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INTRODUCTION

Concern Worldwide, with funding from USAID's Bureau for Humanitarian
Assistance (BHA) is in the midst a 33-month research project examining the
barriers to the progression of localization of humanitarian aid in 5 country
contexts - NW Syria, Malawi, Bangladesh, Democratic Republic of Congo (DRC),
and Somalia.

Aimed at transferability and opportunities for scale-up, this program seeks
proactive, operational solutions to funding and human resource barriers, with
particular attention to the impact of power dynamics in the system.

A central part of the research in each country context was a full day workshop
involving participants from local, national and international NGOs, as well as
UN representatives. Data presented in this report comes from the workshop pre-
survey and information collected during the workshop activities.
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PRE-SURVEY

In a pre-workshop survey, participants were asked to rank by stakeholder who they
believed currently has the power in the humanitarian system and where they
believed the power should be in an ideal scenario. Below is an average ranking
followed by rankings from each country.
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Across all contexts, international actors consistently ranked lowest on power
ideal and always ranked highest on power now.

e Community always ranked last in power now, while ranking within the top 3 in
power ideal. They ranked 1st for power ideal in NW Syria, Malawi and DRC.

e Bangladesh is the only country with a distinctly different power dynamic now.
In power ideal, they ranked Local NGOs before community members .

e Somalia only one to put government 1st and community members 3rd in
power ideal.
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LOCALIZATION SCORES

In the pre-workshop surveys, participants were asked to rank where they believed
their country stood in terms of localization using a scale of 1to 5, 1 being low
localization and 5 being high localization.

It was observed that the higher an actor was ranked on the power now score, the
higher they scored the progress of the countries localization. There was also a
surprising lack of difference across the 5 contexts.

NW SYRIA BANGLADESH
LOCALIZATION SCORES LOCALIZATION SCORES
2.19 2.40 2.67 2.29 2.11 2.29
National Syrian NGOs Diaspora NGOs INGOs and UN National NGOs Local NGOs INGOs and UN
DRC SOMALIA
LOCALIZATION SCORES LOCALIZATION SCORES
2.4 2.4 2.4 2.2 2.4 2.7
National NGOs Local NGOs INGOs and UN National NGOs Diaspora NGOs INGOs and UN
MALAWI
LOCALIZATION SCORES
2.4 2.0
National and Local NGOs INGOs and UN
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Barriers to Localization

During this session, barrier rankings from the pre-workshop survey perspectives of
local and national NGOs, as well as international and UN actors, were presented to
the participants. The purpose of these rankings was to identify differences of
opinion and explore why certain barriers may persist. These barriers were identified
through literature review with local and international partners adding what they
saw and experienced within the system. The following were the top ranked barriers
per category in Power, Finance. and Human Resources.

Top Barrier Rankings - Global
POWER

e International actors prefer to conduct direct implementation

Current partnerships between international and local actors are not equitable or complementary -
including international NGOs and donor agencies
e Lack of trust between international and local actors - including international NGOs and donor agencies
Significant risk is transferred to local actors when partnering with international actors

FINANCE

e Funding doesn't go directly to local and national organizations, but is passed through intermediaries
e Local and national organizations must compete with international organizations for funding

e Only short-term funding options are available- limited quality, multi-year funding

e Local actors have little to no relationship with donors and donor agencies and it is difficult to build

those relationships

HUMAN RESOURCES

e Capacity strengthening is programmatic, not institutional

o Lack of pay parity and/or discrepancy between salaries and benefits of local and international staff
e There is little or no programmatic budget allocated for training and capacity strengthening needs
¢ Available training is designed by international actors, not based on actual training needs

e There was coherence globally about what the barriers are within finance and
HR.

e Local and international actors essentially agreed on what the barriers within
power are. This is not true in every case- how participants described the power
differentials being a problem was the most different.

* Finance had the most agreement globally, human resources in the middle, and
then power had the most disagreement on rankings.
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TRUST EXERCISES

The Trust Exercises aimed to explore the concept of trust within partnerships, both
at the international and local levels, the link between trust and risk-taking
behavior, and how all of this impacts the humanitarian sector. The session
consisted of various activities and discussions to identify the behaviors and factors
that break or build trust, as well as to determine the most important components
of trust in such partnerships.

A total of twenty-three components of trust were identified by the study'and
categorized into the framework below, which helped participants understand the
different aspects that contribute to building trust. The five main categories include
ability, benevolence, predictability, integrity, and transparency. The ability category
looks at characteristics that enable team members to perform tasks correctly and
ones that contribute to a positive team environment. The benevolence category
includes team behaviors that reflect personal goodwill towards fellow team
members. The predictability category encompasses team characteristics that
reflect consistency and strong principles and standards related to completing
tasks. The integrity category includes characteristics that reflect strong moral
principles and standards. The transparency category includes characteristics that
contribute to a culture of openness,

23 Components of Trust

Ability Benevolence Predictability Integrity Transparency
Competence
Reputation Information
Conscientiousness Transparenc
N Keeping Confidentiality P - y
Media Literacy Task Support . . Responsibility
o Commitments Ethical Values :
Proactivity Autonomy - . Assignment
. . Availability Being Respectful . .
Positive Humor Emotional Care . Sharing Private
. . S Consistency .
Friendliness Loyalty/Solidarity Information
Feedback Culture Openness

Participation

'Christina Breuer et. al, “Trust in Teams: A Taxonomy of Perceived Trustworthiness Factors and Risk-Taking
Behaviors in Face-to-Face and Virtual Teams,” Human Relations 73, no. 1 (January 1, 2020): 3-34,
https://doi.org/10.1177/0018726718818721
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Ranking Trust Categories

National and International Actors Combined

Out of the 23 components of trust, participants were asked to rank the top 5
components that they feel are the most important to the success of the work in

partnership with other stakeholders.

Across the four contexts, the most highly ranked components of trust are as

follows:

* Within the category of Ability, participation and competence ranked highest
» Within the category of Benevolence, loyalty/solidarity and task support ranked

highest

* Within the category of Predictability, keeping commitments ranked highest
» Within the category of Integrity, ethical values
e Within the category of Transparency, information transparency ranked

highest

The pie chart to the right shows how

national and international actors ranked
the trust category they believe to be the

most important to success in
partnerships across the four contexts.
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Ability
Transparency 14%

23%

Benevolence
17%

Integrity
23%

Predictability
23%
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Trust Individual

For this exercise, participants were asked to think of two incidents across their
careers in the humanitarian sector, one which contributed positively to the trust
they had in a stakeholder and one which contributed negatively. The charts below
categorize the incidents across the five main trust categories, which include
ability, benevolence, predictability, integrity, and transparency. The charts display
the combined incidents across four contexts (Bangladesh, DRC, NW Syria, and
Somalia), split between national and international actors.”

Categorizing Positive Incidents That Increased Trust

National v. International Actors

The bar chart on the right
categorizes the positive incidents
which contributed to increased trust
in another stakeholder.

e Both national and international
actors shared the examples of
building trust that fell mostly in
the ability and transparency
categories.

® National Actors = International Actors

20

]O II II
. I- I. -

Ability Benevolence Predictability Integrity Transparency

ul

Categorizing Negative Incidents That Decreased Trust

National v. International Actors

The bar chart to the right
categorizes the negative incidents
which contributed to a decrease in
trust in another stakeholder.

e For national actors, transparency
issues demonstrated a decrease
in trust. For international actors,
issues around integrity decreased
trust.

*This exercise was not presented in Malawi.
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Positive Incidents That Increased Trust
National and International Actors Combined

Other
22%

Ability
Transparency 39%

37.9%

Benevolence
8.8%

Predictability
8.8%

The pie chart categorizes the positive
incidents that international and
national actors shared that built trust.

e 39% of these positive incidents that
contributed to building trust was
categorized under ability.

* 37% of these positive incidents that
contributed to building trust was
categorized under transparency.

Negative Incidents That Decreased Trust
National and International Actors Combined

Other
3.5%

Ability
18.8%

Transparency
29.5%

Benevolence
8.2%

Predictability
14.1%

Integrity
25.9%
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The pie chart categorizes the negative
incidents that international and
national actors shared that broke trust.

e 29% of these negative incidents
that contributed to breaking trust
could be categorized under
transparency.

e 25% of these negative incidents
that contributed to breaking trust
could be categorized under
integrity.
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FIVE WHYS LOGIC

In small groups, the participants took one barrier each and were tasked with
analyzing the root causes behind these barriers. This was continued five times
Below are barriers from the initial list that were used for the exercise:

The following were the most common reasons behind the barriers to localization
in the Five Whys Exercise:*

Global Five Why's Reasoning

Malawi  m Bangladesh m DRC = Somalia

Low Capacity I
Trust | B 22
Power S I

Risk/Compliance | —
Priorities/Objectives of 1A | _
Context/Political Issue _
Competition |
Policy |

ICR
Colonial History/Mentality
Lack of Information
Lack of Coordination
(e}

Advocacy
Funding Model
Salaries

5 10 15 20 2k

*This exercise was not presented in NW Syria

e Capacity, trust, resources, and power are the issues behind many of the
challenges to localization. Strengthening capacity is most often put forward as
the solution,

e Usually when we are thinking of localization we are thinking of the more
technical aspects, such as funding models. The above is telling us it's about trust
in local and national actors being able to do the job. Can resources be given to
local actors and then trusted to implement?
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INDIVIDUAL BRAINSTORMING

Top barriers identified by the national/local NGOs were given to small groups. They
were asked to give solutions designed with the intention to address that barrier

within one minute. The process was repeated five times.

Solutions Proposed in NW Syria

FINANCE

Establish pooled funds for
direct funding to Local
NGOs

Create a graduation
approach for direct
funding and increased
partnerships for Local
NGOs

Changing organization
policies at local &
international levels about
Indirect Costs in
Partnerships

Clear Monitoring and
control for grand bargain
25% commitment

HR

Invest in HR working Group
to Systematize Partnership

Engagement and Policies

Investing in Internships,
Secondment and
rotations

Comprehensive capacity
strengthening in
organizational aspects

Strengthening LNGO
capacity to meet donor
standards

Solutions Proposed in Malawi

FINANCE

Consortium between
Local ngos to develop
grant proposals
together

Donors provide small
grants to Local NGOs to
grow technical capacity
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HR

Capacity Strategies for
Organizations with
Holistic Approach Linked
to Strategic plan and
project framework

Capacity building for
local ngos to position for
direct funding - capacity
gap, strengthening plans,
mentoring

Capacity building to
local actors - co-
implementation,

Capacity strengthening
on HR, Infrastructure,
Fund Management

POWER IN
PARTNERSHIP

Joint Risk Ownership
Analysis Between INGOs
and NGOs

Joint Advocacy to
Government around
sanctions, anti-terror,
and money transfers

Respect LNGO culture
and experience

POWER IN
PARTNERSHIP

Strategic partnership and
coordination between
local and international
actors - Partnership
Guidelines and
Government Policy

CO-creation of programs
backed by strong
legislation and policy
guidelines

Development of rules and
regulations of
partnerships

Advocacy for local
participation, decision-
making, capacity and
inclusion
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Solutions Proposed in Bangladesh

HR POWER IN

PARTNERSHIP

FINANCE

Staff capacity building on
specialized areas by
organizational resource
mobilization

Equitable resource
Distribution as well as

simplified procedures Appropriate Partnership

(POP) - Capacity
Strengthening, Risk and

Context-based program ICR Sharing, Co-Creation

design, multi-year
implementation plan Unified Salary Structure
for All Int/Nat NGO staff

according to skills

Participatory/joint
decision-making.

Keeping percentage of Increasing accountability

funds for organizational
development

Capacity Exchange,
organizational capacity
building (fund
management, HR)

Engagement/
consultation bottom up -
local to global

=
o
o
0

Solutions Proposed i

FINANCE HR POWER IN
PARTNERSHIP
Operational and
Organizational capacity

building

Direct, Predictable,
Multi-year funding to
NNGOS

Change of neo-
colonialism mentality

Bilateral mentoring

Increase donor flexibility k
and skills transfer

and negoitiation on
management fees and
flexible funds

Take into account local
proposals and context

Provide Financing in the
event of poaching staff
equivalent to training of
new staff

Provision of vehicles,

office rental, radios .
Equal transfer of risks

Line item for Training in
Budgets

Solutions Proposed in Somalia

HR POWER IN

PARTNERSHIP

FINANCE

Build NNGO CApacity on
Fund Management to
strengthen accountability

LNNGOs Participate in

Donor Platform Establish Platform for

information sharing

Donor Allocation to

Institutional Capacities Direct Communication

Develop Salary scales !
channels with donors
update HR policies to
include job groups,

descriptions, benefits

commensurate resource
allocation during budget
and proposal development

Well established
partnership agreements

joint risk identification

Donor equally allocating prior to engagement

funds among ingos and
nngos
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GROUP SOLUTIONS

The participants formed small groups to discuss together solutions to the barriers
that had been ranked highest in the pre-workshop survey. Their solutions fell
within the below solution categories.

SUGGESTED SOLUTION CATEGORIES

Capacity
Strategy/Policy
Trust/Equitable Partnership
Funding Model
Coordination
Advocacy
Resource Mobilization
Equity
Attitude Change
Recompense
Simplified Procedures

Risk Sharing
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SOLUTIONS PROPOSED PER CATEGORY

It was observed that, within each context, strengthening capacity is most often put
forward as the solution to barriers in localization. Strategies and policies are
needed to ensure the prioritization of capacity strengthening and, in order to
create such strategies, trust and equitable partnerships must be in place.

m NW Syria B Malawi Bangladesh DRC
Somalia
S A L & & RS TS o @ o O
R F & N & L
G I RS I SRR o &
@7 QT & o o O C Q¢ 2
2 NG, < I~ 2N Q&
<& N2 N e & <
X< & & &¥
N 0 <
3
_
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Solutions Proposed per Category, Broken Down by Barrier

e Malawi, Bangladesh, and DRC saw the solution of capacity strengthening being
directly related to power. Who has the power and authority to ensure
opportunities for capacity strengthening are readily available and carried out?
All countries saw the recognition of power dynamics between local and
international actors directly impacting trust and equitable partnership. How do
you consistently build trust when one entity holds a higher level of power? This
is seen within the micro and macro level.

e More technical solutions were proposed in relation to Human Resources in
overcoming barriers to localization. Strategies and policies are needed to
ensure the localization agenda within all 5 contexts moves forward at a faster
pace. Capacity building of local organizations must be at the center in order for
them to be prepared to take on more development and humanitarian work.
and they must be trusted to do so.

e |t was no surprise that redesigning funding models was seen as important to
overcoming the barrier of funding access for local and national actors. It was
recognized in most contexts that solutions ensuring direct access to funding
were directly related to capacity strengthening with underpinnings of trust and
equitable partnerships.

BEYOND BARRIERS GCGLOBAL WORKSHOP REPORT




EXAMPLES OF SOLUTIONS PROPOSED

Towards the end of the workshop, participants formed small groups to discuss
solutions to the barriers that had been ranked highest in the pre-workshop survey.

NW Syria - Human Resources

e Barrier: Capacity strengthening is programmatic, not institutional.

e Solution: Comprehensive and inclusive capacity building in technical and
organizational aspects along with actual involvement in the strategic
decision making. (Capacity; Equitable Partnership/ Trust)

Malawi - Power

Barrier: LNGOs must compete with INGO for funding.
e Solution: Development and implementation of rules and regulations

of partnerships.
o Strengthen collaboration among LNGOs

o Strong leadership of LNGO in the process of implementation of
rules and regulations (Strategy/Policy; Coordination)

Bangladesh - Human Resources
Barrier: Lack of pay parity and/or discrepancy between salaries and benefits of

local and international staff.
» Unified salary structure for all I/NGOs staff according to skills (job description,
experience, and educational background). May be coordinated by
government, local and NNGO need to initiate advocacy. (Policy/Strategy:;

Advocacy)
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EXAMPLES OF SOLUTIONS PROPOSED

DRC - Human Resources

e Barrier: Funding does not go directly to local and national organizations but
through intermediaries.
Solution: Restore confidence by granting direct, predictable and multi-year
funding to NNGOs, while strengthening their capacities with the involvement
and ownership of the government through a legal framework that is
contextualized for the sustainability of humanitarian actions. Reduce the
eligibility criteria that put the NNGOs in a weak position to apply. Update the
base (LNGOs and NNGOs) in order to have an idea of the management
capacity. (Funding Model; Policy)

Somalia - Power
Barrier: Significant risk is transferred to local actors when partnering with
international actors.

e Solution: To conduct joint risk identification prior to engagement and
develop risk mitigation and as well allocate commensurate resources
including budgeting and capacity building

o Joint risk assessment: The local partner, international partner and
the relevant stakeholders should do participation risk assessment
and this will inform the design and plan.

o Risk mitigation: Contextualised risk mitigation measures to be put
in place jointly - living documents

o Resources: Commensurate resource allocation to be done during
the budget and proposal development (Risk Sharing; Resources)

BEYOND BARRIERS
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