the households suffer nutritional deprivation. Panama, the 
southern-most country in Central America, shares the violent history of a region 
shaped by foreign intervention and monetary interest. The U.S. Embassy, United 
Fruit Company and the Panama Canal Company have exerted influence over 
Panama's public policies and intervened in its internal affairs throughout the 
country's 90-year history. 

Despite the increase in the number and activity of NGOs, many are still weak 
institutions and some exist only on paper. Other NGOs have political agendas. 
The InterAmerican Fund has to be especially careful when considering funding new 
NGOs to ensure that they have credibility, are effective and maintain non-partisan 
political positions. 

Essential to  the success of this process is for both the GOP and civil society 
to be more conciliatory and patient with one another. The GOP must begin to  
understand and accept that NGOs offer a viable alternative to government in areas 
where public participation is necessary, i.e. protected areas and national parks, and 
special areas such as the reverted areas of the Panama Canal. 

Decentralization is just now becoming a priority of the GOP. Legal, 
constitutional and structural changes are being pushed forward, permitting local 
initiatives in fiscal, administrative, regulatory and policy matters. For the past 30 
years, government in Panama has been centralized. During the Torrijos era, local 
governance was experimented with, but without success. Citizens are just now 
learning that they must address issues such as employment, the environment, 
safety and education. 

The USAlD Municipal Development project supported the Panamanian 
Association of Municipalities (AMUPA) in its organization of the first two  national 
conferences of elected municipal officials. Sixty-one of Panama's sixty-seven 
mayors and over 900 other local officials participated in working sessions, 
producing specific recommendations which were presented to  the President of 
Panama who attended the closing ceremony. 

USAID/Panamals Municipal Development Project continues to address the 
importance of local governance through ongoing technical assistance to the 
Association. This is the first step in the process. There is still a long way to  go 
especially in the area of advocacy, individual concerns and citizen participation. A 
major concern is that there is very little official coordination between local 
government and local nongovernmental entities. Because of this the capacity for 
local initiative, i.e., entrepreneurial, voluntary, or local governance is stagnated. 
The National Government currently does not support this and this activity requires 
a supportive national environment. 
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Ill. ACTIONS 

A. General Description of NPI Activities Undertaken 

The Mission will utilize its NGO partners to  structure relationships which will 
support development issues important t o  urban and rural poor, and contribute t o  
the emergence of self-sufficient organizations wi th  sustainable activities. 

The Mission has begun t o  restructure its activities t o  focus on the total 
inclusion of organizations other than the GOP. As mentioned previously w e  will 
emphasis working with the nongovernmental sector in the MARENA project. 
Currently the Mission is developing a reforestation fund for the PCW, which will 
provide training and technical assistance, resources for reforestation, and also a 
small component for sustainable development/alternative income-generating 
activities. 

As wi th  this activity and our private sector and municipal development 
activities, the Mission is in the process of redefining its role as a donor. We are 
discussing wi th  our partners the importance of co-financing and fundraising for the 
private sector t o  support development activities. We have met with and discussed 
ideas and initiative wi th  the Panamanian-American Chamber of Commerce 
(COLABANCO), Banco Continental, Tierras Feliz and Golden Forest. COLABANCO 
is very interested in sustainable development and reforestation, and has expressed 
an interest in working wi th  the Mission in this area. 

Agrarian Development Bank has co-financed a cattle production and 
reforestation project wi th  the Fundacion NATURA. The National Bank of Panama 
is considering working wi th  Fundacion NATURA t o  promote and finance 
reforestation and agroforestry project. Collaboration wi th  the Inter-American 
Foundation (IAF) has been ongoing for more than three years. Various 
organizations that the Mission supports have been supported by  the IAF through 
financial donations and technical assistance. 

The Mission has a keen interest in the Participatory Rural Evaluation 
methodology (REP). This process is initiated before the project design phase and 
includes beneficiaries, the GOP, NGOs and others interested in supporting 
development projects, as well as those who at  some point in time could have a role 
in supporting the project, organization and/or community. This process is ongoing 
throughout the project and contains periodic assessment/evaluation sessions with 
all involved entities. The goal is t o  track the tangible results as well as the 
intangible results, utilizing indicators agreed upon by  all involved organizations and 
individuals. Indicators include Standard of Living, Personal Capacity, Organiza- 
tional Capability, Organizational Culture, Policy Environment and Community 
Norms. 
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B. Operationalizing NPI 

USAIDIPanama, through meetings with the private sector, civil society 
NGOs, community organizations and universities, has established a task force t o  
discuss the transition of  the Panama Canal, reversion of U.S. properties and the 
conservation and protection of the Panama Canal Watershed. Members of this 
group include: the Universidad Nacional de Panama, Asociacion de Empleados 
Kunas, Fundacion Dobbo Yala, Smithsonian institute for Tropical Research, 
COLABANCO, Banco de Desarollo Agropecuario, Fundacion NATURA, CARITAS, 
Fundacion Panama, Congreso General Kuna, Congreso General Embera, Tierras 
Nativas, Cooperativa de Ahorro y Credito de la Union Nacional de la Pequena y 
Mediana Empresa (CACPYMER) and the Asociacion de Empresarios Extensionistas 
de Panama (ASEMEP). 

The Mission has structured t w o  working groups. One group focuses on  
natural resource issues and the protection of the Panama Canal Watershed, while 
the other group deals with reversionltransition issues. A small group was formed 
of members of both groups to  discuss overlapping issues. The Mission has 
broadened its partner base to involve civil society in discussions--up to this point 
only discussions because the GOP has not officially invited civil society into the 
transition or reversion process. 

USAIDIPanama plans t o  invite these three "task forces" t o  become formal 
partners for both our Strategic Objectives. For the protection and conservation of 
the PCW w e  are ahead of the game, since NGOs and community organizations 
currently support USAlD initiatives. The Mission also has a workshoplseminar 
planned t o  discuss the Strategic Objective and the Special Objective wi th  a small 
number of  representatives from the private sector, NGOs and community-based 
organizations. 

There are t w o  overarching issues which are unique t o  Panama and USAlD 
projects: 

1.  The conflict between development and preservation of Protected Areas 
and National Parks. 

2. Is there are role for Civil Society in the transition of  the Panama Canal 
and the reversion of Military and Canal properties? USAlD thinks so. How 
can their role be defined and excepted b y  the GOP? 

When assessing the issues and h o w  t o  address them, USAlD does need t o  
conduct capacity building--not only wi th  NGOs, but  more so with the GOP, 
specifically the INRENARE, Transition Commission and the Inter-Oceanic Regional 
Authority. The enabling environment in which civil society and the GOP need t o  
work currently does not exist. There is insufficient communication and little inter- 
action. Before the transition and reversion processes become truly transparent, the 
enabling environment has t o  improve. 
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USAlD will use four indicators t o  measure results: 

- reach/linkaaes - number of organizations or networks wi th  which the GOP 
has linkages; 

- vision - the degree to  which the GOP and Civil society jointly identify new 
opportunities and situations which motivate action; 

- democratic roractice - degree of participation of non-governmental 
organizations in decisionmaking; and 

- laws/'olicv - the number of legal measures influenced by civil society at 
the municipal, regional or national level. 

These indicators will be reviewed, measured and discussed every six months with 
partners. Partners will provide both oral and written comments pertaining t o  
indicators and achieving results. Results will assist in modifications or adjustments 
to  strategies. It is important from the beginning of these activities that partners 
understand that modifications might be necessary. This will allow the process t o  
be truly participatory and transparent. 

C. Ability t o  Leverage Support f rom Other Development Partners 

The Mission has no financial resources t o  dedicate t o  this activity. Several 
members of  the Mission staff have and will continue t o  dedicate time and attention 
t o  this activity. Because there have been no financial resources allocated t o  the 
process, progress has been slow. Seminars and working meetings have been 
insufficient t o  discuss, design and implement strategies and project activities 
because of the lack of funds. 

Also important t o  mention is that there are currently no other donors 
involved in  the process. Exploratory discussions have taken place wi th  UNDP and 
w e  plan t o  meet wi th  the local representative soon t o  include them in this process. 
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IV. CASE STUDIES OF INNOVATIVE APPROACHESlACTlVlTlES 

* Enhancing t h e  Enabling Partnership * 
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A. Development problem to be 
addressed 

B. Why Mission decided to use NPI 
approach 

C.  Description of actions 
undertaken/planned 

D.  Lessons Learned 

E .  Results/value added/uti/ity of NPI 
approach 

F.  Primary contact person for 
additional in forma tion 

7 

Insufficient capacity t o  implement reforestation 
agroforestry projects by GOP. 

To increase results for intermediate result 1.2 for 
strategic objective # I .  

1. Utilized Natural Resource Task Force as a 
sounding board for ideas. 

2. Invited non-members (private sector, NGOs) t o  
Task Force t o  express ideas on how they would 
address the issue and explain current activities. 

3. Promoted working relations between GOP, 
NGOs and private sector so that jointly they 
would present proposals for reforestation within 
the PCW. 

4.Provided resources for jointly implemented 
projects. 

5. Provided T A  and site visits t o  successful 
projects wi th similar attributes. 

1. That collaboration can be achieved if the 
anticipated results are common among all vested 
parties. 

2. In many situations individuals, organizations 
do not know how t o  establish enabling 
partnerships. 

1. lncreased number of hectares will be 
reforested in the next t w o  years. 

2. Grassroots beneficiaries wil l  be provided wi th  
alternative methods for agricultural production. 

3. lncreased awareness of the importance of 
forest cover within the PCW. 

4. lncreased income for those living in the PCW. 

Guy Branch USAIDIPanama 
Eladio Arauz INRENARE 
Antonio Telesca ANCON 



V. LESSONS LEARNED 

The following are key lessons learned that the Mission would like t o  share 
wi th  the Agency and other partners: 

a. NPI has t o  be a full-time activity if it is t o  be successful. Numerous 
organizations (i.e. Partners of the Americas) do this on a full-time basis. 

b. Constant technical support has to  be provided t o  secure a solid partnerships 
needed for NGO empowerment, local governance and joint project 
implementation. This support has t o  be provided by  the Mission. 

c. Specific goals and objectives must be developed i f  this initiative is t o  bear 
fruit. Goals and objectives have t o  be clear, concise and understandable by  
partners. In the case of Panama this still needs t o  be worked out (i.e. forest 
cover in the PCW, role of Civil Society in the reversion process). It is also 
important t o  establish measurable indicators in a participatory manner. It is 
important that partners be involved from the beginning. 

d. Financial resources are needed t o  initiate the partnership process. Seminars 
and working meetings away from the Mission are essential. Visits t o  other 
successful projects in the country and region are also key t o  influencing 
participation. 

Technical assistance t o  all partners--NGOs, GOP, the private sector--is 
necessary in areas of joint decisionmaking, participatory approaches, 
administration and financial sustainability. This is most important in 
developing a strateqic ~ l a n  for ~roiect/act iv i tv (s) im~lementation. 

c. This initiative needs t o  be addressed wi th  other U.S. institutions who 
provide support for development activities and/or administer similar types of 
projects. Several organizations which come t o  mind are: The Inter-American 
Foundation, The African Development Foundation, CARE, AFRICARE and 
Partners of  the Americas. 

It is important t o  present this initiative t o  the MDBs so that they become 
familiar with this initiative and possibly support activities directly and/or 
indirectly. 

d. The information network for this type of activity does not exist in most 
countries. It is important that USAlD develop a conference on the Internet 
t o  discuss and share information wi th  other institutions concerning the 
initiative. The only time this Mission receives any communication concerning 
the initiative is when its time t o  prepare reports or Washington needs 
information. This Mission has no idea what other countries, organizations 
are doing in this area, except for the very minimal information w e  have 
received concerning who are "Leading Edge and Partner Missions". 
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The Mission has received no guidance or feedback on its ideas, and has not 
been invited to participate in any training activities. In many cases the 
Mission does not know who to contact for advice. This Mission has had no 
direct Communication with LEMs and Partner Missions. 

USAlD is committed to restructuring its relationship with its partners. 
Additional resources (i.e. for training, travel and TA) are needed to 
accomplish this. With recent manpower cutbacks, USAID/W1s role in this 
process becomes even more important. USAIDIW could provide resources 
to contract organizations and individuals with experience in fostering 
partnerships to provide assistance to Missions and Partners. 

Results and indicators are a new concept to USAID personnel, and foreign to  
most of our partners. This process necessitates a formal and ongoing 
educational period. If public and private organizations are brought on board, 
this could be very successful and impact most program areas where USAlD 
is currently involved. 

VI. CONCLUSIONS 

A. Value Added of NPI Approach 

This activity has assisted the Mission in defining a strategy to  engage the 
NGO community, mass communication and the private sector to beqin to  think as a 
partner and not just as a grantee or potential grantee. It has also increased interest 
and participation in both of the Mission's Strategic Objectives. Recently many of 
the Mission's programmatic decisions have been based on input provided by 
partners. 

The Mission is also assessing the relationship of the two Strategic Objec- 
tives and looking for areas which are cross-cutting. This initiative has fostered 
increased communication and coordination at the Mission level which Partners can 
relate to, and we no longer carry out activities in a vacuum, but rather openly 
discuss issues and concerns and jointly develop solutions. 

The R 4  process has become easier to accomplish because of the 
commitment to  NPI. It allows us to utilize our partners' country specific expertise 
and in some instances to actually assist with portions of the R4 preparation. 

NPI has indirectly enhanced the administrative capacity and transparency of 
INRENARE through such projects as Management of the Panama Canal Watershed, 
Management of National Parks and Wildlands and Reforestation. It has also 
assisted the Mission to expand existing initiatives (i.e. reforestation) and draw on 
the expertise of U.S. NGOs to  provide TA and training. 
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The Mission has also fostered stronger ties among the GOP and non- 
governmental actors. Currently most activities which fall under the Natural 
Resource Management Project include some aspect of coordination and partner- 
ship. We consult wi th  our partners on all activities and encourage the GOP t o  do 
the same, for example by including NGOs and community-based organizations 
where project activities will be initiated. Through the Reversion project, coordina- 
t ion between the private sector and the GOP now exists where none existed 
before. Furthermore, this has caused an indirect chain reaction by the GOP 
because it n o w  sees how the nongovernmental sector can support i ts local, 
regional and national policies. 

B. Next Steps 

1. For the Mission 

With the extremely limited financial and human resources available, the 
Mission does not  plan t o  expand the NPI approach, but rather t o  refine, improve 
and solidify it. The Mission will take into account the level of  constraints in the 
enabling environment by implementing several activities which will continue t o  
build a partnership between the GOP, local government, NGOs and the private 
sector. 

The Mission will sponsor symposia t o  discuss and plan activities t o  address 
the Strategic Objectives. If possible, the Mission will allocate resources for an 
ongoing inter-institutional working group that can plan and assess project ideas, 
and take a leading role in project implementation and evaluation. 

With support from USAIDIW, the Mission will develop a strategy that 
crosses programmatic sectors t o  address both Strategic Objectives. This will entail 
fostering the Mission initiative of bringing partners from both SOs together t o  plan 
at least t w o  activities that can be implemented jointly. The Mission will also set 
aside resources t o  support a joint reforestation/agroforestry/environmental 
education program for the PCW that will be planned, implemented and evaluated 
by  a U.S.-based NGO, the GOP, private sector groups involved in reforestation, and 
local NGOs. 

2. Suggestions for the Agency 

a. Increase technical support t o  Leading Edge and Partner Missions so that they 
better understand how t o  utilize NPI. It is also important t o  develop a ' 

resource list which can be called upon when issues or questions arise. 
Additional case studies, such as those provided in the NPI Core Report, need 
t o  be provided t o  participating Missions. 

b. Regional Partner seminars and/or conferences should be held t o  provide 
partners with additional information and motivation t o  continuation there 
valuable efforts. 
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c. Additional resources need to  be provided for special activities by  Partner 
Missions. Resources are limited and most Missions do not have resources t o  
implement NPI activities. 

d. As stated in the Core Report, NPI is not expected t o  entail a rapid, radical 
transformation of Mission activities or Strategic Objectives. However, 
Missions are expected t o  tailor their programs t o  the NPI conceptual 
framework. This Mission's experience suggests that additional work has 
been needed t o  carry this out, and even more time needs t o  be devoted t o  
this initiative i f  it is going to  have an immediate impact. 

3. How the Mission envisions its role as an NPI MentorIResource 

This Mission has relevant experience in working with NGOs, civil society and 
the private sector. For example, one Mission staff person intimately involved wi th  
the NPI activity has worked in Panama with the civil society sector previously as 
the Inter-American Foundation Representative. During that time, an NGO "net- 
work" was established which still functions today. Other members of  the Mission 
have also worked wi th  local NGOs, both in Panama and at other USAlD Missions. 
There is a wealth of  experience and knowledge currently present at  the Mission. 

USAIDIPanama could assist in the development of  a regional strategy as well 
as support other Missions. But again it is important t o  point out that the "quality 
time" needed t o  get this initiative to  the point of self-sustainability is currently not  
available. 
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NPI FINAL REPORT -- USAID/Romania 

I. INTRODUCTION 

USAIDIRomania decided to  join the NPI effort as a Partner Mission in order 
t o  share with a broader audience its innovative work in helping t o  forge partner- 
ships between nascent NGOs, local government, universities, professional 
associations, and the private sector t o  address critical social problems that are the 
sad legacy of the repressive Ceaucescu regime. The Mission chose t o  focus on 
women's reproductive health in large measure because of the communist regime's 
longstanding pro-natalist policy under which women were required t o  bear children 
and were prohibited from using contraception and because of perceived 
opportunities t o  bring together a wide array of  social actors t o  tackle the issue. 

Modern contraceptives were largely unavailable t o  the majority of women 
except at exorbitant cost on the small black market. As a result of this policy, 
Romania registered the highest maternal mortality rate in Europe as many women 
chose t o  have illegal and invariably unsafe abortions. In addition, the number of 
children who were institutionalized and cared for by the State, often in horrible 
conditions, grew dramatically and created a national scandal wi th  which the 
current government must still contend. 

USAIDIRomania enlisted in the 
NPI ranks during the Learning Phase in 
order t o  offer an illustration of how the 
aforementioned multi-sided partner- 
ships can work t o  achieve sustainable 
results. The NPI approach evolved 
naturally in Romania as the most 
effective way t o  mobilize limited 
resources and t o  bring about far- 
reaching changes in national policy in the face of a central government that had 
made only halting progress toward political, economic and social reform. A 
conventional, central government-oriented development strategy was unlikely t o  
prove fruitful. This was particularly true in the area of women's reproductive 
health since the then Health Minister had a lukewarm attitude toward 
contraception and t o  the prospective role of the NGO sector. 

USAiDlRomania enlisted in the NPI 
ranks during the Learning Phase in 
order to offer an illustration of how the 
aforementioned multi-sided partner- 
ships can work to  achieve sustainable 
results. 

Following the 1989 revolution which brought down the Ceaucescu regime, 
the new coalition government vowed t o  move the country in the direction of 
democracy and free markets. A t  that time, both NGOs and for-profit enterprises 
were virtually non-existent. Local governments were all but  powerless. The climate 
for community action and civic participation was extremely negative. Universities 
were centrally-controlled by the Ministry of  Education, which dictated curriculum, 
faculty appointments, and procedures. Few professional associations existed. 
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In terms of women's reproductive health, the Ceaucescu regime's ban on 
contraception and abortion had produced the highest maternal mortality rate in 
Europe, a dubious distinction which persists t o  the present day. Women over the 
age of 35 still terminate 80% of their pregnancies through abortion and on average 
are reported t o  have five abortions during their child-bearing years. 

II. FOSTERING PARTNERSHIPS 

To address the issue of women's reproductive health in Romania, the 
Mission helped forge a wide-ranging and inclusive partnership between t w o  NGOs, 
Society for Contraceptive Education (SECS) and Youth for Youth, the University of 
Cluj Medical School, Ministry of Health's Center for Maternal and Child Health and 
Family Planning Unit, local departments of  the Ministry of  Health, municipal 
government, professional organizations and some private businesses. 

The overarching strategy for establishing a framework for women's 
reproductive health consisted first of all in encouraging and then assisting the 
government t o  undertake a shift from treatment-oriented tertiary care system t o  a 
prevention-oriented, primary care one. Heretofore, Romania had emphasized 
hospital treatment while primary care was limited only t o  General Practitioners 
(GPs) assigned t o  local dispensaries. These dispensaries were sorely under- 
supplied, meaning GPs were able t o  provide only limited treatment and forcing 
them t o  refer patients t o  the secondary health system. These polyclinics, in turn, 
would admit patients t o  hospitals or treat them on an out-patient basis. 

Only ObGyns had the right t o  provide family planning information or services 
t o  women. ObGyns, however, worked at the polyclinics t o  which patients had t o  
be referred by  the GPs, who were banned from furnishing such information and 
services. The bottom line was that there was no  place in the system for provision 
of family planning information owing t o  the ban on contraception. 

The Mission took a two-pronged approach t o  dealing with the issues of 
primary versus tertiary care and the role of GPs versus specialists. USAIDfRomania 
funded a World Vision project which was engaged in curriculum reform and estab- 
lished a Department of  Family Practice in Cluj that was geared t o  strengthening the 
role o f  GPs and enhancing their professional standing. Simultaneously, the Mission 
launched a policy dialogue wi th  the Ministry of Health t o  broaden the scope of 
family planning services that GPs could legally provide. Eventually, the MoH 
agreed that GPs could provide such information (but not insert IUDs or perform 
abortions) after having completed a six-month certification course. Unfortunately, 
three years later this course is yet t o  be designed and no  GPs have been certified. 

A further constraint was the fact that during the Ceaucescu period 
physicians were taught that modern contraceptives were unsafe so that when they 
became legal there existed a strong resistance t o  their use within both the medical 
establishment and the general population. In addition, one of the most commonly 
available and most reasonably priced contraceptives was the "Hungarian Pill" 
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which was saddled with a bad reputation both because it was a "high dose" pill 
and because ethnic tensions with between Romanians and Hungarians generated 
suspicions. To make matters worse, with the collapse of the health care system 
and non-payment of salaries a common occurrence, ObGyns have a financial in- 
centive t o  perform abortions rather than supply their patients wi th  contraceptives. 
Moreover, conditions are frequently dangerous, ranging from poor sterilization of 
equipment t o  the absence of local anesthetic. 

Confronted with this mindset, USAID/Romania and its development partners 
faced a daunting challenge in educating women as well as the medical community 
about the benefits of family planning. The Mission funded the NGO SECS t o  
establish the country first private family planning clinics. The organization was 
started by  a group of influential ObGyns appalled by  the number of women dying 
or permanently harmed from illegal, unsafe abortions during the communist era. 
SECS currently operates 12 clinics, only 7 of which are supported by  USAID. 

Government-run family planning clinics were funded by  a World Bank health 
sector loan; 12 such facilities are now open. A survey conducted b y  the Mission 
concluded that less than 10% of potential users of contraceptives chose t o  go t o  
these clinics due t o  concerns about the attitudes of the staff and about 
confidentiality. 

Private sector, for-profit clinics have also emerged in the last f e w  years. 
USAID/Romania has assisted them with training on business management and 
plans t o  send some of these doctors 
for U.S.-based training. Bringing the 
private sector into the family planning 
strategic partnership also was ex- 
tended t o  include pharmacists who 
work closely with doctors in repro- 
ductive health. USAlD also worked to  
foster links between NGOs and the 
government. The USAID-funded clinics 
run b y  SECS provided training t o  government staff working in various units related 
t o  family planning service delivery. Resource-strapped public officials came t o  
recognize the significant role NGOs can play in social service delivery, making them 
a worthy partner in the overall development process. The next step is t o  get these 
clinics t o  charge fees wi th  the explicit goal of  becoming financially self-sustaining. 

Resource-strapped public officials came 
to recognize the significant role NGOs 
can play in social service delivery, 
making them a worsthy partner in the 
overall development process. 

Ill. THE ROAD AHEAD 

The prospects for deepening and expanding these USAID-spawned strategic 
partnerships and shaping the policy environment have improved considerably with 
the election of a new pro-reform government which committed itself t o  tackling the 
tattered health care system. The Mission will seek t o  form a close working 
relationship with the new Minister of  Health and convey t o  him USAlD and 
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partner's policy agenda in the area of women's reproductive health. A t  the same 
time, the Mission will fund curriculum development at the University of  Cluj 
Medical School so that all physicians, nurses and pharmacists trained there will 
receive a solid grounding in  this area. 

Other steps will include pressing for the completion of the certification 
course for GPs so they can dispense information on and prescribe contraceptives; 
providing small grants for women's NGOs active in  advocating for policy reform 
and assisting a coalition of  these 

..,the NP1-inspired approach to 
partnership pursued in Cluj will be 
developed further into a regional model 
while a complementary effort will be 
launched in Bucharest, the national 
capital, to demonstrate how partner- 
ships are among the most effective 
tools for achieving sustainable resufts. 

groups t o  present their policy pre- 
scriptions t o  the Ministry of Health and 
t o  the Prime Minister; training a select 
group of journalists who can then write 
knowledgeably on  women's reproduc- 
t ive health; and working with ObGyns 
to  develop new medical standards for 
contraception. 

Finally, the NPI-inspired approach t o  

Romania Partner Mission Report - 176 

1 

I 

partnership pursued in Cluj will be de- 
veloped further into a regional model while a complementary effort will be launched 
in Bucharest, the national capital, to  demonstrate h o w  partnerships are among the 
most effective tools for achieving sustainable results. 



NPI FINAL REPORT -- USAID/Russia 

EXECUTIVE SUMMARY 

Today in Russia, hundreds of American and Russian organizations are working 
together in partnership t o  address many of the issues facing Russia as it pursues the 
simultaneous creation of a democratic society and a competitive market economy. 
Just over 100 of these partnerships have received funding from the U.S. Govern- 
ment's Freedom Support Act  assistance program for the Newly-Independent States 
(NIS) through USAID. 

The partnerships span all areas of USAID1s development portfolio: agriculture, 
business, energy, housing, civic initiatives, legal reform, media development, health, 
and the environment. Health partnerships are the most numerous; the agribusiness 
partnerships have involved the greatest amounts of money. USAlD has obligated 
more than $1 11  million t o  partnership activities since the beginning of the Russia 
program in 1992. 

In part, USAlD has used this 
approach t o  providing development 
assistance because, in general, it is felt 
that partnerships: 

more fully engage the energies of 
the partners than a contractual 
relationship would do; 

a leverage additional financial 
resources from the partners for 
the implementation of activities 

...p artnerships: more fully engage the 
energies of the partners than a con- 
tractual relatianship would do; leverage 
additional financial resources from the 
partners for the implementaxion of 
activities which the partners rnutuatly 
agree t o  carry out; and are sustainable 
indefinitely. 

which the partners mutually agree t o  carry out; and 
a are sustainable indefinitely. 

In Russia, USAlD had other reasons for adopting the partnership approach. 
First, as early as 1992-93, USAlD identified the need t o  respond both t o  the 
requests of  the new Russian government for assistance in  reorienting the structure 
of the political system and economy and t o  the demands of the newly-empowered 
"grassroots" for support and information. By making grants t o  key nongovern- 
mental "umbrella" organizations, and asking these organizations t o  make subgrants 
t o  American-Russian partnerships, it was possible t o  respond t o  a wide variety of  
immediate community needs and t o  encourage the rapid growth of Russians' o w n  
abilities t o  play a greater role in the social sector and economy than had been 
possible before. Second, b y  targeting partnership grants t o  organizations involved in 
addressing social problems--health in particular--USAID was able t o  play a small role 
in  assuring that the personal difficulties faced by  Russians as the social services of 
the old regime collapsed in the transition were in some way mitigated. 
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USAIDIRussia has funded nine major partnership programs to date as well as 
a number of stand-alone partnerships which were received through unsolicited 
proposals. 

In early 1996, as USAIDIRussia began to plan for the closeout of its program 
and for the most effective focusing of activities and assistance in the 1997-98 
period, it became clear that it would be useful to know more about just what made 
American-Russian partnerships tick--or, conversely, what might make them grind to 
a halt. In summer 1996, therefore, a few USAID staff--supplemented by experi- 
enced Russian survey specialists--prepared a questionnaire to explore systematically 
some of the issues which informal observation had indicated were important for 
American-Russian partnerships. Results from the survey and interviews provided 
some new insight into the partnership modality--and to its appropriateness as a 
mechanism for accelerating Russia's democratic and economic transitions. 

Partners take their relationship seriously. Nearly all of the partnerships 
have established a formal agreement--often a document such as a memorandum of 
understanding--that governs how the partnership will function and who is 
responsible for what. However, most partnerships do not rely on the formal 
documentation to govern their relationship; rather, a premium is placed on good 
informal communication between the partners. And most partners reported that 
such communication is good. 

75 percent of all the partnerships received more than half of their funding 
from USAID. Those partners that received less funding from USAlD were more 
active in seeking alternative sources of financing and in-kind support. This and 
other indications from the survey suggest a continued, widespread high level of 
dependence on USAlD funding for these partnerships, a dependence that will shift 
to  the American partner, other donors, or the Russian government once USAlD 
funding ends. 

While American and Russian partners tended to agree that both partners 
benefitted from the partnership relationship, their views as to the benefit accruing to 
the other partner were completely different. American organizations generally saw 
the Russian partner as acquiring the resources for new activities--a view consonant 
with Russians' own definition of their principal benefit. Most Russian partners, on 
the other hand, saw financial gain as the chief benefit accruing to  their American 
partner--even to  the non-profit organizations and universities! This view was not 
shared by the American partner. This surprising result may be related to  the fact 
that control of the budget is often in the hands of the American organization. This 
may be a potentially damaging element in sustaining partnership relationships when 
USAlD funding ends. 

Equality between partners, or the perception of equality, was found to  be 
an important factor in the partnership relationship, especially for the Russian 
partners. And most partners perceived that their relationship, on balance, was 
carried out on an equal plane. 
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When questioned about the future of  their partnership after USAlD funding 
ended, most partners saw the future through rose-colored glasses. They were 
optimistic that the partnership would go on at the same level of activity. However, 
responses t o  the budget source questions and our own  experiences wi th  those few  
partnerships no longer receiving funding suggest that there is a certain amount of  
naivete regarding the financial future and that partnerships will have a difficult time 
finding new resources once USAlD funding ends. 

In v iew of declining USAlD resources in Russia, and the interest which con- 
tinued partnership activity has garnered both in the U.S. and Russia, w e  recommend 
that: 

As mentioned above, equality is an important factor in the relationship wi th  
Russian partners. Therefore, attention should be paid, in  the design of future 
partnerships, t o  fostering the prospects for equality between the partners. 

In order t o  ensure that new partnerships do not foster the potentially 
damaging view that American partners are only in it for financial gain, Russian 
partners should be given more influence over budget decisions. This can be 
structured in such a way so that accountability for the funds is maintained by  the 
American partner but decisions on  allocations are jointly--and transparently--made. 
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I. INTRODUCTION 

Today in Russia, hundreds of American and Russian organizations are working 
together in  partnership to  address many of the issues facing Russia as it pursues the 
simultaneous creation of a democratic society and a competitive market economy. 
Just over 100 of these partnerships have received funding from the U.S. Govern- 
ment's Freedom Support Act assistance program for the Newly-Independent States 
(NIS) through USAID. 

The partnerships span all areas of USAID1s development portfolio: agriculture, 
business, energy, housing, civic initiatives, legal reform, media development, health, 
and the environment. Health partnerships are the most numerous; the agribusiness 
partnerships have involved the greatest amounts of money. USAlD has obligated 
more than $1 11 million to  partnership activities since the beginning of the Russia 
program in 1992. 

All of  the partnerships will result in a sharing of skills between professionals 
in  each of the partner organizations, an exchange of new ideas, and some kind of 
new activity on the ground in Russia. Some of the partnerships will result in pro- 
fitable businesses; the agribusiness partnership between the American food industry 
giant, H. J. Heinz Co., and the Georgievsk Agro-Industrial Company, for example, is 
producing a baby food line with which they hope t o  capture a substantial Russian 
market share in the coming years. Other American partners are providing training 
services with established Russian training partners--and supplying information which 
has never been needed in Russia before. The St. Petersburg University School of 
Management and the University of California at Berkeley's Haas School of  Manage- 
ment are working together, for example, t o  provide Russian students the market- 
oriented analytical skills which are essential to  the economic transition but  

USAIDIRussia Partnerships, 
Financing by  sector, 1993-1 996 

(7.5%) Civic Initiative 

(3.4%) Environment 

(1 7.8%) Business 8 Economics 
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USAIDIRussia Partnerships by  sector, 1993-1 996 

17 Civic Initiatives 1 Housing 

3 Environment 

were completely unnecessary in pre-perestroika Russia. Still other partnerships are 
simply introducing completely new concepts t o  the Russian scene. The International 
Republican Institute has partnered with three Russian organizations in different cities 
to  acquaint voters wi th  different facets of the new democratic election process. 

All of these partnerships were expected, in some way, to  give a boost t o  the 
enormous tasks of economic restructuring and the establishment of a pluralistic 
democracy in Russia. With USAlD funding, partnerships were able t o  tap into the 
best of  American expertise and goodwill and put it into direct, face-to-face contact 
with Russians eager t o  work together in applying this expertise and goodwill t o  
specific problems associated with the country's economic and political transitions. 

A. Why Partnerships? 

A "partnership" may be one of the most difficult organizational forms in  the 
world t o  manage successfully: witness the high failure rates associated wi th  the 
marriage partnership. Nevertheless, there is a strong belief among development 
organizations such as USAlD that a good partnership between t w o  organizations 
committed t o  a development goal can be mutually satisfactory and productive. 
Some even believe that partnerships are a more effective way t o  achieve develop- 
ment goals than more structured, "businesslike" organizational approaches such as 
those embodied in  most technical assistance contracts. 

Following this line of thought, it is asserted that a partnership will: 

a more fully engage the energies of the partners than a contractual relationship 
would do; 
leverage additional financial resources from the partners for the implementa- 
t ion of  activities which the partners mutually agree t o  carry out; and 

a be sustainable indefinitely. 
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USAlD is perhaps best known for promoting, throughout the world, 
partnerships between U.S. private voluntary organizations (PVOs) and host country 
nongovernmental organizations (NGOs). Such PVOiNGO partnerships are seen as an 
effective means for developing capacity of the NGOs while, at the same time, 
enabling the U.S. PVOs to provide valuable humanitarian or development services 
directly to the people without involving governmental authorities. But, as already 
noted, the partnership approach adapts well to other kinds of organizations and 
other kinds of objectives as well. Partnerships between educational institutions, for 
example, involve faculty exchanges, student exchanges, and joint sponsorship of 
research, conferences, etc. Such partnerships are expected to  lead to  a greater 
level of organizational linkage than might be the case with a more contractually- 
based arrangement. 

Partnerships in USAID's private sector development programs have often 
focused on fostering the establishment of joint ventures, or partnerships, between 
American businesses and local businesses. These are seen as an effective means 
for bringing the experience and know-how from the American partner together with 
the local partner's greater knowledge of the local market. The mutual objective or 
"stake," of course, is a viable and profitable business. 

In Russia, USAlD had other reasons for adopting the partnership approach. 
First, as early as 1992-93, USAlD identified the need to respond both to the 
requests of the new Russian government for assistance in reorienting the structure 
of the political system and economy and to the demands of the newly-empowered 
"grassroots" for support and information. By making grants to key nongovern- 
mental "umbrella" organizations, and asking these organizations to  make subgrants 
to American-Russian partnerships, it was possible to respond to a wide variety of 
immediate community needs and to encourage the rapid growth of Russians' own 
abilities to play a greater role in the social sector and economy than had been 
possible before. Second, by targeting partnership grants to organizations involved in 
addressing social problems--health in particular--USAID was able to  play a small role 
in assuring that the personal difficulties faced by Russians as the social services of 
the old regime collapsed in the transition were in some way mitigated. 

6. About this Paper 

Some of the partnerships which USAlD has launched have apparently 
succeeded; the Russian organizations are increasingly independent and effective and 
the American organizations continue to  be involved as valuable partners. Other 
partnerships haven't worked; a lack of trust or outright conflict closed down the 
activity before completion. 

In early 1996, as USAIDIRussia began to plan for the closeout of its program 
and for the most effective focusing of activities and assistance in the 1997-98 
period, it became clear that it would be useful to know more about just what made 
American-Russian partnerships tick--or, conversely, what might make them grind to  
a halt. In summer, 1996, therefore, a few USAlD staff--supplemented by experi- 
enced Russian survey specialists--prepared a questionnaire to  systematically explore 
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some of the issues which informal observation had indicated were important for 
American-Russian partnerships. The questionnaire was refined through testing and 
sent t o  all Russian and American partners by e-mail and regular mail. Response t o  
the mail survey was good, wi th  about 60% percent returning completed question- 
naires. In the end, 37 pairs of questionnaires were received from both Russian and 
American partners. In addition, 46 personal interviews were conducted wi th  repre- 
sentatives of Russian partners all over Russia, providing valuable qualitative 
information. The surveys may be found in  Volume 2, Section B, Annex 13B. 

This paper draws mainly on the written questionnaires, emphasizing, where 
appropriate, the "matched sets" of response returned from both partners in  a 
partnership. In the next section, Section II, we describe briefly the criteria which 
were used as benchmark criteria for a successful partnership. In Section Ill, the 
different partnership programs are described. In Section IV, we look at the 
responses regarding each of fiver benchmark criteria for success. Section V draws 
together the main points which emerge from the survey and suggest some lessons 
for modifications of future partnership program designs. 

II. WHAT MAKES A PARTNERSHIP? 

Though often loosely defined, a 
partnership between organizations 
usually implies: 

some equality in the relationship 
between members of the 
partnership; 

joint action toward agreed-upon 
objectives; and 

mutual benefit from the activities 
going t o  each of the partner 
organizations. 

More specifically, partnerships might be 
said t o  "succeed" when both partners: ~ 

1. contribute actively to  realization 
of the obiectives established by 
USAiD as the rationale for the 
initial grant or cooperative 
agreement; 
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2. mobilize more resources (both human and financial) for the program than are 
required by the agreement with USAID; 

3. derive mutual benefit from the activities of a scale significant enough to serve 
as an incentive to continue the partnership; 

4. show a substantial degree of eaualitv in the relationship between members of 
the partnership; and 

5. are sustained after all USAlD funding is terminated. 

These criteria were used to examine the responses to  the questionnaire and to 
assess the degree of success attained so far. Improved understanding as to  what 
makes Russian-American partnerships work--or not--are important to  advancing 
USAID/Russiars effectiveness in responding to the New Partnerships Initiative (NPI) 
recently launched by USAlD as a whole. 

NPI seeks to utilize partnerships to stimulate lasting economic, social and 
political development by building local institutional capacity, thereby accelerating 
host country "graduation" from U.S. Government assistance. NPI sees strengthen- 
ing of civil society as the most critical element in a country's development-- 
especially local civil society as represented by NGOs, small businesses and local 
governments seeking to solve local development problems, but also national civil 
society seeking to  improve the "enabling environment" for development. 

NPI is an internal USAlD initiative in the sense that it is targeted to  changing 
the way USAlD approaches sustainable development in its strategies and in its 
operations. However, the implications of NPI go beyond internal USAlD concerns 
since it foresees utilizing three types of partnerships to achieve its objectives: 
(i) partnerships between USAlD itself and the grantees and contractors that imple- 
ment USAlD programs; (ii) partnerships among the NGOs, small businesses and local 
government that can best effect the development of civil society at a local level; and 
(iii) partnerships between communities in the U.S. and in other countries, with a 
view to  highlighting the direct relevance of foreign policy to  the everyday concerns 
of U.S. citizens. 

The last type of partnership is particularly relevant in Russia since one of the 
overarching objectives of the U.S. assistance program is to  strengthen the people- 
to-people and community-to-community relationship between the two  countries. 
While only a portion of the USAID-financed partnerships in Russia directly address 
the de-velopment of civil society, they all seek to bring together Americans and 
Russians, thus bridging the gaps that have divided our countries for so long. 

The creation and nurturing of partnerships between American and Russian 
organizations is expected to  help to bring about a sustainable, stable relationship 
between the two  countries that will be one of the lasting legacies of the U.S. 
Government assistance program. 
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Ill. WHAT KIND OF PARTNERSHIPS ARE WORKING IN RUSSIA? 

Who were the people involved in the American-Russian partnership program-- 
and h o w  did they get selected for USAlD assistance? 

USAIDfRussia has funded nine major partnership programs t o  date as well as 
a number of stand-alone partnerships which were proposed through unsolicited 
proposal processes. (The full list of partnerships is found in Volume 2, Section B, 
Annex 1 3A). 

I . Private and Voluntary Organizationsr lnitiatives 

Since 1992, the PVO lnitiatives activity has provided small grants to  NGOs 
throughout the Newly Independent States. USAlD granted $22.5 million t o  World 
Learning, an American private voluntary organization, for Russian grants alone. 

World Learning held five successive competitions t o  identify American sub- 
grantees wishing to  pursue a partnership wi th  a Russian organization. Each of the 
five competitions was focused on an area of social concern: social safety net 
organizations; volunteerism; institutional development of NGOs; management and 
communications of NGOs; and health care. Initially, the PVO lnitiatives American 
sub-grantees dealt wi th  quasi-governmental Russian organizations as few genuine 
NGOs existed. A rapid scan of the some of the partnerships funded shows the 
breadth of issues addressed: 

Dubna Educational Center in Dubna Hospital No. 9 
Lutheran Hospital, LaCrosse, Wisconsin 

Human Soul Foundation 
The Fountain House 

Novosibirsk Regional Sports Club "Finist" 
Wheeled Mobility Center 

International Women's Center 
Center for Development and Population Activities 

@hi%a Nursing Association, Yekaterinburg Nursing Association 
World Vision Relief & Development 

Creativity Association, The Russian Association of Women Business 
Owners Alliance of American and Russian Women, AID t o  Artisans 

Interlegal 
America's Development Foundation 
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This activity will come to  an end in early 1997. The sizes of the World Learning 
grants ranged from $1 50,000 to $750,000 and the partners have used the money 
at widely differing rates. 

2. lnstitutional Partnerships Project 

The Institutional Partnerships Project (IPP) addresses the issue of continuing 
education and professional development, especially important in a Russia where 
retraining of professionals to adapt their skills and update their knowledge for work 
in a democratic, market-oriented economy is critical. 

IPP grants were made to partners with good plans for strengthening the 
capability of (I) Russian educational and technical training institutions to provide 
sustainable continuing education programs and (2) professional associations to 
provide sustainable services to their members. The project was designed as a part 
of USAID1s NIS Exchanges and Training (NET) Project. In Russia, more than $93 
million was directed to the NET Project and the IPP alone received more than $29 
million of the funding. 

Through a cooperative agreement with the International Research & 
Exchanges Board (IREX), an organization which has fostered U.S.-Russian 
educational exchanges for decades, USAlD has assisted partnerships between 
American and Russian universities, associations, think tanks and advocacy groups. 
The complete list is found in Volume 2, Section B, Annex 13A. The funding for 
each partnership was more substantial than for the World Learning grants, averaging 
more than $1 million per partnership. 

3. Energy lndustry Partnership Program 

This Partnership Program is sectorally-focused and complements closely the 
USAlD support for the Russian government's restructuring of the energy sector. 
Under the direction of the U.S. Energy Association (USAID1s umbrella grantee), the 
$2.5 million Energy lndustry Partnerships Program fosters communication between 
Russian and American counterparts in the energy sector by: establishing partner- 
ships between Russian and American organizations active in the electric power, oil 
and gas sectors; sponsoring general study tours for participants in the partnerships; 
and developing customized US.-based energy industry study tours. The Energy 
Partnerships have involved both national and regional firms, institutes, and regu- 
latory organizations. As the list of partners in Volume 2, Section 6, Annex 13A 
shows, the geographical spread of this Program is enormous, both in Russia and in 
the U.S. This Program is expected to continue through 1998. 

4. Hospital Partnerships 

The American International Health Alliance (AIHA) has partnered with USAlD 
to develop a very active set of partnerships between Russian and American 
hospitals. The $15 million (to date) Hospital Partnerships Program has enabled 
American hospitals and medical professionals to introduce improved management 
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techniques and systems t o  Russian hospitals. Interviews wi th  some of the Russian 
partners indicates that the Russian hospitals and professionals have introduced some 
new ideas and techniques to  their American partners as well! 

Each of the hospital partnerships listed in Volume 2, Section B, Annex 13A 
seeks to: adapt and disseminate successful preventive and curative techniques 
which are unfamiliar in Russia; improve efficiency and productivity through better 
clinical and administrative management; and train health policymakers and admin- 
istrators so that they are better prepared to  make rational system changes in the 
course of the Russian health care reform. 

The Russian partner in every case is still a government organization. 
However, with the gradual transformation of the economy and the reorganization of 
public social services t o  take into account market factors, many hospitals and 
medical facilities have begun t o  operate more autonomously and have begun t o  seek 
private sources of funding t o  supplement the diminishing public funds. The 
American partners, long used t o  the blending of public and private funds, have 
contributed a substantial number of fundraising ideas t o  their Russian partners. 

5. Media Partnerships 

Before 1992, the Russian media were completely owned and controlled by  
the state. Since 1992, there has been an explosion of independent media outlets, 
particularly in the television sector. The demand for new technology and for training 
in advertising and marketing techniques has mushroomed along wi th  the growth of 
the independent media industry. 

Since 1992, therefore, USAlD has funded a major training and advisory 
program wi th Internews, a U.S. nonprofit entity which promotes independent media, 
and its Russian partner, Internews/Russia. This program, however, was stretched t o  
i ts limits just meeting the needs of the independent TV stations springing into life 
across Russia. In 1994, USAlD designed a program t o  mobilize more support for a 
broader spectrum of independent media. The Russian American Public Information 
Center (RAPIC) and lnternews teamed up t o  manage an $10 million program which 
would foster partnerships between American and Russian media organizations wi th  
a view t o  developing the Russian organizations into sustainable, independent entities 
within a period of three years. As in other partnership programs, the Internewst 
RAPIC managers at the Media Development Project advertised a competition for 
partnership proposals and awarded sub-grants t o  winning teams. The breadth of  the 
partnerships formed (and listed in full in Annex 13A) has been remarkable. 

6. Agricultural Partnerships 

One of the first areas of the economy targeted for American support in the 
Freedom Support Ac t  program was the agricultural sector. The need t o  assure 
Russians' food supply during what was projected t o  be a difficult economic 
transition was uppermost in policymakers' minds, but there was also a strong sense 
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that American agricultural know-how and technology could make a strong and 
immediate impact on the economic recovery. 

In 1993, USAlD entered into a cooperative agreement with the Citizens' 
Network for Foreign Affairs (CNFA). Since that time, $1 8.5 million has been 
committed to agribusiness partnership grants intended to support the start-up of 
commercially viable Russian-American joint ventures, through which U.S. agri- 
business companies would introduce market-based, modern technology and 
management techniques. On the basis of the proposals made, it was expected that 
USAID-provided grant funds would leverage $135 million of American agribusiness 
investments, and that this investment would have a large "ripple effectm--i.e. 
expansion of markets for farm produce, adoption of new methods by Russian 
companies, and stimulation of ancillary investment throughout the food chain. 

Largely because of the difficult environment for doing business in Russia, 
reality has fallen short of expectations although some promising starts have been 
made. To date, less than $55 million has actually been invested by U.S. companies 
in the ten American-Russian agribusiness ventures sponsored by the Program (and 
listed in Annex 13A). Only one, in which the American partner is the H.J. Heinz 
Company, has fully carried out its investment and appears to be an unqualified 
business success. Four projects have made some progress but are still struggling. 
One venture has had to scale back considerably and two are currently on hold as 
they search for new partners and financing. One partnership just terminated with- 
out success and another plans to do so in the near future. The Program will likely 
end with five or six sustainable partnerships in widely scattered areas of Russia. 

7. Civic lnitiatives Program (CIP) 

The Civic lnitiatives Program in some ways might be considered a follow-on 
to the World Learning PVO lnitiatives activity presented above. Started in 1995, the 
CIP has been a key tool for USAIDrs portfolio for supporting the development of a 
grassroots democracy in Russia--and partnerships between Russian and American 
organizations are an important approach to grassroots NGO development which has 
been employed. Unlike the World Learning PVO lnitiatives activity, however, the 
CIP activity focused first on assisting NGOs to develop as organizations and then on 

- 

improving their skills to deliver social and economic services to their members and 
the public at large. 

- 

Save the Children and a consortium of other American PVOs have developed 
the many facets of the CIP jointly. Two regional NGO centers, one in Novosibirsk 
and one in Krasnodar, have been started by American NGOs whose proposals for 
setting up and managing local NGO small grants programs were outstanding. 
Through these regional programs, Russian NGOs receive small grants to consolidate 
public opinion and respond to public concerns and needs for social services. Several 
of the small grants enabled the Russian organizations to establish partnership 
relationships with American organizations. The list of these partners is found in 
Annex 13A. 
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Most of the partnerships' activities aim t o  build the institutional capacity of 
Russian NGOs for social service, education and professional development. To date, 
$1.1 million has been obligated t o  the partnerships program element of  the Civic 
Initiatives Program. 

8. Partnerships financed through the Eurasia Foundation 

Since 1993, the Eurasia Foundation has used funding channeled through 
USAID to  support economic reform and democratic institution building in the NIS 
through small grants. Acting as an umbrella organization, the Foundation runs grant 
competitions on a regular basis and selects those proposals which have merit. In 
some cases, these grants have been used t o  establish a partnership relationship 
between an American and a Russian organization. 

The partnerships' activities range from developing management, business and 
economic training programs to  improving public administration and the delivery of  
public services. Funding levels also vary widely. To date, a total of  $964,000 has 
been granted t o  partnership activities through the general Eurasia Foundation 
p'rogram. 

9. Political Process Partnerships 

The lnternational Republican lristitute (IRI) has received USAID grant funding 
since 1993 t o  strengthen Russia's reform-oriented political parties. Partnerships 
between IRI and Russian organizations have helped Russia's reform-oriented political 
parties t o  construct internal capacity for (1) conducting and managing election cam- 
paigns, (2) monitoring elections and reaching out t o  building political constituencies, 
and (3) creating infrastructures for candidate selection and platform development. 
Partnership activities involve training t o  party activists, leaders, and parliamentary 
factions. To date, $1 77,800 has fostered IRI partnerships with Russian 
organizations. Specifically, the partnerships are: 

Don Center for Political Technology 
lnternational Republican lnstitute 

Moscow School of  Political Studies 
lnternational Republican lnstitute 

a Nevsky Research Foundation, St. Petersburg 
lnternational Republican lnstitute 

1 0. "Stand-alone" Partnerships 

As the previous presentations indicate, USAlD has generally worked through a 
U.S. umbrella organization which is qualified to  make and supervise a sub-grant 
process. The following partnership programs, however, have been financed outside 
o f  the "umbrella" mechanisms described above: 
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Krasnoyarsk State University 
Washington State University 

Russian Initiative for Self Employment 
Center for Citizens Initiatives 

Russian Energy Managers Association 
Association of Energy Engineers 

The Union of Jurist of the Republic of Karelia 
Vermont Bar Foundation 

Independent Mine Workers 
United Mine Workers 

Nizhny Novgorod Vozmozhnost "Microbusiness Incubator and Leasing 
Activity" 
Opportunity International "Microbusiness lncubator and Leasing 
Activity" 

a Rostov Soprichastnost "Microbusiness Incubator and Leasing Activity" 
Opportunity International "Microbusiness lncubator and Leasing 
Activity" 

To date, $8.9 million has been obligated to  these partnerships. 

IV. HOW ARE THE PARTNERSHIPS DOING? 

In surveying the 206 Russian and American partners whose partnerships have 
been financed by USAID/Russia, we learned a great deal about the types of organ- 
izations that we have supported and the resources that they put into a partnership. 
The responses to  the factual questions about the organizations permit us to  make 
some generalizations. 

I .  The Russian partner organizations are young organizations. 

Most of the Russian partners (60%) are organizations formed since 1992, 
while the overwhelming majority of American partners (93%) are organiza- 
tions founded earlier. This contrast is to be expected given that many 
Russian organizations simply could not legally exist before the fall of the 
Soviet Union in 1991. The contrast may be exaggerated, however, as 
interviews indicate that some of the Russian organizations did exist in the 
1980s but have changed their name and staffing since then. 
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2. The partner organizations have relatively small teams of staff working on the 
partnership's activities. 

Most  partners, Russian and American, dedicate very few full-time or part-time 
staff t o  the work of the partnership. No matter how large the total staffing of 
a partner organization, most only dedicate the time of 5-10 people plus 
volunteers t o  the activities of the American-Russian partnership. 

3. The American partners are responsible for the financial management 
(generally at USAlD's request) but increasingly involve their Russian partners 
in budget management. 

The partnerships handle relatively large budgets for so few staff--with most 
partnerships handling more than $250,000 annually. In nearly all cases, the 
Russian organization does not have the financial management and accounting 
systems required t o  receive a grant from the U.S. government. Therefore, the 
money is nearly always passed through the American partner, though both 
partners may participate in managing the planning budget for the funds. 

4. The partnership is not taken casually. 

Nearly all of the partnerships have reached some kind of formal agreement-- 
often a document such as a memorandum of understanding--that governs 
h o w  the partnership will function and who is responsible for what. 

Using the more opinion-oriented survey responses, w e  then began t o  assess the 
success rate of  USAIDIRussia-funded partnerships against the five criteria for 
partnership success posited above -- at least from the perspective of the partners 
themselves. 

A. Accomplishment of Objectives 

Almost all partners believe they have met or will soon meet the objectives 
which they themselves have set for their partnerships. Since, especially a t  the 
beginning of USAlD assistance in 1992, many partnerships were expected only t o  
attain very broadly-stated development objectives, such as "improve health care" or 
"enhance indigenous capabilities t o  provide humanitarian and development 
assistance through development of local NGOs, the partnerships' achievement of  
their o w n  objectives is really the only sensible indicator of success. By this 
standard, then, survey results indicate that a high percentage (70%) of the partners 
perceive that they have nearly accomplished the objective of  the partnership or will 
soon do  so. Few are pessimistic about their chances of achieving their objective. 
This generally upbeat mood indicates that the partners perceive the partnership 
positively. It might be tempered, however, by  the view of about 30 percent o f  the 
partners (Russian and American) that a partnership wi th  an organization in their o w n  
country could be just as useful as their foreign partnership. One can surmise that 
the partners see their foreign partnership as an advantageous relationship that is 
going well, but  that alternatives might be just as useful. 
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We also explored which of the 
partners specified as their objective a 
development result (or development 
impact) and which defined as their 
partnership's objective the process 
of bringing about the development 
result. For example, one partner 
stated as its objective "improvement 
of health care delivery." This is 
clearly an objective which 
incorporates development impact. 
Another partner stated as its objec- 
tive "development and improvement 
of the training process [for medical 
school professionals]". This is 
clearly a process that will eventually 
bring about a development result. 
This distinction between develop- 
ment results and process is 
important to USAlD because, as part 
of our reengineering reform, we are 
seeking to  move the focus of our 
work towards the achievement of 
development results rather than on 
the processes that may eventually 
lead to the result. 

Survey responses indicate that about half of the partnerships sought a 
development result while the other half were focused on the process for bringing 
about the development result. There was no difference in terms of American or 
Russian partners being more or less likely to  seek a development or process result. 

There were, however, some common--and contrasting--themes expressed by 
Americans and Russians in discussing their objectives. In general, the American 
partners saw professional training for, or institutional development of, the Russian 
partner organization as the objective of the partnership. Many of the Russian 
partners, on the other hand, consider information exchange, technology transfer and 
networking as their main objective. In very few cases did one of the partners see 
the partnership relationship as an end in itself. Content clearly prevailed. 

In nearly all cases where we received a survey from both American and 
Russian partners (the 37 pairs in the "matched set"), they generally agreed on the 
objective of the partnership. However, even then the partners often did not state 
their objective in the same terms. For example, one partner might be more practical 
about the partnership (with Russian partners tending to be more interested in 
transfer of equipment and technology from their American partners) while the other 
partner (often the American) might be more focussed on the less visible objectives 
of the partnership, such as assisting Russia with its reforms. 
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The lesson here for USAlD is that the partnerships have not, t o  date, been 
focused on what we consider t o  be development results, nor have they been 
involved in partnership simply for the sake of having a partner from Russia or 
America. Instead, they have generally been seeking t o  set in motion the processes 
that eventually lead t o  a development result. This makes measurement of  the 
development results achieved by these partnerships a very difficult task but  is also a 
reflection of the environment which we were entering just four years ago. The de- 
velopment challenge will be to  move towards impact and away from process while 
sustaining the successful partnerships. 

B. Mobilizing Resources 

In order t o  understand 
the extent t o  which the bene- 
ficiary partnerships have in fact 
mobilized more resources 
beyond USAlD funding, we 
asked several questions in the 
survey regarding financing. 
While it would be preferable to  
have obtained financial account- 
ing data from the partners t o  
objectively examine this ques- 
tion, in the Russian context, 
this proved t o  be somewhat 
difficult. Therefore, we struc- 
tured the survey questions so 
that neither partner was asked 
for specific information about 
the value of their organization, 
but rather about the value of 
the activities of the joint part- 
nership and about the other 
sources of financing received by 
the partners. 

Responses indicated that 75 percent of all the partnerships receive more than 
half of  their funding from USAID. This suggests a widespread high level of  depen- 
dence on  U.S. Government (USG) funding for these partnerships. This impression 
was reinforced by  the response t o  an open-ended question asking each partner what  
kind of support USAlD could provide in the future. The majority of  both partners 
would like more or continued funding from USAID. In many cases, the Russian 
partners were not aware that financing came from USAlD or the USG, apparently 
believing instead that their American partner was using its o w n  resources for the 
partnership. 

Is the dependence on USAID funding increasing or decreasing over time? 
While the survey did not produce sufficient detail t o  measure precisely the level of  
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dependence, we were able to glean some impressions. First, the 75 percent of 
partnerships that receive more than half of their funding from USAlD do not vary 
with the age of the partnership, suggesting that there is no movement of partner- 
ships to  less dependence as they mature. Second, when queried as to  the change 
in their level of dependence, two-thirds of the partners perceived no change or even 
an increased dependence. Generally, then, these partnerships do not demonstrate 
that movement toward non-USAID sources of funding will automatically happen as 
the partnerships mature. 

On the other hand, the partners have been active in seeking alternative 
sources of financing. An overwhelming majority of the partnerships have under- 
taken fundraising to finance the activities of the partnership--in Russia, the U.S. and 
other countries. There is a divergence of views between American and Russian 
partners over the importance of other financing from other sources--and a diver- 
gence in the types of other sources tapped. 
American partners responded to the survey 
by stating nearly unanimously that securing 
financing for the partnership is a major issue, 
while only 75% of Russian partners thought 
it to  be a major issue. 

The most popular fundraising 
technique is a combination of submitting 
grant proposals and making personal visits to 
potential donors or support groups. It has 
been successful for many of the partner- 
ships. Nearly all of the American partners 
had received financing from other non-USG 
sources, and two-thirds of the Russian part- 
ners had received funding from alternative 
sources. Many of the Russian partners, 
however, had received in-kind support from the Russian government, reflecting an 
environment where the government still controls nearly 50 percent of the economy 
and local governments still control a large amount of property. The results suggest, 
therefore, that the USG will simply be replaced in many cases by another donor or 
government source, leaving the partnerships dependent on external sources of 
finance. Or, alternatively, partners will put pressure on USAlD to  continue funding 
as long as possible. 

The Russian National Asso~iation 
of Teiebroadcasters [NAT) and the 
U.S. National Association of 
Broadcasters is a dynamic USAID- 
financed partnership. fn less than 
one year, the NAT has collected 
552,000 from membership fees 
and membership growth has 
increased by 100%. Pan of this 
success is due to their American 
counterpart, the NAB, which pro- 
vided organizational advice and 
information. 

Few partners have sought to collect fees for services or undertaken member- 
ship drives which would make their revenues more predictable (for the exception 
that makes the rule, see the box on the partnership between the U.S. National 
Association of Broadcasters and the Russian National Association of Telebroad- 
casters). U.S. partners have been more versatile in securing financing and in-kind 
support from multiple types of sources, including private firms, contributions, 
contracts or grants for services, etc. But Russian partners were less often able to  
secure financing or in-kind support from more than one type of source, 
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It should be noted that most of these 
partnerships were structured in such a way 
as to require a minimum non-USAID con- 
tribution. Often USAlD grantees are only 
required to  put up 25% or less matching 
funds. In some cases, grantees moved 
beyond that minimum requirement--with the 
agribusiness partnerships actually providing 
a match of slightly better than $2 for $1 of 
USAlD funds. 

However, there is cause for concern 
that Russian-American partnerships in 
general are still overly dependent on USG 
funding and are not reaching out enough to  
garner multiple outside support. As a 
result of the survey, we have a general 
picture of American partners more worried 
about securing financing from multiple other 
sources, and more capable of finding such support, with their Russian partners 
remaining highly dependent on a few sources (especially Russian government 
sources). We also see that the partnerships in general are not using user fees and 
membership contributions to ensure their financial independence. 

All of this means that the burden for sustaining a partnership after USAlD 
funding ends may shift entirely to the American partner. Will the American partners 
be ready to  shoulder this burden--especially when profit-making activities are not 
part of the joint venture? 

C.  Mutual Benefit for Both Partners 

As far as USAID's development mission is concerned, the most important 
benefit to  be derived from the activities of a partnership are the results in terms of 
moving Russia's transition forward. But if there is also a value to  the very existence 
of a partnership between American and Russian partners--and if that partnership will 
be the vehicle for continuing U.S. assistance to  Russia's transition after USAlD 
closes--then both partners must derive mutual benefit from the partnership that will 
keep them interested after the donor leaves the scene. 

Our survey posed several direct questions of the Russian and the American 
partners regarding the benefits attained from the partnership. When asked frankly 
which partner benefitted more from the partnership, half of each side, Russian and 
American, responded that there was equal benefit. One third of each side saw the 
Russian partner as benefitting more. 

We asked each partner to identify the principal benefit of their partnership, 
choosing among a list that included: financial gain, new ideas, new skills, organiza- 
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tional strengthening, experience with new kinds of activities, or resources to  do new 
kinds of activities. (Respondents could also write in a benefit if it was not listed). 

The majority of American partners perceived the chief benefits of working 
with a Russian partner to  be organizational strengthening and experience with new 
kinds of activities. A small minority of the American partners saw the prime benefit 
to be resources for new kinds of activities, and an even smaller minority thought the 
principal benefit came from gaining new ideas. None of the American partners saw 
the principal benefit as financial gain. 

On the other hand, the Russian partners saw the benefits from the partnership 
in the opposite way. A small minority perceived the chief benefits of working with 
an American partner to  be a organizational strengthening and experience with new 
kinds of activities. A large majority perceived the chief benefit to be financial gain 
or resources for new activities conducted by the partnership in Russia. As with the 
American partners, only a small minority identified "gaining new ideas" as the 
principal benefit. 

These results might be explained by differences in organizational size and 
resources between Russian and American partners. Because American partners are 
(relatively) richer, they do not see the partnership as helpful in terms of resources 
but in terms of experience. The Russian partners, on the other hand, operate in an 
environment where resources are hard to come by, and thus see their chief benefit 
from a partnership in terms of resources. It is somewhat surprising that so few of 
the partners saw new ideas as a benefit from the partnership. Clearly, future 
partnerships that are designed chiefly to foster the exchange of ideas should be 
reconsidered. 

This divergence of perception of benefits about the principal benefits achieved 
by one's own organization can, with little reflection, be understood. What is 
surprising, however, are the survey results which indicate a wide divergence of 
perception of the other partner's benefits from the partnership. 

Using the same list of possible benefits, we asked each organization what 
was the principal benefit of the partnership for their partner. Most of the American 
partners agreed with their counterparts that the chief benefit for the Russian partner 
was resources for new activities. Most Russian partners, however, perceived that 
the American partner's chief benefit was financial gain. This perception is wide- 
spread, ranging across all types of U.S. partner organizations--for-profit, non-profit, 
educational, etc. 

Making this observation even more interesting is that the Russian partners did 
not think that the (supposed) financial gain of the American partners was 
necessarily bad--perhaps because they had already identified it as their own principal 
benefit. Probing with Russian interviewees on the question of disadvantages of 
having an American partner--which might have been expected to  result in some 
negative expressions regarding the American partner's posited motivation of 
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financial gain--resulted in a large majority of Russian organizations claiming that 
there were no disadvantages to  having an American partner! 

This somewhat cynical view of American partners' financial motivations may 
be tied t o  another result of the survey: a large minority of Russian partners would 
like more budget control and may view the American control of the purse as a chief 
benefit t o  the American side. Steps to  help the Russian partner responsibly manage 
the budget more could alleviate this cynicism. 

In sum, most of the partnerships perceive that there is a mutual benefit f rom 
the accruing t o  both partners, benefits which are equally shared or lean slightly in 
favor of the Russian partner. There is a strong disagreement, however, of  the 
nature of  the benefit accruing t o  the American partners. This disagreement can be 
seen constructively as a need t o  help the Russian partner better understand and 
control the budget in the future. 

D. Equality in the Relationship between Members of the Partnership 

Our analysis of  this criterion relies solely on the results of  our survey of the 
partners, since equality in a relationship depends entirely on the perceptions of the 
partners. We asked a series of questions about managing the partnership--who is in 
charge of the budget, who manages the workplan, who initiates ideas for activities, 
h o w  well do the partners communicate. The results are unambiguous in that the 
majority of  partnerships believe there is equality in the partnership. Russians feel 
more strongly about equality in  general, but both sides view it as very important. 
Most  partnerships believe there is balance in the workplan, though a minority of  
Russian partners feel the American partner dominates the partnership and 
responsibility for the work plan. Partnerships are very positive on  the ability t o  
communicate and frequently do so informally without resorting t o  formally recording 
decisions. 

Russians feel relatively more strongly about the American partner needing t o  
do a better job of  adapting their approaches and ideas t o  local conditions. This 
perception could be alleviated by  more attention at the beginning of the partnership 
by  the Russians in helping the American partner adapt t o  local conditions, including 
very frank discussions about the difficulty of  living in  a given area. Partnerships do 
not  see the budget as difficult t o  manage and believe there is management equality. 
The Russians would like t o  have more opportunity t o  take the initiative on  activities 
and ideas in the partnership while the American partner is content with their ability 
t o  do so already. A large minority of Russian respondents t o  the survey felt the 
partnership had changed over time t o  their benefit, while the American partners did 
no t  feel this way at  all. 

Organizational inequality does exist in that the Russian organizations tend t o  
have fewer staff, a leaner budget and fewer years of experience, but  this reflects 
the environment for NGOs in Russia, not the partnerships. Interestingly, partner- 
ships are not  being used as vehicles t o  create employment. Despite large amounts 
of  money involved, staffing on  both sides is minimal. However, partnerships do 
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influence large numbers of people and do attract volunteers who actively support 
partnership activities. 

In sum, equality, or at least the impression of equality, is a factor that is quite 
important for Russian partners. Future partnership programs should be structured to 
ensure that equality of the partners is respected. 

E. Sustaining Activities 

The study looked at several 
factors to assess the potential 
sustainabiiity of these partnerships 
after USAlD funding has ended: the 
views of the partners themselves on 
the future of the partnership, a realistic 
view of the financial outlook for the 
partnerships, and the effect of equality 
and mutual benefit on the continuation 
of the partnership relationship. 

The first factor is the view of 
the partners themselves on the future 
of their partnerships. Our survey 
asked each partner if they saw the 
partnership as permanent. The 
response--nearly unanimous--was 
"yes". Furthermore, most partners 
foresee the partnership continuing into the future doing the same kind of activities 
done now and the same level of resource requirements for those activities. 

However, financial reality is likely to intrude on these optimistic expectations. 
USAlD financing of these partnerships cannot go on forever. Although most of the 
partnerships are seeking alternative sources of financing, as already discussed, there 
is a level of dependence on USG funds that does not appear to be decreasing. For 
example, the Moscow Charity House and Access Exchange International partnership 
completed its objectives, but as soon as USAlD funding ended, the partners were 
not able to  sustain some of the achievements of the partnership. One such 
achievement was providing transportation services for the disabled; this is no longer 
possible. There is little or no effort at charging user fees or collecting membership 
contributions, and, in the Russian context, tax-deductible charitable contributions 
from corporations are not an option. There is a real risk that many partnerships, and 
the work they do, will disappear at the end of USAID financing--unless the American 
partner steps in with additional resources of its own, or another donor or the 
Russian government steps forward. 

For the current group of partnerships, time is running out fast. For future 
partnership programs, USAID should consider increasing the American partner's 
responsibility for the financial sustainability of the partnership from the start. A 50 
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percent or higher matching require- 
ment might be warranted. 

How do our findings on mutual 
benefit and equality affect the sus- 
tainability of partnerships? The 
perception of equality is very impor- 
tant for Russians participating in a 
partnership and American organiza- 
tions wishing to sustain a partnership 
relationship must keep that in mind. 

The fact that both partners 
perceive benefits to themselves from 
the partnership is a positive sign for 
its continuation. However, the fairly 
widespread Russian perception that 
the American partner is in it for the 
money is a potentially damaging 
element in the relationship that could destroy the partnership if, after U.S. 
government funding ends, the American partner expresses expectations for a larger 
contribution from the Russian partner to sustain joint activities. A greater role for 
the Russian partner when budget decisions are made will help to ease that suspicion 
and lengthen the life of the partnership. 

V. CONCLUSIONS AND RECOMMENDATIONS 

In summary, the survey responses indicate that: 

F Partners take their relationship seriously. Nearly all of the partnerships have 
entered into some kind of a formal agreement--often a document such as a 
memorandum of understanding--that governs how the partnership will 
function and who is responsible for what. However, most partnerships do not 
rely on the formal documentation to govern their relationship; rather, a 
premium is placed on good informal communication between the partners. 
And most report that they have such good communication. 

b While many of the American partners contributed the (USAID-required) 25 
percent of costs to the partnership activities, and the American agribusiness 
partners contributed significantly more, 75 percent of all the partnerships 
received more than half of their funding from USAID. Those partners that 
received less funding from the government were more active in seeking 
alternative sources of financing and in-kind support. These and other 
indications from the survey suggest a continued, widespread high level of 
dependence on USAlD funding for these partnerships, a dependence that is 
likely to  shift to  the American partner, other donors, and/or the Russian 
government when USAlD funding ends. Alternatively, it could result in 
pressure on USAlD to  continue funding the partnerships indefinitely. 
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b While American and Russian partners tended to agree that both partners 
benefitted from the partnership relationship, they disagreed as to the benefit 
accruing to the other partner. American organizations generally saw the 
Russian partner as acquiring the resources for new activities. Most Russian 
partners, on the other hand, saw financial gain as the chief benefit accruing 
to their American partner--even to the non-profit organizations and 
universities! This perception is a potentially corrosive element regarding 
sustainable partnership relationships--both because it reflects a certain 
cynicism about the American partners' motivations and also because it could 
contribute to an expectation that the American partner can easily afford to 
sustain the relationship even if USAlD funding ends. Indeed, for a smaller 
group of Russian respondents and interviewees, there was already an 
assumption that the American partner, rather than USAlD or the USG, was 
the financing entity! One other potential benefit of the partnerships was 
noticeably absent; neither American or Russian organizations used the 
partnership funding to hire large staffs to run the partnership's joint activities. 
Staff sizes dedicated to the activity were generally on the order of 5-1 0 
persons on each side. 

b Equality, or the perception of equality, was found to be an important factor in 
the partnership relationship for the Russian partners. And, even though 
American partners in almost all cases were responsible for financial 
management, most partners perceived that their relationship was carried out 
on an equal plane. 

b When questioned about the future of their partnership after USAlD funding 
ended, most partners saw the future through rose-colored glasses. They 
were optimistic that the partnership would go on at the same level of activity. 
However, responses to  the budget source questions and reality from those 
few partnerships no longer receiving funding suggest that there is a certain 
amount of naivete regarding the financial future and that these partnerships 
will have a difficult time finding new resources once USAlD funding ends. 

In view of declining USAlD resources in Russia, and the interest which 
continued partnership activity has garnered both in the U.S. and Russia, we  
recommend that: 

b Future Russian-American partnerships should be conditioned on the American 
partner, rather than USAID, putting up more than 50 percent of the resources 
required for joint activities. This would ensure that the USAlD support is 
minor from the start and that the partners will be active in seeking alternative 
sources to  replace USAlD when its support ends. It should also be under- 
stood that, for the near future, Russian partners will be obligated to  rely to  a 
certain extent on Russian government resources, especially in-kind 
contributions like land and office space. 
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b In response t o  the desire for equality between partners, and in order t o  ensure 
that new partnerships do not foster the potentially damaging view that 
American partners are only in it for financial gain, Russian partners should be 
given more influence over budget decisions. This can be structured in such a 
way so that accountability for the funds is maintained by  the American 
partner but decisions on allocations are jointly -- and transparently -- made. 

F As already mentioned, equality is a particularly important factor for Russian 
partners. Therefore, attention should be paid, in the design of future partner- 
ships, t o  fostering broadly the prospects for equality between the partners. 
Specifically, this means ensuring that Russian partners perceive assistance 
received from the American partner as a two-way exchange of information 
and that positive and informal communications are always maintained. The 
fact that most of the partners involve only a limited staff in the activities of  
the partnerships should help to  foster closer communication. 

VI. ANNEXES - located in Volume 2, Section B, Annex 13.. 

A. Complete Listing of All Partnerships by  Program 

B. Russian and American Surveys of Partnerships 

C. Russian-American Partnerships Financed b y  USAlD - Contact Information 
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NPI FINAL REPORT -- USAID/South Africa 

I. INTRODUCTION 

The USAlD program in South Africa draws on principles from the New 
Partnerships Initiative (NPI) at two 
levels. The first is an emphasis on 
supporting cooperative working 
relationships between government and 
NGOs across most of the portfolio. This 
is a central theme of the USAlD program 
in South Africa, which draws on the 
extensive relationships that USAlD built 
up with South Africa's well-developed 
NGO sector over ten years during the 
anti-apartheid era. Much of the current 
program is aimed at helping the new 
democratic government work cooper- 
atively with NGOs in fields such as 
democracy/governance (DIG), education, 
private sector development and housing. This is consistent with the theme of 
public-private partnerships that underlies NPI. 

The second level consists of specific activities, mainly in D/G and housing, 
that support specific partnerships that are closer to the NPI model that links local 
government, NGOs, and small business at the local level. 

II. BACKGROUND 

All of these activities are influenced by the strength of the NGO sector in 
South Africa, which is unique in Africa and unusual in the developing world. South 
Africa has had a developed NGO sector for many years. Initially this sector 
consisted mainly of NGOs led by white South Africans which performed traditional 
social and community service and welfare functions. 

After the intensification of the anti-apartheid struggle in the mid 1 970fs, 
new types of civil society structures grew up rapidly in the black townships with a 
different focus. These included two types of CSOs: 1 ) community-based 
organizations which mobilized communities to resist government controls (called 
"civics" for civic associations); and 2) NGOs which provided services to  fill the gap 
left by apartheid's deliberate neglect of the black population. The former were 
closely linked to  the political movements that led the anti-apartheid struggle and 
had explicitly political objectives. The latter were usually sympathetic to  the anti- 
apartheid struggle, but focused more on compensating for the effects of apartheid 
by developing alternative means of meeting urgent social needs. 
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In the mid 1980s, CSOs supporting black upliftment began to receive 
substantial financial assistance from foreign donors, reflecting a desire by most 
developed countries to  support the anti-apartheid struggle. In many cases, this 
was a complement to Western policies of imposing sanctions on the South African 
Government in an effort to force political change. Aid to black South Africans was 
part of a package: sanctions put pressure on the government to abandon apartheid, 
and aid to black South Africans helped empower the majority population. With 
direct dealings with the South African Government ruled out by political conditions, 
Western assistance to  the majority population had to  go through CSOs. 

The United States was at the forefront of the new initiatives toward South 
Africa. The 1986 Comprehensive Anti-Apartheid Act (CAAA) imposed partial U.S. 
economic sanctions on South Africa and mandated a U.S. assistance program for 
black South Africans. That assistance was to go through NGOs and community 
groups. USAlD assistance to South Africa grew rapidly--from $1 4 million in 1986 
to  $50 million in 1991, to  $80 million in 1992. 

From 1986 to the early 1990s USAlD assistance focused on community and 
leadership development, human rights, education (especially the provision of 
scholarships for disadvantaged South Africans to attend universities in South 
Africa and the U.S), support for black private enterprise development, and housing. 
In the course of delivering this assistance, USAlD developed extensive relations 
with South African NGOs and community groups. Most other donors followed 
similar courses. For example, the European Union set up a special nontraditional 
assistance unit in South Africa to  give grants to South African NGOs (assisted by a 
local organization, the Kagiso Trust). 

With the establishment of a new democratic government in South Africa 
under the leadership of President Mandela in 1994, U.S. assistance increased to  
approximately $120 million per year for the years 1994-96 and the purposes of 
U.S. assistance changed. The purpose shifted from supporting the overthrow of 
apartheid to  supporting the consolidation of democracy, and to  helping the majority 
population make social and economic progress under the new order. 

The new Government established a Reconstruction and Development 
Program (RDP) to foster development of the disadvantaged population. A special 
RDP Office was established to  coordinate the Government RDP efforts. The main 
vehicle was an RDP Fund, which awarded additional resources to  Government 
departments for programs to help the majority population. In addition, a small 
program was set up to coordinate funding to NGOs and community-based 
organizations (CBOs), called the Transitional National Development Trust (TNDT), 
which is t o  be replaced eventually by a National Development Agency (NDA). 

After the 1994 democratic transition, donor practices diverged somewhat. 
The RDP Office asked donors to  shift their development assistance from NGOs to  
Government--through contributions to the RDP Fund, bilateral agreements with 
Government Departments, contributions to  the TNDT, or other methods. USAlD 
committed a significant share of its additional post-elections funds to bilateral 
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agreements with Government Departments, but did not reduce its direct funding to 
NGOs. (This was possible because the total level of U.S. assistance increased.) In 
fact, USAIDrs net funding to NGOs rose, because--with the agreement of 
Government Departments--many bilateral agreements funded cooperative efforts 
between the Departments and relevant NGOs. However, many other donors did 
cut funding to  NGOs. 

As a result of changes in donor policies, the NGO community began to 
suffer growing financial problems after the 1994 election. These problems were 
compounded by the movement of large numbers of NGO leaders into government 
positions, which depleted NGO leadership ranks. NGO roles also came into 
question, as the new Government expressed its desire to  work directly with 
communities through community organizations and civics, with a minimal role for 
NGOs. These factors combined to create a crisis in the NGO sector, which was 
clearly evident by 1995. 

In 1996 the Government modified its approach and announced a new pro- 
gram of economic reform aimed at boosting growth and job creation over the next 
10-20 years. It closed the special RDP Office that had managed the RDP Fund and 
folded the RDP Fund into the national budget in an effort to "mainline" it. 

Ill. USAlD SUPPORT FOR PARTNERSHIPS 

As the South African 
Government faced the difficulties of 
transforming Government structures 
from the old order and the tremen- 
dous social development challenges 
facing the country, many of the new 

USAID/SA strategy places special emphasis on 'supporting sustainable roles 
for NGOs in South Africa and on helping NGOs work out viable working relation- 
ships with Government. It does this for several reasons. First, USAlD believes 
that NGOs can help Government meet development needs, particularly at 
community and grassroots levels. As a by-product, civil society partnerships will 
help Government Departments build their capacity to  manage participatory 
development processes. Second, USAlD believes that cooperative relations with 
Government are important for NGO sustainability, which in turn is important for a 
strong civil society. 

... many ;of the new poiitieaf leaders 
began t o  call for increased cooperation 
between Government and civil society to 
meet development needs. 

Third, USAlD believes that South Africa has unique potential for constructive 
partnerships because of the strength of its NGO sector and the democratic, 
participatory orientation of its Government. Fourth, USAlD believes that USAlD 

political leaders began to call for 
increased cooperation between Government and civil society to  meet development 
needs. Some Ministries have been more committed to such cooperation than 
others, but in general there has been a search for new ways to tap the capabilities 
of NGOs and CBOs. 

South Africa Partner Mission Report - 204 



has a comparative advantage in working on NGOIGovernment partnerships, 
because of USAID1s experience with NGO partnerships worldwide, the Mission's 
experience base with NGOs in South Africa, and its in-country staff (which gives 
more capacity to  handle management intensive NGO programs). 

The U.S. focus on civil society in 
South Africa is not limited to official 
U.S. assistance. The importance of 
NGOs and civil society in South Africa 
has been recognized by many other 
American organizations supporting 
development in South Africa--in 
particular by U.S. foundations. U.S. 
foundations, church groups, universities, PVOs and other groups have established 
extensive program and personal linkages with their South African counterparts, as 
documented in recent reports by the Southern Africa Affinity Group of the Council 
on Foundations in the U.S. 

Within the official donor community, USAlD is the most NGO-focused of the 
major donors, channeling a large share of its assistance resources through NGOs-- 
either through direct grants to NGOs or through bilateral agreements with 
Government Ministries that provide for USAID funding of NGO programs to  meet 
needs identified by the Government. 

U.S. foundations, church groups, 
universities, PVOs and other groups 
have established extensive program 
and personal tinkages with their 
South African counterparts ... 

Even the first category, direct grants to NGOs, are usually coordinated with 
relevant Government Ministries. For example, USAIDrs housing program supports 
a wide range of NGO activities to support and facilitate the construction of low- 
cost housing for historically disadvantaged households. Grants have been provided 
to over 40 organizations, including non-profit developers and technical assistance 
organizations, emerging contractor organizations, and housing finance institutions 
which provide non-conventional lending to households which have not in the past 
had access to formal sector finance. All of these activities are coordinated with 
the Ministry of Housing, which sees them as supportive of its reform agenda. 

- 

Bilateral agreements are another major form of USAlD support for NGOI 
Government partnerships. Approximately 40 percent of the USAlD budget since 
1994 has gone into bilateral agreements with technical Ministries. A large 
proportion of these funds have supported--and will support--cooperation between 
Ministries and NGOs in areas such as policy development, training, and service 
delivery. 

Examples include: 

Under USAIDrs Administration of Justice bilateral with the Ministry of 
Justice, USAlD has funded NGO-led fora at which the Minister has discussed his 
policy priorities and program plans and received inputs from civil society. Also 
under the Administration of Justice bilateral, USAlD has funded provision of human 
rights education and legal assistance by community-level advice centers. 
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t Under the SABER bilateral agreement in Pre-PrimaryIPrimary Education 
with the Ministry of Education, USAlD will fund NGOs to provide large-scale 
teacher training, help the national and Provincial Departments of Education 
implement new policies, disseminate new curricula and alternative teaching 
methods, and transform administrative structures. 

Under the ESAT bilateral agreement in Adult Basic Education and Training 
(ABET) with the Ministry of Education, USAlD will fund NGOs to assist the national 
Department of Education in the generation of standards and curriculum materials 
for the ABET field. 

t A USAlD bilateral with the Ministry of Provincial Affairs and Constitutional 
Development supports the expansion of community inputs into environmental 
management practices. 

Such partnerships with NGOs are 
often very attractive to new Ministers 
and political officials. In some cases, 
this is because the new officials come 
from the NGO world themselves, as 
former NGO leaders in the apartheid era. 
They are therefore open to  working with 
NGOs in their Government roles and 
understand what NGOs have to offer. 
In some cases, new political leaders 
are attracted to NGOs as sources of 
new policy ideas, helpers in imple- 
menting new policies, and helpers in 
orienting Government Departments to the new policies and implementation 
methods favored by the political leadership. To ensure that its assistance is 
approved by both political leaders and their Departments, USAlD coordinates all 
bilateral assistance with both the political officials (usually the office of the 
Minister) and the Department (usually the Director General). 

. ..partnerships with NGOs are often 
very attractive to new Ministers and 
political officials. In some cases, this 
is because the new officials come 
from the NGO world themselves, as 
former NGO leaders in the apartheid 
era. They are -therefore open $0 
working with NGOs in their Govern- 
ment roles and understand what 
NGOs have to offer. 

Another major category of assistance is direct USAlD grants to  NGOs to 
provide technical assistance to Government or deliver services requested by 
Government. Examples include: 

A USAlD grant to  the National Institute for Community Education Trust 
(NICET) has provided technical assistance to the Ministry of Education to build 
capacity, sharpen skills, and obtain community input in the formulation of national 
policies, including support for the efforts of the National Task Team of Further 
Education which is charged with developing a national policy framework on further 
education. 

A USAlD grant to the National AIDS Convention of South Africa 
(NACOSA) has helped the Ministry of Health develop policy and consult with 
constituencies in this new area of concern. 

<* i ?  
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t A USAlD grant to the Education Foundation (a long-time USAlD grantee) 
has allowed that organization to provide critical help to the Ministry of Education 
and to Provincial Departments of Education on policy and capacity building and to 
build expertise in education management information systems in government 
structures. 

USAID grants to NGOs such as the National Literacy Cooperative (NLC) 
have provided adult literacy training services desired by the Ministry of Education, 
complementing Ministry-funded programs. 

t A USAlD grant to the Independent Examinations Board is helping the 
national and Provincial Departments of Education (in four provinces) establish 
quality assurance examination and management systems consistent with the 
Government's National Qualifications Framework. 

t A USAlD grant to  the Educational Support Services Trust allowed that 
organization to partner with the Northern Cape Province Education Department and 
the private sector to support the dissemination of innovative, low-cost curriculum 
materials on newsprint to  every Standard 2,3 and 4 child in the province and to  
train teachers in the use of new, learner-centered teaching methods. 

A major USAlD grant to the Land and Agricultural Policy Center has 
helped the Ministry of Land and Agriculture develop land reform policy and 
programs. 

Three USAlD grants to  Housing Development Trusts are helping com- 
munity groups take responsibility for their communities, formalize land tenure, and 
secure physical improvements to their property and surroundings. 

A USAlD grant to the National Urban Reconstruction and Housing Agency 
(NURCHA) has created a private sector guaranty facility for emerging contractors 
to secure construction finance from private sector lending institutions. 

The above are the main channels for broad USAlD support of Government1 
NGO cooperation across the portfolio. In addition, within the Mission's DIG 
program, USAlD supports specific models of Government, NGO and private sector 
cooperation that are based directly on the NPI model of linkages among local 
government, NGOs and small business at the local level. In South Africa, these 
efforts focus more on the provincial level than the local government level, and 
stress CSOs more than the for-profit sector. 

These DIG activities include support for: 1 )  improvements in the enabling en- 
vironment for NGOs; and 2) innovative models of partnership among Government, 
NGOs, and the private sector, particularly at the provincial level. These areas of 
assistance were suggested by USAlD consultations with partners in DIG. Those 
consultations indicated that there is a need for more favorable tax and regulatory 
regimes for NGOs (particularly in regard to  private fundraising) i f  the NGO sector as 
a whole is to  remain strong; and that models of effective partnerships among 
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Government, NGOs, and the private sector at provincial and local levels are needed 
if there is to  be effective cooperation and sustainability in local development 
efforts. 

As a result, USAlD has included in 
its DIG strategy an Intermediate Result 
targeting positive changes in these 
areas. USAlD support for enabling 
environment improvements is delivered 
through assistance to NGO umbrella 
groups advocating legal and regulatory 
changes within South Africa. USAID 
support for models of effective part- 
nerships among Government, NGOs and the private sector at provincial and local 
levels is provided through assistance to proposed partnerships that demonstrate 
innovative practices and have the potential to be replicated. 

- 

... models of effective partnerships 
among Government, NGOs, and the 
private sector at provincial and local 
levels are needed if there is to be 
effective cooperation and sustainability 
in local development efforts. 

In the area of models of partnerships, USAlD has already had one major 
success. Through a local NGO--the Foundation for Contemporary Research (FCR)-- 
USAlD supported a major collaborative effort among provincial and local 
Governments, NGOs and community groups, and businesses in the Western Cape 
Province to  develop new transport policies that could better meet the new eco- 
nomic and social needs of the province. This process involved extensive meetings 
and dialogue and some policy research. In the end, all players were able to  reach 
agreement on the new policy directions. These new directions will require mutual 
cooperation to  be implemented, but have good promise of being implemented 
because all players have been involved at each step along the way. 

This effort has been widely praised in the Western Cape as a model of 
effective cooperation between Government and civil society and has received the 
support of both of the dominant political parties in the Province (the National Party, 
which holds the Provincial Premiership, and the ANC, which has the RDP portfolio 
in the Provincial Government]. 

USAlD is also supporting two  efforts to  develop new models of effective 
Government/civil society partnerships in the Free State and Northern Cape 
Provinces. These are through grants to  local NGOs, the Education and Enterprise 
Trust (EWET) in the Free State and the Social Change Assistance Trust (SCAT) in 
the Northern Cape. Both of these grants are providing training and capacity build- 
ing to  selected communities in the two provinces (mainly rural communities in the 
case of the Free State) to  help them link with local Government authorities to  
ensure that Government services and economic development efforts are responsive 
to  community needs. 

For the future, USAlD is exploring innovative partnership concepts that have 
not been extensively developed in South Africa up to  now, including endowments 
and community foundations. 

South Africa Partner Mission Report - 208 



The goal of all of these USAlD programs is t o  encourage constructive and 
cooperative relationships between NGOs and Government for long-term develop- 
ment. There is already strong Government interest in working wi th  NGOs. USAlD 
expects that this interest will be even stronger in the future, as early problems of 
setting new policy and program directions within Government come under greater 
control, and political leaders have more time t o  focus on partnerships wi th  NGOs 
and civil society. 

IV. CONCLUSION 

USAlD believes that South Africa 
is a very promising place in which t o  
pursue the NPI themes of cooperation 
and partnerships among Government 
and civil society because of the strength 
of i ts civil society, the Government's 
interest in promoting popular participa- 
tion, and the scope of the development 
needs that have t o  be met relative to  the 
resources available t o  meet them. 
USAlD is devoting a significant share of 
its assistance funds t o  supporting 
GovernmentINGO cooperation in various 
sectors and t o  develop and demonstrate 
new models of publiclprivate partnerships under its DIG program. 

USAlD believes that South Africa is a 
very promising pface in which t o  
pursue the NPI fhemes of cooperation 
and partnerships among Government 
and civil society because of the 
strength of its civil society, the 
Government's interest in promoting 
popular participation, and the scope 
of the deveiopment needs that have 
to be met retative t o  the resources 
available to meet them. 

If South Africa embraces and operationalizes such partnerships on a large 
scale over time, USAlD believes that South Africa could be a model of  constructive 
Governmentlcivil society relations for the rest of Africa and the world. 

South Africa Partner Mission Report - 209 
,. -.,#-, 17. 6 L(J 



Section B: 
NPI RESOURCE GUIDE 

ANNEXES 



ANNEX 1 

Current Indicators Reported by Leading Edge Missions 

Sector--NGOs Activity--Grassroots Capacity Building 

Resource Guide Annex #I - 1 
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Ph 

INDICATOR 

Aggregate costs of USAlD funded NGOs covered by program-generated 
revenues (Family planning). 

Active NGOs working on public policy issues. 

Organizations using public outreach mechanisms. 

USG-assisted community-level information systems. 

Direct action (e.g. petitions) taken on policy by civil society organizations. 

Organizations participating in NEAP (National Environment Action Plan) 
development. 

Financial sustainability attained by selected USAID-assisted FP service 
providers increased. 

Endowments established wi th selected NGOs (in FP, HIV/AIDS). 

Facilities wi th functional financial management systems in place (FP, 
AIDS) . 
Fee for service in selected service delivery sites for selected services 
introduced. 

Selected (FP & HIVIAIDS) advocacy groups strengthened t o  fully 
participate in formulation of national FP & AIDS policy. 

Active NGOs providing civic education. 

NGOs representing women's issues. 

NGOs expanding into democracy and governance activities. 

NGO representation in districts. 

Election centers wi th monitors. 

Professional associations supporting FP. 

Organizational resources--NGOs, PVOs, private firms -- engaged in 
renewable NRM. 



Sector--NGOs Activity--Improved Enabling Environment 
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Community management for sustainable (fish) harvests--planned, initiated 
completed. 

Forest area under systematic management instruments and forest cover 
in  targeted geographic areas. 

Forest area under systematic management and forest cover in targeted 
areas. 

The coalition uses its research & analytical capacities for developing 
issues. Three different coalitions. 

The coalition trains and mobilizes leaders and members at all levels of the 
coalition. Three different coalitions. 

The coalition operates based on a participatory, grassroots-up, gender- 
sensitive approach. Three coalitions. 

The coalition deliberates in an organized and timely fashion. Three 
coalitions. 

The coalition identifies an agenda built on consensus within the coalition. 
Three coalitions. 

The coalition identifies and works wi th interested parties that share and 
are willing t o  support the coalition agenda. Three coalitions . 

Number of strengthened targeted NGOs and local government 
institutions. 

Resource Guide Annex #I - 2 
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INDICATOR 

Law implemented providing regulatory framework for NGOs. 

Institutionalization of a freer, more open society and accountable 
government. Freedom of association. 

Revised civil code. 

New GOGINGO consultative mechanisms established. 

NGOs denied registration by the government. 

Time taken t o  register an NGO reduced. 

Meeting permits without delays or denials. Party. 

Constitutional reform. 



Sector--NGOs Activity--Linkages & Partnerships 

11 MISSION ( INDICATOR 

Sector--Local Governance Activity--Grassroots Capacity Building 

Resource Guide Annex #1 - 3 
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INDICATOR 

Local government & community contribution t o  family planning program. 

Association members elected t o  local bodies increased. 

Customer confidence in their ability to  influence local decisions in target 
communities increased. 

Women elected t o  non-reserved and chairperson seats on local bodies. 

Customer confidence in their access t o  equitable justice in target 
communities increased. (ADR) 

Women ADR clients in target communities. 

Women serving on ADR panels in target communities increased. 

Growth in self-authorized local funding. 

Improved processing time for development permits. 

Management information systems in place & implemented. 

Municipalities implementing costs reduction programs. 

Own-source revenue. 

Public hearings provided by local government. 

Additional municipalities carrying out publiciprivate partnerships. 

Revenue per beneficiary. 

Labor counseling centers established. 

Local level groups involved in local level government issues. 
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Local groups involved in government planning and development. 

Local organizations with democratic elected officers and by-laws. 

Forest areas managed by communities in  USAID-supported areas. 

Oversight of forest and water resources by user groups in USAID- 
supported areas. 

Villages adopting NRM in USAID-supported areas. 

Institutionalization of a freer, more open society and accountable 
government. Decentralization; control of corruption. 

People surveyed knowledgeable about duties of elected representatives. 

Municipal budget made public & discussed wi th  community by local 
officials in targeted communes. 

NGOs, community groups, and farmer groups participating in (NRM) 
protection efforts. 

Laws passed with NGO lobbying. 

Policy change due to  NGO advocacy. 

Coalitions formed t o  promote conflict prevention. 

NGOs brought into conflict prevention/resolution process. 

LGUs that are enrolled in LPP. 

LGUs that have achieved LPP annual benchmarks. (75% enrollment). 

NGO representatives participating in Local Special Bodies (LSB) 

People who feel their priority concerns are being addressed by  LGUs. 

Percent of total disadvantaged on which coalition has impact. Different 
coalitions. 

LGUs in which information regarding resources expenditures and 
operations is available t o  citizenry. 

Net amount of self generated revenues collected by target LGUs. 

Target LGUs implementing plans developed wi th  effective participation. 
- 



Sector--Local Governance Activity--Improved Enabling Environment 
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Target LGUs that have a monitoring system wi th NGO or PO 
participation. 

Target LGUs securing credit from for-profit institutions. 

Municipal solid waste disposed through environmentally sound systems. 

People benefited by adoption of environmentally sound practices. Total. 

User groups wi th joint responsibility for management of natural 
resources. Total. 

Increased expenditure by local governments. 

People who believe local government is responsive t o  their needs. 

Development projects jointly implemented by local governments, 
community groups, and NGOs. 

Number of strengthened targeted NGOs and local government 
institutions--Total. 

Citizens wi th information on national and local issues. 

Mediation Board cases resolved. 

People using Mediation Boards. 

Backlog cases in Courts of Appeal. 

Neighborhood Health Committee Formation--Proportion of committees 
contributing to  annual district action plans. 

Resource Guide Annex #I - 5 
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INDICATOR 

Legal changes and directives promote independent municipal finance, 
property, and privatization. 

Policy positions publicly taken by municipal associations. 

Increasing local level organizations participation in strategic planning, 
development, and resource allocation. 

Peaceful transfer of power at local and national levels. 

Enabling legislation for local government passed and implemented. 



Sector--Local Governance Activity--Linkages & Partnerships 
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Community Forestry Corps established for supporting sustainable. natural 
resource management. 

Subcommittees of local people dealing wi th conflict resolution and 
prevention. 

Total amount of national revenues allocated to  target LGUs. 

Sector--Small Business Activity--Grassroots Capacity Building 

MISSION INDICATOR 

None reported 

Resource Guide Annex #1 - 6 
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INDICATOR 

Firms using improved accounting, marketing, and other business 
management practices. 

New capital invested in municipally privatized entities. 

Improved business operations adopted by  assisted firms. 

Sales change in assisted firms. 

Clients served by assisted consulting firms. 

Improved services adopted by assisted consulting firms. 

Fee paying membership in assisted associations. 

Improved/new services offered by assisted associations. 

Agricultural & Marketing Foundation (AMF) membership 

c. 
4 u 

Gu 

Gu 

Gu 

Exports by  AMF members. Total. 

Volume bf goods transported between key markets. 

Loans made per year. Various programs. 

Ongoing loans that are not current. Various progiams. 



Sector--Small Business Activity--Grassroots Capacity Building 

.. 

Resource Guide Annex #1 - 7 

Gu 

Gu 

Gu 

Gu 

Ha 

Ha 

Ke 

MISSION 

Ke 

Ke 

Ke 

Ke 

Ph 

Ph 

S r 

S r 

S r 

Sr 

Sr 

Za 

Za 

Value of loans. Various programs. 

Value of loans to  women. Various programs. 

Sales of contraceptives private sector. Various products. 

Private family planning and commodity delivery sites. Total. 

Businesses created or reopened. 

Credit loans for woman-owned and small/micro-enterprises. 

Horticulture seed multiplied by  private sector. (Also maize seed). 

INDICATOR 

Microenterprises receiving credit. 

Net annual change in MSE employment, by gender. 

Increased growth of micro and small enterprises. 

Paid-up agribusiness members of FREAK and KAM. 

Economic activity of small enterprises. (In an area of Mindanao). 

Family planning services provided by the private sector. 

Change in total employment in targeted enterprises. Total. 
(From 7 programs). 

Value of domestic sales by  targeted enterprise. Total. (From 7 
programs). 

Value of exports by  targeted enterprises. (From 2 programs). 

Value of investments in new technologies. Seven different programs. 

Value of loans targeted t o  micro and small enterprises, including small 
farmers. Total. (Several programs). 

Credit for rural enterprises. 

Credit for female headed rural enterprises. 



Sector--Small Business Activity--Improved Enabling Environment 

Sector--Small Business Activity--Linkages 81 Partnerships 

MISSION 

Bd 

Bd 

Bd 

Bd 

Bu 

Bu 

Gu 

Ha 

Ha 

Ke 

Ke 

Ke 

Ph 

Sr 

Za 

INDICATOR 

BDG role in buying inputs - seeds (also fertilizer). 

Policy and regulatory environment improved. (Agribusiness) 

Small rural businesses using electricity. 

Policy and regulatory environment for small and microentrepreneurs. 

Enabling laws and regulations adopted (on privatization). 

Key laws, policies and regulations foster competition & private sector 
growth. 

Legislation passed and enforced of family planning products and services 
through the public and private sector. 

Revised commerce code. 

Revised investment code. 

Seed privatization policy fully implemented. 

Policy/regulations changed and implemented. 

Export development policies improved and implemented. 

Market rate lending to  enterprises and small producers by targeted banks 
in Mindanao. 

Employment generated by companies raising new capital on the stock 
exchange. 

Private sector framework--private sector strategic framework and 
implementation plan presented t o  MOH (Health-related) 

Resource Guide Annex # I  - 8 

MISSION 

Bu 

INDICATOR 

Increased local and international exchanges of laws, policies, and 
regulations which support competition. 
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ACRONYMS 

AIDS 
AMF 
AMLGF 
APEAE 
BHR 
CPR 
CRD 
CUD 
CYP 
D A M  
DHS 
D m  
EMIS 
FP 
FQL 
GER 
GF \ 

GOG 
HRDA 
IR 
IUD 
LEM 
MAEF 
MCH 
MEN 
MEPU 
MOH 
MSI 
MT 
NGO 
NPI 
NRM 
PMG 
PRIDE 
PSI 
PVC 
R4 
SAAF 
SO 
SPO 
ST1 
T A 
TBD 

Acquired Immunity Deficiency Syndrome 
Agricultural Marketing Foundation 
Agricultural Marketing Loan Guarantee Fund 
Parent Teacher Association (French) 
Bureau for Humanitarian Response 
Contraceptive Prevalence Rate 
Rural Development Council (French) 
Urban Development Council (French) 
Couple Years of Protection 
MEPU District Accounting OEce (French) 
Demographic and Health Survey 
National Directorate of Forestry and Fauna (French) 
Education Management Information System 
Family Planning 
Framework for Quality and Equity (French) 
Gross Enrollment Rate 
Guinean Franc 
Government of Guinea 
Human Resource Development Activities 
Intermediate Result 
Inter Uterine Device 
Leading Edge Mission 
Ministry of Agriculture (French) 
Maternal and Child Health 
Ministry of Education (French) 
Ministry of Pre-University Education (French) 
Micistry of Health 
Management Systems International 
Metric Ton 
Non Governmental Organization 
New Partnerships Initiative 
Natural Resource Management (Project) 
Performance Monitoring Group 
Rural Enterprise Development Project (French) 
Population Services International 
Office of Private and Voluntary Cooperation 
Results Review and Resource Request 
MEPU Regional Accounting Office (French) 
Strategic Objective 
Special Objective 
Sexually Transmitted Infection 
Technical Assistance 
To Be Developed 



GUINEA Mission 
NPI Strategies and Indicators 

USADD Guinea is one of eight leading Edge Missions (LEMs) for developing and implementing 
New Partnerships Initiative (NPI) strategies. The Performance Monitoring Group (PMG) is one 
of three subgroups of the USAID Washington NPI Learning Team charged with distilling NPI 
experience into operational tools and guidance. USAID Guinea requested assistance with 
developing NPI-specific indicators and with tracking NPI strategies integrated into its existing 
strategic objectives. At the same time the PMG was provided an opportunity to field test the NPI 
Results Framework designed for just that kind of task. The mutual technical assistance took place 
October 14 - 26, 1996. This report is the deliverable to the Mission. Material from this report will 
also be integrated into the NPI Resource Guide by the Learning Team. 

Qganilation of the work 

The PMG team worked under the direction of the Mission Economist and Acting Program 
OEcer, who is also Team Leader for the Mission NPI Team. The NPI Team is composed of 
individuals responsible for NPI-like activities within the Mission Strategic Objective (SO) Teams. 
The NPI Team plus the SO Team leaders became the reference group for the work of the PMG 
Team. Together we mapped out the 10 days into SO Team meetings, field trips, an extended NPI 
Team meeting with partners,' drafts, discussions and redmfts'of results frameworks and indicators. 
The NPI Framework served as the lens through which to view the Mission Framework to identifjr 
and capture a set of NPI results produced, but not always tracked. The end product of the above 
process is recommendations for revisions to the Mission's Framework, including intermediate 
results and indicators. 

Organization of the Rema 

The report is organized into sections by strategic objective (SO) and special objective (SPO). 
Each section starts with a brief narrative of the recommended results statements and indicators that 
includes 1) a description of the'process of analysis of the original Mission Framework, 2) changes 
in the Mission Framework, 3) discussion of indicator changes, and 4) any program implications of 
the recommendations. The narrative is followed by a graphic presentation of the revised results 
framework and supporting table of indicators recommended by the PMG Team with SO Team 
participation. The table presents a list of NPI modified or new indicators in relation to prior 
indicators as they appear in the Performance Data table presented to USAID Washington in the 
Results Review and Resource Request (34). Instructions such as "add", "drop", "change old to" 

"'Partner" is more narrowly defined subsequently to m e .  organizations which contribute resources other than 
USAID's resources toward producing results defined in common "Partners" as used here may technically include 
"implementers." 



are intended to facilitate modification of the original table. Following the section of 
recommendations by the PMG is a section that includes baseline Mission information. It includes 
any SO Team redrafted frameworks and indicators developed since the R4 original and a copy of 
the relevant section of the R4 itself The Performance Data table presented to USAID 
Washington in the Results Review and Resource Request (R4) report is the baseline from which to 
compare the recommendations. The report concludes with a copy of the complete Mission 1995 
R4 Objective Tree (baseline Mission Results Framework). 

The sections are: 

SO 1 : Growth in Agricultural Markets 
SO 2: Increased Use of Essential FP/MCH and STVAIDS-Prevention Services and Practices 
SO 3: Increased Enrollment in Primary Schools with Emphasis on RuraVFemale Participation 
SPO I : Fostering Civil Society Development and Good Governance 
SP02: Protection of the Environment 

The Appendices include some usefbl tools for working with NPI strategies and indicators: 

A. NPI Results Framework 
.. 

B. Definition of Partnership; Partnership vs. Linkage Criteria 

C. Illustrative NPI Partne'nhip Indicators 



SO I: Growth in Agricultural Market8 



SO 1 Analysis: Process, Framework, Indicators and Program Implications 

1. Process 

A comparison of the Mission and NPI Frameworks indicated that the Mission strategy focused on 
two key environmental constraints and one concerning technical capacity: market access 
(including transportation cost), credit, and the third area of technical investment and trade services 
(capacity to build capacity.) What appeared to be missing was the capacity of the agricultural 
sector to advocate in its own behalf to confront other constraints in the environment. The Team 
indicated that efforts to date were ineffectual petitions to change costly government practices. 

By including an indicator, uEnvironmental constraints to marketing agricultural products 
reduced" for effective trade and investment services, "advocacy" entered the picture as part of 
making services effective. An additional intermediate result focused on capacity for advocacy uses 
indicators for strong advocacy organizations, their partnerships, and actions. Input fiom SPO 1 
(Fostering civil society development and good governance) shows the Mission's grass roots 
approach to strengthening capacity in the sector. 

2. Recommended Framework 

The Framework added two Intermediate Results: one for increased capacity in the agriculture 
sector from the NPI Results Framework and one for fostering civil society development and good 
governance from Special Objective 1. That addition captures the NPI logic of strengthening the 
agricultural sector (capacity building), in order to effect change in some of the constraints in the 
existing market reality for agricultural products (enabling environment), in order for investment 
and trade services to "be effective." Adding SPO 1 shows the relationship that grass roots capacity 
building has to strengthening the entire sector, especially in the area of advocacy for improving the 
enabling environment. Second tier or representative networks are much stronger built from the 
bottom up than fiom the top down. There is no result for monitoring the enabling environment 
but the indicators for capacity ficus on it. 

3. Indicators (See Table SO 1) 

The indicators for R1.3.1, Agricultural sector capacity increased (See table SO I), really focus . 
on the sector's capacity to improve its own market environment. They focus on the number of 
advocacy organizations and partnerships, their management and financial soundness, and their 
attempts at making improvements. Success is tracked at the next higher level result by the 
"number of environmental constraints to marketing agricultural products reduced." 
Indicators for SPO 1 are tracked under that SO. 

4. Program implications 

If the sector has experienced frustration in previous attempts to overcome constraints, the SO 
Team may want to strategize what new or innovative partnerships/linkages could be brought to the 
playing field on the side of agriculture. 



PMG Team Recommendati on 

I IR1.3.1 Agriculture sector 
capacity increased (new IR) I 

SO 1 Growth in agricultural markets 

A 

- - - - - - - - -  *-- - - - - - - - -  
:1~1.3.1.1 from SPO1 I 

1 : Fostering civil society I 

a development and good I 

;governance (new IR) .I 
1 

L - - - - - - - - - - - - - - - - - - - - - .  

IR1.3 Effective investment 
and trade services for the 
agricultural sector 
(rewording adds "and 

trade") 

Partners: 
I t 

IR1.2 Increased access to credit 
by the agricultural sector 
(substitute for "sustainable use 
of credit") 

Partners: 
* 

'lR1.1 Increased access to 
markets for agricultural 
products (substitute for "More 
efficient transport" ) 

Partners: 

4 



Table SO 1: Guinea SO 1 Indicators - PMG Team Recommendation 
Strategic Objective 1: Growth in Agricultural Markets 

ndicators Unit of measurement 
I 1 

1. same as in R4 I sameas in~4  I 
3. same as in R4 I same as in ~4 

I I 
2. same as in R4 

4. Drop "AMF membership" I I 

same as in R4 

Intermediate Result 1.1: Increased access to markets for agricultural products 
Indicators Unit of measurement 
I I i 

1. sameasinR4 I same as in R4 
I 

3. Change to "Traffic volume on USAID roads" " I Percent increase 
I 

2. same as in R4 

4. Add "Roads rehabilitated" 1 Kilometas I 

sameasinR4 

6. Add "Market opportunities identified by USAID 1 Number I 

5. Add "USAID estimate of rehabilitated road maintenance 
requirement covered" 

7. Add "Market opportunities exploited" Percent of those identified 

Percent 

ER 1.2: Increased access to credit by the agricultural sector 
Indicators Unit of measurement 

l.sameasinR4 same as in R4 I 
2. same as in R4 I same as i n ~ 4  

I I 
3. same as in R4 same as in R4 



IR 1 3  Effective investment and trade services for the agricultural sector 
Indicators Unit of measurement 

1. Delete from R4 I 
1 same as in R4 

3. Agribusiness plans and feasibility studies implemented I Percent of those completed 
I 

-- 

2. change old # 3 to "Agribusiness plans and feasibility studies 
completed with USAD assistance" 

Number 

IR13.1 Agricultural sector capacity increased (new) 

4. Add "Environmental constraints to marketing agricultural 
products reduced" 

Indicators Unit of measurement 

1. Agricultural advocacy organizations Number 

Number 

I 2. Ability of agricultural advocacy organizations to satisfl 
financial and management audit I Percent that pass 

3. Partnerships focused on environmental constraints Number I 
1 4. Advocacv interventions 1 Number I 

IR13.1.1 Fostering civil society development and good governance (from SPO 1) 



MISSION BASELINE 

SO Team Draft Framework ' 

R4 Performance Data Table 





STRATEGIC OBJECTIVE I: Growth In Agricultural Markets 

INTERMEDIATE RESULT 1.1: More EMclenl Tranrport of Agricultural Produttr 

INOICATORS 
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INTERMEDIATE RESULT 1.2: lncroarrd Surtalnabl~ Uar of Credit by Agricultural Sector 

INTERMEDIATE RESULT No. l.3: EHocUvm lnvrrtmrnt Sonricer for U1r A~rlcullunl Sector 
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SO 2: Increased Use of Essential FP/MCH and 
STI/AIDS Prevention Services and Practices 



SO 2 ~ n a l ~ s i s :  Profess, Framework, Indicators and Program Implications 

1. Process 

The Mission Framework included an intermediate result that used partnerships to overcome health 
system c o n s ~ t s .  The intermediate results below it described categories of partnerships, not 
causal relationships among results. By using the NPI Results Framework as a template and 
modifying it to fit the health SO, the recommended framework expresses a causal relationship. 
The "partnership" intermediate result changed from "Linkages established among donor and 
other partners which address critical health system constraints" to "More effective and 
sustainable response among donors, government, community organizations, NGOs, and 
private sector in addressing critical health system constraints", measured by alleviation of 
specific constraints. The two lower level intermediate results that contribute to the more effective 
response are "innovative linkages and partnerships established" and "strengthened capacity of 
local NGOs and community organizations." There is no intermediate result for "enabling 
environment" but the indicators for "addressing critical health system constraints" are tracking 
the improvement in the environment. 

2. Recommended Framework 

The changes in the SO Framework that the PMG recommended are modifications of a new, draft 
version being developed by the SO team. The SO Team draft has three second level intermediate 
results contributing to the SO level's "use" of health services and practices. One of the three is 
"Linkages among donors and other partners which address critical health system 
constraints." Lower level contributing Intermediate Results are categories of partners, not results. 
The PMG Team used the NPI Strategic Framework as a template to define "causal" intermediate 
results to replace the categories of partners. 

The recommendation is a second level IR2.3, "More effective and sustainable response among 
donors, government, community organizations, NGOs and private sector in addressing 
critical health constraints;" and two contributing IRs: 2.3.1 "Innovative linkages and 
partnerships strenghened/established" and 2.3.2 "Strengthened capacity of local NGOs and 
community organizations." The logic is that NGO strengthening includes skills for brokering NPI . 
relationships to create the coalitions necessary to address critical health system constraints. The 
measure of how good they are at it is whether some very specific constraints are improved. 

3. Indicators (See Table SO 2) 

The specific constraints mentioned above are indicators for IR 2.3 "More effective and 
sustainable response.. . ." Also included are two indicators for measuring sustainability : "Life of 
key partnerships" and "Life of impact." The logic is that a web of partnerships is built to 
improve the environment to increase the use of health services and practices. The partnerships 
that are key to making it work must continue until other forces (such as economics) come into play 
to keep the impact going. Impact life, in this case the level of use of health services and practices, 
lasts as long as it doesn't decline. Sustainability can be monitored by its impact life and that of its 



key partnerships. Impact that lives beyond the life of its partnership web and continues to grow is 
probably sustainable. 

"Innovative linkages and partnerships stren@hened/e~tabliShed'~ is measured by the existence 
of some specific partnerships deemed necessary and an indicator for "Partnershipsflinkages 
focused on constraints." That indicator should tell the story of the level of the NPI brokering 
activity by the NGOs. The constraints and coalitions built to tackle them will define the targets for 
the indicator. 

Indicators for "capacity buildingy' for SO 2 track revenue generation, efficiency in its use, and the 
volume of brokered services leveraged. 

4. Program implications 

The NPI focus moves "capacity building" for NGOs and community organizations in the direction 
of organizing for health services and brokering NPI partnershipsninkages. 



DRAFT 1 0/18/96 

* Formal COG-led coordination council 
established and functioning; ' 

* Number of partnershipninkages developed 

& 

IR 2.3: More effective and 
sustainable response among donors, 

government, community 
organizations, NGOs and private 

in addressing 
system constraints: 

* Revenue generation. 
* Use of revenues. 
* Services brokered by NGOs 
for selected activities. 

ILLUSTRATIVE INDICATORS 
1. Frquency of rtock-outr reporled by ha l th  cmten; 
2. Nrmber oftmined personnel at district level to 
implement decentralized health sector management 
policy and strategies: 
3. M o l t  budget and decentralized financial raourca 
alloution to the periphery: 
4, Adquacy or racilitia and quipmmt to support: 
quality service delivery in the health centera at all ICVCI; 

5. Lik of key pmrtnenhip(s); 
6. Wk of fmpacl 

* Percentage of prefectures (districts) with 
community 'representative mnnngement 
committees; 

I I 
Sub-IR 2.3.2: 

Strengthened capacity of 
local NGOs and 

community 

- 
Sub-IR: 2.3.l:Innovative linkages and 
partnerships strengthcned/establislred. 

v organizations. 



Table SO 2 Guinea SO 2 Indicators - PMG Team Recommendation 

Strategic Objective 2: Increased use of essential lT/MCH and STDIAIDS prevention 
services (Restatement of R4 strategic objective) 

IR 2 3  (or IR 2.4 under R4): More effective and sustainable response among donors, 
government, community organizations, N W s  and private sector in addressing critical health 
constraints (New IR) 
Indicators Unit of measurement 

I 1 
1. Frequency of stock-outs reported by health centers 

2. Trained personnel at district level (definition: minimal level of' 
training acceptable?) 

Average number per month 

Number 

3. MOH budget allocation to periphery 

4. Health centers meeting minimum quality standards 
(definition?) 

Percent of total budget 

Percent 

5. Life of key partnerships (Definition: Period of time during 
which the definition of a partnership holds and exchanges 
continue) 

IR 23.1 or 2.4.1: Innovative linkages and partnerships strengthened/established 

Cumulative months 

6. Life of impact (Defmition: # years that use of FPMCH and 
STD/AIDS prevention services remains stable or increases) 

Cumulative years 

Indicators Unit of measurement 

1. Formal GOG-led coordination council functioning 

2. Partnerships/linkages focused on constraints 

Y e w 0  

Number of part./linkages 

3. Prefectures (districts) with community representative 
management committees 

I 

Percent 

IR 23.2 or 2.4.2: Strengthened capacity of local NGOs and community organizations 
Indicators Unit of measurement 

1. Revenue generation by selected 
NGOdcommunity organizations 

2. Rational use of revenues (Definition: 
service costs divided by total costs subtracted 
fiom a benchmark) 

3. Services brokered by NGOs for selected 
activities 

$000 dollars 

Percentage points of deviation 

Number and estimated $ value 



MISSION BASELINE 

SO Team Draft Framework 

R4 Performance Data Table 



STRATEGTC 
OaTECTIVE 

Increased use of 
essential FP/MCH 

and SWAIDS- 
prevention services 

and practim 

1 I n h  I I Incmrsed DEMAND for I 

"M FPMCH and SnlAIDS 
prevention service and 

prod- t 

1 a w i l i t y  of FP 
and health 

PrOd-huZTh 
SOcial&etillg 

Improvcd scdcc 
&livery 

RESULT 2.13 m 

Improved knowledge and 
behavior of women and 

children 

'i Incxcascd . 
availability of FP 

and health 

m D I A T E  1 I RESULTS 2.22 

Y 
Improved service 

deiivery 

-1ATE 
RESULT 233 

RESULT 233 /IKIRYROUTe/ 



DRAFT 10/7/96 

LINKAGES IR 2.3: Linkages established among 'LLuSTR"T'E lND1c~TORS I I. Frequency olstock-oets reportcd by  health centers. 
donor and other nartners wllicll 2. Number  oltraincd personnel at district level to 

I . 1 allocation to the periphery; 
5. Adcquacy of  bc i l i t i a  and equipment to support 
qual i ty service delivery in  the hcalth centen at al l  lcvcl: 

address critical health system 

- I 
Sub-IR: 2.3.1: Strengtl~ened national 

lcvel donor partnerships 

constraints. 

* Formal MOH-led coordination council 
established and functioning; 
* Number of partnership contracts developed 
wit11 selected donors (IE. KFW, WB, GTZ, 
UNFPA and WHO); 
* Number of joint planning/programming, 
monitoring and evaluation activities conducted 
with other donors. 

implcmcnt dcccntralizcd health ss to r  managcrnent 
policy and  rtralcgics. 
3. Stamng pattern at the periphery; 
4. MOII b u d ~ e t  and deeentralircd financial r a o u r c a  

Sub-IR 2.3.2: Strengthened Sub-IR 2.3.3: 
commut~ity level partnerships. Strengtl~cncd NGO 

*Formal MOII-led regional and district level 
coordination councils established and 
functioning; 
* Percentage of prefectures (districts) with 
community representative management 
committees; 
* Number of partnership programs among 
donors and iinplementing organizations; 
* "Safety net" procedures put in place and 
functioning in targeted communities. 

Percentage of populrtion with 
access to services via NGO 
partnerships 



STRATEGIC OBJECTIVE NO. 2: Increased Ability of Famllles to Delermlne Household Size 

' 

INTERMEDIATE RESULT No. 2.1: Famlly Plrnnlng Populatlon Pollcy Formulated and Implemented 

INDICATORS -.- 
1 Naliooal Popllalian Pdlcy 
arllculsled end hnplemsnled by tho 
9inislry o l  Plarl -. --- -.. . . ... . .-- . -....- . ..--.. 
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over their ferlilily - ------- .- ...- -- .... -.--. ..-.. 
3 Legislelion passed and anforcod 

*permilling pornolion o l  lamily plnnning 

prodocls and rarvices lhrough public 

m d  privals seclors - -  -. -. .. .---..- - .. - .  ._. .. ..__._ 
11 Il l is irrdicalor gives 111s best judgemenl of lhosa more dosely involved l l h  these issues. 

UNIT OF 
MMSUREMENT 
S u b  1-16 11 
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< 
$ lNTERMEDlA?E RESULT No. 2.2: Improved Family PIannlng Information and Commodity Delivery 
b 

INDICATORS ............ -- ...- 

I .  /ncrerse i r i  Ihe numbnr of family 
plannltyl inlorniallon and commodity 

delivery ~enlerslsi\es 
- Public heellh cenlsrs and hospilals 

lnmily Panning infornlnlioti and 
commodily delivery sites 

rolal 

Tradilional Oullels 

- Non-Tradilionrl O~dlels . . .  
INTERMEDIATE RESULT No. 2.3: 

UNIT OF BASELINE DATA ----------------- -----.----. Ac[ua[-------- .-------.-- - --.. -.---- ---------.. ---- Planned- --------- - ---. Dala 

Number 
01 
cenlerrlslles 1892 

n a 450 450 450 PSI Records ............ ........... 

Number 
of 

wnlerslsiles 

300 ... 

Increased Demand for Contraceptlve Servlces 

I UNIT OF 
INDICATORS . . . . . . . . . . . . . . . . .  MEASUREMENT ----.---..- - ---.. .---- 

I Perunl of people 
havinp specific ktcawledpe 
of canlrrceplive methods 
. N8ll0t't.l ' 

. Fwel l  Replan 
Upper (iulnss 

Mnmau . 
lnbe (hiddle Guinea) . . . . . . . . . .  ...... . . . . . . . . . . .  I Psrcenl of Sample - 

2 Mtxierr~ ranlrace&e use 

Perurnl of Sample 

. . . . .  .....-... I ..... - 
I/ ci;d ;siima~ed irorn CYP in yenrs between DItSs 

199; 
I - - -  - 

lable. silt 

EOAfA ----------.---.--.---------- Planned--- ------- -- ----- Date 

27.2 27.2 S8 80 8s 70 
10.6 10 5 24 75 80 
7.0 kl lv i ly no1 strrled 7.0 19 42 70 80 PSI esllmales, I995 

83 8 -- - - -  83.8 75 90 95 98 1992 Gulnea DliS -.-- - ... .. .  . . .  .-- . . . . . . . . . . . . . . . . .  

21Spccific dale for 1110 tres capilab o l  ~ a m o "  erwl Lnbe is no1 av, 

89.0 Baseline Apures determined by 1995 70 75 80 90 

91 0 DHS sludy. IEC adtvltes lo begln 65 70 7 5 80 

ugh there is baseline data lmpacl In these areas Is rsfledsd el Ihe nalional level 

88 0 
63.0 ..,- --- - 

I 
I 0 8  

0 8 1 3 . 9  

............ - - - ........... .. 

in FY 98 will be based on this new dale. --...-------see foolnole 2--------.----------- 

. . . . . . .  - ........-.- 
. . . . . . . . . . .  
To be eslablished 

during projecl design -- 
3 

- - .......................... .... ...... 

... 

0.8 
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. .  ........... PSI dala - 
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SO 3:  Increased Enrollment in Primary Schools with 
Emphasis on ~ural/Female participation 



SO 3 Analysis: Process, Framework, Indicators and Program Implications 

1. Process 

The PMG Team found the Mission Results Framework on education complex and before applying 
the NPI Framework to it, worked with the SO Team to clarify their strategy. What came from that 
exercise was a simple model based on supply and demand. Access to education (supply) and 
improved quality of teaching in an environment responsive to consumers (parents) will increase 
demand for education and increase enrollment in primary schools. Proper management of that 
model will produce the desired emphasis on female- and rural participation. A second 
consideration was that the SO Team reported that the strategic objective was donor initiated and 
heavily donor subsidized in a multi donor environment. Sustainability is often an important issue 
with donor driven initiatives. Reviewing the simplified framework with an NPI lens revealed 
partnerships integrated heavily into all aspects of it, though they were not explicitly tracked. Given 
the importance of sustainability, an intermediate result (IR) for "partnershipsAinkages support 
sustainable impactw at the bottom of the framework contributing to all IRs above it seemed to 
capture the nature of the role of partnerships in the strategy with a spin toward long range 
sustainability. Indicators track partnership successes in problem solving (enabling environment), 
consumer responsiveness, and financial sustainability for both primary education in general and for 
NGOs concerned with quality education. 

2 .Recommended Framework 

The NPI approach was integrated into the framework from the very beginning in that community 
involvement provided a customer feedback loop into all levels of the education system from the 
Ministry to the local school. The only real NPI change is the addition of an Intermediate Result 
that would track progress toward sustainability: "Partnershipsflinkages support sustainable 
impact." SPO 1, "Fostering civil society development and good governance," is shown as 
contributing to that result. Information on sustainability may help the SO team along the road to 
an exit. 

3. Indicators (See Table SO 3) 

The indicators focus on partnerships in three distinct roles: 1. In a problem solving mode to 
improve the enabling environment, 2. Their contribution to (or leverage for) nondonor revenue 
sources for sustainability, 3. As a feedback loop to the Ministry of Education to improve quality, 
increase customer satisfaction, and thereby willingness to pay. Essentially, non-donor revenue 
compared to total cost tells the story of the road toward sustainability. Non-donor revenue may 
take the form of contributions to local school support or Ministry of Education support for NGOs' 
role in teacher training. 

4. Program implications 

Sustainability deserves attention in most donor driven programs. Literacy by its very nature is 
sustainable but the literacy rate will drop with time if new generations are not educated. 
Partnerships at the local level will, in all likelihood, assume the maintenance cost for investment in 



school facilities. Investment in the Ministry infrastructure for data management, planning, teacher 
training, curriculum development, etc., may need a sustainability plan. The program may need to 
look for creative ways (partnerships/linkages) to cover the maintenance cost of the investment over 
the long term. 



Guinea: Strategic Objective 
No. 3 

PMG Team Recommendation 

primary schools with an emphasis 
on female and rural participation 

to primary education 

I Partners: 

demand for quality and control 

classroom of finance for primary 
education 

Partners: 
Partners: 

I IR 3.1 .I lmpro;ed sectoral ] I 1 IR 3.1.3 lmprbved school 1 I 
strategic planning and I resources 
decision making 

~irtners: 
Partners: I I  L 

L - - - - - - - - - - - L - - - - - - - - - - - ,  
f IR 3.1.2 Additional schools  built^ 
I ! 

I 
Partner. World Bank I I 

I 
IR 3.2.3 National student 

testing program 
developed and used 

Partners: 

4 v  
7 

IR 3.1.4; 3 . 2 . 4 ~ P a r t n e r s h i p ~  
linkages support sustainable impact 

I j Partners: 1 
- - - - - - - - - -  1 - - - - - - - - .  
:IR 3.1.4.1; 3.2.4.1; 3.3.1.1 i 
!SPO 1 Fostering civil 
?society development and i 
1 
I good governance I 

i 9 
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Guinea SO 3 Indicators - PMG Team Recommendation 

SO 3 Increased enrollment in primary schools witb an emphasis on 
ruraufemale participation 

Indicators Unit of Measurement I 

same as in R4 I 

3. sameas inR4 same as in R4 

1 4. same as in R4 I same as in R4 I 

IR 3.1 Improved access to primary education (New IR) 

[ndicators (New indicators) 

1. Increased correlation between population and school 
distribuiions 

2. Increased correlation between population and teacher 
distributions 

3. Primary schools with minimum number of texts (Define 
minimum number) 

Jnit of measurement 

Standard deviation 

Standard deviation 

Percent 

IR 3.1.1 Improved sectoral strategic planning and decision making (3.1 in R4) 

I 2. Schools meeting MEPU defined minimum quality/quantity Percent 
standards I 

Indicators (New indicators) Unit of Measurement 

IR 3.1.2 Additional schools built (World Bank) (New donor activity) 

1. Cost per student day of instruction (against benchmarks 
defined by comparative analysis with other countries) 

Indicators Unit of Measurement 
rb 

$ 

I 1. Schools built ( Number I 

I 



IR 3.1.3 Improved school resources (New IR) 

Indicators (New indicators; delete R4 indicators) Unit of measurement 
I I I 

1. Schools constructed or rehabilitated 1 Cumulative number 
I I 

1 2. New teachers hired by gender/ruralfurban 1 Numbers 1 

IR 3.2 Improved quality of primary education in the classroom (Replaces R4 3.2) 

3. Total number of teachers in primary classrooms by 
gender/nual/urban 

Indicators (New indicators; delete R4 indicators) Unit of Measurement 
I I i 

Numbers 

1. Independent expert random survey of school quality 
improvement 

IR 3.2.1 Improved quality of primary school teaching (R4 3.2 reworded) 

Yes/No + analysis 

2.4th grade literacy test during survey 

Indicators (New indicator) Unit of Measurement . 

Percent literate 

IR 3.2.2 Improved quality of instructional materiaYdistribution (New IR) 

1. Rating by independent expert of teacher congruence with 
standards from training 

Percent score 

IR 3.23 Development and use of a national student achievement testing program( New R) 

Indicators Unit of Measurement 

1. Evidence of availability and use in schools surveyed 

2. Reading and comprehension score on pamphlets in survey . 

IR 3.3 Increased consumer demand for quality and control of finance (Replaces R4 3.3) 

Yes/No and observations 

Percent grade 

I. Change in policy, practice, training and/or educational 
materials as a result of test score analysis 

Indicators (New; Delete R4 indicators) Unit of Measurement 

1. Rural schools managed by APEAES and communities Percent 

Yes/ No plus analysis 

-- - - - 

1 2. Advocacy groups that successfully change a policy, procedure, I Number 1 I budget, curriculum or teacher training objective I I 



IR 3.1.4,3.2.4,33.1 Partnershipsninkages support sustainable impact (New IR) 

3. Local funding of total cost of primary school 

[ndicators Unit of Measurement 
I 

Percent 

1. Partnerships formed Number 
I 

2. Problems solved by partnerships 1 Number 
I I 

4. Primary schools with partial local finance 1 Percent I 
3. MEPU policies/practices changed by consumer initiative Number 

6. GOG training and TA budget amounts available to NGOs / $000 I 
5. Nondonor revenue compared to total cost of primary school Percent 



MISSION BASELINE 

SO Team Draft Framework 

R4 Performance Data Table 



Agency for International 
Development Goal 1 

USAIDIGuinea's 
Strategic Objective 

Strategic Objective No.3 

Intermediate Results 

SO-3 RESULTS FRAMEWORK 

Broad-based Economic Growth 
Achieved 

lmproved Economic and Social 
Well-Being of all Guineans in 
a Participatory Process 

Primary Education budget allocation will continue to 
expand and improve 

Priorities of Primary, rural and girls' education will be 

increased 
Investments in improving quality will lead to improved 

student performance and reduce # years to complete sc 
Donor and MEN collaboration and coordination will irn 
' MEN will continue to construct and staff schools as 
planned 
' GOG and MEN reorganization will not impede on 
planned activities 

Target1 FQL Planning framework 
O U ~ P U ~ S  with measurable annual targets: 
for year 1) developed 2) in operation 
2002 

' Regular consultations, Policy 
dialogue, and consensus building 
between partners 

I 

Information system established to support 
management decisions for FQL implementation 

lmproved Classroom Quality 
Through Better Teaching and 
Learning 

Data use and analysis dissernenated 

in Education Through 

' Textbook production and distribution 
policy formulated 

' Ongoing Innovated approaches to 
curriculum and pedagogy design 

' In-service teacher training policy 
in practice 

' Appropriate pedagogical methods 
used In the classroom 

' lncreased capacity of education 
NGOs, APEAEs, and communities 

' National strategy to improve 
equity in operation 

' Advocacy constituencies for 
girls' education developed 

' lncreased number of schools 
with teachers in rural areas .' 

' Budget and linancial management 
decentralised 

Foolnotes to k added 



STRATEGIC OBJECTIVE #3 

SO-3: Increased Enrollment 
in Primary Schools with an 
Emphasis on Female and 

lstlevel I lmproved 1-1 Improved Classroom 
results gic Planning and Decision 

I Making I 1 Teaching and Learning 1 
I I 

Planning Framework 
for Quality and Equitj 
Implemented t 
and Decentralized 

2nd level Information Use 
results I I and Management I 

I Improved Quality of I ( (increased Community I 
Primary School 
Teaching H Support in Education 

I lmproved Quality 
of lnstructional Material I 
Development and 
Distribution 

I lncreased Participation 
of Girls and Rural Children 

Development and Use 
Decentralized Budget of a National Student 
and Financial Achievement Testing 

[~anagement ~apacitd Program for Grade 2+4 ( 





QUALITY 
Indicators; 

Indicators 

I *In-Service teaching training policy established I Improved Classroom 
Primary School Repetion rates decreased: 

femalelmale rurallurban. 

Primary School Drop-out rates decreased: femalelmale 
rurallurban 

I 4 grade completion rates increased: femalelmale rurallurl 
I I 

In-service teacher training Number of MEN trained staff acquiring National student Achievement 
programs 1) established and skills in curriculum and lnstruc!ional test developed for grades 2 and 4 
2) functioning materials development 

3.2.A I 3.2.8 3.2.C 

Number of teachers receiving 

Improved Quality of 
Primary School Teaching 

supervisory support 

Percentage of students tested 

Improved Quality of - 

Instructional Material 
Development and Distribution 

lmproved teacher manuals 

Development and Use of 
a National Student Achieve- 
ment Testing Program for 
Grades 2 and 4 

developed and used in the classroom 

# of trained teachers In the application ' Number of student brochures developed 
of teacher manuals In the classrooms and used in the classroom 

Results of tests recorded and analyzed 



Indicators; 

Community based constituencies involved 
in dialogue regulary with MEN officials 

Increased Access and 
Equity in EducationThrough 
Community involvement . 

+ Multigrade classrooms increased 
in rural areas 

'Community-School based intiatives developed 

+ Number of APEAES operating in + Advocacy groups for girls in + Number of schools constructed according to 

beneficiary regions education developed In local communities school maps and norms 

and supported at all levels of MEN 

I.R.3.3.A 

Number NGOs operating in beneficiary + Gender bias in curriculum and class- 

regions room practices implemented + Number of school renovated 

+ Percentage of rural schools managed Activities addressing girls' constraints Number of new teachers hired: fernalelrnale 

by APEAESs and communities implemented rurallurban 

I.R.3.3.8 

Footnotes to be added 

I.R.3.3.C 
Improved School 
Resources 

Increased Community 
Support in Education 

Indicators 

Increased Participation of Girls 
and Rural Children 



STRATEGIC OBJECTIVE 3 Performance Data 

STRATEGIC OBJECTIVE NO. J: Increased Enrollment In Prlmary Schools wlth Emphasls on RuraIIFemale Particlpatlon 

21 70D 70 he dslermlnsd by USAID. MEPU. and knplemanllng prr lnsn In second quarlsr of FY 97. 

INTERMEDIATE RESULT No. 3.1: Increased Sectoral Strategic Planning 8nd Declslon-Maklng 

--OF I;& 
INDICATORS , . . -. - . . ... - - . --- -.. . MEASUREMENT Ymnr 

I . lotal I Number 

- ShLre of woman leachera Prrcsnl 

I FOL Slandards and lergnls 
a r0i rtaridrrdr and tolgels dallnnd and 
n~~l lmt i tad by MEPIJ (FY 91) 

b 'PL r?!!!!g:l!E!(FV 00) -. 
2 No at lrachsts In prknrry drsstwma: 

I -Shars d ru td  leachar8 I Psrcanl . .,. ..-.--....--..---...- ..-- - 
1 Eduulbn Managaman1 Info Sy~lsms 

r MEPU ale1 ltohed In developing m number of stall 

NIA 

N!& ---- .. _- - 

managemell1 

syslam (EMISI - (FY 91) I 
TBO J I? EM!s!!!m??!~ ?!v~!!?!! (51 9?!.. -. - - IN!! . . . . .- -. I -- -- -- -.- 

tr 190 lo be deletmlned b l  USAID. MEPU, and hnplsmsnllng parlnsra In sewnd qua1 
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SPO 1: Fostering Civil Society Development 
and Good Governance 



SPO 1 Analysis: Process, Framework, Indicators and Program Implications 

1. Process 

The SPO Team had developed two intermediate results contributing to the SPO: local level 
organizations' participation in local government planning decisions and improved governance 
in both local government and local civic organizations. The Team thought a third result was 
necessary: increasing advocacy for civil society development and good governance. 
Discussions about obstacles and strategies to overcome them centered around issues of 
transparency and accountability of local govemment (key issues in the environment). The 
strategies themselves involved capacity building within civil society and forming partnerships 
among government, local civic organizations and private enterprises. The application of the three 
first level intermediate results fiom the NPI Framework as a second level of results underpinning 
the three above appeared to capture those strategies. Modified to fit the SPO, they became 
capacity building around issues of good governance, managing the environment and advocacy; 
partnerships to support sustainable impact; and an environment that enables transparency and 
accountability. 

2. Recommended Framework 

The framework recommended would add one Intermediate Result at the first level below the SPO 
and three additional Intermediate Results on the second level below the SPO as underpinnings to 
the first level. "Advocacyn is added to "local participation" and "improved local governance" 
at the first level. " Capacity building", "partnershipdlinkages", and an "environment that 
enables transparency/accountability" provide the underpinnings on the second level. The 
underpinnings are modifications taken directly from the NPI Strategic Framework. They add a 
tracking mechanism for some of the training invested in civil society and local government 
(capacity); for the partnerships formed in support of environmental change, participation, 
improved governance or advocacy (partnershipsninkages); and for the temperature of the 
environment on the transparency/accountability scales jenabiing environment). 

3. Indicators (See Table SPO 1) 

At the SPO level, the indicators tell a story of increasing influence by civil society with local 
government and local government's increased capacity to incorporate that participation as part of 
"good" governance. One indicator (borrowed from the NPI Strategic Framework) also tracks the 
number of grass roots level coalitions into 2nd tier (networking, advocacy or apex) organizations as 
an indicator of increasing civil society influence. At the first level below the SPO, the indicators 
track that influence and its incorporation into good governance in more specific detail. 

Indicators for the NPI underpinnings would track capacity specific to practicing good governance, 
managing the environment toward increased traflsparencylaccountability, and advocacy. A rating 
matrix for that kind of capacity may not exist and may have to be developed. Indicators for 
partnershipsninkages track the number of partnerships (regardless of focus within the SPO), 
problems solved by partnerships, and progress toward sustainable impact. The indicator on 



sustainable impact would require USAID to estimate progress toward building the critical mass of 
partnerships that will sustain impact post donor involvement. Indicators for an environment 
enabling transparency/accountability track the accessibility of legal information, the transaction 
costs associated with forming civil society organizations, the size of an independent media and a 
reading on the level of risk associated with advocating change toward more transparency/ 
accountability. The risk scale would have to be developed with behavioral anchor points starting 
with verbal threats and progressing fiom there. 

4. Program implications 

SOs for agricultural markets, health and education will all be strengthened by SPO 1's contribution 
to them. They, in turn, provide the content of local concerns by which means SPO 1 will achieve 
its results. The NPI Team organized by the Mission is an innovative vehicle by which to harness 
the synergy potential among the SOs and SPO 1. 



PMG Team Recommendation 
Guinea Special Objective SPO 
1 I SPO 1 Fostering civil society 

I development and good govemance f 

organizations' participation 
in strategic planning, 
development and resource 
allocation 

Partners: 

IR 1 .I ,.2,.3.1 Civil society 
develops the capacity to 
manage good govemance, 
the enabling environment 
and advocacy 

Partners: 

I 

IR 1.2 Improved governance 
in local civic organizations 
and local government units 

Partners: 

IR 1.1 ,.2,.3.2 Necessary 
partnerships established to 
support sustainable impact 

I 

IR 1.3 Increasing advocacy 
for civil society development 
and good governance 

Partners: 

Partners: 

enables transparency and 
accountabliity 

Partners: 

Page 1 



Table SPO 1: Guinea SPO 1 Indicators - PMG Recommendation 

SPO 1 Fostering civil society development and good governance 

Indicators (Substitutions for those in R4) Unit of Measurement 
1 I 

I 1. Civil society organizations that have achieved at least 1 local 1 Number I ( gov. policy or-administrative change objective [ 
2. 2nd tier organizations created by grass roots organizations with 
a (TBD) significant membership 

IR 1.1 Increasing local level organizations' participation in strategic planning, development, 
and resource allocation 

Number 

3. CUD/CRDs with 2 or more institutionalized procedures for 
local participation, democratic or financial transparency from civil 
society initiative, with documented use on file 

Percent 

IR 1.2 Increasing governance in local level civic organizations and local government units 

hdicators (both new) Unit of Measurement 

1. CUD/CRDs with mechanisms for local participation in decisio Number (or Percent) 

Indicators Unit of Measurement 
I I 

making with documented use 

2. CUD/CRDs with at least one resource allocation decisionlyr. 
implemented and documented as traced to local group initiative 

1. same as in R4 I same as R4 (or Percent) 
I 

Number (or Percent) 

2. Growth in local revenue of CUDiCl2.s (New substitute ) 1 GF (or Percent increase) 

IR 1 3  Increasing advocacy for civil society development and good governance (New IR) 

3.Rational use of revenue (Defdon: Portion of total revenue 
invested in public projects/se~ces ) (New substitute) 

Indicators Unit of Measurement 
I I 1 

Percent 

1. Access to information on appropriate laws at the 
level (Definition: available in local language within 1 hour of trav 
during normal ofice hours) 

1 2. CUD/CRDs known to project(s) that conduct information I Number or percent 1 I meetings with community groups I 



IR 1.1,2,.3.1 Civil society develops the capacity to manage good governance, the enabling 
environment and advocacy (New IR) 

3. Civil society groups holding at least 2 advocacy meetings per 
year with local government units 

Number or percent 

IR 1.1,2.,3.2 Necessary partnerships established to support sustainable impact (New IR) 

Indicators Unit of Measurement 

Indicators Unit of Measurement 
I I 

1. Organizations progressing on capacity rating matrix (Defiriition: 
Matrix TBD but centered on good governance, managing the 
environment and advocacy) 

1. Partnerships formed in support of shared objectives 1 Number I 

Number 

1 3. USAID estimate of percent completion of the web of 1 Percent I 
2. Problems solved through partnerships 

I partnerships necessary-for critical mass for sustainable impact I I 
Number 

IR 1.1,2,.33 Environment enables transparency and accountability (New IR) 

- -- 

I 3 ~ e d i a  independent of government and political party control I Number 

Indicators Unit of Measurement 

1 4. Level of risk associated with advocating change (Definition: I Rating I 

1. GOG makes information on (TBD) laws accessible in local 
languages (Definition: accessible is a rating of [TBD] stepsftime/$ 
cost to get it. Area or plitical units qualify as falling under 
maximum difficulty level YesINo) 

2. Reduction in cost [(TBD) # steps, time andfor $1 associated 
with legalizing civil society organizations 

1 scale with anchor points TBD) 1 1 

Percent Yes 

Percent 



MISSION BASELINE 

SPO Team Draft Framework 

R4 Performance Data Table 







SPO 2: Protection of the Environment 



SPO 2 Analysis: Process, Framework, Indicators, Program Implications 

1. Process 

Comparison of the Mission SPO 2 Framework to the NPI Results Framework was similar to the 
comparison of SPO 1 to it. The first level of intermediate results rests on zn a strategy of 
partnership buildmg ambng the government (both local and national), land owners and small land 
holders or landless farmers. Those partnerships contribute to the objectives of both SPO 1 
(Fostering civil society development and good governance) and SPO 2 (Protection of the 
environment). In this case, all that was required was to indicate the synergistic relationship 
between SPO 2 and SPO 1 was to add SPO 1 to the framework as an underpinning. 

2. Recommended Framework 

Like many of the other SOs this one was organized along NPI lines long before NPI was invented 
The program builds capacity, organizes partnerships, works on the enabling environment all 
toward the goal of sustainable protection of the physical environment. It focuses on the economic 
and legal underpinnings to increase the probability of sustainability. The addition of SPO 1 
"Fostering civil society development and good governance" to the framework makes what is 
already happening more visible. 

3. Indicators 

There were no recommended changes in indicators for SPO 2; the existing indicators do the job. 
Some words might be changed in them to look more like NPI language; it would not make any 
difference in tracking or in the quality of information for'decision making. SPO 2's contributions 
to indicators for SPO 1 would be tracked under that SPO. 

4. Program implications 

Integration with SPO 1 was institutionalized some time ago through the NPI team. 



PMG Team Recommendation 

SP02: Protection of the Environment I 

1 
lR2.1 Sustainable 
management of 
natural resources 
(restatement) 

1 partners: 

production and income for sustainable impact 
increase (restatement) (restatement) 

- - - - - - - - - -lt_ - -, - - - - -  - 
, IR2.1,2,3.1 Fostering civil :I 
'society development and 
I good govemance.from i' 
:SPO~ (New) 

:I 
1 

'I 

Page 1 



MISSION BASELINE 

SPO Team Draft Framework 

R4 Performance Data Table 
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Figure I b: Results Framework for Special Objective No. 2, with Indicators 

SPECIAL OBJECTIVE No. 2 
PROTECTION OP TILB ENYIllONnLENT 

INDICATORS: 

1, Area of protected forests in target 
zones. 

2. Forest areas and water resources 
managed by village-level 
organizations. 

3. Area undex sustainable agricultural 
practices. 

I L L I 
INTERMEDIATE RESULT No. 1 

SUSTAINAIlLE MANAGEl'tlENT 
OF NATURAL RESOUnCES 

INDICATORS: 
1. Number of village-level 

organizations managing 
forest and water resources. 

2. Number of villagers 
adopting improved NRM 
practices. 

3. Number of villagers trained 
in sustainable natural 
resource management. 

INTERMEDIATE RESULT No. 2 

SUSTAll.NA1lLE PIIODUCTION 
AND I N C O ~ ~ E  INCREASE 

INDICATORS: 
1. Volume of marketed 

products: onion, potato, 
honey. 

2. Increased yield of key 
cash crops: onion, potato. 

3. Increased incomes from 
farm and non-farm 
activities. 

INTERMEDIATE RESULT No. 3 

ENNIBLING CON1)ITIONS FOII 
S U S r m m L E  IMPACTS . 

INDICATORS: 
1. Application of the 

~ational Land Code. 
2. Application of a Forest 

Code allowing partici- 
pa tory forest management . 

3. Number of landless people 
obtaining long-term land 
use rights. 

4 .  Nllmber of government 
agents trained in NRM. I 





SPECIAL OBJECTIVE #2 : PROTECTION OF THE ENVIRONMENT 
RESULTS FRAMEWORK MATRIX 

Ofi 

lritein~ediaie Result #1.2: L 
II _Iz Sustainable Managemellt of 
Natural Resources 

Sustainable Production and 
Inconre Increase 

lr~terr~iediate Result M.3: 
Enabling cotiditions for 
Sustainable Impacts 

--- 

NARRATIVE SUMMARY 

SPECIAL OBJECTIVE #2: 
Protecting the Envirotlment 

lt~tennediate Result #1.1: - - 

2. Number of villagers adopting andlor trylng improved 
NRM pracllces, 

3. Number of villagers trained in sustainable natural 
resource management. 

1. Volume of marketed key products: 

INDICATOR 

1. Area of protected forests in target zones. 

2. Number of forest areas and water resources 
managed by village-level organizalions. 

3. Area under sustainable agricullural praclices in wilh 
USAlO assislance. 

1. Number of village-level organizallons managing foresl 

0 

• Onion, 
Potato 
Okra 
Honey 

2. Increased yields of key cash crops: 
Onion 
Polalo 
Okra 

3. Increase ill incomes from farm and non-farm 
activities: 

Farm 
Non-farm 

1. Appllcalion of lhe National Land Code. 

2. Application of a Forest Code allowing participatory 
forest management. 

3. Number of conlracts wilh landlords giving landless 
people long-term land use rights. 

4. Number of national agents trained in natural resource 
managemenl. I 

5. Number of people (school children and adults) 
participaling In the environmental education program. 

RESPONSIBILITY 

DNFF, CUD, 
NGOs 

DNFF, Villagers 

DNFF, NGOs, 
Villagers 

DNFF. NGOs 

0 

ASSUMPTIONS 

Expansion of project zonr 

BASELINE (1992) 

10.017 hectares 

Forest areas: 18 
Water sources: 2 
Wells: 5 

0 

o 

2.400 

0 MT 
0 MT 

5 M T  
100 kgs 

* 10 MT . 
10 MT 

na 
na 

Land Code 
approved 

Forest Code 
approved 

0 

4 

0 

1,000 

TARGET 

19,067 ha 

64 
19 
41 

35 ha 

3R 

1997 

30 MT 
6 M T  

15 MT 
3,000 kgs 

15 MT 

15 MT 

41.4 million OF 
19.6 million GF 

Implementing 
lefllslatlon 
c~mpleted 

lmplemenling 
legislation 
completed 

85 

45 

1,280 

TIMEFRAME 

1997 

1997 

1997 

ONFF, NGOs, 

1997 

Villagers 

DNFF, NGOs 

DNFF, NGOs, 
1997 
1997 
1997 
1997 . 

1997 
1997 
1997 

1997 
1997 

1997 

1997 

1997 

1997 

1997 

-- 

Producers 

DNFF, NGOs, 
Producers 

DNFF, NGOs, 
Villagers 

Mlnistry of 
Agriculture 
(MAEF) 

DNFF, MAEF 

DNFF. NGOs, 
CRD 

DNFF, NGOs. 
USAID 

Peace Corps, 
Schools 
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'Improved Economic and social 
well-being of all Gulneans In a 
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Appendices 

NPI Results Framework (draft version) 

Definition of Partnership: Partnership vs. Linkage Criteria 

Illustrative NPI Partnership Indicators 



NPI Results Framework 

NPI Objective: More effective response by civil 
society, private sector, & local governments n 

collaboratively addressing development 
challenges 

Agency Mission: 
Sustainable Development 

Agency Goal I: 
Broad-based 

achieved 

--------- 
Enabling erwimnrnent Innovative partnershpsl 

strengthened linkages established/ 
(pdicy, -tory) strengthened 

S h m m d  capacity of 
nongovtmmental, small 

business & focal government 
Sectors 

4 4 4 4 4 
i 

Agency Goal 2: 
Sustainable 

democracies built 

i Reform agenda to 
imprm enabling 

environment 
estaMished 

public-private dialogue -u 

Agency Goal 3: 
World's population 
stabil'id & human 

health protected in a 
sustai~ble fashion 

i Increased 
opporhndties for 

rnuh~dly benefid 
partner*pslknkages 

Increased membership 
of instiMibiw in 

4: 
Envimnmtnt 
maMged 'Or 

long-term 
sustainabi8ty 

i Increased diversity of 
institutions 

Agency Goal 5: Lives 
saved, sufFerbrg 

reduced & development 
potential reinforced 

Increased development 
& dssemination of 

models of insiitubmal 
development 

Increased mobilization 
of financial resources 

I Grit&/ Awrnptkn: 
: A,Iitical will to s u m ;  

Increased access to/ 
exchange of 
informaka 



Definition of Partnership: One or more exchages between two 
or more parties to accomplish a specific purpoae. 

Partnership Criteria 

* Agreed common objective or purpose; perhaps agreement on 
common target 

* Formalization of relationships and/or plan 

* Resources mobilized toward common objective 

* Commitment of effort to achieve common objective 

* Decision-making processes understood 

* Mutual accountability 

Linkage Criteria 

* Compatible objectives 

* Exchange of information or resources 

* Decisions conveyed 



Illustrative NPI Partnership Indicators 

* Number of actions tha t  resu l t  from partnership e f f o r t s  

* Number of partnerships formed 'in support of shared 
objectives and/or t a rge t s  

* Number of problems solved through partnerships 

* Expert opinion on the % of t o t a l  resources required from a 
web of partnerships t o  achieve sustainable impact 

* Number of partnerships USAID separates from tha t  continue 
t o  achieve impact o r  meet need(s1 

* Number of par tners  tha t  form partnerships t o  achieve 
objective 

* Number of par tners  strengthened t o  carry on a c t i v i t i e s  
toward goal 

* Number of partnerships tha t  reduced due t o  increased 
r e l i a b i l i t y  of resources mobilized 

* Number of partnerships progressing toward resolut ion of 
problems 



BEST AVAlLABLE COPY 

I 
i 

I 

I 
1 
I , 
I 
: 

1 

i 
i 
; 

r 

SEVEN CRJTERIA FOR ASSESSING PERFORMANCE INDrCATORS 

I. DIRECT. A performance indicator should measure as closely as possible the result it is intended to measure. tt should 
not be pqged at a higher or lower level than the result being measured. For example, connac2ptive prevalence rate is a 
direct measure of the result increased use offmi!v planning methodr. But number of service provi&rs trained would 
NOT be a direct mevure of the mult improved service delive?. Just because people are trained docs not necessarily 
mean they will deliver services bener. 

If using a direct measure is not possible. one or more proxy indicators might be appropriate. For example. sometimes 
nfiable data on direct measures an not available at a kquency that is useful to managers. and pmxy indicators ye 
needed to provide timely insipht on p r o p s .  Roxy measures are indirect measures that are linked to the result by one or 
more assumptions. For example. in ~ n l  areas of Africa it is otlm very difficult to measure income levels directly. 
Measurn such as percentage of village households with tin roofs (or radios or bicycles) may be a usefil. if somewhat 
mugh proxy. The assumption is that when villagers have higher income they tend to purchase certain goods. If convincing 
evidence exists that the assumption is sound (for instance. it is based on research or experience elsewhere). then rhe pmxy 
may be an adequate indicator. albeit second-best to a direct measure. 

2. OBJECTIVE. An objective indicator has no ambiguiry about what is being rneaured. That is. there is general 
agretment over interpretation of the results. It is both unidimensional and opentionally precise. To be unidimenrronaf 
means that it measures only one phenomenon at a time. Avoid nying to combine too much in one indicator. such as 
measures of both access and use. Operarional precision m e w  no ambiguiry over what kind of dam would be collected for 
an indicator. For example. while munoer of rucccssficl exvorr/inu is ambiguous. something like number of export firms 
rxperrencing an annual increare in revenues of at leasr j percenr is operationally precise. 

3. ADEQUATE. Tjken as a ,goup. a performance indicator ma its companion indimon should adequately measure the 
result in question. A lfequently asked question is "how many indicators should be used to measure any given resuit?" The 
answer depends on a) the complexicy of the result being mewred. 5) the level of =sources available for monitoring 
perrbnnance. and c) the mount  of information needed to make reasonably confident decisions. For some results chat yt 

mightforward and have nied and m e  musum. one performance indiutor may be enough. For example. if the intended 
mult is increased rradirional exports. the indicator dollar value of rroditioml expons per Few is pmbably sufficient. 
Where no single indicator is sufficient or where there are benefits to be gained by "!riangulation" - then two or more 
indicaton may be needed. However. avoid using too many indicators. Try to mikc 3 balance between resources available 
for measuring performance and the amount of information managers need to make reasonably well infonned decisions. 

1. QUANTITATIVE. WHERE POSSTBLE. Quantitative indicators are numerical fnumber or percentage of dollar value. 
tonnage. for examplei. Qualitative indicators are descriptive observations (an expen opinion of institutional sncnqh. or a 
description of behavior). While quantitative indicators are not necessarily more obkctive. ;heir numerical precision lends 
them to more qrcement on interpretation of results data. and are thus usually prcienble. However. even when effective 
quantitative indicators are beins used. qualitative indicators can supplement the numbers and percentages with a richness 
of information that brings a program's results to life. 

5. DISACGREGATED, WHERE APPROPRIATE. Disasgregating people-level pro2nm results by gender. age. loca- . 
tion. or some other dimension is often important h m  a management or reponins point of view. Experience shows that 
development activities often require different approaches tor different p u p s  and arfect those groups in different ways. 
Disasgregated data h e l ~  track whether Qr not specitic groups panicioate in and benefit from zctrvities intended to include 
them. Therefore. it makes good management sense that perionnance indiaors je senstrive to such differences. 

6. PRACTIC.4L. -An indicator is pnc:ical if dam can be obtained in a timely way 2nd at 3 reasonable cosr. Managers 
rtau~re data that can 5e collected ticauentiy tnouqn to inform :hem of n t ~ g c s s  and inrluencz decisions. USAID ooenrins 
unlts shouid expect to incur reasonable. but not exorbitant. costs for obtain~ng ~seru l  pehrmancz information. A rule o i  
thumb. siven in the reengineering guidance. is to plan on Jlocatins 3 to 10 percent of total pmeram resources for 
penormanct monitoring and evaluation. 

'. XELIABLE. .4 5nal considention in cnoosine leriornancz :naicztors :s ivntthtr data of suificiently =liable uuaiiy ;'or 
confident iec~ston-maitins can be obta~ned. 3ut *.vnar stanaarcis of lam nuaiir~ Ire zetdeo ro be 2serk;': Tne data that a 
?ro$r;lm manaqtr needs ro make resonably contident ciecisions loout 3 grognrn :s not neczssanly :he ;ame rigomus 

I. 
itanaara 3 social scienttst is looking rbr. 'or :xamole. 3 iow cast minlS~rve!J may le ;ooa cnougn for 3 yiven manage- 

I 
nent neea. i 

I 
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Resulfs Framework . . 

+ I d d e s  fhe aiiid resuk necessanJ 
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SUMMARY DEFlNITIOMS O f  K-EY mMS 

Hypothesis: a testable statement; tenzarive expianation 
~ h a i  accounts for the set of facts that can be 
tesred through further invesigau'on 

Strategic Objective: the most ambitious rssuk (intsnded 
measurable change) thar a USAID operational 
unit, along with its pariners, can materially 
affect and for which it is willing to be held ' 

responsible. A strategic objective is a higher 
result associated the achievement of a set of 
lower level resub.  

an intended measurable change (of a 
condition, an outcome, or a product of a 
process); nesds t o  be thought of in terms of 
an end state (e.g., stabiished) rather than as 
a process k g . ,  to embiish) 

a measure used to .;rack progress (or lack 
thereof) towards a strategic objective or 
intermediate resutt. Pe~ormance  indicators 
serve to derermine "whether" progress is 
being made, rather than "wny"/"why not" 
such progress is being made. 

rne specific and intended resufi To be achieved 
within an expiicii rime frame and agains 
which ac?ual rzsuizi are canpared and 
assess&. Each incicwor mu% have e targex 
w i ~ h  r specific dme frame. 
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ANNEX 3 

BIBLIOGRAPHY OF COLLECTED PRINTED RESOURCES ON 
CAPACITY BUILDING AND PARTNERSHIP FORMATION 

The mandate of the NPI Capacity Building Working Group (CBWG) was to  
facilitate Agency learning regarding institutional capacity building and partnership 
formation in developing country contexts. As part of this effort, the CBWG has 
collected a number of materials on the state of the art, providing information on: 

1 ) Activities, programs, resources and technologies for capacity building of civil 
society organizations; 

2) Activities, programs, resources, and technologies for building institutional 
partnerships and linkages: 

-- Intra-sectoral (coalitions, support associations, networks, etc.) 
-- Cross-sectoral (small business, local government and civil society organizations) 
-- North-South (PVO-NGO, Sister communities) 

3) Development of a host-country policy environment that enables linkage 
formation and sector-wide empowerment; 

4) Cutting edge discussions of the NGO sector and its relevance to sustainable 
development; and 

5) Case studies of ail of the above. 

A listing of these collected documents follows. A fully annotated bibliography is 
available upon request. 

TABLE OF CONTENTS: 

CSO DISCUSSIONS (GENERAL) . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  2 
. . . . . . . . . . . . . . . . . . . . . . . . . . .  ORGANIZATIONAL ASSESSMENT (CSO) 3 

. . . . . . . .  ORGANIZATIONAL STRENGTHENING AND STRATEGIC PLANNING 3 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  PROJECTDEVELOPMENT(CS0) 5 

. . . . . . . . . . . . . . . . . . . . . . . .  RESOURCE DEVELOPMENT ALTERNATIVES 5 
SECTORAL STRENGTHENING MODELS, TOOLS AND PROGRAMS . . . . . . . . .  6 

. . . . . . . . . . . .  CSO INTRA-SECTORAL COLLABORATION AND PARTNERING 7 
BUILDING AN ENABLING ENVIRONMENT FOR CSO SECTORAL EMPOWERMENT 8 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . .  INTER-SECTORAL COLLABORATION 9 
. . . . . . . . . . . . . . . . . . . . . . . .  NORTH-SOUTH/PVO-CSO COLLABORATION 10 

USAID MISSION EXPERIENCES (NPI, PARTNERSHIPS, CAPACITY BUILDING, 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  ETC.) 13  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  MISCELLANEOUS 13  



CSO DISCUSSIONS (GENERAL) 

Asian Linkaaes: NGO Collaboration in the 1990s (A Five-countrv Studv), J. Phohl, 
1989, PACT 

Bevond the Manic Bullet: NGO Performance and Accountabilitv in the Post-Cold War 
World, Edited b y  M. Edwards and D. Hulme, 1996 [Kumarianl 

Civil Societv and Political Transition in Africa, Bratton, 1994, IDR Reports, Vol. 1 I, 
No.6, lnstitute for Development Research 

Democratizinq Development: The Role of Voluntarv Orqanizations, J. Clark, 1990 
[Kumarianl 

Gettinq t o  the 21st Centurv: Voluntarv Action and the Global Agenda, D. Korten, 
1990 [Kumarianl 

Measurinq Our Impact: Determinina Cost-Effectiveness of Non-Governmental 
Orqanization Development Proiects, Bowman, et a1 [PACT] 

NGO and Grassroots Policv Influence: What is Success?, V. Miller, IDR Reports, Vol. 
1 1,  No. 5, IDR Reports, lnstitute for Development Research 

NGOs Are Onlv Part of  the Third Sector in the South -- An Analvsis from Banqladesh, 
R. Holloway [PACT] 

Non-Governmental Orqanizations and Natural Resource Manaqement in Africa, 
W. Booth, C. Njukl, and J. Otto [USAIDICDIE, PN-ABN-3571 

A Note on NGOs and Policv Influence, J. Covey, 1992, IDR Reports, Vol. 9, No. 2, 
lnstitute for Development Research 

Overview of Povertv Alleviation and PVDOsl Role in this in  Banaladesh, R. Holloway 
[PACT] 

Partners for Development: USAlD and PVOINGO Relationships, Shoies and J. Covey 
1 996, IDR Reports, Vol. 12, No.2, institute for Development Research 

People vs. Government, D. Korten, 1990, lnstitute for Development Research [PACT] 

Policv Influence bv  Deve lo~ment  NGOs: a Vehicle for Strenqtheninq Civil Societv, V. 
Miller, 1994, IDR Reports, Vol. I I, No. 1, lnstitute for Development Research 

The Prince, the Merchant, and the Citizen -- Loncl Live the Citizens' Associations!, R. 
Holloway [PACT] 

Resource Guide Annex #3 - 2 



The Role of Voluntarv Orqanizations in Development, IDR Reports, Vol. 8, No. 1, IDR 
Reports, D. Brown and D. Korten, 1991, lnstitute for Development Research 

Two  Faces of Civil Societv: NGOs and Politics in Africa, S. Ndegwa, 1996 [Kumarianl 

ORGANIZATIONAL ASSESSMENT (CSO) 

Deve lo~ment  NGDOs: Analvsis for Self-directed Development, lnstitute for 
Development Research (IDR) 

lncreasinq PVOINGO Capabilitv Worksheet, U.S. Agency for International 
Development, Bureau for Humanitarian Response, Office for Private and Voluntary 
Cooperation (USAIDIBHRIPVC), 1994 

lnauirv and Innovation in the Private Voluntarv Sector, T. Wilmot, from Global Social 
Innovations, Summer 1996 (journal), Global Excellence in Management (GEM) 
Initiative 

Institutional Assessment Instrument (draft), World Learning, 1996 

INTRAC1s Orqanizational Assessment for NGO Capacitv Buildinq, R. Holloway, 1995, 
PACT 

Oraanizational Capacitv Assessment Tool (OCAT): A Handbook on Participatorv 
Monitorina and Evaluation, PACT, 1996 

Orqanizinq and Manaaina Private Development Aaencies: Comparative Analvsis, D. 
Brown and J. Covey, 1987, Vol. 4, No. 1, IDR Reports, lnstitute for Development 
Research (IDR) 

Tool Kits: A Practical Guide t o  Assessment, Monitorina, Review and Evaluation, L. 
Gosling, 1995, Save the Children, [PACT] 

Workshop on Assessina Development NGO Effectiveness, D. Brown, 1993, 
PACTIPRIPlBangladesh and lnstitute for Development Research 

ORGANIZATIONAL STRENGTHENING AND STRATEGIC PLANNING 

Appreciative I n ~ u i r v :  an A p ~ r o a c h  t o  Orqanizational Analvsis and Learninq, GEM Ini- 
tiative, Case Western Reserve University, Weatherhead School of  Management, 1995 

Bevond Strateaic Plannina: Strateaic Decisions in Nonprofit Oraanizations, D. Brown 
and J. Covey, 1995, Vol. 2, No. 1, IDR Reports, lnstitute for Development Research 

Resource Guide Annex #3 - 3 



Buildinq Capacitv throuqh Action Learninq, Leach, 1994, IDR Reports, Vol. 10, No.5, 
lnstitute for Development Research 

Critical Transitions: Human Capacitv Development Across the Lifespan, B. Levinger, 
1996, Education Development Center and UNDP 

Development Orqanizations and Orqanization Development: Toward an Expanded 
Paradiqm for Ornanization Development, D. Brown and J. Covey, 1988, IDR Reports, 
Vo1.4, No.5, lnstitute for Development Research 

Evaluation Report: FPMD [Familv Planninq Manaqement Development] Assistance in 
Kenva, S. Huber, Aug 1995 [USAIDICDIE, PD-ABL-7741 

Global Benchmarks, Global Excellence in Management (GEM) Initiative, f rom Global 
Social Innovations, Summer 1996 (journal) 

Grabbinq the Tiqer b v  the Tail: NGOs Learninq for Orqanizational Chanqe, D. Kelleher 
and K. McLaren, 1996, Canadian Council for International Cooperation [Kumarianl 

lnquirv and Innovation in the Private Voluntarv Sector, T. Wilmot, from Global Social 
Innovations, Summer 1996 (journal), Global Excellence in Management (GEM) 
Initiative 

Institutional Development: Innovations in Civil Societv, Journal, Vol. 1, No. 1, 1994, 
Society for Participatory Research in Asia (PRIA) 

Institutional Development for Strenqtheninq Civil Society, D. Brown and R. Tandon 
1994, IDR Reports, Vol. 1 1, No.9, lnstitute for Development Research 

Manaclement Controls for Development Orqanizations, Part 1: Checklist, R. Collins 
[PACT] 

Manaqement Controls for Deve lo~ment  Orqanizations, Part 2: Reference Manual, R. 
Collins, 1994  [PACT] 

Manaqement Dimensions of Development: Perspectives and Strateqies, M. Esman, 
1991 [Kumarian] 

Manaqinq Orqanizations in Developing Countries: An Oraanizational and Strateuic 
Approach, Achievinq Improved Performance in Public Oruanizations: A Guide for 
Manaeers, M. Kiggundu, 1989 [Kumarianl 

Measurinq Our Impact: Determininq Cost-Effectiveness of Nonaovernmental 
Orqanization Deve lo~ment  Proiects, M. Bowman, et  al, Technoserve, [USAIDICDIE, 
PN-ABD-6551 
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Orqanizational Barriers t o  NGO Strateqic Action, D. Brown, Vol. 5, No. 2, IDR 
Reports, lnstitute for Development Research 

Orqanization Development in  Social Chanqe Organizations: Some Implications for 
Practice, D. Brown and J. Covey, 1987, IDR Reports, Vo1.4, No.2, lnstitute for 
Development Research 

Participatorv Research and Communitv Planninq, D. Brown, 1986, IDR Reports, 
Vo1.3, No.3, lnstitute for Development Research 

People Centered Development and Participatorv Research, D. Brown, 1985 Vol. 2, 
No. 2, IDR Reports, lnstitute for Development Research 

Principles for Effective Desiqn and Manaqement of  Small Business Development 
Centers, J. Santer, et al, 1993, Gemini [PACT] 

The Process of Institutional Development: Assistinq Small Enterprise Institutions t o  
Become More Effective,E. Edgecomb and J. Cawley, 1991, GEMINI [PACT] 

Turninq Private Voluntarv Orqanizations into Development Aqencies: Questions for 
Evaluation, J. Tendler, 1982 [USAIDICDIE, PN-AAJ-6121 

PROJECT DEVELOPMENT [CSO) 

Manaaement Dimensions of Development: Perspectives and Strateqies, M. Esman 
[Kumarianl 

OOPPP and Bevond (Obiectives Oriented Participatorv Proiect Planninq (and 
Implementation, Work Planning, Monitorinu and Evaluation)), PACT Ethiopia, 1996  

PACT Proqram Resource Handbook, K. MacCleod, 1996, PACT 

Proiect/Proqram/Activitv Desiqn Document, USAIDICDIE, PD-ABL-786 

RESOURCE DEVELOPMENT ALTERNATIVES 

Buildinu Foundation-like Oruanizations in the Southern Hemisphere, The Synergos 
Institute, 1996 

Endowments as a Tool for Sustainable Develo~ment,  K. Horkan and P. Jordan, USAlD 
Working Paper No. 221, July 1996 [USAIDICDIE, PN-ABY-6161 

Fundinq Communitv Initiatives, S. Arrossi, e t  al, 1994 [PACT] 
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International Trends for NGOs and New Amroaches for Domestic Fundraisinq, R. 
Holloway [PACT] 

Makinq Your Own Money, R. Holloway [PACT] 

Options for Sustainabilitv: Endowments as a Modalitv for Fundins Development 
Work, R. Holloway [PACT] 

PACT Prosram Resource Handbook, PACT 

Trusts, Foundations and Endowments -- Options for Sustainabilitv, R. Holloway, 
I 9 9 6  [PACT] 

SECTORAL STRENGTHENING MODELS, TOOLS AND PROGRAMS 

Accountabilitv and Effectiveness of NGO Policv Alliances, J. Covey, 1994, Vol. 1 1, 
No. 8, IDR Reports, lnstitute for Development Research 

Bridsinu Orsanizations and Sustainable Development, D. Brown, 1991, Vol. 8, No. 4, 
IDR Reports, lnstitute for Development Research 

Buildinq the Sector: How PRlP Helps to Build the NGO Capacitv in Banaladesh, R. 
Holloway [PACT] 

Creatinu Social Capital: Nonaovernmental Development Orqanizations and Inter- 
sectoral Problem Solvinq, D. Brown, 1994, Vol. 11, No. 3, IDR Reports, lnstitute for 
Development Research 

How to  Create a Resource Center and Manacle It, Counterpart Foundation 

Institutional Development: Innovations in Civil Societv, Journal, Vol. 1, No. 1, 1994, 
Society for Participatory Research in Asia (PRIA) I 
lntermediarv NGOs: The Supportins Link in Grassroots Develo~ment, T. Carroll, 1992 
[Kumarian 1 I 
Networks and Support Orsanizations (Article in bi-monthly newsletter, "From the 
Field"), R. Holloway, 1 996, PACT Zambia I 
NGO and Grassroots Policv Influence: What is Success?, V. Miller, 1994, Vol. I I, 
No.5, IDR Reports, Institute for Development Research I 
Partici~ation, Social Capital, and Inter-sectoral Problem-solvinq: African and Asian 
Cases, D. Brown and D. Ashman, Vol. 12, No. 2, IDR Reports, lnstitute for 
Development Research 
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Resources for the Use of Discussion Cases bv  NGOs: "Guidelines for Case-Writinn" 
and "Facilitatinq a Case Discussion", Zwick and Brown, 1994, IDR Reports, Vol.1 I ,  
No.4, lnstitute for Development Research 

Strenqthenina Civil Societv: Contributions of Support Orqanizations in South Asia, D. 
Brown and R. Tandon, 1995, Society for Participatory Research in Asia (PRIA) and 
lnstitute for Development Research (IDR) 

Strenqtheninq the Grassroots: Nature and Role of Support Oraanizations, D. Brown 
and R. Tandon, 1990, Vol. 7, No. 1, IDR Reports, lnstitute for Development 
Research 

CSO INTRA-SECTORAL COLLABORATION AND PARTNERING 

Accountability and Effectiveness of NGO Policv Alliances, J. Covey, 1994, IDR 
Reports, Vol. I I, No.8, lnstitute for Development Research 

Asian Linkaqes: NGO Collaboration in the 1990s (A Five-countrv Studv), J. Phohl, 
1989, PACT 

Evolution of the Mountain Forum; Global Orqanizinq for Advocacy and Mutual 
S u ~ p o r t ,  K. Kaczmarski, Global Social Innovations, Summer 1996 (journal), Global 
Excellence in  Management (GEM) Initiative 

International Networkina: the Role of Southern NGOs, Julie Fisher, 1995, Case 
Western Reserve University 

Institutional Development: Innovations in Civil Societv, Journal, Vol. I, No. I, 1994, 
Society for Participatory Research in Asia (PRIA) 

Models of  Inter-Orsanizational Collaboration in  Develo~ment,  M. Leach, 1994, IDR 
Reports, Vol. I I, No.7, lnstitute for Development Research 

M u l t i ~ a r t v  Cooperation for Development in Asia, D. Brown and R. Tandon, IDR 
Reports, 1993, Vol. 10, No. I, lnstitute for Development Research 

NGO Deve lo~ment  Trainina in Southern Africa: Promotina South-South Linkaaes 
Throuah Information Sharing, Micou and McKinstry, lnstitute of International 
Education [USAID/CDIE, PN-ABW-9441 

Partnership Self-assessment Checklist (in draft), InterAction, 1 996  

Policv Influence bv  Development NGOs: a Vehicle for Strenqtheninq Civil Societv, V. 
Miller, 1 994, Vol. I I, No. I, lnstitute for Development Research 
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USAlD and the Private Voluntarv Communitv: Policies for a More Effective 
Partnership, InterAction, Dec 1993 [USAIDICDIE, PN-ABW-0931 

Workinq Toaether: NGO Cooperation in Seven African Countries, Deull and Ditcher, 
1987, InterAction [PACT] 

BUILDING AN ENABLING ENVIRONMENT FOR CSO SECTORAL EMPOWERMENT 

Civil Societv: the Non-profit Private Sector -- Trvina t o  Cateaorize it in Banqladesh, R. 
Holloway, PACT 

Civil Societv, the State and Roles of NGOs, R. Tandon 1991, Vo1.8, No.3, IDR 
Reports, lnstitute for Development Research 

Democratic Initiatives and Strenqtheninq the Enablinq Environment for NGOs (Noting 
Practice in Bangladesh, Ethiopia, Zambia and the World Bank), R. Holloway, PACT 

De-mvstifvinq "Policv Dialoque": How Private Voluntarv Organizations Can Have an 
Impact on Host Countrv Policies, T. Dichter, 1986, Technoserve [PACT] 

Governance and Local Democracv (GOLD), USAID/Manila [USAIDICDIE, PD-ABL-7861 

Governance, Democracv, & Conditionalitv, A. Clayton, Editor, 1994, INTRAC [PACT] 

Lookina for Accommodation: NGOs and Societv in Banqladesh, R. Holloway, PACT 

NGO and Grassroots Policv Influence: What is Success?, V. Miller, 1994, Vol.1 I, 
No.5, IDR Reports, lnstitute for Development Research 

NGOs -- What Are Thev and Whv Do People Get So Excited About Them, R. 
Holloway, 1 991, PACT 

Overview of Povertv Alleviation and PVDOsl Role in this in Banqladesh, R. Holloway, 
1995, PACT 

People vs. Government, D. Korten, 1990, lnstitute for Development Research [PACT] 

Perspectives on the Enablina Environment in Banqladesh -- Omortunities and 
Challenaes for NGOs and Peoples Oraanizations, R. Holloway, PACT 

Policv Influence bv  Development NGOs: a Vehicle for Strencltheninq Civil Societv, V. 
Miller, 1994, Vol. I I, No. I, lnstitute for Development Research 

Small Business Policv Environment Report: the Role of  the Private Sector and PVOsI 
NGOs in Policv Reform, USAlD New Partnerships Initiative (NPI) Small Business 
Partnership Task Force, 1996, USAlD 
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INTER-SECTORAL COLLABORATION 

BancoSol: A Private Commercial Bank: A Case Studv in Profitable Microenterprise in 
Southern and Eastern Africa, A. Glosser, 1993, GEMlNl [PACT] 

Buildinq Linkaqes Between the Microenterprise and Health Sectors: An lssues Paper, 
L. Olson, 1995, GEMlNl [PACT] 

Buildina Linkaqes Between the Microenterprise and Shelter Sectors: and Issues Paper, 
P. Phelps, 1995, GEMlNl [PACT] 

Business Linkaaes in  Zimbabwe: Concept, Practice, and Strateqies, Grierson and 
Mead [PACT] 

Civil Society, the State and Roles of NGOs, R. Tandon, 1991, Vo1.8, No.3, IDR 
Reports, lnstitute for Development Research 

Collaborative and Communitv-Based Manaqement of Coral Reefs: Lessons from 
Experience, Edited by A. White, e t  all 1994 [Kumarian] 

Creatinq Social Capital: Nonqovernmental Development Orqanizations and lnter- 
sectoral Problem-Solvinq, D. Brown, 1994, Vol.1 I, No.3, IDR Reports, lnstitute for 
Development Research 

Enhancinq the Effectiveness of Governmental and Nonaovernmental Partnership in 
Natural Resources Manasement, K. McKay, et  all Aug 1990 [USAIDICDIE, 
PN-ABH-5081 

Holdinq Toqether: Collaborators and Partnerships, R. Tandon, 1988, IDR Reports, 
Vo1.8, No.2, Institute for Development Research 

Introduction t o  the Third Sector of  Societv -- The Voluntarv Sector, R. Holloway, 
1994  [PACT] 

Linkinq Microenter~r ise and the Environment: An Issues Paper and Workshop 
Proceedinqs, A. Jansen, 1995, GEMlNl [PACT] 

Models of  Inter-Orqanizational Collaboration in Develo~ment, Leach, 1994, IDR 
Reports, Vol. I I, No.7, lnstitute for Development Research 

M u l t i ~ a r t v  Cooperation for Development in Asia, D. Brown and R. Tandon, IDR 
Reports, 1993, Vol. 10, No. I ,  lnstitute for Development Research 

PACT Proqram Resource Handbook, K. MacCleod, 1996, PACT 
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Part ic i~at ion of Nontraditional Educational Orqanizations in the Proposed US APEC 
(Asia Pacific Economic Cooperation) Partnership for Education: A Survev of Selected 
Trade and Professional Orqanizations, State and Local Aaencies, and Education and 
Traininq Orqanizations, T. Beck, Mar 1991 [USAIDICDIE, PN-ABY-9571 

Participation, Social Capital, and Inter-sectoral Problem-solvinq: African and Asian - - 

Cases, D. Brown and D. Ashman, 1996, Vol. 12, No. 2, IDR Reports, lnstitute for 
Development Research 

Policv Influence bv Development NGOs: a Vehicle for Strennthenina Civil Societv, V. 
Miller, 1 994, IDR Reports, Vol. I I, No. I ,  Institute for Development Research 

PRlA Development Manaqement Course: Module on NGO-State Relations (Overhead 
Projector notes), R. Holloway, 1996 [PACT] 

Private Business Orqanizations and the Lesislative Process, T. Gray, 1993, GEMINI 
[PACT] 

Proceedinqs of the Tenth Conference on Housinq and Urban Development in 
Sub-Saharan Africa: Public and Private Sector Partnerships in Housinq and Urban 
Development, Feb 1986 [USAIDICDIE, PN-AAW-5551 

Protectinq Bioloqical Diversitv: Nepal Case Studv, F. Sowers, M. Walters, and B. 
Upreti, Mar 1994 [USAID/CDIE, PN-ABT-4511 

Public-Private Partnership in African Urban Development, M. Lewis and T. Miller, Jan 
1986 [USAIDICDIE, PN-AAV-5541 

Public and Private Sector Partnerships in Housinq: A Backaround Pa~er ,  R. LaNier, A. 
Massoni, and C. Oman, Feb 1986 [USAIDICDIE, PN-AAV-5551 

R e ~ o r t :  National Conference on Public-Private Partnership in Technoloqv 
Development: Emerqinq Linkaaes Between lndustrv and Research Institutions, S. 
Malik, and A. Bukhari, Feb 1994 [USAIDICDIE, PN-ABU-8341 I 
Small Business Policv Environment R e ~ o r t :  The Role of the Private Sector and 
PVOs/NGOs in Policv Reform, USAlD New Partnerships Initiative (NPI) Small Business 
Partnership Task Force [USAID] 

I 

NORTH-SOUTHIPVO-CSO COLLABORATION 

Assessment of  the USEA (United States Enerqv Association) Eastern and Central 
European Utilitv Partnership Proqram: Final Draft Report, S. Klein, Mar. 1994 
[USAIDICDIE, PD-ABN-1181 
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Business and Development Partnershia, Dec 1990 [USAIDICDIE, PN-ABG-9761 

Communitv Based Natural Resource Manaqement in Sri Lanka: Oaaortunities for 
Partnership Proqrams with NGOs, K. Nakatani, May 1992 [USAID/CDIE, 
PN-ABN-2871 

End of Proiect Evaluation of Partners of the Americas Grant: Central America Reqional 
Democracv Strenqtheninq, Oct 1989 [USAIDiCDIE, PD-ABA-0591 

Enhancinq the Effectiveness of Governmental and Nonqovernmental Partnership in 
Natural Resources Management, K. McKay, D. Gow, et al, Aug 1990 [USAIDICDIE, 
PN-ABH-5081 

Evaluation of Business Develo~ment  Services Proqram - Argentina and Fast Track 
Proqram - Uruquav, [USAIDICDIE, PD-ABL-9421 

Evaluation of the Cal Polv, Pomona, Cooaerative Aqreement 645-0231 -A-00-1 054, 
[USAIDICDIE, PD-ABM-2251 

Evaluation of the Centre for Develoament and Poaulation Activities (CEDPA) Access 
to  Familv Planninq throuqh Women Manaqers Proiect, M. Norton, S. Buzzard, and W. 
Polly, Dec 1995 [USAIDICDIE, PD-ABM-3421 

Evaluation of the Partners of the Americas Proqram with Emphasis on A.I.D. Core 
Grant Funded Activities, [USAIDICDIE, Oct 1990, PD-ABL-0801 

Evaluation of RHUDOIBanqkok's Twinnina Proaram, K. Caplan, Sept 1994  
[USAIDICDIE, PD-ABJ-3641 

Evaluation R e ~ o r t :  FPMD [Familv Plannina Manaqement Develoamentl Assistance in 
Kenva, S. Huber, Aug. 1995 [USAIDiCDIE, PD-ABL-7741 

Final Evaluation of the Private Voluntarv Oraanization Initiatives Proiect, S. Buzzard 
and J. Zarafonetis, June 1992 [USAIDICDIE, PD-ABF-4291 

Forminq a Multi-National Develo~ment  Coalition: Diversitv and Op~ression in 
Orqanizational Relations, J. Covey and Brown 1994, IDR Reports, Vol. 10, No. I, 
Institute for Development Research 

Institutional Develo~ment:  Innovations in Civil Societv, Journal, Vol. 1, No. 1, 1994, 
Society for Participatory Research in Asia (PRIA) 

Katalvsis NorthiSouth Develo~ment  Partnershia: Third Annual Report -- A Collabor- 
ation Strateqv for Sustainable Develo~ment, 1993 [USAIDICDIE, PD-ABG-8841 

Mid-term Assessment Final Report : United States - Asia Environmental Partnershia, 
USAID/CDIE, PD-ABL-193, May 1995 
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Mid-point Proqram Evaluation of Jamaica / Western New York Partners of the 
Americas, Partners Voluntarv Technical Assistance Service (PAVTASL, V. Allen and 
M. Wilburn, Apr 1985 [USAIDICDIE, PD-AAT-1381 

Multipartv Cooperation for Development in Asia, D. Brown and R. Tandon, IDR 
Reports, 1993, Vol. 10, No. I, Institute for Development Research 

NIS (New Independent States) Medical Partnerships Proqram: An Assessment, A. 
Mudge, A. Bongiovanni, et  all Oct 1994, [USAID/CDIE, PD-ABJ-9881 

North-South Partnership: Assessinq Institutional Com~atibi l i tv, A Case from West 
Africa, A. Luery, M. Bowman, and C. Akinola, Technoserve, 1992 [PACT] 

Nonqovernmental Orqanizations: Guidelines for Good Policv and Practice (book 
overview), R. Holloway, 1996, PACT-Zambia [PACT] 

PACA [Provecto Ambiental para Centro America] Final Evaluation W o r k s h o ~  
Proceedinqs Svnthesis, Sept. 1995, [USAIDICDIE, PD-ABM-1771 

PACT Proqram Resource Handbook, K. MacCleod, 1996, PACT 

Participation of Nontraditional Educational Orqanizations in the Proposed US APEC 
(Asia Pacific Economic Cooperation) partners hi^ for Education: A Survey of Selected 
Trade and Professional Orqanizations, State and Local Aqencies, and Education and 
Traininq Oraanizations, T. Beck, Mar. 1991 [USAIDiCDIE, PN-ABY-9571 

Partnership Initiatives Fund (PIF): l m ~ a c t  Studv, W. Booth, Sept. 1992 [USAID/CDIE, 
PN-ABM-0861 

Peo~les '  Institutions for Forest and Fuelwood Develo~ment:  A Report on Participatorv 
Fuelwood Evaluations in India and Thailand, R. Morse, C. Tingsabadh, et  al., Mar 
1987 [USAID/CDIE, PN-AAX-1691 

Proiect Assistance Com~le t ion  Report: Drua Abuse Prevention and Education Pilot 
Proiect (DAPPL, Sept. 1994 [USAID/CDIE, PD-ABK-I 21 - 

Proiect Assistance Com~le t ion  Re~or t :  Partners of the Eastern Caribbean Traininq 
Proiect, 1993, [USAID/CDIE, PD-ABG-8171 -- 

- 

~ r o t e c t i n q  Bioloqical Diversitv: Nepal Case Studv, F. Sowers, M. Walters, and B. 
Upreti, Mar. 1994  [USAID/CDIE, PN-ABT-451 I 

The Roles, Capacities, and Potential of  Indigenous and International NGOs in the 
lnteqration o f  Conservation and Development in Madasascar: an Overview and - 

Assessment of  the USAlD Sustainable A ~ ~ r o a c h e s  for Viable Environmental - 

Manaqement (SAVEMI Proiect, C. Grimm and B. Byers, 1994, USAlD (1 9 pages) 
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Service Throuqh Partnership: A Strateqv Summarv, Sept. 1992, [USAIDICDIE, 
PN-ABP-8 1 21 

Service Throuah Partnership: ISNAR1s Strateav for the 1990s, International Service 
for National Agricultural Research, Apr. 1992, [USAIDICDIE, PN-ABN-0071 

Strenqtheninq the Public-Private partners hi^: An Assessment of USAIDrs 
Manaaement of PVO and NGO Activities, P. Jordan, Apr 1996 [USAIDICDIE, 
PN-ABS-5481 

Sustainabilitv Issues for PVOINGO Activities, P. Jordan, [USAIDI CDIE, PN-ABS-5171 

Trends in PVO Partnership: The Umbrella Proaram Experience in Central America, 
O'Brien, 1989, PACT 

Turninq Private Voluntarv Oraanizations into Development Aaencies: Questions for 
Evaluation, J. Tendler, 1982 [USAIDICDIE, PN-AAJ-6121 

Who Runs the Show? Staffinq Patterns Overseas, T. Dichter, 1986, Technoserve 
[PACT] 

USAlD MISSION EXPERIENCES (NPI, PARTNERSHIPS, CAPACITY BUILDING, ETC.1 

Lesotho PVOINGO Assessment: the Potential for an Increased Role in USAlD 
Lesotho's Transition Strateay, L. Fox [USAIDICDIE, PN-ABQ-3521 

Strenqtheninq the Public-Private Partnership: An Assessment of USAIDrs Manaqe- 
ment of PVO and NGO Activities, P. Jordan, Apr. 1996 [USAIDICDIE, PN-ABS-5481 

MISCELLANEOUS 

The A.I.D.IPV0 Relationship, The Operational Aspects of the Partnership --Quarterlv 
Meetina of the Advisorv Committee on Voluntarv Foreian Aid, Mav 1 9  and 20, 1992: 
Executive Summarv, 1992, [USAIDICDIE, PN-ABP-1531 

Directorv of Civil Societv Oraanizations in Zambia, PACT, 1996 

PACT in Asia I PACT in Latin America 1 PACT in Africa, PACT, 1996 

People Centered Develo~ment  and Partici~atorv Research, D. Brown, 1985, Vol. 2, 
No. 2, IDR Reports, Institute for Development Research 

Strenatheninq People-to-People Development into the 1990's -- Work in Process: 
Clarifvina the Vision, C. James, Dec. 1988 [USAIDICDIE, PN-ABD-0651 
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ANNEX 4 

PACT ORGANIZATIONAL CAPACITY ASSESSMENT - RATING REPORT 

Name of NGO: 

Date of Assessment 

Conducted by: 

I 
I 
I 
I 
) A. GOVERNANCE 

I 
I 
I 
I 
I 
I 
I 
I 
I 
1 Resource Guide Annex #4 - 1 

Rating Scale 
Needs urgent attention and improvement 

Needs attention 

Needs improvement on fairly wide scale, but not major or urgent 

Needs improvement in limited aspects, but not major or urgent 

Room for some improvement 

No need for immediate improvement 

1. Board - 
a. The Board provides overall policy direction and oversight. 

b. The Board provides accountability and credibility. 

c. The Board is composed of committed members who represent the diverse 
interests of the constituents. 

d. The Board is capable of carrying out key roles such as policy formulation, fund 
raising, public relations and lobbying. 

e. Mechanisms are in place for obtaining appropriate input from constituency. 

f. Board respects by-laws concerning fixed terms of office and a quorum. 

g. Board members work in voluntary and unpaid capacity. 

2. MissioniGoal 

a. The NGO's has clearly articulated mission/goal. 

b. The NGO's mission is understood by staff, constituency and the public. 

c. Strategies are aligned with mission, realistic and take the form of clear objective 
statements as to how they can be achieved. 

d. Operational planning is jointly conducted by senior management, staff and 
constituency. 

3. Constituency 

a. There is a well defined constituency base. 

b. There is a recognition of the constituency as partners. 

. 
a. 
am. .... ..... ...... 
.... .... ... ... ..... 
...m. ..... ... 
mm .. 
mu. 



c. There are regular surveys of constituency needs and findings are integrated into 
the planning process. 

d. The constituency is regularly involved in the review of the NGO's mission and 
strategies. 

e. The Board executes its role of advocate for constituents. 

4. Leadership 
a. Board and senior management have clear understanding of their roles and 

responsibilities as providers of overall direction. 

b. Senior management's relationship to staff is participatory, transparent and 
management decisions are delegated. 

c. Leadership is accessible and fosters participation of constituents. 

5. Legal Status 
a. NGO is properly registered according to local regulations. 

b. NGO benefits from the financial and legal status allowable under local law. 

... 
m... ... 
m..... .. 

B. MANAGEMENT PRACTICES 

1. Organizational Structure 
a. NGO has an organizational structure with clearly defined lines of authority and 

responsibilities 

2. Information Management 
a. Systems exist to collect, analyze and disseminate data and information. 

3. Administrative Procedures 
a. Administrative procedures and operating manuals exists and are followed 

b. Procedures and operating manuals are updated regularly. 

4. Personnel 

a. Recruitment, employment and personnel practices are clearly defined and 
followed. 

5. Planning 

a. Operating plans are developed, reviewed, updated and reflect a strategic plan. 

b. Resources are planned for and allocated properly. 

c. Input from constituents is included in planning. 

d. Staff is involved in planning. 

6. Program Development 
a. Constituents and staff are involved in program design, implementation and 

evaluation. 

b. An M&E System exists incorporating identification of indicators, collection and 
analysis of data, evaluation of impact and processes for program modifications. 

7. Program Reporting 
a. NGO regularly reports on activities and results of evaluations. 

b. NGO publishes and disseminates reports on lessons learned. 

.. .... 
mu.. 
...a . n . ... .. .. 
B. . . ... .. 



C. HUMAN RESOURCES 

I 
d. Evaluations and promotions are based on performance and are equitable. 

1. Human Resources Development 

a. Human resources development planning takes places. 

b. Staff training plan based on NGO's capacity needs and strategic objectives. 

c. Opportunities exist to integrate skills acquired in training into the work 
environment. 

I 

2. Staff Roles I 

mm 
m u  

a. Jobs descriptions are well defined, documented, respected and regularly updated. 

b. Clearly established links exist between staff capacity and NGO mission. 

c. Job descriptions are applied and used to measure staff performance. 

3. Work Organization 

a. Staff meetings are regularly scheduled. 

b. Staff participates in management decisions. 

c. Team work is encouraged. 

d. Information is shared freely among all staff members. 

e. Staff encouraged to take initiative and to be self-motivated. 

4. Diversity Issues 

a. Diversity of constituents is reflected in the composition of the board and staff. 

5. Supervisory Practices 

a. Supervision occurs on regular basis. 

b. Grievance and conflict resolution procedures are in place and practiced. 

6. Salary and Benefits 

- -- 

c. NGO conforms to standard tax and labor regulations and requirements. I 1 

n n n n .... 
Urn. 
M u  
BmB 
urn 
m. 

.mw 
B.. 

a. Salaries are clearly structured and competitive. 

b. Benefits policy is clearly structured. 

I D. FINANCIAL RESOURCES I 

mmm 
B.. 

1. Accounting I 
a. Appropriate and adequate financial procedures and reporting systems are in 

place. 
m u m a m  

b. Account categories exist for separating project funds. 

2. Budgeting 
B.mm 

a. Regular budgeting process is developed and integrated into annual operating 
plans. 
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b. Staff is responsible for preparation and management of project budgets. ... 



Resource Guide Annex #4 - 4 

3. FinanciallInventory Controls 

a. Adequate financial and inventory controls exist and are implemented. 

b. Internal and external financial reviews are performed with regular and 
appropriate frequency to assure transparency. 

c. Adequate procurement procedures are in place. 

4. Financial Reporting 

a. Financial reporting is accurate and timely. 

b. Reports are used for planning. 

c. NGO has a system for reporting on financial status. 

..... 
mmmmm 
mMmmm 
mmmrn ... I. 

E. SERVICE DELIVERY 

1. Sectoral Expertise 

a. Relevant sectoral expertise exists within organization. 

b. Expertise is credible and recognized by the development community. 

c. NGO is capable of adapting program and service delivery to the changing needs 
of constituency. 

2. Constituency Ownership 

a. Program priorities and services are defined in collaboration with constituency and 
are based on need and institutional capacity. .a 

b. Constituency perceives service delivery is adequate and cost effective. 

C. Appropriate structures exist to reach grassroots. rn 4 
3. Impact Assessment 

a. Indicators of success and impact have been jointly identified and established for 
each objective. 

b. Baseline data measurements are monitored and regularly analyzed. 

c. Impact assessments are used to adjust programs as required. n 

urn. 
mmm 
rn 
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F. 

i 
I 
I 
1 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
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EXTERNAL RELATIONS 

1. Constituency Relations 

a. NGO is seen as credible and a valuable resource to constituency. 

b. NGO is able to attract volunteer support. 

c. The NGO - constituency relationship is one of full partners serving a common 
purpose. 

2. Inter-NGO Collaboration 

a. NGO networks and shares resources with national and international NGOs 

b. NGO plays leadership role in promoting coalitions, networks and mechanisms for 
advocacy. 

3. Government Collaboration 

a. NGO has contacts with decision makers and is able to engage policy makers in 
dialogue. 

b. Exchange of resources occur between NGO and Government (training, TA, 
material resource, etc.). 

c. NGO plans and activities are integrated into national plan. 

4. Donor Collaboration 

a. NGO has diversified contacts within the donor community. 

b. NGO is regarded as a credible and valuable resource to donor(s). 

c. NGO has the opportunity to engage in open and frank dialogue with donor(s). 

5. Public Relations 

a. NGO understands how to conduct and engages in public relations. 

b. NGO image is clearly articulated and is well known. 

c. Information on the NGO is available and mechanisms for dissemination exit. 

6. Local Resources 

a. NGO has relations with private business sector for technical expertise, material 
and human resources (such as Board members andlor other). 

b. NGO is perceived as community partner. 

7. Media 

a. NGO understands how to work collaboratively with media. 

b. NGO is well known and their opinions and experiences are solicited by media. 

c. NGO uses media as means to inform public about its work and/or mount public 
education campaigns. 

I 
I 

.. .. . . .. . . . . . 

... . ... . . . 
H ... 
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G. SUSTAINABILITY 
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1. ProgramIBenefit Sustainability 

a. NGO program activities are supported by those it serves because the benefits are 
important to and owned by the constituency. 

b. NGO program activities can continue due to behavioral changes in constituency. 

c. NGO has developed systems for short and long-term continuity. 

d. NGO has developed phasing-out strategies. 

e. Local institutions have been identified to provide continuing support. 

2. Organizational Sustainability 

a. NGO has a shared vision of its role and the skills to interact with other partners 
in civil society. 

b. NGO participates as a full and equal partner in the development process. 

c. NGO is a member of and shares information with umbrella organizations and 
networks. 

d. NGO has partnerships with INGOs, universities, research institutes and others. 

3. Financial Sustainability 

a. NGO has understanding of and ability to develop diversified resources to 
contribute to long-term activities. 

b. NGO has fee for services and/or other cost recovery mechanisms built into 
service delivery. 

4. Resource Base Sustainability 

a. Understanding of importance and need for an alternative resource base exits and 
a diversification plan is developed. 

b. Local resources capacity has been identified. 

c. Resource base is diversified. 

d. Provisions for additional resources to finance activities exist and plans are being 
developed. 

e. Proposal writing and fund raising capacity exist. 

.. . . . .. . 

. 4 ... .. 
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Capacity Assessment Tool 

Name of Organization: 

Date of 1st Assessment: Conducted by: 

Date of 2nd Assessment: Conducted by: 

Date of 3rd Assessment: Conducted by: 

Date of 4th Assessment: Conducted by: 
Scoring: I = Nascent; 2 = Emerging; 3 = Expanding; 4 = Mature 

1st 2nd 3rd 4th 

A. Governance 

1. Board 
a. Board provides appropriate level of institutional oversight. 

b. 
C. 

2. Mission, Goals and Philosophy 
a Organization's mission is well defined. 

b. 

C. 

3. Executive Leadership 
a. Executive leadership has a clear vision of organization's mission. 

b. 
C. 

4. Legal Status 
a Documentation related to legal status is in order. 

b 
C. 

Assess 

4 
Assess 

I 
Assess 

I 
- 

Assess 

- - --. 
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B. Management Practices 

1. Organizational Structure 

a. Lines of authority facilitate agile decision-making. 

b. 

C. 

2. Information Systems 

a. Timely information available to support decision-making. 

b. 

C. 

3. Administrative Procedures 

a. Administrative tasks are systematized. 

b. 

C. 

4. Planning 

a. Organization develops operational plans that guide action. 

b. 

C. 

5. Program Development 

a. Baseline data collected by organization guides program. 

b. 

C. 

6. Program Reporting 

a. Program reports accurately reflect strengths and weaknesses. 

b. 

C. 

C. Human Resources 

1. Personnel Management 

a. Program in place to facilitate staff development. 

b. 

C. 

2. Diversity Issues 

a. Organization's work force is diverse. 

b. 

C. 

EKEln 

- 



3. Supervisory Practices 

a. Supervisory practices facilitate staff growth and development. 

b. 

C. 

4. Salary and Benefits 

a. Salary and benefits sufficient to retain skilled staff. 

b. 

C. 

D. Financial Resources 

1. Accounting 

a. Accounting practices yield accurate financial data 

b. 

C. 

2. Budgeting 

a. Budget process is integrated with program planning. 

b. 

C. 

3. FinanciaVInventory Controls 

a. Independent audits are integral part of finance control system. 

b. 

C. 

4. Financial Reporting 

a Financial reporting is timely. 

b. 

C. 

E. Service Delivery 

1. Sectoral Expertise 

a Organization has experience necessary to accomplish mission. 
b. 

C. 

2. Constituency Ownership 

a. Stakeholders influence service delivery. 

b. 
C. 
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3. M&E Systems 
a. Project implementation is monitored against benchmarks. 

C. 

F. External Relations 

1. Constituency Relations 
a Organization regards constituency as a full partner. 

b. 

C. 

3. Government Relations 
a Organization has mechanism for providing policy input with govt. 

b. 
C. 

4. Donor Relations 
a. Organization has practices and procedures for recognizing donors. 

b. 

C. 

5. Public Relations 
a Organization uses multiple channels for attracting support. 

b. 
C. 

6. Media Relations 
a. Organization maintains diverse contacts with media outlets. 

b. 
C. 

G. Partnering 

1. Intra-sectoral partnering 
a Organizations engage in intra-sectoral partnerships to further mission. 

b. 

C. 

2. Inter-sectoral partnering 
a Organizations engage in inter-sectoral partnerships to further mission. 

b. 

C. 

EKlun 



Annex 6 

Strategic Planning Checklist 

The organization is ready to engage in strategic planning if each of the following conditions prevails 
(circle yes or no as appropriate and complete column three for those items where "no" has been 
circled): 

1. There is a willingness to work toward developing Meets Condition: Recommended 
the best fit between the organization and its 
external environment by examining the following 

Remedial 
questions: Action: 

where are we going? (mission) Yes NO 
how do we get there? (strategies) 
what is our blueprint for action? (budget) 
how do we know if we're on track? (control) 

There is a high likelihood that consensus can be Yes NO 
reached on the following issues: 

Who are we? 
What are the basic social and political needs we 
exist to fill? 
What do we do to recognize or anticipate and 
respond to these needs? 
Who are our key stakeholders and how should 
we respond to them? 
What are our philosophies and core values? 
What makes us distinctive or unique? 

3. There is an absence of impending doom and crisis. Yes No 

4. There is deeply held commitment on the part of Yes No 
top leadership to engage in strategic planning. 

Yes No Recommended 
Remedial Action: 
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5. There is a shared understanding about the nature 
of strategic planning among organizational 
stakeholders. 

Yes No 

6. There is a competent group of people willing and 
able to serve on the strategic planning team. 

Yes No 

7. There is ability within the organization to respond 
to problems with solutions that are politically, 
ethically, technically, and culturally acceptable. 

Yes No 

8. There is agreement on the planning process/model 
to be used. 

Yes No 

9. There is consensus regarding the organizational 
mandate given to the planning team. 

Yes No Recommended 
Remedial Action: 
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10. There are adequate resources (including 
facilitators fiom either within or outside the 
organization) so that the planning team can do 
each of the following tasks: 

clarify organizational mission and values 
identify clients/stakeholders 
assess the external environment 
assess the internal environment 
identify the strategic issues it faces 
formulate strategies to manage these issues 
(options generation) 
establish an effective organizational vision for 
the future 
convert the vision into activity plans, budgets, 
and key result areas that can be monitored 
monitor performance "actuals" versus 

Yes No 
'Gexpectation~y' 
make adjustments to the plan 

1 1. There is access to data that reflect the political, 
economic, social and technological trends that 
effect the organization's clients, customers, 
competitors and collaborators. Yes No 

12. There is access to data that reflect the 
organization's current resources and performance 
level. 
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Annex 7 

Total Quality Management 

When an organization is capable, it is able to coordinate, influence, and balance the economic, political and 
social factors that shape the landscape in which it operates. Economic factors include growth rates; labor 
market conditions; international economic relationships and conditions; private sector activities; and 
development assistance. Political factors encompass leadership support, mobilization of civil society, 
stability, legitimacy, and political institutions. Among the critical social factors is the entire web of 
educational, training, extension and related institutions, as well as the structures which govern community 
organization and mobilization. Such a comprehensive fiarning enables the capable organization to adopt a 
long-term perspective on sustainable development; to formulate sound policies and strategies that reflect this 
perspective; and, to implement corresponding projects and programs effectively. 

While there are many approaches that help organizations achieve these important competencies, two 
command special attention, the introduction of Total Quality Management (TQM) and the provision of 
training or technical assistance. We will discuss each of these in turn, emphasizing the emerging best 
practices associated with them. 

In recent years, the field of TQM has emerged as a major force in shaping current thinking about capacity 
building. Some of the more salient thoughts to emerge fiom this field with relevance for NPI include the 
following: 

Customer-focus--All organizations have customers, both internal and external, that are served 
through the organization's activities. For the NGO, the customer may be both donors and 
those singled out by the mission statement. For municipal government, the customer is the 
taxpayer. Having a customer focus means that everything an organization does must be 
evaluated in t e r n  of the degree to which it contributes to customer satisfaction. It also 
entails determining with precision what it is that the customer wants as well as introducing 
procedures and standards to make sure that this is what the customer gets. 

Capacity building efforts should equip organizations with the skills they need to identify 
customers, determine customer levels of satisfaction with current operations, pinpoint 
customer needs, and assess current operations in light of the foregoing. Specific assistance in 
restructuring operations to reflect a customer focus should also be part of a capacity building 
effort. 

Setting standards of excellence--TQM entails setting precise standards for all significant 
aspects of an organization's operations and then monitoring against those standards to ensure 
compliance. Monitoring also leads to corrective actions as necessary. The underlying notion 
is that "quality is free," meaning that it always costs more to correct errors than to avoid them 
in the first place. NPI-sponsored capacity building activities should assist organizations in 
setting realistic but meaningful standards of excellence and developing the systems needed to 
assess the degree to which they are being met. Skills development in how to use data to take 
corrective measures when standards are not being met is also important. 
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EmpoweringJFontline workers--TQM advocates argue that frontline workers are the people 
who have most direct contact with the customer and, thus largely determine the degree to 
which customers will be satisfied with the organization's performance. They therefore 
suggest that these frontline workers become empowered to make decisions to resolve 
customer dissatisfaction without having to consult with individuals higher up on the chain of 
command. For example, in an NGO, services might be tailored to individuals and 
communities more flexibly without having to get authorization fiom some central supervisory 
unit for changes in design or delivery of services. A municipal police department might train 
its oficers to be a first-line point of contact in dispute resolution prior to making arrests. A 
small retail business might enable its sales force to directly resolve customer complaints 
without having to involve supervisors routinely. 

The empowerment of frontline workers is not a skill that organizations intuitively develop. 
Training and technical assistance are required if this shift is to be made in a way that augers 
well for its success. NPI capacity building efforts should include, as appropriate, support for 
efforts to empower frontline workers. Often, this will mean significant support for efforts to 
change the culture of the organization from hierarchy and control to service and support. 

The learning organization--Organizations, like people, must continue to learn if they are to 
grow more capable with the passing of time. Learning comes from mistakes as well as from 
success. However, this means that capacity building efforts must help to create an 
organizational climate in which there is some tolerance for error and failure. An 
organizational culture that supports prudent and negotiated risk-taking is better positioned to 
achieve important breakthroughs than where only the "tried and true" is attempted. A 
learning organization, in other words, fosters innovation, consciously seeks to identify 
lessons learned, and has mechanisms for sharing those lessons with a wide audience. 

Central to TQM is the idea of "continuous improvement." The process of getting better at 
what an organization does is ongoing and is fueled by the learning that takes place. 

NPI capacity building activities should seek to assess, as part of the cross-functional 
~- 

perspective described earlier, the ways in ~hich'or~anizational learning can be enhanced. 
Traditional approaches for human resource development should be complemented by 
innovative approaches for disseminating information throughout an organization, changing 
organizational culture to promote innovation, and creating an atmosphere that embraces the 

1 
ongoing nature of organizational development. 

Benchmarking against best in class--Organizations are encouraged to measure themselves 
against others that they deem to be "best in class." For a service business, this means 
comparing performance in satisfjmg customer needs to another service organization that it 
deems to be outstanding in this area. An NGO might choose to examine its performance in 

8 
responding to donors in relation to that NGO it considers most exemplary in responding to 
donor concerns. I 

- 
Benchmarking entails gathering quantitative data about how the "best in class" organization 

- performs on key indicators that relate to customer satisfaction. Then, plans are made for how 
the gap between an organization and its "best in class" competitor is to be closed. These - 

- 
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plans are monitored by comparing performance in narrowing the gap with respect to the 
indicators selected. 

NPI capacity building efforts can help individual organizations to determine "best in class," 
select the relevant benchmark indicators, gather the required data, analyze organizational 
performance against these benchmarks, and develop additional plans for continuous 
improvement. 

Cross-functional teams--TQM teaches that most organizational problems do not neatly fall 
into bureaucratic categories. Customers don't care whether a product is faulty because of a 
production error or a design error. NGO customers aren't interested in whether the service 
they receive fails to meet expectations because of inadequate .funding or incompetent staff. 
And, it makes no difference to taxpayers disappointed with the cleanliness of their city, if the 
problem lies with municipal sanitation workers who are too few in number or if the 
equipment is obsolete . 

Frequently, the causes of customer dissatisfaction are multiple, cross-departmental, and 
interrelated. This means that the steps to resolve the problem will also have to be cross- 
departmental. Yet, seldom in organizational life do, for example, those who deliver services 
interact directly with those who deal with organizational finance. 

NPI should seek, as part of its approach to capacity building, to develop organizational 
capacity to analyze customer satisfaction problems from a cross-functional perspective and to 
implement solution strategies that reflect the complex and interrelated web of relevant 
factors. 

Supplier relationships--An essential tenet of TQM is that vendors should be viewed as 
partners with a long-term stake in the organization. The idea is to create relationships that 
have an element of "win-win" rather than "win-lose" between organizations and their 
suppliers. 

This idea runs counter to traditional notions about competitive solicitation that involve 
awarding the contract to the firm that submits the lowest bid. Such practices discourage long- 
term relationships, increase errors that result in customer dissatisfaction, and dampen supplier 
innovation in meeting an organization's needs. 

NPI can make a valuable contribution to local capacity building by fostering the sensitive 
examination of practices that relate to the awarding of contracts. Missions might consider 
encouraging some experimentation in this area to determine how TQM teachings with respect 
to supplier relationships can be adapted to local contexts. 

A second broad area of emerging best practice with regard to institutional strengthening concerns 
technical assistance and training. Seven of the most important principles are summarized here. 

1. All training and technical assistance activities should create conditions that facilitate the 
transfer of knowledge to new settings. Knowledge transfer is not automatic, and organizational 
settings change rapidly because of changes within the internal and external environments. 
Training and technical assistance that place emphasis on observation, rule making, underlying 
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principles, and situational analysis as well as exposure to varied kinds of organizational problems 
in authentic settings are best suited to the promotion of knowledge transfer. The use of case 
studies may be especially appropriate if they are structured in a way that allows participants to 
extract principles and apply them to new problems. 

2. All training and technical assistance activities should facilitate the construction of 
organizational development knowledge by enabling appropriate stakeholders to work together in 
social contexts. The shaping and testing of ideas with others in a group setting is a skill that must 
be learned and that underlies broad-based participation in organizational strengthening. In turn, 
such broad-based participation undergirds all efforts designed to achieve sustainable 
development. 

3. All training and technical assistance activities should emphasize collaboration (rather than 
competition) arnongpeers. This ethos is a prerequisite for helping individuals grow in their 
abilities to function as problem solvers, contributors and analytic discussants. Training and 
technical assistance that incorporate interactive and community-oriented approaches to 
organizational development provide individuals with the support they need to work and learn 
interdependently rather than independently. 

4. All activities should enhance the self-conJidence ofparticipants. One way to achieve this goal is 
to build on what individuals already know or do, the strengths that already exist within an 
organization, and the formal and informal groupings within an organization that can act as 
internal resources for the change process. 

5. Good training and technical assistance are based on a pragmatic approach to change. There is 
no single service delivery model or approach that is definitively best under all circumstances. 
Rather, emphasis should be given to accommodating local needs, resources, and preferences. 
Consequently, an appropriate organizational development strategy for a given organization may 
reflect such diverse elements as formal training, informal advice-giving, networking, linking to 
appropriate resources, collaborative problem-solving, and provision of reference materials or 
relevant tools. 

6. Good training and technical assistance require methodological consistency. Development 
agencies cannot use participatory approaches with their clients, while retaining traditional 
top-down, bureaucratic forms of communication and learning within their own operations. 
Organizations cannot be expected to promote collaborative approaches to development problems 
while engaging in didactic training and technical assistance activities. 

7. Good training and technical assistance allow institutional stakeholders to observe, engage in, 
invent or discover expert strategies for dealing with aparticular type ofproblem. This is best 
accomplished when the training and technical assistance help organizational learners to: 

identifjr all the relevant processes within a task by making these tasks transparent to 
participants; 
situate abstract organizational principles in authentic contexts so that the relevance of 
the principle is apparent and the participant can embed this new knowledge within an 
organizing structure; 
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actively interpret--rather than record--information so they can construct new 
knowledge for themselves; 
have the opportunity to work at group problem-solving by actively sharing skills and 
expertise with one another; 
unbind knowledge fiom a single specific context in order to maximize knowledge 
transfer; 
recognize and respect what they already know as well as the knowledge that exists 
within the entire organization; 
move fiom the known to the unknown in terms of knowledge, patterns of 
relationships, and contexts; 
develop an ability to recognize those circumstances in which new knowledge should 
be used; 
explore many examples of a new concept and how its essential features are reflected 
in a range of settings. 

In conclusion, it is clear that emerging best practice suggests that organizational strengthening, 
whether through the introduction of TQM or as a result of enhanced training and technical 
assistance, should focus on enabling organizations to become: 

agile in decision making; 
responsive to civil society in meeting basic economic and social needs; 
gifted at doing more with less; 
able to cope with continuous change and ambiguity as well as a steady stream of new 
information; 
innovative; 
facilitative in creating the conditions most propitious for the transfer &f knowledge to 
new settings; 
comfortable with and inclined to use technical information, holistic thinking, and 
analysis in making decisions and solving problems; 
able to amass and deploy sufficient decision-making power to respond effectively to 
mission-related challenges; 
participatory in the sense of encouraging debate, discussion and collaboration in 
decision making; 
accountable to the extent that those who are in charge of making and implementing 
decisions are held responsible for their actions; 
able to transcend concern with specific problems and their solution by developing 
systems, processes, and cultures that ensure wise choices and the responsible use of 
resources; 
inclined to situate narrowly defined activities in the broader context of policy 
definition and development strategies; and, 
able to forge partnerships that embrace nongovernmental organizations, private-sector 
entities and govemmental agencies fiom multiple sectors. 

Such characteristics emerge when there is an ongoing process of institutional capacity building. 
Central to this work is the continuous development of individuals (staff, volunteers and relevant 
others) who are affiliated with the organization. Other essential ingredients of institutional capacity 
building are the development of good facilitation skills among all who have developmental 
responsibilities, constructive management in a task-oriented atmosphere, as well as an o r g d t i o n a l  
ethos that values institutional learning and facilitates problem solving. 
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ANNEX 9 

REENGINEERING RESOURCE MATERIALS 

PPC/CDIErs Reengineering Best Practices series summarizes recent Mission 
experience. They point out where new approaches or management systems 
are strengthening the way we do business and where additional resources or 
support is required: 

"Planning and Managing for Results Under Reengineering: Early Lessons 
From the Field" (PN-ABY-229) and "Planning and Managing for Results with 
Teams, Customers, and Partners in the Reengineered USAID: Observations 
From the Field" (PN-ABY-228PN) focus on Missions' experience working 
with teams, and customers and partners. In the first year of applying re- 
engineering systems, USAID Missions have developed promising innovative 
approaches that are changing the way USAlD does business. Now in the 
second year, Missions face new challenges and some uncertainties. 
"Managing for Results in A Regional Mission: USAlDlCentral Asia's 
Experience" (PN-ABY-231) shares the experience of a regional Mission 
managing five country programs under the Freedom Support Act. While the 
Mission sees real benefits in a regional approach, it points out that regional 
management is staff-intensive and requires careful monitoring of grantees 
and contractors working under the broad mandate of regional or worldwide 
grants or contracts. 

"Country Experimental Laboratories: One Year Later" by Turra Bethune, 
March I 996 (PN-ABY-270). 

"Building Teamwork in USAIDJs Dominican Republic Mission" by Wilma 
Gormley, March 1996 (PN-ABY-271). 

"Reengineering at USAIDIBolivia. Why We Did What We Did" by Olivier 
Carduner (PN-ABY-272). 

"A Partner's Consultation: Reengineering Relationships" by John Grayzel, 
Lisa Rose Magno and Geraldo Porta of USAIDJPhilippines (PN-ABY-223). 

SUBSCRIBING TO THE SERIES OR ORDERING PAPERS - You can 
order these documents electronically or in hard copy. You can also subscribe 
to  the series and be added to the distribution list to  receive documents as 
they are produced. If you have already signed up for the Best Practices 
series, you do not need to sign up again. If you want to  subscribe t o  the 
whole series, please state that, along with your preference for electronic or 
paper format. 



To order individual documents, send an e-mail message with your document order 
to the complete address: CDIE Connection @CDlE. RRS@AID W. Please include in 
your electronic message the folio wing in forma tion for each document and 
subscription requested: 

- The order number(s) of the documentls) you would like to receive. (e.g. 
PN-A B Y-229). 

- Method of delivery requested: Electronic email attachment or paper copy 
through interoffice mail/APO/pouch. I f  ordering hard copy, please specify the 
correct mailing address. 

- If you have access to the Internet, you may also obtain Reengineering Best 
Practices articles directly from the Agency's Web site. Start by using 
Netscape software to access the lnternet address " WWW. USAID. GO V", 
From the Agency's Corporate Web Home Page, click on the button "CDIE 
Online." To access documents that are part of the Reengineering Best 
Practices Series, click on "CDIE Newsletters, Short Reports and 
Bibliographies" from the CDIE Online Home Page. 



ANNEX 10 

I Case Study from IGI International, Inc.' 

NGO TRAINING IN FINANCIAL SUFFICIENCY: 
A Group Epiphany about Collaboration 

A training firm from the Dominican Republic recently contacted IGI International t o  
work wi th it on a small USAlD project in the area of fundraising training for a large 
group of NGOs. Before entering into partnership wi th the Dominican firm, IGI empha- 
sized that its approach to  NGO financial sustainability utilizes a relatively complex 
matrix of strategies for cost reduction, cost recovery, fundraising and grantlproject 
solicitation, and also focuses heavily on entrepreneurial thinking to  develop new 
income sources. Because the needs of the NGOs were in sync wi th such an approach, 
IGI and the local firm decided t o  formally collaborate on their training. 

The training--designed t o  instill the idea that every participant was a "change agentw-- 
occurred in t w o  phases. After an initial five-day session, the 30 participants ( two  from 
each NGO) returned t o  their organizations, met w i th  staff and board members, con- 
ducted resource development planning, and completed several projects. A second five- 
day training session was held five weeks later, at which time the participants were 
quite energized w i th  various ideas about how t o  apply the strategy matrix t o  their re- 
spective organizations. In some cases, work was underway even before the training 
was completed. 

The first phase of training focused on issues such as: identifying and targeting the 
NGOs' constituency; attracting and managing volunteers; constructing and commun- 
icating the NGO "case;" working effectively wi th boards; and emphasizing collective 
responsibility for resource development throughout the organization. The week ended 
wi th  completion of a work plan for each NGO team. During the second session, 
detailed training was provided in the areas of cost reduction, grant and project proposal 
writing, and private sector fundraising. 

Throughout the process, heavy emphasis was placed on participation, the sharing of 
experiences and lessons learned, and discussion of strategies. By the end of the first 
week, the class was functioning as a cohesive team. Such team-building among the 
NGOs was a fundamental--though unstated--objective of the course, allowing the 
camaraderie t o  develop naturally and evolve into long-lasting personal relationships. 

I ' IGI International, Inc. is a Miami, Florida-based consulting firm with extensive USAlD exper- 
ience in training and technical assistance to public and private sector institutions. The firm's 

I special emphasis is on financial self-sufficiency, service delivery and constituency communications. 
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(continued) 

The issue of collaboration frequently arose in the presentations and discussions. The 
concept of cost sharing and of increasing an organization's competitive advantage through 
partnering wi th other NGOs was introduced in the context of projects, grants and private 
sector fundraising. However, this idea was difficult t o  embrace for groups accustomed to  
thinking in highly competitive terms, particularly with regard to  resource acquisition in a 
limited economy. 

During the second week of training, this group instinct t o  withhold and guard information 
was addressed by trainers through an activity in which the teams prepared technical and 
cost proposals for development projects--particularly those funded by governments and 
donors. The closing activity for the day was a simulation exercise designed to  test the 
degree t o  which the NGOs had assimilated the idea that collaboration w i th  their 
"competitors" could be mutually beneficial. 

Participants were divided into four groups. After being given an NGO "identity" and profile 
t o  assume, each group received a brief RFP for a donor-funded project. With one hour in 
which t o  work and a single winner t o  be selected, they were instructed t o  put together the 
key elements of a strong proposal and t o  orally present their proposal t o  the judges. I t  is 
important t o  note that none of the NGOs had any knowledge about the others they were 
competing against, although each group was given a piece of "intelligence" about the project 
that--if used properly--would give them some type of advantage. 

About 15 minutes into the simulation exercise, one group sent out emissaries t o  the other 
three to  find out what type of NGOs they were, and to  attempt t o  gain some kind of useful 
information. As suspected, all the groups were very protective and guarded wi th  their 
"competitors." 

However--little by little--they learned more about the other NGOs and began to  see that each 
had different strengths and comparative advantages in pursuing the project. While the 
groups had initially focused on the threats posed by the others, as well as strategies t o  
overcome them, various participants came t o  adopt a different perspective. The groups 
started "courting" each other t o  join forces against the other t w o  by offering deals on the 
project and trying t o  entice them wi th hints about the value of their piece of information. 

About 45 minutes into the simulation, the group dynamics visibly shifted. A huddle formed 
in the middle of the room, instructions were issued across teams, and the natural leaders 
began t o  delegate tasks. Within 20 minutes the participants jointly prepared an excellent 
presentation on how they would collaborate, wi th each NGO bringing its respective strength 
to  the project team. The total budget was also reduced as a consequence of the pooling of 
resources. 

The debriefing session afterwards was exhilarating as the NGOs fully understood the 
incredible strength they had when united. The feeling in the room pre- and post-simulation 
was markedly different and turned into a very real, tangible force. On the last day of 
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(continued) 

training, the schedule was changed t o  accomodate a discussion of ways in which groups 
could work together to  improve the environment for NGOs and become stronger participants 
in the country's development efforts. 

One tangible initiative which emerged from the training session was the formation of a 
committee t o  meet wi th an Internet service provider and establish a forum/bulletin board for 
the entire network of NGOs. Another activity was monthly luncheon meetings of network 
representatives which provide a forum for information sharing and guest speakers from the 
government, private sector and the international donor communities. 

Specific alliances were also formed. In one case, a business association of large corpora- 
tions joined forces wi th t w o  small environmental NGOs t o  pursue an environmental grant 
wi th a special focus on increasing the supply of quality water t o  urban areas. All three 
partners benefited from the exposure, while the NGOs became far more competitive for the 
grant. In another case, three NGOs and a government clinic dealing w i th  AIDS-related 
programs agreed t o  collaborate on a proposal for a donor project larger than any of them 
could have pursued on their own. Several NGOs agreed t o  seek out and pursue grants and 
projects together based on their complementary missions, profiles and strengths, while 
others have shared their annual strategic plans in order t o  identify common objectives and 
strategies. 

IGI expects that many other synergistic activities and spillover effects wil l  continue t o  
emerge from this two-week training program. It hopes most of these small NGOs wil l  create 
their o w n  mix of strategies to  sustain themselves and achieve their missions and desired 
results. One overarching result which is already visible is the birth of a real NGO network of 
groups thinking more strategically about development issues and working together more 
effectively for the benefit of the Dominican Republic. 
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Annex 11 

Additional Materials Available from USAIDIManila 

1. "Technology of Participation: Group Facilitation Methods," (Institute of 
Cultural Affairs, Phoenix, AZ: 1994). 

2. Annual Partners Conference, Manila, September 1996. 

3. Lessons Learned from Reinvention of the Office of Voluntary Cooperation 
Co-Financing Program, USAIDIPhilippines, 1994. 

4. Capiz - Organization Development Protocol - How the Organizational 
Assessment FrameworkIDesign Works, Governance and Local Democracy 
Project, Province of Capiz. 

5. Trip Report by John Grayzel (USAID/Philippines): Observations and 
Suggestions for USAIDISri Lanka on Democracy Programming and the 
CIPART Project 
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Trip Report 
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I. Technologies of  Participation 

The Technologies of Participation (TOP) workshop, held on the week of 
September 16 to 20,1996, was cosponsored by Associates in Rural 
Development (ARD), and International -ion of Migration (IOM). 
Representatives of the other Democracy Enhancement Project components 
were also invited to attend. Of the 26 attendees, 12 were from IOM and 1 1 
fiom ARD, plus representatives from USAID, ADFIAosye, and CFET. 
Other representatives of USAID came for periodic visits. The primary 
objective was to train newly appointed staff of ARD and selected existing 
staff of IOM in the TOP. Secondary objectives consisted of promoting 
cooperation between IOM and ARD, and sharing the rcfcvant experimces 
of each institution. Gary Forbes, an extend consultant specializing in 
TOP presented the workshop in English, with Creole translations made by 
ARD and 10M staff. 

Dkcussion Method - Objeciive, Responsive, Interpreturive, Decisional 
( O D )  
The discussion method is a elegant, simple tool developed in North 
America, effectively used in management and scrvice group settings to 
help participants get past normal problem solving techniques and into 
proactive vsioning paradigms. The methodology was utilized with succcss 
in a somewhat similar democracy enhancement project in the Philippines 
by ARB The TOP begins with a method to engage a group in structured 
discussion, which largely mimics thc way in which adults learn about the 
world around them. Because it is a structured method, it saves time, and 
assists p u p s  in quickly getting to the heart of the matter in their meetings 
andplanningsessions. ' 

1.2.1. Objecthe 
The objective phase of the discussion method is one in which data 
is gcneraied, and deals with concrete reality before being or 
analyzed It typically works in the realm of numbers, statistics, and 
other tangrile. 

- 

1.22. Refectr've 
The Reflective phase of the discussion method describes one's 
initial gut reaction to the data generated in the objective phase. It is A 

non-judging in content, and only seeks to elicit the direct emotional . - 
impact of the external world. 



1.23. Interpretive 
One's assessment of the importance of the data or response to the 
data or outside world constitutes the interpretive phase. In it, one 
analyzes, classifies and stnrctum the & but does not yet make a 
decision based on it. 

1.24. Decisional 
The final step in thc discussion method in the discussion method is 
decisional. One's (or a group's) action or lack of action is what 
takes place in the decisional step. Logically, it is at this step that a 
group moves fiom thinlcii into action or may decide against 
action. 

Conciusions on ihe ORID Discusion Method 
The ORID method is a very elegant and simple method which was 
easily learned by staffmembexs, and over the past 4 wteks, 
practiced in a variety of circumstances. It also parallels conflict 
resolution strategies, and this skill is crucial b ARD's team 
building. The ARD team is rapidly gahimg skills at utilizing this 
method in its own work, but as yet has not been able to naturally 
Wiitate an uninitiated group through the discussion method Most 
staff have commented on how they appreciate this method, and 
how it in fact facilitated meaningful "learning moments" during the 
past month. 

The discussion method will be taught and practiced with the 
mayor's association and commune interventions in meetings, 
debriefing sessions, and incorporated in the workhops. 

1.3. Workrhop Method 
The workshop method is a generic descripti011 fbr a particular 
hilitation method. Variations of this method are the Vision 
Workshop, the Action Planning Workshop, and the Strategic 
P W m g  Workshop. The course covered the vision workshop 
during the week of September 16, and was introduced to the action 
pianning workshop during the mayor's association seminar the 
following week. 

1.3. I.  Contexr - Setting the Stage 
The initial step in the workshop method is that of setting the 
context of the workshop, including f M i g  of the focus question, 
which is used to keep the group on track during the course of the 
workshop. It is critical to a successful workshop to get this question 
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phrased conectly. mi implies that the facilitator must have an 
intimate understanding of his/her customer prior to beginning the 
workshop. 

This second stage of the workshop method is an application of a 
brainstorming session, whereby ideas concerning the focus 
question are put on paper by individuals, then shared in small 
p u p s  for selection or prioritbug. The ideas are self-filter& the 
criteria for selection of the ideas is decided on by the individual. 
This stage is where technical or managerial competencies are 
required, as the better the quality of the brainstorming exercise, the 
better the results of the woxkshop. Stated differently, the data 
gentrated in the brainstorming session determines the quality of the 
workshop output. The brainstorming session parallels the objective 
phase of the ORlD discussion method. 

O~ganize - Fuming New Relutio)~slzlps 
This is a clustering exercise whereby the group organizes the data 
gentrated in the brainstorming session into pairs, and wentually 
groupings. This correspondes to the reflective phase in ORID. This 
step and the fillowing step, naming, can be difficult if the initial 
quality of the brainstorming responses is "pi' or does not reflect 
the true capacity of the group. This became apparent during 
experiences in the field, where the method was not h i l i a r  enough 
fbr the best ideas of the participants to shine through. 

I.3.4 Name - Discerning flie C o n s c n s ~ ~  
Thc naming of the data is a step whereby the p u p  takes the 
infomation gcneratcd by individuals or small groups which 
constitute the larger group, arad endows the data with a new aspect: 
it is the point at which the group has W y  accepted the 
participation of the individuals. Since all ideas posted in the 
brainmorning session get placed in a named category, all 
contributions are honomi, and selfconfidence within the group 
rises. 

1.3.5. Rejlcd - Con fvming the ResoZve 
The reflection stage is similar to the d-sisional phase in the 
diicussion method (not to be conbed with the reflective phase in 
the discussion method). Duting Chis step, the p u p  steps back from 
the naming process and takes a final look at the grouping of 
infodon to decide what to do with the infonnation. 



t3.6- Applications of the Workshop Method 
As mentioned previously, the wobhop method is a generic type 
of method, and is easily adaptable to many situations as required. 
The method will be used in workshops fbr both the MA and 
commune level interventions. It's customability is one of its 
greatest strengths. 

1.4. Action Planning Workshop 
Action Planning is a variation or specific application of the more generic 
Workshop Method 

I.4.l. Kory Circle 
The Victory Circle serves the same fivlction as the focus question 
in that it solicits the group to provide the concrete results 
anticipated by a successful project planned for in the action 
planning workshop. Rather than a problem-solving orientation, the 
victory circle projects fotward in time, inviting participants to step 
outside of their current state to a point in the future with which they 
can readily identi@. Because items solicited in the victory circle 
exercise are to be concrete, and based on experiential data, the 
chance that the group will develop an unachievable action plan is 
m i n i  

I.42. Current Real& 
The next step to ascertain the group's perspective on current d i t y  
is a second way, after the victory circle, to get the group ready for 
the brainstorming exercise which follows, to assist the group in 
foxmuhtbg an atbinable action plan fbr itself. Tfiese %ltedT help 
increase the quality of the brainstorming inputs, reducing the need 
for judgment or clarification questions during the all important 
braktomingphase. 

1.4.3. Braiastoming, Oqp&hg, Numing 
A focus question is posed to the g~oup which generally solicits 
action types of phrases for the brainstorming sessioa Otherwise, 
the steps and techniques are sirnilat to the worlcshop method. 

1.44 Task Force F o h n  
Once the ideas are organized into columns, the group forms task 
forces. The task forces can be selected based on area, individd 
interest, or by appointment. It is the task force's responsibility to 
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take the infonnation generated in the brainstorming session, and 
put a timehe to the various activities, and add activitia if 
rquired As each task forcc places its activity on the timeline, the 
beginning of a coodination effort can be s e a  The final phase of 
this process is the development of a budget. 

2. Mayor's Association Workshop - A TOP Test - Sept. 23-24,1996 
The Mayor's Associations @ill) are one of the target groups envisioned in 
the project workplan. The workhop was held on September 23 and 24, 
1996 at the Hotel Chrisopher. Seventeen mayors attended representing 6 
Mayor's ~ssociations, of which, one is legally incorporated and registered 
with the Ministry of Socia1 Afi%s. The MA are professional associations 
organized for the purpose of promoting the intensis of the mayors and 
their constituents in Haiti. The exact role of the MA is yet evoiving, as the 
mayors are exploring the various opportunities open to them both in Haiti 
and in North America among the Haitian Diaspora The theme of thc 
workshop was "A Vision for the Future of the Local Government 
Associations". The objectives of the workshop were to introduce and 
practice the TOP, to present the PACTE project to the mayors' 
associations, and to share information generated by the USAID Monitoring 
Unit with the mayors. 

- 

The session was o p e d  by Louis Siegel, the Chief of Party for &sociates 
in Rurd Development in Haiti. The participants were introduced to the 
PACTE field staff and eachother, and the workshop atmosphere created. 

22. Prcscntdo~t of the Assessment Report to the Moyots - 

Louis Siegel and Franck W b r ,  a consultant to PACTE, presented the 
findings of the Assemneat Report, written in July, 1996. The rcport 
assessed the current condition of local government, and provides the basis 
for the approach of the PACTE project. 

1 

- 
The fdciliiation was guided by Oary Forbes, and supported by Gina 
Cherron and other P A m  staff. A mpy of the proceedings is attached to I 
this report. 

The group of mayors participated in a current d i t i e s  workshop, which 
contains four main categories: Eent accomplisbmmts, strenglhs* benefits, 
and challenges. The resulk of this workshop are attached to this report as 
"Reyalite Jodia". . 1 
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24. Vision Workshop - 
The vision workshop had as its central question: "What do you want to see 
in the mayors association by the year 2000?" The mayors broke into small 
groups, engaged in a brainstarming exucise, and regrouped in plenary 
session to categorize the results of the brainstorm. The results are attached 
as "Atelye Vjron". The mayors were pleased with the results of this 
process. Unsolicited comments such as, 'This is the first time that I can 
see where I am going" were common after the workshop. 

USALD 
John Currelly presented his work on the Geographical Information System 
to the group. During the past number of years, USAID has tracked a 
number of indicators throughout the country for food aid assistance. It has 
amassed a great amount of information disagregated fbr each commune 
and some communal sections. The data bank is not yet complete, and 
could be improved and expanded through the active participation of the 
mayors. This information could be quite useful to the mayors for planning 
activities and project in their respective communes. 

2 6. Wor&oup Session 
Based on the vision workshop, the mayors divided themselves according 
to a self-selecting process into work groups, each of whom would take on 
one of the vision pillars deveioped, and work them into an action plan. 
The d t s  are l i  in "Travay Komisyon Asosyasyon Me Yo." This was 
the beginning of an action plan to be Implemented by the mayors 
association 

2.7, Eva iudn  
The muits of the participants' evaluation of the 2 day worlcshop are 
attached. 

3. Field Trips 

3.1. MiragoaneNerettes - September 25-26,1996 

3.1-1. LoccrtionandContert 
Miragoane and Vemettes are two areas of OIM project activity. The 
KAK, a group composed of local leaders was created specifi~lly 
to function as the entity to nkgotiatc and absorb OIM funding and 
projects. The KASEK, the constitutionally mandated body is . 
nonnally a subset of this larger group. The KAK is not a 
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constitutionally mandated entity and its future O M  bcompletcd 
its activities in the zone is uncertain. 

The facilitators were a combined group of OIM and PACTE staff 
who attcndcd the TOP worlcshop the week prior to the field visit. 
The two-day worlcshop was the second using the TOP, without 
refinements. 

3.1.2. Objectives of fie Workshops 
Project Identification 

The initial purpose for the session with the KAK and 
Mayor was to identi@ a project to be completed prior to 
December 15,1996, for less than 200,000 gourdes which 
met IOM the CriteriaIn Vmettes, some of these critaia 
were not clearly articulated to the participants. 

Project Site Selection 

A normally sensitive area in the selection process in 
project identification is where to place it Normally, OIM 
had engaged in relatively protracted debates with the local 
community as to where to place 

Field Test of Technologics of Participation 

A main objective h m  the perspective of PACTE was to 
gain insights into how both the newly selected staff and 
"Qpiypical" community group responded to the TOP, and 
whether or not changes were required to make the tool 
more appropriate in the Haitian context. 

- 

3.1.3. P r o w  and ResuIrs of Workshop - hl'iragoane -. 

3.1.3.1. tP&n Workshop - 

The Focus Qucstion was: "What do you want to see in the - 

Commune of Miragoane by the year 2000?" The group, through the - 

workshop method made a series of statements on the following 
- 

domains: 

1. Water 

3. Health 

4. Roads 

5. Education 
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Normally the vision workshop would be followed by ~ F I  action 
phning workshop, with the group forming task forces by interest. 
The group, including the facilitator staff, had some diculty in 
organizing the information c1ustts by their appropriate headings. 

3.1.3.2Pr~jed Sele~frbn 
OIM presented its pmject selection criteria, and began a discussjon 
and process of project selection. Brainstorming techniques were 
utilized to generate ideas for projects which fit the criteria 
presented. The p u p  proposed project types ranging from spring 
capping to btrines for markets to school benches. Once these were 
categorized, a multiple vote was held whereby each participant 
could have three votes to distribute among the four project 
candidates listed. The group elected to install benches fbr the 
schools which O M  had coxvdmded as the project. All the 
communal sections thereby would receive some benefit from the 
outcome of the "planning session" . Since the schools which OIM 
built were distributed thoughout the commune, the question of the 
location choice was therefore not an issue. 

3.1.3.3. Lessons Learned in Mragouae - TOP 
The o v d l  impression h m  the group participants was very 
positive. The p u p ,  both -1itators and participants were 
surprised at the speed at which the tssk was accomplihcd. This is 
in part due to the .fact that the group was small, had some 
experience in project management, and the task assigned was a 
straight f o d  "bricks and m o w  type of project. 

The current reality portion of tpe workshop, containitng the four 
categories ofrecent accoqliients, slrengths, benefits and 
chal1enges q u i d  some adjustment In future workshops, the 

; category "recent accmplihmcntsn will most likely be replaced 
with an "datan catqpy which would generate some relevant 
statistics. 

The discussion method did not allow for grandstanding or 
negative takeover by authoritarian leaders. On more than one 
occasion the group was able to assert its own agenda over those of 
a hnner 'Chefde Section", a significant accomplishment. 
Anothet pertinent observation is that the distance (social and 
learning) between the participants and facditators was not great. 
and this is in part due to the amount of participation encouraged 
by the method. 
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For the PACTE project, the methodology needs to be repeated 
with the same group 2 to 3 times before the quality of the output 
is high enough to meet expected standards. In many ways, the 
method is too fsst and when the issues are more complex, the 
faciltator may lose a majority of the participants because of the 
speed, therebydefhg the purpose of the exercise. The simple 
remedy to this is a number of "dry runsn on simpler projects or 
circumstances. Although the TOP is use in many parts of the 
world, it works best when participants have had prior experience, 
and a pmhional background in the subject matter. Most often, 
this will not be the case in the PACTE project. That said however, 
TOP is the very best for entry posture into the new subject area of 
the PACTE project. 

Another important point is that the small groups themselves, at 
least at the outsef need &%tation until they gain competency in 
group learning. This means that in the initial phases, a high level 
of staffing is required to ensure that the group gains competency 
early in the facilitation process. Eventually, staff requirements 
should diminish as the group gains experience in the method. 

There was a significant disarticulation in the workshop which 
occurred on completion of the action planning workshop and the 
O M  agmda of project selection began. There was no real - 

connection made between the project selection and the previous 
visioning exercise, which disrupted the learning sequence, and 
consequently, confusion 

3.1.4. Process and Resub -VerreUes 

The workshop in Vmettes was held in the city hall of Vcrrettes, - 

with more thra 60 pcmm attehdbg. AU cornmum1 sections were 
well represmtd The team had some difficulty managing the 
workshops with 60 people, and the quantity of people did slow 
down the process somewhat. The facilitation process began the 

1 
same way as in M i o a n e 7  with a "Current Realities" session, a 
vision workshop, and finally project selection I 
3.1.4 1. Project Selection 1 
Unlike Miragoane* the KAK proposed diffennt p m j m  in each of 
the communal sections. This will eventually increase the follow-up 
work on the part of the local OIM staff. Based on the infbnation 
generated at the vision workshop, the KM chose the following 6 

1 
projects: 
1. Repair the health center in the 3rd and 4th cornrnund sectioh. 

i 
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2. Repair the school in dhandel and the Public Park in-Borel, 
purchase a megaphone and office supplies for the KASEK in the 
2nd comrnund section. 

3. Complete the public market in iyankou, fix the iiuniture in the 
schooI in Payen in the 1st communal section. 

4. Construct a public meeting center, with tables and chairs in the 
6th c o r n r n d  section. 

5. Cap a spring in the 5th communal section. 
6. Paint the City Hall in Verrettes, and fix the toilet in the National 

School. 

3 . 1 . 4 2 . ~ n s  &armti from Verrettes on TOP 
One of the main lessons lcamcd was from the mistakes of the local 
O M  field representative, Because he wanted to allow the group to 
have as much ownership as possible of the process, he in fact did 
not give enough guidance to the process, therefore at times, he was 
taken by the group to places he did not redly want to go. The fact 
that 6 small, spread out projects wcrc chosen is an indicator of this 
problem. Rather than have the commune fbnction as a commune, 
the OIM field person allowed each communal section to act 
independently. Although this is not negative per se, the approach 
did ngt foster a commune wide identity and cooperation between 
KAZEK and the mayor's office. 

Vemltes seems to be blessed with an abundance of persons who 
have much experience in working in small groups. A number of 
NGO's have worked m the area on animation techniques and this is 
now a definite asset to the commune, and can be a point of 
departure for the PACTE project. 

The last comment concerns optknm size of a group when 
fQlcilitaZing. It was the conclusion of OIM and PAC'TE staff that 62 
participants was too many to handle in the fiicility, with this group 
of facilitators. How this can be handled differently next time is a 
matter of concern. Often times in naal ateas of Haiti, proper 
representation ratios are M c u l t  to manage. The tendency is to 
have complete and total participation on one hand or the other 
extreme, of one person deciding fir the whole group with little 
regard for the input of the group. 

Trip Repan - Hank Hunse - ARDIPAmE - September 15 10 October 25.1996 



3.25. . A&n Phning Workshop 
The group pulled two of the main pillars built during the vision 
workshop. They were: agriculture, and education. The p u p s  
chose to initiate projects in soil conservation, and the second, on a 
schooI building. Since this was a "role play" session, the results 
were tabulated and given back as information by PISANO. 

The group was lead by OIM in the process of budgeting for a 
project. The example of a school building project was used to 
illustrate how a budget was designed. The group seemed to 
respond well to the infbrmation, but the proof will be when the 
KASEK actually implements a project with financial management 
responsibilities. 

3.2. % Leamingsfrorn the Jean Robel Field Visit 
The greatest impression we had coming back from Jean Rabel was 
that the TOP allowed for the efficient coordination between three 
agencies to present a workshop. 

The use of a dry ~ n ,  that is, a project that everyone knows will not 
come to hition, is relatively &motivating for the group. In the 
PACE program, it is suggested that all workshops and Mnings 
are fbr real activities and projects. Not much is gained by having a 
session on a hypothetical subject 

Petit Goave - October 16,1996 
The P A C E  team assisted in a one day  workshop with O M  in the 
town of Petit h a v e  A total of 4 corndames were reprcsemted by 30 KAK 
members. Several of the participauts wae members of the ICASEK, and all 
were male. The &mat of the seminar foliowed the same pattern as the 
previous seminars 

3.3. I. h o ~ s  and Learnings Current Realit~rsiordAction 
P h i n g  Workshops 
The group was divided by commune for the day. The average size 
of each group was 6 persons. AU groups did quite well in 
generating the information for the current realities portion of the 
workshop. The infomation was specific, and gave the participants 
fimher appreciation for their particular commune. Because the size 
of each group was smail, the vision wodd~op did not work as well 
as it could It seems that 6 persons is simply not enough to genetate 
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the variq of input required for an adequate treatment of the 
commune vision. 

Some of the f k i I i ~ r s  had not had specific TOP training, and this 
had a negative impact on the flow of the day. . 

The attempt to put the 3 workshops in one day with 4 separatc 
groups simply was too much for the participants and fhilitators to 
deal with. 

4. Staff 

4. I. EkHng Smfing Pattern 
Current staff structure anticipates a kll-time trainer, who develops M i n g  
materials and trains staff a Port-au-Pxintx based operations manager who 
oversees the work of the field staff, and a Ml-time Policy Advisor, who is 
responsible for researching donor sources, to maintain proper relations 
with the central government, and to provide counsel to the project on 
policy issues. The project will eventually have up to 12 to 15 field 
The constellation and org:anization of the staff is yet not completely 
decided. Much of this will depend on how tfie project evolves, and how it 
is received by the target groups and the GOH. 

42. Possible Field Stu~S~ucture 
Further tra'uring and more field experience in the TOP are required for the 
staff to do a competent job without a great dml of lie supewision. It will 
take at least one year before the current team masters the skills of 
consulting with the KASEK, mayors, and commune leadem. Until this 
mastery is achieved, the field staff will require close monitorbg to ensure 
that the goals of PACT'E and strategies requ id  to implement those goals 
arc implemcnttd. This may requite a change in the management structure 
of the project to kthcr d e z a t m b  supervision, and create a mid- 
management layer of supnvisiodsupport in two regional offices. In this 
scenario, the Port-au-Prince office becomes the center fbr training, 
technical assistance, and coordination with external agencies, and daily 
operational management is done out of the regional offices. The desired 
ratio of stafVsu~sors is 411. 

4.3. Tminimg 
The time period of September 15 to October 15 was a time of team 
formation, creating an ambiance of cooperation, openness to change, 
intellectual capital transfix and absorption. The selection and training &f 
field staff is one of the most difficult tasks in a organizational development 
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project such as this, and wmendations are in ordez for a job well done in 
this The payoff for the time s p a t  with staff now MI be a p p m t  
later on in the project, and although one can only guas and hope, thc 
prospects for having a staff which both undentands and is excited about 
the project are txce l lq  

4.3.1. TOP 
The staff participated in the above summarited Workshog. The 
staff did catch on to the techniques of TOP relatively quickly, 
however, have some difIicuIty in "thinking on their feet" in front of 
a group. Some are better ficilitators than are others. A general 
comment is that those staffwho havt original1y been trained as 
animators have more diffiutlty with ikcilitation as a group 
technique. ~ O C F  are trained to lead. rather fbrcefixlly and 
loudly at times, a group of '-", and follow a more typical 
school teacher modcl, where a central figure is the source of most 
of  the lanawledge and discussion, and the class follows. 

4.3.2 Assessment Report 
The staff engaged in a 10 &y session to review, in detail, the 
contents of the French version of the Assessment Report. The team 
read through the report, page by page as a group. The method used 
to process the infomation was &at of the ORID structured 
discussion method, plus that of direct mentoring by the Chief of 
Mission, hu i s  Siegel. Over the course of the 10 days, Louis Siegel 
conducted approximately one session of 1.5 hours per day. Frank 
Lamix, an economist and author of the financial section of the 
Assessment Report, also presided over a 2 hour session with the 
team to m e r  explain the report and answer questions concerning 
the Report. 

A copy of the exams written by the team is attached to this 
document. Comments by Hank Hunse and Louis Siegel are also 
attached. 

4.4 F m t e  Tr(u?iirg Nee& for S m !  
Projdroposal Writing 

Consulting Skills 

Conflict Resolution 

Computer Literacy 

Report Writing 

Central Government Resource Identification 
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Donor Programs Inventory 

.I Sectoral introductions 

5. Documents Reviewed 
Assessment Report PACTE June 1996 

Project Workplan - PACTE June 1996 

.I Community Empowerment - A Participatory Training Manual on Community 
Project Development - Stanley Gajanayake and Jaya Gajanayake - 1993 

Redesignhg Rural Programming 

Planning Assistance Project Documentation 1993-1 995 

.I Craftimg Institutions for Self-Ooveming Irrigation Systems- ~linor 0strom - 
1992 
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Annex 12B. 

ENGAGING THE BUSINESS COMMUN~M IN CIVIL SOCIETY 

Discussions with the business community, though limited, suggest certain important 
themes and considerations in approaching the issue of business and civil society. There 
is a very real *me that the business community is very fragile and vuinerable - other 
than the biggest. The policy and regulatory environment has been very unfavorable and 
rent seeking and patronage have characterized the business culture, not productivity and 
competition. The small size of the market simply reinforces these tendencies. There is 
little or  no experience in working with elected governments - national or local, and a 
growing mistrust of the NGO community. 

The Mission should consider the business community as an important part of civil 
society that is substantially alienated and marginalized in the current environment. It is 
poorly organized and has little understanding of democratic processes and how to 
advocate its interests within it, The business cammunitv is ~robablv  a   rime taeet for 
~ iv ic  education. 

By the same token, the rest of the community may have little understanding of the 
private sector or its potential role in a developing community. So the Mission mav also 
want to consider whether there should be an entre~reneurship and orivate investment as 
well as a citizens hi^ theme in its civic education Droaram. 

If this analysis is correct, the Mission should be cautious in expecting a dramatic 
philanthropic response from the business community. Certainly there is some exciting 
evidence of philanthropic foundations and community oriented business groups 
emerging that the Mission program can bulld on. But it is probable that the bulk of the 
business community will b e  motivated to engage in civil society only insofar as activities 
focqs on community programs that affect them. Tlh_e_a~~roach of the Mission civil 
-em oronram currentlv seems well suited to this amroach. 

Specific possibilities are discussed below. 

Business Access to Decision Makers: . 
Except for the most powerful business families, the bulk of the business community was 
excluded during the Duvalier era, and feels equally excluded by the current political 
leadership. Several aspects of the old regime continue. Today's politicians (national and 
local) still feel free to approach the business community for contributions to community 
projects or  campaigns on an ad hoc basis. The political parties have no  secretariats, so 
business access to decision makers is still very personal, not institutionalized. 

The Presidential Commission is a start, but the business community is poorly organized 
(especially outside Port-au-Prince) and unaccustomed to dealing with elected officials. 
Both the Civil Society and Local Government components of the portfolio offer 
opportunities for improving business awareness of the democratic process and 
developing mechanisms for engaging with government. 



The Mayor of Petionville is apparently unique in that she has established a business 
advisory council to advise her on municipal matters. Presumably members of such a 
council could provide assistance to the municipal government on engineering issues, 
financial management, investment priorities, etc. The municipalities have little analytical 
capacity or access to empirical data on problems. 

Perhaps the business community (associations, foundations) could sponsor studies of 
local problems to facilitate local action. Seminars that bring parliamentarians and 
mayors together with business groups might be sponsored by the Chamber of Commerce 
or other business groups on a regular basis. 

Decentralization: 

The Constitution and political process in Haiti seem to be driving toward a significant 
decentralization of political authority, privatization of the economy, and a revival of 
community life. The USAlD program is very much engaged in this process. A 
significant goal of the NPI effort in Haiti, therefore, will be focused on engaging the 
business community in this process. 

w Privatization: The ARD contract under DEP for support to local government has 
as a major goal the privatization of community and municipal functions. The 
principle is that many local government functions can, in fact, be "contracted out" 
to businesses, NCOs, or even other public authorities. This practice offers 
potential cost savings, increased competition, and an expansion of the 
smalVmedium business sector within the community. The promotion of improved 
governance and the growth of small business are both served by this practice. If 
work is "contracted out" to NGOs, a considerable step is taken to move them so 
sustainable financing (for services provided). 

The Chamber of Commerce or other national business associations could probably 
be engaged to promote this privatization practice, to assist in developing the legal 
framework, model contracts, monitoring and accounting procedures. In return 
they would be developing a clientele of new members. Larger private investors 
with an interest in developing regional port facilities might also be engaged to 
assist this contracting out process to encourage the development and diversity of 
local small business. 

* An investment Partnership: Regional economic growth is critical to the success 
of the political decentralization process and to the reduction of poverty in Haiti. 
There is already evidence of private investen' interest in the restoration of 
regional port facilities. Refurbished port facilities should also give impetus to 
agribusiness exports and other business activities. This increased business activity 
.should also increase demand for investment on other economic infrastructure and 
municipal services. 

- 



The Mission's DEP civil society component is a natural mechanism for 
encouraging this diverse group of interests to engage in a dialogue on their 
respective plans, roles, and contributions to regional development. Links to other 
parts of the Mission portfolio are also possible. It might be very much to the 
Chamber's or other business groupsr interest to sponsor such events. 

Business philanthropy and support for "foundations" is already evident in Haiti. Scions 
of the large families have been increasingly active in socially-oriented activities through 
these foundations. However, there appears to be little love lost between the business 
community generally and the existing NGO community, and little mutual understanding. 
The business community appears to distrust the NGOs, which they see as creatures of 
the donors and of questionable accountability and honesty. There is a fear that 
decentralization under current conditions will simply turn the community over to the 
NCOs. 

The civil society activities of the Mission might well work to build bridges between the 
NGO community and these new foundations - perhaps weaning the NGOs from their 
near-total reliance on donor funding. It would also be helpful to give greater visibility 
to this philanthropic activity - both as a model to the business community and to help 
restore the  image of the business community among the public at large. 

As proposed by the Mission, It might also be wonhwhile approaching business groups to 
engage them in the expansion of the business community's involvement - scholarships, 
mentoring, internships, 4-H type programs in agribusiness, county fairs, etc. Currently, . 

the Chamber does not have a small business section. It is anxious to expand its 
membership and its geographical spread. Leaving aside the question of whether the 
Chamber is the right institution for the job, the idea of engaging the business community 
and financing an "entrepreneurial" component of civil society is an attractive one. 

One interesting model is the SogeBank Foundation, which engages in philanthropy 
(assistance to busincss groups to get started, projects, public dialogue, communication 
with Parliament and authorities, etc.). The Foundation facilitated cooperation to improve 
the ambiance and security of the financial district in Port-au-Prince. In Jacmel, it 
established a trust fund for regional development facilitated by SogeBank. 

In La Saline, a coalition comprising a university, a business foundation, an NGO, and the 
Government of Haiti facilitated a low-cost housing project. 

An agro-business group worked with donors to create a facility for mango growers that 
facilitated marketing technology transfer and training. 



Media: * 

The media in Haiti is largely privately funded, but ir is not clear that it plays either a 
developmental or watchdog role. It seems to do little to improve understanding of the 
business community, NGOs, or the new municipal governments. Perhaps a committee 
of business investors and editors, etc. could encourage in the media a public service 
function. 

Access to C a m :  

According to a GOH representative, there is a project which works with local NGOs and 
donors to provide capitalization of loans to support local community investment 
activities. It is reportedly financed by savings, involvement of iiatian banks, and external 
donors (Inter-American Foundation). This is an attractive model that might be expanded 
by tapping the Haitian financial markets. it would also be useful to engage the mayors 
so that municipal activities might eventually find access to capital. The access of the 
community, however organized, to capital for development investments on a setf- 
sustaining basis is clearly a major civil society problem. 
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CIVIL SOCIETY AND ECONOMIC GROWTH 
Annex 12C. 

Thexe are a number of possible connections between the NPI civil 
society activities and the Missionf s activities in economic policy 
ref o m  and private sector development. Not all of those listed 
below are necessarily possible or appropriate for USAID/Haiti, but 
it is i q o r t a n t  to recognize the complementarily between the 
Mission programs in private sector development and democracy and 
governance and the civil society link between the t w o ,  

1. The civic role of the business community: 

a) mvernment policies and regulations, the application of the 
rule of law, the efficient delivery of government services, all 
affect the transaction costs and profits of businesses (including 
agricultural businesses). Business participation in both 
democratic and administrative processes is, therefore, a critical 
part of the political economy of development- Clearly, the key 
camponents of governance that will most directly motivate business 
participation are property rights, contract law, tax regulations, 
product and market regulation, and financial market and currency 
management- It is likely that it is around these issues that 
efforts to engage the business community in civic activity-will be 
most successful. It is also clear from the USAID/Haiti study, 
"Analysis of Legal and Regulatory Framework for Trade and 
Investment in Haiti (May 1995)," that a fundamental refonn of the 
legal and regulatory environment is a high priority for sustained 
economic growth in Haiti. 

One should be cautious in assuming, however, that the business 
community has an interest in such reform. In an economy 
traditionally based onpatronage, privileged access, and government 
granted monopolies (which DeSoto terms *mercantilismm ) much of the 
business community will find reform threatening. Further, the 
perverse incentives produced by a bad policy environment will 
distort institutional development toward rent seeking. Therefore, 
sound macroeconomic policies are essential for stimulating 
competitive markets and investment (especiallythose policies which 
impact on inflation, exchange rates, and public expenditure) as 
well as effective institutional arrangements (cf. the work of 
Ruttan and Binswanger or R. Repetto). 

zt may be useful, however, to recognize that there are several 
&iff erent processes at work in the ref o m  process -- each requiring 
the business community to interact with the governance process in 
different ways and at different points.. 

* ~lectoral politics: the business community may support 
specific parties (or divide among parties) and seek to 
influence the agenda of the parties through 



contributions, electoral support, etc. 

~r Lobbying : the business community may lobby the 
legislature or the executive for policy changes and 
legislative changes. However, it would be unlikely that 
all elements of the business community would have 
consistent views on desirable policy -- e-g., the 
agricultural interests would have very different views 
tariff protection than manufacturing or tourist 
industries. 

t Administrative lobbying: Various Ministries and 
regulatory agencies affect the business and farming 
communities through regulations and senrices. The needs 
of various sectors tend to be quite different and these 
needs are directed at different places in the government. 

ks local government grows in strength and decentralization becomes 
a reality, we need to recognize that the interaction of the 
business community with government and with the political process 
will take place both locally and nationally. 

It may be the case that a single unified business organization can 
be effective for all of these purposes, but in fact that is 
unlikely. The reason for this is that the more diverse the 
membership, the harder it is to reach agreement and the harder it 
is to organize. Organizations specializedto the needs of specific 
sectors are generally the easiest to organize. It will also be the 
case that the interaction of Ministries with their "clientn 
business communitywillhave to be through targeted and specialized 
participatory (consultative or  advisory) structures. There is also 
the question of standing: Do the regulations give the business 
community a clear right to be consulted in advance and on 
implementation of regulations? Does the state, therefore, have an 
interest in the rules and representativeness of the business 
organizations? 

These observations suggest that the idea of mobilizingthe business 
community in support of good governance and policy reform needs to 
be much better analyzed. We need to know which elements of the 
business community have an active interest in the reform in 
question, how hard will it be to organize them, where within the 
structure do they have to have access? It is also the case that 
businessmen will have an interest in supporting public 
intenrentions that will reduce costs or expand markets, but seldom 
have an interest in r e f o m  that will increase competition. 

b) A civic role in the community: In developed countries the 
businessmen play a critical role in the civic life of their 
communities -- they provide leadership, they organize to support 
uivic functions, they may contribute to the success of local 
governmentsJ bond issues, and can provide political support for key 
local investments (economic infrastructure, social services, and 
law and order), they can be a considerable force for  good 



governance. This role is particularly weak in many developing 
countries -- denying civil society critical support. 
From this perspective there is a civic education job. TO move 
from mercantilism to a growth economy, there has to be the 
perception that the economy is not a zero sum game -- i.e. growth 
is real and possible. Pride in work and product, the value of 
entrepreneurship and community service, a commitment to the rule of 
l a w  and good governance, all need to be part of the civic education 
message. Finally, a set of democratic vdisciplinesn that restrain 
the private use of public resources and the monopolization of 
public functions -- elections, courts, press, pluralism in public 
authorities, checks and balances, democratic values, etc. -- is 
critical to the state playing a sustained developmental role in the 
economy. This needs to be fully understood by the public at large 
and by the business community. 

C) Business Services: The development of business services is a 
critical problem in private sector development. Although many of 
these can be provided commercially, this is an area that can be 
characterized by market failure because of the high start up costs 
and the very small markets. Also, many of the services have the 
character of collective goods that are difficult to privatize- The 
NPI concept fully accepts the organization of the business sector 
for producing collective goods and services as a potential civil 
society function -- i.e. a voluntary, membership organization that 
has potentially both market and governance impacts. Discussions 
within USAID/Haiti suggest that although this may eventually be a 
constraint on an aggressive export strategy, that other constraints 
on economic growth and business development are far more serious at 
this stage. 

Capacity Building : 

NPI stresses the importance of capacity building as the key to 
sustainable development. There is a constant pressure in 
development activities to stress direct results -- policy reforms 
and the delivery of key services. In the economic growth area, we 
need to emphasize such capacities as an efficient, competitive, and 
diverse system of financial intermediation; a diverse set of 
business organizations that service the economic, social, and 
governance interests of the business community; and the capacity of 
local authorities and communities to plan, finance and implement 
the provision of key economic infrastructure, and community 
management of natural resources. 

The process of capacity building in these areas will differ 
greatly. They require different mixes of public and private 
action. The business community may function both as a provider of 
civic senrices ( e - g . ,  a Rotary Club) and a lobbyist for public 
action. For NGOs, "capacity buildingw is usually associated with 
"strengthening grants. " Ts this the appropriate model for thinking 
about building business associations? Alternative interventions 
include improving access to financial resources through revenues or 



financial markets, rather than grants. Higher level or specialized 
civil society organizations or even government agencies can provide 
technical assistance and analysis. Facilitation of policy 
dialogue, problem solving, and public education can be an 
appropriate contribution. 

NPI stresses that a sound enabling environment is critical to 
institutiotfal development. As argued above, bad economic policy 
induces perverse institutional arrangements in both,the public and 
civil society sectors as it does in the marker. Robert Repetto1s 
excellent work on irrigation systems clearly demonstrates how 
subsidies on water and cement created inefficient water use 
decisions by farmers, poor management strategies, and rent seeking 
arrangements among large farmers, contractors, and the Irrigation 
Department. Similarly, the Constitutional arrangements surrounding 
decentralization will fundamentally affect the success of the 
economic growth strategy. These Constitutional arrangements will 
influence the cost of access of various groups to the political 
process (e .g. farmers) , the quality of public services and economic 
investment, allocation of resources to investment and maintenance, 
and the environment for private investment at the local level. 

In NPI we have stressed the importance of small and medium 
enterprises. The implication of this is that we stress the formal 
sector as being inherently more effectively organizable for civic 
functions, as being more competitive and less characterized by rent 
seeking (although it is not impossible), and being the key to 
effective development at the community level- We have not really 
sorted out what to do with microenterprises in the informal sector. 
Certainly, NGOs that service microenterpirse or the poor generally 
are an important part of civil society and of development. 

'3. Regional Development: 

Haiti is a classic case of the primate city being the magnet that 
draws all economic activity and which.dominates both the economy 
and polity. The current effort at decentralization in Haiti, if it 
succeeds, creates a real political-economy problem. If political 
power is decentralized but not economic growth, then one of two 
things follows. Either, the political power of the periphery 
forces an income transfer from the center to the periphery, or 
(more likely) the periphery continues to be economically dependent 
on the center and patronage politics prevails. The problem with 
this form of patronage politics (as we have seen historically in 
Haiti) is that the center has a strong political interest in 
continued economic dependency. 

This being the case, there is a strong argument for the mission 
programs in support of decentralization to begin to interact with 
the private eectox development program to look at the economic 
viabi'lity of the decentralization effort. How can development 
initiative be stimulated at the local level -- financing, staff 
expertise, sources of economic growth, etc. We need to structure 
a partnership between the center and the periphery -- not 



dependency. We also need to encourage strong interaction between 
the dispersal of both economic and political power. The Mission 
should establish a BG/DG Working Group to facilitate coordination 
and make recommendations for specific high priority regions where 
both sectors would concentrate their efforts to reinforce their 
respective efforts. 

4. Community Resource Management: 

The Mission appears to have a substantial portfolio in local 
resource management -- irrigation, forestry, etc. The efficacy of 
community management is well established and the deterioration of 
the natural resource base has long been a critical development 
concern in Haiti- Most natural resources have the characteristic 
of collective goods that are seriously subject to market failure if 
privatized and equally subject to "non-market failureu if 
bureaucratized. The evidence is clear that various forms of civil 
society institutions are generally most effective. Assuming that 
the issue of community management and the relationship of this 
community management with the bureaucracy is already a key element 
of this part of the economic growth strategy, perhaps it needs to 
be made more explicit as a critical institutional component of the 
strategy and an integral part of the civil society effort. 



Annex 13A 

USAIDIRussia - A Complete Listing of All Partnerships by Program 

1. Private and Voluntarv Orqanizations' Initiatives 

Dubna Educational Center in Dubna Hospital No. 9 - Lutheran Hospital, 
Lacrosse, Wisconsin 

Center for Psychological Support - Center for Attitudinal Healing 

Human Soul Foundation - The Fountain House 

a Novosibirsk Regional Sports Club "Finist" - Wheeled Mobility Center 

Compassion Center - International Rescue Committee 

Agudath Israel of Moscow - Agudath Israel 

International Women's Center - Center for Development and Population 
Activities 

Sverdlovsk Oblast Charitable Foundation "Healthy Family" - Feed the 
Children, Larry Jones lnternational Ministries 

Russian Care - Counterpart 

Salus International Health Institute - Pacific Institute for Research Evaluation 

Center for Formation of Sexual Culture - Planned Parenthood of Northern New 
England 

a Association of Obstetricians and Gynecologists - Population Services 
lnternational 

Chita Nursing Association, Yekaterinburg Nursing Association - World Vision 
Relief & Development 

Creativity Association, The Russian Association of Women Business Owners 
Alliance of American and Russian Women - AID t o  Artisans 

Moscow Charity House - Access Exchange International 

Local Goodwills in Moscow, St. Petersburg, Rybinsk - Goodwill Industries 

YMCA Affiliates in CIS - YMCA of the USA 

United Way International Moscow - United Way International USA 

The Palace of Youth and Creativity - Project Harmony 

Vozmozhnost "Microenterprise Development Training ,Centerw - 
Opportunity lnternational "Microenterprise Development Training Center" 
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a Nizhny Novgorod Sluzhenie "Charitable Fund Activity" Opportunity 
lnternational - "Charitable Fund Activity" 

a Health and Environment Foundation, Association of Physicians of Don - 
Central European Center for Health and Environment 

Center for Curative Pedagogics - International Research & Exchanges Board 

Russian Orthodox Church - International Orthodox Christian Charities 

a Socio-Ecological Union - ISAR (Institute on Soviet-American Relations) 

Association of Social Pedagogues and Social Workers - National Association 
of Social Workers 

a Moscow Center for Gender Studies - Network of East-West Women 

The Foundation for Agrarian Development Research - Rodale Institute 

a Foundations for Social Innovations Moscow - Foundations for Social 
Innovation USA 

a Interlegal - America's Development Foundation 

Institutional Partnerships Proiect 

a All Russian Society of the Disabled - World Institute on Disability 

a Association of University Programs in Health Administration Russia - 
Association of University Programs in Health Association 

a Russian Red Cross Visiting Nurse Program - American Red Cross 

a St. Petersburg Academy of Post Graduate Medical Studies Department of 
Family Medicine - University of Iowa Department of Family Practice 

a Charity Fund International Biomedical Agency - University of Rochester 
School of Medicine and Dentistry 

a Russian Association of Territorial Bodies of Highway Administration - 
American Road and Transportation Builders Association 

a Russian Chamber of Commerce and Industry - Center for International Private 
Enterprise 

a Institute for Biology of Inland Waters, Russian Academy of Science - South 
Carolina University, Research Foundation, and Clemson University 

a The Russian Academy of Sciences, Mechanical Engineering Research Institute 
-American Society of Mechanical Engineers 

Moscow Research Center for Human Rights - America's Development 
Foundation 
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a All Russian Fund for the Promotion of Individual Flats - Urban Homestead 
Assistance Board 

a Ministry of Agriculture and Provisions of the Russian Federation, Tatar 
lnstitute of Retraining and Agribusiness - Texas A&M University Agricultural 
Economics Department 

a Russian Grain Union - U.S. Feed Grains Council 

a Nizhny Novgorod State Agricultural Academy - College of Business at Iowa 
State University 

International Pedagogical University, Magadan State University, Yakutsk State 
Pedagological lnstitute Yuzhno-Sakhalinsk - University of Alaska-Anchorage 
American Russian center 

a Pskov Center for Regional Planning and Development - University of 
Massachusetts 

3. Enerav lndustrv Partnershio Program 

a Vladimiroblgas - Brooklyn Union Gas 

a Penzagas -Colombia Gas Company 

a Lenenergo - Entergy Corporation 

a Nizhnovenergo - Illinois Power Company 

a Sibirgazservis - National Fuel Gas 

a Samaragaz - Questar Corporation 

a Rosgas - American Gas Association 

a Savior's Hospital for Peace & Charity, Moscow - Magee Woman's Hospital, 
Pittsburgh 

a Dubna Hospital No. 9, Central City Hospital, Bolshaya Volga Hospital - 
Lutheran Hospital and St. Francis Hospital, Lacrosse, Wisconsin 

a Moscow Institute of Continuing Education of the Federal Administration of 
Biomedical Problems and Disaster Medicine, Russian Federation of Health and 
Medical Industries - 
City of Austin Travis County Emergency Medical Services 

a Pirogov First Municipal Hospital, Moscow - Brigham and Women's Hospital 
Boston Massachusetts 

a Government Medical Center of the Russian Federation, Kuntsevo - Premir Inc., 
Chicago, Illinois 
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Russian Federation Ministry of Health and Medical Industry, Institute of 
Pediatrics, Children's Hospital No. 13, Moscow - Children's Hospital of the 
King's Daughters Norfolk Virginia 

Murmansk Regional Hospital, City Ambulance Hospital - St. Vincent's Medical 
Center and Memorial Hospital Jacksonville, Florida 

a Stavropol Regional Hospital, City Hospital No.4 - Mercy Medical Center, Iowa 
Hospital Association 

a St. Petersburg Medical University - Georgia Baptist Medical Center 

a Medical Center of St. Petersburg - University of Louisville School of Medicine 

a Vladivostok Medical Institute, City Clinic Hospital No. 2 - Medical College of 
Virginia and Virginia Commonwealth University 

5. Media Partnerships 

a Vladivostok News - The News Tribune 

a Ural State University Journalism Department, Yekaterinburg - University of 
North Carolina at Chapel Hill Journalism Department 

a Moscow State Academy of Law - The Benjamin N. Cardoza School of Law at 
Yeshiva University, The Nation Institute 

a Abamedia - RISK film & video production 

a Russian National Association of Telebroadcasters - National Association of 
Broadcasters 

a Russian Television Development Foundation - The US Academy of Televison - 

Arts and Sciences 

Tomsk Television Channel 2 - Downtown Community Television, New York 
- 

City 

a SKATE Press - Multinational Strategies and Bloomberg 

"Gorodskie Vesti" Concern - Boles, Morgan & Canino, Inc. - 

a Vladivostok Newspaper - Art  Pattison Communication Exchange I 
FAX Magazine - University of North Carolina School of Journalism 

6. Aaricultural Partnershi~s 

lntercenter Cooperative, Petrobank of Petrozavodsk, Petrozavodsk Palace - 
Ben and Jerry's I 
Hozyain "Owner" Group of Private Farmers, Privolnoe "Open Spaces" 
Privatized Farm - Conagra 
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a Glebovsk Poultry Production Association - Continental Grain 

a Georgievsk Agro-Industrial Company - Heinz 

a AGROSIB and lskitim Machine-Building Factory - lbberson 

a Oktiabrsky Fish Plant, Muskoy Beter, Akvandt, Raduga - Magna C 

a Primorsky Krairybolovpotrebsoyuz, Dalryba Spassk, Vladivostok & Nakhodka - 
TPC Foods 

a ROSAM Ltd, AKKOR, and Chapova AG Firm - Ventures East 

a Efremovski Corn Kombinat - Cargill 

7. Civic Initiatives Program (CIP) 

a AIDS INFOSHARE Russia, Moscow Association of Lawyers, Union of Women 
of Russia - AlDS INFOSHARE USA 

a Russian Family Planning Association - Planned Parenthood of Northern New 
England 

a Baikal Center for Ecological Information & Citizen's Initiatives - Earth Island 
lnstitute 

a International Research & Exchanges Board Irkutsk, Information Center of the 
Independent Women's Forum, Raduga Education & lnformation Center - 
lnternational Research & Exchanges (IREX) Board 

a Interlegal - America's Development Foundation 

8. Partnerships financed throuqh the Eurasia Foundation 

a Kola Business Development Center - Geonomics Institute 

a St. Petersburg University School of Management University of California at 
Berkeley - Haas School of Management 

a Moscow State University - American Institute of Business and Economics 

a Scientific Research Institute of Mechanics and Applied Mathematics, Rostov 
State University - Citizen Exchange Council lnternational Partners 

9. Political Process ~artnershios 

a Don Center for Political Technology - International Republican Institute 

a Moscow School of Political Studies - International Republican Institute 

a Nevsky Research Foundation, St. Petersburg - International Republican 
lnstitute 

,/ / .--- Resource Guide Annex #I 3 - 5i,qcT&3 



10. "Stand-alone" Partnershi~s 

Krasnoyarsk State University - Washington State University 

Russian Initiative for Self Employment - Center for Citizens Initiatives 

Russian Energy Managers Association - Association of Energy Engineers 

The Union of Jurist of the Republic of Karelia - Vermont Bar Foundation 

Independent Mine Workers - United Mine Workers 

Nizhny Novgorod Vozmozhnost "Microbusiness Incubator and Leasing 
Activity" - 
Opportunity International "Microbusiness lncubator and Leasing Activity" 

a Rostov Soprichastnost "Microbusiness Incubator and Leasing Activity" - 
Opportunity International "Microbusiness lncubator and Leasing Activity" 
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Annex 136 

Russian Survev of Partnershi~s (Enqlish Translation) 

Name 
Organization 
Date Questionnaire Completed 

This survey is part of a study by USAlD of partnerships between Russian organizations and 
American organizations. USAlD is interested in better understanding what  kind of 
partnerships are successful, and w e  would like your opinion of your partnership experience. 

I. Organizational Data. In this section, w e  would like t o  record some of the factual 
information about your organization and your partnership w i th  

(fill in the name of your American partner, please). 

1 . When was your organization/institution founded? 
before 1992  

2. What is the size of your organizationlinstitution? 

Total number of employees (professional and support staff) 
Number of members (if a membership organization) 
Annual budget (from all sources, in rubles) 

3. What is the legal status of your organizationlinstitution? 

- Registered Russian charitable organization 
- Affiliate of a registered Russian charitable organization 

- Affiliate of an American nongovernmental organization 

- Private business organization 
- Government organization 
- Other, please specify 

4. The partnership has been actively planning and implementing joint activities since: 

- before 1992  
1992  
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Who was the initiator of the partnership idea? 

- We (the Russian partner) did. 
The American partner did. 

- We jointly thought of the idea. 

- Someone else, please explain 

Do you and your partner-organization have any kind of formal agreementlgoverning 
your relationship? 

- Yes. What kind? 
No. 

What is the number of people currently involved in partnership from the Russian side 
(professionals plus support staff)? 
On a full-time basis - 
On an occasional basis - 

What is the number of people currently involved in partnership from the American 
side? 
On a full-time basis - 
On an occasional basis - 

Are any of the American partner-organization representatives resident in Russia? 

- Yes 

- No 

Do you send personnel t o  visit your American partner, or vice versa? 

- Yes. (How many per year? 1 
- No. 

It is planned that the partnership wil l  continue: 

- until the end of the current funding (What year? -1 
- as long as there is useful work t o  do together 

- as long as there is continued funding 

- on a more limited basis, from time t o  time over the next several years 

The principal objective of the partnership right now is: 

Was this your initial objective? If not, what was i t? 

How would you rate progress toward achievement of this objective? 

- We have achieved or have nearly achieved everything w e  set out t o  do. 

- Much has been accomplished, it will be completed by the end of the funding. 

- Some things have been accomplished, but difficulties have prevented us from 
achieving all w e  wanted. - 

- Not much progress has yet been made, we have just begun. - 
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- Not much progress has yet been made, it has been difficult to  solve all the 
start-up problems. 
Other, please specify 

II. Resources. In this section we would like to  have some information about the 
resources which this partnership is using. 

14. What is the approximate annual budget for activities being undertaken by your 
partnership? 

- Less than $50,000 
- $50,000 - $250,000 
- $250,000 - $1,000,000 
- More than $1  million 
- Can't tell -- it varies year by year 

15. Do you manage budget jointly? 

Yes, but w e  each have specific areas of control. 

- Yes, w e  do make all decisions jointly. 

- No, the American partner makes all decisions. 

- No, w e  each have control of specific accounts which are separate. 

16. How much financial support has this partnership received t o  date from USAID? 

- Exact amount (Indicate $ or Rubles) 
- Don't know, American partner keeps books 

- Can only estimate: 
- Less than $50,000 so far 

- $50,000 - $250,000 so far 
- $250,000 - $1,000,000 so far 

- More than $1 million so far 

17. Has the partnership ever received financial support from: (may check more than one) 

Russian businesses 
Russian Government contributions (including municipal government) 
Private international donations 
Other international foundations (such as Soros, Eurasia, etc.) 
Membership contributions 
Sale of services 
Competitive awards from various projects 
Other, please specify 

None 

18. Has the partnership ever received any in-kind support (for example, free office 
space, the grant of a computer, etc.) from: 

- Russian businesses 
- Russian Government contributions (inlcuding local government) 
- Private international donations 
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- Contributions from other international foundations (such as Soros, Eurasia, 
- Membership contributions 
- Competitive awards from various projects 
- Other, please specify 

- None 

19. Has the partnership ever undertaken any fundraising activities 

- In Russia 
- In the U.S. 
- In other countries 
- No fundraising activities. 

20. What fundraising techniques have you used? (indicate one or more) 

- Writing applications for grants, either solicited or unsolicited 

- Personal visits t o  individuals or groups who might provide support 

- Sales of services or products t o  public 

- Collection of fees for various services or activities 

- Membership drives 
- Other, please specify 

21. Does your partnership involve volunteer workers, that is, people who work w i th  you 
and/or provide specific services with no pay? 

- Yes 
- No 

22. What percentage of the total cost of activities undertaken by the partnership in  the 
last year were covered by USAlD support? 

- 100% 
- More than half, but not all 
- Between 2 5 %  and 50% 
- Less than 2 5 %  

23. Has the percentage of the total cost of activities you implemented w i th  your partner 
covered by  USAlD support increased or decreased since the partnership started? 

- Increased. 
- Decreased. 
- No change. 

24. Is securing financing for your partnership a major issue? 
- Yes 
- No 
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25. How much of management time is spent on assuring finances? (Meaning: how much 
time is spent by your whole management team, not by individual) 

- 100% 
- More than half, but not all 

- Between 25% and 50% 
- Less than 25% 

Ill. Benefits of Partnerships. In this section, we would like to  know your views as to  
the benefits or disadvantages of the partnership as far as your own  organization is 
concerned. 

26. What do you think is the principal benefit t o  your organization of your partnership 
wi th an American partner? (Check only one) 

- Money 

- New ideas wi th regard t o  actions which m y  organization could undertake 

- New skills in  planning and managing organizational development 

- Strengthening our organization in a number of ways 

- Experience in carrying out certain kinds of activities which w e  have never 
done before 

- Ability t o  undertake an activity which required inputs which our organization 
did not have on its own 

- Other, please specify 

27. What is the principal disadvantage of having an American partner? (Check only one) 

- People are suspicious of the partner and won't work w i th  us 

- American partner controls all the money 

- American partner doesn't understand the local situation 

- American partner is too far away t o  react quickly and provide advice or 
services on a timely basis 

- The people working for the American partner organization do not always stay 
w i th  the organization so w e  are always having t o  break in new people 

- Other, please specify 

28. Do you think that your American partner values the partnership w i th  you for reasons 
which you do not share? 

- Yes 

- No 

29. What do you think is the principal benefit of the partnership for your American 
partner? (Check only one) 

- Financial gain 
- New contacts w i th  a new group of people in Russia 

- Activities in  Russia strengthen the organization in a number of ways 

- Provides experience in carrying out certain kinds of activities which they have 
never done before 
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- They are able to undertake an activity which required inputs which their 
organization does not have on its own  

- Other, please specify 

30. How would you compare the benefit your organization receives from the partnership 
from the benefit which your American partner is receiving? 

- About equal. We both get the benefits w e  expect 
- American partner benefits more than w e  do 
- We benefit more than the American partner does 
- American partner gets most of the benefit and w e  get very little 
- Other, please specify 

31. Have you ever discussed the benefits associated wi th the partnership w i th  your 
American partner? 

- Yes 

- No 

32. Have you made any changes in your partnership agreement in order t o  increase the 
benefits you are deriving from the partnership? 

Yes 
- No 

33. I f  yes, what  kind of changes did you make? 

IV. Managing the Partnership. In this section w e  would like t o  know a little more 
about how manage your partnership. Please circle your opinion of each of the 
statements. 

34. Our American partners dominate the partnership: make decisions without consulting 
us, manage all the money without always sharing details, and lead in the definition of 
our work plan. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

35. We on the Russian side are in charge of the partnership's work plan and activities. 

Strongly Agree Agree Neutral Disagree Strong1 y Disagree 

36. It is relatively easy t o  discuss problems wi th  our American partners. 

Strong1 y Agree Agree Neutral Disagree . Strongly Disagree 
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37. When w e  meet wi th our American partners, w e  find that their approaches and ideas 
often need substantial change to  adapt them to  the Russian environment. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

38. Equality between the partners is an important factor for achieving the objectives of a 
partnership. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

39. We have difficulties in managing the budget. 

Strong1 y Agree Agree Neutral Disagree Strongly Disagree 

40. We would like to  be able to  initiate activities and ideas more in our partnership. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

41. There have been great changes in the quality of our partnership over time. We now 
feel the partnership is of greater benefit t o  us than t o  our American partners. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

42. Informal communication wi th our partner is always difficult. We prefer t o  have 
formal meetings at which discussion points and agreements are carefully recorded, to 
avoid misunderstanding. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

V. Partnerships in the Future. In this final section, w e  would like your views on the 
future of your partnership and your recommendations for other partnerships. 

43. Do you see your partnership in any way as "permanent"? 

- Yes 

- No (go t o  Question 48) 

44. I f  yes, wil l  the partnership continue t o  involve joint activities in Russia or will it be 
m'ore in the nature of occasional communication, personnel exchanges, etc.? 

- Joint activities 
- Occasional personal communication 
- Regular written communication and sharing of materials 
- Personnel exchanges 
- Other, please specify 
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45. What sources of financing will you use t o  sustain the partnership? (Can indicate more 
than one) 

- Grants we are getting or hope to  get from international organizations 

- Fees from services we provide or publications (or other goods) we sell or 
other payments we get from our activities 

- Russian government support 
- Membership contributions 
- Other, please specify 

46. How much financing do you need to  sustain your partnership for a year? 

- Less than $1,000 
- Less than $10,000 
- Between $10,000 and $50,000 

$50,000 - $250,000 

- $250,000 - $1,000,000 
- More than $1 million 

- Can't tell--it varies year by year or it depends on what our work plan is 

47. What sorts of expenses are necessary t o  sustain your partnership? 

- Funding for joint activities in Russia 

- Funding for personnel exchanges (plane fare, per diem) 

- Costs of mail, E-mail, and faxes 

- Phone costs 
- Other, please specify 

48. I f  you do not see your current partnership as permanent, why not? 

- It depends on having international financing and right now w e  don't know 
about future financing 

- We have learned all w e  can from this partnership 

- We are strong enough to  work on our own 

- We don't particularly enjoy working with our partner organization 

- The political situation in Russia makes it difficult t o  have a permanent 
American partner 

- We would like t o  develop new partnerships wi th other organizations 

- Other, please specify 

49. Would a partnership with a Russian organization (for example, in another city, or in a 
complementary field) be as useful t o  you as your partnership wi th an American 
organization? 

- Yes 

- No 

I f  yes, why? 

I f  no, why not? 
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50. Do you have any other "lessons of experience" w i th  regard t o  partnerships between 
American and Russian organizations which you would like to  share?? 

51. What kind of support you would like t o  have from USAlD in future? 

Thank you for taking the time t o  respond to  this survey! USAID wil l  send you a copy of 
the final report of this partnerships study. 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  

American Survev of Partnerships 

Name 
Organization 
Date Questionnaire Completed 

This survey is part of a study by  USAID of partnerships between Russian organizations and 
American organizations. USAID is interested in better understanding what kind of 
partnerships are successful, and w e  would like your opinion of your partnership experience. 

I .  Organizational Data. i n  this section, w e  would like t o  record some of the factual 
information about your organization and your partnership w i th  

(fill in  the name of your Russian partner, please). 

1. When was your organization/institution founded? 

- before 1992 
- 1992 
- 1993 
- 1994 
- 1995 
- 1996 

2. What is the size of your organizationlinstitution? 

Total number of employees (professional and support staff) 
Number of members (if a membership organization) 
Annual budget (from all sources, in dollars) 
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What is the legal status of your organizationlinstitution? 

- Registered American charitable organization 
- Affiliate of a registered American charitable organization 

- Affiliate of an American nongovernmental organization 

- Private business organization 
- Government organization 
- Other, please specify 

The partnership has been actively planning and implementing joint activities since: 

- before 1992 
1992 

Who was the initiator of the partnership idea? 

- We (the American partner) did. 

- The Russian partner did. 
- We jointly thought of the idea. 

- Someone else, please explain 

Do you and your partner-organization have any kind of formal agreementlgoverning 
your relationship? 

- Yes. What kind? 
- No. 

What is the number of people currently involved in partnership from the American 
side (professionals plus support staff)? 
On a full-time basis - 
On an occasional basis - 

What is the number of people currently involved in partnership from the Russian 
side? 
On a full-time basis - 
On an occasional basis - 

Are any of the Russian partner-organization representatives resident in the U.S.? 

- Yes 

- No 

Do you send personnel t o  visit your Russian partner, or vice versa? 

- Yes. (How many per year? 1 
- No. 
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11. It is planned that the partnership will continue: 

- until the end of the current funding (What year? - 1 
- as long as there is useful work t o  do together 

- as long as there is continued funding 

- on a more limited basis, from time t o  time over the next several years 

12. The principal objective of the partnership right now is: 

Was this your initial objective? If not, what was it? 

How would you rate progress toward achievement of this objective? 

- We have achieved or have nearly achieved everything w e  set out t o  do. 
Much has been accomplished, it will be completed by the end of the funding. 

- Some things have been accomplished, but difficulties have prevented us from 
achieving all w e  wanted. 

- Not much progress has yet been made, we have just begun. 

- Not much progress has yet been made, it has been difficult t o  solve all the 
start-up problems. 

- Other, please specify 

1 1 .  Resources. In this section we would like t o  have some information about the 
resources which this partnership is using. 

14. What is the approximate annual budget for activities being undertaken by your 
partnership? 

- Less than $50,000 
- $50,000 - $250,000 
- $250,000 - $1,000,000 
- More than $1 million 
- Can't tell -- it varies year by year 

15. Do you manage budget jointly? 

- Yes, but w e  each have specific areas of control. 

- Yes, w e  do make all decisions jointly. 

- No, the Russian partner makes all decisions. 

- No, w e  each have control of specific accounts which are separate. 

16. How much financial support has this partnership received t o  date from USAID? 

- Exact amount (Indicate $ or Rubles) 
- Don't know, Russian partner keeps books 
- Can only estimate: 

Less than $50,000 so far 

- $50,000 - $250,000 so far 

- $250,000 - $1,000,000 so far 

- More than $1 million so far 
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Has the partnership ever received financial support from: (may check more than one) 

American businesses 
American state and/or local government contributions 
Private international donations 
Other international foundations (such as Soros, Eurasia, etc.) 
Membership contributions 
Sale of services 
Competitive awards from various projects 
Other, please specify 

- None 

18. Has the partnership ever received any in-kind support (for example, free office 
space, the grant of a computer, etc.) from: 

American businesses 

- American state and local government contributions 

- Private international donations 
- Contributions from other international foundations (such as Soros, Eurasia, 

etc.) 
Membership contributions 

- Competitive awards from various projects 
Other, please specify 

- None. 

19. Has the partnership ever undertaken any fundraising activities 

In Russia 

- In the U.S. 
- In other countries 

- No fundraising activities. 

20. What fundraising techniques have you used? (indicate one or more) 

- Writing applications for grants, either solicited or unsolicited 

- Personal visits t o  individuals or groups who might provide support 

- Sales of services or products t o  public 
Collection of fees for various services or activities 

- Membership drives 
Other, please specify 

21. Does your partnership involve volunteer workers, that is, people who work w i th  you 
and/or provide specific services with no pay? 

- Yes 

- No 
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22. What percentage of the total cost of activities undertaken by the partnership in  the 
last year were covered by USAID support? 

- 100% 
- More than half, but not all 

- Between 2 5 %  and 50% 
- Less than 25% 

23. Has the percentage of the total cost of activities you implemented w i th  your partner 
covered by USAlD support increased or decreased since the partnership started? 

- Increased. 

- Decreased. 

- No change. 

24. Is securing financing for your partnership a major issue? 

- Yes 

- No 

25. How much of management time is spent on assuring finances? (Meaning: how much 
time is spent by your whole management team, not by individual) 

- 100% 
- More than half, but not all 

- Between 25% and 50% 
- Less than 2 5 %  

Ill .  Benefits of Partnerships. In this section, w e  would like t o  know your views as t o  
the benefits or disadvantages of the partnership as far as your o w n  organization is 
concerned. 

26. What do you think is the principal benefit t o  your organization of your partnership 
w i th  a Russian partner? (Check only one) 

- Money 
- New ideas wi th regard to  actions which m y  organization could undertake 

- New skills in planning and managing organizational development 

- Strengthening our organization in a number of ways 

- Experience in carrying out certain kinds of activities which w e  have never 
done before 

- Ability t o  undertake an activity which required inputs which our organization 
did not have on its own  

- Other, please specify 

27. What is the principal disadvantage of having a Russian partner? (Check only one) 

- People are suspicious of the partner and won't work w i th  us 

- Russian partner controls all the money 

- Russian partner doesn't understand the local situation 

- Russian partner is too far away t o  react quickly and provide advice or services 
on a timely basis 
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- The people working for the Russian partner organization do not always stay 
w i th  the organization so w e  are always having to  break in new people 

- Other, please specify 

Do you think that your Russian partner values the partnership w i th  you for reasons 
which you do not share? 

- Yes 
- No 

What do you think is the principal benefit of the partnership for your Russian partner? 
(Check only one) 

Financial gain 

- New contacts w i th  a new group of people in the U.S. 

- Activities in the U.S. strengthen the organization in  a number of ways 

- Provides experience in carrying out certain kinds of activities which they have 
never done before 

- They are able to  undertake an activity which required inputs which their 
organization does not have on its own  

- Other, please specify 

30. How would you compare the benefit your organization receives from the partnership 
from the benefit which your Russian partner is receiving? 

- About equal. We both get the benefits w e  expect 
- Russian partner benefits more than w e  do 
- We benefit more than the Russian partner does 
- Russian partner gets most of the benefit and w e  get very little 
- Other, please specify 

31. Have you ever discussed the benefits associated w i th  the partnership with your 
Russian partner? 

- Yes 

- No 

32. Have you made any changes in' your partnership agreement in order t o  increase the 
benefits you are deriving from the partnership? 

- Yes 

- No 

33. If yes, what  kind of changes did you make? 

Resource Guide Annex #I 3 - 20 



IV. Managing the Partnership. In this section w e  would like t o  know a little more 
about how manage your partnership. Please circle your opinion of each of the 
statements. 

34. Our Russian partners dominate the partnership: make decisions without consulting 
us, manage all the money without always sharing details, and lead in the definition of 
our work plan. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

35. We on the American side are in charge of the partnership's work plan and activities. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

36. It is relatively easy t o  discuss problems wi th our Russian partners. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

37. When w e  meet w i th  our Russian partners, w e  find that their approaches and ideas 
often need substantial change to  adapt them t o  the American environment. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

38. Equality between the partners is an important factor for achieving the objectives of a 
partnership. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

39. We have difficulties in managing the budget. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

40. We would like t o  be able t o  initiate activities and ideas more in our partnership. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

41. There have been great changes in the quality of our partnership over time. W e  now 
feel the partnership is of greater benefit t o  us than t o  our Russian partners. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 

42. Informal communication wi th our partner is always difficult. We prefer t o  have 
formal meetings at which discussion points and agreements are carefully recorded, t o  
avoid misunderstanding. 

Strongly Agree Agree Neutral Disagree Strongly Disagree 
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V. Partnerships in t h e  Future. In this final section, w e  would like your views on the 
future of your partnership and your recommendations for other partnerships. 

43. Do you see your partnership in any way as "permanent"? 

- Yes 

- No (go to  Question 47)  

44. If yes, wil l  the partnership continue to  involve joint activities in the U.S. or wil l  it be 
more in the nature of occasional communication, personnel exchanges, etc.? 

- Joint activities 
- Occasional personal communication 
- Regular written communication and sharing of materials 

- Personnel exchanges 
- Other, please specify 

45. What sources of financing wil l  you use to  sustain the partnership? (Can indicate more 
than one) 

- Grants w e  are getting or hope t o  get from international organizations 
- Fees from services w e  provide or publications (or other goods) w e  sell or 

other payments w e  get from our activities 
- U.S. government support at any level 

- Membership contributions 
- Other, please specify 

46. H o w  much financing do you need t o  sustain your partnership for a year? 

- Less than $1,000 
- Less than $10,000 
- Between $10,000 and $50,000 
- $50,000 - $250,000 
- $250,000 - $1,000,000 
- More than $1 million 
- Can't tell--it varies year by  year or it depends on what our work plan is 

47. What sorts of expenses are necessary to  sustain your partnership? 

- Funding for joint activities in  Russia 

- Funding for personnel exchanges (plane fare, per diem) 

- Costs of mail, email, and faxes 

- Phone costs 
- Other, please specify 

48. I f  you do not see your current partnership as permanent, w h y  not? 

- It depends on having international financing and right now w e  don't know 
about future financing 

- We have learned all w e  can from this partnership 

- We are strong enough to  work on our o w n  
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- We don't particularly enjoy working w i th  our partner organization 

- The political situation in Russia makes it difficult t o  have a permanent 
American partner 
We would like to  develop new partnerships w i th  other organizations 

- Other, please specify 

49. Would a partnership w i th  an American organization (for example, in  another city, or 
in a complementary field) be as useful t o  you as your partnership w i th  a Russian 
organization? 

- Yes 
- No 

If yes, why? 
If no, w h y  not? 

50. Do you have any other "lessons of experience" w i th  regard t o  partnerships between 
American and Russian organizations which you would like to  share?? 

51. What kind of support you would like to  have from USAlD in future? 

Thank you for taking the time to  respond t o  this survey! USAlD wil l  send you a copy of 
the final report of this partnerships study. 
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Russian - American Partnerships financed bv USAID -- Contact Information 

I Rosgas 1 American Gas 24 Bolshaya Drnttmvka. Room 407, IW of $22B-7313 1 
Association (IJSEA) Moscow, 103824 Kolesw Pmtocol 926-8133 (fax) 

. 

American Gas Association, 
1515 Wilson Blvd., Arlington 
VA 22208 

,SwrOr 

. 

Namrs o f  Pamen (umbnIh 
omnkafim In bracken) 

Mangem 
Aswfatlan (REMA) I AmIation 
of Energy Englneen (AEO 

I 

Sister Cities International. 120 Russian 
South St, Alexandria VA. tz Partnership (703) 838-3535 (703) 838.4815 
22314 Director 
University of Nofth Camlina 
Chapel Hill. CB3383 Howell Cathy 
Hall. Chapel Hill. NC Parker (919) 8829a20 
27599-3385 

1 
STRATEGIC OBJECTIVE 2.f INCREASED, B E m  INFORMED CITIZENS'PARTICIPATION IN POLITICAL AND ECONOMIC DEClSlONMAKINg 

CIVIC INmATIVES 

RUSSIAN PARTNER 

PorlllAddnrr 

54,Korpus 4 N-henmurhklnsluy. 
s, M~~ ~~~~l~ 117418 

Vladlvostok News I The News 
Tribune media Demt PmjeQ 

Ural State University . 
Yakatorinburg 1 University of North 
Carolina Department of 
Journalism media D m t  PmjeQ 

Moscow State Academy of Law 1 

$:,","",~~,"~~7~,","~6"$1 
Nation Institute (Wedla Dsnnt 
P m I W  

Abmedia I RISK media D m t  
pmjm 
Russian National Assoclation of 

~ , " ~ ~ ~ , " $ t e ~ ~ ~ , " ~ ~ ~ ~  
(Media D m t  Projec9 

Russlan Television Dsvslopment 
Foundation 1 The US Acrdemy of 
Telsvislon Arb and Sciences 
(Media Devmt PmjeQ 

Tomsk N - 2 1  Domrtom, 
Community Telsvislon media 
Dsvmt PmjscO 

SKATE press l Muhinational 
StrPdsgies Bloomberg 
Devrnt Pmjecg 

Qomdskle VestP'Concem I Boles, 
Morgan, 6 Canlno. Inc. media 
h t  Pmject) 

V1adivostoK' Newspapsr'Arl 
Pafflson Communication 
Exchange (Media Devmt Pmjecg 

Fax Magazine I University of Noith 
Camllnn (Media D m t  Pmje@ 

M o s w  Charity House I Access 
Exchange InternaHonal world 
Learning] 

Local Goodwills In Momow, St 
Petenbutg, Rybinsk I Goodwill 

conmct 
P m m  (sJ 

Victor P. 
Grbina 

State unlvenlty 

$;:;;;:;;? '.O. b. 

Risk Film Pmdudon Studio 4 Llkhw 
Per., 103051. Moscow 

15-1, llilnka UI.. Moscow, 103070 

Yellr.V&yW~, 70A, Tmek 634048 

y;5;$rgska~ St. FIwr5, Moscow. 

10 Kmsnogo Znarnenl. Vladlvostok, 
BB08M)' 

Joum~llsm Department Ural State 
Univerrky 

11Novy Arbaf Moscow 

Drpt w mlr of 
cmMcB 

Exacuh 
Director 

Nonna 
Chamyakom 

Boris Lozwskiy 

~ ~ d ~ l  ~ ~ ~ h t ~ ~  

Igor Grigori,,,, 

51:!kom 

Alexel 
M i i n w  

Ark8dly MaloRa 

S ~ W Y  Skaterschlkav 

1)Anabiy 
KPman 
~alentin ~ r i n  

Nashl Sysdaln 

Boris Lozovskly 

Galina 
Bodrenkom 

Karpenkovr 2) 

Omcr Phwn 

\ 2 5 1 4 N u  
1X)-BZOB or 
LKU.9563 call lint 

NIS Field 
Director. 
Dmlopment 
Secretary 

Director 

Vyacheslav 
Grafenkw 
R-='f! 
J w  Wooten, 
Mlchall Quskw 

Nancy 
Qal l~my 

lndusbies world Learning) 

YMCA Allillates In CIS IYMCA of 
the USA world Learning) 

Unbd Way International Moscow 
I Unitsd Way International USA 
Nor id  Learninp) 

nswreeshr,iasnetr 

Deanof 
Journallsrn 
Department 

zE;ar 

Editor-InChiet 

$izy 

President 

Sdnly Komhy per' Macow, 

Moscow 127276 YMCA of the USA 
ul, Acad, KomlsvP, 

N. 35 

ul. Glly~rwskwo, 5 

E-mail a d d m  

cone@ 
glas.spc.org 

(4232) 28.71 15 

(3432) 
558WlM-9112 
(lax) 

299.09-17MS39 
9 2) (812) 

:74-J3417 (flax)-' 

&555)2-3883140 
OL(f. . 
W5) 219-2007 
(fax) 2054252 

Z-ll4 

Elena Chumak 

Petersburg) 3) 

AMERICAN PARTNER 
~ ~ n m c t  Dept or M e  of 

PMM Addmss person (sJ conbcm 0mcr ~ h m  omel  ax 
Asmlation of Energy 
Engineen. 4025 PleasanMale Barban Executive 
Road. Suite 420. Atlants.OA Sboup Administrator (17') 447-5083. n o )  4483989 
50340.4264 

(b95)203.8571 

(W5)ZOe-4055 

%'B42&352308 
8.318g27 (hx) 

(095)251-4064 

(3822)*5884 

0 
232-927mly17 
89 248-2859 (fax) 

(8442)381387/ 
33-7333 

r232)250471 
22-1842 

1 
13432) 
55-800115691 12 
(fw 
(095) 291-30411 
292-9127 

91 7.73741 fVa 

~ ~ I l $ ~ z , s  

~@glas.apc.org 

9200 Wisconsin Ave.. 
In' (310) 530-8500 (301) 530-1518 Bethesda MD 20814.3898 Scol Affairs 

International 101 N. Wacker Dr., Chicago, Evans Division (312) IL 80608-7388 Director 289-057011 7 (312) 977-9063 

701 North Russy D' (703) 5194092 (703)519-0097 Alexandria, VA 22314 Sumariwlla CEO 

o r  

::i$ebr,rnsk,ru 

inder(8 
sMe.rnsksu 

~ $ ~ ~ s k s u  

100742.354@ 
cornpuse~.corn 

I 

Brookgate Av., New York, Center. NY 55 10003 Fiht Sue Folder (212) 790-0402 (212) 790-0205 

Abamedia LP 4025 
:o~~,","~il President (817) 338-0777 (817) 338.0858 ~arnwofth kd.: Fort Worth TX 

78118 

National Astac. of 
Telabmadcasters. 1771 N St  Terri Rabel (202)424-5300 
NW. Washington DC 2003.3 

RTDFIART Los Angeles Rep. 
Office - clo ATAS National 
Headquarters, 3220 (818) 789-8489 (818) 780-0661 Mike1 Pippi 
Lankershlne Blvd.. North 
Hollywwd CA 91604 
DDwntDm Community 
Teldsion. 87 Lafayone Jon Alperl 2,"z (212) 219-0248 
Streef Now Yo* M 10013 

87 1 m 3  I ~ n g  Place. New York, NY Judy (212) 874-2877 (212) 5337449 Waddle 

Bolas, Morgan and Canlno, 
Inc. 102 South Street, Suite van Morgan 505, Florence, Alabama, (205) 740-8234 (2U5) 7408203 
35630 

28411 218th Av., SE, Seattle. David 
Maple Valley. WA 98038 Edicctt . (208)292-8255 (208) 882-1897 

University of North Camllna 
Chapel Hill. CB3363 Howell Mary Alice 
Hall, Chapel Hill. NC Shaver (919) 962-8421 

27599.3385 

112 San Pablo Ave., San Thomas Executive (415) 881-8355 (415) 861-1543 Francisco CA 94127 Rickert Director 
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Russian - American Partnerships financed by USAlD -- Contact lnformation 

Omce Phone 
(095) 940-28081 
24517561 
280-41 58 
(81 2) 31 1-45881 
319-9304181 
325-8818 

\"j3240815918156 88 (fax) 

(095) 
138~440815g1~~56 
86 (fax) 

(81400) 75804 

1J-o 
91 2-54411192.593 
3. fax WS) 
912-5441 
2)252MX13) 
(812) 2854757 

(812) 

Socror 

STRATEGIC OBJECTNE 

LEGAL REFORM 

3 AND s ~ R W E S  

1) Moscw Association of Lawyam I )  

INFOSHARE Markslsbki Per., 1/32, Moscow 100147 MOSkalenkO 

HUMAN Morcow of L,wysn, 
(2)Unlon of Women of Russia. 211. UI. ''tian' 

DIMENSION Union of Women 1 AIDS Knmy Puf Omsk 644002 (3) Together &zM 3, $iz:pm 
lN~OSHAR~ saw the children) Against Aids. 3, UI. January. 

Ust-khon StPetenburg $86835 (4) 

RUSSIAN PARTNER 

Postal Addnrr  

$-, y2z4yk 'y  Pmp.m 

BETTER SUPPORTDEMOCRATIC 

Moscow 117331, UI. Marii Ullanovoy, 

Namea o f  P m e r a  (umbrella 
omanbathw h bmckenJ 
Moscow Schoal of Political 
Studies I lntemational Republican 
InstihrEe ORI) 
Nevsky Research Foundation I 
lnternational Republlcan lnstltuta 
ORI) 

2.2 LEGAL SYSTEMS THAT 

Interlegal 1 America's Woprnent 
Foundation wor ld Learning) 

Interlegal 1 America's Devlopment 
Foundation Gave the Children) 

The Unlon of Jurist of the Republic 
of Kamlia I Vermont Bar 
Foundation (Assoelates In Rural 

E-mall address 
contact 
Person (8) 

'Iena Nemimvakap 

Anataly 
Benlenco 

PROCESSES AND 

zesss46 4) (W 
iIn.3ARn 

WS) 
97~155911917 
(f=) 

~ g ~ 4 S 3 9 1  

(096211C0390 

Russian Famlly Planning 
Assoclation I Planned Parenthood 
of Northern New England (Saw 
the Children) 
Slv ioh Hospital for Peace 6 
Charity1 Magee Woman's 
Hospbl {AIHA) (WL,SAVE the 
Children) 

Dubna Hospbl NO. 9 I Lutheran 
Hospbl and S t  Fnncls Hozpbl 
Lacrosse. Wlsconsin {AIHA) 

Dubna Educational Center In 
Dubna Hopitsl No. 9 1 Lutheran 

~ e p t  or lnrr of 
conracta 

MARKETREFORMS 

AMERICAN PARTNER 

P ~ a t a l A d d ~ S ~  
SUBBOO, 12112 New York 
Aw. NW. Washington DC 
200013987 
suite BM), 12112 New ~ o r k  
Aw. NW. Washington DC 
20005-3887 

President 

President 

Director, 
International 
Affaires 

Coordinator 

Vice President 

Ellen Dorrch 

Tanya Kotyl 

Sandra 
McCormick 

I 

Belyaevr. lQ1 

Moscow 117331. UI. Madl Ullanovoy, Betwen 

M m c w  105037, P.O. Box 51 

18-20, Vadkovakly Per, MOSCOW, 
101479 

M r ' s  Hospital, Fedentivny Pmrpect 
17110,113398, M- 

Health Scienm Resourn anter, 11, 
W b k r y l .  141980, Dunna, Moscow 
Region 

Contact 
Person lsJ 

D;Nid 
Denehy 

David 
Dcnehy 

Vice President 

&2:kbr 

Office 
of International 
Relations 

MD. Director of 

Vlce President 

Talcon Road' Wiliistan' VT 

~ ~ ~ ~ m i c k  

?Lrds 

Shamn 
Weinstein 

Edw.rd 
Kamtkin 

'Icki Lynn 

ltV1 

President 

President 

President 

t;,"tF$ys 
las,apc,org 

mot@souz.karelia. 
su 

infOshare[gglas 
"Org 

Ci:,"t%g".irkks glas.apc,org 200 Alexandria. VA 22314 

Sergey 
Pavshukov 

Hw, Lacms,isconsln ( 
World Leamlng) 

M o w  EMS Tmlnlng Center 8t 
Institute of Continuing Education 1 
Auan,Tx Hospital EMSTnlnlng 
Center {AIHA) 

Pimgw First Munlclpal Hospitsl, 
Moscow1 Brigham and Women's 
Hospital Boston Massachusetts 
{AIHA) 

Govsmrnent Center* 
Moscow'KunkeV0 Pmmlr lnc., 
Chicago, llllnols {AIHA) 

Russian Federation Mlnirby of 
Health and Medical Industry. 
Institute of Pediatrics. Children's 
Hospitsl No. 13. Moscow1 
Chlldmn'r Hospbl of the King's 
Daughters Norfolk, Virglna {AIHA) 

~ ~ ~ ~ ~ ~ ~ " , ~ l ~ r ~ ~ ~ ~ ~ l S t  
Memorial Hospital Jacksanville. 

Ppryshklna 

ka",",lkk 

Dept w We of  
contacn 

Director 

Director 

~~~ , "~~ fp la ln .edu  

71075.1173@ 
compuse~,com 

(802) 878-7232 

(412) 841-1189 

(808) 7850530 

Miller 

Florida {AIHA) 

Eg7Kw 

Deputy Dlmctor 

madlna@ 
m~ln,linr,dubna~su 

huruh@ 

71075.1173@ compuserva.com 

$E:FfrQe 

$Ey$!rg 

(802) 878-8001 

(412) 641-4949 

(808) 791-8334 

(808) 785-0530 

(512) 489-2050 

(817) 732-8332 

(708) 409-3793 

688-7458 

(904) 387-7305 

union 

101 North Union Street Suite 
X X )  Alexandria. VA 22314 

743 Suite As 
Berkeley CA 94710 

~ $ ~ $ ~ ~ ~ ~ ~ ~ ~ ~ ~ & l  hbna 141980 ul. Unh~atetskrp. 10 

Postpmduate Nunlng S c M ,  30, 
Volokolamskaye Shoss* Molccrw 

Plmpw Flnt Municipal Hospbl 
Lenlnskly Pmsped, 8, Moscow, i 17334 

Cenhl Cllnlcal Hospital, manhala 
Timo$hgnko, Str. 15, 121359, M m w  

Mlnlstfy of Health. Rakhmonwrkiy 
Per., 3. Marcow, 101431 

~~a~~~~~~~~~~~ 

~~~~~ Phyiclpn 
Goldberg 

Oennadiy 

~~&~~ ~ ~ l a l l r t  
Makarem Healthcare 

Taman Clinical 

0549581 18 

Savloh Hospital Projecf 
Mapee Women's Hospital. 
XW) Halket St, PittrburOhPA 
15213 

Lutheran Hospital. 1910 S. 
Avenue, W1 54B01 

adf[gigc.apc.org 

adf[glgc.apc.org 

'dooley[gsuprema 
cr1.state.vt.u~ 

!$ty@ 

(808) 791-8334 

(512) 482-9407 

(817) 284-8858 

(708) 409-3499 

(804) 668-9255 

(904) 387-7328 

(703) 836-2717 

(703) 838.2717 

(510) 204-8090 

Michael 
Miller 

Honorable 
Justice John 
Dooley 

$l:hwiak 

E-mB address 

(703) 8353379 

(703) 838-3379 

(510) 843-4068 

Omce Phone 

~ 5 ~ ~ 1 0  

~ 5 ~ g " ~ 1 0  

Zh;Zhb& 
Ludmila 

$zluTf 
Valeriy 
Ve"hirino 

FifLch 
Lishansky 

EL","",' 

E:p&c,, 
Pisarenko 

onice Fax 

City of Austin EMS 15 Waller 
St, RBJ Health ~&ter ,  Austin 
TX 78702 

Richardson Fuller Building 
221 Boston ~ongwaod MA 021 Avenue, 15 

lbme We'tbdCorponte 
gth 

Westchaster, 1160154 

Chlldmn'r Hospital of the 
King's Daughters. 601 
Children's Lane. Norfolk VA 
23507 

1800 Barn St. Admlnlatrativs 
St Vincent's Medical Center, 

Suites, Jacksonville FL 32204 

Cwrdinabr 

Phyriclan, 
Deputy Chlef 
PhFlc'an 

Head of 
International 
Patients 
Department 

Chlef 
Neonatolqlsl 

E$ CNy 
Admlnlstmtion 

(095) 190 72W1 

~~g14513151160 
gg 

(095) 414.0687 
415 0710 (fax) 

-1 

(095) - 
274-720715022 

(4778)SSSrS 1 4 4 5 2 0  

'1nr.dubna.s~ 

P~W- 
glas,apc,org 

kunhavDQP 
gIas.apc.org .. 
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Russian - American Partnerships financed by USAID -- Contact Information 

S u t w  
Namar of P u l n r n  @mbnllli 
ommnkaMn fn bnckemJ 

Russhn Red Cross. VisDIng Nu- 
Program 1 American Red Cmss 
@ R m  

Association of Univenity. 

RUSSIAN PARTNER 

P ~ l A W n r 8  
1)Sergei Kulyov Pmgram Asairtrnt 
Russian Red Cma Society 
Cherpmshlnskl PmpvJ, 5. m m  

s~RATEoIc OBJECnVE 

ENVIRONMENT 

in Admin*tiOn 
(Russia) I Association of 
UnhrsHy Programs 
Administration (AUPHA) @REX) 

St Petemburg Academy of Post 
Graduate Medical Studies 
Department of Family Medicine 1 
UnhnHy d lows Depadmant of 
Famlly Practice OREXI 

Charity Fund International 
Biomedical Agency (CIPE) I 
Unhnity of Rochester School of 
Medicine and Dentistry gRW 

3.3 INCRmSE CAPACITY 
Instihite for Biology of Inland 
Waters (IBw1 Russian Academy 

J n ~ , " ~ ~ $ ~ ~ ~ , " U ~ a t i o n  
(SCUREF), Clemson UnhnHy 
ORW 

Baibl Canter for Ecological 
Information I Center Initiatives 1 
Earth Island Institute Save the 
Children) 

The Russian Academy of 
Sciences. Mechanical Enginwring 
Research institute1 American 
Society of Mechanical Engineen 
@ R W  

Management 
3) Head ol 
Healih 

Contact 
Person IrJ 

2)24&728U1788 
(fax) 3) (4212) 
332C81/8618 

$z;iOg. 
(812)275-1839 
273-0030 (fax) 

1) (8432) 
38-M152104111030 

~~~~~$~ ; z a : g h y u  
KhabamkShb Adminiantion 72, 
Frunze Street 4) Novaaiblrsk. 0 7 0  

Dept ff dWr of 
confacts 

2Li%;m2) 
nead of 

Omce Phone 

@q 
310-7048 (W 

Erjkov 3) 
Dr. Ambiiy 
IMnOYICh 

VisiUng Red 
Cmss 

1) Acting 

:!:Tan 
Department of 

lgig 

~)4%!110181 
(fax) 

mrnsi@gias.apc.or 
g 3) khvle 
healthadmin.khv.~ 

4f,T$u,nsk,su 

e n w e  
maps.spb.su 

Nmsiblnk Academy of Economic and 
Management 58 Street 

R ~ H ~  pebnburg ~ B J O ~ S  
Pemburp of 

&,~~$~$$:, 
1) Wan  420012 Krnn Slate Medical 
In- 49, BvHerwr St  2) 
1BA-Ekstsrinburg PO Eox 107 

404 M- 17038 2) Valentina 

Ekatodnburg 0 1 4 2  (3) Cheliyublnsk 
454082 Chslipblnsk State Medieal 
And. 84. VomvakDpo 

TO OELlL WITH ENVIRONMENTAL 

Inrtltuts ot Bldopy and Inland Waten, 
RunIan Academy of Sciences ~omk, 
Ya*llvl' 

7-10, Pmlehnhyl, 884003 

Mechanlml Engineering Reseach 
instiMl4 Q d b d ~  Smet M o s m  
101830 

?l$a;l?s.e- burg.^ 

ibiw.yarosiavl.su 
portmartee 

siberiaO 
igs.apc.org 
irkutrk@ 
gIas,aPD,Og 

makhmB 
Immsksu 

E-mall address 

Shlshlna MOSC-OW 17036 Head of 
Visiting Red Cms Society 
Tcherjnmu5kinski Proezd, 5 

1) Moscow 119881 AUPHAIRussIa ,B. 
Pimgwskaya,2d 2) Moscow 103473 
Semashko Morcow Medical 

e-mails: 1) root@ 
medacad.msk.su 
2) 

l o l l  N. Fod Myer Dr. fl503, 
Arllngbn VA 22209 

318 Medicine Administration 

~ ~ $ ~ ~ ~ 1 ~ ~  

Igor 

gi:,"GhDr. 

:tdy$) 

YUri L' Fomin 

~ \ ~ ~ ~ , ~ S '  

POLLUTION AS A 

Almnder 
Kopylw 

. 

lrlna 
Birnbaum-DyP,, 
MkaYS 

eol 'lmwoac e0x80r. 
Rochester NY 14842 

Department of Environmental 

University, One WET  rive. 
TDxiwlony, W E T .  Cl-n 

Pendelton, SC 29070 

EamIsland Institute 300 
Broadway, Suite 28. San 
Francisco CA 94133 

345 E' 47th New NY 
10017 

AMERICAN PARTNER 

~ o s t a l  Addms 

lntemational Services Dept, 

Udalbwr 

Nikolal 

Belyakov 

Nail 
Amirav2) Dr. 

M25 F St NW, Washington 
D C 2 K m  

Sclence 

;$!? 1167771m7 
Gadenln Scientific 

Speclalist 

Manager 3) 
Rector 

Bernard. 
Ramirez 

Brad Muiler 

THREAT TO PUBLIC 

Dl,,,omr 

Director 

Head of 

,,ice president 

 ator or 

Fl:II",g 

Point 
Tom La 

contact 
Person (81 

HCqLTH 

(MU) 
(Od52) 25.3845 

(3952))33-13221 
432322 (fax) 

Beramirez(P 
aol.com 

$I",%%% 
Programs 

Associate ~rofessor 

Dept or of 
contacts 

Associate. 

$2 E' 

:$\!24-5503 

(318) 353-3014 

~ ~ ~ ~ e r , e d U  

Fe",y,";Zu~. 

E-mall addnss 

Global Tech. 
Transfer 

(319) 335-7025 

(718) 275-7203 

ls864) 848.z37 

omce Phme 

Gary Cwk 

Chor W. Tan 

$E2$Oss,org 

(718) 273-1018 

(884) 6482277 

Omce Fax 

(202) 728-8885 (202) 728-8437 

Director 

Managlng 
Director, 
Education 

(415)788-3888 

(212) 7057722 

(415) 7887324 

(212) 705-7739 tanc@osme.org 




