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Abstract 

This study explores partnerships between international and local non..;govemmental 
organizations (INGOs and LNGOs) in disrupted states, expanding on the existing base of 
knowledge about such partnerships in traditional development settings. We studied existing 
partnership models and practices, and then visited field sites in Bosnia-Herzegovina, Kenya, 
Pakistan, Palestine, and Sudan. We found that many partnership practices learned in 
development settings apply also to disrupted states, characterized by emergency 
humanitarian assistance more than long-term programming. 

Local politics have an enormous impact on the feasibility of partnership as a vehicle for 
delivering humanitarian assistance, more so than in traditional development settings. 
Despite deep political instability and competing pressure from donors, INGOs, LNGOs, 
host governments, and other political actors, many aid organiza'tions are attempting 
partnership strategies, collaborating with a wide array of local organizations, sometimes in 
imaginative and experimental ways. 

In addition to the range of partners well described in the development literature, we found 
INGOs partnering with community-based organizations, local grassroots committees 
originally created by the INGO, host governments, and religious groups. We also found 
some novel approaches that merit further research and practice, including INGOs acting as 
a surrogate state, INGOs devoting long-term resources to LNGO capacity building, and 
INGOs partnering with local groups in stable development settings and then extending that 
partnership into nearby conflict zones. 

After describing some of the known approaches and the new strategies we encountered in 
the field, we analyze five central factors that shape partnerships in disrupted states: politics, 
capacity, dependency, funding, and coordination. Our recommendations are aimed toward 
the international aid community, and we hope to contribute to the working knowledge of 
those many groups sincerely interested in creating functional and effective long-term 
partnerships with local organizations. 

The international aid community has taken initial steps to build more institutional memory 
and share information among its constituent organizations. We encourage INGOs and 
donors alike to shape their policies and funding practices to promote sustainable relationship 
with the local groups that will remain in a theater of operations long after a crisis passes and 
the international humanitarians move elsewhere. Recognizing the potential local groups 
have to deliver services cheaply, assess beneficiary needs, operate within tight political 
constraints and through areas plagued by violence and unrest, INGOs should consider a 
broad range of programming approaches that fundamentally integrate partnerships and local 
capacity building. 

This 12-week research project was conducted by a graduate workshop at Princeton 
University's \Voodrow Wilson School of Public and International Affairs in conjunction 
with Carolyn Makinson of the Mellon Foundation. It is not intended as a defmitive best 
practices guide, but as a helpful starting point for humanitarians interested in applying 
partnerships beyond the context of traditional development and for researchers interested in 
exploring further questions about local-international collaboration in disrupted societies. 
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Chapter 1 

Introduction: Partnerships in Disrupted Societies 
·A4~a . 

. . 
This study began with a broad and general question: How does collaboration between 
Northern and Southern' non-governmental organizations (NGOs) work in humanitarian 
assistance? On the one hand, much practical work and academic research has analyzed 
North-South partnerships in development, describing the mechanics, benefits, and perceived 
shortcomings of such inter-organizational relationships. On the other hand, little has been 
written about North-South collaboration in the more crisis-oriented field of humanitarian 
assistance. We set out to answer the following questions: Was such collaboration possible? 
If so, what models had been tried? \Vhat appeared to be the chief differences between 
collaboration in the more stable context of long-term development and in situations of 
conflict, mass flight, repatriation and reconstruction? 

Our research focused on the collaborative practices of a few major intern~tional NGOs 
(INGOs) that deliver humanitarian assistance. We wanted to learn what types of 
collaboration were possible and practiced outside traditional development settings, and to 
pool some common experiences from the groups we were able to visit in the field. 

We found that, in situations characterized by a wide array of pressures and resource 
limitations, INGOs are increasingly forging partnerships with local NGOs (LNGOs). 
Donors increasingly have made such partnerships part of their programming menus. 
LNGOs in emergency and disrupted contexts have expressed a mounting demand to play a 
greater role in humanitarian assistance, if necessary in cooperation with international 
organizations. While collaboration is by no means the standard, we learned that 
humanitarians increasingly consider partnership as one of many potentially viable ways to 
respond to a crisis. Successful partnership in humanitarian assistance can help aid dollars go 
further, strengthen trust in local institutions and international aid organizations, and lay the 
foundations for future stability. 

1.1 Partnerships 
The term "partnership" in the context of humanitarian assistance is loosely applied to a wide 
range of relationships, from the contractor model to long-term funding and programming 
relationships between organizations with common vision and practices. For our study, we 
defined partnership as a relationship between two organizations that included some degree 
of cooperation in service delivery . .Aid and relief agencies might employ local organizations 
under strictly contractual relationships to deliver specific services, but we chose not to study 
the impact of such business-like relationships on humanitarian aid. Instead, we looked for 
partnerships in which international humanitarian organizations chose to work with local 
organizations or capacities to deliver services, and allowed those local capacities some degree 
of input. 

Both international and LNGOs bring preconceptions- even prejudices- to their 
partnerships. INGO workers regularly expressed doubts that local groups would be strong 

1 North and South in traditional development parlance refer to the developed and developing world, 
respectively. \Ve chose in our report to use the terms North and South when referring to broader 
development issues. \Vhen discussing collaboration among non-governmental organizations, 
however, we use the terms international and local, for reasons that will be described later in this 
introduction. 
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Introduction Chapter 1 

enough to engage in egalitarian partnerships, particularly during ongoing emergencies or 
projects with a built-in time constraint. LNGO workers expressed doubts that INGOs truly 
were interested in letting them help shape the aid agenda. Partnerships in disrupted societies 
can be complicated and are not always appropriate. However, our observations show that 
they are possible and can enable aid dollars. to accomplish greater good for a·wider range of 
beneficiaries. In the long run, partnerships have potential as a cost-effective, responsive, and 
practical approach to generating societal stability. 

1.2 Disrupted Societies 
Few active humanitarians make a cut-and-dry distinction between relief aid and 
development. It is easy to distinguish between a war zone and a stable society. Very often, 
however, INGOs find themselves working in situations not easily defined on the relief
development continuum. For our study, we chose to focus on states that cannot be 
classified strictly as "development" settings, and that were home to large populations of 
returnees, refugees, or internally displaced people. We visited NGOs operating in 
Afghanistan, Bosnia-Herzegovina, Kenya, Mozambique, Pakistan, Palestine, and Sudan. In 
most areas we visited, NGOs were engaged in some form of reconstruction (repairing and 
rebuilding physical infrastructure) and rehabilitation (returning society to a peaceful, stable 
state).Z 

These disrupted societies have weak public sectors, civil societies, and community structures. 
Disrupted societies include complex emergencies, war zones, violence-plagued nations, failed 
states, and countries recovering from war or experiencing population turbulence. These 
now-standard situations often originate in massive civilian flight to or from the area and are 
characterized by internalized political violence, dislocated community fabrics, delegitimized 
or damaged leadership, and the presence of the international aid community, which often 
arrived when the area in question found itself in a state of war or near-war. Aid in these 
situations often falls under the rubric of "emergency" rather than "development" funding, 
resulting in tight time frames with grants frequently subject to yearly renewal. 

Through our research, we wanted to find instances of successful partnerships and pinpoint 
what benefits accrued to all involved- the beneficiaries, the NGOs, and the donors. We 
wanted to learn what strategies have been employed to overcome the obstacles facing local 
and INGOs in their attempts to collaborate. We also wanted to gather lessons learned from 
failed experiments in partnership and document perceived challenges. 

1 .2.1 International and local NGOs 

The partnerships we encountered on our field visits resisted classification as North-South 
relationships. \Ve chose to phrase our frndings in terms of partnerships between INGOs · 
and LNGOs, because some of the INGOs operating in disrupted states were from foreign 
developing countries (traditionally considered Southern), while LNGOs in at least two of 
our subject countries (Bosnia-Herzegovina and Palestine) did not consider themselves 
"Southern." Furthermore, the international-local framework allowed us to include many 
other collaborative efforts we found between INGOs and local entities ranging from 
community-based organizations to religious groups to government agencies. 

2 Not all humanitarians have embraced the concept of rehabilitation, but some NGOs and donor 
agencies, in Sudan for example, distinguish rehabilitation and reconstruction from emergency 
programming. Rehabilitation and reconstruction programs in the Sudanese context are considered 
more long-term than humanitarian assistance. 
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Chapter 1 

1 .2.2 Capacity building 

Capacity building has become a pervasive term in grant proposals and IN GO programming, 
and was almost always cited by INGOs as one of their motiv~tions for entering into 
partnerships. We encourage donors and INGOs to use the term with more specificity. 
Capacity building includes any programming that attempts to strengthen local coping 
mechanisms and impart useful skills to local individuals and organizations that can then be 
used for other- or future -purposes. We differentiate between individual capacity building, 
training programs that teach particular skills or practices, and institutional capacity building, 
programs that raise an entire organization's ability to implement its mission. Any discussion 
of capacity building should include specific reference to what skill or capacity is being 
targeted, and measurable benchmarks to ascertain whether that particular capacity has in fact 
been enhanced. 

1.3 Observations 
As we learnt more, we were able to narrow our thematic focus, fmding that som~ issues 
arose again and again as the key factors enabling or obstructing partnerships. After a brief 
description of our research methodology and a survey of the literature on partnerships, we 
describe in Chapter 4 the various models of partnerships, the working mechanics of such 
relationships, and some new approaches currently being tried. This chapter sets the stage for 
the five major factors analyzed in the body of the report: politics, local capacity, dependency, 
funding, and coordination. This report describes some of the strategies and methodologies 
gleaned from the collective experience of our admittedly small sample, and poses further 
questions for practitioners and researchers alike. General fmdings include: 

• INGOs interested in working with local capacity to deliver humanitarian assistance 
should devote resources to assessing local capacity and seek to enter into partnerships 
early in their operations in a particular area. 

• Partnerships in disrupted society are indelibly linked to politics. Neutrality is difficult to 
maintain; INGOs should be aware of the political context in which they operate, and 
attempt as much as possible to maintain open lines of communication with political 
forces acting in their area of operations. 

• INGOs should be aware that the seeds of dependency are planted during the initial 
stages of a crisis, and successful partnerships in the long run depend on strategies 
designed to cultivate autonomy, such as the diversification of funding sources. 

Specific findings and recommendations are included in every chapter, and presented together 
in the conclusion. 

A few caveats are in order. Many aid workers, both local and international, expressed 
concern that humanitarian assistance is being used as a palliative, replacing decisive political 
action by the international community to mediate disputes and exert pressure on states or 
other actors that are violating international norms. Although we regard this issue as beyond 
the scope of our study, there is no question that it profoundly affects the partnerships that 
are the subject of our research and the context within which they operate. We state for the 
record that some LNGOs told us they would like INGOs to focus more energy on advocacy 
with their home governments and in the international arena, leaving the mechanics of 
assistance more to the locals. 

INGOs are still learning how to juggle multiple responsibilities- emergency aid, longer-term 
development, delivering public goods in lieu of a failed or weak state, and sometimes acting 
as a political surrogate for donor governments. At times, in countries like those we visited, 
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Introduction Chapter 1 

the INGO sector can resemble a parallel state. Incorporating egalitarian partnerships and 
local capacity into programming will be a long process. 

Our field visits provided a complementary array of study sites, placed as they were at 
different stages along the crisis-recovery co.ntinuum. All shared common factors- political 
pressure and polarization, community dislocation, feeble governments. Some, like Sudan 
and Afghanistan, are still battlefields~ others, like Bosnia-Herzegovina and Mozambique, are 
rebuilding after civil war and are, to varying degrees, attempting to repatriate refugees or 
rebuild the lives of those who have resettled in their homes. Pakistan and Palestine are 
playing host to virtually permanent refugee populations. 

More than anything else, from our discussions with over a hundred field workers in all of 
these sites, representing a wide array of international and local groups, we believe we have 
gathered a snapshot of a unique set of pressures and challenges facing those groups who 
hope to include partnership as part of their modus operandt~ Whi\e no general principles or 
fixed recommendations can arise from our brief and limited sru'dy, we believe the questions 
and observations we have tallied offer an instructive roadmap for those humanitarian 
professionals who seek to build effective partnerships. We hope that by simply discussing 
what has worked and what has failed as LNGOs and INGOs attempt to build enduring and 
productive partnerships, we are providing a useful experience database to the NGO 
community. Some of our findings, we hope, will be relevant in new and unfolding 
emergencies, and can provide some impetus for NGOs to plan for partnerships in the 
future, entering complex emergencies with an eye toward beginning substantial local 
partnerships as soon as they start working on the ground. 

Human rights issues raise more deep questions also beyond the scope of this report: When 
do human rights concerns affect selection of partners and mechanics of partnerships? How 
can NGOs mainstream human rights concerns into their approach to partnering? Human 
rights abuses are fundamental causes of forced migration, and pose some of the most 
significant obstacles to repatriation and reconstruction in places like south Sudan and 
Afghanistan. Humanitarian organizations increasingly train their staff in human rights law 
and practices, and some have begun to establish formal relationships with international and 
local human rights organizations. We hope further studies 'of partnerships in disrupted 
states focus on the profound connection between rights and aid practices. 

Our research team neither tested hypotheses nor constructed a set of best practices. Rather, 
we have identified some lessons learned and pointed to some potential pitfalls, directing our 
advice primarily at an INGO audience. Many of the questions or dilemmas we encountered 
have no clear solution. We have, however, described many of these unresolved issues in 
hopes that they will stimulate further research and debate. 

Page 8 

ACKU



Chapter 2 

Research Methodology 

We conducted our research on collaboration between international and local non
governmental organizations as part of a graduate policy workshop at Princeton University's 
Woodrow Wilson School. The project lasted 12 weeks, from September 22 to December 15, 
1999. The participants were twelve public policy students with a wide variety of 
backgrounds, including NGO, international, and policy experience. The research began with 
background reading, meetings with experts in international law and humanitarian assistance, 
preparation for field visits, design of an interview guide, week-long field visits, debriefing, 
and preparation of the report. Time and resource constraints greatly influenced the .scope of 
our research, and caveats are noted below. 

2.1 Background Issues and Research 
In weekly meetings, seminar participants covered essential topics on refugee and 
humanitarian assistance, including human rights, refugee and humanitarian law, and general 
NGO issues. In addition to an extensive reading list compiled by outside experts, our 
sources included guest speakers3 whose professional and academic insights helped to guide 
our research. We also reviewed the literature on North-South collaboration4 and conducted 
telephone or email interviews with staff of US-based NGOs5 in order to defme the scope of 
the study and develop an interview guide for data collection in the field. During this phase 
of our research, we identified individuals and organizations to interview during our field 
visits. 

We identified a few central areas for research: 

+ Describing the context of humanitarian work in zones that are neither traditional 
development nor emergency situations; 

+ The range of humanitarian assistance activities undertaken through international-local 
partnerships ;6 

+ The structure of international-local partnerships; and 

+ The functional mechanics of partnership, including agenda-setting, partner 
identification, assignment of responsibilities between partners, fiscal management and 
fundraising. Because of our time constraints- field visits could not last more than one 
week because of the academic year schedule- we had to narrow our focus as much as 
possible. 

3 Guest speakers and their institutional affiliation included: Carolyn Makinson and Samantha Wheeler
Marrs, The Andrew Mellon Foundation; Stefanie Grant, Lawyers Committee for Human Rights; 
Thomas \Veiss, Graduate Center of the City University of New York; Mark Leach, Institute for 
Development Research; Evariste Karangwa, Africa liaison of InterAction; Sue Lautze, Feinstein 
International Famine Center, Tufts University; Mary B. Anderson, President, Collaborative for 
Development Action; Robert DeVecchi, Adjunct Senior Fellow for Refugees and the Displaced, 
Council on Foreign Relations, former president of the International Rescue Committee; Mary Anne 
Schwalbe, founding staff director of the \Vomen's Commission for Refugee Women and Children; 
Claudia Liebler from the Global Initiative in Management (GEM) Initiative, Case Western Reserve 
University, and Ian Smillie, Thomas J. \X'atson Institute, Brown University, and Tulane University. 
-l See the bibliography contained in Appendix V. 
5 For a list of those we contacted, see Appendix I. 
6 Slim (1996) suggests a list of spheres of operation of humanitarian organizations. 
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Research Methodology Chapter 2 

As part of our research we studied the complex interplay between the major actors in 
spheres of humanitarian assistance, working with Evariste Karangwa, Mark Leach, and 
Thomas Weiss. We constructed a structural analysis of the relationships between 
international and local non-governmental a.ctors, host goveminen~s, donor agencies, · 
community structures, and often, parties to the conflict, pinpointing the primary nexuses at 
which international and local actors meet in delivering humanitarian assistance: This analysis 
reflected the wide array of partnerships we found in the field. INGOs, and sometimes 
donors, partner directly or indirectly with other INGOs, UN agencies, LNGOs, local 
governments, community-based organizations, traditional leadership structures, 
humanitarian wings of armed movements, and even proxies for loc~l political parties. 

\Ve designed an interview guide (attached in Appendix II). The guide was drawn up to assist 
researchers during their field interviews. \Vhile not intended as a quantitative survey, the 
field instrument covered essential issues and allowed us to compare information across 
research sites while allowing individual research teams to pursue issues of special interest in 
each location. Essential topics were highlighted on the interview guide. This approach 
allowed for more informal and flexible discussions. Given that all 12 researchers were 
involved in designing the interview guide, and that for most interviews two researchers were 
present, we hope variation was minimized. Lists of suggested categories on the interview 
guide were intended to assist the interviewer, and not to be a specific checklist for the 
subject. Questions were phrased to be as open as possible so as not to suggest a single 
"right" answer. 

2.2 Field Research 
Field research was an essential component of the study, allowing us to gain insight into the 
perspective of local and international organization field staff. Given the sensitive nature of 
the topic, we felt face-to-face interviews were necessary if we were to get beyond rhetoric 
and politically correct statements, and to understand some structural and cultural barriers to 
partnership. 

Field research was carried out in Mozambique with Save the Children-US as host, Palestine 
with Save the Children-US, Kenya/Sudan with Tufts University, Bosnia-Herzegovina with 
International Rescue Committee, and Pakistan with the International Rescue Committee. 

Research sites were selected in order to span several major US humanitarian N GOs, which 
account for a remarkably high proportion of humanitarian expenditure and which had the 
logistical capacity to host our visits.7 The countries included several of the largest and 
longest-running crises of forced displacement and geographically covered the major regions 
that have experienced the greatest forced displacement in the last two decades (the Hom of 
Africa, sub-Saharan Africa, South Asia, the Middle East, and the Balkans). At each site 
selected, humanitarian assistance NGOs were working in various stages of crisis: in Bosnia
Herzegovina, recent war and continuing reconstruction and refugee return; in Palestine, 
Pakistan, and Afghanistan, long-standing refugee or internally displaced populations; in 
south Sudan, assistance in a situation of continuing conflict; and in Mozambique, 
repatriation and reconstruction. As a group, we felt that the research sites were 
complementary, as they represented different aspects of disrupted societies and were at 

7 Andrew Natsios states" . .. perhaps 10 US and another 10 European NGOs receive 75 percent of all 
public funds spent by NGOs in complex emergencies. Ten US NGOs received 76 percent of all cash 
grants to NGOs for relief purposes from the US government in fiscal year (FY) 1993 and over 87 
percent of all food aid for relief purposes in FY 1993" (Weiss and Gordenker 1996). 
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Chapter 2 Research Methodology 

different stages of return to normality. By asking similar questions of comparable 
international and local players in different situations, we sought to elicit common themes in 
the partnering process in disrupted states of varying kinds - from war zones and refugee 
crises to those in the process of stabilization and reconstruction. Appendix IV contains 
country proftles for each research site. 

Field research trips took place between October 30 and November 7, 1999. Upon return, 
the team dedicated time to sharing fmdings, preparing the written report, and organizing a 
presentation to summarize our fmdings and recommendations. 

2.3 Limitations 
The research project was designed within significant restrictions. Time was the most 
severely constraining factor at all stages of research. Our academic schedule allowed for 
only two months of preparation. Over this period, we surveyed the literature, made initial 
contacts, conducted telephone interviews, and prepared a research instrument. ;; 

In this report, we have not covered important issues such as human rights, long-term 
development, and issues of gender :which all factor significantly in displaced populations. 
We chose to concentrate our available resources on analyzing partnerships between 
international and local humanitarian organizations, considering other possible types of 
partnerships only as we discovered them in the field. 

The NGOs we interviewed in the field were not randomly selected. Our sample of 
organizations was opportunistic, resulting from the networks of our host NGOs or of 
LNGOs we encountered in the field, from literature we read in advance, or from telephone 
interviews conducted before the fieldwork. Moreover, those we wished to interview had to 
be available during the very short period of time that researchers were in-country. Given the 
time constraints, there was little opportunity to search out a broader sample of NGOs, 
organizations, institutions or individuals, or to follow up on NGOs discovered during field 
research. This selection process may have resulted in some bias by the host, other 
organizations, or the researchers. Some organizations simply might not be known to major 
INGOs and may not appear in any literature. This does not mean that their activities are 
insignificant. 

For the most part our interviews confirmed the importance of issues identified prior to the 
fieldwork. However, some new issues arose during the field work, without an effective way 
to communicate such issues to other field researchers at different sites. We identify such 
issues as potential questions for further research. 

\V'e acknowledge that interview responses may have been superficial or "safe'' in some cases, 
particularly given the nature of the subject, the fact that we were asking staff members to 
comment on their own organizations or organizations with which they have a relationship, 
or were asking recipients of aid to comment on the organizations helping them. Interpreters 
or INGO representatives were present during many of our interviews, a fact that might have 
limited subjects' willingness to speak frankly about international-local partnerships. In 
addition, the fact that researchers were in the field for such a short period of time left little 
flexibility to return for a second interview and build a deeper rapport with a subject. It is not 
always possible to recognize when a response is superficial or inaccurate. In order to 
minimize the likelihood of skewed or guarded answers, we assured each respondent 
anonymity in the final report. Only the research team saw the interview notes; in the body 
of the final report interview subjects are not mentioned by name. 
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Given these constraints, the main goals of our research have been- as students- to learn as 
much as possible, and to produce a report we hope will be useful to others, given the paucity 
of scholarship on aid partnerships in disrupted states. 
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Chapter 3 

Literature Review 

The significant literature on partnerships between internatio-nal and local non-governmental 
organizations (NGOs) focuses almost exclusively on collaboration in development settings. 
Most of this literature looks at collaboration as another arena in which tremendous 
economic and political tensions between the North and South are played out. However, 
some studies and field manuals cover partnerships in humanitarian assistance and complex 
emergencies. Studies on partnerships in development debate the proper roles for Northern 
and Southern NGOs. Those writing from a Southern perspective tend to criticize the 
development enterprise and North-South partnerships specifically, for imposing Northern 
agendas rather than meeting needs expressed by Southern populations. The debate over the 
proper role of international assistance during conflict, described in the second s~ctiori of this 
chapter, has broad ramifications for the role that Northern NGOs play in disrupted states. 

During our workshop, we drew on nearly 150 books and articles, ranging from detailed 
quantitative analyses to anecdotal accounts. Neither our bibliography, nor our research data, 
is exhaustive. We hope this brief review and the Bibliography included as Appendix V will 
be helpful to researchers and humanitarian workers interested in further exploring 
partnerships in disrupted states. 

3.1 Partnership Models 
Perhaps the most important and directly relevant body of literature we read concerned 
partnership models. A good deal has been written regarding North-South partnerships in 
development- for example, a substantial body of publications by Michael Edwards and 
David Hulme (see Bibliography). Generally speaking, however, these publications do not 
address the special case of partnering in complex emergencies, long-term situations of 
displacement, and repatriation and reconstruction. Two exceptions to this general rule are 
Smillie's (1996) analysis of the crisis in Sierra Leone and his recent paper on capacity building 
in complex emergencies (1999). 

A recent paper by Muchunguzi and Milne (1995) sheds light on the differing viewpoints of 
Northern and Southern NGOs regarding immediate partnership goals. The authors examine 
the experience of Southern NGOs in a number of Sub-Saharan African countries. They 
found that in partnerships, Northern NGOs tended to emphasize the transfer of technical 
assistance and training, and expressed a conviction that "true" partnerships cannot be based 
on financial transfers alone. Southern NGOs, on the other hand, expressed a desire for 
funding with fewer strings attached. These NGOs cited deep concern about the North and 
South imbalance in financial and other resources. In their view, Northern organizations 
used partnerships to impose a particular development agenda on the South through technical 
assistance and training programs. Training, Muchunguzi and Milne argue, often focused on 
enhancing the ability of Southern NGO staff members to meet the bureaucratic 
requirements of Northern donors, rather than on advancing the goals of the Southern 
NGO. Others corroborate this view (Edwards and Hulme 1996), claiming that cultural and 
political differences can warp partnerships, and that Northern NGOs in development often 
act as unwitting colonialists. Before partnerships can be an effective development tool, these 
critics claim Northern NGOs must learn to trust the poor and empower aid beneficiaries to 
contribute to program design. . 
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One-way resource transfers from North to South undermine any attempt to build 
partnerships rhetorically based on principles of solidarity and egalitarianism, Deborah Eade 
(1997) argues in an extension of this Southern critique. Development and Patronage, a collection 
of essays published in 1997, criticizes the Northern approach to development for fostering 
dependency and imposing higher accountability and transparency standards on Southern' 
NGOs than INGOs impose on themselves. Proponents of partnership writing from a 
Southern perspective argue that the INGO community has lost its independence from 
donor governments, and imposes donor-driven agendas on Southern partner organizations 
and beneficiaries alike (Fowler, Longwe, Eade, writing in Eade 1997). While Northern 
NGOs view development as an opportunity for social engineering, Southern NGOs often 
choose partnership primarily because they need resources. 

Much of this debate is value-driven; Ronald Jones (1993) argues that Northern aid groups 
can promote local autonomy by giving financial and training resources to Southern N GOs 
without interfering in programming and needs assessment. Th~ Katalysis experience he 
describes provides a model of a US NGO that gradually phased out its influence over a 
network of indigenous partner NGOs in Central America. Katalysis eventually acted as little 
more than a communications center for a group of five Southern NGOs, that gained almost 
exclusive control over their programming and funding agenda. 

Mark Leach has conducted several studies of North-South partnership, constructing an 
analytical system to help NGOs assess their incentives for collaborative work, and create 
systems that enable such collaboration to be effective. He analyzes the different models of 
collaboration (Leach 1996) and Northern attitudes toward such collaboration (Leach 1998). 
Leach does not focus on the debate over whether development is driven by grassroots 
Southern agendas or imposed Northern donor agendas. Partnership, as viewed by Leach, is 
a function of an NGO's values and incentives. Leach has focused exclusively on traditional 
development settings, but his study of collaborative models skillfully deconstructs the 
dynamics of partnerships. US-based NGOs have several reasons to collaborate with 
LNGOs in their area of operation, ranging from practical concerns about cost-cutting and 
increasing the number of beneficiaries, to value-based motivations, including a desire to 
increase local control over development agendas. An IN GO's goals will determine whether 
it chooses partnership, and if so, to what degree the partnership is collaborative.8 

Partnership in zones of conflict raises several difficult questions and enters into the debate 
between solidarity and neutrality. Aid groups that have a long history of working in a 
particular area, or with a particular ethnic group, might fmd themselves branded as politically 
partisan when a conflict breaks out - compromising their opportunities to deliver 
humanitarian assistance through North-South partnerships (Slim 1996). Ian Smillie (1999) 
points out that most major humanitarian assistance actors in complex emergencies want to 
strengthen capacity, but have yet to successfully translate this desire into practice. Problems 
determining legitimate and constructive local actors during heated conflict, and the time 
pressure of war-time humanitarian assistance, make collaborative partnerships in complex 
emergencies difficult to implement, he argues. His analysis of humanitarian assistance in 
Sierra Leone underscores the lack of actual collaboration between international and local 
actors -largely attributed by internationals to a lack of local capacity and probity (Smillie 
1996). 

8 Leach's six models of collaborative partnerships are discussed in more detail in Chapter 4, in 
conjunction with our own study of partnership models in disrupted states . 
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In the literature, we found no documentation of best practices in North-South or 
international-local collaboration in complex emergencies or humanitarian assistance; 
however, Evariste Karangwa (1999) has drafted a best practices document for North-South 
partnerships in development. Drawing on his experience at InterAction, among other 
sources, he describes partnership as "a dynamic process of qmtuallearning". with t}:le goal of · 
creating a "sustainable partner institution that is capable of responding to the needs of its 
constituency." He analyzes management and programming factors that contribute to 
satisfaction and success in North-South partnerships, and points to poor communication 
and lack of trust as crucial determinants in partnerships described by NGOs as 
unproductive. His best practices address all aspects of the partnership process, including 
funding and power relationships, organizational culture, time constraints, transparency, and 
accountability. Karangwa warns Southern NGOs against becoming overly bureaucratic and 
inflexible, advising them to learn from their Northern counterparts without starting to 
emulate them. 

3.2 The Current Debate: Relief versus Developmentalism 
The nature of conflict in the developing world has changed dramatically since the end of the 
Cold War. A humanitarian's interp~etation of the causes and structure of conflict, and of the 
ultimate purpose of development, will determine his/her opinion on the proper role for 
NGOs and partnerships in disrupted states. David Keen (1998) describes the economic 
functions of violence in modern civil wars, describing the markets that thrive because of
not despite- violence and displacement. While many civilians are the victims of civil wars in 
developing states, a host of actors with political capital, including profiteers, commanders, 
even local politicians, gain legitimacy and wealth because of civil war. 

Mark Duffield (1998) postulates a post-modern model of conflict, explaining the wars of the 
1990s as a result of a governance gap in the world's peripheral zones. Actors in such 
conflicts stand to gain from violence, and systematically prolong it to enrich themselves or 
maintain their positions in society. He interprets violence as a rational response that serves 
some individual or group's perceived economic or political interest. Humanitarians, Duffield 
advises, should not evaluate societies as being in a state of war or peace; instead, they should 
evaluate the prevalent degree of violence and identify which actors benefit. He suggests that 
humanitarians abandon neutrality in favor of solidarityY 

Mary Anderson (1999) shares some of Duffield's assumptions; such as that wars arise from 
societal actors pursuing interests, rather than a descent in chaos. However, she believes 
humanitarians in conflict zones can reinforce local connectors and capacities for peace, 
thereby mitigating violence. At the same time, humanitarians can identify sources of division 
and conflict in society- such as a culture of violence - and design programming that does 
not accidentally reinforce these divisions . This model encourages the humanitarian in 
conflict zones to behave in a more neutral fashion than Duffield recommends, engaging 
local political authorities and seeking consent when possible. 

Duffield (1994, 1998) criticizes what he calls developmentalists for continuing to focus on 
local-level initiatives and community-based development, in the hopes of providing an 
avenue toward stability and the eventual possibility of addressing the root causes of conflict. 
Only direct political and economic remedies can address the causes of war and stop violence, 
he argues. Anderson claims her "do no harm" framework does not oppose the post-modern 

9 A recent definition describes solidarists as humanitarians who advocate controversial public policy, 
take the side of selected victims, skew the balance of resource allocation, and override sovereignty 
when necessary (\Veiss 1999). 
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conflict model, and lays the groundwork for effective humanitarian action that does not 
exacerbate cultures of violence. 

Sue Lautze (1995, 1996) suggests that humanitarians rethink neutrality and gear their efforts 
toward providing sustainable livelihoods t<? beneficiaries. Such prograrnrnin:g requires a 
quantitative assessment of a war economy, and asks humanitarian's to design their 
interventions with a clear understanding of the economics of the conflict in question. 

Many others have expressed opinions in the debate over whether humanitarians should take 
sides amidst conflict-a debate too exhaustive to be described here. However, the 
Anderson-Duffield debate, and the nuances among humanitarians questioning how objective 
their work can be, largely determine the kinds of partnerships INGOs choose to pursue in 
disrupted societies or conflict zones. This recent scholarship - and changing attitudes 
among aid workers- have led many humanitarians to strive for anactive role in conflict 
zones, rather than to respond passively to violence. 

\X'hile by no means exhaustive, our survey of the current literature on North-South 
partnerships and humanitarian aid in conflict situations allowed us to ground our research in 
a wider debate. Further research, we believe, will extend the growing understanding of 
partnerships and capacity building in development to similar processes in disrupted states 
and conflict zones. 
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Partnership Models and Mechanics 

As we have noted earlier, there have been numerous studie~ and articles written ori 
partnerships in development situations, but little is known about the mechanics of 
partnerships amidst crises, be they short-term humanitarian emergencies or long-running 
societal disruptions. Our research indicates that when humanitarian assistance takes on a 
long-term character, as in the cases we studied, the mechanics of partnership strongly 
resemble those of partnerships in development. 

This chapter provides basic background on the mechanics of partnership, the general models 
employed by relief and development non-governmental organizations (NGOs), and new 
models we encountered in our field research. By describing the types of partne~ship, we 
hope to provide a grounding for the thematic analysis and particular fmdings that follow in 
the rest of the report which examines the impact on partnership of politics, capacity 
building, dependence, funding, and coordination. 

4.1 NGOs and Partnering: Imported or Indigenous Concepts? 
The term partnership is used in a very broad sense here to encompass the range of formal 
and informal relations, cooperation, and collaboration between international and local non
governmental organizations. We found in our research that interview subjects had defmite 
and often unexpected defmitions of partnership. For example, the research team in Bosnia
Herzegovina spoke with one LNGO that defined partnerships as any donor-grantee 
relationship. The word "partnership" has entered everyday language without the usual 
connotation of a commitment to joint decision making or capacity building. 

Although we set out to examine international-local partnerships, in some research sites we 
found other unexpected "organization-organization" partnerships and creative or 
experimental approaches. \Ve cannot comment on whether these models exist elsewhere, 
but we feel they merit some examination here, as well as further investigation. 

The peculiarities of a number of our research sites put a special twist on partnership issues. 
Operation Lifeline Sudan (OLS) and the Sudan Relief and Rehabilitation Association 
(SRRA), created interesting partnership dynamics that reflected not only the complexities of 
Sudan's civil war, but the agendas of donor governments with mixed feelings about 
delivering emergency assistance, and misgivings about whether such assistance prolonged the 
conflict. 

Bosnia-Herzegovina did not have a strong LNGO tradition before the 1991-95 war. After 
the Dayton Accords were signed in 1995, Bosnian civil society imported the western model 
of NGO organization- a process mirrored to some extent in Afghanistan and Pakistan. 
This grafting process contributed to a lack of shared vision among international and local 
humanitarians. Bosnia, for example, has since been host to a large number of INGO
LNGO partnerships but, due to the lack ofNGO activity under the former Socialist regime, 
INGOs often create "indigenous" NGOs with local staff. As a result, high salaries distort 
the local labor market, LNGOs have incentives to adopt donor-driven, rather than 
constituency-based, agendas, and local groups can suffer from dependence on a single 
funding agency. 
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4.2 Perceived Benefits of Partnership in Disrupted States 
We asked INGO and LNGO staff members how their partnerships had come about, what 
they were trying to achieve from such partnerships, and what main issues they were trying to 
address. 10 One international aid worker summarized the key reasons for partnering: 

I highly encourage INGOs ... to work with indigenous NGOs. Indigenous NGOs 
don't have financial resources, but they have accessibility, they know the people, 
know the situation ... know everything. So if they can be given a little support they 
can make a big and bigger difference. 

4.2.1 Stated reasons for partnering: INGOs 

+ LNGOs are more knowledgeable about local political, economic and social institutions. 

+ LNGOs have a greater ability to monitor and assess . the situation on the ground. 

+ LNGOs often can draw on community trust to reach a br<,Dader range of beneficiaries. 

+ Locals often possess historical knowledge about the environment, politics, and culture 
that allows for a more effective intervention. Their past and continued commitment to 
the country it:I which they live can enable them to contribute institutional memory to an 
INGO that has just arrived on the scene. 

+ Locals might have the ability and desire to continue operations when INGOs are denied 
access or are unable to operate due to conflict and heightened tensions 

+ The reputation and experience of an LNGO in a particular sector might complement an 
INGO's field of expertise. 

+ Donors might require partnerships. 

+ Several interviewees felt partnerships were cost-effective- the INGO might require 
fewer program staff of its own if an LNGO ran the project on the ground. 

Ronald Jones (1993) describes three main reasons INGOs choose partnerships in a 
development context; many of these reasons also apply in disrupted societies. First, "top 
down" assistance from INGOs has failed to provide sustainable improvement in the lives of 
the poor (including impoverished refugees or returnees). Second, the interdependent nature 
of complex problems demands collaborative problem-solving approaches drawing on many 
different vantage points. Third, the southern or local right and ability to control its own 
development and future is forcing INGOs to change their role. Our interviews conft.rmed 
Jones's findings to some extent as international humanitarians repeatedly described the rich 
potential partnerships offer. With further research, it might be possible to quantify the 
differences between motivations to partner in development and emergencies. 

Mark Leach (1996) lists other reasons for international-local partnerships, both practical 
(cost-effectiveness, faster project start-up time, more resources for an INGO to dedicate to 
other tasks) and value-based (increasing local control over the direction of the development, 
increasing mutual learning). In a later study with Archana Kalegaonkar and L. David 
Brown 11 , Leach outlines the major reasons cited for partnership as: to build sustainable 
systems through institutional strengthening and continuing services; to increase impact by 
expanding program scale and improving quality; leverage of NGO resources by increasing 
local control; legitimacy, and mutual learning; and to increase program efficiency by saving 

10 See our Interview Guide, Appendix II. 
11 "PVO Perceptions ofTheir Cooperation with NGOs", August 1998, study sponsored by the Office 
of Private and Voluntary Cooperation at USAID, and carried out by Mark Leach, Archana 
Kalegaonkar, and L. David Brown of the Institute for Development Research. 
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time, money and meeting donor requirements. We found:mQny of these reasons mentioned 
by an INGO staff members during our field visit~ including: 

+ Practical benefit of access to LNGO skills and resources, including understanding of 
local cultural issues; 

+ Local partners giving INGOs a means to work in countries where direct operations are 
prohibitedt2; 

+ Enhancement of both partners' legitimacy with key stakeholders; 

+ Building local capacity and confidence through increased participation; 

+ Increasing sustainability by developing local independent structures; and 

+ Strengthening civil society. 

4.2.2 Stated reasons for partnering: LNGOs 

LNGOs cited a smaller number of motivations to enter partnerships: 

+ To use the IN GO as a funding source; 

+ To use the INGO as a link to a world-wide network of organizations and programs and 
further funding sources; 

+ To reap the benefit of INGO experience in specific project sectors and general 
experience in organizational and project management; 

+ To counteract negative stereotypes13; and 

+ To benefit from the expertise, protection and advocacy support INGOs can provide. 

In these disrupted societies, INGOs usually have more capacity, in terms of experience, 
material support and equipment, than their local counterparts. 14 In rapidly developing crises, 
the LNGO base at the outset might be nonexistent or weak, as was the case in Bosnia. On 
the other hand, during intensified violence or disruption, local organizations might have 
greater capacity than internationals. For example, when the US launched missile strikes 
against Afghanistan in August 1998, international humanitarian workers were evacuated, but 
projects run by local partners continued unabated. 

4.3 The Crisis Factor 
Over time, humanitarian aid programs increasmgly resemble development programs, as 
humanitarians come to realize that their presence is likely to last many years, and annual 
projects merge into one another. Consequently, the dynamics of partnership can be quite 
similar in disrupted societies as in development contexts. On the other hand, in the midst of 
intense crises, such as the outbreak of war, time and resource constraints might allow only 
superficial partnerships. As a crisis unfolds and disruption becomes commonplace, issues 
such as education, accountability, and quality, as well as community-expressed needs, 
become a larger factor in relief programming. For example, in Mozambique after 1996, 
when the country was still disrupted but heading towards a developmental stage, most 

12 \Ve found an example of such collaboration in Sudan where UNICEF and Norwegian People's Aid, 
for instance, often called on LNGOs such as Supraid to distribute non-food items on their behalf in 
areas that are off-limits due to flight bans by the Sudanese government or security risks. 
13 This reason was mentioned by a number of Palestinian LNGOs who wanted to change outside 
perceptions of Palestinians as terrorists. 
1 ~ \X'e did find some counterexamples, some Palestinian LNGOs have developed capacity in the fields 
of mental health, agriculture, and medical relief that far exceeds that of most INGOs operating in 
Palestine. These specific cases are discussed in more detail in chapter 6. 

Page 19 

ACKU



Partnership: Models and Mechanics Chapter 4 

LNGOs were unable to make the transition from distributing emergency handouts to acting 
as full-fledged development partners capable of accessing funds and managing projects. 
Many closed down as a result. 

4.4 Summary of Partnership Models 
Leach (1993) describes six models of what he calls collaboration between international 
private voluntary organizations (IPVOs) and NGOs. The different models, he says, "have 
too often been lumped together under the single label "partnerships." He goes on to discuss 
each of these in greater depth and to highlight potential benefits that can arise from each 
type as well as potential disadvantages. We used this typology as astarting point for our own 
exploration. 

4.4.1 Leach's typology of development partnership models (Leach 1996) 

Contrac:ting: An INGO pays an LNGO to provide a well-defm~d package of services under 
conditions established largely by the INGO. : 
Dependent Franchise: A formally independent LNGO functions as a field office of an INGO 
which provides most or all of its direction and funding. 
Spin-of!LNGO: A dependent franchise or INGO field office is expected over time to 
become organizationally and fmancially independent of the INGO. 
Visionary Patronage: An INGO and LNGO with a shared vision of development jointly agree 
on goals, outcome measures, and reporting requirements for a program which the LNGO 
implements and the INGO supports with funds and other resources. 
Collaborative Operations: The INGO and LNGO share decision-making power over planning 
and implementation of joint programs implemented by the LNGO with funding and 
technical support from the IN GO. 
Mutual Governance: The INGO and the LNGO each have decision-making power, or at least 
substantial influence, over each other's policies and practices at both the organizational and 
program levels. 

One reason Leach gives for the framework he has presented is that it may be used to 
improve the functioning of existing INGO-LNGO collaborations. "An unexamined 
commitment to "partnership," in the absence of a close analysis of the degree of shared 
governance each party is truly willing to accept, promotes cooperation in the short-term, but 
dissatisfaction and less-than-optimal performance in the long-term. Comparing the 
espoused or stated model of partnership with the models which actually seem to be in use by 
each organization can uncover important contradictions and differences which, when 
resolved, may enhance effectiveness" (Leach 1996). 

Each type of partnership poses different constraints and yields different dynamics. Groups 
choose among possible partnership models depending on the desired outcome (efficiency, 
speed, capacity building) and the limitations of a particular disrupted context. We asked 
INGOs and LNGOs questions about the partnerships in which they were involved or had 
attempted in the past, and tried to gauge whether their practices in disrupted states fit within 
Leach's typology. We were able to get a broad idea of the different types of partnership 
models INGOs and LNGOs attempted in disrupted societies, why these were chosen, and 
whether or not they worked. Many partnerships we saw were very similar in form to the 
types set out by Leach, although his analysis did not address partnerships with local 
organizations other than NGOs. We also found some experimental approaches to 
partnership that did not fit neatly into Leach's typology, which are described in the following 
section. 
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4.4.2 Other types of partners or partnership models in disrupted societies 

We note some particularly interesting partnership models and alternative partners that were 
not covered in any depth in the literature we read and merit further experimentation and 
research. We have not attempted to create a new or improved typology, as our sample size 
was far too small, but offer instead anecdotal examples that·niight help inform the· 
construction of further partnerships. 

INGO partnerships with communiry-based organizations. Due to the small number of established 
and credible indigenous Sudanese NGOs, many INGOs are partnering with community
based organizations (CBO). In some cases the CBOs have been formed by the INGO. An 
example is CARE's Tambura County Seed Production and Market in Sudan. An integral 
part of this project was the building of a local marketing cooperative to promote internal 
production and marketing by local farmers. The local community did not initially form the 
cooperative. Rather, it was a mechanism developed by CARE to facilitate business. · 
According to CARE, the marketing cooperative became the economic engine of Tambura 
County. There are currently 10,000 farmers active in the marketing association. CARE, 
however, continues to play a strong, hands-on role in the management of the cooperative. 
CARE admits the partnership is v~ry unequal -in fact it is hesitant to term it a partnership. 
CARE's goal is to get the cooperative on its feet and capable of independent action. 

INGO partnerships with local t"(}mmittees. In Palestine, INGOs sometimes worked with existing 
local representative bodies. In the refugee camps, Save the Children is beginning to work 
with local committees that the United Nations Relief and Works Agency created in its 
service-provision efforts. These include women's committees, rehabilitation committees, 
etc. Also, during the Intifada, INGOs began partnering with popular committees instead of 
traditional village leadership structures that tended to be co-opted by the Israeli Civil 
Administration. 

INGO partnerships with communiry leaders. In Sudan, we noted INGO partnerships with 
community l~aders and local administrative structures to assist in implementing, managing 
and sustaining rehabilitation initiatives. Most INGOs working in the health sector, for 
example, train community health workers to conduct health activities and build the capacity 
of local administrative structures to manage local health centers. 

INGO partnerships with religious orypnizations. We also noted partnerships with local churches, 
dioceses and religious leaders. In southern Sudan, local churches and religious leaders are 
critical players in the rehabilitation and peace processes. The influence of the church 
extends into the political, military and household spheres. In Afghanistan, INGOs from the 
Middle East and North Africa partner with local Islamic clerics on reconstruction and 
emergency relief projects. 

INGO partnerships with state apparatus. Another interesting example is that of an INGO acting 
as a state apparatus. The Swedish Committee for Afghanistan (SCA) operates schools and 
hospitals throughout Afghanistan. Before the 1979 war, such services were provided by the 
state, and Afghans still expect such services to be provided free-of-charge by the state 
(although that has not been done with any regularity over the last 20 years). Rather than 
supporting small-scale ventures, or privatized health care and education, SCA decided to 
construct and run a centralized apparatus until a functional state emerged that could simply 
take it over. At present SCA employs more than 8,000 Afghans as health workers, teachers, 
and administrators, and plans to fund the project indefinitely until Afghanistan has a stable 
and unified government. One reason this has been possible is that SCA is largely funded by 
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Swedish donors and has bipartisan political support in Sweden, and thus can be assured of 
continued funding in the future. Critics say that the SCA pays more than the market wage 
and that their whole organization will dissolve if given over to a government that cannot 
sustain the inflated living standards of its employees. One program officer said SCA views 
itself as a future implementing partner of the Afghan government: "It doesn"'t matter if 
you're an international or an LNGO, so long as your senior management is local and they 
are making the decisions." 

Cross-border partnerships. Some INGOs based in Pakistan forged functional partnerships with 
LNGOs to deliver assistance to refugees in camps. As these partnerships solidified, they 
began to entrust their local partners with more complicated projects across the border in 
Afghanistan, delivering emergency aid, designing reconstruction programs, and planning for 
refugee repatriation. 

In addition to the examples described above, we found INGO~ and LNGOs that partnered 
with multilateral and bilateral aid agencies, government bodies,' and local trade unions. 

4.5 Mechar:-ics of Partnership 
Leach has identified various phases of partnership development. During the start-up phase, 
partners interact prior to any formal agreement, ensuring the existence of shared vision, 
mission values, and mutual objectives. The partnership actually takes place in the operating 
phase. Projects require monitoring and modification, as does the partnership itself. Power 
imbalances, miscommunication, lack of expertise, and inadequate resources are potential 
problem areas. Finally, LNGOs hope in the long run to wean themselves from INGO 
support and move toward some form of independence and sustainabiliry. A clear exit strategy 
depends on increasing LNGO resource mobilization and capacity. These issues will surface 
throughout our report. 15 

4.5.1 Partner selection 

INGOs raised many issues they consider when assessing the partnership potential of an 
LNGO: 

+ \Vhat is the local governance structure? Is the LNGO truly representative of the 
communities it is supposed to be representing? Is it aligned with or part of a particular 
faction? (Alignment does not necessarily prevent partnerships. In Sudan, for example, 
all INGOs cooperate to some extent with the relief arms of the· various rebel factions .) 

+ \Vas the LNGO formed in an effort to receive funding rather than from a desire to 
respond to the needs of its target population? 

+ Has the LNGO built trust with the beneficiary community it intends to serve? 

+ Does the LNGO have systems in place that enable it to provide the proposed technical 
assistance or community development programming? 

+ Can the LNGO manage a grant? Does it have the necessary financial controls in place? 

+ Is there a formal coordination structure in place and how does it influence LNGO 
activity? (Many partnerships in south Sudan take place within Operation Lifeline Sudan 

15 InterAction's forthcoming "North-South Partnerships Best Practices" (Karangwa 1999) describes 
partnerships in detail. Another useful but slightly outdated resource on partnership mechanics is 
CARE's December 1994 internal report from the Task Force on Partnership at CARE/USA. This 
year-long study of partnerships synthesizes the experiences of CARE/USA, Oxfam/USA, Catholic 
Relief Services, \Vorld Neighbors, The Nature Conservancy, and Save the Children in an attempt to 
move from an ad hoc to a more strategic approach. 
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(OLS) 16, and in Pakistan, organizations working with Afghan refugees often seek 
partners through an N GO coordinating agency.) 

As one aid worker said, the difficulty with partnering for INGOs was fmding the right local 
group in which to invest time, energy and money. No unif<?rm method is applicable, he 
noted, and proper assessment of local capacity requires far more time than most grants or 
INGOs will allow. Choosing an appropriate partner can take time. If the overall structure 
of a local group is sound, many INGOs said they would consider ways in which they can 
help build the LNGO capacity through partnership. 

In Palestine, INGOs often started out in the region working directly with local people who 
were displaced from their original communities or were living under the newly oppressive 
context of Israeli occupation. After the Intifada, with the expansion of the NGO sector (as 
NGOs began to serve the needs of a population chafmg under the occupation authorities), 
INGOs began to recognize the utility of partnering with LNGOs as the promin.~nt actors. 
\Vith the emergence of the Palestinian state, INGOs increasingly are starting to 'contemplate 
partnerships with the public sector. 

One method of partner identification is to seek out local institutions already engaged in a 
particular type of programming, and fund them to expand the scope, rather than type, of 
project. As one INGO member said, in a tight time frame "we don't have time to train 
people or reinvent the wheel. So we give them money to expand their services into areas of 
the city where they aren't currently working." 

Hard choices must be made if there are limited funds or specific assistance goals that must 
be met quickly. As one international aid worker said, "I have the resources and staff to 
focus on either institutional development (building capacity of LNGOs) or on helping the 
ultimate beneficiaries. If my end goal is the well being of a certain group of people, 
shouldn't I build their capacity as well?" 

In Sudan and in Pakistan/ Afghanistan, LNGOs commented that gaining credibility as a 
newly indigenous N GO is very difficult and this impacts funding possibilities. Some said 
that INGOs assume that LNGOs are opportunistic (in fmancial or political terms) until the 
LN GO proves otherwise. 

One Mozambican humanitarian worker clearly differentiated capacity building relationships 
from partnerships. He stated that the imbalance between LNGOs and INGOs in 
Mozambique diminished the prospects for equitable partnerships. Stable, experienced 
INGOs are paired with LNGOs that have only recently come into existence and are still in 
the process of defining their missions. While IN GO attempts to build capacity are 
recognized by LNGOs, the latter do not regard this as true partnership. 

4.5.2 Decision making and power balance in partnerships 

Patterns varied among partnerships. Some NGOs- both international and local- stated 
that there must be some contribution, fmancial or in-kind, on the part of the LNGO to the 
partnership relationship. An LNGO worker in Mozambique said, "The INGO can say 'I am 
bigger and I will sweep more than you, but you have to sweep some too, and as I sweep for 
you, you must learn to sweep more and more until you can do it yourself."' 

Another Mozambican, this time working for an INGO, said: 

16 See Appendix IV (Country Proftles) for more information. 
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We oftentimes say that partnerships should be equal, but that doesn't reflect the 
reality. INGOs have more resources and can move around faster. LNGOs know 
the language, can communicate with the refugees, and ultimately have more of an 
impact on the ground, as knowledge of the community is absolutely crucial in 
determining the success of a program. So the contributions that each partner makes 
to the partnership can be substantial, they just aren't equal. They are based on 
different criteria. 

Some donor agencies like NOVIB, a Dutch partnering and funding organization, are known 
to take a hands-off approach towards project implementation, focusing instead on building 
local capacities. Others insist on retaining the fmal say in decision-making and require 
regular monitoring. 

Where joint decision-making mechanisms exist, LNGOs may S;till feel compelled to yield to 
their international partners when differences in opinion arise, for fear of losing funding. 
There are exceptions. For example, the LNGO Afghan Development Association has 
multiple sources of international funding and therefore could afford to terminate a contract 
when its international partner tried to impose decisions. The Palestinian Agricultural Relief 
Committees (P ARC) also has a diversified funding base, allowing it to enter or exit 
partnerships selectively. 

In some instances, LNGOs reported limited access to senior members of the expatriate staff 
of partner INGOs. Some said that achieving equality is a bigger problem in LNGO dealings 
with junior INGO staff. Senior staff of INGOs are perceived to be more receptive to 
power sharing and equality in partnerships. Some also expressed a view that INGOs have a 
propensity to measure work on a quantitative basis rather than a qualitative one. A criticism 
occasionally expressed is that international partners can lean toward policing rather than 
facilitating constructive collaboration. 

One issue raised by an interviewee was the problem of who controlled the money. For 
instance, Save the Children in Palestine encountered resistance to the way it distributed 
funds. Even if the partner LNGO is responsible for hiring staff members and 
subcontractors for a particular project, and for overseeing their work, checks are paid to the 
project workers directly by Save the Children. LNGOs want to receive checks directly and 
to then pay their staff and sub-contractors themselves and found Save the Children's policy 
frustrating. 

A common complaint from LNGOs has been too much paperwork and in their view 
excessive interventions by INGOs and donors. They saw international donors as trying to 
impose their will through conditionalities during the design stage of projects. However, over 
time, it appeared that as trust grows, the balance of power shifts. 

4.5.3 Monitoring and accountability 

We gathered only limited information on project monitoring and mechanisms to ensure 
accountability to beneficiaries, but mention some findings of interest. In Palestine, a well
established NGO working on health issues, the Union of Palestinian Medical Relief 
Committees (UPMRC), mentioned the existence of an oversight committee which was 
formed to review a joint project on child health. The project was carried out in partnership 
with Save the Children and other LNGOs. The oversight committee included 
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representatives from both LNGOs, Save the Children and representatives from communities 
where the project was active. 

UP:rvffi.C was also involved in an effort to promote the Conv~\ition on the Rights of the 
Child in which a children's rights committee was formed to _oversee the project. The · 
committee consisted of representatives from two human rights organizations, a 
representative from UP:rvffi.C and two representatives from village committees where the 
project was active. This outside body served as a monitor of the project. 

Also in Palestine, Save the Children has instituted "Steering Committees" to oversee all of 
their projects. These committees consist of multiple representative stakeholders. For 
instance, the Steering Committee of the Gaza Water Project includes members of the local 
community committee (a pre-existing body), members of the local water authority, and Save 
representatives. A project with Dura Municipality has a steering committee made up of Save 
representatives, municipality representatives, and community representatives (te~chers, head 
teachers, community leaders etc.). The Steering Committees meet regularly to make all the 
decisions related to the project. The rationale behind these committees is a belief that if all 
the stakeholders are involved in the decision making and monitoring of the project, they will 
take ownership of it and it will be more sustainable. 

In Pakistan, under the IRC/P ARP umbrella grant program, the International Rescue 
Committee (IRC) sets the program objectives and walks partners through the budget 
planning process. To monitor progress of projects, IRC requires monthly narrative and 
financial reports from local partners. IRC also maintains communication with beneficiaries. 

4.6 Constraints on Partnerships 
The analysis in this report is intended to provide useful insight into the different strategies 
used at all stages of partnership- selection, needs assessment, project design, 
implementation, monitoring, and evaluation- and deal with underlying issues such as 
funding and capacity building. The general constraints on partnerships described below 
surfaced repeatedly in our interviews, and form the foundations of the next five chapters. 

One INGO staff member told us: "Partnership is a very difficult thing. It's a relationship 
between people and between institutions. It must work on both levels to work at all." 
Although some obstacles and constraints were entirely context-specific, others were 
mentioned in several of the countries we visited. The following are some of the problems 
with partnerships that IN GOs shared with us; these concerns were not expressed by all the 
INGOs we interviewed, but suggest the range of impressions and concerns held by 
international partners. 

4.6.1 Capacity-related obstacles 

+ Inadequate resources; 

+ The education and/or training gap between LNGOs and INGOs: LNGOs are required 
to meet certain externally-imposed requirements regarding language and literacy, and 
financial, technical and administrative capacity. Capacity then risks being built in the 
image of INGOs, instead of responding to the needs of local civil society; 

+ LNGO lack of experience; 

+ \V'eak reporting ability (however INGOs noted that although some LNGO staff did not 
write well, they could clearly describe and evaluate projects orally); 
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+ The expressed need to cooperate on an individual and institutional level, which in turn 
requires a mutual commitment to organizational objectives. Many LNGOs, however, 
do not have mission statements or objectives. 

All of the above problems might be addressed with capacity-building progra~s and are 
discussed in Chapter 6. 

4.6.2 Other constraints articulated by INGOs 

+ The potential fmancial and administrative burden posed by LNGOs. In Sudan, the 
administrative support for most field operations is located in Lokichokkio, Kenya, thus 
increasing the logistical and communications costs of working with LNGOs based in 
south Sudan. 

+ A lack of transparency and accountability among LNGOs. 

+ Cultural differences and misunderstandings; ethnic and triqal divisions within an LNGO 
or divisions and/ or similarities between the LNGO and th~ recipient population. 

+ Insufficient work for INGOs if local partners take over project implementation. 

+ Competition for funding if LNGOs can appeal direcdy to donors. 

+ INGOs might prefer to work with weaker local groups. One international aid worker in 
Pakistan described an international-local partnership that lasted several years. Once the 
local group was capable and willing to work independendy, it had difficulty obtaining 
international funding. The reason the aid worker gave was that donors were not 
committed to a strong LNGO community. This problem was also reported in 
Mozambique. 

+ The USAID results framework has serious implications for partnering. Projects are 
funded on a results-only basis, ignoring organic but less quantifiable measures of success 
-including local capacity building. "If you try to build the capacity of LNGOs you can't 
meet your USAID goals," said one INGO staffer in Mozambique. 

+ The changing attitude of donors towards partnerships can rob INGO-LNGO 
relationships of their continuity. A problem mentioned in Mozambique was the fact 
that USAID is apparendy changing its strategy away from working with INGOs and 
thus most INGO-LNGO partnerships will not last beyond the next two years. 

The following chapters analyze these problems in detail and propose several issues and 
strategies INGOs ought to consider as they embark on partnerships in disrupted societies. 

4. 7 Partnership Models and Mechanics: Recommendations 
International organizations should consider at the outset of their operations whether they 
can more effectively meet their goals by channeling resources through a local partner 
organization, rather than by simply hiring more local staff. 

4.7.1 INGOs should broaden the scope of groups considered as potential partners. 

Keeping politics in mind, international humanitarian groups should consider the whole 
gamut of indigenous organizations and community structures when screening potential 
partners. Religious organizations, NGOs from other developing countries, government 
agencies, and informal local committees might in fact meet the prerequisites for a functional 
partnership, despite any connection such groups might have with local political structures. 
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4. 7.2 Expand the range of models employed in partnerships. 

Emergencies and disrupted settings pose several obstacles to partnering. Therefore, an 
IN GO that chooses to partner should consider as wide a range•' of partnership models as 
possible. We found a few approaches in our field research that exhibit potential as new 
partnership approaches, and other examples that expand the field of candidates to be 
considered. We describe them not as ideal types - our sample size was too small - but as 
worthwhile strategies meriting further consideration, practice, and research. 

Build independent community structures tLlpable of supporting partnerships. One INGO in Palestine 
created a network of local committees, drawing from community leaders, which advised the 
INGO on its work in the area. These committees enabled the INGO's efforts to better 
meet beneficiary needs, gain local support, and foster egalitarian partnerships. Such an 
approach depends on the level of activism and the strength of civil society in a particular 
context. 

Community-based organizations offer high partnership potential. While CBOs might not be equipped 
to execute programs, they can offer international partners better and deeper access to 
communities than expatriate staff might otherwise be able to achieve- particularly in sectors 
such as health that require community education at a micro level. 

International organizations tLln ad as a sun-ogate state apparatus. In Afghanistan, one INGO chose 
to develop its education and health programming using a statist model- providing services 
in the way the public sector had before being disrupted by war. The IN GO sees itself as a 
potential partner for a state, when a consolidated state emerges, and intends to turn over its 
vast network of schools and clinics to the national government when a lasting peace 
settlement has been reached. INGOs should be careful, however, that their longer-term 
provision of social services does not come to inhibit the development of strong public 
institutions. 

4.7.3 Funding frameworks that only emphasize results make partnerships difficult. 

The USAID funding framework we saw in Mozambique measures INGO program success 
solely on "results"- taken usually to mean services delivered. This emphasis in effect 
prevents INGOs from dedicating resources to less quantifiable projects, including partnering 
and capacity building. INGOs should lobby donor agencies to evaluate projects with 
broader measures that create room for partnership and other capacity building activities. 

4.7.4 LNGOs want more control over funding they administer through partnerships. 

Partner LNGOs that meet financial transparency and accounting standards could be allowed 
to distribute money to their own staff members and contractors. Within a partnership, if the 
INGO bypasses its local partner in the payment process, the LNGO tends to feel 
undervalued and disenfranchised. 

4.7.5 Further research should explore the similarities and differences between 
partnerships in emergency and development. 

As noted, research is needed to assess the applicability of Leach's typology of development 
partnership models to disrupted states. A more comprehensive and detailed study should be 
conducted to evaluate the potential overlap between disrupted and stable contexts in relation 
to partnership strategies. More research is needed specifically in disrupted states to compare 
success rates of projects conducted by INGOs alone with those conducted through INGO-
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LNGO partnerships. Such research may also yield insights as to the potential benefits of 
partnerships and the most appropriate mechanisms for specific situations. 
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Politics 

5.1 Introduction 
In almost any situation, the distribution of resources -whether it be in the form of relief or 
development- is unavoidably a political act. In stable settings, institutions 17 have evolved to 
manage and contain the social and political pressures associated with resource distribution. 
In the context of disrupted societies, these formal channels do not exist; Violence has often 
become the norm. In such settings, characterized by undermined institutions, the 
distribution of resources may further contribute to the disruption of society. · It may fuel, 
redirect, or prolong the violence. 18 Therefore, it is important for humanitarians- both local 
and international - to recognize that they too are part of the fabric of the disrupted society. 
Their actions can affect the level of disruption and may contribute directly to the conflict. 
This may not always be easy to recognize. In stable settings, political structures are likely to 
be more transparent than those in disrupted societies. In the latter, the turbulence of 
conflict may obscure the influence .of humanitarian intervention, particularly for the outsider. 
Coming to grips with the full impact of partnerships and programming in such 
environments is no easy task. 

On a less dramatic note, the polarization of politics that accompanied the violent disruption 
of society in each of our field studies has influenced relationships between international and 
local NGOs (INGOs and LNGOs). In an attempt to offer a systematic treatment of this 
impact, our observations in this area have been grouped under the following headings: 

+ The impact of politics/ conflict on the decision to partner 

+ The impact of politics/ conflict on partner selection 

+ The impact of politics/ conflict on project selection and design 

+ Government-NGO relations in the context of a disrupted/ emerging state 

More so than in standard development contexts, politics shape the climate for humanitarian 
workers in disrupted states, and provide the context in which partnerships might become 
viable or desirable. NGO workers in the heightened tensions of the areas we visited 
emphasized repeatedly the need to account for ever-changing political pressures and forces. 
Initially, many foreign groups attempt to be neutral by ignoring politics. However, such a 
stance often becomes impractical. We therefore underscore the importance of being 
politically aware and of recognizing and understanding political institutions in a target area. 

The five areas we visited (Sudan/Kenya, Palestine, Pakistan/ Afghanistan, Bosnia, and 
Mozambique) represented different stages of crisis and state-building, allowing us to explore 
partnerships in different contexts. Our sample could be viewed as a snapshot of a crisis
societal disruption - at five different phases. 

First, we will briefly discuss the debate over neutrality that has significantly impacted the 
humanitarian world. Is it possible, or even desirable, to remain so in the context of a 

17 Such as local, regional or national government; community structures; or political parties 
18 Mary Anderson, Sue Lautze, and Ian Smillie have addressed in their writings the role humanitarian 
aid plays in shaping, exacerbating, and reducing conflict, and contributed profoundly to our approach 
to the subject. See our literature review for citations of their works. 
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disrupted society? Specifically, we examine how an attempt in Sudan to stay above the 
conflict and a failure in Palestine to recognize the impossibility of remaining neutral 
impacted international relief operations. 

In the rest of this chapter, we will discuss the recurring themes th~t emerged from our field 
visits. Despite the wide variety of experiences, some lessons and clear questions arose 
repeatedly. Humanitarian work and INGO intervention is- intentionally or not- political. 
The single most important lesson is for all NGOs to pay close attention to politics. 
Partnership and programming decisions that attempt to ignore or avoid politics tend to meet 
with frustration and reduced success. Ever-changing political factors can make partnership 
impossible one year and most desirable the next; local and international humanitarians must 
be alert to such shifts. Knowledge of legal issues in societies with a fractured or re-emerging 
legal order takes on extra importance for humanitarians, especially when they hope to 
partner with other NGOs or work with local authorities. Finally, even if local actors of 
political import prove unsavory or difficult to work with, humapitarian workers cannot 
ignore their presence. Good contact and communication is a necessary, but not sufficient 
condition of success. 

On none of these ·subjects do we aspire to establish hard-and-fast rules for managing the 
impact of politics in disrupted societies. Rather, we hope to identify some of the special 
concerns and issues posed by polarized and violent politics to partnerships in humanitarian 
relief and to examine potential strategies for coping with their implications. 

5.2 The Debate over Neutrality 
The current debate over the neutrality of humanitarian intervention in crises- whether it is 
possible or even desirable -is not a new one. Ever since Bernard Kouchner chose solidarity 
over neutrality and resigned from the International Committee for the Red Cross in 1971 to 
found Medecins Sans Frontieres, humanitarians have argued in the field and in the literature 
over their proper role (Weiss 1999). A comprehensive treatment of this debate is beyond 
the scope of our research. However, we would like to offer a few examples of the potential 
difficulties or pitfalls involved in maintaining neutrality in the course of partnering with local 
capacity in disrupted societies. In almost all of our case studies, the question of affiliation 
with one or more of the sides in a conflict arose; how a group approaches the issue of 
neutrality profoundly affects whether and with whom it partners. Sudan and Palestine 
provided the most explicit examples of the problems that might emerge when actors do not 
appropriately study the local political situation. Although we provide no solution, we hold 
up Sudan and Palestine as cautionary tales for humanitarian groups that would like to avoid 
this debate altogether. 

5.2.1 The neutrality debate in Sudan 

In Sudan, the international aid community has gone to some lengths to avoid intervening in 
a partisan fashion during the civil war that has raged for most of the last forty years. 
Originally portrayed as a war between the Islamic north (led by the Government of Sudan 
(GoS)) and the Dinka south (led by the Southern People's Liberation Army (SPLA)), the 
conflict has intensified since 1983 and often includes fighting between different factions in 
the south. Violence has displaced 4 million Sudanese, and civilians are regularly targets. 
Operation Lifeline Sudan (OLS) was launched in 1989 with a strict "neutrality" policy; the 
United Nations secured negotiated access by promising to deliver humanitarian assistance 
equally to the Sudanese government and the rebel-controlled areas. 
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In the north, OLS deals directly with the government; however, in the south, there is no 
formal state structure, and international donors are reluctant to deal directly with armed 
members of the SPLA. The international aid community wanted to avoid the appearance of 
endorsing the SPLA's political goals, and furthermore, to minimize the manipulation of food 
aid by rebels for strategic purposes. The aid community asked the rebel commanders to 
form independent humanitarian wings that could serve as local partners, and distribute aid 
without fueling the conflict. 

SPLA formed a humanitarian organization, the SRRA, which was nominally independent but 
remained closely tied to the fighting force. These links allowed the SRRA to cooperate 
effectively with donors and humanitarians, although many question whether the civilian wing 
really acts independently from the rebels. One internationat advisor to an LNGO we spoke 
with insisted that "these agencies are about as neutral as you can expect. They should be 
engaged in purely humanitarian efforts and liaison and, for the most part, they are." INGOs 
refuse to consult with the SPLA and require that the SRRA keep its conta~t with; the armed 
elements to a minimum. Consequently, according to one SRRA official, the do~or-imposed 
divide between the humanitarian and military wings has led the armed elements to act as 
"unintentional spoilers." In 1999, tensions have begun to emerge between the SPLA and 
the SRRA, with the former demanding that OLS begin coordinating directly with the armed 
faction of the southern liberation movement. 

A few exceptions aside, the desire to remain both neutral and above the conflict has 
traditionally kept INGOs from partnering with local organizations other than the SRRA. It 
is assumed that, in such a highly polarized environment, local organizations would have an 
extremely hard time not taking sides. Those LNGOs which are tapped for partnerships fmd 
themselves in a difficult situation. 'When INGOs seek out local groups they do so in order 
to gain access to beneficiaries they wouldn't otherwise be able to reach. This access, 
however, may require LNGOs to negotiate directly with the armed elements, something 
donors wish to avoid. How, then, can such local partners be expected to deepen 
international access to needy civilians? Forced to walk a tight rope between extending the 
reach of international relief and remaining above the conflict, LNGOs have on occasion 
been forced to obscure certain aspects of their field operations from their international 
partners- a practice which can only weaken trust between counterparts. 

5.2.2 The neutrality debate in Palestine 

The Palestine case study provides a more clear-cut example of the dangers inherent in 
remaining aloof from the politics of a disrupted society. For years, INGOs have been 
providing a plethora of services to the population of the Gaza Strip and the West Bank, 
across a broad range of sectors, including education, agriculture, health, rural development, 
water, roads and sewage. Project design, however, has been heavily influenced by the Israeli 
occupation. As one international observer put it, all international aid organizations operating 
in Palestine before 1991 admitted that "real development, which they defined in terms of 
structural change and independent economic activity, was very difficult to achieve inside the 
Occupied Territories, so they simply did not try to achieve it." Instead, aid organizations 
focused on improving the quality of life for Palestinians by providing basic social services. 

To accomplish even this, however, INGOs often cooperated with the Israeli occupying 
forces. USAID-funded INGOs were under government pressure to cooperate with the 
Israeli Defense Ministry, which administered the West Bank and Gaza. Israeli authorities 
enjoyed an effective veto over the selection of local partners, the type of projects 
implemented, and their target area. INGOs, such as Save the Children, which carried out 
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large projects designed to benefit from economies of scale, had to work direcdy with Israeli 
authorities - in effect, partnering with the forces of occupation. 

But, with the advent of the Intifada, at least one INGO altered its policy. Beginning in the 
late 1980s, Save the Children made a decisi~:>n to halt all projects that required it to work 
direcdy with the Israeli civil administration. According to one former local staff member, 
Save had developed an extremely poor reputation amongst Palestinians from 1977 to 1988 
as a result of its partnerships with the Israeli occupation forces and their collaborators. As 
the Intifada uprising gathered steam, Save's reputation seriously hampered its ability to work 
in the area. As a result, the local Save office began refusing all funds- including those from 
USAID -which required it to work with the Civil Authority. As its funding base fell, Save 
was forced to change its approach towards development and began to design small-scale, 
community-based programs. Although Save significandy reduced the number of 
beneficiaries being reached by its programs, the office managed to ~lowly improve its 
reputation amongst Palestinians and increase its presence at the; community level. According 
to a former local staff member, this change in focus allowed Save the Children to emerge 
from the Intifada as one of the most well-respected and established international aid 
organizations in Palestine. 

5.3 Politics and the Decision to Partner 
The turbulent politics and conflict of disrupted societies can heavily influence both the 
viability and desirability of partnerships between local and international organizations. 
Heightened tensions may provide incentives to partner, as local groups can often better 
navigate violent or turbulent territory, and are often willing to run higher risks than 
international groups. On the other hand, in polarized contexts, local groups might be 
incapable of delivering aid fairly- if not impartially- because of their own deep involvement 
in the disruption. International humanitarians entering a politically charged zone must weigh 
these pluses and minuses in evaluating whether partnering with local groups will help or 
hinder their ultimate mission. 

5.3.1 Incentives to partner 

Fear of casualties. In more than one of our case studies, the disruption to society has been 
characterized by such high levels of violence and instability at some past or present stage that 
physical safety has become an issue of great concern to international humanitarian 
organizations. Most INGOs are understandably reluctant to sustain casualties. Apart from 
the International Committee of the Red Cross, they have not traditionally operated in war 
zones. \V'hen the security situation in a program's area of operation disintegrates sufficiendy, 
one option is to evacuate. Another is to work through local capacity. 

In order to remain engaged and keep their programs up and running during periods of 
heightened insecurity and violence, INGOs in both Sudan and Afghanistan have turned to 
partnerships with LNGOs. Given that they are nationals of the country being assisted, local 
staff often appear willing to take relatively more risks than their international counterparts. 
LN GOs are therefore sometimes able to carry out relief programs in areas considered too 
dangerous for expatriates. 

For example, several INGOs have called on LNGOs- such as Superaid- to distribute non
food items on their behalf in areas that are off-limits due to the security situation on the 
ground. In Afghanistan, the most successful LNGOs have been those engaged in demining, 
a sector where risk-adverse INGOs are reluctant to operate. Collectively, less than ten local 
organizations receive about $20 million annually to find and defuse mines, sustaining about 
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10 deaths a year. As one INGO official commented: "International staff just aren't going to 
put their lives in jeopardy, and it's amazing how easily we found adequate local capacity to 
do the demining work." 

Local staff and LNGOs have better knowledge of the local politicalla!ldscape. Local staff in both 
INGOs and local organizations themselves are almost by definition more sensitive .to local 
contexts. International groups operating within the heightened tension and confusion of a 
disrupted society often fmd that a local group has access, capabilities, and credibility that a 
foreign group would be hard-pressed to muster. 

In Palestine, a former Save the Children staff member commented on how important the 
presence of local staff were for navigating the Intifada. Once a political commitment had 
been made to avoid working with the Israeli occupation during this period, local staff served 
as a key source of information and contacts for setting up partnerships with indigenous 
groups. 

In Sudan, the director of OLS encourages INGOs to partner with LNGOs because locals 
are more familiar with the situation. "I highly encourage INGOs within OLS to work with 
indigenous NGOs. Indigenous NGOs don't have financial resources, but they have 
accessibility ... they know the people and they know the situation. So if they can be given a 
little support, they can make a big and bigger difference. " 

In the Afghan province of Herat on the Iranian border, the IRC has chosen to administer 
half a million dollars in grants through five LNGOs because these local groups have had 
more success than their international counterparts in working in areas controlled by the 
Tali ban. 

In Bosnia, INGOs have been faulted for having their expatriate staff carry out their needs 
assessment surveys. The complaint has been that foreigners often lack the knowledge of the 
historical and political context of the conflict necessary to design appropriate rehabilitation 
and reconstruction projects. 

Cross-border capacity building partnerships in anticipation of an emergenry. In the case of Afghani 
refugees, INGOs have made a deliberate attempt to build the capacity of local Afghani 
actors in the relatively stable context of Pakistan which can then be utilized in emergency 
settings on the other side of the border.19 Unfortunately, emergency carry-over has been 
rare. The trust built by INGOs in their local partners in the context of development work 
does not always translate into a similar confidence in emergency situations when oversight is 
more difficult. One exception to this has been a local group known as Rural Development 
of Maihan. Based on the success of a drug-rehabilitation program car_ried out in conjunction 
with Rural Development in Pakistan, the IRC has chosen to include this group in its 
contingency emergency planning in Afghanistan. 

5.3.2 Obstacles to partnership 

There mqy be no history of LNGOs in a target area. For example, in Bosnia and Herzegovina, due 
to a lack of tradition of civil society and NGO activity under the former Socialist regime, not 
many local partners exist. It was not until the 1974 Law on Associations that people were 
legally allowed to form associations. Those formed were mostly sport and trade 

19 It should be mentioned that the "local" actors or NGOs working with Afghan refugees in Pakistan 
are - unless otherwise noted - Afghan in origin. None of the local groups our research team met 
were Pakistani-run. 
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organizations. This is not to say that Bosnians did not have an idea of what civil society is, 
but rather that current models of non-governmental actors have been imported from the 
West. As a result, INGOs often start up their own "indigenous" NGO with local staff. 

Damage to local capacity in disrupted so,ieties mCfY.predude partnerships. Nearly 40 years of on:-going 
civil war has taken a serious toll on the education system and overall education levels within 
south Sudan. As a result, it has been tough to fmd "qualified" Sudanese to work within the 
field and in the office. SCF: ''We try to hire as many local staff as possible, wherever local 
happens to be. However, we have found it much more effective to import Kenyans into 
Sudan due to the lack of qualified Sudanese." 

History of the t:onflit:t mCf)' complicate partnerships between international and local or;ganizations. In areas 
of Bosnia-Herzegovina, the role of the West in the outcome of the.conflict makes it 
extremely difficult for any local organization to partner with members of the Western 
aid/ relief community. Under the Dayton Peace Accords~ the nfttion of Bosnia and 
Herzegovina was divided into two semi-autonomous entities - the Federation of Bosnia and 
Herzegovina and the Republika Srpska. During the war, the Western countries sided against 
what became Republika Srpska and resentment against the West in the entity is still high. As 
a result, one small"but innovative LNGO in Republika Srpska noted that it was taboo in 
their region to work with internationals. Only by first demonstrating their legitimacy 
through a successful local project was the group able to break through the strong local 
opposition and receive any international funding. 

5.4 Impact of Politics on Partner Selection 
Ethnic divisions can complicate partnership selection. In Pakistan, ethnicity divides Afghan 
refugees. Although there _are exceptions, people are segregated along ethnic lines in most 
refugee camps. Not surprisingly, LNGOs born out of this politically charged environment 
often serve constituents dominated by certain ethnic groups. On the one hand, this allows 
the LNGOs to develop better rapport with the communities they represent. On the other, 
this feature has proven a political liability, giving credence to accusations of ethnic bias. 
INGOs are also not totally insulated from this suspicion, either. IRC had to pull out of 
Baluchistan after its refusal to fund certain Afghan NGOs in the Pakistani province- an 
action which was taken to indicate ethnic favoritism. Little has been done to encourage 
LNGOs representing different ethnic groups to work together for fear of provoking 
violence. 

Family ties can bind LNGOs to governments or parties. In Mozambique, the local Red 
Cross is officially not a government organization. However, since it is run by the wife of the 
Secretary-General of Frelimo, it has strong ties/ affiliations with the party. In addition, the 
executive director of the largest LNGO in Gaza province of Mozambique, ADCR, is the 
brother of Mozambique's president. ADCR's staff are all former government employees. 

5.5 Impact of Politics and Conflict on Project Selection and Design 
The fluid nature of politics requires NGOs to constantly reassess programming priorities or 
risk mis-serving communities. As the situational status shifts from emergency or war to 
stability or reconstruction, programming must adjust or risk having unintended 
consequences, as does emergency aid when an emergency has passed. 
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5.5.1 The nature of a conflict or disruption may preclude local involvement in certain 
types of projects. 

The nature or severity of a conflict or violent disruption to society may rule out the 
possibility of working through local capacity to implement certain types of projects. For 
example, in southern Sudan, local groups have proven to be- inadequate partners for 
international organizations engaging in food distribution programs. Not only do LNGOs 
lack the capacity to carry out large scale distribution programs, but the involvement of locals 
in distribution can put both the programs and the staff themselves at risk unnecessarily. In 
Sudan, food is not only a scarce resource, but a valuable strategic tool. Food aid has been 
manipulated by both sides in the conflict toward military ends. The international aid 
community has gone out of its way to try to insulate food distribution from this type of 
abuse (as in the example of Sudan described above in 5.2.1). Local aid staff- whether they 
work for an IN GO or an LN GO - have families that live and work in areas under the 
control of one or more of the armed elements party to the conflict. They .are therefore 
extremely vulnerable to pressure from these elements to divert food aid for stra~egic/ military 
purposes and to retribution if they fail to cooperate. This has contributed to the decision by 
international members of Operation Lifeline Sudan to keep local involvement in food 
distribution programs to a minimut:n- to protect both local staff and the integrity of the . 
distribution process. Where oversight of the distribution is both possible and desirable, it is 
carried out by international food monitors. 

In refugee settings, resistance to integration or resetdement limits programming 
opportunities - especially in the case of projects that require longer time frames. In most 
refugee settings, host governments are opposed to refugee integration. In addition, the day
to-day burden associated with a refugee presence inevitably taxes host country resources. 
Most host governments insist that refugees repatriate and that they do so as soon as 
possible. These objectives result in extreme host government sensitivity to the possibility 
that aid operations might create disincentives for refugees to return. Authorities are 
therefore reluctant to allow any programming other than emergency relief. 

For example, host-governments object to aid projects involving time frames that stretch 
beyond the immediate. Long-term planning or projects involving long-term time horizons 
imply that repatriation is unlikely or far off- a possibility few local authorities are willing to 
openly recognize. At the urging of host governments, donors often impose short time 
horizons on refugee relief operations. Donors thereby limit the type of programming relief 
operations can offer, as well as their opportunities to form partnerships. 

In Afghanistan, conflict has been continuous for some 20 years, prompting waves of 
refugees to pour into neighboring Pakistan and Iran. Due to instability back home, fmal 
repatriation of all Afghan refugees is nowhere in sight. Although a constant flow of new 
arrivals has ensured a continual element of emergency relief, the situation is probably best 
described as a complex emergency where combined relief and development efforts are 
appropriate. However, most INGOs still present on the ground have not been able to 
develop coherent long-term strategies because of heavy pressure for refugee repatriation 
from the Pakistani government. In Pakistan itself, the government's notoriously corrupt 
Commissionerate for Afghan Refugees thwarts any projects whose time line openly exceeds 
one year - in line with the official policy that refugees must repatriate, although government 
officials freely admit off the record that they do not expect most refugees to ever leave 
Pakistan. 

Representatives from both the EU and the IRC indicated that the government-imposed time 
limit keeps them from planning both projects and partnerships that would last longer than 
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twelve months. Both expressed interest in expanding this time frame, noting that a longer 
time horizon for projects would benefit both the quality and nature of the projects, as well as 
the effectiveness of the partnership. For their part, local Afghani NGOs operating in 
Pakistan made similar observations. At least three groups indicate that the government
imposed time constraint created uncertaincy in otherwise harmonious relationships with 
their international partners. 

5.5.2 Religious and ethnic sensitivities 

Religion and ethnicity have to be taken into account in community outreach and project 
design. For example, literacy training has aroused suspicion among the Afghan refugee 
population who fear that such programs may involve covert attempts at conversion to 
Christianity. Projects with such a component have faced obstructions. There have been 
occasional threats to the safety of INGO staff and vandalism of INGO equipment. Other 
than a complete withdrawal, INGOs usually have few options other than relying on local 
communities to safeguard staff security. Afghan refugee communities have also been highly 
suspicious of groups such as Shelter Now International (SNI), an INGO headquartered in 
Germany. SNI specializes in construction projects in Afghanistan. But local communities 
have accused it of. trying to convert Afghans to Christianity. 

In Bosnia, one LNGO complained that INGOs will often get involved only in projects 
which benefit a target population consisting of all three groups: Croats, Serbs, and Muslims. 
Requirements like these simply do not meet the needs of the actual population in some 
areas. 

Gender is yet another potentially disruptive issue. In the case of Afghan refugees, NGOs 
have met strong resistance to women's literacy and vocational training programs in Pashtun 
communities, where women normally shun all public activities. Pure women's NGOs have 
found it difficult to navigate a male-dominated world, where their freedom of movement, 
communication with male community members and business dealings are seriously limited. 

5.5.3 Level of political violence or disruption often precludes projects involving capacity 
building, partnerships, and long-term strategizing. 

A Save the Children representative working with Afghan refugees questioned how she could 
take the long-term view necessary for capacity building and effective partnership if the 
situation on the ground was in a constant state of flux? "In the last 18 months, I've been 
evacuated five times, and seen our entire projects blown apart entirely twice. Our original 
interim strategy, a two to three year plan, was derailed by the Taliban's advent. Our original 
strategy was weak because it was rigid. \Ve were developing programs in children's labor, 
formal education. Then came the conflict, and education stopped." 

5.6 Governments in Emerging or Disrupted States 
All of our case studies were characterized by the lack of a normal, functioning public sector 
capable of meeting the needs of our target populations. The contexts ranged from refugee 
crises in which the relief community had completely taken on the role of the state to post
conflict situations in which the government was in the process of putting itself back 
together. In each of these disrupted states the unique nature of the public sector presented 
the international and local relief community with special challenges. Most of these issues fall 
under one of three headings: rivalries between an emerging state and the non-governmental 
sector; problems associated with the lack of appropriate legal structures; and other issues 
associated with a general lack of state capacity. 
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5.6.1 Government-NGO rivalries 

In retrospect, it is not surprising that a number of our research teams discovered tense or 
even adversarial relations between the non-governmental organizations and the state. Where · 
a state did indeed exist, it was often in the process of rebuilding itself, sometimes from 
scratch. In some situations, the fact alone that the public sector was extremely weak led 
government officials to be suspicious of other actors- especially those with access to 
foreign funding. In others, the conflict that tore the state apart in the first place (or 
otherwise created a situation in which no proper government existed) continued to manifest 
itself across the public sector-NGO divide. Below are some of the more salient sources of 
tension we encountered, their impact on INGO-LNGO partnerships, and a few of the ways 
in which such tensions might be addressed. 

Competition between government and NGOs may stem from the way the NCO sector developed during and 
after the war. In the case of Palestine, the LNGO sector developed as a significarit actor in 
the wake of the Israeli occupation of West Bank, East Jerusalem, and the Gaza Strip in 1967. 
However, Palestinian NGOs really came into their own over the course of the Intifada. By 
the early 1990s, these organizations were providing extensive social services to the local 
population. Before 1994, this influential NGO sector also reflected the full spectrum of 
Palestinian politics in the occupied territories. Various factions of the PLO, other secular 
parties, and the Islamic groups maintained a presence in West Bank and Gaza through 
NGOs. With the formation of the Palestinian Authority, much of the LNGO sector was 
drawn into the provisional government and its ministries. Those factions, however, which 
opposed the PA's political leadership, resisted absorption. Instead, they remained in the 
non-governmental world, using their organizations as a way of maintaining their presence 
and autonomy within the Palestinian political landscape. It is therefore no surprise that a 
certain amount of polarization has occurred between the P A and the non-governmental 
sector as actors in both maneuver to consolidate their political position vis-a-vis each other. 

In Bosnia, the ethnic nationalism which characterized the conflict continues to be a source 
of tension between NGOs and the governments in both the Bosnian Federation and 
Republika Serbska. Many of the NGOs which have multi-ethnic staffs or work on bringing 
different ethnic groups together are seen as being "anti-government." 

Emet;ging governments may regard LNGOs as a threat when the latter can take credit for service provision. 
In a post-conflict setting, emerging governments are often still in the process of 
consolidating their authority. In areas hit hard by a conflict, it is fair to assume that the 
capacity of local authorities to deliver services is particularly low. Public officials may 
therefore feel threatened by the emergence of LNGOs that operate successful projects in 
these areas. To the extent that beneficiaries associate project impact with non-governmental 
groups, local authorities may come to view these organizations as a challenge to their 
legitimacy. This would be particularly likely in situations where the local service providers 
are not politically affiliated or aligned with the government. 

In the case of Mozambique, the government continues to be concerned with consolidating 
its credibility and power base in the wake of a brutal civil war and a recent democratic 
transition. Given the shallow nature of its capacity, government officials are somewhat 
suspicious of what the NGO community is doing "out there" (i.e. in rural areas). They are 
extremely sensitive to any potential usurpation of their power and see non-governmental 
service providers as a threat to their authority. 
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Our research team came across one case in which government authorities had actually taken 
steps to challenge or co-opt the work of a successful LNGO called CFD (Associanao 
Crianca, Familiae Desenvolvimento). CFD- a spin-off of Save the Children- got started 
by working with children affected by the war. Originally, their projects focused on orphan 
support, reuniting children who had been s.eparate from the parents, and re-integration of 
child-soldiers into communities. With the success of these programs, their operations began 
to expand. To date, they have established approximately fifty educational pre~school and 
day care centers where mothers in rural areas can leave their children when they go off to 
work in the fields. The centers have been highly successful. 

Recently, however, local officials from the educational ministry have begun inserting 
themselves into the administration of the centers in an attempt to take credit for what are 
highly popular programs. They have also used regulation to establish tacit control of the 
centers. In addition, local branches of the educational ministry have also turned the program 
into an extra source of revenue by collecting registration and us.;er fees from beneficiaries of 
the centers and affiliated programs. · 

Lack of Understanding about the role ofNGOs. In Bosnia, many LNGOs feel that "insufficient" 
cooperation with the government may be due to the fact that authorities appear to have very 
little understanding of the non-governmental and non-profit organizations. According to a 
survey conducted by the NGO Foundation for Bosnia and Herzegovina in 1998, about 42 
percent ofNGOs polled believe that government authorities know nothing of their role and 
work, but consider NGOs as unnecessary and harmful. In addition, INGO and LNGO 
representatives indicated that government officials are on the whole suspicious of NGOs 
and see them as luring away international funds that should be going to the government. In 
Mozambique, NGOs were not part of the pre-civil war national landscape. Their emergence 
in the wake of the peace process has presented an extremely shallow state with what it 
considers an unfamiliar and potentially threatening presence. 

Lack of Communication & Coordination between NGOs & the governments exacerbates tensions. In 
Mozambique, staff from at least one major INGO has noted that their partnerships would 
be improved if they had more communication with government authorities. ''We need to 
involve the government in the design of projects and have them tell us what they see as the 
priorities." As a first step, these groups felt it was essential that the central government 
develop guidelines and lists of local organizations for the provincial and district-level 
governments to work with/ consult with NGOs. Unless there is an official central 
recognition of NGOs as resources, cooperation will never emerge at the ground level. 

One potential solution may be to set up three-way partnerships between INGOs, LNGOs 
and local authorities: In Bosnia, Save-UK has implemented a three-way partnership project 
at a government-run Children's Home in Zenica. Save-UK was approached by the 
municipality to improve the quality of the Home and decided to introduce an LNGO into 
the partnership to work with children in the Home. At ftrst, the municipality was very 
reluctant to work with the LNGO, but with Save-UK as moderator they were able to arrange 
a working agreement. All three parties have regular coordination meetings every 15 days and 
are in regular telephone communication. Save-UK worked with the LNGO on a common 
vision of the project and a strategy to "sell" the partnership idea to the municipal officials at 
the Home. Later, Save-UK decided to shift all responsibility to the LNGO and now acts as 
a kind of consultant. 
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5.6.2 Legal issues 

Lack of adequate legal frameworks in disrupted sodeties can complicate government-NCO cooperation. In 
Mozambique, relations between the government and INGOs suffers from a lack of formal 
legal relationships. On a general level, the country's judicial system is extremely weak. More . 
specifically, there is no body of law that pertains directly to the formation and operation of 
non-governmental organizations. As result, LNGOs and INGOs rarely have recourse to 
legal contracts as a way of formalizing their partnerships. Instead, relationships and 
arrangements are all informal. But since partnership contracts are not written, the entire 
relationship depends on an understanding with a particular government person. When the 
people change, the entire relationship must be renegotiated. Note that this holds for 
relationships with community-based organizations, such as fanners' associations and school 
committees. Formal relationships based on documents such as Memoranda of 
Understanding (MOUs) also serve as a means to document institutional relationships and 
record lessons learned, such as what works and what does not. Without an MOU, there is 
the possibility of the partnership breaking off at any moment; this does not lend' stability to 
the relationship. 

Lack of adequate legal frameworks in di.rrupted sodeties can hamstring NGO operations, thereby detracting 
from their effectiveness. In Bosnia, inter-entity cooperation between NGOs in the Bosnian 
Federation and the Republika Srpska is still very weak, due to a legal framework that makes 
it difficult for an NGO to work in both parts of the country. Each entity has different 
registration requirements, both of which are restrictive, and in order to work in both parts of 
the country, double registration is needed: a complex and costly process. These divisive 
NGO laws are an obstacle to efficient inter-ethnic cooperation, and a joint effort by both 
entities is needed to change these laws. Furthermore, laws in both entities are constantly 
changing. Keeping abreast of these changes and their implications has proved to be a 
significant burden for members of the LNGO community. 

5.6.3 Other general issues associated with a weak state 

Funding requirements may preclude effective partnerships with disrupted states. In states weakened by 
violent disruption, the government may be incapable of enacting programs in a timely 
fashion. Given that donors- such as USAID- often impose tight/rigid time constraints on 
INGOs to spend funds, partnerships with local authorities may be precluded. In 
Mozambique, for example, Save the Children was supposed to design and implement its 
school health program side-by-side with local government officials, but Save had to go ahead 
and design the program alone in order to meet the donor time horizon and accountability 
standards. 

Donor time horizons can also hinder state-INGO partnerships by simply eliminating the 
opportunity to develop a constructive relationship between state and non-governmental 
actors. In Mozambique, staff at Save the Children noted that "building relationships with 
busy government officials takes a lot more time than we are allotted by our donors ... " 

A need for partnership may exzst between INGOs and governments weakened by (;onflict. During the 
civil war in Mozambique, the Ministry of Emergencies contracted CARE International to 
provide technical assistance. This was not a voluntary arrangement on either side. Rather, 
the donors made the partnership happen. Requiring a high level of accountability in order to 
disperse funds, donor agencies contracted CARE to manage the funds for the public sector, 
instead of sending money directly to the government. In Palestine, Save the Children has 
worked directly with the Higher Council of Childhood and Motherhood- an under-funded 
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ministry of the Palestinian Authority- providing managerial support and technical expertise 
in order to build the internal capacity of the ministry. 

5. 7 Politics: Recommendations 
5.7.1 Politics in disrupted societies affectpartnering and programming more than in 

development contexts and consequently cannot be ignored. Information about 
local political forces should be institutionalized within aid organizations. 

While most INGOs we interviewed kept themselves well apprised of political developments 
in their area of operation, those with long experience emphasized that political savvy and 
awareness are crucial to successfully forging partnerships and delivering aid. 

5.7.2 Any decision to sever contact with local political authorities should only be taken 
after fully considering the costs in access and credibility within a disrupted state. 

In many contexts, international organizations feel they cannot spccessfully cooperate with 
local governing structures, such as the Taliban or the SPLA. H~wever, open communication 
channels with political leadership may result in better access and often more informed 
programming; any decision to cut contact with these authorities should only be taken if the 
cost of such contact is inordinately high. Communication does not imply support for or 
collaboration with the political authorities in question. 

5.7.3 Given the special nature of political pressure on LNGOs, INGOs should think 
about permitting local partners to consider approaches to neutrality and solidarity 
that may differ from those of the international partner. 

An INGO that takes pains to be non-partisan might consider the benefits of allowing their 
local partners to be more partisan within the communities in which they are active. It may 
be impossible for an LNGO in a charged environment such as Palestine, Southern Sudan, 
Bosnia, or Afghanistan not to choose sides or be perceived as choosing sides; often, being 
allied with some strain of political thought or action allows the local partner to be more 
effective. 

5.7.4 When INGOs can stand above local politics, they should mediate among local 
entities with divergent interests, facilitating cooperation between state, NGO, and 
private sectors, or among fractious ethnic, religious, or political groups. 

As outsiders, international groups who choose to make long-term state building or societal 
stability a programming goal are uniquely poised to facilitate cooperation among divided 
groups. Partnerships provide an excellent incentive for local bodies to cooperate not only 
with international groups, but among themselves. 

5.7.5 INGOs should consider their political advocacy potential with their constituent 
donor governments. 

\Ve are not recommending that humanitarian aid groups take more of an advocacy role. 
However, many LNGOs we interviewed expressed a belief- perhaps unrealistic- that 
INGOs can intercede with Western governments to take political action that can alleviate a 
society's disruption. We suggest here only that INGOs consider whether such advocacy is 
desirable, practicable, or compatible with their missions. 

5.7.6 INGOs must adjust their partnership as a disrupted state evolves or devolves 
through different stages. 

As a crisis worsens or abates, a successful international partner will change its strategy to 
take advantage of new openings in political space or to minimize risks incurred by a tenser 
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climate. Partnerships, like programming, are very sensitive to changes in the political 
context. 

Politics 
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Assessing and Building Capacity 

Capacity building in relation to humanitari~n assistance is defmed ·as "any intervention 
designed to reinforce or create strengths upon which communities can draw to offset 
disaster-related vulnerability" (Lautze 1995). This chapter will present some of the common 
trends in such capacity building that we saw in Bosnia, Gaza/West Bank, Mozambique, 
Pakistan and south Sudan. In the process, we will highlight some of the issues and concerns 
raised by international and local actors, as well as their differing perspectives on the strengths 
and weaknesses of current approaches to capacity building. The chapter concludes with 
possible future directions of capacity building, as well as our reco~mendations based on 
successful practices observed in the field. 

6.1 Capacity Building in Disrupted Societies~ An Overview 
There is an emerging consensus among international and local actors that capacity building is 
important in emergency and post-emergency situations. While capacity building has been a 
prominent feature of long-term development strategies for many years, it has, until recently, 
received much less attention in the realm of humanitarian assistance. The objective of relief 
has been to provide short-term assistance to meet the acute needs of crisis-afflicted 
populations, rather than sustainable assistance, which incorporates longer-term 
developmental goals such as capacity building. The enduring nature and impact of some 
recent complex emergencies, however, has led donors and international organizations to 
consider the role that local organizations and institutions can play in reducing the 
vulnerability and promoting the livelihoods of crisis-afflicted populations. 

While nearly all of the international NGOs we interviewed mentioned capacity building as a 
component of their programming agendas, the approach to and goals of capacity building 
varied considerably by organization and context, reflecting both the ambiguity and 
complexity of the concept of capacity building itself. In areas in which the state is virtually 
non-existent or slowly emerging, international NGOs have focused largely on building the 
capacity of local organizations to provide essential social services that the state has been 
unable or unwilling to deliver. In some areas, international agencies have also made an effort 
to build the institutional capacity of governmental structures and to foster greater 
cooperation between government agencies and civil society (non-profit or voluntary) 
institutions. Still other international NGOs displayed more broad-based capacity-building 
goals, such as developing or strengthening civil society to promote local governance 
structures and/ or peace in situations of on-going conflict. 

As our interviews made clear, however, building local capacities in disrupted societies has 
proven a formidable task for international NGOs-and one that requires considerable 
planning, time, and resources. Countries suffering or recovering from enduring crises have 
low capacity levels, weak civil societies, and institutions that are extremely vulnerable to 
economic and political forces. Unfortunately, we found that several international agencies 
focused on these negative aspects of disrupted societies, rather than taking the time to 
identify and then capitalize on existing local resources. 

Some organizations have made a concerted effort to conduct more comprehensive, 
participatory assessments of local capability in order to identify partners. However, since 
much of the aid money in the areas we visited comes from emergency funds distributed on 
an annual (or shorter) basis, humanitarian groups cannot take a five or ten year approach to 
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local capacity building. Furthermore, those emergency funds slated by the donor for specific 
assistance projects cannot be directed toward programs that build local institutional capacity. 
Finally, weak state and societal structures, and the instability of conflict, upheaval, or 
reconstruction make long-term capacity building challenging, as groups dissolve and reform, 
populations move, and safe areas become dangerous. 

6.2 Organizational Capacity Building 
This section first discusses the obstacles international NGOs encounter in their efforts to 
build local NGO capacity, as well as several different approaches taken to capacity building. 
The second section focuses on local NGO perspectives. 

6.2.1 International NGO roles and perspectives 

The greatest difficulty international actors found in attempting to build organizational 
capacity was making a fair and accurate assessment of the local capacities availa~le. 
Advocates of delivering assistance through local capacity, like Mary Anderson, eihort 
international humanitarians to focus on local strengths and their advantageous links to 
communities in addition to their sometimes more observable weaknesses. However, in 
practice, it can be difficult to find reliable capacities embedded in the apparent disruption. 
International NGOs interested in building local capacity must invest in analyzing local 
resources. Some INGOs were already doing this; we found a case officer in Pakistan whose 
job was to evaluate local NGOs. However, such efforts in disrupted states require more 
than a fixed "best practices" list, as the situation rarely allows for standardized indicators of 
"strong" or "weak" local groups. (See box on IRC in Pakistan, below.) 

Example: Evaluating local capacity cannot be done by the book 

The International Rescue Committee (IRC) in Pakistan coined a set of requirements for local 
partners before implementing nearly $500,000 in partnership contracts under two umbrella 
grants. All projects were supposed to be based on "community-expressed" needs. 
Candidate NGOs had to meet strict criteria: 

1. Proven track record 
2. Registered with a coordinating body (ACBAR, ANCB, ICC) 
3. Proven credibility with local community to ensure community participation in project 
4. Relevant experience in implementing self-help assistance projects with a confirmed 

commitment to incorporate women into planning and implementation 
5. Demonstrated management and technical capability with regard to international 

standards of accountability and reporting 
6. Proven ability to operate with low administrative costs (i.e. less than 10 percent) 
7. Auditable fmancial records 
8. Active, responsible governing board that meets annually; majority of members must be 

unpaid 
9. Non-political, philanthropic, public-service orientated 

In actual practice, IRC could not fmd a single LNGO that met all of the criteria, and had to 
settle for groups that embraced transparency and honesty, and exhibited willingness and 
potential to eventuai!J meet the criteria. 

The capacity-building agendas of many international NGOs focus on organizational 
development, with an emphasis on building skills in areas that would increase the LNGO's 
ability to meet donor requirements and expectations, as well as facilitate monitoring and 
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evaluation by international NGOs. In all settings, capacity building in proposal writing, 
fmancial management and reporting was especially common, while capacity building in 
programming design and implementation was frequently lacking. 

Issues of fmancial transparency and reporti_ng requirements are salient concerns to donors. 
Many international NGOs and donors complained that cultural factors, low levels of 
education and lack of technical skills necessitate a great deal of trainirig, oversight, and 
'hand-holding' to insure that money and program efforts reach their intended targets. In 
Mozambique, many international NGOs also complained about corruption and expressed 
concern that the ultimate beneficiaries of aid funding for local NGOs are the staffs of the 
local NGOs themselves. 

Our research indicated that international actors apply several different models of 
organizational capacity building. Many of the strongest local NGOs in each of our research 
sites were those fortunate to win the initial attention and suppoFt ofan international entity 
that funded most or all of their projects for a course of several years, a few even lending 
them advisory board members and consultants in the early stages of growth. 

6.2. 1. 1 Spin-offs · 
Some international NGOs have gone so far as to create spin-off local NGOs that provide a 
diverse array of services formerly provided by the "parent" NGO. In most cases we 
examined, the international NGO hires local staff, and then assists them in forming their 
own local NGO, which usually maintains a close relationship with the parent NGO. These 
spin-off NGOs are sometimes developed in order to meet the needs of donor funding 
requirements for partnership, especially in the micro-credit/ revolving loan funds sector. In 
these cases, there is usually a genuine attempt to leave trained personnel to continue with 
programming after the exit of external actors from a given region or project. 

6.2. 1.2 Sub-grants 
Some international NGOs claimed that giving sub-grants to local NGOs is the best way to 
build local capacity. Sub-grants are distinct from project-specific funding in that the local 
NGO retains more autonomy in the project design and implementation process. In many 
cases, the local NGO manages the sub-grant on its own, but reports back to the 
international NGO. In Mozambique, one such sub-grant was used to enable staff members 
of a local NGO to accompany the international NGO on their field visits in order to 
develop skills in monitoring, as well as to assist in creating checklists, field procedures and 
manuals. 

6.2. 1.3 Non-project specific partnerships 
Some international/local NGO capacity-building partnerships do not involve projects, but 
provide mechanisms for formal or informal information-sharing. Some international 
N GOs, for example, organize roundtable discussions to share experiences and resources 
related to issues such as childhood development, health, education and policy advocacy. 
These discussions foster greater efficiency in providing services in certain sectors or regions 
and provide mutual support to participating organizations. 

Many donors and international NGOs have focused on developing other forms of 
partnerships (see Chapter 4) as well as joint-implementation strategies between international 
and local NGOs, with the goal of building the capacity of beneficiary organizations. In 
particular, when international NGOs provide funding for medium- or long-term projects, 
they find it easier to allow local NGOs to build or expand their capacities in the process. 
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Many international NGOs also expressed a belief that much of their programming is 
targeted toward building their own capacity. As one official with the Swedish Committee for 
Afghanistan said, "It's not as if we're perfect; we're also learning as we go along." Such 
attitudes, while not universal, appeared among many intertif tfohal NGOs, which felt their 
capacity-building efforts were part of a mutual "action learning" _experience,. shared with 
local partners. 

6.2.2 Local NGO roles and perspectives 

Local NGOs pride themselves on their deep understanding of local needs, culture and 
history, which they believe enables them to gain credibility and trust among beneficiary 
populations. At the same time, most local NGOs that we interviewed admitted that they 
lack institutional standards in management, accounting and reporting. Thus, the vast 
majority believed capacity building was an integral component of their organizational 
development and a prerequisite for procuring international donor or NGO funding. One 
newly formed local Sudanese NGO explained that, in south Sudan, "local NGOs often have 
a large sense of commitment, but little experience in organization and fmancial management. 
Capacity building is very important. These contacts with external actors are essential for the 
development of local organizations.-" In general, local Sudanese NGOs seemed to 
appreciate any organizational development assistance an international NGO was willing to 
provide. 

Issues of trust, autonomy and paternalism also arose during our interviews with local NGOs. 
Some local NGOs in Mozambique, for example, said that they feel controlled, manipulated, 
and treated like "clients" by their partner international NGOs. In Sudan, several local actors 
complained that international NGOs and donors expect local organizations to develop 
rapidly according to Western organizational norms when, in fact, LNGOs have their own 
way of developing, operating, and responding to the needs of their target populations. Some 
of the international community's standards are simply unattainable given the financial and 
structural constraints faced by many local organizations, as well as their on-going 
dependency on external funding. As a result, some of the best-intentioned and determined 
local NGOs have found it difficult to survive. 

In more than one country, local NGOs felt that on-going dependence on external funding 
served as an omnipresent threat to their autonomy and existence. The unwillingness of 
many donors and INGOs to provide core administrative funding for local NGOs 
exacerbates this dependency, and inhibits the ability of many local NGOs to retain the 
capacity gains they achieve through their relationships with international actors . 

"Local-to-Local" capacity building was a need regularly mentioned in interviews with local 
NGOs. Those LNGOs that had successfully achieved international standards and regularly 
obtained international donor grants expressed a desire to share their experience and 
expertise with other local NGOs. In Pakistan, one local NGO was publishing a monthly 
magazine for other local NGOs describing management techniques. Another Afghan 
LNGO held report-writing and accounting workshops for other local NGOs. Finally, in 
one telling example, a local NGO that specializes in staff development workshops now earns 
most of its money by training the staff of internationaiNGOs. 

6.3 Building the Capacities of Individuals 
This section highlights the benefits of individual capacity building. Shortcomings of such 
efforts are addressed in section six of this chapter. 
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6.3.1 International NGO roles, perspectives, and benefits 

Many international NGOs have targeted specific individuals as beneficiaries of their 
capacity-building initiatives to build local leadership abilities, as well as to strengthen 
organizations. Nearly all international NGOs havemade a concerted effort to hire large 
numbers of local staff. In the West Bank and Gaza, the majority of the staff at international 
NGOs are local hires. This is becoming increasingly common in all of the countries we 
surveyed. Some local residents have even taken up senior management responsibilities at 
international NGOs. At Save the Children in Palestine, for example, for every expatriate 
director, there is a local deputy director to facilitate the mutual transfer of skills and 
knowledge between international and local actors. 

There are many positive aspects to the current trend to hire locals: 

+ Training: International NGOs frequently provide extensive ori-the-job training, with 
some local staff members even sent abroad for further edutation and career 
development. The benefits of this approach extend beyond mere capacity building. 

• Increased contextual knowledge: Bringing talented local staffers with relevant 
experience on· board obviously increases international NGOs' knowledge base. This 
sort of contextual knowledge has proven especially valuable in helping international 
NGOs fine-tune their programming to local realities. 

+ Better relations with target populations: The presence of local staff also reassures 
local populations and institutions about the character and intentions of international 
NGOs' work in politically-charged environments. 

+ "Brain drain" mitigation: International NGOs can serve as "incubators" for local 
talent during periods of political disruption or economic depression. By hiring the best 
and brightest in the host countries, international NGOs may help curb brain-drain by 
capturing the local capacities that would otherwise be lost to waves of emigration or 
conflict. Once conditions improve, it is much easier for local staff to take up jobs in the 
local NGO or private sector from an international NGO based in-country. 

Example: Best practices training 

CARE Mozambique offered a "best practices" training approach: (1) list the tasks required 
for each position in the organization; (2) for each individual, see which of those tasks they 
can and can't do; (3) compare these lists across projects and sub-offices; and ( 4) see what 
the common areas are, then prioritize them for collective treatment. At the same time, 
CARE noted, "[Expat] managers should be required to coach their [national] subordinates. 
Question why they say things; get them to articulate their reasons and to generate options. 
Often, the education systems in these countries do not teach critical thinking skills." 

A more short-term approach to building local capacities is to train local NGO staff through 
seminars and workshops in both skills-development and subject-based knowledge. An 
increasing number of international NGOs have incorporated training and information
sharing seminars for their local partners into regular programming activities. In addition, a 
few international NGOs and donors have developed programs that train local actors to 
provide capacity-building services on an informal and formal basis to other local actors and 
organizations. 
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6.3.2 Local NGO perspectives and benefits 

The majority of current and former local staff members interviewed at international NGOs, 
as well as former beneficiaries of training programs, felt t~aLfb~y had acquired skills through 
the capacity-building initiatives discussed in this section. By working for international . . 
NGOs, local talents are able to familiarize themselves with international management styles 
and best practices. Knowledge of international NGO culture thus acquired may be more in
depth, especially where the terms of employment exceed the standard time horizons of 
partnerships between international and local actors. 

Local staff of Save the Children in Gaza/West Bank noted that a number of their colleagues 
had eventually left both Save the Children and other international organizations and moved 
back to the local NGO sector. To the extent that such a reverse professional migration 
eventually takes place, international NGOs will be seen as building the capacity of the local 
N GO landscape. 

6.4 Development of Governmental Institutions 
There have been successful NGO efforts to build the capacity of government or quasi
governmental agencies in post-conflict situations. In Gaza, for example, Save the Children 
currently has the head of the High Council for Childhood and Motherhood, a state body, on 
one of its Early Childhood Development Steering Committees. The partnership is designed 
to encourage the governmental institution to work with Save the Children and other 
Palestinian actors in the area of child rights (under the UN Convention on the Rights of the 
Child) so that it can build its own capacity to address such issues. Through such 
partnerships, Save the Children and other INGOs hope to pass along their institutional 
knowledge and to influence the philosophy under which the government body will function 
when it has the resources to do so. 

Save the Children in Gaza is able to add legitimacy to some of its programming areas and 
assert a role for itself despite the emergence of the Palestinian Authority and the evolving 
shift of service-provision to the state sector. By working to prepare the new government for 
its tasks, Save the Children defmes a new role for itself and confirms its ongoing significance 
in the shifting climate. Unlike donor-driven strategies mentioned in the following chapters, 
this survival strategy is context-driven. Similarly, in Sudan, UNICEF has brought an SRRA 
(a south Sudan humanitarian organization with close ties to the Southern People's Liberation 
Army) official to work in their Nairobi offices to increase the organizational capacity of the 
SRRA as well as to improve coordination between the SRRA and Operation Lifeline Sudan. 
In addition, USAID provides financial assistance to the SRRA. 

6.5 Institutional Development: Building Civil Society 
Where there is a lack of LNGOs, as in the case of south Sudan, where civil society is just 
evolving, INGOs can focus on community-based initiatives to build local capacity. Many 
international NGOs working in south Sudan have attempted to build the capacity of 
Sudanese community leaders and administrative structures to provide essential services, as 
well as to build local governance structures and promote peace-building. International 
Medical Corps (IMC), for example, has focused on reestablishing the defunct health care 
system by training over 350 village health workers and strengthening village health 
committees and local administrative structures with the hope that these community 
structures will eventually administer and manage the local health care system without IMC's 
involvement. Catholic Relief Services-Sudan is also carrying out projects that will strengthen 
the ability of dioceses to carry out rehabilitation activities, including peace, justice and human 
rights activities. 
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In many refugee contexts, international NGOs have worked to develop the capacity of 
community structures and associations to deliver support services for particular segments of 
the refugee population. In the Occupied Territories, for example, UNRWA (the United 
Nations Relief and Works Agency) made a.concerted effort from the onset of the crisis to 
create a series of youth, women's and rehabilitation committees. Now that UNRWA seems 
to be phasing out of the area and sustainability is an increasingly important issue, many 
international NGOs are trying to strengthen some of these already-established but weak 
institutions by developing their administrative and management skills as well as knowledge in 
areas such as gender issues, health care and education. 

6.6 Shortcomings of Current Capacity-Building Efforts 
In this section we present some of the common issues and concerns that arose during our 
interviews, and offer preliminary recommendations to improve future capacity-building 
initiatives. 

6.6.1 Capacity-building initiatives are most successful when prefaced by a thorough 
assessment of existing local capacities. 

A few local NGO representatives reported being swamped with funding for projects that 
their organizations lacked the capacity to implement. Also, capacity assessments should be 
sensitive to local contexts to ensure the transference of appropriate skills and knowledge. 
Unfortunately, education and professional skills do not always translate into useable 
capacities. For example, in Pakistan, womens' ability to participate in community affairs is 
severely limited by social norms. In many areas, low education levels are also an issue. 
Therefore, a ftrst step to capacity building is to fill the educational gap. The average 
Mozambican, for example, has one year of education, and the universities offer no courses in 
management. Since 1996, however, the country has moved into "developmental" activities, 
which require a more sophisticated skills base. One NGO worker lamented, "We've run too 
fast." 

6.6.2 There is no universal understanding of capacity building. 

Both INGOs and LNGOs are inclined. to think of capacity building in terms of training 
courses and seminars, overlooking other key components such as information-sharing, 
development of common methodology, organizational support structures, financial 
sustainability and operational guidelines. The design and implementation of training 
programs frequently lack genuine beneficiary input. Capacity-building on the whole, and 
especially in the training arena, remains an initiative of international NGOs. International 
NGOs not only control the funding for capacity-building programs but also exert 

tremendous influence over their design. A lot of capacity-building activities - frequently 

administered by "parachute-in" international trainers- are geared to help local NGOs better 
meet international donor and NGO requirements. Guided by extremely high expectations 
and sometimes condescending attitudes toward local capacities, international NGOs may 
demand local N GOs develop rapidly and replicate the agendas and operational practices of 
international NGOs. Local NGOs, however, may have their own effective way of 
developing and operating, and may see the needs in their communities as different from 
those identified by international NGOs. This can have a negative impact on the 
effectiveness of capacity-building activities. 
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6.6.3 Strong local NGOs have better access to international funding and capacity-
building services. 

Under pressure to move money and fulfill donor requirements, as well as to maintain a 
positive image for themselves, international NGOs may funnel monies repeatedly to the 
same few well-established local NGOs. By doing so, they essentially stunt the development 
of other potentially valuable local groups. · .--.~";.,f 

In Palestine, there are a handful of well-established, influential local NGOs operating 
throughout Gaza and West Bank. Both a high-ranking UN official and a CARE 
representative suggested that the international community should stop channeling more 
money to those established organizations, since their needs for external funding and know
how are not as desperate as those of other organizations. Instead, he suggested that effort 
should be made to identify and partner with second-tier local NGOs which have arisen in 
most disadvantaged and under-privileged areas of camps and villages. 

In contrast, the International Rescue Committee's umbrella partnership program with 
LNGOs in Pakistan has adopted policies to disburse funds to a large number of local NGOs 
rather than cultivate the best few. Qn the one hand, this approach can spread international 
funding and capacity-building services more evenly among local NGOs. On the other hand, 
these policies, coupled with the plethora of local NGOs competing for international funds, 
run risks of diluting the effects of capacity-building efforts by further destabilizing the 
fmancial situations of accountable but cash-strapped local NGOs. Already, some Afghan 
NGOs have had to shed staff and cut back programs, while remaining staff have had to 
work without pay for weeks when funding dried up. Understandably, under these 
circumstances, it is hard to develop an institutional memory of whatever capacity-building 
has taken place. 

6.6.4 INGO "brain drain" takes a heavy toll on local capacities. 

A large number of local NGOs are personality-driven. Many fall apart with the departure of 
the leading personalities on whose credibility and rapport with international funders they 
heavily rely for sustainability. Every year, local NGOs lose a substantial amount of their 
well-trained talents to emigration. International funders aggravate this problem with their 
reluctance to provide sufficient core administrative funding for local NGOs. Meanwhile, 
international organizations can lure local talents away from local NGOs and communities 
with their higher pay scales. Undoubtedly, internal brain drain can be just as damaging to 
the institutional capacity of local organizations as emigration. This is especially true in a 
context like West Bank/Gaza where the nature of the Israeli occupation rules out 
international migration as an option. In general, brain drain is most severe in areas of on
going conflicts, where the delivery of basic services such as children's education has been 
disrupted, and high levels of out-migration among the educated elite continue. 

6.6.5 Higher international NGO salaries may attract local hires who do not necessarily 
share the organizational vision for a civil society. 

On the assumption that the ultimate goal of capacity building is to facilitate the transition to 
a civil society, such local talents, even though well-trained through the years they spend with 
international NGOs, may not constitute assets to civil society or to the development of their 
home countries. Another serious issue of concern is that some local hires of international 
organizations reenter the local public or private sector, taking with them Western 
management styles that are inappropriate in local contexts. Their international grooming 
may even alienate them and preclude them from succeeding in their country's more "pure 
home-grown" institutions. 
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6.6.6 The time horizon of most funding relationships is too short to allow any 
meaningful capacity building. 

This is especially true in emergency situations requiring rapid responses on the basis of 
existing capacities. Periodic outbursts of new crises also tend to siphon off international 
NGO resources from longer-term development assistance activities. There is also often a 
role division among donor agencies, with some agencies funding emergencies and 
humanitarian assistance, and other agencies funding long-term development. Emergency 
donor agencies may be constrained by rules regarding the period over which they can fund 
particular projects. Many local NGOs express frustration with short-term partnership 
arrangements, which divert their time and energy away from programming to fund-raising, 
with little benefit. Aid workers on both sides wish to see INGOs and LNGOs maintain 
stable, long-term relationships to ensure continuing exchange of expertise and adequate and 
sustainable development of the local NGO. 

6.6. 7 Donor tendency to focus on "bricks and mortar'' results leads to overall under-
funding of capacity building. 

A short-term, results-oriented framework, which guides much donor funding, forces local 
beneficiaries to focus on moving projects and programs ahead rather than spending quality 
time thinking about issues that may have more far-reaching ramifications for development, 
such as introducing effective and sustainable fmancial, operational and training mechanisms 
to ensure the improvement and retention of organizational capacities. One staff member at 
an international NGO said that USAID's results-oriented framework has had serious 
implications on their partnering with local NGOs. She explained that projects are funded on 
a results base only, which "ignores partnership and the organic, messy stuff of 
development ... If you try to build the capacity of local NGOs, you can't meet your USAID 
requirements or goals." 

6.6.8 Given the dearth of international funding earmarked for local capacity building, 
some "Local-to-Local" mechanisms are desirable to help spread the benefits of 
existing capacity-building activities to other local NGOs. 

In Sudan, a local NGO staff member noted that international NGOs have made little effort 
to create sustainable local NGO networks that would promote resource and information 
sharing among the various actors in emerging civil society. The near-absence of such 
coordinated self-help among local NGOs can result in competition rather than coordination 
and support among them. 

6.7 Future Directions for Capacity Building 
At the beginning of this chapter we provided a definition of capacity building that is typical 
in the field. Ideally, capacity building should refer to programming that reinforces the ability 
of indigenous institutions to cope independently with indigenous problems. In practice, this 
amounts to giving local organizations the tools the international community demands they 
have in order to earn international funding and confidence - and the tools the local groups 
need in order to execute the programming required in their area. The short time horizons in 
disrupted societies, and the instability of the labor pool on which all NGOs draw, make such 
long-term capacity building difficult. However, groups interested in investing resources in 
such efforts should keep several strategies and questions in mind: 

+ Does the international NGO have an effective and realistic assessment instrument to 
evaluate existing local capacity? 
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+ Do salary structures for local staff at international NGOs remove incentives for locals to 
remain at local NGOs? 

+ Can annual emergency grants be parlayed into regular funding, over the course of three 
to five years, to local groups that exhibit potential to become enduring local actors? 

Development and humanitarian assistance literature reveals a heated debate over what 
capacity building and local capacity really mean, and whether international efforts to 
strengthen local institutions are well-intentioned and well-designed. Certainly, some 
exceptions notwithstanding, many significant international NGOs sincerely seek the 
emergence of strong local groups with whom they could collaborate as equals. Recognizing 
local potential requires setting aside misgivings and stereotypes and, as many experienced 
internationals added, a willingness to invest in some capacity building that will not come to 
fruition; no capacity-building program will have a 100 percent success rate. 

Those who continue to invest in local groups- through capital grants, training programs, or 
partnerships- must be open to what local capacity exists in a disrupted society. The 
strongest local institutions might be those traditionally overlooked by international NGOs 
seeking partners - community-based organizations, religious groups, informal womens' 
committees, tribal chiefs, or small political organizations. One pervasive lesson we learned 
from our case studies is that it is often easier to instill proper accounting, management and 
reporting methods into an honest, well-intentioned group with local legitimacy, than it is to 
instill a service ethos in an efficient but essentially profit-oriented group. 

6.8 Assessing and Building Capacity: Recommendations 
6.8.1 International organizations should clearly define what they mean by "capacity 

building" in their grant proposals and programming plans. Capacity-building 
projects should include a set of measurable benchmarks. 

6.8.2 INGOs should consider a gradualist approach to funding LNGOs, always taking 
into account a partner's absorptive capacity. 

Rapid infusions of money into LNGOs can often exceed absorptive capacity and fail to 
achieve their intended goals. INGOs engaged in partnerships should consider whether a 
gradualist approach would more effectively achieve their capacity-building goals. Large-scale 
grants with short-term project periods that do not encourage accountability structures can 
actually harm a nascent LNGO's institutional capacity by overwhelming them and 
demanding "too much too soon." While administratively more costly, INGOs and their 
donors should make an effort to grant project contracts responsibly. 

6.8.3 Assessing local capacity is a full time job. INGOs should dedicate organizational 
resources to local capacity assessment, and institutionalize their assessment 
process across country offices. 

INGOs should dedicate resources and time to adequately evaluate and catalog capacity 
proftles of potential partners. Particularly in disrupted contexts, what local capacity exists is 
neither readily apparent nor static. At least one group we interviewed assigned a program 
officer to compiling dossiers on local NGOs and comparing viewpoints with other 
international NGOs that had partnered with local organizations. INGOs interested in a 
meaningful assessment of local capacity must dedicate resources to investigating and 
evaluating it. 
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6.8.4 Short-term capacity-building projects have limited scope. Deep institutional 
capacity building can require years of sustained partnership and coordination 
with other INGOs. 

Local populations can acquire skills in a relatively short amount of time, depending on the 
pre-existing level of education and the strength of civil society. Short-term c-apacity-building 
projects can impart report- and grant-writing skills, accounting and management techniques, 
and sector-specific skills training. Deep institutional capacity building, however, requires a 
wide range of sustained skills training and regular ad hoc consultations. Such capacity 
building requires international NGOs to take into account both needs identified by the 
INGO and those expressed by the LNGO whose capacity is being built. Furthermore, 
capacity-building efforts can be more successful when INGOs coordinate their partnership 
strategies, perhaps leading several INGOs to invest in a single LNGO. 

6.8.5 Institutional capacity building requires funding overhead, capital investments, 
salaries, and personnel development for local organi~ations. 

Without a stable operating budget and resources, an LNGO is only as good as its last 
project. In order to take a pro-active role in setting the aid agenda, LNGOs need enough 
administrative investment to maintain consistency and capitalize on short-term capacity
building projects. 

6.8.6 Would-be international capacity builders should learn what institutional needs are 
expressed by local organizations, even when they do not intend to, or cannot, 
address those needs. 

INGOs should take into account the broader skills requirements of local NGOs beyond 
those defmed on a project-specific basis by the international NGO. Needs assessment and 
design of local capacity-building projects should always involve local representatives. 

6.8.7 Given local brain drain problems, INGOs should be sensitive to how their hiring 
practices will affect LNGOs pay scale~ and labor pools. 

LNGOs can rarely compete with the salaries INGOs offer local staff; consequently, the 
most talented LNGO workers often defect to international organizations. Although there 
may be no easy solution to this problem, INGOs should try to minimize the degree to which 
they distort the upper echelons of the local labor market. 

6.8.8 INGOs should support networking efforts among LNGOs to promote local to local 
capacity building. 
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Dependency Relationships 

In areas of recurring natural disasters and protracted man-made crises, a culture of. 
entitlement has sprung up around beneficiaries accustomed to receiving humanitarian aid. 
Similarly, local NGOs (LNGOs) often grow to be dependent on international funding. This 
culture, however, runs deeper than fmances; the very nature of relief interventions, and the 
desire of host governments to control displaced populations, often forces beneficiaries and 
LNGOs alike into a position of limited autonomy. 

Emergency situations can render it difficult to promote independent livelihoods among 
target populations and organizational self-sufficiency in the LNGO community. However, 
international humanitarians, detennined to break the cycle during the later phases of a crisis, 
have toyed with a variety of exit strategies: user fees, community contributions, ,community 
project management, and diversified funding for LNGOs. These methods show potential as 
ways to empower local communities to survive without international relief assistance. This 
chapter will address the various forms of dependency, the factors that create and then 
sustain dependency relationships, a~d present several strategies used in the field to reduce 
this dependency. 

7.1 Beneficiary Dependency 
The dependency syndrome first manifests itself in the ultimate beneficiaries- refugees and 
internally displaced persons whom international humanitarian assistance targets. The 
constraints imposed by host governments or political actors often keep the displaced in 
isolation from the local economy. People who might be very eager to continue their usual 
livelihoods but who have no access to agricultural land, or are forbidden to work by the host 
government, over time can lose the incentive to make decisions and to take control of their 
lives. A salient case emerges from Mozambique, where civil instability raged for some 30 
years. For decades, displaced Mozambicans received support both within Mozambique and 
at camps in neighboring countries. The aid community has also parceled out resettlement 
assistance since the peace accords of 1992. Of late, some LNGOs and international NGOs 
(INGOs) have made conscious efforts to introduce user fees and other cost-sharing . 
arrangements in hopes of averting the trend. However, it has been observed that people in 
communities accustomed to many years of free support often initially fail to comprehend 
why such arrangements are necessary, and do not respond in such a way as to alleviate 
dependency. 

Once entangled with politics, the issue of dependency becomes even harder to tackle. In 

Palestine, the refugee population has been receiving extensive support- which some 

humanitarian workers called "hand-outs"- from the United Nations Relief and Works 
Agency (UNRWA) since the beginning of the crisis in 1948. Many Palestinians view 
UNRWA services as international acknowledgement of their cause's political legitimacy. 
Aid, then, has become a political commitment rather than just an emergency need. 

The most damning accusation made in regard to dependency issues is that humanitarian 
assistance encourages manipulative local coping strategies. Refugees, the internally 
displaced, and the extremely poor in refugee hosting countries will seek to take advantage of 
international largesse that is likely to better their livelihoods, even if it requires presenting 
themselves as worse-off than they actually are. Forged ration cards in refugee villages figure 
in many humanitarian workers' field stories. However, restrictive policies often deprive 
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beneficiaries of the ability to earn independent livelihoods- creating a cycle in which 
manipulating relief becomes a legitimate coping strategy. No wonder one aid official in 
Pakistan described UNHCR as "one of the worst enemies of refugees ." Such coping 
strategies breed cynicism among donors, even when there is a very real need to maintain 
more than just a safety net of support in di~rupted societies. 

7.2 Organizational Dependency 
The second type of dependency is that of LNGOs and other local structures on continued 
financial assistance from the international community. This phenomenon has been widely 
reported and well documented in a variety of humanitarian crises. From Afghanistan to 
Mozambique, many LNGOs are headquartered or maintain offices away from their major 
areas of operation to be close to the regional headquarters of international donors and relief 
groups. Still others set up satellite offices run by voluntary staff in major donor countries. 
For example, the Sudanese NGO Mundri Relief and Development Association (MRDA) has 
established offices in Spain and Britain, allowing it direct access.' to donor organizations. 

Some researchers have tried to quantify the extent of organizational dependency. A survey 
conducted by the NGO Foundation for Bosnia-Herzegovina in 1998, for instance, indicated 
that Bosnian NGOs had developed a heavy reliance on international funding (NGO 
Foundation for Bosnia and Herzegovina 1998). About 70 percent of them cited 
international donors' refusal to provide sufficient fmancial support for normal overhead 
costs as their biggest operational obstacle. More than 75 percent of LNGOs surveyed said 
they expected foreign donors to be their primary source of funding for the foreseeable 
future. Upward of 53 percent foresaw their group's survival contingent on a "project to 
project" funding basis for the next three years. 

7.3 Factors Contributing to Dependency 
Almost invariably, dependency has roots in massive relief operations at the height of 
humanitarian crises that generate large flows of people. Emergency situations demand rapid 
responses. Naturally, many INGOs are preoccupied with finding the most effective way to 
deliver services to needy populations. \Vhen faced with a choice between "throwing stuff 

off the back of a truck"- thereby creating dependency- and investing time and resources in 
building local capacity, INGOs tend toward fast delivery of relief. 

This dependency choice was evident in Palestine. \Vhen Palestinians first made their way 

into refugee camps - the ftrst group in 1948 and the second in 1967 - it was unclear how 
long they would maintain their displaced status. Assuming the situation was temporary, 
UNR\VA initially aimed to provide services rather than develop sustainable local capacity. 
Similarly, refugees focused their demands on receiving goods rather than requesting 
infrastructure improvements. It was decades before the situation shifted out of a full 
relief/ dependency mode, as the permanence of the refugee community became apparent. 
The delay was compounded by political forces, as Palestinians were hesitant to acknowledge 
their permanent displacement. 

Other factors contributing to dependency include: 

• Lack of transition out of emergency relief: Ideally, over time, situations will be 
reassessed and strategies reviewed. Emergency relief should gradually give way to 
rehabilitation and eventually development. Nevertheless, ongoing civil unrest and 
recurrent natural disasters make the transition from short-term relief to long-term 
rehabilitation and development difficult in practice. First of all, with further instability 
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looming large, few donors are willing to invest in development programs they believe 
will ultimately fail. Second, in the event of a crisis, the international aid community 
immediately diverts some of its resources from programs aimed at improving 
subsistence and livelihood security and, therefore, away from efforts to reduce . 
dependency. For these reasons, the transition from dep.endency on external ai~ can be 
quite slow. 

+ Weak institutionalized civil society: Some domestic forces also drive local groups 
toward dependency on international assistance. As elaborated in previous chapters, 
many of the world's current flash points are nations with a weak tradition of civil 
society. Major natural and man-made disasters further fracture their social fabric. In 
times of crisis, populations often abandon civic institutions and revert to primary 
groupings such as kinship, tribe and religion. Lofty plans for social change take· a 
backseat to more urgent survival needs. 

+ No natural domestic NGO base: In many of our case studies, NGOs remain an alien 
concept. An NGO culture had been either missing or embryonic prior to the outbursts 
of crises, during which large n~mbers of LNGOs sprang into being in response to calls 
for local relief contractors. This "unfortunate genesis" means that fledgling LNGOs' 
vision for a civil society may not be shared by the general population. 

+ Short-term nature of funding: Being as crucial as ·they are to the rehabilitation and 
development prospects in certain countries, strengthening LNGOs requires a major 
investment of resources, including substantial foreign input over a long period of time. 
However, the short-term nature of most funding relationships allows LNGOs little time 
to develop fully independent organizations and project sustainability. 

+ Weak local funding base: Until the local economy revives following a crisis, it is 
difficult to break the dependency cycle. Local NGO sustainability is hindered by the 
slow emergence of a domestic donor base from which local structures can draw fmancial 
support. Also, the institutional infrastructure essential for the effective functioning of 
LNGOs is frequently absent outside major population centers. For example, there are 
no loan-making financial institutions in the Bosnian town of Gorazde. LNGOs there 
must rely on donors for funding or make expensive trips to Sarajevo to conduct bank 
transactions. In addition, no domestic private foundations currently exist to channel 
money to LNGOs. 

+ No service fees: Charging service fees remains somewhat of a "taboo" in countries 
with long-term refugee situations characterized by years of relief hand-outs. In 
Palestine, USAID has historically been hesitant to fund profects requiring community 
contributions. Utilization of fee-for-service approaches takes time (due to slower 
beneficiary buy-in), and USAID has wanted quick, visible impact. Moreover, the US 
government does not want to be seen demanding money from Palestinians. Yet such 
hesitancy in asking for contributions from communities further exacerbates the 
dependency constraint. 

+ Local tax structures: Many countries receiving aid do not have tax incentives to 
encourage donations to non-governmental groups. Instead, some governments' legal 
framework and tax policies add extra burdens to local groups' already strained fmances. 
For example, the Bosnian tax system discourages the local business community from 
contributing to LNGOs. Donations to LNGOs are not tax-deductible, and 
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furthermore, LNGOs must pay high taxes on donations they receive. Local NGO 
revenues from income-generation activities can only be used to cover project costs, not 
salary or tax expenditures. Such local tax codes clearly inhibit sustainability and 
independence from international fmancial support. 

+ Inexperience with direct solicitation and management of funds: Local groups 
should develop the ability to solicit funds independently, both at home and abroad. 
However, LNGOs are usually inexperienced with fund-raising and ill-prepared to 
communicate effectively with international donors. Of Mozambique's 300 registered 
LNGOs, only 10 have independent funding sources and/ or autonomous relationships 
with the international aid community. This disconnect is partly driven by international 
donors' general perception, fair or unfair, that LNGOs score low on accountability and 
credibility. Most donors feel more secure having an INGO act as an intermediary, 
assisting in the management and monitoring of LNGO activities. 

+ Limited success of micro-credit projects: In recent years, income generation projects 
such as micro-credit funds have proliferated in the wake of humanitarian crises. While 
there are succ~ss stories, the sustainability of such projects- and consequently the ability 
of these local structures to recoup their investments- are questionable. For instance, 
some beneficiaries of vocational training programs in Afghanistan have not been able to 
pay back loans, directly threatening the program's continued existence. Many failures 
are due to the program administrators' lack of business savvy, exacerbated by their 
desperate effort to maintain a delicate balance between the program's financial viability 
and their accessibility to the target populations. Some of these programs are designed to 
generate income exclusively for the loan recipients rather than for the organization that 
bears the burden of administering the program. Others fail to bring in revenues for the 
LNGOs due to such constraints as flawed feasibility studies, limited market access, and 
inexperienced management. 

Example: Income generation - easier said than done 

A Bosnian NGO near the Republika Srpska (RS) border is implementing a UNESCO
funded project to provide computer training and English language courses for women. 
Because the center is subsidized, UNESCO requires that it keep the admission fees low. 
The LNGO is worried it will have to raise fees once the UNESCO grant runs out. Then it 
will face keen competition from a computer center run by an INGO that offers similar 
classes in the same city for free. The LNGO feels its ultimate survival is threatened by this 
unbalanced competition with a resource-rich INGO. 

+ Lack of Technical Capacity: LNGOs and other local structures also look to the 
international aid community for constant technical support in education and training. A 
prolonged crisis's disruptive impact on the local educational system leads to severe 
shortages of qualified personnel. To enable the fmal transition to sustainable 
independence, the international community has found it necessary to step in and fill the 
training gap. 

7.4 Exit Strategies to Reduce Dependency 
Over the years, both the international aid community and local groups have developed a 
number of strategies to address dependency. Many strategies build on Mary Anderson et 
al.'s "Capacities and Vulnerability Analysis (CV A)" (Anderson 1998). The assumption is 
that in emergency situations, individuals and groups have capacities as well as vulnerabilities. 
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Unfortunately, outsiders frequently notice vulnerabilities more quickly than they do the 
capacities. Anderson's approach calls on external actors to assess both local vulnerabilities 
and capacities, reducing the former and building the latter. Her end goal is a relief process 
that empowers beneficiaries to assess their own needs. 

The international aid community is moving toward a consensus in favor of designing 
carefully planned exit strategies and communicating them to local partners and beneficiaries 
early in the relief process. Ideally, exit strategies should clearly spell out international aid 
groups' organizational missions and help defme the division of labor between external actors 
and indigenous structures. The INGO's activities are enhanced by identifying the 
appropriate institutions to take over projects and assess what investments in capacity 
building these institutions will need for the exit strategy to be implemented successfully. 

In practice, the application of this ideal has varied from context to context. Given the 
severity and durability of Mozambique's social and economic problems, for exaf¥ple, our 
team did not come into contact with a single NGO, either local or international,'that had -a 

clear exit strategy. On the other hand, in Sudan, many INGOs- both within and outside 

the OLS framework- have started_to incorporate exit strategies into their overall plans. 
Their actions are a response to international criticisms regarding the efficacy of humanitarian 
assistance operations in the country and allegations that such operations are fueling the 
conflict. These so-called exit strategies, however, are frequently at odds with the priority 
status afforded emergency response programming by both donors and INGOs. Thus, the 
extent to which these strategies have been carried out varies considerably among INGOs 
and regions. Nevertheless, many INGOs in the Sudanese context are in the gradual process 
of turning over some programming activities in a particular area to LNGOs that have gained 
credibility within the INGO and donor communities. 

7.5 Dangers of Premature Independence 
In Mozambique, donors have in recent years begun to focus on the "fashion" of partnership 
and joint-implementation strategies between international and LNGOs. In all contexts, 
some INGOs have gone so far as to create spin-off NGOs to meet donor requirements for 
partnership, especially with regard to micro-credit schemes and revolving loan funds. 
Although the positive effects of capacity building and partnership are manifest, some 
observers are concerned that LNGOs have limited existing capacity to absorb funding or 
implement programming. If LNGOs fail in their attempts to implement programming, the 
reputation of the local NGO may be damaged and community trust for local initiatives 
undermined; civil society will actually be weakened while the dependency culture associated 
with the IN GOs will only be perpetuated. 

In Sudan, CARE found that rehabilitation could promote communities' abilities to sustain 
basic needs in the form of training that strengthened local health and education structures. 
However, moving away from relief towards more participatory and sustainable programming 
is difficult in practice. UNICEF worries that its own shift away from direct involvement in 

health services to strengthening local institutions may mean massive layoffs- an issue that 
many organizations encounter. 

A few words of warning are necessary with regard to exit strategies carried out prematurely. 
Leaving aid in control of local communities may at times compromise the core principles of 
humanitarian assistance. Although crises sometimes give birth to new and constructive 
social forces, they may also seriously weaken existing institutions. Moreover, NGOs created 
in response to external funding gluts may neither represent, nor be accountable to, the local 
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community. It will take time for organizations to develop the capacity to deliver basic 
services independently. It should also be noted that local structures might not be 
independent of predatory authorities. As discussed in greater detail in Chapter 5, many 
LNGOs are linked in one way or another to parties to the conflicts. This is not only a 
neutrality issue; in complex emergency situ~tions that lack a stableprotective· framework, 
LNGOs may be just as vulnerable to attacks from predatory authorities as are refugee 
populations. 

7.6 Strategies for Organizational and Project Sustainability 
We now turn to various strategies adopted by the NGO community to ensure sustainability, 
and provide concrete examples of some modes of fmancing. 

7.6.1 Community contributions 

Ultimately, sustainability is achieved by assembling a variety of sources of funding, including 
the beneficiaries themselves. International donor agencies hav~ urged greater community 
participation to strengthen the transition to sustainability. A common approach requires 
beneficiary communities to pay in part for the services provided, either with money or in
kind contributions, such as labor or community management. Although there are strong 
opponents in both the aid and the beneficiary communities, proponents believe 
communities can find ways to share costs of projects that they direly need. 

In Palestine, the current trend is toward asking for community contributions -as little as 10 
percent of the cost- in the form of money, labor (in-kind services), materials/ facilities, etc. 
Previously, requests for such contributions would have been met with scorn or shock. Now, 
such requests are not only seen as sustainability-promoting, they are also regarded as 
effective forms of needs-assessment. Time and again, people reported that requiring 
community contributions and nominal fees for services was one way of determining what 
people actually wanted. 

Example: Camp for Afghan refugees in Pakistan 

Cost-sharing and community participation contribute to sustainability by curbing waste as 
well as by generating income. A UNHCR official in Pakistan noted that water consumption 

was higher in the new Akora Khattak refugee camp in Pakistan- where UNHCR paid for 

water supply - than in the adjacent old Akora Khattak camp where water supply was 
managed by community committees. The official therefore prescribed a measure to improve 
project-sustainability- a combination of privatization of service provision and increased 
community involvement. The European Union's humanitarian aid office has also 
contemplated such privatization. 

7.6.2 Organizational self-sufficiency through commercial activities 

A few local groups have tried to cover administrative costs and subsidize certain projects 
with revenues from other activities in order to become more independent. For example, the 
Agency for Rehabilitation and Energy Conservation in Afghanistan (AREA) has a built-in 
commercial arm through which it has been able to generate modest revenues. AREA plans 
to convert a technical training center currently funded by the Dutch group NOVIB into a 
profit-making enterprise once NOVIB funding runs out. The downside of this approach is 
that it may call into question the voluntary, non-profit nature of the NGO. Local groups 
may finally eliminate their dependency on external funding only to find themselves falling 
into another trap- excessive profit seeking. 
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Example: Raising funds in Palestine 

Palestinian Agricultural Relief Committees (P ARC) - a well-establis~ed INGO working in 

agriculture - has developed a strategy for overcoming the problem of decreasing . 
international funds available for administrative upkeep. By 2008, P ARC aims to be more 
than 50 percent self-financing. To achieve this, PARC intends to: 

+ Identify donors in the Arab private sector who may be less sensitive to trends in foreign 
donations or the pressures of international politics; 

+ Identify opportunities for cost-sharing for local services; 

+ Develop consulting services at the regional level; 

+ Develop income-generating projects and improve investment strategy. 

7. 7 Dependency Relationships: Recommendations 
Our preliminary recommendations to ameliorate dependency relationships in disrupted 
societies are as follows: 

7. 7.1 Long-term efforts to foster independent local coping mechanisms should include 
exit strategies for international partners. 

7.7.2 Local bodies should be encouraged to diversify their funding sources, 
incorporating whenever possible, local, in-kind or cash contributions. LNGOs 
should also learn how to raise funds directly from international donors. 

Income-generating schemes and contribution mechanisms make local bodies more 
sustainable in the long run. When the economy allows, marshalling local support and 
participation for projects through in-kind community contributions can strengthen 
community networks and civil society, as well as increase a local group's legitimacy with 
beneficiaries. Furthermore, if LNGOs can appeal directly to international donors with 
credible grant proposals, they may become less dependent on international partners. 

7.7.3 INGOs should decide how much control they are willing to surrender to local 
bodies and clearly state those boundaries to local partners. 

While it might be impossible in a particular context to expect fmancial independence and 
sustainability from an LNGO- particularly when the host economy and tax base is shattered 
or weak- INGOs should consider granting functional autonomy or programming 
independence to their partners. 

7.7.4 Both LNGOs and INGOs should lobby local governments for tax codes and 
regulatory frameworks that allow donations to LNGOs. 

7.7.5 During an international organization's initial intervention, humanitarians should 
seek to employ local institutions - not just individuals - to deliver assistance 
whenever possible. 

The seeds of dependence are planted during the initial stages of a crisis. It is therefore 
important that INGOs consider options to counteracting these tendencies from the start. 
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7.7.6 LNGOs should consider refusing or restructuring grants and capacity building 
projects they feel might damage their long-term prospects for autonomy. 
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Funding-Driven Factors 

In any discussion of aid to disrupted societies, there are two.levels of funding relationships 
to consider. The first is between the donor and the INGO, and the second is between the 
INGO and the LNGO. These levels are linked by a "trickle-down effect" of funding
specific mandates and project sectors. There is a perception that of the three groups of 
actors, donors have the most power in defming the rules of partnerships in action. 

The money trail is crucial to understanding the balance of power and the nature of 
partnership between INGOs and LNGOs. Donors are often blamed for setting a 
programming agenda out of tune with real beneficiary needs; on the other hand, donors are 
credited for fostering much needed change, such as requiring a more parti'cipatofY approach 
and cooperation with local groups. This chapter will examine how funding influences 
partnerships. We explore these recurring funding-driven themes that emerged from our 
field visits and appear to be especially important in the development or success of 
partnerships. These are: 

+ Perceived or real inability of LNGOs to meet the criteria of donors 

+ Issues related to resources and efficiency 

+ Lack of a local funding base 

+ INGOs' role as donor 

+ Short time frames 

The various manifestations of funding-driven power imbalances are outlined, and the 
chapter concludes with our preliminary recommendations. 

8.1 Inability to Meet Donor Criteria 
International funding comes part and parcel with international reporting and accountability 
standards. In most countries our research teams visited, major bilateral and multilateral 
agencies were reluctant to fund LNGOs directly, because of perceived or real concerns that 
LNGOs in these disrupted societies could not meet their standards in accounting, 
monitoring, and reporting of field activities. Many international agencies also expressed 
great misgivings regarding local corruption. For these reasons, as well as those listed below, 
international donor agencies prefer to channel funds through established INGOs. 

Further reasons for lack of direct donor agency /LNGO partnerships: 

+ Credibility Gap: LNGOs must battle a credibility gap, exacerbated by local groups that 
essentially function as_ profit-making enterprises but call themselves NGOs. Even when 
LNGOs have the ability to satisfy donor requirements, they must go far to prove their 
credibility. In Sudan, for example, staff of two LNGOs initially worked as volunteers in 
order to demonstrate a commitment to their stated non-profit mission. 

+ Remote Areas of Operation: Even qualified local organizations may not receive 
funding. LNGOs that have access to remote or volatile areas in Sudan, for example, are 
not receiving any funding from donors because international organizations do not have 
the ability to monitor activities in such areas. 

+ No Training in Money Management: Problems with money management plague 
many community-based organizations that attempt to expand into full-fledged NGOs. 
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Local humanitarians reiterated a need to receive outside training in transparent 
accounting and financial management procedures. Most INGOs that engage in 
partnerships have been quite proactive in providing such training. While some local 
groups have chafed at the strictness of international standards, virtually all accepted 
them as a necessary element of developing strong international ties. Some LNGOs went 
further, in Pakistan and Afghanistan for instance, in stating that international 
partnerships and fmancial training provided a vanguard that could fight a widespread 
local culture of corruption. 

One lesson learned by humanitarians with whom we spoke was that money should be 
injected into the LNGO sector gradually rather than explosively. In initial stages of crises, 
when donor funding is abundant and time short, international money tends to flow to local 
groups in large quantities with little oversight. Only when the emergency has passed do 
monitors begin to notice the abuses and mismanagement spurred by the initial funding 
influx. The implicit lesson is that better long-term relationship~ and stronger local capacity 
might result from a more limited and judicious dispensing of partnership monies and local 
grants in the early period of international humanitarian intervention. 

A second way to build stronger local capacity is for program or core support grants to be 
made in addition to grants for specific projects. Local groups with a solid infrastructure, 
administrative budget, and well-trained staff make the best long-term partners for INGOs. 
The Catch-22 is that most international groups provide little overhead for administrative 
funds to their local partners, and prefer to fund only direct programming costs. We believe 
that if initial partnership grants provided a higher rate- something in the neighborhood of 
10 to 15 percent- of grant money that could be flexibly applied to operating or capital costs, 
such an investment will provide a good long-term return to international humanitarian 
groups seeking local partners. 

8.2 Resources and Efficiency 
Successful NGOs, like successful businesses, must use their resources effectively. LNGOs 
and INGOs alike must be able to justify their use of funds to donors, defending their 
programs as the best possible response to needs identified through a comprehensive needs 
assessment. For this reason, reporting requirements and other mandates imposed by donors 
lead to increased efficiency and contribute to the overall cost-effectiveness of humanitarian 
aid. 

Partnership is a resource-intensive venture, demanding an enormous amount of time and 
resources on the part of bilateral and multilateral agencies. However, such resources are not 
abundant, especially in times of emergency. Therefore, these agencies prefer to use their 
scarce resources for more immediate purposes. Moreover, the administrative cost of 
processing a grant does not usually differ for a donor agency whether these agencies give a 
$2,000 or $200,000 grant- making direct micro-grants from large donors to small LNGOs 
impractical. Bilateral and multilateral agencies, therefore, tend to prefer large umbrella grants 
to one or to a few INGOs (that then channel the funds to LNGOs) over awarding multiple 
small grants directly to LNGOs. 

Given the resource-intensive nature of the relationship, many INGOs are unable to develop 
their partnerships with LNGOs. Headquarters of INGOs encourage their field staff to form 
local partnerships, but do not always offer incentives to do so, or provide field offices with 
special follow-up fmancial support. Effective partnerships, therefore, are unlikely to develop 
unless donors encourage them through their funding conditions for INGOs. INGOs 
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themselves can incorporate partnership development into their staff evaluation criteria, 
motivating field officers to emphasize partnerships when appropriate. 

\ ~.'l'rk~~~~ 

8.3 Lack of a Local Funding . Base 

Funding-Driven Factors 

A lack of local funding sources hinders LNGOs from establishing relatively equal 
partnerships with INGOs. There are several impediments to the creation of a local funding 
base: 

+ Tax collection can be ineffective and insufficient in disrupted states 

+ Refugees and recent returnees are often too focused on their own family's immediate 
survival needs to engage in larger humanitarian contributions 

+ Lack of understanding about the role of NGOs among citizens makes it difficult to 
solicit individual contributions from the public. In countries where there has been no 
previous tradition of a civil society, as is the case in Bosnia and Herzegovin~, a 
misconception about the work of NGOs as "for-profit businesses" prevails:' 

This lack of a local financial base prevents LNGOs from diversifying their sources and 
compels them to rely on whatever international funding is available. Of 300 registered 
LNGOs in Mozambique, for example, only 10 have independent funding sources and 
autonomous relationships with the international donor community. 

8.4 INGO Role as Donor 
The dual role of INGOs as both donor to and partner of LNGOs adversely affects their 
relationship. Three previously discussed forces drive this dual role: 

+ The requirements of bilateral and multilateral agencies that fund INGOs; 

+ The resource costs to INGOs of partnership with LNGOs; and 

+ The lack of local funding sources. 

Since INGOs hold the purse strings, local recipients of funding feel they have little voice in 
programming and other decisions -an imbalance that only changes if LNGOs gain some 
leverage in the funding process. The dual role of INGOs creates power imbalances in 
partnerships with LNGOs that manifest themselves in various forms. Imbalances in certain 
areas appear to play a more important role in partnership than others. These areas, which 
are outlined in further detail below, are: 

+ Defining the role of LNGOs in the partnership 

+ Agenda setting and money morphing 

+ Cost sharing 

+ Terms of contracts 

8.4.1 Defining the role of LNGOs 

Power imbalances tend to allow INGOs to define the role of their local partners. In most 
countries we visited, LNGOs are seen as contractors and service providers. Partnership is, 
therefore, too often synonymous with a donor-implementer relationship and is unlikely to 
last beyond completion of a given project. As a case in point, over 31 percent of the 
LNGOs in Bosnia and Herzegovina that participated in a survey in 1998 stated that they feel 
their donors are using them for their "cheap" services, and about 23 percent of them 
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considered their relationship with their donors "inadequate"20 (NGO Foundation for Bosnia 
and Herzegovina 1998). 

8.4.2 Difficulties arising from agenda setting 

Power imbalances between local and INGOs can allow INGOs to set the programming 
agenda. Internationals may look for LNGOs that focus on a particular issue, such as gender 
in Afghanistan, or trauma therapy after a civil war in Bosnia and Herzegovina. · There are 
several reasons for this issue-specific focus: 

+ Project visibility: Shifting political situations on the ground as well as in the realm of 
international relations make certain projects more "visible" at different times. For 
example, projects providing food and shelter may be the most visible when CNN 
cameras are rolling at refugee camps at the beginning of civil wars. As particular 
projects become highlighted, INGOs are driven to take them on in order to promote 
themselves and receive more funding from individuals and Honor agencies. Sometimes, 
it is the donors themselves that push INGOs to engage in visible projects. However, 
this rapid turnover in thematic focus makes it extremely difficult for LNGOs to 
establish close relationships with INGOs and destabilizes the continuity necessary for 
their continued growth and success. 

+ Government constraints on donor funding: Bilateral and multilateral agencies are 
constrained by their governments to fund results-oriented, visible areas of programming, 
as is clear in the statement of a representative of USAID: ''We have to show 
Washington that we are achieving results or we don't get our budget." 

Another issue arising from international agenda setting is that within a partnership, capacity
building efforts may be structured to instill processes and priorities that are in line with a 
particular INGO or donor's funding mandates. This then increases LNGO fmancial 
reliance on that one particular donor. 

A final issue with agenda setting is that many LNGO projects may reflect the priorities and 
agendas of INGOs but fail to meet the real need of the beneficiaries. Further, LNGOs that 
do not work in the priority area of an INGO are excluded from its funding, training, and 
partnership. This puts tremendous pressure on LNGOs to accept project partnerships with 
INGOs that may rest outside their locally-defmed mission area. 

8.4.3 Money morphing 

The concept of money morphing implies that LNGO missions and areas of programming 
change to fit the program focus of international agency grants. In our field visits, we 
encountered such all-inclusive LNGO mission statements as "dedicated to promoting 
human rights, NGO development, refugee return, the rights of women and children, and the 
development of a multi-ethnic civil society." As a result of such broadly written mandates 
that serve as a "catchall" for international funding, the less established LNGOs plunge into 
projects in which they have little expertise, and into partnerships that can be inappropriate, if 
not ineffective. 

20 In Afghanistan there was also a local frustration that INGOs apply an unrealistic standard to their 
partnerships, expecting local groups to meet strict international management standards without 
adequate financial support. 
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8.4.4 Cost sharing 

The costs of partnership are not equally shared by LNGOs and INGOs partly because of 
the resource factors that underlie the power imbalances bet;w'*-~.~n them. As stated previously, 
partnership is highly resource-intensive, especially in terms of the time and human resources . 
required to nurture an effective relationship. lh relative terms, the larger burden of 
partnership is placed on the shoulders ofLNGOs. For example, one LNGO we spoke with 
was expected to make frequent trips to a city to meet with INGO representatives. For 
LNGOs located in rural areas, such trips can be long and expensive. The subsequent lack of 
sufficient face-to-face communication between LNGOs and INGOs significantly reduces 
the effectiveness of the partnership. 

8.4.5 Terms of contracts 

LNGOs have little leverage to influence the terms of their relationships with INGOs and, in 
particular, to set terms with respect to funding. Many INGOs have an institutional standard 
that prohibits them from distributing funds to local partners in advance of projeb 
implementation. In some cases, the budget is approved for a project but the money is not 
actually sent until months or even years later. This condition makes partnership difficult for 
LNGOs that exist on a project-to-project basis. Stronger LNGOs, with alternative funding 
sources, are better able to affect the funding terms of their partnerships. For example, 
UP:rvffi.C, and LNGO in Gaza, objected to the "non-advance" system of an INGO and 
demanded that it extend up-front funds sufficient to cover the annual salaries of the 
UP:rvffi.C employees assigned to the project. The INGO eventually reached a compromise 
under which it would change its traditional practices and extend UP:rvffi.C enough money to 
cover the salaries of project employees in advance for three-month periods. 

Power imbalances between LNGOs and INGOs appear relatively small or non-existent 
when LNGOs do not have to rely exclusively on INGOs for funding. Financially strong 
LN GOs are able to define their own roles, set their own agendas, share the cost of 
partnership more equally with INGOs, and affect the terms of contracts to incorporate their 
needs. Such LNGOs are able to refuse grants they are not prepared to handle, or projects 
they feel are not reflective of beneficiary needs. For example, several of the strongest 
LNGOs operating in Afghanistan and Pakistan have refused international funding for 
emergency, resettlement, or reconstruction projects that they felt exceeded their 
organizational capacity. 

These cases are extremely rare and amount to only a handful of LNGOs. They do, however, 
suggest that strengthening and diversifying the funding base of LNGOs is a key factor in 
developing successful partnerships. INGOs should be aware of the power imbalances 
created by their role as donors and partners of LNGOs, and should make more deliberate 
efforts to correct such imbalances. Two such efforts are to: 

+ Encourage frequent needs-assessment visits to the offices of LNGOs and the adoption 
of more flexible institutional standards and structures to meet local needs (especially 
fmancial needs); and 

+ Mandate partnership and capacity building as a condition of grant receipt, as a way of 
neutralizing or decreasing power imbalances. It should be noted, however, that 
requiring "strong" local partners, as USAID does, is unlikely to promote small but 
promising new LNGOs. It may only benefit relatively strong, well-established entities. 
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8.5 Short Time Frame 
One of the critical distinctions between emergency assistance in disrupted settings and 
general development work is the time frame of the projects. Because of the volatile 
circumstances in disrupted states, donors are often reluctant to fund long-teJJU projects. 
The funding for most projects tends to be for less than a year in the ftrst instance, while 
some projects, such as distribution of food and shelter, can be funded for as short as three 
months. Successful partnership, as discussed earlier, does not happen overnight; it must be 
developed through a close relationship between LNGOs and INGOs based on mutually 
established respect and trust. Extremely short fmancing windows that require "results" at 
the end of 12 months are harmful to the establishment of true working partnerships. 
According to a representative of an INGO in Mozambique, even a two year period is not 
long enough to build partnerships: "In a two year pilot project we really don't have time to 
train people." 

Two other factors that contribute to short or uncertain time horizons in emergency settings 
also have adverse effects on partnerships: 

+ Funding used as. a politi,"tJI tool: The amount and type of funding that flows into Palestine, 
for example, changes with shifting political circumstances. Funds that used to go to the 
NGO sector are now moving to the Palestinian Authority as outside donors look to 
support the emerging state. This uncertain funding atmosphere makes it very difficult 
for NGOs to plan ahead and develop long-term partnership strategies. 

+ Government funding schemes: Governments tend to divide their assistance budgets between 
one-year renewable emergency grants and long-term development funding. Complex 
situations, such as protracted refugee crises, do not neatly fit into either funding scheme. 
Donor agencies' long-term financial instruments lack the flexibility necessary to respond 
to rapid and frequent changes on the ground. At the other end of the spectrum, the 
extremely short time lines and lack of capacity building in one-year renewable emergency 
grants are also detrimental to the development of successful partnerships. 

8.6 Funding-Driven Factors: Recommendations 
One INGO worker summarized the importance of funding to the partnership process: 
"\V'e're driven by logic, but also by money." Funding-driven factors are key in the creation 
and development of successful partnerships. The perceived or real inability of LNGOs to 
meet strict donor standards is a tremendous barrier for LNGOs who wish to receive direct 
funding from bilateral and multilateral agencies. By default, LNGOs must seek funding 
from INGOs, who in turn must wear two hats- one of donor and the other of partner. 
This dual role creates and sustains power imbalances in the partnership. At the same time, 
there is a positive side to donor and funding-driven agendas. Partnerships and capacity 
building both emerged as widespread practices partly because of donor pressure. Also at the 
behest of donors, previously marginalized populations, such as women in Afghanistan and 
Sudan, became the focus of many NGO programs. 

8.6.1 Donors should use their influence responsibly to encourage productive 
partnerships. 

Donors have wide-ranging power over the programming and methods of client NGOs 
operating in a given area. Although fads and fashions can at times confuse long-term 
priorities, donors in the past have used their influence to provoke productive changes
mandating partnerships, participatory rural assessment, and community involvement in 
projects, among other things. Donors should encourage LNGOs and INGOs to build 
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meaningful cooperative relationships even in crisis situations, and should consider dedicating 
funds to the overhead, administrative, and capital costs of LNGOs . 

. ~ ·:.·~r· 
8.6.2 Donors should be brought in contact with beneficiarl'es so they see the 

usefulness of partnerships. 

When donors are in close contact with the operations they fund, or possess a deep 
knowledge of project impact, they will be more likely to fund partnerships when applicable. 

8.6.3 If donors mandate partnership, LNGOs can gain programming leverage. Donors 
should fund partnerships independently of project-specific programming, 
including LNGO overhead and administrative costs. 

Donor emphasis on partnering offers an opportunity for the development of symbiotic 
relations between INGOs and LNGOs. With careful planning, donor-sponsored . 
collaborations can provide impetus for further programming initiatives. 

8.6.4 INGOs should create financial incentives for partnering. 

INGO evaluation of field and program officers should include an assessment of whether the 
staff thoroughly considered partnership options. Headquarters and donors should 
encourage field offices to think of successful partnerships as a way to make their budget 
share reach more beneficiaries. 

8.6.5 International funding agents should avoid channeling money toward fads, and 
rewarding local groups that follow momentary trends rather than an articulated 
mission. 

International agencies might see a higher rate of return on programming and local capacity 
building efforts in the long run if they reward local groups that stick to a self-expressed 
mission rather than appealing to the most current trends in relief arid development. 

8.6.6 Time frames for partnerships should be flexible. 

Project funding is often uncertain and subject to annual review. In disrupted societies, aid 
can come in even shorter, three- to six-month grants, making INGO-LNGO partnerships 
very difficult. Operating under long-term paradigms can prevent local "money morphing," 
build local capacity in key areas, and thereby lead to greater return on investment. 
Furthermore, longer project periods can provide LNGOs the breathing space to incorporate 
new skills into their work, make mistakes, and learn from them. 

8.6.7 INGOs should lobby donors for policies more conducive to partnership 

INGOs should use their influence with donors to lobby for policies that promote 
programming flexibility. INGO headquarters can speak with aid officials in donor 
governments to discuss approaches that encourage partnerships and capacity building. 

8.6.8 Diversification of funding sources increases the effectiveness of partnerships. 

When possible, diversification of funding sources reduces LNGO dependency on one 
international funding source and can give an LNGO more leverage to either refuse to take 
on INGO projects which fall outside the LNGO's mission, or encourage the LNGO to 
insist that a project's objectives are tailored to local community needs. 
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Coordination and Competition 

Effective humanitarian assistance requires coordination among international NGOs 
(INGOs), between international and local NGOs (LNGOs), and among LNGOs. Yet the 
challenges are substantial to coordinating NGO operations at all three levels. To begin with, 
there is confusion and disagreement over jurisdictions and the appropriate division of labor. 
Organizations also have different mandates and competing agendas, as well as divergent 
approaches to operational partnerships. Information sharing is hindered not only by the 
very nature of operating in a disrupted society, but also by the culture of competition among 
NGOs who must vie for funding sources. Yet NGO coordinationis, in some cases, 
successful. 

This chapter addresses the specific role of coordination in NGO partner relationships. We 
discuss the constraints and manifestations of competition for funding sources, as well as 
other obstacles to establishing fully cooperative partnerships. The chapter concludes with a 
discussion of information sharing advantages and examples of successful coordination 
methods. 

9.1 Competition for Funding Sources 
The fundamental obstacle to coordination is the competition between INGOs and between 
INGOs and LNGOs for scarce funding resources and capable staff. Donor agency grants 
and successful fund-raising depend on the case each NGO can present for the importance 
and usefulness of its work. This then restrains NGOs from agreeing to a coordinated 
division of labor which may place a competitor in higher-proftle geographical areas or in 
sectors which produce more visible results. Too often the common goal of providing 
effective relief or reconstruction assistance can be overridden by organizations' very real 
concerns for their own sustainability. This issue of competition will be raised throughout 
the chapter. 

9.2 Emergency and Post-Conflict Situations 
NGO concerns over funding and organizational autonomy pose challenges to coordination 
efforts in both the crisis itself and in the post-conflict situation. Each stage adds its own 
distinct obstacles to coordination as well. 

9.2.1 Cooperation in emergency situations 

Coordination is complicated in crisis situations by the large number of small actors drawn to 
high-visibility areas. For larger players, a formal or informal coordination system is usually 
created to allocate roles, share information, and avoid duplication of efforts. The UN 
frequently assumes this lead role during the crisis (as was the case in Bosnia with UNHCR 
and in south Sudan with UNICEF). Nonetheless, INGOs do not always go where they are 
needed or instructed by UN coordinating bodies. Some high-proftle regions consequently 
are inundated with relief organizations, whereas others are ignored. 

9.2.2 Cooperation in post-conflict situations 

In the post-conflict stages of reconstruction, whatever centralized coordination there was in 
the crisis period may be lost. During the crisis, the situation is so fluid and the need so 
immediate, that tight coordination and communication among larger NGOs is at least 
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attempted. By contrast, the sense of urgency fades after the crisis, and many organizations 
feel they no longer need to attend coordination meetings in order to be part of ongoing 
activities. Yet the need to coordinate in the reconstruction of a ~ociety is arguably more 
critical in one aspect, since the duplication of efforts in rebuilding community infrastructures 
is more costly than when distributing food and emergency S!Jpplies. · 

In some of the sites we visited, it was in the later stages of crisis that LNGO umbrella 
groups ftrst formed, such as LINK in Mozambique, and the Afghan NGO Coordinating 
Body (ANCB) in Pakistan. These umbrella organizations are the most common forum for 
local cooperation and communication in these countries. LNGOs in post-conflict situations 
also may join provincial fora to better organize and identify which actors are now involved in 
what sectors. This knowledge is key in reducing duplication and ifl terms of identifying new 
partners. 

Example: Coordination in Afghanistan 

The UN's attempt to implement Principle Common Programming in Afghanistan illustrates 
the pitfalls of any attempt to coordinate with authority. In this case, all NGOs, local and 
international, were to submit fund.iitg requests through one coordinating agency, the UN: 
Donors would then award money through the coordinating agency, eliminating duplication, 
waste of services, and inefficiency. However, internal politics at the UN and the INGOs' 
reluctance to sacrifice independence and fmancial sovereignty doomed the attempt to 
coordinate. Common funding is politically challenging, and of dubiqus value according to 
both international and LNGOs. Instead, what worked here was a division of Afghanistan 
and Pakistan geographically and by sector, such that different NGOs would be responsible 
for different areas and different services, according to comparative advantages, with a 
designated key player in each region. 

9.2.3 Competition in post-conflict situations 

As coordination constraints grow post-conflict, competition among NGOs increases. 
During and immediately after a war, LNGOs emerge to provide forms of emergency 
assistance to communities. As the situation improves and advances into the reconstruction 
phase, the need for emergency assistance declines and, with it, the need for LNGOs 
involved in these areas. LNGOs are soon competing with each other for new projects, as 
well as with those INGOs that decide to provide implement services direct, without 
partnering with LNGOs. 

Less competition and greater coordination between international and LNGOs requires a 
paradigm shift away from direct INGO project implementation. In many conflict situations, 
LNGOs do not exist and INGOs entering the setting must directly implement projects. 
However, where LNGOs do exist or emerge in the reconstruction phase of the crisis, 
capability assessments and coordination become essential to avoid duplicated efforts and 
ensure the continued survival of a local civil society. Therefore, when a nascent LNGO 
sector emerges in a country, such as in Palestine during the Intifada, or in Mozambique after 
1991, INGOs should consider changing their operational approach away from full and direct 
implementation- as, in fact, many did. 

The difficulties associated with such a shift away from international direct implementation 
are exacerbated by the fact that INGOs may view LNGOs as indirect competitors for 
funding. The fewer projects an INGO directly implements, the less funding it will receive 
from its donors. 
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9.3 Benefits of Coordination 
Despite the impediments to its achievement, successful coordination provides many benefits 
to aid provision in disrupted societies. Three such benefits are: 

+ More efficient use of resources: When NGOs coordinate project planning and needs 
assessment with representatives of, or those in close contact with local communities, 
resources will not be wasted. For example, one INGO started a school health program 
without coordinating with local teachers' organizations, whose members subsequently 
refused to take on the additional responsibility of implementing the health program. 

+ Avoidance of duplicated programming efforts: This is especially important in large
scale efforts to rebuild infrastructure or conduct health and education campaigns. 

+ Shared "best practice" approaches to partnership 

Coordination also provides greater leverage to LNGOs, which b turn has wider benefits for 
local communities. Through coordinated regional needs assessment and consultation to 
identify comparative advantages, LNGOs can successfully target specific grants or 
partnership opportunities. This simultaneously reduces direct competition for funding 
among local organizations and ensures that all of a community's needs are addressed. 

9.4 Obstacles to Successful Coordination 
Beyond the fundamental issue of competition addressed previously, there are several 
obstacles to coordination: 

Limited Resources: A primary constraint is that resources are limited: there is neither the 
money nor the staff to engage in intensive cross-agency coordination. 

Example: Coordination in Bosnia 

During the war and humanitarian crisis, donor and international NGO coordination was a 
significant constraint in Bosnia-Herzegovina. Since the war; efforts have been made to 
reduce project duplication through international NGO networks such as the International 
Council ofVoluntary Agencies (ICVA), a Geneva-based organization. ICVA Bosnia
Herzegovina was established in 1996 to help facilitate coordination among INGOs in the 
region. Because many relief agencies did not have much previous experience in the Eastern 
European context before the crisis, they faced a number of challenges to adapt their 
strategies to suit Bosnia-Herzegovina. ICVA helped to share expertise and information, save 
resources, advocate for international NGOs in Europe, and provide links between 
international NGOs, governments, and donors. ICV A holds monthly meetings of 
international NGOs to discuss current issues and new funding opportunities; sector-based 
working groups also meet frequently. Representatives from the local NGO council are also 
invited to participate in these meetings to act as a liaison between the INGO and the LNGO 
communities. 

Short Time Frames: Funding constraints can seriously jeopardize coordination efforts and 
thwart IN GO and LN GO desires to work together to design programs that will be 
sustainable. INGOs frequently stated that they would need six months or a year to establish 
a proper working relationship, coordinate priorities and jointly design an implementation 
program, whereas with yearly results packages due to their funding agencies, they only had 
one month. 
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While coordination in a disrupted society is a complex endeavor, NGOs must realize that in 
several countries, there is increasing donor interest in partnering with the local private sector. 
Private companies have proven competencies to provide services at "cost plus," and are able 
to produce a return on investment in rapid time frames. In prder to maintain fun~g going 
forward, INGOs will have to improve their ability to coordinate with local organizations 
under more stringent deadlines. 

Political Affiliations: The political nature of conflict also undermines coordination. 
LNGOs may have political affiliations, and INGOs will be reluctant to partner with them. 
A primary example of this is the SRRA in south Sudan, discussed in detail in the politics 
section of this report. Political divisions also make it difficult for NGOs to identify 
common interests on which to base a collaborative relationship, as is the case in Pakistan 
between Islamic foreign groups, Islamic domestic groups, Afghan groups, and Western 
international groups. Even when such groups manage to coordinate withln thefl;lselves, the 
situation can devolve into a nightmare of coordination among the different coordinating 
bodies. 

Limited Mobility in Conflict SitUations: In conflict settings, humanitarian workers are not 
always free to move within and between locations. Such restrictions on movement can 
impede collaborative efforts and place the more mobile partner (primarily the IN GO) in a 
more powerful position. For example, in Palestine, restrictions on movement between the 
West Bank and Gaza seriously impact Save the Children's ability to coordinate between 
similar projects in the two areas. Local Save staff cannot necessarily obtain travel permits to 
engage in on-site coordination meetings and/ or training sessions with their counterparts. 

9.5 Successful Strategies 
Successful methods of coordination can be divided into three areas. These are: strong and 
constant communication among partners; joint initiatives based on organizational 
comparative advantages; and creation of regional coordinating bodies. 

Example: Operation Lifeline Sudan 

One of the most difficult aspects of coordinating aid in south Sudan is the structure of the 
implementing body of Operation Lifeline Sudan (OLS). OLS is managed in two separate 
operations. The United Nations Coordinator for Emergency and Relief Operations 
(UNCERO) in Sudan, which operates out of north Sudan in Khartoum, is responsible for 
the overall direction of OLS including policy formulation on the key issues of access, 
coordination, advocacy (humanitarian principles) and resource mobilization. In south 
Sudan, meanwhile, UNICEF is responsible as the lead agency for liaison and negotiation 
with rebel movements on all humanitarian access issues, and deals exclusively with OLS 
southern sector policy and implementation. This bilateral approach reinforces the separate 
agenda of the rebel forces opposing the Government of Sudan and predominately the 
SPLA/M and further amplifies specific north/ south distinctions. At the same time, OLS 
greatly improves coordination within each sector. 

9.5.1 Communication 

To be successful, collaboration requires institutionalized communication between partner 
organizations through regular meetings. In many of the successful partnerships identified, 
there are regular (weekly or biweekly) coordination meetings between international and local 
actors, as well as regular telephone communication and separate, less formal meetings 

Page 71 

ACKU



Coordination and Competition Chapter 9 

between the project officers to identify priorities and develop short and long-term agendas. 
Coordination works particularly well when partners can establish good relationships with a 
specific counterpart in the partneriorganization. 

There was a consistent demand for more ~eetings and more co~uilicatiori by both local 
and INGO representatives. Lack of communication leads not only to a lack of coordination, 
but also to a fundamental lack of understanding in terms of goals, priorities and broader 
agendas. Unless NGOs involved in similar issues in a given region strategize and plan 
together, resources will not be well distributed. Increased information sharing, common 
methodology and less competition between NGOs are needed to maximize aid's 
effectiveness in conflict and post-conflict situations. 

9.5.2 Identification of comparative advantages 

Project and resource coordination are vastly improved when INGOs conduct an assessment 
of existing NGOs operating in a regional sector prior to entering that area to implement a 
new program. For example, in Palestine, Save the Children, Gaza Strip, regularly 
incorporates NGOs currently working in their newly chosen project areas. This may mean 
handing over the rpaintenance of a project to another NGO after project completion or 
implementing the project through subcontracts to the LNGO. The degree of coordination 
should depend on how extensive the partner's activities are in that area. 

9.5.3 Coordinating bodies 

Many NGOs, especially international organizations with extensive cross-regional field 
experience, recognize the need to cooperate with other large humanitarian groups, and have 
taken the initiative to create coordinating bodies in areas where they are active. While some 
INGOs will resist attempts at centralized control, such as common funding administered by 
the UN, most groups desire and will independently facilitate collaboration with other 
organizations, both large and small, national and international. What is most important on 
the micro, operational level, is for NGOs with money or influence to encourage inclusive 
and voluntary coordinating bodies in their sphere of operation. At a minimum, these bodies 
may serve as a forum to exchange programming strategies and information. 

\Vithin centralized coordinating bodies, working groups may be created to conduct situation 
analyses, identify key issues, and comparative advantages. In Mozambique, for example, the 
UN established a sector-based working group of donors, government ministries and NGOs. 
This group successfully devised a country-wide plan which prioritized projects assigned to 
working group members according to organizational comparative advantages. 

Several other possibilities for improved coordination present themselves. Examples include: 

Greater donor involvement: Currently, there is no funding for UN, USAID, or other 
donor agency personnel to conduct site visits to the projects they fund. Yet when donors 
monitor their own projects and see how money is being spent, they become much more 
responsive to local groups' needs. They are also better able to identify overlap or make 
recommendations for field-level coordination among their grant recipients. 

Conflict Resolution Mechanisms: Formal conflict resolution mechanisms foster 
cooperation and build networks of trust among different actors involved in humanitarian 
assistance. The following method was suggested by an INGO in south Sudan: "Our general 
rule when we have conflicts is to involve as many relevant groups as possible to resolve 
those issues. For example, we would not just deal with the SRRA or the country 
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commission, or the paramount chief, but rather a consortium of those groups that included 
the chiefs and LNGOs. We would ask all these groups to meet to discuss the issues. We 
feel this is the best way to get diversity of opinion and to prevent things from swinging too 
far in an individual organization or individual's direction." 

Example: Save the Children's Networks of local organizations in Palestine 

In Palestine, Save the Children oversees many of its projects using networks of local 
organizations, comprised of representatives from each of the participating organizations and 
the target community. These committees bring together local N GOs, government bodies, 
and CBOs in regular meetings to discuss projects and priorities. One such committee is the 
Childhood Council for Promising Innocence, formed by Save's Nablus office to focus on 
projects around the Convention of the Rights of the Child. The Committee consists of 
fifteen different partners working on similar issues in the region, who joined together to 
develop a common strategy. Prior to this effort, all agencies and organizations qad operated 
separately, lacked coordination, and duplicated efforts. Noting this, Save invited all 
organizations working with children's issues to meet and discuss common concerns. After 
several meetings, the group decided to establish a council to both increase their effectiveness 
and to deal with government regulatory bodies from a position of strength as a united 
coalition. 

9.6 Coordination and Competition: Recommendations 
9.6.1 Increased communication among local and international organizations raises the 

stock of common knowledge, allows groups to learn from one another's failures 
and successes, and reduces program overlap. 

9.6.2 Coordinating bodies, when possible, should be inclusive and voluntary in nature. 

9.6.3 International groups should consider dedicating resources and time to 
coordinating fora that allow for a frank exchange of views and strategies. 

9.6.4 Coordinating efforts should reach local entities beyond the government and 
NGOs - such as community-based organizations, local committees, and 
traditional leadership structures. 
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Recommendations and Further Questions 

Although we interviewed as many local non-governmental organiZations (LNGOs) as 
international NGOs (INGOs), our findings are geared toward international organizations 
interested in incorporating partnerships into their operations or improving existing ones. 
The limitations of our research and our small sample size prevent us from drafting any best 
practices or typologies for partnerships in humanitarian assistance. However, we managed 
to find several themes or approaches that were common to more than one context, 
suggesting that they merit consideration across a range of settings. We also discovered some 
specific questions for further research. 

Well-intentioned and dedicated INGOs have made much headway in recent years, beginning 
to systematically analyze their partnership efforts and share inf6rmation among field offices 
about successful approaches. Such efforts will contribute to a deeper understanding of when 
and how partnerships can improve the delivery of assistance in impoverished or disrupted 
states. 

In disrupted states, international NGOs enter the scene because local entities- be they 
government, private sector businesses, community organizations, or some combination of 
the three- have failed to adequately address public needs. By definition, local capacity in a 
disrupted state is weaker than before the disruption began. Nonetheless, there are times 
when INGOs can deliver aid more effectively through local organizations and community 
structures, drawing on the LNGOs' local knowledge, access, and lower costs. 

10.1 Define Terms More Clearly 
International humanitarians and aid groups should make a concerted effort to explicitly 
define the terms they use surrounding partnerships -implementing partners, sub-grants, 
capacity building, and dependence. Disagreement about what these terms mean creates 
difficulties in sharing knowledge among organizations and across contexts, and makes 
honest appraisal of the quality of partnering more difficult. 

10.2 Increase Institutional Memory 
Institutional memory can build a deeper understanding of partnership, particularly in 
disrupted societies. Because of high staff turnover in humanitarian assistance, particularly in 
high-pressure disrupted zones, continuity in institutional knowledge is in short supply. Both 
practical and theoretical writings on partnership- from field manuals and best practices to 
case studies and analytical papers- should be collected by INGO headquarters and shared 
with field operatives. 

10.3 Partnership Models and Mechanics 
International organizations should consider at the outset of their operations whether they 
can more effectively meet their goals by channeling resources through a local partner 
organization, rather than by simply hiring more local staff. 

1 0.3.1 INGOs should broaden the scope of groups considered as potential partners. 

Keeping politics in mind, international humanitarian groups should consider the whole 
gamut of indigenous organizations and community structures when screening potential 
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partners. Religious organizations, NGOs from other developing countries, government 
agencies, and informal local committees might in fact meet the prerequisites for a functional 
partnership, despite any connection such groups ffiight have with local political structures. 

1 0.3.2 Expand the range of models employed in partner~hips. 

Emergencies and disrupted settings pose several obstacles to partnering. Therefore, an 
IN GO that chooses to partner should consider as wide a range of partnership models as 
possible. We found a few approaches in our field research that exhibit potential as new 
partnership approaches, and other examples that expand the fieltl of candidates to be 
considered. We describe them not as ideal types- our sample size was too small- but as 
worthwhile strategies meriting further consideration, practice, and research. 

Build independent t·ommum!J structures capable of supporting partnerships. One INGO in Palestine 
created a network of local committees, drawing from community leaders; which advised the 
INGO on its work in the area. These committees enabled the INGO's efforts tb better 
meet beneficiary needs, gain local support, and foster egalitarian partnerships. Such an 
approach depends on the level of activism and the strength of civil society in a particular 
context. 

Community-based organizations offer high partnership potentiaL While CBOs might not be equipped 
to execute programs, they can offer international partners better and deeper access to 
communities than expatriate staff might otherwise be able to achieve- particularly in sectors 
such as health that require community education at a micro level. 

International organizations can att as a sumJgate state apparatus. In Afghanistan, one INGO chose 
to develop its education and health programming using a statist model- providing services 
in the way the public sector had before being disrupted by war. The INGO sees itself as a 
potential partner for a state, when a consolidated state emerges, and intends to tum over its 
vast network of schools and clinics to the national government when a lasting peace 
settlement has been reached. INGOs should be careful, however, that their longer-term 
provision of social services does not come to inhibit the development of strong public 
institutions. 

1 0.3.3 Funding frameworks that only emphasize results make partnerships difficult. 

The USAID funding framework we saw in Mozambique measures IN GO program success 
solely on "results"- taken usually to mean services delivered. This emphasis in effect 
prevents INGOs from dedicating resources to less quantifiable projects, including partnering 
and capacity building. INGOs should lobby donor agencies to evaluate projects with 
broader measures that create room for partnership and other capacity building activities. 

1 0.3.4 LNGOs want more control over funding they administer through partnerships. 

Partner LNGOs that meet fmancial transparency and accounting standards could be allowed 
to distribute money to their own staff members and contractors. Within a partnership, if the 
INGO bypasses its local partner in the payment process, the LNGO tends to feel 
undervalued and disenfranchised. 
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10.4 Politics in Disrupted States 
1 0.4.1 Politics in disrupted societies affect partnering and programming more than in 

development contexts and consequently cannot be ignored. Information about 
local political forces should be institutionalized within aid organizations. 

While most INGOs we interviewed kept themselves well apprised· of political developments 
in their area of operation, those with long experience emphasized that political. savvy and 
awareness are crucial to successfully forging partnerships and delivering aid. 

1 0.4.2 Any decision to sever contact with local political authorities should only be taken 
after fully considering the costs in access and credibility within a disrupted state. 

In many contexts, international organizations feel they cannot successfully cooperate with 
local governing structures, such as the Taliban or the SPLA. However, open communication 
channels with political leadership may result in better access and often more informed 
programming; any decision to cut contact with these authoritieS; should only be taken if the 
cost of such contact is inordinately high. Communication does' not imply support for or 
collaboration with the political authorities in question. 

1 0.4.3 Given the special nature of political pressure on LNGOs, INGOs should think 
about permitting local partners to consider approaches to neutrality and solidarity 
that may differ from those of the international partner. 

An INGO that takes pains to be non-partisan might consider the benefits of allowing their 
local partners to be more partisan within the communities in which they are active. It may 
be impossible for an LNGO in a charged environment such as Palestine, Southern Sudan, 
Bosnia, or Afghanistan not to choose sides or be perceived as choosing sides; often, being 
allied with some strain of political thought or action allows the local partner to be more 
effective. 

1 0.4.4 When INGOs can stand above local politics, they should mediate among local 
entities with divergent interests, facilitating cooperation between state, NGO, and 
private sectors, or among fractious ethnic, religious, or political groups. 

As outsiders, international groups who choose to make long-term state building or societal 
stability a programming goal are uniquely poised to facilitate cooperation among divided 
groups. Partnerships provide an excellent incentive for local bodies to cooperate not only 
with international groups, but among themselves. 

1 0.4.5 INGOs should consider their political advocacy potential with their constituent 
donor governments. 

\Ve are not recommending that humanitarian aid groups take more of an advocacy role. 
However, many LNGOs we interviewed expressed a belief- perhaps unrealistic- that 
INGOs can intercede with Western governments to take political action that can alleviate a 
society's disruption. \Ve suggest here only that INGOs consider whether such advocacy is 
desirable, practicable, or compatible with their missions. 

1 0.4.6 INGOs must adjust their partnership as a disrupted state evolves or devolves 
through different stages. 

As a crisis worsens or aba_tes, a successful international partner will change its strategy to 
take advantage of new openings in political space or to minimize risks incurred by a tenser 
climate. Partnerships, like programming, are very sensitive to changes in the political 
context. 
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10.5 Assessing and Building Capacity . ~. J~ 
1 0.5.1 International organizations should clear-ly define what they mean by "capacity 

building" in their grant proposals and programming plans. Capacity-building 
projects should include a set of measurable benchmarks. _ 

1 0.5.2 INGOs should consider a gradualist approach to funding LNGOs, always taking 
into account a partner's absorptive capacity. 

Rapid infusions of money into LNGOs can often exceed absorptive capacity a~d fail to 
achieve their intended goals. INGOs engaged in partnerships should consider whether a 
gradualist approach would more effectively achieve their capacity-building goals. Large-scale 
grants with short-term project periods that do not encourage accountability structures can 
actually harm a nascent LNGO's institutional capacity by overwhelming them and 
demanding "too much too soon." While administratively more costly, INGOs and their 
donors should make an effort to grant project contracts responsibly. 

1 0.5.3 Assessing local capacity is a full time job. INGOs should dedicate organizational 
resources to local capacity assessment, and institutionalize their assessment 
process across country offices. 

INGOs should dedicate resources and time to adequately evaluate and catalog capacity 
proflles of potential partners. Particularly in disrupted contexts, what local capacity exists is 
neither readily apparent nor static. At least one group we interviewed assigned a program 
officer to compiling dossiers on local NGOs and comparing viewpoints with other 
international NGOs that had partnered with local organizations. INGOs interested in a 
meaningful assessment of local capacity must dedicate resources to investigating and 
evaluating it. 

1 0.5.4 Short-term capacity-building projects have limited scope. Deep institutional 
capacity building can require years of sustained partnership and coordination 
with other INGOs. 

Local populations can acquire skills in a relatively short amount of time, depending on the 
pre-existing level of education and the strength of civil society. Short-term capacity-building 
projects can impart, report- and grant-writing skills, accounting and management techniques, 
and sector-specific skills training. Deep institutional capacity building, however, requires a 
wide range of sustained skills training and regular ad hoc consultations. Such capacity 
building requires international NGOs to take into account both needs identified by the 
INGO and those expressed by the LNGO whose capacity is being built. Furthermore, 
capacity-building efforts can be more successful when INGOs coordinate their partnership 
strategies, perhaps leading several INGOs to invest in a single LNGO. 

1 0.5.5 Institutional capacity building requires funding overhead, capital investments, 
salaries, and personnel development for local organizations. 

\Vithout a stable operating budget and resources, an LNGO is only as good as its last 
project. In order to take a pro-active role in setting the aid agenda, LNGOs need enough 
administrative investment to maintain consistency and capitalize on short-term capacity
building projects. 
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1 0.5.6 Would-be international capacity builders should learn what institutional needs are 
expressed by local organizations, even when they do not intend to, or cannot, 
address those needs. 

INGOs should take into account the broader skills requirements of local N00s beyond 
those defined on a project-specific basis by the intemation·al NGO. Needs assessment and 
design of local capacity-building projects should always involve local representatives. 

1 0.5. 7 Given local brain drain problems, INGOs should be sensitive to how their hiring 
practices will affect LNGOs pay scales and labor pools. 

LNGOs can rarely compete with the salaries INGOs offer local staff; consequently, the 
most talented LNGO workers often defect to international organizations. Although there 
may be no easy solution to this problem, INGOs should try to minimize the degree to which 
they distort the upper echelons of the local labor market. . 

1 0.5.8 INGOs should support networking efforts among LNGOs to promote local to local 
capacity building. 

10.6 Dependency Relationships 
Our preliminary recommendations to ameliorate dependency relationships in disrupted 
societies are as follows: 

1 0.6.1 Long-term efforts to foster independent local coping mechanisms should include 
exit strategies for international partners. 

1 0.6.2 Local bodies should be encouraged to diversify their funding sources, 
incorporating whenever possible, local in-kind or cash contributions. LNGOs 
should also learn how to raise funds directly from international donors. 

Income-generating schemes and contribution mechanisms make local bodies more 
sustainable in the long run. When the economy allows, marshalling local support and 
participation for projects through in-kind community contributions can strengthen 
community networks and civil society, as well as increase a local group's legitimacy with 
beneficiaries. Furthermore, if LNGOs can appeal directly to international donors with 
credible grant proposals, they may become less dependent on international partners. 

1 0.6.3 INGOs should decide how much control they are willing to surrender to local 
bodies and clearly state those boundaries to local partners. 

\Vhile it might be impossible in a particular context to expect financial independence and 
sustainability from an LNGO- particularly when the host economy and tax base are 
shattered or weak- INGOs should consider granting functional autonomy or programming 
independence to their partners. 

1 0.6.4 Both LNGOs and INGOs should lobby local governments for tax codes and 
regulatory frameworks that allow donations to LNGOs. 

1 0.6.5 During an international organization's initial intervention, humanitarians should 
seek to employ local institutions - not just individuals - to deliver assistance 
whenever possible. 

The seeds of dependence are planted during the initial stages of a crisis. It is therefore 
important that INGOs consider options to counteract these tendencies from the start. 
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1 0.6.6 LNGOs should consider refusing or restructuring grants and capacity-building 
projects they feel might damage their long-term prospects for autonomy. 

',:~:r~·· 

10.7 Funding-Driven Factors 
One INGO worker summarized the importance of funding to the partnership process: 
''We're driven by logic, but also by money." Funding-driven factors are key in the creation 
and development of successful partnerships. The perceived or real inability ofLNGOs to 
meet strict donor standards is a tremendous barrier for LNGOs who wish to receive direct 
funding from bilateral and multilateral agencies. By default, LNGOs must seek funding 
from INGOs, who in turn must wear two hats- one of donor and the other of partner. 
This dual role creates and sustains power imbalances in the partnership. At the same time, 
there is a positive side to donor and funding-driven agendas. Partnerships and capacity 
building both emerged as widespread practices partly because of donor pressure. Also at the 
behest of donors, previously marginalized populations, such as women in Afghahistan and 
Sudan, became the focus of many NGO programs. 

1 0. 7.1 Donors should use their influence responsibly to encourage productive 
partnerships. 

Donors have wide-ranging power over the programming and methods of client NGOs 
operating in a given area. Although fads and fashions can at times confuse long-term 
priorities, donors in the past have used their influence to provoke productive changes
mandating partnerships, participatory rural assessment, and community involvement in 
projects, among other things. Donors should encourage LNGOs and INGOs to build 
meaningful cooperative relationships even in crisis situations, and should consider dedicating 
funds to the overhead, administrative, and capital costs of LNGOs. 

1 0. 7.2 Donors should be brought in contact with beneficiaries so that they see the 
usefulness of partnerships. 

When donors are in close contact with the operations they fund, or possess a deep 
knowledge of project impact, they will be more likely to fund partnerships when applicable. 

10.7.3 If donors mandate partnership, LNGOs can gain programming leverage. Donors 
should fund partnerships independently of project-specific programming, 
including LNGO overhead and administrative costs. 

Donor emphasis on partnering offers an opportunity for the development of symbiotic 
relations between INGOs and LNGOs. With careful planning, donor-sponsored 
collaborations can provide impetus for further programming initiatives. 

10.7.4 INGOs should create financial incentives for partnering. 

INGO evaluation of field and program officers should include an assessment of whether the 
staff thoroughly considered partnership options. Headquarters and donors should 
encourage field offices to think of successful partnerships as a way to make their budget 
share reach more beneficiaries. 
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1 0.7.5 International funding agents should avoid channeling money toward fads, and 
rewarding local groups that follow momentary trends rather than an articulated 
mission. 

International agencies might see a higher rate of return on programming and local capacity 
building efforts in the long run if they reward local groups that sti<;:k to a self-expressed 
mission rather than appealing to the most current trends in relief and development. 

1 0.7.6 Time frames for partnerships should be flexible. 

Project funding is often uncertain and subject to annual review. In disrupted societies, aid 
can come in even shorter, three- to six-month grants, making INGO-LNGO partnerships 
very difficult. Operating under long-term paradigms can prevent local "money morphing," 
build local capacity in key areas, and thereby lead to greater return on investment. 
Furthermore, longer project periods can provide LNGOs the breathing space to incorporate 
new skills into their work, make mistakes, and learn from them. 

1 0.7.7 INGOs should lobby donors for policies more conducive to partnership 

INGOs should use their influence with donors to lobby for policies that promote 
programming flexibility. INGO headquarters can speak with aid officials in donor 
governments to discuss approaches that encourage partnerships and capacity building. 

10.7.8 Diversification of funding sources increases the effectiveness of partnerships. 

When possible, diversification of funding sources reduces LN GO dependency on one 
international funding source and can give an LNGO more leverage to either refuse to take 
on INGO projects which fall outside the LNGO's mission, or encourage the LNGO to 
insist that a project's objectives are tailored to local community needs . 

10.8 Coordination and Competition 

1 0.8.1 Increased communication among local and international organizations raises the 
stock of common knowledge, allows groups to learn from one another's failures 
and successes, and reduces program overlap. 

1 0.8.2 Coordinating bodies, when possible, should be inclusive and voluntary in nature. 

1 0.8.3 International groups should consider dedicating resources and time to 
coordinating fora that allow for a frank exchange of views and strategies. 

1 0.8.4 Coordinating efforts should reach local entities beyond the government and 
NGOs- such as community-based organizations, local committees, and 
traditional leadership structures. 

1 0.9 Futher Questions 
Our research helped us identify a number of areas for further research by academics and 
practitioners interested in advancing our understanding of international-local partnerships 
outside of traditional development. Below we list some of the most compelling. 
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1 0.9.1 What are the similarities and differences between partnerships in emergency and 
development? 1 

Research is needed to assess the applicability of Mark Leach's typology of development 
partnership models to disrupted states. A more comprehensive and detailed study should be_ 
conducted to evaluate the potential overlap between disrupted and stable contexts in relation 
to partnership strategies. More research is needed specifically in disrupted states to compare 
success rates of projects conducted by INGOs alone with those conducted through INGO
LNGO partnerships, and to identify how partnerships differ at different stages of a crisis. 
Such research may also yield insights as to the potential benefits of partnerships, the most 
appropriate mechanisms for specific situations, and the range of viable potential partners. 

1 0.9.2 How do human rights concerns affect partnership? 

Although we only explored the role of human rights issues in partnership tangentially, rights 
are playing an increasing role in INGO agendas and programming. Further study could 
examine how INGOs have gone about mainstreaming human rights into their operations, 
and how this approach impacts their ability to partner with local organizations. 

1 0.9.3 How can goals such as capacity building and partnership be measured to 
evaluate program success? 

Much aid programming can be evaluated based on quantitative measures- number of 
beneficiaries served, territory covered, etc. However, partnership and capacity building, 
among other aims, are much more difficult to measure. Further research could explore ways 
of assessing partnerships and capacity building programs, to assist donors and INGOs that 
make them integral parts of the programming strategy. Such research would help assign 
value to the typically undervalued commodities and skills that LNGOs bring to partnerships: 
local knowledge, language, community trust, etc., and might bring more balance to the 
power dynamics in INGO-LNGO relationships. 

1 0.9.4 How do legal and contractual issues impact partnership in disrupted states 

Further study could quantify the minimal legal framework needed for partnership in a state 
where the legal system has stopped functioning. What successful strategies have been 
adopted to make partnership possible in societies where contracts and legal systems are not 
operating normally? 

1 0.9.5 What incentives within the political economy of INGOs motivate and deter 
partnership and capacity building? 

The political economy of INGOs provides a fertile area for quantitative exploration, and can 
lead to a better understanding of why they choose certain strategies and how best to affect or 
change those strategies. What economic forces drive the global aid community? At present, 
how do the fmancial incentive structures for large international aid groups fit with 
programming such as capacity building and partnerships2 

1 0.9.6 From what range of feasible exit strategies can INGOs draw? What income-
generating schemes exist for LNGOs in disrupted societies? 

There are few reliable known methods to design an INGO exit strategy. A systematic study 
of NGO field experience and management techniques could perhaps contribute to a 
practical methodology for INGOs that want to create feasible exit strategies from their 
partnerships. In a related vein, economic analysis of income-generation possibilities for 
LNGOs in disrupted societies would set realistic parameters on what degree of local 
sustainability can be expected. 
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10.10 Conclusion 
Our recommendations are directed primarily at IN GOs but should also offer some insight 
on partnerships for LNGOs. As the result of preliminary and anecdotal research, they point 
to a number of strategies that ought to be considered. As the INGO community builds a 
deeper storehouse of knowledge, best practices, and institutional experience, it can better 
assess when and how partnerships are effective in disrupted states. Decades of experience 
have taught us that in emergencies and upheavals, there is no standardized approach to 
successful aid. However, more and more groups are making local capacity an integral part of 
their operating strategy, a move that if successful should promote long-term sustainability 
and viability for indigenous coping mechanisms. 

Organizations formulating strategies should recognize the critical dynamics of partnership 
mechanisms, the political backdrop in their area of operations, their impact on local 
capacities, the potential to unintentionally create dependency, the effects of funding, and the 
need to continuously coordinate and communicate. This paper has attempted to illuminate 
several key considerations, techniques, and recommendations that we hope will provoke 
thought among bqth aid practitioners and researchers. 
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Organizations Interviewed 

Bosnia & Herzegovina: 
International NGOs Interviewed 
International Rescue Committee (host 
organization) 
Gordon Bacon, Country Director 
Hamdije Cemerlica 2 
71000 Sarajevo, BiH 
Telephone: 387 71 230 800 
gordon. bacon@irc-bosna.org 

CARE Bosnia and Herzegovina 
Hamdije Cemerlica 35 (Pofalici) 
71000 Sarajevo, BiH 
Telephone: 387 71 230 102 

International Council of Voluntary 
Agencies (ICVA) 
Nick Scott-Flynn, Director 
Obala Kulina Bana 4 
71000 Sarajevo, BiH 
Telephone: 387 71 210 201 
icva@bih.net. ba 

The New Bosnia Fund 
Zlata Ramie 
Hakije Kulenovica 26 
71000 Sarajevo, BiH 
Telephone: 387 71 445 097/204 384 
nbfund@bih.net. ba 

NGO Foundation for Bosnia and 
Herzegovina 
Go ran Todorovic, Director 
Hamdije Cermerlica 2 
71000 Sarajevo, BiH 
Telephone: 387 71 444 551/230 800 
nvofond@bih.net. ba 

Save the Children UK 
Ul. Hi seta 2 (Magros) 
71000 Sarajevo, BiH 
Telephone: 387 71 666 343/666 133 
scfuksa@bih.net. ba 

Bosnia & Herzegovina: Local 
NGOs Interviewed 
Aldi 
Ibrahim Imamovic, Director 
43 Drinske Brigade 
73000 Gorazde, BiH 
Telephone: 387 73 22 78 50 
aldi_gorazde@hotmail.com 

Anima 
Cviko Asima 
73000 Gorazde, BiH 
uzanima@bih.net. ba 

Be My Friend (Budi Moj Prijatelj) 
N adz ida Sljivo, Director 
Fra Andela Zvizdica 1 
71000 Sarajevo, BiH 
Telephone: 387 71 668 660 
bmf@pksa.com. ba 

CIP (NGO Information and Support 
Center) 
Amra Pandzo-Djuric, Director 
Ante Fijamenga 14b 
71000 Sarajevo, BiH 
cip@bih.net. ba 

Corridor 
Zineta Rasavac, Executive Director 
Terezije bb 
(Dom .Mladih Skenderija) 
71000 Sarajevo, BiH 
Telephone: 387 71 230 154 
corridor@utic.net. ba 

Luna 
Bojan Bajic, Director 
Dlaze Mihajlovica 35 
73260 Rudo R. Srpska, BiH 
Telephone: 387 73 783 502 
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}.,ledica Zenica 
Duska Andric-Ruzicic, Project Leader 
Mokusnice 10 I 34 
72000 Zenica, BiH 
Telephone: 387 72 37 104 
medicaze@miz. ba 

Most 
Kovacevic Dubravka, Director 
Cara Lazara 12 
73240 Visegrad BiH 
Telephone: 387 73 682 313 

Nasa Djeca (Our Children) 
Olgica Drinic, Director 

. Bulevar Kralja Tvrtka 11 
72000 Zenica, BiH 
Telephone: 387 72 418 768 
Ndjeca@miz.ba · 

Zene Zenama (Women to Women) 
Hamdije Cemerlica 25 
71000 Sarajevo, BiH 
Telephone: 387 71 524 353 
Zene2000@bih.net. ba 

Bosnia & Herzegovina: Other 
Organizations Interviewed 
United Nations High Commissioner for 
Refugees (UNHCR) 
Office of the Chief of Mission 
UNIS Building, Tower A 
Fra Andela Zvizdovica 1 
71000 Sarajevo, BiH 
Telephone: 387 71 666 1601666 367 

United Nations Development Program 
(UNDP) 
Integrated Resettlement Programme for 
Travnik and Vitez 
Erika Brandisa 25 
72270 Travnik, BiH 
Telephone: 387 72 511 864 
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Mozambique: International 
NGOs Interviewed 
Save the Children, Mozambique 
Annie Foster, Field Office Director 
Av. Thomas Nduda 1489 
Caixa Postal, 1854 
Maputo, Mozambique 
Telephone: 258-1-49-31-40 
afos ter@tropical. co.mz 

Pathfmder International, Mozambique 
Karen Waltensperger, Country 
Representative · 
Av. Julius Nyerere No. 657-2 Andar 
CP 1590 
Maputo, Mozambique 
Telephone: 258-1-49-41-44149-44-86 
kwaltensperger@pathfind.org 

CARE Intemacional em Mocambique 
Patrick Sayer, Director de Programas 
Av. Martires de Mueda 596 
CP 4657 
Maputo, Mozambique 
Telephone: 258-1-49-20-6416 
Psayer@caremoz. uem.mz 

World Vision, Mozambique 
Av. Paulo Samuel Kankhomba 1170 
CP 2531 
Maputo, Mozambique 
Telephone: 258-1-42-29-22142-03-12 

PACT 
Sam Connor, Country Representative 
PACT Mozambique 
C.P. 329 Nampula, Mozambique 
Telephone: 258-6-21-22-13 
Scpact@teledata.mz 

Mozambique: Local NGOs 
Interviewed 
LINK-Forum das ONGs 
Bodil Wickman, Director 
Rue Jose Antonia Almeda #191 
Maputo, Mozambique 
Telephone: 258-1-49-62-79 I 49-62-80 
Furum@link. uem.mz 
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ADCR-Associacao para o 
Desenvolvimento das Comunidades 
Rurals 
Henrique Alberto Chissano, Director 
C. Postal 210 
Prolongamento da Rua Maguiguana 
Xai-Xai, Mozambique 
Telephone: 258-1-22-681 

AMODEFA 
Matilde Mapatse, Project Director 
Av. Tanzania No. 40 
Maputo, Mozambique 

CFD-Associanao Crianca, Familiae 
Desenvolvimento 
Agostinho Mamade, Executive Director 
Av. Armand Tivane 1608 
CP 4150 
Maputo, Mozambique 
Telephone: 258-1-48-38-55/49-89-61 
cfd@mail. tropical.co.mz 

Mozambique: Other 
Organizations Interviewed 
US AID 
Juliet Born, Program Advisor 
Rua Faria de Sousa, 107 
CP 783, Maputo Mozambique 
Telephone: (258-1) 49-07-26/49-35-63 
J uborn@usaid.mz 

USIS/U.S. Embassy 
Harriet McGuire, Adida para a lmprensa 
e Cultura (Public and Cultural Attache) 
USIS Av. Mao Tse Tung, 542 
Maputo, Mocambique 
Telephone: 258-1-49-11-16 
Hmcguire@bigfoot.com 

UNICEF-United Nations Children's 
Fund 
Dermot Carty, Project Officer 
Av. Do Zimbabwe 1422/1440 
CP 4713 
Maputo, Mozambique 
Telephone: 258-1-49-10-23/4 
dermot@unicef.uem.mz 

Organizations Contacted 

Pakistan: International NGOs 
Interviewed 
CARE Afghanistan 
U.P.O Box 926 
House 6; Park Lane 
University Town, Peshawar, Pakistan 
Telephone: +92 91 40614 
careaf@psh. brain. net. pk 

Human Concern International 
P.O. Box 880 
University Town, Peshawar, Pakistan 
Telephone: +92 521 840 524 · 

International Medical Corps ·' 
Phase IV, Sector N-4, Street #1A, House 
#9 
Hayatabad, Peshawar, Pakistan 
Telephone: +92 91 824 988 
imc@pes.comsats.net.pk 

International Rescue Committee 
G.P.O. Box 504 
House 12-C Chinar Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 43310 
ircpa@psh. brain. net. pk 

Norwegian Church Aid 
84-E Rehman Baba Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 45267 
nca@afghan. psh. brain. net. pk 

Save the Children-UK 
Shan Campbell, Program Manager, 
Afghanistan 
228 Gul Haji Plaza 
Peshawar, Pakistan 
Telephone: +92 91 44784 
scfafghan@aol.com 

Swedish Committee for Afghanistan 
G.P.O. Box 689 
24 E/D Chinar Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 840218 
scapsh@brain.net. pk 
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Pakistan: Local NGOs 
Interviewed 
Afghan Development Association 
Abdul Raziq Samadi, Managing Director 
U.P.O. Box 922 
House 17 -F / A-1, K.K. Khattak Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 845 212 
afgdevas@psh. brain. net. pk 

Afghan Inkeshafee Tabiawee Markaz 
Dr. Mohammad Faiz, Director 
G.P.O. Box 1117 
House 41-F, Sahibzada A Qayum Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 45306 

Afghan \Vomen's Resource Center 
Partawmina Hashimi, Director 
P.O. Box 1421 
Arbab Road, House 122 
University Town, Peshawar, Pakistan 
Telephone: +92 91 42904 
awrc@psh. brain. net. pk 

Agency for Rehabilitation and Energy 
Conservation in Afghanistan 
Rafaat Ludin, Director 
U.P.O. Box 709 
17-E Abdara Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 41993 
area@pes.comsats.net.pk 

Bureau for Rural Rehabilitation 
P.O. Box 1093, Univ.Town 
House 60, Phase I, E3, St. 5 
Hayatabad, Peshawar, Pakistan 
Telephone: +92 91 811 226 

Cooperation Centre for Afghanistan 
Sayed Sarwar Hussaini, Director 
GPO Box 1378 
P-1, Phase IV, House 4, Main Road 
Hayatabad, Peshawar, Pakistan 
Telephone: +92 91 815647 
hussaini@pes.comsats.net.pk, 
zia@cca. pwr. sdnk. undp.org 
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IbnSina 
Anwarulhaq J abarkhail, Director General 
39-D1, S.J. Afghani Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 41632 
direct@ibnsina: psh. brain. net. pk 

Rural Development of Maihan 
Abdul Ahad Maihanyar, Director 
P.O. Box 615 
University Town, Peshawar, Pakistan 
Telephone: +92 91 41940 

Pakistan: Other Organizations 
I nterview~d 
Agency Coordinating Body for Afghan 
Relief 
U.P.O. Box 1084 
2 Rehman Baba Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 45347 
acbar@brain.net.pk 

Commissionerate for Afghan Refugees 
Hayatabad, Peshawar, Pakistan 
Telephone: +92 91 921 7051 
g.bacha@pes.comsts.net.pk 

European Union 
Delegation of European Commission to 
Pakistan 
5C-2 Abdara Road 
University Town, Peshawar, Pakistan 
Telephone: +92 91 43574 
macleod@encom. pwr.sdnpk. undp.org 

Islamic Coordination Council 
Dr. Ahmad Jan Ahmad, Executive 
Coordinator 
Gul Haji Plaza, Flat No. 409 
Peshawar, Pakistan 
Telephone: +92 521 45342 
icc. psh@ brain. net. pk 

UN High Commissioner for Refugees 
U.P.O. Box 767 
1 Gul Mohar Lane 
University Town, Peshawar, Pakistan 
Telephone: +92 91 842375-6 
damato@unhcr.ch, pakis@unhcr.ch 
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Palestine: International NGOs 
Interviewed 
ANERAMain 
Thomas Neu, Middle East Representative 
P.O. Box 19982 
Jerusalem, Israel 
Telephone: +972 2 627 707 6 
tom@anera-jwg.org 

ANERA Gaza Strip 
Salah Sakka, Gaza Strip Director 
P.O . Box 145 
Gaza City, Gaza 
Telephone: +972 7 282 0329 
sakka@palnet.com 

CARE International 
P.O. Box 54258 
Jerusalem, Israel 
Telephone: +972 2 628 7287 
care@alami.org 

Save the Children - Main 0 ffice 
Tom Krift, Director 
P.O. Box 25042 
Shu-fat, Jerusalem 97300 
Telephone: +972 2 583 3643/6302 
scfwbgs@palnet.com 

Save the Children- Gaza Strip Office 
P.O. Box 199 
Gaza City, Gaza 
Telephone: +972 7 826040 
scfgs@palnet.com 

Save the Children - Halhoul Office 
Telephone: + 972 2 992 6894/5 
scfbebm@palnet.com 

Save the Children- Nablus Office 
Shuko & Hamawi Building 
Najah University Street 
Nablus, West Bank 
Telephone: 972 9 383764/5 

Palestine: Local NGOs 
Interviewed 
Childhood Council for Promising 
Innocence 
P.O. Box 342 
Nablus, West Bank 
Telephone: +972 9 238 1433 

FA TEN 
Muhammed A. Khaled, Executive 
Director 
P.O. Box 2446 
Ramallah, West Bank 
Telephone: 972 2 296 1470/1 

Gaza Community Mental Health 
Programme (GCMHP) 
P.O. Box 1049 
Gaza City, Gaza 
Telphone: +972 7 286 5949/282 
5700/282 5710 

Palestinian Agricultural Relief 
Committees (P ARC) 
Abd El Karim, Executive Director 
P.O. Box 225 
Gaza City, Gaza 

Organizations Contacted 

Telephone: +972 7 284 4491/282 6318 
adming@palnet.com 

Palestinian Forum of Education for 
Development Association & Cana'an 
Telephone: +972 7 284 6511/284 6501 

The Culture & Free Thought Association 
Mariam Zakoot, Director 
P.O. Box 76 
Khan Y ounis, Gaza 
Telephone: +972 7 205 1299 
cfta@palnet. com 

The Local Committee for Rehabilitation 
Amjad Rfaie, Director 
Askar Camp 
P.O. Box 1525 
Nablus, West Bank 
Telephone: +972 9 238 1588 
AmjadRfaie@yahoo.com 
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Union of Palestinian Medical Relief 
Committees (UPMRC) 
Abd El hadi Abu Khousa, Gaza Director 
P.O. Box 339 
Gaza Rimal, Gaza 
Telephone: +972 7 282 5407 
mrs@baraka.org, mkb@baraka.org 

Palestine: Other Organizations 
Interviewed 
Deir-Sharaf Village Council 
Dier-Sharaf 
Nablus, West Bank 
Telephone: +972 9 238 4688 

Dura Municipal Government 
Dura Municipality 
West Bank 
Telephone: +972 2 228 0355/555 

High Council for Childhood and 
Motherhood (HCCM) 
Arslan Al-Agha, Director 
Telephone: +972-7-284 1499 

United Nations Relief and Works Agency 
for Palestinian Refugees (UNRWA) 
P.O. Box 19149 
Jerusalem, Israel 
Telephone: + 972 02 589 0408/0414 

Southern Sudan/Kenya: 
International NGOs Interviewed 
United Nations Children's Fund 
(UNICEF) 
Operation Lifeline Sudan (Southern 
Sector) 
Musa Bungudu, Field Coordinator, 
Lokichokkio 
P.O. Box 44145 
Nairobi, Kenya 
Telephone: +254-2-871 761 352 227 
mbungudu@unicef.org 

United Nations High Commissioner for 
Refugees 
Saber Azam, Head of Sub-Office 
P.O. Box 43801 
Nairobi, Kenya 
Telephone: +254-2-873-382 281 231 
kenka@unhcr.ch 
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Adventist Relief Agency (ADRA) 
Jack Iracha, Program Officer 
P.O. Box 14756 
Nairobi, Kenya 
Telephone: +254-2-443936 
ADRA.SouthSudan@maf.org 

CARE Somalia/South Sudan 
Gregory K. Brady, Assistant Country 
Director, South Sudan 
P.O. Box 43864 
Nairobi, Kenya 
Telephone: +254-2-718405 
greg@care.or.ke 

Carter Cent~r, Global 2000 
Kelly Callahan, Program Manager 
P.O. Box 44145 
Nairobi, Kenya 
Telephone: +254-2-871 761 352 227 

Catholic Relief Services (CRS)-Sudan 
Berhe Tewolde Berhan, Assistant Country 
Rep res en ta tive 
Muthithi Road, Wesdands 
P.O. Box 48932 
Nairobi, Kenya 
Telephone: +254-2-748022 
berhe@crssudan.org 

Famine Early Warning System (FEWS) 
Nick Maunder, Regional Representative 
P.O. Box 48700 
Nairobi, Kenya 
Telephone: +254-2-350523 
nmaunder@fews.org 

OXFAM-UK 
Shemelles Mekonnen, Emergency Water 
Program Coordinator 
P.O. Box 40680 
Nairobi, Kenya 
Telephone: +254-2-446003 
Oxfamsss@form-net.com 

Save the Children-UK 
Chris Bowley, Deputy Programmer 
Director, Sudan 
P.O. Box 48700 
Nairobi, Kenya 
Telephone: +254-2-540365 
scfssp@maf.org 
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World Vision 
Pamela Matinde, Program Officer 
AACC Building, 4th Floor 
Waiyaki Way 
P.O. Box 56527 
Nairobi, Kenya 
Telephone: +254-2-441777 
pamela_matinde@wvi.org 

South Sudan/Kenya: 
Local NGOs Interviewed 
Sudanese Relief and Rehabilitation 
Agency 
David Deng, Tech Adviser, SRRA 
P.O. Box 39892 
Telephone: + 254-2-6227 3 7 
ddeng@uncy.org or ddeng@unicef.org 

SUDAN Production Aid (SUPR-Aid) 
Acuil Malith Banggol, Chief 
Administrator 
Airport View Estates, House No. 80 
P.O. Box 77901 
Nairobi, Kenya 
Telephone: +254-2-604565 
supraid@maf.org 

Mundri Relief and Development 
Association (MRDA) 
Samuel Mody J araba, 
Administrator/Chief Accountant 
P.O. Box 60837 
Nairobi, Kenya 
Telephone: +254-2-566012 
mrda@maf.org 

Southern Sudan/Kenya: Other 
Organizations Interviewed 
Paul Murphy, Former Program Officer, 
Irish Concern 
Box 66255 
Nairobi, Kenya 
Telephone: +254-2-566400 
pmurphy@iconnect.co.ke 

Jo Kinneer 
Accompanier/ Advisor, Christian Aid, Vet 
Works Sudan 
Box 14205, Nairobi, Kenya 
Telephone: +254-2-566400 
pmurphy@iconnect.co.ke 

Organizations Contacted 

Scott Purser 
· Advisor, New Sudan Council of Churches 

World Relief, Program Coordinator 
spurser@maf.com 

Andrea Rodericks 
Former Program Developer Coordinator, 
Care-Lesotho 
aroderic@Princeton.ED U 

USA: International NGOs 
Interviewed 
American Near East Refugee Aid 
(AN ERA) 
Nina Dodge 
1522 K. Street NW, Suite 202 
Washington, D .C. USA 
Telephone: +202 347 2558 
Anera@mail.anera.org 

AmidEast 
Bob Hurd, New Business Director 
1730 M. Stree, NW, Suite 1100 
Washington, D.C. 20036 USA 
Telephone: +202 776 9622/9600 
inquiries@amideas t.org 
bhurd@amideas t.org 

Doctors of the World 
375 West Broadway, Fourth Floor 
New York. NY 10012 
Telephone: 212 226-9890 
Fax: 212 226 70 26 
www.doctorsoftheworld.org 
dow@igc.apc.org 

International Medical Corps 
11500 W. Olympic Blvd., Suite 506 
Los Angeles, CA 90064 USA 
Telephone: 310-826-7 800 
Fax: 310-442-6622 
imc@imc-la.org 
www.imc-la.org 

Grassroots International 
Souad Dajani 
179 Boylston Street, 4th Floor 
Boston, MA 02130-4520 USA 
Telephone: +617 524 1400 
sdajani@igc.org 
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ICRC Regional Delegation 
2100 Pennsylvania Ave. NW 
Suite 545 
Washington, DC 20037 
icrc_ wash@msn.com 

Catholic Relief Services 
East Africa Team 
209 West Fayette Street 
Baltimore, l\1D 21201-3443 
( 41 0) 625-2220 
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UNICEF 
Emergency Programming Division 
UNICEF House 
3 United Nations Plaza 
New York, NY 10017 
(212) 326-7000 

ACKU



Appendix II 

Interview Guide 

Woodrow Wilson School, Princeton University 
Graduate Policy Research Workshop, Local-International NGO Relationships 
(Essential questions appear in bold) 

Preamble 

+ Purpose/preamble describing the project 

+ Mention interviewee organization will get copy of fmal report 

+ Confidentiality- only the research team will see the interview notes. In the body of the 
final report, no remarks will be ascribed to an individual person. 

+ Do you have any questions? 

I. Nature of organization, mission, activities 
A. Background information 

(LNGOs: much of this data can probab!J be culled from annual reports, etc ... ) 

1. Could you tell us a little about your organization: LNGOs: how you came into 
being, when, how/if you have changed since etc? INGOs: when you became operational 
in this country, why, generally what you have been doing, how/if this has changed since? 

2. Are there special issues or difficulties in partnering in emergencies, or in 
situations of recent conflict, mass flight or recent repatriation? 

3. Around what time horizons do you design your projects/in-country presence? How 
long do you expect to be operational in a given locale or crisis? 

4. From where does your organization get most of its funding? 

0 Own government 
0 Foreign government 
0 Foundations 
0 Private contributors 
0 ParentNGO 
D Partner NGO 
0 OtherNGO 
0 UN 
0 Other 

5. How big is your in-country staff? Where are they from? How many volunteers work 
with your organization? 

B. Mission & Activities 

6. How would you describe your mission? Who do you serve? Who do you 
represent? 
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7. 

8. 

9. 
0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

10. 

How does the country's political climate affect your operations? How 
strong/ autonomous is the indigenous NGO sector in this country? 

Appendix II 

How are internal decisions made in your organization? How is the agenda set? 
How are policy decisions reached? _ 

What needs of the refugee population does your organization work to meet? 
Food distribution 
Refugee resettlement 
Refugee repatriation 
Psycho-social programs 
Camp management 
Health services 
Natural Disasters 
Education 
Children, including: education, tracing, fostering/ orphanag~, unaccompanied minors, 
psycho-social programs 
Gender 
Development· 
Demobilization of ex-combatants 
Civil society, including human rights monitoring/ reporting and education 
Income-generation/ micro-credit schemes 
Infrastructure (roads, buildings) 
Agriculture, including distribution of seeds and tools 
Other ____ _ 

How does your organization involve refugees in assessing needs, designing and 
implementing programs? 

II: Nature, basis & process of cooperation 
Cooperation is def1ned as combining human or financial resources with another NGO, 
international or local, the government, or other entities to deliver services, design, or 
implement programs. 

1. With what kind of local / international organizations do you 
(partner/ cooperate/ collaborate)? 

~ {If yes) For how long have you cooperated, etc ... , with local/ international NGOs? 
How significant a role do these partnerships play in your work? 

~ {If no) Why are you not involved in partnerships? Have you attempted cooperation in 
the past? 

~ {Both) Do you have plans to get involved in partnerships in the future? 
~ {Both) What do you hope to gain/achieve from such partnerships? 

2. What are the strengths of such partnerships? What are the weaknesses/ 
difficulties of such partnerships? 

3. Approximately how many local/ international organizations do you cooperate with? 
\Vho are your major partners? 
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~ Approximately what percentage of your [in-country] budget is dedicated to 
collaborative. projects with local/ international NGOs? 

4. How do you identify organizations with whom you cooperate? 

~ Do you seek out partners or do they approach you? 
~ Does your organization have a formal policy for cooperation? 

Ill. Questions on Specific Projects 
(NB there mqy be more than one partnership projed- ask the followingfor each) 

1. How did the partnership come about? 

0 Personal connection 
0 Spin-off organization 
0 Common goals 
0 Donor agenda 
0 Government regulation 
0 Forced by political/ economic circumstances 
0 Need for broader resources or comparative advantage 
0 Other _____ _ 

2. What are you trying to achieve through the partnership? What are the main 
issues your collaborative work is designed to address? 

3. Is capacity building an explicit part of your partnership agenda? If so, in what 
form does the capacity building take place? 

0 Technology transfers 
0 Human capital development 
0 Training seminars 
0 Feedback on management and organizational structure 
0 Feedback on project design 
0 Feedback on implementation 
0 Feedback on monitoring 
0 Personnel hiring & training 
0 Other ___ _ 

4. Do you have mechanisms exist for joint decision making at various stages of the 
project cycle? If so can you describe them? 

0 Needs identification 
0 Project design 
0 Budget determination 
0 Proposal writing 
0 Fundraising 
0 Implementation 
0 Distribution of funds 
0 Monitoring & oversight 
0 Project evaluation 
0 Other ___ _ 
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5. How is the project funded? Was North-South NGO cooperation/ capacity 
building a factor for the donors? 

6. Where do you plan to seek future funding? 

7. Does the division of project responsibilities between the international and local 
partners shift over the life-span of the project? If so, how would you· characterize 
that shift? 

8. Does the international member of the partnership present an explicit exit strategy from 
the partnership? 

9. What strategies do you use to address differences of opinion that arise over the 
course of the partnership? 

10. How do you assess the success of the partnership? 

IV. General Wrap-up 

1. Have your past experiences with cooperation changed the way you approach and 
structure new such relationships? Lessons learned? 

2. How have cultural differences impacted your partnerships? How have you addressed 
such issues as they have come up in your work? 
0 Sensitivity training 
0 Cross cultural communications workshops 
0 Other __________________ _ 

3. To what extent does your partner organization understand or value your contribution to 
collaborative work? How do you judge this? 

4. Are there any other important issues in cooperative work that we haven't touched on? 

5. In general, we hear from both NNGOs and SNGOs that they would like SNGOs 
to play a greater role in humanitarian assistance and emergency response than 
they do right now, and for North-South partnerships to do a better job of 
strengthening SNGOs capacity. Do you have suggestions as to things you think 
could be tried right now or in the future or suggestions as to obstacles that get in 
the way which might be changed? 

6. Is there anything else you'd like to say? 

At close of interview: 
+ Leave copy of form letter explaining research project with your contact information. 

+ Complete contact sheet. Which method of communication works best for them? 
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Letter of lntroduction21 

October 1999 

To whom it may concern: 

Thank you for agreeing to meet with us during our visit to [country]. We are part of a policy 
workshop team from Princeton University's graduate program in public and international 
affairs. We are conducting research for a joint report on relations between international and 
local non-governmental organizations (NGOs) in emergency settings and in long-term 
sustainable management of refugee crises. Research teams are travelling to five different 
sites: West Bank/Gaza Strip, Pakistan, Mozambique, Bosnia, and Kenya/Sudan .. Each team 
is conducting interviews with field staff of international and local NGOs in orde'r to learn 
more about how partnerships function. 

Although a good deal of research has been conducted on North-South NGO relations in the 
field of development, very little work has been done on the special- and more difficult~ 
case of emergency/ refugee settings. We would like to fmd out what models have been tried 
in terms of partnership arrangements; what the key issues are and how these differ from 
those found in general development work; and what has worked and not worked. Insight 
into the role your organization plays in service-provision and capacity-building will be most 
helpful to us in our research project. Our main task is to produce a joint report on relations 
and partnerships that will be available to the broader NGO community. The report will not 
evaluate the work of individual organizations. Rather it will serve to highlight issues in 
partnership across multiple settings. 

We wish to assure your organization and staff that in our final report individual sources will 
not be identified beyond their organizational affiliation. Only the research team in Princeton 
will see the transcripts of individual interviews. 

Should you have any questions or require additional information about our research after the 
interview, please feel free to contact us. A copy of our final report will be sent to your 
organization upon its completion. 

Best regards, 

Resean·hers 

21 Research teams gave this letter to all subjects interviewed during their field visits, printed on 
letterhead from the \Xloodrow \Vilson School of Public and International Affairs, Princeton 
University. 
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Profiles of Countries Visited by Research Teams 

Bosnia-Herzegovina 
The Dayton Peace Agreement, signed in November 1995, established Bosnia and 
Herzegovina (Bosnia-Herzegovina) as an internationally recognized country with a common 
national government and two entities, the Republika Srpska (RS) and the Federation of 
Bosnia and Herzegovina. Although the Agreement "grants refugees and displaced persons 
the right to safely return home and regain lost property, or to obtain just compensation," 
and some 470,000 refugees from "majority" areas have returned home or opted for a new 
place to live, minority returns (Muslim returns to a predominantly Serb area, for example) 
have been more problematic. The latest elections in Bosnia-Herzegovina reflected enduring 
affiliations with ethnic groups, and voters overwhelmingly voted along party (ethnic) lines. 
Because refugee returns are primarily a local issue, there is not much optimism that minority 
returns will be successful in nationalist areas. 

Almost four years after the Dayton Agreement, Bosnia-Herzegovina is still struggling to 
rebuild its once multi-ethnic, now ethnically divided, society. While progress has been made 
in the physical reconstruction of the country, social reconstruction still faces many 
challenges. In many sectors of society, such as psycho-social work, human rights, education, 
health, and small enterprise assistance, NGOs have stepped in to offer services that post-war 
public institutions have been unable to provide. But public awareness about the third sector 
remains low, and communication between NGOs and the governmental sector is often 
derailed by mutual mistrust. Legal complexities and differences between laws in the state's 
two entities, the Federation of Bosnia-Herzegovina and the RS provide further obstacles to 
the development of a strong, efficient third sector. 

Inter-entity cooperation between NGOs in the Federation and the RS is still very weak, due 
to a legal framework that makes it difficult for an NGO to work in both parts of the 
country. Each entity has different registration requirements, both of which are restrictive, 
and in order to work in both parts of the country, double registration is needed: a complex 
and costly process. These divisive NGO laws are an obstacle to efficient inter-ethnic 
cooperation, and a joint effort by both entities is needed to change these laws. 

In addition, there is a great need for increased public awareness of the third sector and its 
importance in Bosnia-Herzegovina civil society. This public awareness is necessary for the 
development and growth of the NGO sector, as well as for the development of cross
sectoral partnerships between NGOs and government, media and business. 

\Ve chose Bosnia-Herzegovina as our field visit site because it has a very large INGO 
community, many of which have initiated local partnerships. It is also an example of a very 
recent but recalcitrant refugee crisis, with refugee return statistics far below the goals set 
forth in the Dayton Accord. By making a field visit, we were able to interview a broad range 
of humanitarian NGOs and their local counterparts. Because of "donor fatigue" in Bosnia
Herzegovina and the Kosovo crisis, many of these IN GOs are leaving their local partners -
this transition phase is of particular interest to our research project. Because some of these 
issues, such as funding, equity, and trust between partner and host organization, are quite 
sensitive, face-to-face interviews are necessary. 
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Mozambique 
Thirty years of colonial and civil war in Mozambique ended with a peace agreement in 
October 1992. Over one million people had been killed in the struggle against Portugal, 
which culminated in Mozambique's independence in 197 5, and in the ensuing years of civil 
war between the FRELIMO government and the RENAMO guerrilla movement. During 
the nearly three decades of conflict, more than four million of Mozambique's seventeen 
million people were internally displaced while nearly 2 million became refugees in 
neighboring nations. 

With the signing of the peace agreement in 1992, the United Nations High Commissioner 
for Refugees (UNHCR) allocated $100 million to distribute food, seeds, tools and shelter 
materials, and launched over 1,500 "Quick Impact projects" (QIPs) to rehabilitate schools, 
health, water and transportation systems for rapidly returning IDPs and refugees. From 
1992-96 UNHCR, in conjunction with a governmental coordination body; helped to 
repatriate 1.7 million Mozambican refugees in one of the largest and most successful projects 
ever undertaken in Africa. Mozambique has experienced little political or military instability 
since 1992, and the current democratically elected government has engaged in positive steps 
towards fostering and aiding the reconstruction and rehabilitation process. 

Following the ftrst multiparty election in October 1994, which returned the FRELIMO party 
to power, Mozambique has remained stable and at peace. In 1996, with nearly six million 
people successfully reintegrated, UNHCR relinquished its responsibilities to the 
Mozambican government and other international and national NGOs. Since 1996, NGOs 
have generally concentrated their efforts on long-term development programs, including 
agriculture, health and infrastructure rehabilitation, as well as on clearing the formerly 
contested districts of hundreds of thousands of landmines. 

Our host organization, Save the Children, began operational involvement in Mozambique in 
1984, when many INGOs were ftrst invited in by the FRELIMO government to help 
procure and distribute relief assistance. With the ending of hostilities, Save has shifted from 
relief centered operations to activities centered on health, education, agriculture, food 
security, and micro-credit program development. 

Since the signing of the peace accords in 1992 and the establishment of a formalized 
governmental registration process that recognizes and legalizes the activities of both INGOs 
and LNGOs, more than three-hundred NGOs have registered their operational presence in 
Mozambique. Relations between the government and NGO sector remain somewhat 
strained, however, due to a lack of understanding between both groups regarding the 
possible positive attributes that each could add to the operations of the other. Adding to 
these difficulties is the general weakness of the LNGO sector. Although scores of 
indigenous NGOs exist, the vast majority of them lack strong institutional capacities, clear 
organizational missions, and all cope with serious problems of sustainability due to the lack 
of an indigenous funding base and competition for scarce funds accrued from the 
international sector. 

The present situation in Mozambique affords a unique opportunity to research the ongoing 
development of the LNGO sector in a post-conflict transitional period. Most international 
NGOs have expressed the need for capacity building at the LNGO level. This initiative has 
been forwarded in the interest of continuing the development of a strong and vital civil 
society in the democratic post-conflict period. Issues of governmental recognition and 
control, competition for funds, and enormous social needs in all regions of the country 
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illustrate some of the challenge that confront the emerging LNGO sector and also highlight 
the tremendous importance of coordination and cooperation between the donor, INGO, 
and governmental sectors. 

Pakistan/ Afghanistan 
Pakistan has been hosting refugees from bordering Afghanistan since 1979, when the Soviet 
Union invaded the small mountainous republic. The long jihad (holy war) by bands of 
Afghan insurgents against the Soviets was largely funded by the United States and the Gulf 
States; training camps were located in Pakistan, and Afghan refugees were encouraged to 
come to Pakistan with lavish stipends and support. Once the Soviets withdrew from 
Afghanistan in 1992, Western donor governments quickly lost interest and cut off the 
funding to which nearly 2 million registered refugees had grown accustomed. Civil War 
broke out again in Afghanistan in 1995, and this time refugees were discouraged from 
coming to Pakistan. The Pakistani government backs the Taliban movement which now 
controls nearly 90 percent of the country, and has become less friendly to refugees that 
support the Afghan opposition. 

In 1999, approximately 1.2 million Afghan refugees were registered with UNHCR and the 
government; aid officials estimate the real Afghan population at more than 2 million, with 
the balance fully integrated into the Pakistani economy. Most refugees live in fully 
functional villages; there are no official restrictions on their movement or employment. 
Many hundreds of thousands live as seasonal migrants, returning to Afghanistan to farm 
family land during the summer. 

UNHCR and the Pakistani government now focus their programs on providing a safety net 
to the neediest of refugees, those who are too poor to support themselves or to consider 
repatriation when and if the latest civil war in Afghanistan concludes. Privately, officials 
admit that at least half of the refugees will never go home, but say it is politically impossible 
to naturalize them. 

The Pakistani government's Commissionerate for Afghan Refugees and UNHCR act as the 
official lead agencies to deliver about $10 million in aid annually within Pakistan. Three 
coordinating bodies compete to organize the hundreds of active NGOs: the Agency 
Coordinating Body for Afghan Relief (ACBAR), the most respected, comprises 78 groups, 
including all the western INGOs and the largest LNGOs; the Islamic Coordination Council 
comprises a dozen Muslim NGOs from the Gulf States and North Africa, and no local 
groups; and finally, the Afghan NGO Coordination Bureau (ANCB) comprises solely local 
N GOs and was formed to increase their influence within the aid community. 

Despite two decades of active presence, hundreds of millions of dollars in official aid (and 
far more in military aid during the Afghan war with the Soviets), and repeated attempts to 
"build capacity" and "Afghanize" the NGO community, there have been shockingly few 
instances of successful, enduring partnerships between foreign and indigenous organizations. 
More than 300 indigenous NGOs work for Afghans in Pakistan and Afghanistan, yet less 
than a dozen have budgets approaching $1 million annually. 

Afghanistan illustrates one of the great potential boons of partnering with indigenous 
organizations. International humanitarian aid groups were spending tens of millions of 
dollars inside Afghanistan in August 1998, but most still had retained headquarters in the 
safe zone across the border in Pakistan. When US missiles struck Afghanistan that month, 
all international staff had to flee. Those organizations that were working with viable local 
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partners saw their operations continue virtually uninterrupted despite the protracted 
evacuation of expatriate staff and the closure of foreign NGO offices in Afghanistan. 

Palestine 
The Palestinians have suffered displacement longer than any other refugee group of 
comparable size. Initially, the Palestinian refugee population consisted of persons whose 
normal place of residence was Palestine between June 1946 and May 1948 and who lost their 
homes and means of livelihood as a result of the 1948 Arab-Israeli conflict. Estimates vary 
of the number of Palestinian refugees displaced from within what became the borders of 
Israel in 1948. According to the United Nations, there were a total of 914,000 registered 
Palestinian refugees in 19 50 living in Jordan, Lebanon, the Syrian Arab Republic, the 
Jordanian-ruled West Bank or the Egyptian-administered Gaza Strip. 

As a result of the 1967 Arab-Israeli war, another 300,000 Palestinians fled .from the West 
Bank and Gaza, to Jordan, Syria, Egypt and elsewhere. Of these, approximately.i180,000 
were first-time refugees ("displaced persons"), while the remainder were 1948 refugees 
uprooted for the second time. In later years, substantial numbers of Palestinians were 
obliged to leave Jordan (1970-71), Lebanon (1982), Kuwait and other Gulf states (1990-92), 
and Libya (1995-96). A considerable number of Palestinians have thus been displaced on 
more than one occasion, a factor which has complicated the question of their nationality and 
legal status. 

The Palestinian refugee population is not limited to those actually displaced by the conflict. 
Refugee status has been extended to the descendants of persons who became refugees in 
1948. The number of registered Palestinian refugees has subsequently grown to more than 
3.6 million in 1999, and continues to rise due to natural population growth. The fourth 
generation of Palestinian refugees is now growing up in camps constructed by their great
grandfathers. 

The proximity of Gaza and the West Bank to one another made them a pragmatic choice for 
inclusion as a research site, given the limited amount of time allotted for field research. 
Currently, there are 569,741 registered refugees in the West Bank, 153,380 of which live in 
refugee camps. Another 798,444 Palestinians with refugee status are registered in the Gaza 
Strip. Of these, 43 7,650 live in official refugee camps. The refugee camps are administered 
and operated by the United Nations Relief and Works Agency for Palestinian Refugees in 
the Near East (UNRWA), a 22,000 strong UN agency responsible for the Palestinian refugee 
population since the onset of the crisis. 

The situation in Gaza and the West Bank also offers a unique opportunity to examine 
North-South capacity building at the crossroads of humanitarian relief and development 
work. The displaced populations in the territories have been living away from their homes 
for decades. Those that serve them have been forced to confront the challenges of 
sustainability often associated with development efforts. Furthermore, with the signing of 
the Declaration of Principles and the Wye River Memorandum, an increasing number of 
refugee NGOs are reexamining their role in light of the emergence of the Palestinian 
National Authority and the likely phase out of UNRWA. For years, the issue of capacity
building has been central to the field of development studies. Through the Palestinian case 
study, we hoped to drawn upon those lessons already uncovered by development 
practitioners. 
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South Sudan/Kenya 
Nearly four decades of on-going civil war in Sudan has forced millions of people to leave 
their homes and relocate to other areas both within and outside of Sudanese borders. The 
adverse effects of armed conflict on displaced populations within Sudan have been 
exacerbated by natural disasters, including a five-year drought and ·flooding of the Nile River, 
leading to humanitarian crises in several regions. 

In 1989, the United Nations initiated Operation Lifeline Sudan (OLS) to respond to the 
emergency needs of war-afflicted and displaced populations in Sudan. The OLS operation 
adheres to the terms of a signed agreement between the UN, the Government of Sudan 
(GoS) and the southern rebel factions, by which OLS is afforded "negotiated access" for 
humanitarian assistance interventions. OLS is divided into two sectors; a northern sector 
operating in GoS areas (which was not visited by our research tearri) and a southern sector 
operating in areas held by the rebel groups as well as in GoS-controlled southern towns. 
Our research effort focused on the southern sector portion of the OLS operation. The 
southern consortium consists of 42 UN agencies, INGOs and LNGOs, which provide 
emergency and rehabilitation assistance in the southern portions of the country. The 
southern sector of OLS operates out of Lokichok.kio in northern Kenya and is coordinated 
by UNICEF. 

In addition to the humanitarian relief services provided by OLS, there are approximately 12 
INGOs, such as the International Committee of the Red Cross and Irish Concern, working 
outside of the OLS structure to meet the needs of persons displaced due to war and/ or 
natural disasters in Sudan. 

The goal of this research was to explore the effectiveness of existing partnerships within 
OLS, to understand the emergence of NGOs outside the formal OLS structure, and to 
develop recommendations to address the concerns of both groups for improving the 
partnerships or effectiveness of relief operations. 

The field trip to Kenya enabled the researchers to conduct extensive interviews in both 
Nairobi and Lokichok.kio with field staff of UN agencies, international and local NGOs, and 
other organizations working within and outside of the OLS structure. Such interviews 
provided the researchers with varying perspectives on the level and nature of coordination 
among OLS agencies, among non-OLS agencies, and between OLS and non-OLS agencies. 
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