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Executive Summary 

This Evaluation confirmed that Debt and Development Coalition Ireland is the leading organisation in Ireland in the area of debt policy and campaigning. Its varied stakeholders hold the Coalition in high regard and trust in its work. However, there is a broad recognition that new global dynamics and relationships are presenting different challenges to developing countries in their development processes. Changes are also occurring among the support base of DDCI and in the priorities of its funders. The combination of these new circumstances requires that the Coalition be innovative so as to renew itself.

There is no secure way forward for the Coalition. Every potential route has significant risks associated with it and each option involves compromise of some elements dear to different parts of DDCI’s membership. The most secure route in terms of funding would be to redirect the debt work towards a development education programme as defined by Irish Aid’s DEU. However, this would require a significant shift away from campaigning and would not be in keeping with the wish of a large number of member organisations. Therefore, at this time clear judgement and leadership will be needed from the Board so as to build consensus and attract resources for any new direction. 

In this report, we recommend that a three-pronged approach be taken in DDCI’s upcoming strategic plan. 

· We recommend that the core thematic focus of DDCI should be broadened to the area of ‘financing for development’ in order to respond to the evolving set of challenges faced by developing countries. This topic provides continuity in that it builds on the Coalition’s existing expertise in the debt issue.  It provides the necessary innovation to renew the organisation in that it links debt to a set of inter-connected and relevant issues in the field of development today, fundamentally exploring issues of power between rich and poor countries. 

· We recommend that DDCI builds on its campaigning history and expertise to become the driver of a popular campaigning movement in Ireland, in collaboration with a number of other like-minded partners. This direction is supported by a broad number of its members. The aim of this work would be to build a movement of public activism on key issues within the area of development. In working to popularize the issue and mobilize mass activism on it in Ireland, DDCI should learn from successful campaigning mechanisms of international partners. To inform this campaigning work, DDCI should draw on high quality international research and ‘translate it into political messages for the Irish context’.  

· We recommend that DDCI’s innovative campaigning mechanisms should be underpinned by a highly focused and strategic programme of development education, which has less scope than previously, but greater impact, with a clear means of measuring its impact. This education programme should be centred around one high quality education resource on DDCI’s key theme.  It should be used by DDCI through working agreements with a limited number of key partners, primarily development education organisations and third level institutions, as well as being available for public use.

In relation to the governance of the organisation, we recommend that the Board considers a change of governance model, and moves from being an involved, ‘hands-on’, Board to one that operates at a more strategic level.   To clearly signal to stakeholders that an innovative new direction is being undertaken, a change of name may be appropriate.   

1.
Methodology

This report was undertaken to provide “an external evaluation of DDCI’s work in order to assist the organisation develop our strategic plan covering the period from 2008 – 2010”. The consultants interviewed 56 people representing the full range of stakeholders – member organisations, Board and staff, Southern debt advocates, partner organisations in Ireland and abroad, policy makers in official bodies and donors.  

2.
Organisational Development

Interviews with Board members highlighted the need for a common approach to governance. While most Board members believe it would be best to adopt a more strategic approach, there is not at present a single view

If the Board did operate at a higher, more strategic level, other structures in the Coalition could become more vibrant (such as sub-committees). The Board could also meet on a less regular basis rather than monthly.

Clear roles and responsibilities in day-to-day work have been largely absent, and written policies on organisational management are needed. There is no formal practice of internal evaluation. Only recently has a system of staff appraisal been introduced. These gaps need to be addressed.

A small number of Board members carry out most of the work, and this has inevitably resulted in fatigue. Additional capacity for the Board was identified as a priority. Also certain important skills are missing, and areas for Board and staff training were identified.

The membership trusts in the Board and wants leadership from it. Many of the interviewees felt that the 2005 EGM was a possible turning point for the organisation that didn’t happen, and this is informing this desire for leadership. It also has full trust in the Secretariat, and want leadership in relation to the campaigns focus. Meanwhile, improved communication and innovative methodologies for membership involvement are needed. 

In relation to governance, recommendations are that the Board:

· Jointly articulates the agreed need for a common approach to governance.

· Jointly identifies skills gaps and proactively headhunts for potential members to co-opt onto the Board.

· Continues to implement a practice of written policies in the area of organisational management.

· Prioritises membership development and methods of engagement in the Strategic Plan.

3.
Research, Policy and Advocacy

Research was regarded by respondents as one of DDCI’s core strengths. While awareness of the Coalition’s research varied widely depending on the role of the respondents, interviewees considered highly the relevance and quality of the research. Some challenges were noted on dissemination of the research. 

Respondents varied greatly in their views of the future role of the Coalition in research. A small number considered the Coalition should concentrate on research to the point of becoming a ‘think tank’.  Others said that the Coalition itself should not engage in research, but rely on international research from groups such as Eurodad as the basis for its campaigning. One similarly sized campaign said that they do not engage in research, nor keep abreast of international negotiations, but rather ‘translate the international research into political messages for the Irish context’. This may be a valuable model for the Coalition. 

The membership of DDCI expressed a very high degree of satisfaction with how the organisation positions itself in relation to official bodies. Some comments included: the DDCI is ‘out enough to be close to the Southern partners, in enough to be credible with policy makers’.  The Coalition certainly sees itself as an ‘outsider’ in relation to officialdom, and is widely perceived as such. Interviewees not among the membership displayed a greater diversity of assessment. As one member well acquainted with lobbying said, ‘at different times you have to be at different points on the continuum’; and another with similar experience ‘it is about identifying where you can make a change’. 

DDCI has direct relations with a number of Southern debt advocacy groups. Southern partners feel listened to by the Coalition.  Challenges exist in the area of Southern links in that the relationships have not been formalised and are often ‘one off’.  Both members and external stakeholders considered it vital to form sustained relationships with one group. What are needed are ‘mechanisms’ for Southern linkages.  

Section 4:  Education and Campaigns 

DDCI does not currently have a ‘development education programme’, per se, but rather a series of individual interventions. A more programmatic approach to education would be welcomed by stakeholders. This may involve a focussed, limited development education programme within a campaigning organisation. 

Interviewees clearly expressed the view that campaigning was a key strength of DDCI, and core to its identity. Lobbying was generally included in this category. The general view was that there has been a lull in campaigning activity in recent years, and that this area of work needs to be re-energized.  DDCI needs to tailor its communications about campaigning strategically to different audiences.

Although some people were aware that the current campaign focus is illegitimate debt, a good number were not.  There was widespread agreement that debt as a single-focus issue is not a viable option, although it should remain a central focus to the organisation’s work. A focus on the Irish Government was felt to be important, and this is clear added value that DDCI can provide. 

There was a mixed response by interviewees to education/campaign materials. A number of interviewees felt an Education Pack would provide added value, one which offers multipliers session plans in a creative way, and which could be updated on a regular basis. 

The religious groups have been central to the success of DDCI. However it was recognised, including by the religious themselves, that they are an ageing constituency and that DDCI needs to engage other sectors of the population. Likewise, new methods are needed to reengage the NGO sector. There was a general sense of optimism about the new campaigning alliance between DDCI, Comhlámh and the Africa Centre. 

DDCI will need a ‘more programmatic approach’ to education if it hopes to attract development education funding. This should be distinguishable from the campaign work, use best practice development education methods and be directed at strategically chosen target groups with whom it can build sustained relationships. This will imply declining requests for ‘front line’ speaking work from groups other than those strategically targeted. Alongside this DDCI should build up and train a volunteer team of public speakers. Further DDCI should build on the relationship with NCCA in relation to it supporting Transition teachers directly.
It may be possible to sustain the organisation by attracting large scale development education funding. However, the shift away from campaigning that would be required to achieve this would alter the nature of the Coalition. This is a direction not supported by the majority of those interviewed. There was a clear consensus that campaigning and activism have been the lifeblood and key strength of the organisation.  A distinct education module, operating according to best practice models and standing separate from campaigns would underpin the campaign work. 

Section 5:
Funding

Interviews with currently contributing members and funders revealed a good degree of satisfaction with how their money is being used by the Coalition. However, there were notably differing sets of concerns among interviewees regarding continuation of this funding.  

Most Missionary members are committed to contributing in the coming years, but a number did express uncertainty about their own capacity to continue funding indefinitely. The larger NGOs are the ones least satisfied with the current direction of the organisation. In their view the Coalition’s issues and agenda have not moved on in line with the evolving pressures upon developing countries. A core dilemma is that these NGOs are not united in what they see as the alternative way ahead for the Coalition. 

The project grants received from Irish Aid have mostly been through the Development Education Unit (DEU). To attract greater DEU funding the Coalition needs to win its confidence that its educational programme will be truly a ‘development education’ programme, and not just a campaign. We suggest this can be done by having a clear and distinct education ‘module’ within the work of a campaigning Coalition. 

Qualification for Irish Aid Civil Society funding would require a shift in activity towards capacity building that would significantly change the nature of relationships with Southern partners. Depending on what thematic direction is chosen, the Coalition may become eligible for funding from other departments, state agencies and philanthropic foundations. 

It is unlikely that the pattern of sequential funding programmes from the European Commission can be restored in its previous form. If it seeks EC funding again, DDCI will need to ensure that its thematic focus is one which is seen as relevant to EC priorities and will need to strengthen the European dimension of its projects through meaningful partnerships with organisations in other EU countries. 

An alliance with one or more large organisations is likely to prove the most viable route to achieving financial stability. The likelihood of achieving such a strategic partnership will firstly depend upon winning the other’s confidence that the thematic focus selected is of central importance to the livelihoods of people in the global South. It will also require one or more strategic partners’ agreement on the broad method of engagement with the public.

Section 6: Thematic Focus

For 14 years debt cancellation proved sufficient to bond together the diverse range of 96 Coalition members. This is  due to a consensus that debt was such a pressing constraint upon the development processes of poorer countries. However, that consensus is now disintegrating. 

In the coming years it is unlikely that the debt theme will retain the larger NGOs. Changes have occurred in the circumstance of developing countries altering the context of debt campaigning. It is clear that debt has not gone away. However, other issues have emerged alongside debt which together constrain the development processes of poorer countries. As one NGO analyst framed it ‘Our Southern partners are concerned with the whole of the national budget, not just the debt part’. In our view these issues need to be incorporated into the work of the Coalition for it to remain relevant.  

Other pressing issues challenging Southern countries include: attracting foreign investment, income from natural resource extraction and trade, the volatility of aid flows, aid conditionalities, the governance of financial institutions and emigrants’ remittances as well as stemming capital flight and corruption. This wider agenda is referred to as ‘financing for development’. 

We recommend that DDCI broaden its thematic focus to include other issues of financing for development. This approach incorporates continuing to work on debt in line with the express wish of many of the members. But it also encompasses such additional issues as to offer the most realistic prospect of renewing the life and role of the Coalition. This builds on the core competences and relationships of the organisation. Most importantly, this is closer to the needs of many developing countries.  It also has a real possibility of retaining NGO funders and attracting new institutional funders – including reopening the possibility of EU funding programmes. 

Financing for development is a broad agenda and DDCI will not be able to specialise in all aspects of it. Some of its components such as trade are being thoroughly worked on by other organisations, and the Coalition should not replicate their work. However, the theme offers the Coalition a menu from which to select those areas for campaigning and education which are most pertinent, but whose relative importance may change every few years. 

This shift in focus will require DDCI to build new relationships with organisations in the global South and in the North, while retaining its linkages with debt groups. The strategic plan should set out the stages of the transformation. The organisation should consider whether a change in its name would assist in providing the necessary signal to a range of its stakeholders that it is undertaking a new direction. 

While needing to be realistic about the prospect of resourcing a campaign, the consultants have sought not to be simply ‘funding led’. The core criteria used in reaching this judgement were: need; Southern leadership; campaign-ability; fund-ability and DDCI capacity.

Table 1, in the Appendices, analyses 16 themes that interviewees raised as potential ways forward for the Coalition.  It is our view that no other focus comes close to offering as realistic a way forward as financing for development. 

Section 7.
Structures and Models for Engaging Target Groups 

DDCI needs to make a choice regarding which model of organisational structure and what type of intervention best suit its objectives. 

The current DDCI intervention model involves a blend of research, campaigning and lobbying with little development education. The principal active constituency is the missionary congregations, but this is less involved than earlier.  There has been a trend during the period under review of declining involvement of development NGOs in the Coalition. NGOs interviewed confirmed their intention to continue in this lowering level of involvement. However, they said they would be open to changing that pattern if DDCI were strategically engaging in themes and with methods which they considered relevant and innovative. 

Therefore we consider that the Coalition must decide to change its methods of engaging its target groups. Table 2 in the Appenndices presents an analysis of the various intervention models which were considered by stakeholders interviewed.

The model of intervention we recommend is that DDCI position itself as one key driver of a popular campaigning movement in Ireland, in collaboration with a number of other like-minded partners. This is represented in Table 2 as Option D: Popular Campaign Movement – broad theme with smaller educational strand. 

This proposed intervention would be in response to the need to build in Ireland a popular campaign movement which attracts support from the public on a broad set of themes based on the concept of ‘global justice’. As yet there is no clear leader of this in Ireland. Therefore we recommend that the Coalition build further on the initial steps which it has engaged in with Comhlámh and the Africa Centre to build such a campaign movement. 

Building on the existing activism base and capacity to campaign in increasingly creative and effective ways would be an essential part of this. This model received broad support at the AGM seminar. 

There are risks associated with this model. Therefore, we recommend that during its Strategic Planning phase DDCI engage in active deliberation with potential funders, in particular the major NGOs, so as to ensure that this option, combined with the broadened theme of ‘financing for development’, will attract at least one strategic partner willing to support this work. 

Within the option for this model of intervention, we recommend that the Coalition initiate a distinct programme of development education which can win the confidence of the Development Education Unit of Irish Aid. 

This model will need further development so as to grow and occupy the space which is open to it. This will require consideration of additional target groups who can be engaged by inviting further organisations to join the venture as appropriate. So as to optimise the scarce resources available the thrust must be to develop new mechanisms for bringing the issues of the movement into the existing activities and programmes of other organisations.  

This model of intervention still involves DDCI leading within the movement on the core theme of its own work. DDCI would continue to engage in research and lobbying, but to use its resources wisely would concentrate on translating international research into ‘political messages for the Irish context’.   

Appendices 

Table 1: 
Assessment of Optional Thematic Issues for DDCI to focus upon:

	Theme
	Description
	Who Supporting
	Other Primary Actors
	Organisational Up-side
	Organisational Downside
	Potential Funders

	Debt
	· As at present
	· Missionaries

· Some NGO Members – but those who fund demanding change to Debt And ... 
	· Several outside of Ireland

· None in Ireland
	· What DDCI knows and has done well

· Well regarded in this field
	· Falling on agenda of NGOs

· Significance of debt in Southern economies diluted in recent years

· Difficult to resource this – funders unwilling to continue funding single issue debt campaign
	· Missionaries

· Small amounts from NGOs 

· Some foundations - depending

	Debt and Gender
	· 
	· Banúlacht +

· Irish Aid DEU as way of refocusing debt single issue
	· Banúlacht 

· International – Gender Action
	· Strongly motivate some
	· Too specific to hold wide interest

· Replicate Banúlacht 

· Stays within debt zone – though its relevance reduced
	· Gender themed foundations

	Debt and HIV
	· 
	· Few

· Irish Aid DEU as way of refocusing debt single issue
	· 
	· High degree of focus
	· Too specific to hold wide interest 

· Stays within debt zone – though its relevance reduced
	· HIV themed foundations

	Debt and Ecology
	· Ecological debt of rich countries

· Impact of debt on env.

· Debt for forests swop schemes
	· A number of members

· Eco groups
	· None as primary actor
	· Taps into emerging issue

· Could attract new constituency
	· Might be ‘funding led’, following the trend

· NGOs unlikely to be wooed by this


	· Eco themed foundations

· Some NGOs with eco focus

	Debt and Education / Health
	· Impact of debt on health and education and social spending
	· Few
	· Education related orgs

· ActionAid
	· Bring to schools and health workers
	· Too specific to hold wide interest

· Stays within debt zone – though its relevance reduced
	· Themed foundations

	Governance of IFIs
	· Focus on accountability of WB and IMF structures, seek reform, watch how Ireland participates
	· Few as a singular focus.
	· Trócaire 

· Oxfam
	· Within the expertise of DDCI

· 
	· Lends more to Think Tank / Watch Dog than campaigning

· Stays within debt zone – though its relevance reduced
	· Foundations

	Governance of IFIs and UN
	· As above but add UN
	· Few
	· Trócaire
	· Close to DDCI  expertise

· Appeal to some new funders

· New issues to bring to public
	· UN not centre stage of development process
	· 

	Financing for Development
	· Broaden from debt to include all external forces which influence budgetary decision making of poor countries: debt, aid conditionalities, trade, investment, natural resources, governance of financial institutions, emigrant remittances, capital flight, corruption, etc
	· Several
	· Range of actors in Ireland, South and internationally, e.g. trade orgs, natural resource campaigns, ActionAid


	· Relevance to a range of support constituencies

· Relevance to a range of funders

· Strong opportunities for Southern links
	· Wide agenda, would need to focus somewhat and rely on other orgs to lead on some themes 

· Other actors specialise in some areas of this, need not replicate their part (e.g. trade)
	· EC

· More NGOs – those with grant schemes

· Several Foundations



	Capital Flight and Taxation
	· A sub-set of Financing for Development

· Focus more on internal issues of developing countries
	· Few
	· Southern civil society groups

· Christian Aid / emerging taxation networks
	· Clear focus


	· Less to do with Northern actors

· Overly specific
	· Few

	Future Lending
	· Seek good criteria for future loans to avoid another debt crisis
	· Some International debt campaigners
	· European and US debt NGOs 

· Some Southern NGOs 
	· Links back to Illegitimate Debt

· Others going this route
	· WB and IMF already on the case

· China and other new lenders will be outside this anyway, so less relevance

· Stays within debt zone – though its relevance reduced
	· Some Foundations

	Illegitimate Debt / Responsible Lending
	· Call for more cancellation
	· Some international debt campaigners  (including South)

· Some members
	· Jubilee South


	· Call by South
	· Tried this in last two years, members did not understand the concept. 

· Stays within debt zone – though its relevance reduced

· Hard to win resources for this
	· Some Foundations

	Implementation of current debt relief schemes
	· Monitor IMF and others in implementation of HIPC and MDRI
	· Few
	· Other debt groups

· None in Ireland
	· Clear focus
	· Very specific, need to be matched with other issue

· Stays within debt zone – though its relevance reduced
	· Some Foundations

	Track Southern governments who received debt relief
	· Ensure they not misspending the funds
	· Few
	· Specific Southern NGOs 
	· 
	· This is not the role of Northern campaigns

· Does not relate to Irish political agenda

· Stays within debt zone – though its relevance reduced
	· Few

	Critique money system and links to environment
	· Link debt and environment via ‘Cap and Share’ emissions trading system to give power to poor countries
	· Feasta
	· Feasta
	· Attractive to environmentalists

· Brings debt expertise to new context
	· Complex to communicate

· Little basis in membership
	· Themed Foundations

	Aid and Debt Conditionality
	· Track the effect of debt and aid conditionalities on the South.
	· Many
	· Trócaire

· Oxfam

· Many  international (e.g. Bretton Woods Project, Eurodad members)

· Trade lobby
	· Build on existing expertise

· NGOs concerned on aid

· May increase likelihood of EU or other funding
	· Highly technical;; mostly a ‘tracking’ and re-active role 

· Only small change from current direction of DDCI – most will not notice change 


	· Some NGOs 

· Themed Foundations



	Connect with Debt in Ireland
	· Link international debt to Irish debt – credit card, mortgage, interest rates, etc
	· Few
	· MABS, Anti-poverty agencies, Credit Unions, SVdeP, NYCI, ....
	· Making local links with a global issue, may attract DEU 

· May attract new funders in financial sector, but risky

· Build on existing theme
	· Little current expertise within org on Irish context;

· Very narrow focus

· Different examples of debt -  may be difficult to usefully compare locally and globally.
	· Themed Foundations

· Anti-poverty agencies

	
	
	
	
	
	
	


Table 2: Options for the Model of Intervention 

	Model
	A: Current Structure
	B: Think Tank on Debt and selected theme


	C: Education on Debt and selected theme

(with a smaller campaign strand)
	D: Popular Campaign Movement – broad theme

(with smaller education strand)
	E: Southern Debt Campaign Capacity Building 
	F: Link to a University in Ireland and/or South

	Purpose
	Campaign on Debt
	Develop agenda for others to educate and campaign on debt and IFIs

More specialist interventions

Bringing wider IFI issues to public debate
	Educate and raise awareness on impact of debt / new focus
	Build movement of public activism on key development and ‘global justice’ issues

’Building DDCI activist base to work in collaboration with other organisations to drive/mobilize  movement’
	Support Southern groups to campaign on debt
	Promote analysis on debt related issues at top level and bring to public and policy makers

	Board
	Hands On
	-
	-
	-
	-
	- 

	Constituency
	Missionaries + NGO
	Missionaries + NGOs
	Multiple 

· Schools

· Colleges

· Community orgs
	Multiple

· Other NGOs

· Colleges

· Community orgs

· Trade Unions

· Schools

· Activists
	Southern NGOs
	Missionaries,

NGOs

Academics

	Theme
	Debt
	Debt and selected theme
	Debt and selected theme
	Debt, Aid, Trade and/or Eco and Immigration 

Review themes every 5 years
	Debt and civil society campaign capacity
	Debt and related topics

	Activity
	· Research

· Educate (+/-)

· Campaign

· Lobby
	· Research

· Policy briefings

· Lobby
· Disseminate via members
	Education
	· Network with orgs with other specialisation and other constituencies

· Communicate other issues

· Education strand

· Campaign & Lobby

· Build campaign mechanisms and calendar
	· CB to South

· Some awareness raising in Ireland on debt issue
	· Input to research and courses

· Policy briefings

· Lobby

· Disseminate via members

	Key Allies
	Trócaire

& Other members
	Eurodad
	Colleges, number of development education organisations.
	Comhlámh, Africa Centre, other
	Afrodad, Jubilee South, other
	College in Ireland and South

	Who supports the model
	Some, but shifting in face of realities
	Irish and International think tanks

Some policy people


	DEU

Some small NGOs 
	Some big NGO 

Current campaign partners

Not fully tested
	South groups, with caution


	Some policy people

	Potential Funding (other than Members) 


	DEU  (EU)

NGO grants
	Foundations

Limited NGO grants

EC 
	Some NGO grants

This option strongest funding possibilities, if DEU model of Dev. ED implemented. Programmatic funding unlikely in the first year of a new model.
	Seek strategic partnership with key NGOs 

Other sectors and philanthropic

Maybe EU (if European dimension
	Irish Aid – CSU 

EU non-DE – small chance
	HEA

IA research 

	Downside
	Losing constituency and funders
	· Little campaigning

· No guarantee on funding
	· Little campaigning

· Best chance of funding (IA DEU), but still need to widen topic
	· No guarantee on funding – need to make case to NGOs +

· Less education

· Structure as yet unclear


	· Changes nature of Coalition to funder

· Little campaigning

· No guarantee on funding


	· May be a minnow alongside any college and become less relevant

· How to campaign and retain respectability a college will need 

	Optional Extras
	
	
	
	
	Joint programme with South may be compatible with other options.

May be joint application for funds, rather than DDCI as funder
	May be workable along with one of the other models

	Capacity Needs
	· Analysis

· Campaign

· Lobby
	· Analysis

· Writing

· Political communication

· Media
	· Development Educators

· Trainers

· Networkers
	· Organiser

· Networker

· Animator

· Media worker
	· Capacity Building Skill
	· Research

· Analysis

· Animator

· Organiser
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