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Welcome to the eighth edition of �Piloting Notes!�, a 
series of short documents providing guidance for the 
implementation of a set of refinements to CCF�s 
program model. 

This edition of Piloting Notes! is focused on 
partnership:   

• The word �partnership� is used so often, in so many 
situations, and the gap between rhetoric and 
practice is so large, that it is often difficult to 
remember what partnership really is, why it is so 
important, and how to do it.   

Here are some helpful hints on this important, yet 
sometimes mysterious topic!  

 

Who Partners With Whom, 
and How? 

CCF has seen that, to make a sustainable 
difference in the lives of poor children, we 
must build two kinds of stronger and better 
local institutions:  

! Those that can represent the interests 
of excluded people, to change policies 
and increase the accountability of 
local power structures � Area 
Federations of poor parents, youth, 
and children; 

# Those that can effectively implement 
solutions to issues facing poor 
children: Project Implementation 
Partners. 

 
 

Figure 1 illustrates relations between these 
institutions, and with CCF.  

 

Piloting Notes! #6 described the Area 
Federations, and CCF�s relation with Area 
Federations, in detail.   

Now . . . the rest of this edition of Piloting 
Notes! is focused on the second relationship 
shown in Figure 1: Project Implementation 
Partners. 

 
Piloting Notes!                 #8 � PARTNERING 
Draft - 31 Mar/04                             Page 1 



Figure 1: Partnering in CCF
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! #
This will be an authentic 
partnership between CCF and 
Area Federations !. 

In general, authentic partnership can be defined 
as: 

• a flexible and long-lasting interdependent 
relation of equals, with a shared mission in 
pursuit of a better future for children, 

• a relation of trust and transparency, in which 
all partners take action, make decisions, 
assume risks, and learn together on issues 
that are important to each.   

Partners share in decisionmaking and risktaking, 
each provide resources, and each participates 
actively in activities according to their strengths.   

This is the kind of authentic partnership that 
CCF will aspires to build with Area Federations 
of Parents, Youth, and Children � see Piloting 
Notes! #6. 

Clearly it will take time and patience to build this 
kind of relationship!
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Various kinds of partner relations can 
exist here #. 

Area Federations establish relations with Project 
Implementation Partners to carry out project activities 
contemplated in the approved Area Strategic Plan. 

Three kinds of relationships can be considered between 
the Area Federations and Project Implementation Partners:

• Service Provision.  There will be cases in which Area 
Federations wish simply to purchase certain services 
from a local contractor.   

• Subcontracting.  In other cases, Area Federations 
might find a local organization that is suitable for 
implementing certain projects.  Here the relationship 
might be short-term or long-term, there is no 
expectation of joint decisionmaking once the contract 
has been agreed, nor is there any particular 
requirement for joint action.   

• Authentic Partnership.  An authentic partnership, as 
described in the box to the left, could be appropriate 
where an organization exists in the Area with capacity 
in a sector of great interest to the Federation, with 
congruent objectives and values, and with some level 
of independent funding.   
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Why Should CCF Partner 
With Others? 

As you will recall from the first two editions 
of these Piloting Notes!, three important 
principles of CCF�s piloting are that 
programs will be: 

• Designed to enhance the leading role 
(agency) of parents, youth, and children 
in poor communities, by ensuring that 
they are the primary protagonists in 
program implementation. 

• Integrated with relevant efforts of the 
government and other development 
agencies, at local and national levels. 

• Implemented with a range of partners. 
 
Why are these principles important?  Simply 
because it is likely that, by working with 
other organizations, improvements in the 
lives of poor children will be broader, 
deeper, and longer-lasting: 

• Broader: as partner organizations learn 
from their work with CCF, impact will 
spread to other places where the 
partner works.  This �ripple-effect� can 
be particularly powerful when the 
partner is a government agency, or a 
national NGO � in these cases, impact 
can spread nation-wide. 

• At the same time, CCF will learn 
from its experience with partners � 
learning new methods, approaches, 
and skills. 

In addition to helping achieve broader 
impact through their role in 
implementing projects, partners can also 
help Area Federations in another sense 
� through working together on 
influencing and advocacy.   

• Partners can offer a way for Area 
Federations to scale-up impact on 
children�s lives through impact on 

policies and practices.  As outlined 
in Piloting Notes! #4, it is hoped that 
Area Federations will become key 
members of a wider platform to take 
forward issues affecting poor people 
and their children, and partners can 
help make this happeni. 

• Deeper: through partnerships, CCF can 
easily work on the causes of child 
poverty wherever they are found: at 
community, district, or national levels.  
And through developing strong local 
institutions, poor people can gain an 
effective voice to influence local and 
national policy in favor of children. 

• Longer-lasting: the capacities built by 
partner organizations through their 
collaboration with CCF can endure for 
many years, long after the partnership 
might have concluded, thus benefiting 
poor children for decades.  

Also, in many places it will simply be more 
efficient to work with partner organizations 
with particular expertise, instead of trying to 
do everything ourselves.   

 

Options For Project 
Implementation  

During pilot testing, Area Federations will 
consider a broad range of organizations as 
Project Implementation Partners. 

The first, best, and preferred option is to 
implement project activities through partners 
with the capacity to address the causes of 
child poverty and adversity identified in the 
Area.     
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i It can even be envisioned that, in the future, 
coalitions of CCF-affiliated Area Federations in 
the country, or even across the region, might 
take on an influencing and advocacy role for 
children. 



• For example, in one pilot Area, 
HIV/AIDS was seen as a root cause 
of child poverty and adversity.  A 
strong local NGO, with a good 
approach and a strong track record, 
works in the same Area, and was 
selected as the lead implementing 
partner by the Area Parents� 
Federation. 

But, in some cases, no suitable project 
implementation partners will exist in the 
Area.  Perhaps possible local partners lack 
capacity.  Or maybe a suitable partner 
exists, but does not currently work in 
affiliated communities, or in the Area.   

Then the CCF and the Area Federation 
might consider a second option: to build 
the capacity of a potential partner, for 
example through training, or to reach an 
agreement with the potential partner to 
establish operations in affiliated 
communities. 

• For example, in another pilot area 
the need for an ECD program was 
identified through Area Strategic 
Planning.  Donor-funded ECD 
projects had been implemented in 
the Area in the past, leaving a 
number of possible local partners, 
but none of these possible partners 
were using CCF�s ECD model. 

So it was agreed that the best local 
partner would be trained in CCF�s 
model, and this organization would 
then serve as the lead project 
implementation partner. 

In rare cases, a third, last-resort option 
exists: if no suitable project implementation 
partners can be found, and none can be 
trained or brought into the Area, the Area 
Federation or CCF itself may need to 
manage project implementation directly. 

 

 

What is the Role of CCF? 

So does CCF become, essentially, a donor 
organization?  Not at all!  The role of CCF is 
clearly that of an authentic partner of the 
Area Federations, accompanying, 
supporting, and adding value through 
technical expertise, monitoring, and 
oversight. 

The role of the CCF Area Team has been 
explored in previous editions of these 
Piloting Notes!  The primary function of the 
Area Team is to work with Area Federations 
in the process of program planning, design, 
implementation, monitoring, and evaluation, 
with two overall objectives: ensuring that 
program implementation is appropriate and 
of high quality, and building the sustainable 
capacity of the Area Federations.  To do 
this, relevant technical expertise will be 
required at the Area level. 

Current pilot testing does not include 
changes to the National Office role in the 
Bright Futures model.  However, with 
regards to CCF�s programmatic function at 
National Office level, one general 
observation can be made: over time, certain 
programs will emerge across a number of 
Areas.   

• For example, Water and Sanitation may 
be an issue in several Areas, improving 
the quality of primary education may be 
important in another set of Areas, and 
so forth.   

 

Where similar programs emerge across the 
country, through Area Strategic Planning or 
Country Strategic Planning, the National 
Office will be likely to develop technical 
competencies in this sector in order to 
enhance program quality, build strong 
national partnerships, support Area 
Federations in accessing donor funds, etc. 
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Types of Project 
Implementation Partners 

In most cases, project implementation will 
be carried out through partners.  Several 
kinds of organizations can be considered as 
Project Implementation Partners, as shown 
in Figure 2.   

Local Governmental Agencies: in many 
cases, local government will be a natural 
choice as a Project Implementation Partner.  
This is because, in nearly every country, 
government bears the primary responsibility 
for fulfilling the rights of children, with the 
statutory obligation of providing certain 
related services, such as health, education, 
and agricultural extension, for example. 

• For this reason, partnership with 
local government is a preferred 
option, wherever feasible. 

But working with local government can be 
challenging.  In many cases, governmental 
authorities will not be used to working with 
Federations of poor people in a way 
consistent with good partnership principles.  
Sometimes, accountability can be difficult to 
ensure. 

• So CCF Area Staff will need to 
support Area Federations in 
establishing true partnerships with 
local government. 

Quasi-NGOs.  Over the last few decades, 
many governments have moved towards 
privatizing the delivery of certain services, 
setting up quasi-non-governmental 
organizations (Quangos).   

• Quangos can offer many of the 
advantages of partnering with local 
government, often with fewer 
disadvantages.  They can be 
suitable Project Implementation 
Partners in many cases.  

Local and National NGOs: if local or 
national organizations exist that have 
expertise in themes that have been 
identified as priorities in the Area Strategic 
Plan, the Area Federation may want to 
consider partnering with them for project 
implementation. 

• Working with local and national 
NGOs as Project Implementation 
Partners is a very good option.  
However, their capacity needs to be 
carefully reviewed � see below. 

Private Sector Organizations: Area 
Federations will frequently consider working 
with private companies, particularly when 
contracting for the delivery of certain 
services. 

Also, it is very likely that a variety of donors 
will approach Area Federations with funding 
proposals.  For example, the national 
government, a bi-lateral agency, another 
international NGO, or an international 
foundation might seek to partner with Area 
Federations for joint implementation of 
certain programs or projects.  These funding 
partnerships will be increasingly important 
as the Area Federations gain capacity over 
time, and can play a key role in sustaining 
impact. 

• Note: Federations must not establish 
relations with other sponsorship-
based organizations, as this could 
lead to conflicts of interest.   
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Figure 2: The Relation Between Area Federations and Project 
Implementation Partners 

 
 

 
Sub-Contracting

Service Provision

Service provision will normally 
be carried out through a 
�contracting� relationship with a 
private sector organization or a 
local NGO. 

• For example, if the Area 
Strategic Plan calls for the 
installation of wells in a 
number of communities, the 
Area Federation might 
contract with a local well-
drilling company. 

Authentic Partnerships and Sub-contracting 
relationships are the preferred options for project 
implementation.  Taking the examples used in the 
boxes to the right, alternative options might include: 

• The Area Federation could find a national NGO that 
has experience managing ECD projects.  This NGO 
could then be trained by CCF, and sub-contracted 
to manage ECD centers in the Area. 

• Or maybe national government has privatized 
potable-water services, and a local �Quango�, with 
some government funding, exists to carry out water 
and sanitation programs, and that also drills wells.  
A long-term partnership could be explored 
between this Quango and the Area Federation, for 
joint action to achieve higher levels of access to 
clean water in the Area.  

�Do It Ourselves�

In rare cases, no suitable 
partner may be found for a 
particular project, and CCF 
or the Area Federation 
might have to manage 
implementation. 

• For example, perhaps no 
organization exists in the 
Area that can implement 
ECD activities.  In this 
case, perhaps the local 
community associations 
can establish and 
manage ECD centers 
with support from CCF. 

Authentic Partnerships 
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This Is An Unusual Kind Of 
Partnership! 

Agencies such as those listed above will 
not, normally, have experience building on-
going partnerships with community-based 
organizations of poor parents, youth, and 
children. 

• It will be especially unusual for them to 
receive funding from CBOs!  But it is 
precisely this �leveling 
of the playing field� that 
is a key aim of the 
program model that 
CCF is pilot testing. 

In fact, despite the great 
attention that has been 
given to the concept of 
partnership for 
development, this particular 
variation has received very 
little study.   

 

Selecting Project 
Implementation Partners 

Partner selection is one of the most crucial 
steps in program implementation: the 
experience and commitment of the right 
partner will make implementation much 
easier, and more likely to succeed.  
Conversely, it can take years to recover 
from choosing the wrong partner. 

CCF Area Teams will need to support Area 
Federations in this sensitive task.   

Before considering possible partners, a 
survey of potential organizations needs to 
be conducted, assessing them in some of 
the following areas: 

• Compatibility.  Are the basic aims of 
the potential partner consistent with the 
objectives of the Area Federation?  
Does the potential partner have 
successful experience working with 
community-based organizations? 

• Capacity.  Does the potential partner 
agency have experience and expertise 
in the program approach being 
discussed?  Does it have the ability and 
means to implement the program, in 
particular with this specific kind of 

population?  Does it 
have sufficient 
management, 
financial and 
operational systems 
and controls? 

• Clarity.  Is the 
potential partner 
agency transparent: 
willing openly to 
share details of its 

financial situation and legal status with 
the Area Federation?  Does it have 
pending legal demands, particularly 
from partner organizations? 

• Conflicts of Interest.   Does the 
potential partner agency accept funding, 
or carry out activities, that conflict with 
the aims of the Area Federation?  Is it 
active in partisan politics?  Make sure 
that there are no conflicts of interest 
between the potential partner and 
members of the Area Federation. 

• Continuation.  Is the potential partner 
sustainable?  Do they have a long-term 
track record?  Are they legally 
registered?  Are they growing, or 
shrinking?  Dependent on one source of 
funding?  Nearing bankruptcy . . .? 

Some additional criteria for selecting 
partners are included below in Attachment 
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1, and in �Practical Guidance on Developing 
Partnerships,� by Jon Kurtz, which is 
available from Victoria Adams. 
 

The Agreement 

Partnerships will be established through 
legal agreements, specifying the rights and 
obligations of both parties.   

When negotiating these agreements, here 
are some helpful hints! 

• Especially during early stages of 
negotiations, the Federation should not 
reveal the amount of budget allocated to 
the specific program being considered.  
This is because the block budgets 
included in Area Strategic Plans are 
flexible; also, partnerships involve 
contributions from all parties. 

• Reconsider any potential partner that is 
overly focused on the available budget! 

• Check references!  Make sure that 
potential partner is who it says it is! 

• How does it feel?  Do Federation 
Officers feel comfortable with their 
counterparts in the potential partner 
agency? 

• Draw up an agreement.  Although a 
relation of trust characterizes good 
partnerships, a solid legal agreement is 
still needed, and should be welcomed 
by both sides. 

• The Richmond Office will soon 
design a model partnership 
agreement. 

• The agreement should describe how 
decisions will be made (jointly), how 
resources will be provided and 
managed, and will specify basic rights 
and responsibilities, and accountabilities 
for both parties. 

• Reconsider any potential partner 
that resists a legal agreement that 
protects both sides! 

• The agreement should also specify the 
visibility of the various partners, 
including CCF.  Issues such as signage, 
recognition, etc., are important. 

• Negotiating with government partners 
can be sensitive, and the CCF Area 
Team will need to provide support here.   

• Partnerships, like other kinds of 
relationships, can be subject to 
inappropriate pressures.  Zero tolerance 
is recommended: 

• Eliminate any potential partner that 
engages in any sort of corrupt 
practice. 

 

Some Background 
Information on Partnering  

For further information, here are some 
helpful references on partnership, available 
from Victoria Adams: 
• Ashman, Darcy, 2000, Strengthening North-

South Partnerships: Addressing Structural 
Barriers to Mutual Influence, IDR Reports. 

• Brinkerhoff, J., 2002, Partnership for 
International Development: Rhetoric or 
Reality? 

• CARE Partnership Field Guide, May/02. 
• CARE USA Partnership Manual, 1997. 
• Eades, Deborah, 1997, Capacity Building, 

by Deborah Eades, chapters 6 and 7. 
• Fowler, Alan, 1997, Striking A Balance. 
• Leach, Mark, 1997, Models of Inter-

Organizational Collaboration in 
Development, IDR Reports. 

• Lewis, David, 2001, The Management of 
Non-Governmental Development 
Organisations, chapter 6. 
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Attachment 1 � Some Additional Criteria For Partner 
Selection 

The following criteria for partner selection are adapted from Brinkerhoff, 2002, �Partnership for 
International Development: Rhetoric or Reality?� 

Partnering with NGOs: 
Does the potential NGO partner organization have: 

• a clearly-articulated definition of development, mission, institutional goals, and 
constituencies, and evidence of desired comparative advantages? 

• technical and institutional capacities specific to the partnership, including analytic capacity, 
relations with key stakeholders, and credibility and legitimacy with key stakeholders? 

• legal status and good government relations? 

• a long-term track record? 

• solid management systems? 

• a set of current priorities, activities, and methodologies that are compatible with CCF and 
other partners? 

Partnering With Government 

Does the potential governmental partner organization have: 

• political viability?   

• suitable policies in the sectoral area of potential cooperation, with respect to sector 
objectives, development priorities, and participation and democratic processes? 

• a track record of cooperation with non-governmental actors and follow-through on 
commitments? 

• workable and proven mechanisms for dealing with corruption in government overall and in 
individuals occupying critical positions for the partnership? 

• appropriate administrative procedures, with reasonable amounts of red tape and 
procedures, and appropriate regulations relevant to partnership objectives and actors? 

• political will to support the partnership: in the agency, in government overall and in 
individuals occupying critical positions? 

• institutional capacity: both generally and specific to proposed partnership role?
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