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Preface

This book has been jointly produced by participants in partnerships under
the Equal Programme together with researchers who are conducting a
research and development project on partnership. This co-operation has
taken place within the framework of one of the National Thematic Groups
(NTG) of the Equal Programme, NTG Partnership. This group was formed
with the aim of assimilating and disseminating the experience of the partici-
pants on the theme of partnership as a working method for development work.

We have currently been working for two years with the aim of learning
more about partnership and would now like to share the results of our work.
In a mutual learning process on the part of both researchers and partici-
pants — on the basis of the experience of the participants — we have together
described, discussed, thought about and analysed partnership. This book
has grown from this work.

It is not our ambition to present ready-made solutions or to tell anyone
how a partnership should be organised. On the other hand, we do want to
give those who are interested facts and a basis for analysis so that they can,
together with others, develop solutions that suit the tasks and the situations
that they face.

NTG Partnership, the Equal Programme thematic group that has
worked on the production of this book, has consisted of: Ulf Brangenfeldt,
Arion Chryssafis, Sven-Olof Larsson, Solgun Lundgren, Lena Rogeland,
Gisela Spak, Torsten Thunberg, Margareta Wandel and Annika Ohgren.

The researchers have acted as secretaries, discussion partners and criti-
cal sounding boards.

We would like to thank those responsible within the Equal Programme
for funding the development work and the research that forms the basis of
this work.



We would also like to thank the participants of various partnerships who
have shared their experience and made valuable comments on the content
of the book.

We hope that you as readers and users of the book will take part in an
ongoing dialogue on how partnership can be used and developed in the
future. Please feel free to contact us. You will find the telephone numbers
of representatives of NT'G Partnership and the researchers in the group at

the back of the book.

Lindesberg, August 2005
The editorial committee:
Mats Andersson  Lennart Svensson  Sofia Wistus ~ Carina Aberg
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Introduction

This book is about how you can work with development or, more pre-
cisely, how you can use partnerships to organise development. The book is
based on the experience gained in development partnerships in one of the
programmes of the European Social Fund, the Equal Programme, but we
believe that this experience is generally applicable to other partnerships as
well as to other forms of co-operation on development. We can highlight
the possibilities and problems relating to working in partnerships and hope
that the book can provide support for others, not by providing ready-made
answers but rather by asking questions that will encourage reflection.

One of the reasons for producing this book was that we too wanted to
learn more about partnerships — especially development partnerships. We
wanted to understand their different phases — before, during and after the
development work that a development partnership decides to take on. We
wanted to know how partnerships can be organised and led, what impact
the composition and selection of members has, how feedback to the orga-
nisations of each individual partner works, whether the work leads to any
results, and if so whether the results are utilised and disseminated. We also
wanted to learn more about transnational work in partnerships.

As our work is based on the experience gained in the Equal Programme,
in which partnership is a prerequisite for the allocation of funds, our pur-
pose is not to question partnership as an organisational form." Instead, we
wish to describe and analyse the experience gained in a way that will help
you as a reader to reflect on and make your own well-considered decisions
about your partnership. The examples that are presented here are therefore

1. Other material will be published as a result of the research and development projects that
are in progress within the framework of NT'G Partnership (for example a doctoral thesis and
scientific articles).



intended as starting points for reflection and dialogue, not as models or
templates. The questions that are asked are concretised in some cases by
the examples that are presented, but they are also based on the previous and
general experience of the participants and the authors.

Much work remains to be done, as we still know far too little about
to what extent partnership as a working method really can function inno-
vatively and have a real structural impact. Is partnership a trend, like so
much else that concerns development? We cannot answer this question, but
hopefully we will be able to point to some of the possibilities and problems
relating to working in partnerships so that your development work will be
successful on the basis of the special conditions that apply in your unique
situation.

A brief summary of the most important questions in the book

In the book, we have chosen to focus on the important possibilities and
problems that, in our view, have a significant impact on the process of using
partnerships to create innovation and development. Below, we present a
summary of the questions that we feel are central to development work
organised in the form of a partnership:
* Are all the relevant partners included in the partnership and have the
problems that the partnership’s work will address been defined jointly?
* How will a collective responsibility in which all the partners partici-
pate in the development of a common policy be ensured? What mea-
sures are required from the various actors/organisations to achieve both
short-term results and long-term effects? Does the partership have the
support and understanding of the home organisation and management
of each individual partner?
* Have the questions what, who, where and when been answered in rela-
tion to the problem to be solved, the influence of the target group, the
time frame, follow-up and evaluation?
¢ Is there a vertical co-ordination of policy with all the decision-making
bodies involved (at the EU, national, regional, and municipal levels)?



Is there a horizontal co-ordination of policy at the local level (public
administration bodies, voluntary organisations, private institutions, em-
ployee organisations and business and industry)?

* Do the discriminated groups have real influence over the entire de-
velopment process?

We will return to these questions below and also examine them in the
light of examples taken from development partnerships in the Equal Pro-
gramme.

The structure of the book

We treat the work that is conducted in a partnership as a process, i.e. some-
thing that takes place and changes over time. In order to mirror this process
we apply a division into three different phases — before, during and after the
development work that the development partnership has chosen to take on.
In a background chapter, we present the Equal Programme, partnership as
a method for driving development, development strategies and the issue of
how partnerships can be organised to promote gender equality and inclu-
sion. In the second part of the book, we present working in partnerships on
the basis of the three phases mentioned above. Following a review of the
three phases, we take up the issue of transnational work. We conclude with
a discussion of partnership in relation to other organisational forms for
conducting development work, such as networks, clusters and the Triple
Helix.

Our aim is thus to highlight important preconditions in the various
phases of a development process — i.e. those factors that unite and divide
partnerships in the different phases. We would like to point out, however,
that the division into different phases is a very approximate one (see Figure
1). In practice, the phases overlap and many of the questions are therefore
relevant in several of the phases. Nevertheless, we have chosen to describe
working in partnerships on the basis of the different phases as the activities
concerned have a more or less prominent role depending on the point that
the development work has reached. This is illustrated in Figure 1.



A partnership that is
integrated in regular
operations (i.e. inde-
pendent of external
support)

Implementation

Initiation PEL e

A partnership dependent
on external support (e.g.
in the form of a co-ordi- T :
nation function and ex- “Before" : “During" : “After”
ternal funding)

A 4

Figure 1. Different phases in a partnership.

In the phase “before” the development work begins, the focus is on the
formation of the partnership itself — establishing working structures, for-
mulating aims and objectives and so on. We have chosen to call this type of
activity #nitiation. Initiation activities are, of course, most prominent at the
introductory stage, but also have an important impact on the work in the
“during” and “after” phases (see Figure 1).

In the “during” phase, the focus is on the operational work — testing
new methods to achieve the common aims of the development partnership.
Implementation work should be conducted throughout the lifecycle of the
development partnership, but is most intensive in the “during” phase.

In the final “after” phase, the focus is on impact and dissemination acti-
vities. The utilisation and dissemination of the experience and results of
the development partnership are in many cases the factors that determine
whether the work will lead to long-term effects, i.e., sustainable develop-
ment. Impact and dissemination work is most prominent in the “after”
phase, but work on strategies for effective impact and dissemination should
begin already in the first two phases.
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The dotted arrow in the figure symbolises the development of a part-
nership from a situation in which it is dependent on external support in
the form of, for example, co-ordination and funding, to the point where its
activities can be integrated into regular operations and thus become auto-
matic and independent of external support. This is a process that requires
a conscious strategy right from the start of the partmership’s work until the
end of the support period (e.g. within the framework of the Equal Pro-
gramme).

Two areas that we have chosen to highlight in all of the phases are leader-
ship and participation. We wanted to see if there are any differences when it
comes to leading the work in the different phases. We also wanted to study
the preconditions for participation in the various phases of a development
project.

As its starting point, each section (which is based on “before”, “dur-
ing” and “after”) takes two case descriptions presented by members of the
National Thematic Group. We have chosen descriptions that differ signifi-
cantly so that we can use the differences to highlight issues of importance to
working in partnerships. We would like to emphasise, however, that many
of the issues taken up in connection with the case descriptions are not al-
ways related to the particular partnership described. On the other hand,
all of the questions and issues raised — and the reflections made — are based
on the experience of the members of NTG Partnership and the authors of
the book. The aim of the experience-based examples presented is to pro-
mote learning by providing a basis for reflection and to encourage people
to question the idea that there is just one best practice.

The ambition throughout the book is to take into account the perspec-
tives that Equal aims to promote. Combating discrimination in working
life and on the labour market plays a central role in the Equal Programme.
Equal aims to promote new methods for counteracting discrimination and
all forms of inequality in working life and on the labour market. Itis a ques-
tion of making the most of the abilities, competence and development po-
tential of every individual, irrespective of gender, age, ethnic background,
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sexual orientation or disability. It should be noted that in the book we con-
sistently refer to those who are excluded from working life and the labour
market due to discrimination and inequality as the discriminated or the dis-
criminated groups. It is for these groups that the development partnerships
exist. The term target group, on the other hand, relates more to those that
the development partnerships aim to influence. This may be the discrimi-
nated groups, but perhaps comprises above all those that own structures
and can influence conditions on the labour market (employers, the employ-
ment agency, the social insurance office etc.).

We wanted to see whether different contents and working structures
encourage broader representation and participation in terms of ethnicity,
gender, sexual orientation and class. Networks are sometimes described as
a form of organisation for development work that promotes the participa-
tion and influence of women. What is the situation regarding partnerships
in this respect? Do partnerships stand for something new — in the form, for
example, of flexible development partnerships for innovation and learning
— or are they simply manifestations of prevailing structures that preserve
male dominance? Can development partnerships be innovative working
structures that promote participation and influence on the part of groups
that traditionally have had limited influence in this type of impact and de-
velopment organisation? Is the development partnership such a flexible
form of organisation that it can be adapted to new participants from a va-
riety of backgrounds and situations? Research has shown that new organi-
sational structures that are built to tear down prevailing power structures,
for example gender hierarchies, often adapt over time so that after a while
they in fact recreate these structures (see for example Abrahamsson 2000).
This adaptation indicates that it is not only the organisational forms that
are hierarchical, but that hierarchy is an inherent aspect of our thoughts
and actions. How can a partnership work to counteract such an adaptation
of its thinking?

Once again, we do not believe in a general model for development that
suits everyone, but we do feel that there are solutions that are more or less

12



well founded, discussed and substantiated. We believe that these solutions
provide the preconditions required for both innovation and sustainable de-
velopment.
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Background and Starting
Points

In the Equal Programme, development must be conducted in the form of
a development partnership. In our view, learning to work in a development
partnership is not an end in itself; it is rather a means — a method or strat-
egy — of achieving “better” development work. By gaining a greater insight
into how partnerships work, we believe that development work can achieve
greater success. Gaining this insight requires background information on,
and an understanding of, what the Equal Programme represents and what
partnership is. It is important to place partnership as a strategy in a wider
development perspective. In this chapter, we also discuss the importance
of social relations and co-operation, among other things as a power factor.
The chapter therefore concludes with a section on gender equality and in-
clusion in partnerships.

The Equal Programme

Equal is the largest diversity programme in the history of the EU and rep-
resents an investment of resources to ensure that the abilities, competence
and development potential of each individual is utilised on the labour mar-
ket irrespective of gender, age, ethnic background, sexual orientation or
disability.

The programme is funded and administered by the European Social
Fund and forms part of the European employment strategy. Equal aims
to promote employment and stimulate growth. The main aim is to com-
bat discrimination and exclusion in working life and on the labour market.
During the programme period, which extends from 2001 to 2007, a total of
approximately SEK 1.5 billion will be invested in Sweden within the frame-
work of the Equal Programme.
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The basis for all the work done in the Equal Programme is an organi-
sational form called the development partnership. Development partnerships
should be used to initiate various activities and operations that, in various
ways, seek new methods and test new models with the aim, in the long term,
of changing both systems and attitudes. In the first round of the Equal Pro-
gramme, which began in 2002, 46 development partnerships were started
in Sweden. In the second round, which began on November 1, 2004, a
further 30 development partnerships were created.

The experience presented in the book is drawn from development part-
nerships in the first round of the Equal Programme. This book has been
produced on the basis of the experience that the participants have gained in
their respective development partnerships in this round.

Partnership as a form of organisation for development work

"Today, partnerships — like networks, clusters, innovation systems and the
Triple Helix — are popular as a method or strategy for pursuing develop-
ment. But what does the term partnership and all these other terms stand
for? What type of development do these methods aim to achieve? In what
situations are they used, and by who? Do we know whether they work? Are
the different terms just in-words?

At the end of the book, we attempt to briefly review the terms and what
they stand for, but already at this stage we would like you to think about what
partnership is in comparison with the other forms of co-operation men-
tioned above. Is partnership yet another new term for a traditional working
method? Is there a risk that partnership will simply become another new
in-word that can be used for all conceivable forms of co-operation in the
same way as the term “network”? We have already seen how partnership
has become a term that is used in an increasing number of contexts with
regard to development work, but with no clear definition.

We have not adopted an exact definition of partnership, but our starting
point is that a partnership can be seen as a collection of actors/organisa-
tions who join together to address a common issue, where all the partners
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(using their competence, experience and resources) can contribute to devel-
opment. A partnership represents a different way of working as compared,
for example, to a network. In a partnership, the partners own the issue or
task at hand jointly, which requires a commitment from the participants in
a way that networks do not. Networks are based on voluntary participation,
while partnerships are put together with the aim of performing a task or
resolving problems jointly — the partners “own” the task together. In the
Equal Programme, the aim is also to have a structural impact, and some of
the partners in each partnership thus constitute a part of the structure that
the partnership is trying to influence or change This means that a willing-
ness and desire to critically examine one’s own activities and operations is
an important precondition for the work.

“The difference between a development partnership and a project is that
you don’t just want to change the world around you, in a development
partnership you also have to be prepared to change yourself” (A co-or-
dinator in the Equal Programme).

The quotation above indicates the importance of the entire organisation,
not just a number of individuals, becoming a committed partner.

Projects are a common organisational form for conducting development
work. In Figure 2, we have attempted to illustrate a number of general simi-
larities and differences between partnerships and projects.

As we can see from the figure, partnerships are suitable for more ex-
tensive and complex operations, whereas projects are more appropriate for
limited assignments where both the means and the objectives are predeter-
mined. The work of a partnership is open in nature in that the formulation
of objectives and the testing of methods is a process that must be open as it
aims to provide innovative solutions. Another clear difference is the joint
responsibility in a partnership, which comprises everything from operation
to development (e.g. financial aspects, formulation of objectives, influence,
new thinking, dissemination and impact). In a project organisation, how-
ever, there is a steering group or project manager with responsibility for en-
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suring that the assignment is conducted according to plan and in line with
the predetermined objectives. Projects and partnerships also differ in terms
of their composition. Partnerships represent organisations that are affected
by a shared problem, which means that the organisations themselves are
responsible for ensuring that changes occur. Responsibility for the changes
cannot be shouldered by a single individual but must be assumed by the
organisation as a whole. A partnership is thus made up of organisations
rather than individuals. In projects, on the other hand, responsibility for
completing a certain assignment may often lie with an individual and not
necessarily require real responsibility on the part of the entire organisation.

Projects can thus include organisations as well as individuals.

Partnerships

Limited operations

Own resources

Limited time, conclusion date

Partners comprising representatives who represent
partner organisations, each of whom have declared
why they are taking part

Bound by a contract/agreement. Decide jointly on
working plan*

All partners have joint responsibility on an equal
basis. If a development partnership has different
projects/sub-projects, it follows therefore that:

1. The development partnership allocates resources
and powers, e.g. decides on projects

2. The development partnership follows up the
project work

3. The development partnership adjusts and changes
project descriptions and resource allocations

The partnership owns the operations

* In the Equal programme, consensus is required on
important issues, e.g. on documents that are deliv-
ered to the ESF Council in the partnership’s name
(working plans, budgets and reports)

Projects

Limited task

Own resources

Limited time, conclusion date

Individuals who have been ap-
pointed by the body or client that
has commissioned the project
Governed by the commissioner's
(client’s) project plan

A steering group is responsible
for decisions, allocation of re-
sources and follow-up

The steering group reports to the
commissioner (client)

Figure 2. A comparison between partnerships and projects.
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It is important to stress that the figure above is based on a theoretical ap-
proach that describes the extremes of the two forms of organisation. There
are, of course, projects that are very like partnerships as an organisational
form and vice versa. The figure nevertheless presents important factors that
are unique to partnerships and that are necessary for partnerships to func-
tion as such.

One evaluation (Ledningskonsulterna 2002) has shown that many part-
nerships have in fact been run more like traditional projects than partner-
ships. The co-ordinators have acted more or less as project managers and
have assumed — or been allocated — a strong role, while the partners in the
partnership have been passive. This clearly illustrates how important it is
to establish from the start, and to clarify to yourself, the organisation you
represent and the other partners, exactly what working in a partnership
entails.

The question that should be asked when considering whether a partmer-
ship is a suitable organisational form is:

* Is partnership an effective form for solving the problems concerned

and for co-operation, or is partnership simply a new trend on the market

for organisational development?

The development partnerships in the Equal Programme have a special as-
signment. They aim to support empowerment and to influence and change
structures in order to combat discrimination and exclusion in working life.
* Is it possible to combine such widely differing objectives in the same
assignment and the same organisation? What demands are placed on the
forms of work and leadership when the objectives are so contradictory?

Development partnerships entail a new and different role for those who
participate, even though they may in many cases have experience of work-
ing in other groups made up of different partners. It is therefore important
right from the start to be aware of the fact that working in a partmership
can be seen as a learning process in which there is not only one best solu-
tion that applies to all situations, but that the solution is linked to the local
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context. Working in a development partnership therefore requires an open
approach, a considered view of development and an awareness of partner-
ship as a working method and organisational form.

Different ways of looking at development

Is it possible to learn how to organise development? Well, that depends what
you mean by development. If development is seen as something that can be
planned in line with a set timetable, then of course it is possible to learn a
technique for this. Most development work — especially the work that is or-
ganised in projects — takes place in this form, i.e. with clear objectives, sub-
objectives, planning instruments, computerised accounting systems and so
on. There are a great number of instruments for analysing, controlling and
administering development projects in a clear and predictable way — e.g.
Gant charts, SWOT analyses, Logical Framework and planning trees. The
technical and administrative orientation of projects gives experts a strong
role and thinking is characterised by a planning strategy, i.e., the idea that
solutions and innovations can be planned in advance.

In Figure 3, an attempt is made to summarise and isolate some of the
characteristics of a planning strategy and of a learning strategy for develop-
ment. The starting point in the planning strategy is that there is a best
solution (best practice) that can be applied in every context. The focus is on
achieving concrete results in the short term. Learning is limited and aims
to ensure that the right means are selected. Learning here is more in the
nature of conducting a follow-up to determine whether the plan has been
followed. Dissemination of the experience gained is assumed to be unprob-
lematic and is conducted by means of presenting good examples.

The planning strategy may work excellently under certain conditions,
i.e. when the objectives are well known and easy to define. If you want to
build a bridge and the various conditions (materials, geotechnical aspects,
logistics, meteorology etc.) are known, a planning model will work in a
predictable way because sub-objectives can be specified, scheduled and fol-
lowed up. Decisions can be co-ordinated and systemised along the way.
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Development strategies: Planning strategy Learning strategy

Starting point Best solution Alternative solutions
Applicability General Local, contextual

Aim Measures-oriented Sustainable development
Perspective Short-term Long-term

Focus Narrow Open

Working method Predetermined Flexible

Dissemination Good examples Learning by example
Learning Adaptation-oriented Development-oriented
Reflection On the means On both means and objectives
Evaluation Follow-up For reflection and learning
Control Expert-controlled Participant-controlled

Figure 3. Two development strategies in their pure form.

But in most cases the conditions are not known in advance, it is not even
possible to formulate the objectives or the results in advance. Development
work — particularly of the innovative type — presupposes that the result is
not known in advance and that the means for achieving it are not defined
in advance either. Otherwise, we would not be talking about an innovative
project!

An increasing proportion of the development work that is conducted in
a rapidly-changing society must be open and somewhat unpredictable in
nature. Development cannot be planned into existence. Development work
must instead be process-oriented, flexibly organised, have a high level of
participation and be based on reflection and development-oriented learn-
ing — in relation to both means and objectives (see Figure 3). There is not
one solution (best practice) that applies to all situations; the solution is tied
to the local context — with all that local conditions and local history entail.

We believe that the ideas behind the Equal Programme favour the latter
development model. Equal is intended to be innovative — to produce new
solutions, change structures, encourage empowerment and so on. The term
development partnership underlines this.

It is important to stress that the two types of development work pre-
sented in Figure 3 are theoretical constructs. They are ideal types, i.e., pure
versions of certain ways of thinking about and working with development.

21



In reality, any development work will consist of both planning and develop-
ment elements. An Equal partnership must administer and report on its
work. A successful development effort must therefore combine planning
and development in the right way. It is a question of combining openness
with focus, of putting the participants in control while still using experts
and of thinking in the long term but still being able to present concrete
results here and now.

We therefore reject the idea that there is one best practice —a practice that
suits all conceivable situations. The idea of one best practice is a pipedream
among those that govern hierarchical and bureaucratic organisations. This
misguided ambition of the planning strategy should not, on the other hand,
prevent us from appreciating the value of various methods used within the
framework of a planned development process. Such instruments include,
for example, stakeholder analyses or planning trees. Simple techniques can
be used, not in a static way but rather as tools for reflection and learning.

Creating a partnership that offers gender equality and inclusion

We have previously admitted that we do not know if or to what extent
partnership is a better form of organisation than others for conducting
development work. There is criticism of partnership in this respect. For
example, one can discuss to what extent partnership is an organisational
form that determines whether development work will be successful or not.
Perhaps we put too much faith in new forms of organisation as a solution
to problems relating to co-operation? We have therefore largely chosen to
highlight questions that particularly underline the need for discussions and
unity on the content of the work, roles, expectations, results and effects in
order to achieve success. Another criticism levelled at partnerships is that
they entail the transfer of economic resources and decisions from demo-
cratically elected representative bodies to partnerships in which the repre-
sentatives have not been democratically elected. There is a risk of consider-
able resources and power being accumulated by organisations that are not
transparent or publicly accountable, and that also exclude many actors.

22



With this in mind, it is important to reflect on to what extent partner-
ships include or exclude. We have therefore chosen to underline the im-
portance of an inclusive perspective in the work of a partnership in terms
of representation, forms of work and concrete operations. One way of ad-
dressing the question of exclusion may be to consider who is included in
the partnership, who makes the decisions and how, who does the talking
and who is listened to. You should also consider the fundamental ideas on
which the partnership bases its operations. Transparency, participation and
a non-hierarchical organisation are some of the most important factors in
preventing partnership from becoming an organisational form only for ac-
tors/organisations with an abundance of resources.

There is not much research on partnership as an organisational model
and gender equality, but the Emma Resource Centre* has conducted re-
search on clusters. This research reveals that the gender perspective is con-
spicuous by its absence in most regional development work. Definitions of
innovation, regional development and clusters are based on the male point
of view, which leads to women being excluded from regional development
work (Petterson & Saarinen 2004). We believe that these results may also
be relevant to partnerships and gender equality.

The labour market in Sweden is gender segregated and many organisa-
tions have a patriarchal structure in which men in general have more power
than women. How can we prevent partnerships from recreating this un-
equal structure? Working in a partnership touches on several aspects of
gender equality as well as equality in a wider sense. We will focus here
on gender equality within partnerships, but also on equality in the rela-
tions between a partnership and the group that it is working to include on
the labour market. Gender equality is a term that is often associated with
demands and documents (e.g. gender equality plans). As a result of the de-
mands for gender equality and the application of a gender perspective, the

2. The Emma Resource Centre is a competence development centre for regional develop-
ment from a gender equality perspective. For more information on the Emma Resource
Centre see www.emma.se.
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concepts are well established at a rhetorical level: We often say that we are
for gender equality. But what is the situation in reality, in terms of concrete
action? When we are asked to specify in what ways we have promoted gen-
der equality or taken the gender perspective into account we often find it
difficult to do so: What have we actually done? This shows that there is a
gap between rhetoric and action with regard to gender equality. What is it
that makes it so difficult to actually specify concrete measures even though
so many people are for gender equality?

Gender equality is not just about statistics, i.e. about the number of
women and men in a partnership. A partnership may include an equal
number of women and men, but still have a hierarchy that favours men
and disfavours women, or vice versa. Gender equality and the gender per-
spective are above all about power relations. This means that it is impor-
tant not only to strive for an even gender distribution, but also to reflect
on and identify the power relations that exist in the partnership. This will
highlight the fact that gender equality is not simply a women’s issue but
fundamentally an issue concerning the power relations between women and
men. Certain groups (men) benefit from the fact that other groups (women)
do not have power. This also enables us to understand why this type of
analysis, which challenges the prevailing power relations, arouses a certain
amount of resistance. Who wants to lose their position of power?

Co-operation is based on social relations, even in partnerships, and it
is therefore important to address the aspect of power in these relations.
The point of departure for analysing power relations is to study which in-
dividuals have or do not have access to resources, networks, mandates and
information. The Emma Resource Centre has identified a number of im-
portant factors for analysing power relations within a cluster. These are
homo sociality (the fact that men often choose men in an organisational
structure), power, harassment, marginalisation, status and the ability to ex-
press yourself so that others listen to what you have to say. We believe that
these factors may also apply to working in partnerships.
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Ensuring gender equality requires analysing the work of a partnership
at several levels. The following questions can act as a guide when reflecting
on gender equality: 3

* Are women and men represented in the partnership? At what levels

and in what functions? What is the situation regarding representation

in formal and informal contexts? Does the information required reach
everyone?

* How are the resources (time, money, information, knowledge, con-

tacts) distributed? What resources do the partners bring to the part-

nership? How are the funds of the partnership distributed and who is
involved in making decisions about this? What resources are valued?

* What consequences do representation and resource distribution have

for the participation of women and men in the partnership?

* How are the partnerships common problems, aims and objectives de-

fined? What values and norms govern the partnership’s work?

An example from one of the partnerships in the Equal Programme that
has worked with gender equality demonstrates the resistance that can arise,
especially if the aim is to influence the situation in a partner’s own organi-
sation. It is important to think about how to deal with such resistance and
how to support people who are at risk because they raise issues that may put
them in an uncomfortable situation — for example by being exposed to the
silent treatment, denigrating comments or even personal attacks.

Gender equality is particularly important with regard to relations be-
tween the partnership and those groups who are supposed to benefit from
the partnership’s work. Experience has shown, for example, that notions
about what work is suitable for women and immigrants govern the support
that these women or immigrants receive when they apply for jobs that do
not fit the norm for the kind of work that they are expected to want to do.
Are people encouraged to step outside the norms on a labour market that
is segregated in terms of gender and ethnicity, or does encouragement and
support fade away in such situations?

3. The questions are based on Gertrud Astrom’s 3R method; representation, resources, realia.
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* What notions govern the activities that the partnership is testing and
prioritising?

* Do the women and men involved in the partnership’s work have the
same opportunities to participate?

Other matters that are important to consider with regard to gender equality
are what information is provided and what decisions are made at the for-
mal and informal levels. In an inclusive partnership, an alternative may be
to ensure that no issues that should be dealt with formally are taken up in
informal contexts unless everyone concerned is involved. At the informal
level, it is a question of ensuring that responsibility for the work is assumed
in such a way that everyone is comfortable with it. At both the formal and
informal levels, for example, language can have an excluding effect.

* What jargon is used? Are terms used that are highly specific to a cer-

tain context, profession, training and so on? Is everyone comfortable

with the terms and the jargon used?

® Do all the partners listen equally well to everyone in the partnership or

do those who express themselves well have a verbal advantage?

The subject of gender equality is not expressly dealt with below, but several
of the questions raised can be analysed from a gender perspective. Partici-
pation and the attempt to find forms of work that suit everyone are exam-
ples of subjects that can create an inclusive partnership. Identifying and
changing power relations is not easy. On the contrary, it is often difficult to
define power, and few people will admit that they have a position of power.
People that others perceive as being powerful may themselves feel that they
are powerless. Handling issues like this sometimes requires support and
expertise from outside, e.g. a process manager who is not included in the
partnership but who can identify power relations and initiate discussions
about them. There are, of course, many more questions to be raised and to
reflect on, but this is a gateway to a partnership that offers gender equality
and inclusion.
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Working in Partnership
— The First Phase

"This section refers to the work of two partnerships — “Diversity in Vister-
norrland” and “Exchanging Resources”. These partnerships were initiated
in different ways, which means that they raise different issues that we can
consider and discuss. We begin with a brief description of the Diversity in
Visternorrland partnership and its working methods in the first phase, the
phase “before” development work began.

Following the respective case descriptions, we take up a number of ques-
tions that arise directly in connection with the presentations. We then com-
pare the two partnerships with the aim of showing how differently partner-
ships can work and be organised, without claiming that either method is
better or worse than the other. Despite the differences there are common
factors, and we have therefore chosen to also discuss a number of general
issues on the basis of the previous experience of the participants and the
authors.

The section concludes with a summary of the thoughts and feelings of
the participants, in retrospect, about the importance of the initiation phase
for the following phases of the development work.

The development partnership Diversity in Vasternorrland

Diversity in Visternorrland is a development partnership that consists of
14 different partner organisations. The partnership is conducting various
trials/sub-projects with the common aim of increasing awareness of the im-
portance of diversity and a more open working life. The aim of Diversity
in Visternorrland is to highlight the opportunities that a broad range of
diversity offers to individuals, workplaces and the county at large.
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The initiative for the partnership was taken in connection with the an-
nouncement of the first round of applications for the Equal Programme. A
number of stakeholders were invited to the County Administrative Board
for an information meeting on this new EU initiative, and the meeting re-
sulted in the formation of a working group. As the level of ambition and the
workload of the group increased, the partners involved decided to jointly
fund the employment of a person full time. This person provided important
support in the process leading up to the submission of the application. The
working group was expanded and many of the participants later became
participants in the development partnership itself.

The initiation work primarily took the form of a widespread invitation
and the provision of information on the Equal Programme to a number
of different regional actors with the aim of accumulating all the ideas that
these actors had. The only limitation was that the ideas had to be linked to
the theme of diversity. The working group issued an invitation to an open
ideas seminar, which aroused a lot of interest. Around 100 regional actors/
organisations were contacted and approximately 50 of them attended the
seminar. The aim of the seminar was to see what ideas “people around the
county” had on the subject of diversity in Visternorrland.

In parallel with this “ideas search”, regional work was also conducted to
strengthen the county’s vision as expressed in the slogan “Visternorrland
offers opportunity and diversity”. The ideas seminar thus became part of
the work on this vision, which meant that the initiation of the Equal part-
nership received the support of the County Governor, among others. This
later turned out to be important in that it added legitimacy to the efforts
of the group.

After a lot of work, the group was left with seven ideas which later re-
sulted in the six sub-projects that the development partnership decided to
work with. The entire process — from the launch of the Equal Programme
until the six sub-projects were selected, the partners were “recruited” and
the application was written — took approximately one year. It should be

noted that no funding was allocated until the processing of all the ideas was
finalised.
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"This first presentation points to the following central questions regard-
ing the recruitment of participants:

* Who should be included? How can representation be created that ena-

bles both structural impact and empowerment, i.e. with representatives

with a mandate to change the relevant structures but also with repre-

sentative who are close to, or have experience of, the problems that the

partnership will work with?

Experience has shown that it is extremely difficult to gain access to existing
structures and to push through changes from outside. One critical success
factor may therefore be to include representatives with legitimacy and expe-
rience in the partnership in order to open the door to structural impact. It
is also important that the representatives are willing and prepared to accept
change, otherwise there is a risk that existing structures will be preserved.
* How can we prevent the establishment from taking over supervision
of events and activities? How important was it, for example, that the
County Governor was involved to add legitimacy to the work?
* How can representatives of discriminated groups gain access to these
contexts if previous positions and contacts govern recruitment to the
partnership? How can the participation of under-represented groups be
promoted?
* How can we plan for the dissemination and impact of the results be-
fore the partnership itself is actually put together? Should the selection
of partership participants be governed by their ability to promote dis-
semination and impact or by their knowledge and position/network of
contacts?

In Diversity in Visternorrland, as in most of the partnerships in the Equal
Programme, funding was not guaranteed until the idea behind the partner-
ship was formulated and funds were granted by the Equal Programme.
* Is there a risk that the initiation process will be pushed along too
quickly if funding is not guaranteed for one or several individuals that
can work with initiation?
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® Who should provide the “risk capital” for the initiation work? Is it pos-
sible to secure a motivation and willingness to continue with the work
by requiring financial or other support from the future partners at an
early stage?

In order to illustrate how differently the initiation of a partnership can be
conducted, we will now describe another partnership, “Exchanging Re-
sources”, by briefly presenting the partnership and the methods it adopted
in the first phase, i.e. “before” the development work itself began.

The development partnership Exchanging Resources

The mission of the development partnership Exchanging Resources is to
help recent immigrants and refugees with a residence permit to become
self-supporting more quickly through jobs or training. The partership,
which has seven partners, is developing a model for workplace induction.
The arenas involved are pre-schools, schools and after-school recreation
centres. The model is being developed in co-operation with six different
schools who, together with the partnership, are working with value issues
relating to gender equality, diversity and participation.

The idea for the development partnership Exchanging Resources arose
when some of the future partners, on the basis of their particular experi-
ence and everyday work, saw a need for a workplace induction programme
for recent arrivals. The aim was to enable recent arrivals to enter work-
ing life and participate in the life of the community more quickly than is
the case today. The co-ordinator, who was involved during the initiation
phase, had previously worked in several projects funded by the Objective
3-programme where the target groups were the long-term unemployed and
recent immigrants. The idea of a partnership was discussed with a number
of actors who had knowledge and experience of the difficulties that refugees
and recent immigrants face in entering the labour market. Their experience
was that many projects lead to the identification of a need, the implemen-
tation of measures and, in the best case, an evaluation. The difficulty has
been, however, to implement the processes that have led to good results
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or to change negative processes in the regular operations of the project
participants. This time they wanted to investigate whether a development
partnership as an organisational form could be more successful than tradi-
tional steering groups with regard to mainstreaming — i.e., the integration
of results. An important precondition was that the funding of a partnership
is ensured for a much longer period of time than for a normal project with a
limited time schedule. The Exchanging Resources partnership thus hoped
that it would gain more time to work with the mainstreaming of the results
of the model it developed.

The actual initiation work began as late as two weeks before the applica-
tion was due to be finalised. At this stage, actors who could conceivably be
interested in developing a model that would shorten the period of time that
elapses between receiving a residence permit and finding a job for refugees
and recent immigrants were mobilised. As the actors all had experience
of the problems in this area — but in different ways due to their different
backgrounds — most of them were already part of a well-developed network.
They also felt that they already had a good idea of who could or should be
fitting members of the development partnership. A survey and an analy-
sis were conducted before the partnership was put together. An important
factor in this context was that great importance was attached to avoiding
the formation of a partnership consisting of individuals who would spend
their time sitting in meetings. Instead, the player wanted a partnership that
really could contribute to the implementation and mainstreaming of the
work. Some of the actors that, following the analysis, were identified as
suitable partners decided that they did not want to take part. These became
strategically important later — but not essential — in the development and
mainstreaming of the model’s results, and several meetings and the trans-
ter of knowledge have taken place with those who “declined”. Six partners
eventually decided to form the development partnership Exchanging Re-
sources.

In this case, there was a clear idea about what the partnership should
work with and this formed the core of the application. The initial idea was,

3I



however, subsequently developed further by the partnership. The develop-
ment work conducted by Exchanging Resources raised the following ques-
tions:
® [s there a risk that a partnership will become a “standard” project when
the development work is initiated by a few “driven” individuals in this
way?
* Do the partners, especially the partners that joined following the
initial discussions, really feel that they are the owners of the develop-
ment work?

The people behind Exchanging Resources were well aware from the start
of who would make suitable partners. Some actors/organisations were self-
evident, and a network of contacts was already in place. Nevertheless, some
of the actors that it was felt should belong to the partnership decided not
to take part.
* What does it entail that strategically important actors decide not to
join the partnership? Are there alternative ways of ensuring their partici-
pation? Can these actors be involved in other ways, without becoming
partners, and if so what are the consequences of this?
* What does searching for suitable partners in existing networks entail?
Is there a risk that existing structures will be preserved? How can we
make it possible for “new” actors to enter these existing networks?

Exchanging Resources chose to conduct a thorough survey and analysis
before the partnership was put together. Each organisation and participant
was asked to present their roles, expectations and motives for taking part.
In retrospect, this is now seen as a critical success factor.
* How is it possible to create trust and openness in a group where all the
participants do not know each other? Can the survey and the analysis
help to reveal hidden agendas?
® Should the partnership set common objectives or should objectives
be formulated in the form of expected results for each members of the
partnership? Which objectives should be governing if there is a conflict
between the common and the individual objectives?
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* Can roles and preconditions be worked out even if the work of the
partnership has already begun, or is this something that has to be done
from the start? Is it at all possible, in fact, to conduct an analysis at an
early stage of a process-oriented project or programme that will clearly
establish who the partners should be and what roles they should play?

If surveys, analyses and expectations are regularly followed up, these can
act as process support tools, rather than as methods, in a planning strategy
so that working methods and roles can be established at an early stage. If a
partnership follows up conditions and any changes on an ongoing basis, it
will be possible to see how the individual partners view their own partici-
pation and that of the other partners during the course of the work. This
will make it possible to combine planning with development and create
openness and flexibility in terms of organisation, working methods and ex-
pectations.

One of the most important critical success factors, according to one of
the partners of Exchanging Resources, is that that there has been a range
of experience within the partnership. There has, on the one hand, been
experience of working flexibly, i.e. less “administratively” and more net-
work-oriented, while on the other hand there have been partners with a
knowledge and understanding of how the administrative system works.

A comparison between the partnerships

There are clear differences in the way in which the two partnerships were initi-
ated. We will now highlight some of these differences and discuss them.
Both partnerships have developed over a period of time. They started
in a certain way but have changed in the course of implementation. The
composition of the partnerships has also changed somewhat. In one of the
partnerships a partner opted out entirely and a new partner joined, while in
the other there has been a change of level (from the regional to the central
level). It is therefore natural to ask:
* How can the partmerships be made flexible? Can partners be changed
and replaced over time? Should this be planned for right from the
start?
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The replacement of partners may, if the partners who are replaced provided
part of the co-funding, have consequences for the total budget of the part-
nership, which in turn can lead to changes in planned activities or the man-
ning of the partnership. A good tip is therefore to begin to plan for the fact
that partners may leave or join the partnership right from the start.

The initiation of the two development partnerships differs widely. In
the first case, the idea for the partnership developed among a number of
actors/organisations without a clearly formulated objective. In the second
case, there was a clear idea that quickly attracted support. This idea was
concretised in the form of clearly-stated objectives and expected results. An
important question that arises as a result of this difference in the initiation
process is:

* How important is it to have clear objectives and visions for the devel-

opment work? Must there be a shared vision that unites the participants

from the start, or can the vision develop during the course of the work?

* Isita good method to start with what is already there and collect ideas

using a “funnel model”, as in the first example? Isn’t there then a risk

that rehashed ideas or outworn notions will be brought to the table?

* What are the relations between the partners like in these two different

types of development partnership? Is it especially important to be very

specific about what is required from each individual partner when the
objectives are open or vaguely formulated?

It is the general experience of those involved that a lot of time is required in
the initiation phase to clarify objectives, expectations and roles. Different
parts of the work need to be formalised to a different extent; in some cases
it may be a good idea for the partners to sign formal agreements. The most
important thing, however, is for the participants to develop a common
understanding of the problem. A problem must be set before it can be
solved!

4. Donald Schén, who conducts research on learning, talks about problem-setting in this
context.
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The role of the co-ordinator

Both of the development partmerships emphasise the importance of real
support and competent co-ordination in the initiation phase. A partnership,
unlike a project, is based on partners who assume a joint responsibility and
the co-ordinator, unlike a project manager, does not drive the development
work alone but instead co-ordinates the joint efforts of the partners. This
places great demands on the partners and their understanding of the com-
mitment that membership of a partnership entails, but also on the co-ordi-
nator’s own attitude and approach to the task.

Several examples from partnerships in the Equal Programme reveal that
the unfamiliarity of the situation is often reflected in a limited awareness
of the joint assumption of responsibility. It is not unusual for the co-or-
dinator to gradually begin to act like a project manager and to shoulder
the responsibility that the parters should really take for driving the work
forward. It also happens that co-ordinators simply wait for initiatives to
co-ordinate, which can lead to the work coming to a standstill and frustra-
tion arising and prevailing until the partners understand their commitment
and act jointly. This latter case requires a co-ordinator who is not afraid of
becoming unpopular when frustration arises because the work has come to
a halt and who also has the courage to wait for the partners to realise what
their responsibilities are.

* How can the partners be made to understand that they share a joint re-
sponsibility? How “driving” should a co-ordinator be when the partners
fail to take any initiatives?
* What does the role of co-ordinator entail? How can the co-ordinator
balance the need for planning, focus and concrete results with openness,
participant control and long-term effects?
® What competence and experience does a co-ordinator require? Should
it be a person who is really committed to the issue and the target group
concerned, has experience of project management and is competent to
support development processes? Is it possible to combine these different
roles or can the needs be met, for example, by sharing the responsibility
between several co-ordinators?
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® Can it be an advantage to have different co-ordinators for different
phases of the work?

The questions above on a “driving” co-ordinator and shared responsibility
are somewhat double-edged. The very idea of a partnership is that leader-
ship and responsibility should be shared as the partners own the task con-
cerned together. The co-ordinator function differs in many ways from a
traditional leadership role. A partnership is more in need of a person who
co-ordinates the work and takes responsibility for the administration that
an Equal partnership requires than of a person who drives and controls the
activities and makes decisions.

Another question relating to the co-ordinator function in the initiation
phase concerns how recruitment is carried out.

Project management has become a profession for many development
managers. They primarily take a job as a project manager to support them-
selves and they perhaps sometimes lack the commitment and enthusiasm
that is required to run innovative projects. Some may see their participation
in an Equal partnership as a step up the career ladder or as an opportunity
to “play the tourist around Europe”, rather than as a demanding job for a
discriminated group under uncertain terms and conditions. Other experi-
ence shows that people who play an active role in the initiation work some-
times also appoint themselves as co-ordinator.

® What are the advantages and disadvantages of the initiator and co-or-

dinator of the partnership being one and the same person?

® How can we avoid recruitment from a circle of friends or acquaintances?

How can we avoid a situation in which we are expected to take over

someone who has become “surplus to requirements” when, for example,

there is a shortage of work in his or her home organisation, or to take on
someone who the home organisation simply wants to get rid of?

A final question concerning the role of the co-ordinator in the initiation
phase is how to avoid vulnerability in a partnership where one person or a
few people have played a particularly active role in the initiation work.
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* What happens if the co-ordinator resigns? Can the consequences of
this be mitigated by, for example, sharing the responsibilities of the co-
ordinator and sharing responsibility in the partnership for building a
broader base and overlapping areas of responsibility?

There is a risk that the work of a partnership will become highly vulnerable
if the partners fail to meet their commitments in terms of participation, as
the partnership will then rest on the shoulders of one person — the co-ordi-
nator. This could put the co-ordinator in a very exposed position in which
he or she has a great deal of responsibility but a limited official mandate.

Composition and participation

The participation of the partners, but above all their joint responsibility,
forms the core of the work of a partnership and is the factor that most
clearly distinguishes a partnership from other forms of organisation for
conducting development. It is therefore of the utmost importance that the
partners that are needed to work with the joint tasks of the partnership are
represented, and that the partnership is organised and works in a way that
provides for the participation and shared responsibility of the partners.
* Are all the partners involved in solving the problem or fulfilling the
objective that the partnership has set?
* What knowledge and experience does the partnership require? Is
knowledge and experience of the common issue of the partnership — in
Equal’s case discrimination and exclusion on the labour market — avail-
able? Is there sufficient knowledge of development work and cross-
sector co-operation, administration etc? How do the partners comple-
ment each other?

As we have said, a partnership is based on representation, i.e., the participa-
tion of established actors and organisations. This means that there is a risk
that the discriminated groups that the Equal Programme is trying to help
will find it difficult to make their voices heard, especially in the initiation
phase.
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Discussing who actually makes up the partnership’s target group may
seem trivial, but experience shows that this is not always self-evident. In
the Equal Programme, the words that best describe the relation between
the development partnership and the group that it is working for/with/
on behalf of has been discussed. Sometimes, for example the terms “target
groups” and the “target groups’ target group” are used, sometimes people
talk about the “target group” and the “clients”. The interesting thing about
this discussion is exactly how the partnership relates to the discriminated
group or groups that it has chosen to work for.

® Is it a question of acting with or for a group? Is it because their experi-

ence can be used to identify and change discriminating structures, or is

it because they are seen as weak groups that need to be strengthened by
means of participation?

Irrespective of the term used or the attitude that prevails, it is important
that there is consensus about this, otherwise there is a risk that the aim
of the partnership will be unclear. It should be clarified, therefore, exactly
who the partnership is working for and who — or rather what — should be
changed. This gives rise to the following questions:
® Is the participation of the discriminated groups necessary in all devel-
opment work? If so, how can the participation of those that the partner-
ship is intended to benefit be provided for already in the initiation phase
— e.g. the unemployed, refugees, people on the long-term sick list?

One example that demonstrated that it is possible to create participation is
a partnership that was initiated among active partners. This case involved
local community associations and groups of Sami. Representatives of the
discriminated groups were involved already in the initiation phase and were
able to influence the content and structure of the partnership’s work, which
meant that they subsequently assumed responsibility and participated ac-
tively rather than being a passive target group. The prerequisite for this was
that they participated in the planning and design of the activities at an early
stage. Organising for participation is thus a question of both representation
and forms of work.
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* How can working structures and methods be created that suit and in-
clude everyone, irrespective of previous experience and contacts?

Resistance to formal representation in combination with a lack of clear aims
are often the reasons why companies are sparsely represented in partner-
ships. Experience shows that representatives of business and industry above
all become involved in activities that can provide direct benefits — ultimately
in terms of increased profits, not in activities with more unpredictable, and
perhaps less measurable, results.

* How can companies be involved in partnerships? Must the objectives

be made clearer? Should the working structures be made more efficient

and less labour intensive?

* What different demands are made within a partnership when some of

the partners are running direct income-financed operations while others

are publicly financed or running non-profit operations?

* On whose terms are the activities designed when the partners come

from such different backgrounds? Is it possible to create a meeting of

equals in the partnership?

Itis not only business and industry that is poorly represented in the existing
partnerships. Politicians, trade union representatives and people from the
mass media are also scarce on the ground.
* Why is it that business and industry, the political sphere, the trade
unions and the mass media are so seldom represented in the partner-
ships? What can be done to broaden the participation of these groups in
the partnerships?

We have strongly emphasised the importance of having the right partners
in the partnership in order to make it possible to work effectively on the
common issue for the partnership. Selecting partners and establishing a
working method and an organisation that promotes shared responsibility
and participation are probably the most important elements of the initia-
tion phase. However, there are still a number of other important questions
to be considered.
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Other questions to discuss

The literature on development work is based on rational models, i.e. on the
idea that there are sensible reasons for the participants and their organisa-
tions to participate. It is assumed that the participants have noble and un-
selfish motives for their participation.

Research and experience — not least from recent events concerning the
boards of several large companies — reveal that this is a one-sided and in-
correct view, indeed almost naive. We have previously referred to the issue
of hidden motives (agendas) and conflicting aims with regard to participa-
tion in a partnership. Here we would like to discuss a number of other
consequences of this.

Any unawareness of the hidden motives of the actors and organisations
involved means that the development work concerned will be based on un-
realistic assumptions and will therefore be vulnerable and unpredictable. In
the course of our discussions, it has emerged that organisations often have
financial motives for taking part. The funds from the Equal Programme
help them to cover their fixed costs. The time set aside for the work in the
partnership is not used to the full but is partly spent on working with the
normal operations of the organisation. Another motive may be that certain
issues are “in fashion”, and there is therefore pressure on the organisation
to work with these issues. Such pressure can lead to a situation in which
the organisation’s involvement has more to do with its desire to cross the
issues off a “to-do list” than with a genuine interest in, or an ambition to
test, new ideas.

It is particularly important to consider and discuss the following ques-
tions when initiating a development partnership:

* How do the preconditions, motives and working methods for partici-

pation in a development partnership differ between partners from the

private, public and non-profit sectors?

® Is there consensus on the terms and definitions that are central to the

development work? Is there consensus on the forms of work?
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It has proved to be important to clarify definitions and various central terms
and concepts. Rhetorical consensus is not enough in this context, concerted
action is also required. In other words, there must also be consensus on
the terms when the time comes to take concrete action. This is when the
differences between the different partners become visible and when the
problems come to the surface. This applies both within the partnership and
when the partners’ home organisations are required to demonstrate their
support and backing.
* How are situations handled when the partners’ own organisations want
to move in one direction while the partnership wants to move in another,
for example when the head of a home organisation has a different set of
priorities from the partnership? How can we resolve situations in which
partnership participants are torn between the work of their partnership
and their everyday work in their home organisation?

As the regulations of the ESF Council stipulate that budgets must be planned
in advance, i.e. before the work of the partnership actually starts, there is
a great risk that the planned budget will not be in line with subsequent
requirements. The expectations of sub-projects/subordinate operations are
often based on the adopted budget. If it turns out that the budget is incor-
rectin relation to the activities that are actually started, it may be difficult to
deal with the expectations of the sub-projects if funds have to be redistrib-
uted. Disappointment and frustration can easily arise as a result of this.

* By signing agreements in advance, can we redistribute the funding if

the partnership and its activities change? Whose responsibility is it to

allocate the funding?

Experience has shown that difficulties arise when co-funding is partly linked
to services, which among other things entails strict demands for time repor-
ting. There is a risk that extensive discussions on co-funding and administra-
tion will drain energy and attention away from the real aims of the partner-
ship’s work. The activities and operations of the partnership should govern
the allocation of the funds rather than a fairness principle under which re-
sources are allocated equally, for example to each sub-project.
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A piece of advice given by several of the co-ordinators of Equal Pro-
gramme partnerships was that you should strive to keep as large a part of
the partnership’s total funding as possible open for as long as you can. This
will provide a flexible budget, which means that funds can be used as and
when activities or needs arise. The co-ordinators thus issued a warning
about ending up in a situation in which too large a part of the funding is
tied up in fixed costs that can only be reduced by making staff cuts.

Experience from one of the ongoing Equal partnerships reveals signifi-
cant differences in the time required for sub-projects to get off the ground.
The time required to build up an organisation, fund development work,
find premises and personnel and so on varies. These differences demand
a great deal of co-operation, but also demand transparency and an insight
into each other’s work as the joint funding is dependent on participation in
the individual sub-projects.

* How is the concept of fairness, i.e., the view that all the sub-projects

should receive an equal share of the joint resources, dealt with in such a

partnership?

Another problem that arises when a development partnership is largely co-
funded by grants that support activities for, for example, the unemployed or
people on rehabilitation programmes, is that that this co-funding decreases
as more and more of the objectives are achieved, i.e. as the individuals con-
cerned return to work or their grants cease for other reasons.

“In the future we will demand co-funding in hard cash” (Project Co-
ordinator).

In most development partnerships, the financial aspects are governed by
written agreements between the parties. These agreements traditionally
cover the legal undertakings and responsibilities of the partners. Several
co-ordinators have pointed out, however, that the agreements could be de-
veloped so that they could also be used as process tools in the course of the
development work.
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* How can written agreements help to avoid/resolve misunderstandings
and uncertainties, without this leading to a situation in which the part-
ners feel that their good judgement is being questioned?

* Can written agreements contribute to consensus regarding the part-
ners’ joint responsibility for the development work, an open attitude and
a willingness to be flexible?

Even though written agreements may seem formal and unnecessarily com-
plicated, they have often proved to be critical success factors. Something
that “everyone” seemed to agree on yesterday can lead to disagreements to-
morrow. It is often the case that disagreements or conflicts first arise when
the time comes to take concrete action. Putting the original agreement in
writing and referring back to it may therefore be a constructive way of
moving the work along. The writing process itself may be a way of creat-
ing consensus, as the partners then really have to agree on what is actually
written down.

Summarising reflections on the phase “before” the start
of development work

When the partnerships look back to what caused the greatest difficulties or
problems in the course of their development work, they often refer to the
lack of consensus on terms and concepts, as well as on working methods
and roles. Before we leave the “before” phase, we would therefore like to
highlight some issues that should be considered and regularly reconsidered
in development partnerships:

* What is actually meant by the term partnership? Is there consensus in

the development partnership about what partnership is?

* What distinguishes partnerships from networks, traditional projects

and other forms of organisation for development work?

* How does being a partner differ from being a member of a project

group or network?

* What does my role as a partner entail, and what is expected of me and

the other partners?
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A partnership is a dynamic process, and if a partnership is to lead to long-
term changes it is important to utilise the ability of the partners to learn
together — from one another. It is equally important that the partners intro-
duce the lessons learned to their home organisations — that there is a will-
ingness to learn together “at home”. Once all of the partners are in agree-
ment, we believe that an important foundation stone has been laid for a
successful partnership. But a lot of work remains to be done. In the next
section of the book, we deal with “implementation”.
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Working in Partnerships
— The Second Phase

This section is primarily based on the experience of two partnerships
— “People” and “Rural Renewal”. These partnerships have very similar
structures in that they both comprise several separate “workshops” at diffe-
rent locations throughout Sweden. They are organised in the form of sub-
projects or local development partnerships working under an overall natio-
nal partnership. There are both similarities and differences in the methods
used by the two partnerships in the implementation phase.

We begin this section with brief descriptions of the two partnerships
and their work and in connection with these presentations we ask a number
of questions that exemplify dilemmas and difficulties. We then compare
the two partnerships. Finally, we address the role of the co-ordinator and
participation, where we also refer to the experience of other partnerships.
As a contrast to People and Rural Renewal, we also briefly describe a much

smaller and in several respects more homogeneouns development partner-
ship — “The Power of Words”.

The development partnership People

The People partnership is based on co-operation between three different
regions, so-called nodes (S6derhamn, Lindesberg and the GGVV region).s
Workplace learning is a common theme for the partnership and a common
element of its work. The idea when the partnership was formed was that
experience on learning at the workplace would be exchanged between the
three regions. In order to promote joint learning, R&D support was linked

5. The GGVV region comprises Gislaved, Gnosjé, Vaggeryd and Virnamo.
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to the partnership. The R&D centre APeL thus became a fourth partner
with responsibility for co-ordination and research.

Inidially, the People partmership was described as a “driving force” for
the development of new methods for adult education and training. The aim
was to run a small-scale trial with the workplace as a natural arena for learn-
ing. The initiative for the partnership was taken by the National Institute
for Working Life which had previously worked with the three nodes sepa-
rately and realised that they could gain by co-operating with each other.

The development partership People consists of a complex organisa-
tion that works on different levels — locally, nationally and transnationally.
The operational work takes place at the local level, while strategic deci-
sions are made at the national level. The thematic work is organised at the
transnational level. The development partnership includes a research and
development element where the research is conducted interactively, i.e. as
a support for the development work.°

A complex organisation requires clarity, co-ordination and well-de-
veloped co-operation. The contact at the ESF Council warned from the
start that it would be difficult to hold the operations of the partership
together. The people in charge chose not to heed this warning but high-
lighted instead the independence of the three regions and the local base,
while toning down the demands for co-operation, joint responsibility and
co-ordination.

The aim of the development work was agreed at a strategic level during
the initiation phase, but without actively involving those at the operational
level. It soon emerged that there was a “gap” between the strategic and
operational levels — for example when the time came to start up the local
“workshops”. A strong focus on the local activities made it difficult to find
common issues on which to co-operate nationally. At the same time as the

6. An interactive research effort entails conducting research together with those concerned,
not on, for or on behalf of them. In the joint work done by researchers and practitioners, simul-
taneous and mutual learning takes place for both the researcher and the participant. The
starting point is to create equitable and mutual relations, but also to provide theoretically

insightful and practically applicable knowledge.
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three nodes became increasingly autonomous, it emerged that the strategic
level could not solve the problems that arose locally. The partners were
more firmly rooted in their respective nodes than in a common partner-
ship.

The strong local and regional focus led to the formation of three local
partnerships with different points of departure and different target groups.
In Séderhamn, it was decided first and foremost to try to get business and
industry, i.e., private companies, involved. The idea was to develop a model
for trainee operations as a gateway to the labour market for people with
a limited educational background, at the same time as people who were
already employed could be given the time and opportunity to undergo fur-
ther training.

In Lindesberg, the work was based on a group of people on the long-
term sick list. Empowerment was a clear central aim here, i.e., the ambition
to strengthen the self-confidence and increase the resources of the indi-
viduals concerned. In this case, the concept of workplace learning was no
longer relevant, as this group did not have access to the workplace.

In the GGVV region, one of the major industrial plants in the region
was due to be closed down. The aim of the People partnership here was to
use a Swedish language training programme to connect immigrants who
had been made redundant with small companies in the region that found
it difficult to recruit skilled labour. Problems arose when it turned out that
the immigrants never became unemployed. They were quickly recruited by
new employers without the support of the People partnership. Eventually,
however, other exclusion mechanisms were identified that were considered
important for the work of this node, but by the time this work started sev-
eral months of the period for which the partnership had support from the
Equal Programme had already passed.

After a while, however, the work in all of the three nodes got underway.
The activities in the three nodes differed however, both in terms of content
and forms of work. This meant that People became in effect three local
development partnerships and the link to a common national partnership
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was unclear. It also emerged after a while that one of the local co-ordinators
did not see himself as a co-ordinator at all but as a sub-project manager. He
based this view on a passage in the Equal application, a passage that could
unfortunately be interpreted in different ways.

This presentation of the People partnership raises a number of ques-
tions on how to organise for co-operation when the aim is to achieve results
and long-term effects.

* How can we formulate and concretise the common core in a develop-

ment partnership that risks becoming their different operations, each of

which addresses different problems? Is there any point in having a joint
partnership at all when the common core is so unclear.

In the People partnership, the aim was to hold together three autonomous
operations, with the result that it became difficult to get anyone to take
overall responsibility.
* What can a development partnership do when the local partnerships/
sub-projects do not want any central co-ordination and the local co-
ordinators/project managers also have different views on the common
aims and forms of work?
* Would the joint benefit have become clearer if representatives of the
discriminated groups as well as teachers and mentors had been able to
meet to exchange experience on learning at the workplace? Could the
value of the development work and the concrete results then have gov-
erned the work to a greater extent, with a consistent grassroots perspec-
tive as a result?

A lack of co-ordination in development work is often related to the lack of
a clear assumption of responsibility. The aim of a partnership organisation
is precisely this — to establish a clear responsibility for the development
work and the results achieved. In the People partnership, there was a lack of
active ownership among the organisations behind the application.
* What does active ownership in a development partnership entail? How
should the partners demonstrate their interest during the implementa-
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tion phase in order to ensure that the partnership is under control and
moves forward?

* Can research be a part of the process in order to resolve problems of
the type mentioned above?

In this case, the research concerned was interactive, i.e., the researchers
were not responsible for driving development forward but for supporting
development — among other things by highlighting and critically examin-
ing events in a close dialogue with those concerned. There are, however,
a number of problems associated with using research as process support:
What happens if a researcher delivers criticism that the partners are not
willing to address or accept? In the People partnership, initial criticism
from one of the researchers concerning the lack of representation of the
discriminated groups upset and irritated some of the participants. As a
result, research was subsequently limited to supporting what was already
happening within certain set frameworks, instead of applying a critical ap-
proach with the aim of providing completely new ideas and approaches for
the activities and organisation of the partnership.”

* What role should research play in the work of the partnership? Should

research be critical and questioning, even with regard to the work or at-

titudes of individuals?

Research can be used in different ways. In simple terms, research can either
be used as an evaluation tool to follow-up predetermined objectives and
results (within the framework of a planning strategy), or as a support for
reflection and learning (within the framework of a learning strategy).
Taken as a whole, the example of the People partnership illustrates how
important it is to clearly concretise what the “glue” that holds the partner-
ship together consists of, and to clearly establish how everyone involved
views their role as a partner or co-ordinator. Do they see themselves as be-

7. See for example Argyris and Schon (1996) who write about single-loop and double-loop
learning. They point to the difference between learning to do what you already do better
(single-loop) and thinking in new ways (double-loop).
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longing to a development partnership or to a series of sub-projects? It may
perhaps not be necessary for everyone to agree on everything, but everyone
should at least be able to say how they view their roles and why they are
taking part. What do the partners stand to win or lose by co-operating?

Establishing what the “glue” actually is and getting all the partners to
accept this as an important factor is decisive to the success of a partership.
Itis a precondition for enabling participants to lift their focus and attention
from the level of their own sub-projects to the level of a joint development
partership that, in addition, has a transnational element.

In the People development partnership, problems arose because the
operations were run at three different locations with an unclear common
denominator. A situation developed in which the activities were in practice
run as three rather autonomous local operations.

For the purposes of comparison — and in order to broaden the perspec-
tive — we will now describe Rural Renewal development partnership, which
at first sight may appear to be even more complex and more geographically
widespread. How have the problems mentioned above been handled in this
partnership?

The development partnership Rural Renewal

The initiative for this partnership was taken in order to assimilate and utilise
the experience gained in various Adapt and Leader projects in Norrland.
The intention was to build further upon the networks that were established
in the course of these projects.

The overall aim of Rural Renewal is to give people the opportunity to
continue living, and to earn a living, in the areas concerned.

The development partnership chose to work in the four northernmost
counties of Sweden — Jimtland, Visternorrland, Visterbotten and Norr-
botten. The target group consists of public authorities and organisations
with responsibility for local issues and with the ability to influence the local
labour market.

The partnership became a large organisation involving many different
actors/organisations. In total there are 11 sub-projects in three theme areas.
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Experience council

Figure 4 presents the partnership’s operations and indicates the complexity
that the partnership has to handle.

The operations came to comprise a variety of issues and a number of
initiatives. These include supporting local initiatives to develop and imple-
ment new ideas and activities with the aim of making it possible for young
people to stay in the area, as well as activities for people who risk exclusion
(e.g. Sami).

The partnership thus chose to organise its development work prima-
rily in the form of sub-projects. According to the co-ordinator, this led to
much greater clarity regarding ownership than would have been the case if
the partnership had decided to organise its work using local development
partnerships. As a result, the development partnership became the undis-
puted owner of the issues and thus the “client” for the work of the various

sub-projects.
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Figure 4. Outline of the complex operations of the The Renewal of Sparsely-popu-
lated Rural Areas development partnership.
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The development partnership consists of 12 operative partners and four
strategic partners. The latter were not involved from the start, however,
but were included later when it was realised that there was a need to expand
the partnership in order to make it possible to influence important deci-
sions. Five sub-groups were also formed on the basis of both a thematic and
geographical division. These five groups are: the Co-ordination Group in
Norrbotten, the Co-ordination Group in Visternorrland, Sami Enterprise,
Gender Equality and the Thematic Group for Issues Relating to Young
People. An Experience Council made up of researchers and experts from
four different universities was set up to support the development and analy-
sis work. This Council provides support and advice to the sub-projects and
to their target groups. The idea is that the members of the Council should
use their expertise to define problems but also possible solutions in order to
bring about changes in society.

* Could an experience council constitute a support to your development

partnership, for example by clarifying the overall picture of the partner-

ship’s operations?

® Can experience councils and research environments be included as

partners, or should they be seen as independent from the other members

of the partnership? How critical is an experience council permitted to
be, or dare it be, when it is funded by the partnership?

"To hold together the development partnership and all the activities that
take place, the partnership holds three to four partnership meetings per
year. The meetings discuss issues such as finance and administration. Re-
ports are also presented on all of the sub-projects and on the transnational
work. All the partnership meetings are held from lunchtime to lunchtime
with an overnight stay. According to the co-ordinator, this way of organis-
ing the meetings is one of the success factors that explains why the relations
between the partners have been so good, as it has allowed time for them to
meet socially too. In addition to the partnership meetings, there are also
three to four meetings per year for each of the sub-groups.
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"This presentation of Rural Renewal raises a number of issues:

* How can unity between the partners be created and what holds the
work together in a large partnership like this? How important is the
shared vision concerning Rural Renewal in comparison with the con-
crete results? Can unity be created in a large partnership without a
strong and driving co-ordinator?

* How sustainable is a complicated and demanding collaboration like
this? What are the chances of such a collaboration surviving when fund-
ing for co-operation and co-ordination are no longer available? Who
will then shoulder responsibility for upholding and administering the
work?

* In a partnership that is as large and geographically widespread as this,
how can a cohesive and holistic structure be created that brings together
the results of the various activities of the sub-projects, and how can joint
learning be ensured?

* How can all the partners gain an overall view of the work of the part-
nership so that they feel that they are active owners?

The description of Rural Renewal and the issues we have addressed demon-
strate the complexity of a partnership that has such an extensive organisa-
tion and so many local sub-projects spread over such a wide geographical
area. Something that we have not yet discussed, but which the co-ordinator
of the partnership feels is a prerequisite for the partnership being able to
work effectively, is the importance of an effective flow of information and
communication. He believes that this has been the key in keeping the part-
nership glued together.

A comparison between the partnerships

There are great similarities between the two partnerships, but also impor-
tant differences. The People partnership is based on co-operation between
actors/organisations that have never co-operated before, while Rural Re-
newal involves several partners who have previously worked together in
projects with similar aims.
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® Has previous co-operation made it easier for Rural Renewal to find the
common denominator for the various sub-projects?

"The geographical situation together with the cultural affinity made it easier
to create a common identity and ambition in Rural Renewal. In People,
the concept of workplace learning formed the basis for co-operation. It
emerged, however, that this was too vague and indistinct a basis for creating
a shared identity and sense of unity in the partnership as a whole. A shared
idea may seem clear and distinct in the initiation phase, but is put to the test
later when the time comes to take concrete action.
® What should the relationship be between a partnership’s common
idea and the activities of the sub-projects? Can the activities of the sub-
projects and the work of the partnership be seen as parallel processes
that “meet” for the first time in the dissemination phase, or must the
common idea and the activities of the sub-projects be integrated from
the start?

In People, a local development partnership was organised in each node,
which made the nodes more or less independent. In Rural Renewal on the
other hand, the work was organised in sub-projects. This made the partner-
ship the clear owner of the development work and the client for the work
of the projects.
* Would the ownership of People have become clearer, and would its
partners have assumed a greater responsibility, if the partnership had
dropped the local development partnerships? Would, in this case, the
local actors/organisations have been as active?

In People, the co-ordinator accepted a more backseat role despite the fact
that she saw the need for a stronger and clearer co-ordination of the part-
nership. Here the partnership contained strong Joca/ co-ordinators and
weak partners. The Rural Renewal, however, there was a strong co-ordina-
tor who had the full support of the development partnership.
* Could the co-ordinator of the People partnership have driven the pro-
cess of clarifying the aims of the partnership and the division of respon-

54



sibility more forcefully, despite the fact that many members of the part-
nership signalled that they did not want this? Should other partners have
intervened to clarify the situation regarding aims and responsibility?

In Rural Renewal, however, the co-ordinator played a clearer and more ac-
tive role in uniting the partnership and linking the various sub-projects to-
gether. The strong role of the co-ordinator in Rural Renewal may relate to
the complicated organisational structure (see Figure 4). The co-ordinator
was the person with the best overview of the organisation and operations.
* Is there a risk that the co-ordinator will become too strong in terms
of knowledge, contacts and decisions in an organisation where it is diffi-
cult to get an overall view? How can participation, transparency and
influence — not to mention empowerment — be ensured in a structure
like this?
* Is there a risk of development being over-organised in development
partnerships as large as those we describe above?

It is natural that conflicts arise in the course of innovative development
work. It should be expected that conflicts will become more frequent in the
implementation phase. Agreeing on working methods, the budget and so on
in the initiation phase is not so difficult. The participants are “in principle”
in agreement on objectives, participation, the utilisation of resources etc.
Experience has shown thatitis in the course of the operational work that he
participants’ hidden motives come to the fore and conflicts can arise.

“If you don’t get involved in a conflict in a development partnership
then you haven’t gone as far as you should, you haven'’t really gotten to
the bottom of things” (An Equal co-ordinator).

In the People partnership, there were a number of conflicts.
* Are conflicts always negative? Can a lack of conflict indicate a lack of
openness, commitment and critical reflection?

“Diversity in Enterprise” is one of the many development partnerships that
illustrates that conflicts can arise as a result of unclear aims. A failure to
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secure real agreement, support and understanding regarding the aim of the
partnership led to conflict in this case. On the one hand, there were those
who felt that the aim of the partnership was to get a certain number of com-
panies to set up business in the region, while others believed that the aim
was to change structures and attitudes to enable discriminated or excluded
groups to start companies.

The conflict had a negative impact on the partnership’s work and its
relations with the discriminated groups. Were the discriminated groups in-
direct target groups in that it was the unemployed who would be given jobs
in the new companies, or were they participants on the same terms as other
partners and a group that would be strengthened as a result of structural
changes so that their opportunities to start their own companies would be
increased?

* Do you work for or with the discriminated groups?

* How should the work be conducted — experimentally and flexibly with

the aim of learning, developing and creating innovative solutions, or by

solving the problems using methods that you already know “work”?

The role of the co-ordinator

Responsibility for resolving a conflict within a partnership often lies with
the co-ordinator. The competence of the co-ordinator is often tested to the
full in these situations, which is an example of one of the many difficulties
that the role of the co-ordinator entails.

The co-ordinator for Rural Renewal says that he has been more or less
forced to work with the administration of the partnership at the same time
as several of the partners expect him to act as a “project manager”.

* What does the role of the co-ordinator entail in the implementation

phase? Is the ideal situation to have partners who are “equals” and drive

the work while the co-ordinator takes care of the administration?

A problem that has been noted is the timing of the recruitment of co-ordi-
nators/project managers. In the People partership, the local project co-or-
dinators were not recruited until the initiation phase was complete and the
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Equal application was granted. This procedure seems to be common in the
partnerships, as they are not usually prepared to employ people before the
partership is formed and the funding is secured. Recruiting and appoint-
ing people after everything is “ready” may however have negative conse-
quences, especially with regard to consensus on content and methods.
* How can consensus on terms such as empowerment, co-operation etc.
be created when the co-ordinator and sub-project managers are involved
at a later stage? Who is responsible for creating consensus?
* How can co-ordinators get up to date with what has and has not been
done when they are not recruited and involved in the operations until
afterwards?

Participation

Both of the development partnerships have a complex organisational struc-
ture. Constructing such complex organisations is often seen as a prereq-
uisite for achieving diversity and the ability to influence various regula-
tory systems. But what happens to participation in such large and complex
organisations? In the Equal Programme, participation is also required to
take place in a form that promotes empowerment. Consider the following
questions:
* Whatis required in a large partnership to ensure thatall of the partners
see and understand the entire picture and grasp the decision-making
process?
* Is there a risk that non-profit, inexperienced or small actors/organisa-
tions will be excluded and that the partnerships will instead be dominated
by highly-qualified and affluent partners? Is it possible to organise for
empowerment and participation? Does the organisation suit all the part-
ners in terms, for example, of times for meeting, forms of work etc.?
* [s the commitment of the strategic actors as great as that of the smaller
and more ideological organisations? Who is responsible for dealing with
a situation in which it becomes apparent that one of the partners lacks
commitment?
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As we have described above, the People partnership and Rural Renewal are
both complex organisations that conduct a wide range of operations. This
raises particular questions and reflections concerning participation and em-
powerment. However, in order to further illustrate how development part-
nerships in the Equal Programme can be organised, we would like to briefly
describe a much smaller and more homogenous development partnership
— “The Power of Words”.

The Power of Words is a development partnership that works with
empowerment, and the discriminated group has itself between closely and
actively involved in the partnership. The Power of Words works with im-
migrant women and the national programme for Swedish language train-
ing for immigrants (SFI), with the aim of improving the efficiency of this
programme and increasing the employability of the women. When the
partnership was formed, there was a strong desire to really focus on the
discriminated group.

As the Equal Programme requires that the work should be conducted
in the form of a partnership, the idea came up of involving the immigrant
women in the partnership itself, i.e. that they should participate as partmers.
However, as no formal organisation for these women existed at the time, an
entirely new association was founded first.

This association, which runs various activities relating to integration and
arranges meetings designed to bring people together, thus became one of
the partners. In order to make it possible for the women to participate, the
meetings and the work of the partnership were adapted in various ways. For
example, interpreters are used when necessary during partnership meet-
ings and the meetings are sometimes divided into two parts; one that deals
mostly with administrative issues and one that deals with development
issues that relate to the activities in a more concrete way. This made it pos-
sible for the association to participate in the partnership. However, as the
association is a voluntary, non-profit association it has found it difficult to
participate in all the meetings and address all the issues. The representa-
tives of the discriminated group thus participate only in those parts of the
work that they believe to be of most interest.
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"The foundation of the association has been described as a precondition
for empowerment in the development work, while participation in the part-
nership has entailed empowerment and development for the women who
have gained influence over the development partnership and its activities.
"This has also changed the way the development partnership works, for ex-
ample the way it conducts meetings as described above.

The Power of Words is a relatively small development partnership in
which the driving force is primarily provided by three individuals. The work
takes place in close proximity to the discriminated group, as two of these
three individuals are employed by the partnership. The same people work
with the concrete operations of the partnership as with the administration
and strategic issues. This direct contact with the partnership has made it
easier for the discriminated group to participate. Many of the smaller part-
nerships of the Equal Programme feel that it has been easier for them to
generate broad participation than is the case in most of the large parter-
ships.

* Is it easier to organise for participation in a small partnership? How

can different needs relating to the culture of meetings, times, the role of

the chairperson etc. be taken into account?

The fact that The Power of Words has so clearly focused on the discrimi-
nated group has, however, meant that the effort to involve more strategic
actors/organisations in the partnership has not been as intensive. Looking
back, the co-ordinator feels that she would retain the focus on the discrimi-
nated group if she were to start from scratch today, but that she would also
work more with the other actors and demand more from the strategic part-
ners as it has been difficult to get them involved in the work.
* Does a primary focus on the discriminated group and a high level of
participation always mean that issues such as structural impact and the
involvement of strategic partners become less important? Or, is it pos-
sible to combine the effort to promote the empowerment and participa-
tion of the discriminated group with structural impact and the participa-
tion of strategically important partners?
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In the Power of Words, the association only takes part in some parts of the

partnership’s meetings, which raises further questions about participation.
® Is it possible to have partmers that only take part in some elements of
the partnership’s work? What happens to the commitment of these part-
ners? Is the mandate of these partners weaker than that of the others?
* What does introducing empowerment into the partnership itself, not
just into the sub-projects, entail for the other partners? Does increasing
the participation and influence of the discriminated group mean that
other partners feel that they have had to “give away” power and influ-
ence?

Another important question relating to participation is what use a partner-
ship should make of consultants or other external experts, and how? In
Rural Renewal, consultants were included in the partnership from the start.
There is a risk that such participation will be strongly linked to particular
individuals, and it may therefore be difficult to ensure long-term involve-
ment and commitment.

* How can a partnership involve consultants but at the same time avoid

the risk that knowledge will be lost if the consultants leave the partner-

ship?

In the implementation phase, it becomes clear that the work of a partner-
ship that aims to promote innovation entails achieving a balance between
the operational aspects of the work and development. There is a natural
tendency for the focus of those involved to lean more towards operational
issues, but if the operations are to be innovative it is important that there
is flexibility in the way that operations are run in order to provide scope
for reflection, consideration and change. Otherwise, the Equal Programme
will not be the experimental workshop that it is intended to be.

Summarising reflections on the “during” phase

It seems that the foundations of a successful partnership are primarily laid
in the initiation phase. Successful initiation work provides a good basis for
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successful work in the implementation phase. Many of the problems that
arise during implementation can be traced to the initiation work. This does
not mean, however, that it less important to ask yourself the right questions
to ensure that you work in the implementation phase in a well-considered
and conscious way. Before we leave the “during” phase, we would therefore
like to draw your attention to some of the questions that we feel it is par-
ticularly important to take into account in this phase:

* What does the fact that the partners share a joint responsibility for the

development work throughout the partnership entail? And - in particu-

lar — what does this mean in terms of concrete action?

Participating in the planning stage and brainstorming good ideas is one
thing, but it is only when the times comes to put these ideas into practice
at the same time as the operations of the home organisation still have to be
managed and run on a daily basis that the joint responsibility for the devel-
opment work of the development partnership is put to the test.

Many development partnerships run their research or trial activities in
the form of sub-projects and/or local partnerships. It is often here that the
concrete results of the partnership’s work become apparent. It is through
these activities that many partners achieve their short-term operational ob-
jectives (e.g. that a predetermined number of people find employment).
There is a risk, therefore, that the partners will become too absorbed in
such activities.

* How can the focus on the overall picture be maintained in the devel-

opment partnership so that autonomous operations do not take over?

Where do the short-term results and the experience gained in the trials

end up? Who is responsible for ensuring that these are assimilated, dis-

seminated and applied?

In many cases, changes in the partners’ home organisations are required
if the development work is to lead to any long-term effects. However, as
the work of the development partnerships of the Equal Programme should
be compared to that of an experimental workshop in which new ideas and
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methods are tested, it is difficult to plan for the changes that must be made
in the home organisations in advance. The development work may identify
unforeseen and unexpected needs and this may place great demands on the
partners when they have to shoulder their responsibility for adopting the
results — even within their own organisations. If there is a genuine shared
desire to promote innovation and a genuine acceptance of joint responsi-
bility for the development work, then we believe that this can lead to the
changes that the development work aims to achieve.

In the next section, we examine how the experience gained in the imple-
mentation phase is utilised and disseminated in order to lead to the changes
that were the aims of the implementation phase. In other words, how the
results achieved create long-term effects.
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Working in Partnerships
— The Third Phase

"This section is primarily based on one partnership, “The Faces of Diver-
sity”. We begin by briefly describing the partnership and its methods in the
final phase, the phase “after” the development work. In connection with
this presentation, we raise a number of questions that illustrate dilemmas
and difficulties. Finally, we highlight the role of the co-ordinator and par-
ticipation and also refer to the experience of other partnerships.

Before we get to the description of the partnership, we would like to
draw the reader’s attention to what dissemination and impact activities can
entail. It can be tempting to see the dissemination phase as an opportunity
to market your own work, which is not surprising if you have worked with
something for a long time and achieved good results. However, the aim of
the Equal Programme is not just to disseminate good examples and best
practice. The aim is, above all, to achieve structural impact and changes in
the long term. An important basis for the dissemination and impact work is
therefore to agree on what you want to disseminate, who you want to influ-
ence and why.

The development partnership The Faces of Diversity

The Faces of Diversity aims to strengthen the work on diversity and inte-
gration in the County of Ostergotland and to create a regional network for
the exchange of experience. The objective is that every individual in the
county, irrespective of gender, age, ethnicity, sexual orientation or disability,
should be given the opportunity to use their competence to the full. The
Faces of Diversity works on the basis of two platforms called the Experi-
mental Workshop and the Experience Dialogue. Through the Experimen-
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tal Workshop, the partnership has been able to provide financial support
and expertise to development projects working with diversity issues in that
companies, municipalities and other actors/organisations have been able to
apply for funds for pilot projects to develop and test models for diversity.
The Experience Dialogue has worked with the dissemination of knowledge
and the creation of networks, for example by arranging seminars. Initially,
the partnership was organised with a separate group within the partner-
ship with responsibility for external communication, but a person was soon
employed for this task as communication is a demanding job that requires
time, know-how and commitment.

The ambition for the dissemination work was to influence and have
an impact on attitudes in society in general, partly by informing people
about the work of the partnership and disseminating the experience gained.
Among other things, an advertising bureau was commissioned to print
posters that were displayed throughout the county. These posters pictured
well-known people from the county who, free of charge, decided to lend
their support to this effort to spread information about diversity and inte-
gration. Another concrete example was to arrange an exhibition at one of
the major libraries in the county with the help of university students. Yet
another dissemination activity was, through the Experience Dialogue, to
arrange both open and more specialised seminars, all of which attracted a
full house. The co-ordinator believes that one of the critical success factors
was the ambition to have attractive, professionally-designed invitations and
information material for all of the events arranged.

Apart from the type of wide ranging dissemination activities described
above, the networks of the various partners were also used in the dissemina-
tion work. Thanks to these networks, The Faces of Diversity has over 300
contacts on its e-mailing list.

Initial questions to discuss

In The Faces of Diversity, the dissemination activities mainly comprised
information campaigns and the utilisation of existing networks, but also an
exhibition.
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* How much funding should be allocated to printed information mate-
rial and who should the material be aimed at? Are there other informa-
tion channels that can be used?

* How do we know when a change in attitudes has been achieved? How
can a change in attitudes lead to structural changes?

Using the Experimental Workshop, the partnership also built up a project
database on the Internet. This presented all the projects involved in the
partnership’s various experimental operations. However, although a lot of
good projects have been carried out, it has been difficult to bring them to
the attention of the public. Experience shows that the Internet can be a
good tool for spreading information to people who use it regularly, but that
it should mainly be seen as a complement to other forms of dissemination.
Above we have given examples of how dissemination activities can be
carried out using an information strategy designed to influence and change
attitudes in society at large, which was one of the partnership’s main aims.
"This gives rise to the following question:
* When should we use an information strategy, where it is enough to
provide information for a change to take place, and when should we use
a learning strategy in which impact takes place by involving those we
want to influence the work?

The experience gained during the work of The Faces of Diversity develop-
ment partnership shows that a combination of the information and learn-
ing strategies is required to change attitudes. The information campaign
enables the partnership to reach a wider audience and it acts as a continual
reminder, while the learning strategy has a more profound effect. The ex-
ample of this partmership also raises the question of how an information
campaign can be followed up. Perhaps a combination of activities based on
both an information strategy and a learning strategy is required here?

Changing structures

The dissemination work reveals whether the correct strategies for the com-
position of the partnership have been adopted. In many cases, partnerships
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have been made up of partners who have successfully contributed to the
trial activities at the operational level while dissemination has often been
left to those who “own” the structures. One of the major challenges facing
the development partnerships seems to be to combine the (usually) local
level of the trial operations with the (usually) regional or national level of
the structures.

® Is the partnership composed of partners who can both conduct trial

operations and influence structures? Can structural impact be achieved

through other channels or contacts?

But what can you do if it is not until you get to the dissemination phase
that you discover that the organisations that are really needed to achieve
structural change are not members of the partnership? Rural Renewal is a
partnership that chose to link an organisation to the work of the partner-
ship without actually including it as a formal partner. This was the National
Rural Development Agency which was included as a “non-partner” in order
to achieve structural impact.

® Are there “non-partners” that should be linked to the partnership?

What are the advantages of having them as “non-partners”?

A problem that commonly arises in connection with dissemination work
and that several partmerships have mentioned is the risk that only those
who are already interested in the issue concerned will take up the informa-
tion. These are also the only actors/organisations who attend dissemination
conferences and seminars.
* Will dissemination work really lead to change if those who are reached
are primarily actors who are “already converted”? How can dissemina-
tion work be broadened so that “new” actors outside the existing net-
work of contacts are reached?

In contrast to the Faces of Diversity, which organised a number of seminars
and conferences on its own behalf, the development partnership Diversity
in Visternorrland chose to take part in seminars and conferences arranged
by others in order to pass on its experience.
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* Is it possible to reach “new” target groups by participating in seminars
and conferences arranged by others? Is the probability of reaching the
“right” target groups greater if the partnership organises seminars and
conferences itself?

In the presentation of The Faces of Diversity, we described how the part-
nership used the partners existing networks to circulate information, invita-
tions and so on. However, the experience gained in several Equal partner-
ships reveals that it is not just as a means of spreading information that
the existing networks of the partners should be used. It is probable that
most partners and their organisations belong to different contexts that can
be used as a source of contacts in the course of dissemination and impact
work. In order to get in touch with important individuals — for example
politicians, senior public officials and company directors — someone is often
required to “open the door”. It may even be the case that more people than
you think already know about the partnership and its work due to these net-
works. A tip from several of the development partnerships is to use existing
networks and the various contexts to which the partners belong. This can
save a lot of energy in the effort to inform people about the partnership and
to get them to realise the importance of its work.

Experience also shows that it can be particularly difficult to reach actors
in the private sector. The People partnership managed to get the companies
involved to write in their annual reports that they would continue to pursue
learning at work on the basis of the models developed. One of People’s
local co-ordinators believes that this means that a change has been achieved
in the industrial sector that will be sustainable in the long term. This co-
ordinator feels that a precondition for achieving changes in business and
industry is to exert influence at the “right” level, which in this case is the
management level.

* How is dissemination and impact work conducted in relation to com-

panies? What different demands are placed on dissemination and impact

work when the target groups consist of operations that are directly fi-
nanced by operational revenues rather than operations that are publicly
funded or are NGOs?
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Disseminating and implementing change, especially in structures, re-
quires strategic work. A recommendation from previous partnerships is to
systemise the work by drawing up a dissemination plan. It is important to
identify the results the partnership wants to disseminate, but above all to
identify the actors that the partnership needs to present the results to in
order to achieve change. But how can the results be disseminated in a way
that involves these actors so that change really takes place?

In many cases, structural changes require political decisions. Despite
this, few of the development partnerships of the Equal Programme have
involved politicians as active partners. A further difficulty is that political
decisions are often based on ideological considerations, which means that
conflicts of interest and power conflicts affect the possibility to change struc-
tures. Public officials implement and realise political decisions in practice,
but the assignments come from the politicians. In order to achieve changes
in the directives and assignments given to public officials, the partnerships
also need to involve politicians. The following questions relate to influenc-
ing and disseminating information to politicians, as well as other actors:

* At what level should the issue be dealt with to achieve change? Is this

a local, regional or national issue?

* How can a dialogue be created with actors who have not themselves

taken part in the process relating to the problems that the partmership

has worked with for several years?

This question illustrates the importance of involving actors outside the
partnership at an early stage, not simply by providing information but by
means of dialogue and participation. In this way, consensus and an under-
standing of the problem can be achieved early on, as well as a basis for
a discussion on how to utilise the future results of the work and realise
the identified needs for change. These discussions are important, not least
when bearing in mind that the partnerships are not democratically elected.
In the meeting with democratically-elected representatives, discussions of
the partnerships’ proposals concerning structural changes can be linked to
the democratic system.
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The effort to exert influence and create an impact that will change struc-
tures can thus be carried out using a range of strategies and is in various
ways dependent on where and how the changes must take place. An im-
portant question that remains to be resolved, however, is to what extent
it is possible to differentiate between the terms dissemination #nd impact.
What s it that should be disseminated and how should the required impact
be implemented? The question is whether the terms should not instead be
linked together, i.e., dissemination (of results, information and so on) for
impact (on structures etc.).

Internal or external impact

As we have pointed out earlier, working in partnerships is not only about
trying to create external changes. By including the “right” partners in the
partnership, i.e. partners that are willing to make changes in their own or-
ganisations, it should be possible to achieve long-term internal changes
too. However, several development partnerships have shown that it can be
difficult to work with dissemination and impact internally. Indeed, this can
sometimes be more difficult than working with dissemination and impact in
relation to other organisations and authorities.
* Who can exert influence and create impact so that changes take place?
How should the partnership mobilise activities and resources for change?
Should the focus of the partnership’s dissemination and impact work be
internal or external? What are the differences between these forms of
dissemination?

The Faces of Diversity illustrates an important lesson — the importance
of clarifying the expectations of the respective partner organisations with
regard to their willingness to conduct internal change work. In retrospect,
it is evident that the partnership should have demanded a declaration of
intent from each partner during the initiation phase in order to clarify the
thoughts and intentions behind their participation in the partnership. This
would probably have increased the likelihood of internal changes taking
place.

69



A concrete tip that may help to increase support and understanding and
internal dissemination among colleagues in the partners’ home organisa-
tions is to allow representatives of the partnership to visit each other’s or-
ganisations. Experience has shown that it can be easier to get colleagues
to listen to someone from outside the organisation than to listen to and
assimilate what someone from within organisation says.

Participation

As we have mentioned earlier, the nature of participation in the Equal part-
nerships is intended to be somewhat special in that it should promote and
encompass empowerment. The participation of the partners, but also their
joint responsibility, lies at the core of the work of the partnerships and is
the factor that most clearly differentiates the partnership organisation from
other forms of organisation for conducting development work. It is there-
fore of the utmost importance that partnerships are organised and work
in a way that enables the participation of the partners and the exercise of
joint responsibility. The term empowerment, however, refers above all to
the fact that the discriminated groups or individuals, i.e., the people who
the partnership is striving to help or benefit — for example the unemployed,
refugees, people on the long-term sick list — should participate in and influ-
ence the work.

* Is it possible to allow the discriminated to take part in the dissemina-

tion and impact work? How can this be done?

* [s it possible to combine the work on the empowerment and participa-

tion of the discriminated groups or individuals with structural impact

and the participation of strategically important actors in the dissemina-

tion phase?

A concrete example of participation in the dissemination work is provided
by the Diversity in Visternorrland development partnership, which in-
volved the entire partnership in a media training course with a focus on
writing and making presentations. The aim was to give everyone in the
partnership the sense that they were participating in the contacts with the
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media and in the effort to present and publicise the work of the partnership
externally.
* Who should represent the partnership externally? How important is it
to give a professional impression compared to allowing all the partners
to represent the partnership?

Another way of working with dissemination and impact is by means of the
research or evaluation that is often included as part of the work of an Equal
development partnership. In the People partnership, an interactive approach
to the research meant that the discriminated groups themselves played a
prominent role in the joint acquisition and assimilation of knowledge. The
immigrants and sick-listed individuals concerned acted as co-researchers in
the context of their own everyday lives. The immigrant group, for example
conducted a survey of attitudes on various forms of discrimination with
the assistance of professional researchers. This involved distributing ques-
tionnaires at various workplaces. The sick-listed group participated in the
entire research process from the formulation of research aims to the analy-
sis phase. Consequently, they also played an active part in the dissemina-
tion phase by presenting preliminary results to university courses, research
conferences and in regional and transnational contexts. This joint process
resulted in a decision by these participants to write a book about how they
came to be sick listed and their way back into working life. This decision
is a reaction to the fact that most of the literature in this area is written by
so-called experts and almost always from a “helicopter” perspective. It is
intended that the book will be used for educational purposes at universities
and colleges, but also by personnel in the field and, not least, by managers
and leaders who encounter these problems in their work. The book will
also be distributed at dialogue seminars which will mainly be aimed at other
people on the long-term sick list but also at the social insurance office, em-
ployment agency and workplaces.

* What is needed from the outside world and from the partnership at

large to get the discriminated groups themselves to mobilise and con-

tribute their own efforts and abilities to the extent required?
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* How can the participant groups, already at the start of the work of the
partnership, be prepared for active participation in the dissemination
and impact work?

Combining empowerment processes at the participant level with structural
impact requires the active involvement and commitment of all the partners
in a partnership. Experience has shown that these empowerment processes
must take place throughout the development work in order to make it pos-
sible to conduct the work together with the discriminated groups.

Participation in the dissemination and impact work does not necessarily
relate to involving the partners alone, it may also relate to involving rel-
evant actors/organisations outside the partnership. As described above, in-
teractive research can be used to support an empowerment process and
the participation of discriminated groups (in People’s case, people on the
long-term sick list and immigrants). But interactive research also entails
contacts and relations with many other actors. Such research can also act as
a “bridge” between different actors and enable dissemination and impact in
areas that it would otherwise be difficult to reach.

Another role that research can play in the work of a partnership is that
it gives legitimacy to the results and the experience gained. Research can
contribute to dissemination and impact by lifting the results and experience
of the partnership to a generalisable level that makes them interesting in a
broader context.

We have highlighted the importance of attempting to include actors
outside the partnership in the dissemination process at an early stage, but
we would also like to underline the difference between being informed and
being a participant.

* How can commitment be created on the part of an actor who has not

been involved from the start? How can we get organisations to take over

responsibility for the problem area so that it is no longer treated as side-
line outside their regular operations?

® What is required to ensure that work on the common issue/problem

addressed by the partnership continues to be supported in the regular
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operations of an organisation when the partnership no longer has exter-
nal support, for example from the Equal Programme?

After all, the idea of partnerships is to address issues that affect several actors
but that no one is solely responsible for or can resolve on their own.
* How can we avoid the issue once again “falling between two stools”
when support from the Equal Programme is no longer available.

In order for the work of a partnership to really lead to structural changes,
the actors must feel that they are affected by — and involved in — the issue,
something that cannot normally be achieved simply by means of discus-
sion.

Getting the partners to feel responsible for the issue after the end of
the Equal period can be a problem in itself, but getting the external par-
ties concerned to go on supporting work on the issue is probably an even
greater problem. In the initiation phase, it is important to create consensus
on — and clarify the joint responsibility for — the problem area within the
partnership in terms, for example, of defining the problem and testing solu-
tions. In the dissemination and impact phase, it is also important to get the
actors to accept responsibility for the problem area, but here this may also
include actors outside the partnership with the aim of ensuring long-term
effects and sustainable development.

Summarising reflections of the phase “after” the development
work

Even though we have previously underlined the importance of the develop-
ment work itself, it is only when you have disseminated results and experi-
ence, and thereby achieved impact, that the work of the partnership can
have any effects in the long term. One of the central aims of the Equal
Programme is that the work of the partnerships should lead to changes in
systems and attitudes. Here, we would like to summarise factors that seem
to be particularly important in the effort to achieve these changes.
Partnerships should draw up clear strategies on how dissemination and
impact work should be conducted, for example by using a dissemination
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plan. It is important to identify what should be disseminated, why and o

whomn.
* How can the legitimacy of, and commitment to, the work of the part-
nership be established and created even among those who have not been
included as partners? Who are the “door openers” in the existing net-
works who can make it easier for the partnership to reach important
actors/organisations?
* How can support and understanding for the work of the partnership
be ensured so that it will be sustainable in the long term, i.e. so that the
results are applied and integrated in existing structures?
* How can the work of the partnership continue after the end of the
Equal period? Will the problem area still be addressed, or will the work
come to an end once the external support is no longer available? If the
work continues — has a point been reached at which work on the prob-
lem area can be integrated into the regular, everyday operations, or is
there a need to go on working with the problem in the form of a partner-
ship? In other words: Is there still a need to work on the issue together
with other actors who are affected by it?

Other experience gained in the course of dissemination and impact work
indicates that it can be difficult to combine the following:
® Long-term and strategic thinking with concrete results here and now.
¢ External impact with a willingness to achieve internal changes in one’s
own organisation.
* An information strategy for direct dissemination with a more “pro-
found” impact to achieve sustainable development.
® Arranging one’s own channels of communication but also creating
links with the channels that already exist.

As we have mentioned earlier, perhaps the most important thing of all, is
not to differentiate between dissemination and impact, but rather too see
the dissemination activities as activities that take place for impact.
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Working in Partnerships
— The "Transnational Work

So far, we have focused on the national partnerships and not dealt with the
transnational work that forms an obligatory part of the Equal Programme.
The question is how the work at the local/national and transnational levels
is linked together to provide synergies. In many cases, the link seems to be
unclear, or to be based on the idea that the transnational work should act as
“the icing on the cake” in that trips abroad and study visits should provide
stimulation and encouragement and contribute to learning.

The transnational work is seldom expected to lead to concrete results.
Indeed, in some cases, this work is seen as something that is demanded of or
forced upon a partnership, rather than as an important part of the develop-
ment work. With hindsight, however, several of the co-ordinators feel that,
under the right conditions, the transnational work can make an important
contribution to the national work of the partnerships. Transnational co-
operation can stimulate new thinking and innovative solutions, above all
perhaps by expanding traditional lines of thought.

In this section, as in previous sections, we aim to provide a basis for re-
flection and dialogue. As many of the points we have made earlier are also
relevant to transnational work, we will keep this section fairly short. We
encourage you instead to consider and discuss which parts of the previous
sections may also apply to the transnational activities.

Initiating transnational activities

Even though the transnational work is not usually at the top of the list of
priorities during the initiation phase but may rather be seen as a burden in
addition to everything else that has to be arranged, experience shows that
a rapid and early start of this work forms the basis for successful co-opera-
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tion later on. At the same time, every effort should be made right from the
start to integrate the transnational work with the national work as far as
possible. The transnational work should move the national work forward
by providing new knowledge, challenging ingrained notions and offering
new perspectives on the work at the national level. This requires more time
and thought than is needed to arrange visits to each other countries simply
because travelling is enjoyable.

At first, it may be difficult to see how concrete co-operation can take
place, and the transnational work may initially be perceived as an inconven-
ience. The recruitment of transnational partners in the Equal Programme
is conducted by using a database that contains descriptions of the opera-
tions of all the partnerships. Once partners have been found, the transna-
tional partnership is expected to concretise the expected result of the trans-
national work even before the partners know very much about each other’s
operations and the conditions under which they work (as these have not yet
acquired a particularly concrete form at such an early stage).

® How can the transnational activities be described before the partners

even know which transnational partners they will have?

* How can we avoid a situation in which the partners see the transna-

tional work as something that takes place at another “level”? Is the trans-

national work included in a natural way in the national work?

® What is the national context of the transnational partners? Is there

an understanding of the differences between the various countries in-

volved?

In order to facilitate the process of recruiting transnational partners, it may
be a good idea to investigate what transnational contacts and international
networks the partners “at home” already have. Many organisations have
already established transnational co-operation in the course of their regular
operations and it makes sense to put this to good use. Another method for
making this process simpler may be to ask for references from conceivable
transnational partners. Many partners will have been involved in other EU-
funded programmes and references should therefore be available.
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"This may be sensible as experience shows that it is not always clear from
the start why the respective partners want to participate. The People de-
velopment partnership, for example, did not discover until several trans-
national meetings had already been held that the only aim of one of the
transnational partners was to finance a consulting operation. This was dis-
covered when the time came to adopt the activity plan and it was revealed
that the partner had no funding for the activities apart from the fee for the
consultant (who was also the co-ordinator). After a stormy meeting, this
partner was excluded, and even though no major damage had been done the
mistake had led to several unnecessary trips abroad. It is, however, unusual
for partnerships to be dissatisfied afterwards with the “entire” transnational
partmership. On the other hand, it is not unusual, as in People’s case, for a
partnership to be disappointed with an individual partner who has not lived
up to the expectations. It is therefore important, in the same way as in the
national work, to get to know each other first in order to become aware of
preconditions and expectations.

Expectations and objectives

The aims and working methods of a transnational partnership should
be discussed and clarified in the initial phase. This presupposes that the
partners from the different countries set aside enough time and resources
to “get to know each other” and to work on the production of joint pro-
grammes, strategies and forms of work. It takes time to develop co-opera-
tion between actors/organisations from different countries in the face of
cultural differences, different traditions and different backgrounds. As in
the national work, an introductory phase is required before the real work
can start. Even though it is important to establish the transnational con-
tacts quickly, experience also shows that you should not be in too much of
a hurry to set a framework for the transnational organisation. You may find
that it works better to keep an open attitude and feel your way forward, and
that you will learn a lot of new things.

* What are the expected results and effects of the transnational work?

Should the level of ambition be limited to learning from each other, or
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is the aim to create concrete results in the form of products, for example
methods or tools for development work?

* Given the level of ambition adopted — what can realistically be ex-
pected in terms of commitment and time?

Experience has show that the results are often better if the co-operation leads
to some form of common product or concrete project activity. One example
from the Equal Programme is a transnational partnership that founded a
jointly-owned company. In another example, discriminated groups from a
national partnership were given the opportunity to spend a period of practi-
cal training with a transnational partner, which worked very well.

Transnational co-operation requires an understanding of each other’s
conditions, contexts, regulations, benefit and grant systems and so on.
Sometimes, the basic preconditions in different countries vary so widely
that the pattern of cause and effect in one cannot be related to the pattern
in another. Nor does it become easier to understand each other if there are
language difficulties. The language problem is not as a rule solved solely
by means of translation. In some cases, one and the same translation can
be understood entirely differently as different terms are interpreted in diffe-
rent ways.

One way of dealing with the language problem is to use interpreters,
but this does not always solve the problem either. Sometimes, it may be
better to try to agree on what certain terms and concepts stand for, instead
of striving for a strictly correct translation (which in effect may not even be
correct due to cultural differences that lead to different interpretations of
terms and expressions).

® s there consensus on, and a common understanding of, central terms?

Do the words mean the same in the different countries?

® What are the possible consequences if the transnational partners de-

fine the terms differently from the national partners?

* How can we help participants who are nervous about speaking a for-

eign language or who are not used to working in a foreign language?

Can formal meetings present greater language barriers than informal
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meetings? Can this nervousness be reduced, for example, by arranging
social activities where the participants can get to know each other?

* What can an interpreter help with, and when is an interpreter unhelp-
tul? Is the interpreter familiar with the issues concerned? Does he or she
appreciate nuances relating to central terms and concepts?

* Who should bear the costs for the interpreters? Is it worth employing
interpreters so that no one is excluded from transnational co-operation
due to a lack of language skills/experience?

Experience has shown that high unplanned costs can arise for an individual
partnership if the host country has to provide and pay for interpreters. It
may be a good idea to adopt English as the common working language and
let each country arrange for interpreters according to its own needs.

It is important, however, that no one is excluded from the transnational
work due to language difficulties, and to prevent language from becoming
such a significant barrier that a partnership is forced to appoint a specific
individual as its transnational representative. Who takes part in the transna-
tional work should be determined by what transnational co-operation can
lead to rather than by language skills.

Participation

Irrespective of the level of ambition for the transnational work, the work
must have the support and understanding of both the development partner-
ship and the respective partners’ home organisations. All of those involved
should feel that they are able to participate in the work. Initially, therefore,
clear objectives should be set for the transnational work, and each national
development partnership must ensure that these objectives are fully under-
stood and supported within the partnership. It is important to strive for as
great a degree of unity as possible among all those concerned.
* "To what degree should the work be predetermined/planned or open-
ended? Clear objectives and timetables can create structure and clarity,
especially at the beginning, but is there a risk that the work will be be-
come too formal and predictable?
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In the Exchanging Resources development partnership, a very clear plan
outlining how the transnational work should be conducted and each part-
ner’s expectations was drawn up at an early stage. Everything from products
to meetings and the final conference was planned. Subsequently, the trans-
national partnership realised that the plan was too ambitious in relation to
the time that was allocated to joint meetings. Having time for meetings is
decisive to keeping the process alive. This partnership feels that the positive
results of its work are largely due to the fact that so much time was spent
together at an early stage on establishing expectations. The entire partner-
ship was involved. When problems arose, the partners knew how to solve
them. This leads us to the question of who should represent the national
partnership transnationally.

¢ At what level should the co-operation be organised?

¢ Should the transnational co-operation be thematically based, i.e. based

on a common content and common interests?

* What role should the discriminated groups play in the work? Should

they be the objects or the subjects in the work to promote and imple-

ment change?

* Who or how many members of the partnership should be responsible

for the transnational contacts? Is it better to let a few people travel on a

few occasions, or to let one individual travel more frequently?

® Should the same people always represent the partnership transna-

tionally, or should as many as possible be given the opportunity to take

part?

Having good relations is important in terms of confidence, a sense of se-
curity and trust. The participants must be given time to get to know each
other, preferably in an informal atmosphere involving social activities. It is
for this reason that it may be an advantage (especially initially) to meet each
other fairly regularly. The development partnership Diversity in Vister-
norrland is an example of a partnership where it proved too difficult to
conduct the transnational work on the basis of a “fairness principle”, that
is to allow all the partners to participate equally in the transnational work.
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Diversity in Visternorrland instead looked at who would get the most out
of representing the partnership transnationally. The importance of conti-
nuity should also be taken into account, so that it is not a case of new people
meeting all the time. Continuity is important for developing relations and
creating trust.

Irrespective of who represents the national partnership transnation-
ally, it is important to clarify how the other partners can participate in this
work. Even though only a few individuals may be directly involved in the
transnational contacts, all of the partners should have a sense that they are
participating. It is especially important that the discriminated groups them-
selves can participate as they are, after all, the ones whose knowledge of the
problem is based on first-hand experience and who the work is ultimately
designed to benefit.

A concrete way of preventing the transnational work being limited to a
few select individuals is, before each trip to visit a transnational partner, to
allow those who will travel to work together with the rest of the partnership
to draw up a plan for the trip that specifies aims and expectations and how
reporting should be carried when they return home.

Another way to increase participation, without increasing costs for travel
abroad, is to communicate using I'T. Communicating in this way, however,
has proved to be difficult. Meeting face-to-face plays an important role in
developing trust and confidence. This means that it may be difficult, es-
pecially at the initial stage, to replace physical meetings with contacts by
e-mail or chat functions.

* Can IT communication be an aid that comes into use after personal

relations have been established an uncertainty has been overcome?

* How can IT communication be used as a means of involving more

members of the respective national partnerships in the transnational

work?

In conclusion, we would like to point out the importance of equitable rela-
tions. An immediate positive perception of co-operation presupposes so-
cially equitable relations. This is even more relevant in the case of transna-
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tional co-operation where there may be more difficulties than in national
co-operation, not least because of cultural differences.

It is important to be aware of factors relating to power and influence
— especially from a gender perspective. Many countries have a strong hier-
archical tradition with structures in which men predominate. As in the
national work, it is important to refuse to accept that women are given a
subordinate role or pushed into the background. Many countries also have
much more hierarchical structures that are based, for example, on profes-
sional titles. In some transnational partnerships in the Equal Programme,
there have been participants that would only speak to other participants on
the same hierarchical level as themselves, or to those on a higher level. This
can make it difficult for the discriminated groups to make their voices heard
and risks creating a sense of exclusion that means they will no longer want
to participate in the transnational work.

Other experience has shown that language barriers — as well as economic
status — can lead to inequitable relations. We have already mentioned lan-
guage barriers and the importance of eliminating them. Differences in eco-
nomic status can lead to problems in terms of power and influence in a simi-
lar way. If a transnational partner has greater financial resources than the
others, this partner can easily acquire a position of power over the others.

So far, we have discussed a number of difficulties relating to transna-
tional work, but also the added value that transnational co-operation can
provide. We would like to conclude this section by summing up some of the
most important factors to take into account in the course of transnational
work.

Summarising reflections on transnational work

Giving the transnational work sufficient time at the initial stage and plan-
ning for this from the very first day on which the Equal partnership starts
it work has proved to be perhaps the most important factor in determining
whether transnational work leads to added value or not. The partmership
concept — like the concept of transnational co-operation — is based on long-
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term relations. The period during which Equal funding is provided, how-
ever, may seem far too short for this. It is therefore important to consider
the long-term aspects of the work right from the start. It is also equally
important to be aware of the differences that exist and to make something
positive of them. This requires curiosity and the “right” level of ambition.
* What levels of ambition do the partmerships from the different coun-
tries have for the transnational work?
* Is there an understanding of cultural differences and is there consensus
on central terms?
* What does being a transnational partner entail? What is expected from
your own partnership and what do you expect from the partnerships in
other countries?

It is important that the transnational work does not become something that
is carried out alongside the work of the national partnership, or something
that only one person or a few people can benefit from. It is therefore vital
that the transnational work is integrated with the work of the national part-
nership and that the experience gained can be utilised in the national part-
ners’ own organisations.
* How are the transnational work and the national work integrated?
Where are the results and experience of the transnational work assimi-
lated and utilised, and who is responsible for ensuring that they are put
to good use “at home”?

It is only when the transnational work moves the national work forward
— provides new knowledge, challenges ingrained notions or opens up new
perspectives — that it will create positive effects, and it is then that the trans-
national work will no longer be seen as a burden.

How should we proceed?

We have described the work of a partnership as a process, i.e. something that
develops over time — with different demands and requirements during the
initiation, implementation and dissemination phases of the development
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work. We feel that we have been able to assimilate and present a range
of different experience on the opportunities and obstacles associated with
working in a partnership.

The ambition has not been to provide ready-made answers, but to en-
courage dialogue and reflection, above all in the new development partner-
ships of the Equal Programme.

We are aware that a book in itself cannot provide the support required
in such a complex development context. The decisive factor is whether the
book is used actively by the participants.

We are now thinking about what additional support our National The-
matic Group can provide to increase the expertise and effectiveness of the
work of the partnerships. We have considered the following elements/
measures:

1. Make it possible for the active members of the group to pass on their

experience to the new partnerships — by arranging meetings or acting as

tutors, lecturers, mentors and so on.

2. Organise seminars and conferences to discuss our experience with

new participants in the partnerships.

3. Organise a course (at the university level) for partnership co-ordina-

tors — e.g. in the form of a series of seminars based on a problem-based

and project-oriented working method.

4. Build-in learning between the old and new partnerships in our NTG,

which is now being reconstructed.

These are just a few ideas on how the work could continue, but all of this is
based on a decisive precondition: There must be a clear demand from those
who are directly concerned! They must feel a need for support for ongoing
development, and they must also be prepared to set aside the time required
for this learning.

We look forward to continuing our work. If we have learnt anything,
it is that a development partnership is a complex form of organisation. A
high level of know-how and expertise and ongoing support are needed for
a development partnership to work as intended.
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Other Forms of Organisation
for Development Work

We have now presented examples of how a number of partnerships are or-
ganised, but above all we have provided a basis for further reflection. Hope-
fully, we have also by this stage managed to create a greater understand-
ing of what the term partnership really means. We would like to conclude,
however, by presenting a number of other terms and concepts and relating
partnership to these other forms for organising development work.

Describing partnership as an organisational form and relating it to other
concepts such as projects, networks, clusters, innovation systems and the
‘Triple Helix is not simple and could indeed fill a book of this size. It is not
possible to explain or define these terms simply or explicitly, and in every-
day speech they are often used carelessly without really thinking about their
specific meaning. Our point of departure here is that the terms stand for
different strategies that are used to stimulate and implement innovation
and development.

Networks

The term that first became popular and reached a real breakthrough in the
late 1980s and early 199os was networks. Most of the literature of that time
on the development of small companies used the term networks. However,
it was not only within the field of development that networks became a
popular concept. People also began to talk about social networks, purchas-
ing and sales networks and so on. Theoretically, a differentiation is usually
made between development-oriented networks and production networks.
The aim of a production network is to improve the efficiency of production
and conduct business in a smarter way. A development network aims instead
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to increase the ability of a company to conduct strategic development in the
long term, i.e. to strengthen the company’s development organisation.

One way of theoretically categorising networks is to differentiate be-
tween networks that have grown organically and arranged networks. Some
people claim that a network does not have a beginning or an end but con-
sists of interlinked relations that continue to survive in one form or another.
If an actor drops out, the network still sticks together. Changes in one rela-
tion have an impact on other relations. Those who view networks in this
way are usually referring to organic networks and production networks.

Arranged networks, on the other hand, can be expected to be funded,
led and organised by one or several actors who want to achieve a change or
a development of some kind (Nilsson 2004). In these contexts, a network
is regarded as a collaboration between a defined and limited number of
actors (for example the networks that receive support from the Objective
3-Programme).® The term arranged networks can in fact be seen as a para-
dox, as a network is really a voluntary, horizontal organisation in which the
participants govern themselves.

The term network, on the other hand, says nothing about which actors
should form the network, unlike the Triple Helix for example where all of
the three “pillars” must be represented. Clusters, innovation systems and
the Triple Helix system (see below) are, however, all made up of one or
several networks.

Clusters

A cluster is usually described as a group of companies in a specific area that
are located close to each other geographically and linked in various ways in
terms of similar or complementary needs. The term cluster is thus a way
of describing links between companies, but also relates to links between
the companies and their customers, competitors, industrial organisations,

8. The European Social Fund’s Objective 3-programme (see www.vaxtkraft.se) aims to stimu-
late change and renewal work in Swedish working life and thus promote growth and employ-
ment. The focus is on the individual and his or her participation in the development process.
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actors in the public sector and so on. In a cluster, there may therefore be
actors that do not have any relation to, or formal co-operation with, each
other, although they still contribute jointly to the stimulation of innova-
tion and development. The term cluster partly replaces the terms “sector”
and “branch” (Hallencreutz et al. 2001). “Sector”, however, has a broader
meaning than cluster, while “branch” has a narrower meaning. If we de-
scribe a branch as being horizontal and a supply chain as vertical, then a
cluster is usually described as circular. A cluster does not therefore describe
the relations between actors, but rather presents a picture of geographi-
cally-concentrated production systems or “regional brands”.

Innovation systems

Innovation systems are, unlike clusters, directly related to how effectively new
knowledge is created and used. According to VINNOVA,? an innovation
system consists of:

“the network of organisations, people and regulations within which the
creation, dissemination and innovative exploitation of technology and
other knowledge takes place” (Hallencreutz et al. 2001, p. 19).

Innovation processes usually take place in environments where there is
geographical proximity to specialised knowledge, local social networks and
trust between the parties concerned.

While clusters are based on how actors are linked to a specific industrial
branch, i.e. they are branch-wide, innovation systems take the entire inter-
acting system into account. An innovation system can thus be described in
terms of important actors and components such as small and large compa-
nies, universities and colleges, government bodies, risk capital providers
and regulatory systems. Innovation systems can be both geographical and

9. VINNOVA - The National Agency for Innovation Systems — is a government agency
tasked with promoting sustainable growth by developing effective innovations systems and
funding problem-oriented research. To work with this task, VINNOVA has approximately
150 employees and an annual budget of around SEK 1 billion.
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sectoral. The geographical innovation systems can be found nationally, re-
gionally and locally. There is a link between innovations systems and clus-
ters in that it is the interaction between them that strengthens long-term
competitiveness.

Ciritics say that the term innovation systems fails to take account of ele-
ments such as randomness and subjectivity, i.e. elements that are typical of
networks. The most important thing, from the critics’ point of view, is to
create a large number of relations and meetings, not to “build systems”.
There is a risk that individuals and innovators/entrepreneurs will get lost in
large systems, and that systems that are based on the established relations in
a region — for example from the gender point of view — will have a preserv-
ing rather than a renewing effect.

Triple Helix

A term which has had increasing impact recently is 7riple Helix. The Triple
Helix model is usually used in connection with, or within the framework of,
the concept of innovation systems. In the Triple Helix concept, there is an
assumption that an innovation system requires the participation of society’s
three basic “pillars” in order for the system to become widespread and the
development achieved to be sustainable. The three pillars that must inter-
act in the Triple Helix are the industrial sector, the research sector and the
public sector. Advocates of the Triple Helix claim that none of these three
Pillars can manage to achieve sustainable development and long-term com-
petitiveness on their own. It is in the interplay between them that develop-
ment resources can be co-ordinated and investments can provide a greater
return, thus enabling sustainable development.

Many forms of collaboration are initiated and supported by public and/
or political funding. We have previously mentioned VINNOVA as a gov-
ernment agency with the task of promoting growth processes. Another ex-
ample we have mentioned is the Objective 3-Programme, which aims to
strengthen the position of the individual on the labour market by providing
training and other measures. Leader+ is another example of a programme
covered by the EU’s Community-wide initiative.
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Partnership

What then #s partnership in comparison with the systems and forms of co-
operation presented above? Is partnership yet another new term for a tra-
ditional way of working? Is there a risk that partnership will become a new
in-word that will be used for all conceivable forms of co-operation in the
same way as the term “networks”? We believe that the term partnership, in
its real sense, designates a different way of working compared to traditional
network co-operation.

Significantly, there does not seem to be any clear and unanimous defi-
nition of partnership either nationally or internationally (SOU 2003:123).
All definitions refer, however, to a more or less formal co-operation be-
tween actors in the private and public sectors — such as state authorities and
agencies, municipalities, county councils, autonomous regional bodies and
bodies for municipal co-operation, actors in the field of industrial policy
at the local and regional levels, business and industry and commercial and
industrial organisations, trade unions and other organisations and a great
number of other actors with an interest in growth and development issues,
e.g. local development groups and community associations. Actors at the
national, regional, municipal and local levels are often united in one and
the same partnership.

Partnership is thus a form of work used in social planning and develop-
ment work in which actors with complementary and sometimes overlapping
interests and areas of responsibility are involved in a common planning,
decision-making and implementation process. The aim is to promote par-
ticipation in order to mobilise and co-ordinate resources and thus improve
the efficiency of the work. What differentiates partnerships from, for ex-
ample, networks is that they have been given a nominal status. On the other
hand, partnerships have no formal decision-making powers, nor are they
regulated by law.

Working in a partnership entails awareness and commitment on the part
of those involved in a more explicit way than co-operating in a network
does. While networks are based on voluntary participation, partnerships
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are put together with the aim of working together to perform a task or solve
a problem. The partners “own” the task together. A partnership should, in
contrast to a network, be composed of the actors that will make it possible
to perform the task concerned. With the “wrong” partners in a partnership,
the desired changes will not be achieved, which is similar to what the advo-
cates of the Triple Helix say. The difference between partnership and the
"Triple Helix, however, is that the adopted task governs the selection of part-
ners in a partnership, while the Triple Helix always presupposes co-opera-
tion between society’s three basic “pillars”. As a partner in a partnership it
is not enough to willingly contribute to an external change, awareness that
the external change may also require an internal change, i.e. within one’s
own organisation, is also required. More is thus demanded than a willing-
ness to “make decisions by consensus” or “meet each other half way”, as in
traditional forms of co-operation between different parties.

In contrast to networks and project organisations, in which individual
actors can take part for the sake of their own development, a partnership
entails a real commitment on the part of those actors that become partners.
As a partner, an actor is one of several that together will take concerted ac-
tion to solve a (social) problem or achieve (structural) changes. Networks,
clusters, innovations systems and the Triple Helix can therefore be de-
scribed as forms of organisation that are more unconditionally composed
than partnerships.

As the partners are part of the solution of the partnership’s common
problem, partnerships require integration with the regular operations of
those involved in a more explicit way than the forms of organisation men-
tioned above. A comparison with the traditional project organisation illus-
trates this difference. The activities of a project usually take place outside
or alongside the regular operations of the actors concerned, and in the best
case successful project results are integrated with the regular operations
following the completion of the project. During the course of the project,
however, the activities and organisation of the project lie outside the regular
operations. The link between regular operations and the work of a partner-
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ship is clearer. In order to be successful, the work of a partnership requires
support and understanding, willingness to change and commitment on the
part of the organisations that form the partnership. The activities of the
partnership cannot therefore lie outside the regular operations. The part-
nership is thus simultaneously within the structures and the existing opera-
tions and outside — in the form of an organisation for collaboration that may
temporarily be funded by means of external support. Partnerships handle
financial resources and make decisions. In many cases, they also run activi-
ties that involve participants from, for example, the employment agency or
the social insurance office

The role of partnerships — to be outside the regular operations and
structures but at the same time to work within them - risks giving them
an unclear status. The need for transparency, the possibility to call people
to account and a clear division of roles are therefore of central importance.
The fact that partmerships make decisions and run operations that have a
real effect on both individuals, i.e. those the partnership is trying to help,
and public authorities, means that it is important to discuss the issue of
democracy in partnerships. What representation is there in the partner-
ships? Who can influence the decisions of the partnerships and how? Is
there a risk that important social decisions will made by public officials
rather than by politicians?

The potential that partnerships offer, and which we would particularly
like to underline, is encompassed by the drive, energy, and ability to take
action that stems from the explicit commitment of each of the partners,
although the unclear status of partnerships gives rise to a number of diffi-
culties that it is important to consider. We cannot say whether partnerships
are the best way of achieving concerted action, but given an awareness of
how partnerships work we do believe that they are certainly one way. We
would, however, like to point out once again that working in a partnership
should be seen as a learning process in which there is not one best solution
that applies in all situations; the solution is tied to the local context.
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