Moshi Dialogue

Review cases:

DENMARK
In spring of 2009 we have organised separate preparatory meetings in Tanzania, the Netherlands and Denmark. The aim of the preparatory meetings was to identify questions and dilemma’s on relationships. One of the things we had asked the participants was to write short cases which contains one of the questions or dilemma’s they experienced in their own practice.

We have collected these cases and they have played a role in our joint meeting where we set out the agenda for the Moshi Dialogue.

For your preparation on the Moshi Dialogue it is helping when you read all cases and answer the following questions:

1. Which dilemma’s or questions do you recognise in your own practice?

2. Which dilemma’s or questions do you like to discuss in the Moshi Dialogue and what exactly do you want to discuss around that dilemma or question?  What are you hoping for by discussing this topic? (select 3 dilemma’s or question which are interesting for you and which you recognise in your own work)

3. If, from your point of view a dilemma or question is missing write a short case from your own experience and bring this to the Moshi Dialogue or send it to Nyantito before the 4th of November 2009.

CASES and questions from Denmark
Case 15.-16
	15.-16. Danmission: How to be church partners accompanying each other as well as development partners having a professional relation
1.  Introduction

Danmission is a Danish church-based NGO that works with:

  a.  Support for church development in Asia and Africa,

  b.  Poverty reduction in Asia, Africa and the Middle East,

  c.  Dialogue (interreligious and intercultural dialogue) in Denmark, the Middle East, Asia and Africa.

With the exception of dialogue work in Denmark, all work is carried out by partners in cooperation in the respective countries. The most significant partners are churches and to a lesser extent faith-based NGOs. There are no partners outside of the church context.

Some of the churches that Danmission works with were originally founded by Danish and/or Norwegian, Swedish and German missionaries back in the 1800s. At that time the Danish missionaries were sent by Danish missionary societies, some of which later merged into what is now Danmission.

2.  Statement of problem

Danmission’s Southern partners (churches) have a double role today, namely:

A.  To be churches – that is to say, spreading of the Christian gospel, congregation building in the local communities, education of church staff (pastors, evangelists, Bible teachers), diaconal work, etc.

B.  To be agents of development work in civil society (health, education, rights-based advocacy work, organization of local community groups, implementation of livelihood projects, etc.

In the first-mentioned role, the church functions as a preaching church, which has the task of spreading the Christian message in accordance with Biblical principles. In the second role, the church functions as an (often significant) part of civil society with the task of improving conditions for the weak in society. The churches see these two tasks as a combined expression of their engagement in the local community.

As a church partner, Danmission has cooperative relationships in both areas, the church focus and the development focus.

With regard to the church focus (role A), Danmission has been a cooperative partner with the South churches for 100 to 150 years, through many “ups and downs”. We have journeyed together in good times and in bad, without calling into question our fundamental partnership/accompaniment.

With regard to the development role (role B), Danmission functions, as do all Northern partners, within the requirements and conditions for administering development assistance, for example, the requirements from Danida, among others.

From our point of view, the partner churches have not in practice separated the two roles from each other very much. They find it difficult to understand that cooperation is based on two sets of widely different premises. We may also not have been effective enough with clarifying this to our South partners. 

3.  Cases

Case 15:  Something has gone wrong in the development focus

We have been partners with a church for 60 years. Originally, the cooperation began as a church partnership combined with health support. The church partnership still functions, although less visibly now, at least when we base our assessment on economic efforts from Danmission’s side. In more recent years, the main focus of our economic cooperation has been on development assistance (health, education of children and young people, advocacy work etc.), to which Danida has also contributed assistance funding.

As a consequence of a failure in leadership in church administration that has allowed for fraud with funding from Danmission and other Northern partners in church development projects, we have suspended further development assistance until a thorough investigation is carried out, with an appropriate clarification from the churches’ uppermost leadership. The uppermost church leadership has hardly itself been involved in fraud.

Apparently, failure in church leadership is not seen as a large problem by the church. They cannot understand that we cannot still be development partners, because we have after all been church partners for 60 years through “ups and downs”. 

At Danmission, we cannot understand that the church leadership cannot understand, that one can still be a “church partner” in regard to accompaniment, but not a “development partner” in regard to economic concerns, because cooperation is based on two sets of widely different premises. 

Case 16:  Something has gone wrong in the church focus

In another example (not from Tanzania), a group in the church has “bought” its way into power in the church. When compared with our Scandinavian norms, members of the group must be considered as acting corruptly in a number of cases. They occupy the highest leadership positions in the church and thereby control both the church focus and the development focus, which involves important development projects financed by Danmission and others.  

The church leadership sees no problem with continuing the more than 100-year-old partnership. They have formally accepted that misuse of funds and resources may not occur in development projects which are financed by us.

At the present time, we are attempting to isolate our development projects from the rest of the church’s activities, and we are using an extraordinary amount of resources for monitoring.

However, can church partnership – that is to say, accompaniment – survive on the basis of these conditions in the future? What significance does the 100-year partner cooperation have in the immediate situation in relation to church partnership?

4.  Dilemmas

Dilemma 1:
How can we best separate the two widely different cooperative relationships of A) church accompaniment and B) development work?

Dilemma 2:
When something goes wrong in the one cooperative relationship, what influence can/should it have upon the other cooperative relationship? What could be a good process to restore trust and cooperation?
Dilemma 3:
When there is no more “Northern money” involved in the development focus, the cooperative relationship stops by itself. But what endures – what has lasting value – in the church relationship when there is no more money from the Northern partner (Danmission)?

Dilemma 4:
How do we achieve genuine equality in cooperation, both in terms of rights and obligations? How do we overcome the emotional aspects, where we in the North feel obligated to not be seen as new imperialists because of the money, and those in the South succumb to the “little brother” mentality because of historical traumas from the colonial time and scarcity of economic resources in the present?

In other words: How can we attain genuine openness/honesty in our personal relationships between North and South for the purpose of mutual understanding and enrichment?


	Case 17.
Dealing with situations where the project and partner organization looses capacity

Describe the case (the actual issue or dilemma that serves as good example)
Sometimes projects are under influence of changes in staff (North and South). These changes can occur when moving to new phases and/or bridging phases as well as on everyday basis. Most often new employees will fill in the “gaps” but sometimes it is not as easy. Sometimes a project loses a lot of capacity when employees leave for different reasons resulting in situations where the project comes to a standstill. Suddenly lack of progress causes frustration in a way that threatens all the previous work and most of the people involved looses faith in the project. 

Who are involved (brief introduction)

A northern Danish NGO (NORTH) and a southern NGO (SOUTH) are working together in Malawi. During the process of moving three smaller projects into a new phase it was agreed to place all the individual projects into one larger project. In order to save the budget from too many expatriate salaries as well as a new setup in staffing it was decided not to extend the contracts on the JPO’s stationed locally and project managers where reduced to one. For one project this turned out to be very unfortunate. 

The local organization (BHA) was (and still is) working on wildlife management on local bird hunting. During the changes into the new phase the stationed JPO was removed together with the project manager leaving most of the daily work with the BHA to SOUTH. SOUTH had during the project phase been capacity build to take over the responsibilities but almost at the same time a very resourceful person working for SOUTH left the organization and months later the chairman (a most respected man) of the BHA died.    

Describe the effects:
Suddenly the project experienced an extreme lack of information and progress, leaving the local BHA all alone and stranded. All plans and promises for the future were at a standstill. The new project setup had extreme difficulties in replacing the lack of capacity and the BHA had difficulties in reorganizing itself after the death of their experienced and respected chairman. All this meant that the local bird hunters were left alone with their problems and years of cooperation and mutual respect were threatened. 

Even though the problems were solved the time getting there was long. The sudden lack of capacity meant that many of the ongoing projects were delayed because people had to catch up on previous agreements and meetings. The local hunters had lost faith in the project and trust between NORTH/SOUTH and the BHA had to be restored. 

Even though this is an occurrence of unfortunate events the same pattern is seen between phases where changes are made or the general uncertainty in a bridging phase. 

Describe the key question that arises from the case
· How do we prevent changes of staffing not to have to great an impact on the projects? 

· How do we make sure that a bridging phase does not result in a standby of the projects?



	· 

	Case 18

	18. International Aid Services – Denmark: Improving communication between North and South

Introduction: IAS-DK is a professional umbrella organisation for Danish Pentecostal churches working in development. The key issue here is how IAS can help to build capacity in the north and south enabling Northern partners to communicate better with Southern wishes and demands and vice versa.

Communication N/S partners:

IAS (International Aid Service) with capacity in water, sanitation, HIV/AIDS, and special needs education are partnering with 3 organisations under FPCT engaged in relief and development work and with capacity in agriculture, HIV/AIDS, education and social development.  The partnership has been good and positive, but as a Northern partner we have experienced challenges in communication.  We are currently running a capacity building course with our local partners. Our goal is within this year to draft several proposals with the 3 local partners.

Now we are at the stage where we have encountered challenges with communication. During the capacity building workshops we had a very hard time getting timely feedback and answers. They do not seem to handle deadlines as N does and even though internet is accessible for some of the partners, they do not check email and answer regularly. Especially one of the partners do not have access to internet so getting in contact with them takes long as they do not regularly come to a town to check their mails. As the northern partner we had problems as we were accountable to our donors, and for the southern partners we become the “annoying” part that always act as the “watchdog” trying to get them to do “their part”. Currently we still have challenges with communication in our capacity building programme, as the local partners are still not replying on time. On asking by phone if they have received the email, they confirm that they have received the mails but still they do not manage to reply before deadline.

Here is where we encounter the cultural differences between N/S.  For us we run into the situation rigid time vs. fluid time situation and understanding of responsibilities toward the partner.

Dilemmas: 

We would like to help them raise their organisational and project management capacity and assist them in fundraising according to their strategic plans. 

Key concerns/dilemmas:

· How do we communicate the importance of reporting and answering on time to our local partner?

· Could capacity building regarding communication and obligations according to N standards help solve problems or are the cultural differences a challenge and thus need for the partners (N/S) to have a workshop on understanding the differences? Protocol and leadership/ reporting structures seems to come before responsibility towards finishing assignments, meeting deadlines and working on the efficiency

· What can we do to prevent unnecessary dilemmas for both N/S partners in the communication in future work on projects where delays e.g. in reporting to the donor can have severe consequences towards funding etc.?

· With the change of funding from N to S are different communication structures needed that take into account such communication challenges?



	Case 19

	19. FIC-Denmark: Accident or murder with an intent to rob?

We currently work with a youth umbrella organisation (we can call it YOU) in Dar es Salaam to develop trainers and advisers’ qualifications at a new training centre for young people. The project will get into contact with the unemployed youth in the local area. The school will act in the way that young people can come directly from the street and get advice and guidance on education, work and have their skills clarified. In this context, the school has IT facilities that the young people can use particular for information searching. The work with the local youth was not optimal and the opening of the IT centre was not carried into effect, which we had difficulty to understand. The training of other young people were working well, so we had to make pressure  for an action plan for when they would go ahead with the project's main target group. Namely, unemployed young people in the local area. 
In the discussion about why they had not started, the staff said it was because the security at the Centre was not satisfactory and certainly not after the accident. When we ask about the accident, we were informed that an extremely bloody murder with intent to rob at the centre’s guard. He had been cut with a machete in the neck, and his body was placed on a table just inside the door of the secretariat. 
We had been briefed on the murder, which took place last year and we were highly affected by it, but we did not link together the murder and the lack of initiatives in project. The locals believe that young people from the area committed the murder, and they know who did it, also, but keep a low profile. Therefore, the distrust in the local area was heavy. 
We responded by talking about having a psychologist for a debriefing and went home with this purpose in mind. Nevertheless, finding a psychologist who spoke Swahili and the participants had confidence were not easy. We decided to have coaching and training ourselves, so we were able to impart our knowledge for a proper debriefing of the participants.
However, the question was who required the need of help? The participants or us? Note the choice of word - they phrased it an accident, we a murder with intent to rob. The staff, who was personally involved, was equally affected by the situation as we were in Denmark. The fact was that they tackled the situation in a completely different way than we would have done. 

In Denmark, the murder would have generated huge headlines, and crisis psychologists for the staff would be offered immediately. In YUO, the days continued largely as usual. By the debriefing, the same reaction patterns emerged, as it would have done in Denmark. Fear of being alone in the office, reluctance to work with the target group, etc.
Who are involved (brief introduction) 
YUO and the FIC is clearly a partnership based on trust and equality seen from a Northern point of view. 

FIC is responsible for the project meets the conditions for disbursement of funds from Danida, in collaboration with YUO. YUO is responsible for running and training of the entire Center. 

Describe the effects: 
· The relationship between YUO and FIC has been strengthened through action. Partly, because employees and management at YUO very openly told about their personal experiences in connection with the ‘accident’/ or ‘murder with intent to rob’, and partly because both parties have tried to find a solution to the problem. And perhaps, because we were prepared to change the project description about this change to Danida, if it was impossible to establish the safety and security of the staff at the Centre, which will enable them to start the work the project's original target group. 
· On the results 
The results, compared with the project description, was at risk in not achieving its objectives, but because safety is now in place, both parties now believe that it is possible to work with the original target group. It has obviously delayed the project slightly, but nothing of importance. In relation to the target group in the project, it has created a greater understanding between the parties of the importance of getting the local area involved, and hence also the anchoring of the entire project. 
Key question that arise from the case:

A. How to create good communication between partners, when we have different perceptions of the same events?

The above case shows that the same event can be perceived in very different ways. But the following process of interaction and sharing of mutual ways of seeing the event lead to a strengthened relationship. 

B. From our perception of an event (we see it as a “murder”), we want to apply certain types of interventions (crisis psychologists), but can that lead to culturally insensitive interventions – or does it actually provoke a fruitful interaction?

The main question

In the North, are we prepared to adapt ourselves and our methods to the situation in the South, or do we forget the respect for the South’s cultures and social contexts in our eagerness to "help"? Does the partnership becomes a genuine partnership or does it have a touch of paternalism? ”Now we will demonstrate for you how the things are done! 

	Case 20

	20. FIC-Denmark: Flow of Money
We (north NGO) have a three year project with a youth umbrella organization in Tanzania. The project is financed by Danida (Danish Ministry of Foreign Affairs). The north NGO administrates the overall budget of the project. The south NGO is a relatively strong organization, basing part of their work on volunteers. Organizational the NGO is working ok in many aspects, and less well in other aspects. The south NGO is experienced in working with a broad variety of NGOs, authorities and donors. From the beginning of this particular project (since April 2008), the financial manager in the north NGO asked for a monthly request and reporting on budget in order to receive funds. This has shown to cause difficulties. The flow of money from north to south has an impact on the project implementation in south and thus has an impact on project objectives and outcome. The south NGO have not managed to develop a steady financial system, even if they have the human resources to it. It must be stressed that the south NGO is very liable and we have not examples of misuse of funds. 

The involved persons are:

· FIC project coordinator

· Responsible for the project implementation

· FIC financial manager

· Overall responsible for financial issues in FIC 

· Director south NGO

· Daily manager of south NGO  

· South NGO key staff

· Involved/responsible for budget and accounting together with director  

The project manager from north NGO has tried to argue for a more flexible solution, e.g. forwarding of waste and budget every quarter. This has not been accepted by the financial manager, who on the other hand shows signs of mistrust towards the partner organization in south.

The relationship between the partners (north and south NGO) can be described as open and equal. The project is developed, described and implemented in close cooperation between partners. The relationship between north NGO project manager and consultants is characterized by mutual respect, trust and openness. However, the relationship between north NGO management and south NGO is not. This is expressed openly internally in the north NGO and causes discussion on the issue. Some discussions are sound and constructive, others are however not. When the project was first granted we had a meeting (north and south NGO) to plan and decide activity plan, organizational set up etc. During this meeting the financial manager from the north NGO and the director form the south NGO had some intense discussions. The financial manager may feel that he lost face during those discussions and have not visited the project since (March 2008), despite the fact that he is travelling in the area several times a year.  

The dilemma has both a direct and indirect impact on project outcome and partners relation. The dilemma affects the relationship internally in the north NGO between project coordinator and management and consequently between project coordinator in north NGO and south partner. The dilemma also has a very direct impact of project implementation, since the activities are postponed and delayed. Also, it affects the payment of salary in the south NGO, which has an impact of the working environment in the south NGO.  

The key question that arises from the above dilemma is whether: 

· Trust - can one work with partners whom they do not trust?  
· Mistrust is not always between organizations, but between individuals. How can organizations ensure that individual mistrust is not transferred to the organisationanl level? 
· How to develop mechanisms that can overcome individual persons mistrust 
· Accept of differences, e.g. cultural, social, economic. 
· Game of power – when is use of power legitimate, and when is it misuse of power? 


