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TYPE OF TRANSITION
This case study is an example of 
an INGO transition that triggered 
the creation of a local entity. While 
Burundian staff drove the creation of the Ikibiri 
Coalition, PADCO assisted the transition by 
providing both moral and technical support. 
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STOPPING AS SUCCESS

This case study was developed as part of Stopping As 
Success (SAS), implemented by a consortium consisting 
of Peace Direct, CDA Collaborative Learning Projects, 
and Search for Common Ground, with support and 
funding from the United States Agency for International 
Development (USAID). SAS is a collaborative learning 
project that aims to study the dynamics at play when 
ending a development program, and provide guidelines on 
how to ensure locally led development. In doing this, SAS 
looks beyond the technical aspects of an exit strategy to 
identify examples that demonstrate a transition toward 
locally led development. The case studies produced by 
the project highlight the past and present realities faced 
by international non-government organizations (INGOs), 
local civil society organizations (CSOs), and local NGOs, 
focusing in particular on how partnerships evolve during 
transitions or devolvement to local entities.

1. INTRODUCTION AND 
METHODOLOGY

This case study describes the transition of Planning and 
Development Collaborative International (PADCO) – 
an INGO – from Burundi, and the subsequent creation 
of the local NGO Ikibiri Coalition. 1 PADCO’s work and 
exit took place within a context of post-conflict political 
transition, open political space, and stable aid delivery.2 
Prior to the transition, PADCO was implementing a three-
year (2004–06) USAID Office of Transition Initiatives 
(OTI) program, following which the organization received 
a World Bank grant to fund an ex-combatant reintegration 
program through to 2008. It was not part of PADCO’s 
exit plan to create a local NGO at the project’s end – 
rather, it was the decision of Burundian staff. Despite this, 
PADCO’s international staff assisted with the creation 
and functioning of Ikibiri, contributing significantly to it 
becoming a sustainable organization.
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substantial international attention and investment. 
As well as providing direct budget and development 
support to the traditional sectors of health, education, 
and agriculture, Donors focused on a peacebuilding 
“palette.” This included building democratic institutions, 
including strengthening civil society; security sector 
reform, including disarmament, demobilization, and 
reintegration (DDR); and justice reform and community-
based rehabilitation and reconciliation.

The number of INGOs and CSOs increased alongside this 
international support. Though CSOs had little experience, 
as partners of INGOs they were developing capacity, 
increasing coverage of services, and providing local insight 
for sensitive reconciliation work. USAID and the European 
Union (EU) both had dedicated programs for civil 
society capacity building. INGOs provided organizational 
training and resources for their local partners, though 
funds were mostly project-based and few CSOs had the 
leeway to diversify their funding or increase their visibility. 
Nonetheless, for several years ample resources6 were 
available to both INGOs and CSOs for peacebuilding, 
reconstruction, and development work. Many CSOs 
gained valuable experience, and coalitions were formed 
to contribute to development strategies, plans, and a 
peacebuilding framework.

There was also ample political space during the so-called 
“peacebuilding decade.” This was partly due to the Peace 
Agreement being implemented by the international 
community in close concert with UN- and World Bank-
supported aid coordination frameworks.7 INGOs and 
their local partners provided much-needed services. This 
service delivery role was beneficial for the government, 
making it easier for Burundian organizations to implement 
activities such as civic awareness building and the 
monitoring of corruption and human rights, which the 
international community strongly supported. Even so, there 
was – and still is – no official government mechanism for 
funding Burundian CSOs and NGOs. Other avenues for 
local funding, such as individual philanthropy and corporate 
social responsibility, are practically non-existent.

The current aid context is vastly different from the 
peacebuilding decade. The international community, 
especially European donors, are at odds with the state, and 
have frozen direct aid to the government. Instead, donors 
work through INGOs, and have also begun “localizing” by 
channeling aid to support the Burundian people through 
local NGOs. It is to be assumed that donors, notably many 

The methodology for this case study consisted of a 
document review and 10 key informant interviews with 
Ikibiri staff and PADCO expatriate staff.

2. CONTEXT

Burundi is a small landlocked country in the Central African 
Great Lakes region, bordered by Rwanda, Tanzania, and 
the Democratic Republic of the Congo. It was a Belgian 
colony until claiming independence in 1962, at which point 
it became a constitutional monarchy. However, multiple 
assassinations and coups resulted in the establishment of 
a republic and one-party state in 1966. Its people possess 
an extraordinary resilience, having lived through decades 
of political instability and structural violence, which has 
been marked by interethnic conflict, genocides, and a civil 
war (1993–2005) between the minority ruling Tutsi ethnic 
group and the majority Hutu ethnic group. The Arusha 
Peace and Reconciliation Agreement (APRA) – widely 
known as the Arusha Accords – was signed in 2000, and 
is attributed with eventually bringing an end to Burundi’s 
civil war.3 The cessation of hostilities in 2003 ushered in 
a period of political transition, culminating in an election 
that brought the Hutu-led CNDD-FDD to power in 
2005.4 For the next decade, Burundi engaged in a process 
of rebuilding and was relatively stable. In 2015, however, 
President Pierre Nkurunziza’s decision to run for a third 
term in office, despite a constitutional two-term limit, 
prompted a political crisis. The ensuing violence again 
destabilized one of the world’s poorest countries.5

HISTORY OF AID AND CSOS

True civil society began to develop in Burundi in the 
1990s, in concert with the democratic transition. Until 
then, the country had been ruled by military dictatorships 
and its citizens’ engagement in civic or political life was 
strictly controlled by the government, with only a few 
non-governmental or civic organizations existing. This 
“opening up” attracted interest from international 
organizations and development agencies. INGOs and 
a few CSOs were involved in preparing a democratic 
election in 1993, but instead of the expected democratic 
transition civil war consumed the country for the rest 
of the 1990s following the assassination of the president 
mere months after the election. With the signing of the 
Arusha Accords (2000), followed by a political transition 
and democratic elections (2001–05), and a peaceful post-
electoral period (2005–10), Burundi once again attracted 

http://stoppingassuccess.org


STOPPINGASSUCCESS.ORG   |    4

from the EU, have the “right” motivations for localizing, 
namely, ending dependency and promoting locally led 
development.8 In the current political climate, however, 
“localization” must be carried out with the proper support 
and planning, so as to ensure local actors are not exposed 
to unnecessary risks, particularly political pressure. 

3. PADCO’S TRANSITION IN 
BURUNDI

PADCO AND THE COMMUNITY-BASED 
PEACE AND RECONCILIATION INITIATIVE

Starting in 2004, PADCO was the lead implementer of 
the Community-based Peace and Reconciliation Initiative 
(CPRI), a program designed to contribute to the ongoing 
peace process through the reintegration of refugees, 
internally displaced persons, and ex-combatants.9  

PADCO managed CPRI field offices in Gitega and Ruyigi 
provinces, working with Burundian staff on conflict-
sensitivity issues. Though political spaces were opening 
up, the “hearts and minds” of many Burundians were not. 
There were numerous security challenges, and ethnic 
tensions and mistrust did not dissipate quickly. It was 
therefore important for PADCO to create a feeling of 
fellowship and common loyalty, as well as encourage 
inclusivity in its organizational and programming approach. 
Accordingly, PADCO’s (40+) staff was drawn from both 
Hutu and Tutsi ethnic groups.

CPRI had four components: 1) promoting community-
level reintegration and reconciliation through community-
based leadership development; 2) vocational skills 
training; 3) small-scale infrastructure reconstruction; and 
4) information dissemination. Programming was designed 
to increase social capital and, in some communities, 
produce conflict-resolution networks. PADCO had a 
small international staff of four people and sub-contracted 
another international trainer. Based on the expertise 
gained through the program, PADCO then received 
a grant to implement a smaller, two-year World Bank 
reintegration of ex-combatants program, and maintained 
some of the original Burundian staff. Members of the 
Ikibiri Coalition included staff from both projects.

THE TRANSITION

PADCO did not have an explicit strategy to create a 
Burundian organization on its exit from the country. 
Rather, it was the Burundian staff ’s decision, which 

they made toward the end of 2008, when the World 
Bank program was almost completed. According to 
Ikibiri members, what was more important than an 
exit strategy was “… the accompaniment that PADCO 
gave us when there was no obligation or ‘deliverable’ 
required of them.” As a team, they were enthusiastic 
and felt they had a strong impact.

Despite not having a specific exit plan, PADCO did have 
a disposition plan for USAID-funded property, and so 
were able to transfer computers and furniture to Ikibiri. 
International staff helped guide Ikibiri staff through the 
legal process of setting up, reviewed, among other things, 
their operations manuals and forms, payroll system, 
and website, as well as – perhaps most importantly 
– helping write the first proposal for funding. Most 
of the management systems were replicated and key 
former Burundian staff, who had been part of the senior 
management team, were already familiar with their 
operations, the principles of managing an organization, 
and USAID systems.

Other forms of post-transition support included 
international leaders championing Ikibiri and undertaking 
advocacy to promote its work and encourage donor 
support. Relationships have continued after the exit, with 
the close ties of each international leader continuing to 
inspire excellence in the Ikibiri team. This is especially 
important to note given PADCO was absorbed by 
AECOM International Development in 2008 and no 
longer exists as an independent entity. Ikibiri has already 
proved to have sufficient capacity to subsist for a full 
decade without its “parent organization.”

The assistance of PADCO’s leadership in the setting 
up of Ikibiri was important to its identity, reputation, 
and financial sustainability. Previous project training 
and mentoring of staff, particularly in areas of 
administration and finance, also made the transition 
smoother. Responsibility was delegated with very high 
expectations: PADCO applied rules strictly and fairly, 
which was understood and appreciated by staff, who had 
often worked in environments where rules were applied 
arbitrarily. This served as a model for Ikibiri’s future 
work. Several of PADCO’s Burundian staff became part 
of Ikibiri’s senior management team – these were people 
who were trusted by local colleagues and had moral 
authority. Relationships were built and cooperation 
fostered in the team, which was part of the motivation 
to create an organization with “togetherness” as its 
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basis. As one Ikibiri member said: “This was a successful 
exit due to the team spirit that was built during the 
program. There was also a sort of work ethic that went 
along with the team spirit that was inspired by the 
management system and the way the managers worked. 
They modeled competence and dedication of time and 
effort. They were also transparent.”

Ikibiri’s goal is to assist Burundian communities achieve 
their development goals through targeted programs and 
initiatives, and to strengthen the long-term capacities of 
government and civil society. Since its creation, Ikibiri 
has developed experience and expertise in community 
reintegration; microenterprise development through 
training and assistance; rehabilitation of community 
infrastructure; leadership training; and advocacy aimed 
at bridging the relationship gap between communities 
and the state.

Currently, Ikibiri is the sub-partner on a USAID-funded 
youth empowerment project, implemented by Burundi 
Leadership Training Program (BLTP). This is one of the 
few awards in Burundi for which a local organization 
is the prime contractor. BLTP and its international 
partners have collaborated with Ikibiri in the past, and 
designed the project specifically with Ikibiri in mind, as 
the target group (youth) is to be found in some of the 
communities the organization has previously served. 
The project aims to increase the social and economic 
resilience of youth through providing them with 
conflict management, leadership, and sustainable project 
development skills, as well as monetary assistance 
through access to microfinance.

4. OUTCOMES AND IMPACTS OF 
THE TRANSITION

COMMON CORE VALUES AND 
ACCOUNTABILITY SYSTEMS

All members of the Ikibiri Coalition cited PADCO’s 
ethics and the “PADCO method” (or rigorous 
management systems)10 as having made the most 
difference in terms of legacy. Staff morale coalesced 
around the idea that together, enabled by a strong work 
ethic and the PADCO method, they were stronger than 
any challenges they may face. This method, although 
not officially documented, is expanded upon below. As 
noted by a staff member: “We went above and beyond 

many challenges and when we go back into communities 
when work is finished, they recognize us, praise us – 
which gives us inspiration to do more.”

Furthermore, no legal conflicts arose (for example, with 
vendors or the few staff terminated with cause), which 
is unusual within Burundi’s NGO ecosystem, where 
court challenges are very common. This is an outward 
sign of success for Ikibiri’s team and operations and is a 
legacy of which they are proud.

Among the values Ikibiri carried forward from PADCO 
were honesty, integrity, courage, and peaceful conflict 
resolution through dialogue. In terms of the “method,” 
PADCO management tools were made available to 
and used by Ikibiri. At PADCO, Burundian staff had 
also used personnel models and ways of working that 
enabled them to manage strictly but fairly.

As an example, PADCO utilized a system of advance 
planning that was an important factor in ensuring timely 
payments. This served PADCO, and then Ikibiri, very well. 
The financial systems and zero tolerance for corruption 
inherited by Ikibiri have also been crucial, as staff have often 
been confronted by requests for, or offers of, “gifts.” As 
noted by a staff member: “One of the important lessons 
we learned that must be applied in the current context 
is how to manage relations with local authorities. They 
make demands on us for advantages and we learned to 
be firm about the contractual obligations that we have to 
our donors.11 Also the way we learned to work together, 
helped us resist some of the pressures. In some areas, the 
authorities appreciated the rigor.” Another staff member 
added: “As we were strengthened to deal with outside 
pressures (don’t accept gifts, etc.) we want to strengthen 
our participants in local projects to be able to do the same 
because there are a lot of tensions.”

Inclusion of all ethnic groups and women, as well as 
broad stakeholder participation, were among the 
PADCO values Ikibiri chose to operationalize, with 
such guidance serving as the foundation for sound 
project management. At PADCO, INGO staff had 
been part of the community, rather than being cut 
off or segregated, and the methodology required a 
transparent, participative process. Local authorities 
and communities would participate in setting the 
ground rules for how a project was going to be run – in 
particular, the potentially difficult issue of recruitment 
in an ethnically divided society. The methodology built 
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Integrated staff 

Embeded principles 

PADCO 

Ethics-conistent plans 

IKIBIRI

Localized programs

confidence, eliminated disagreements, and made project 
management smoother. Thus, it was in Ikibiri’s interests 
to continue along these lines. As an Ikibiri coordinator 
commented: “We always involved the [local] authorities 
in all the meetings and they were part of making rules. 
They couldn’t then break the rules after – they had 
helped make those rules. Authorities appreciated the 
rigor and our image in the communities is clean.”

THE PADCO “METHOD”

Part of what makes the PADCO – and, subsequently, 
the Ikibiri Coalition – method so extraordinary 
is that it was not documented. Instead, it was 

an organizational understanding made manifest 
through humane, rigorous management, with leaders 
dedicating enormous amounts of time to ensuring 
staff had the necessary technical tools, as well as 
providing strict supervision and support. In this way, 
the mixed ethnic and political team were guided 
toward understanding the value of the integrated, 
transformational development project they were 
involved in, thereby building internal trust and know-
how. The extraordinary individuals who embedded 
these principles generated self-confidence in their 
staff and helped raise morale, more so than would 
likely have been the case under any official process, 
formula, or theory of change.

FIGURE 1. THE PADCO METHOD
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world, especially in the person of the COP who taught us 
to be always near those we serve and to be at the service 
of the beneficiaries.”

Rigorous commitment to ethics was a quality that 
international staff modeled and Ikibiri staff carried forward. 
This was and is critical in the face of pressure from some 
external actors, who expect flexibility rather than rigor 
regarding procedures for recruitment, procurement, and 
payments. Though such tight management initially seemed 
– to both Burundian staff those in local communities – 
be from “a different world,” the transparency with which 
it was applied became greatly appreciated. It acted as a 
source of internal cohesion and built social capital with 
communities and local leaders.

In addition, within PADCO there was a social aspect 
that helped break down the power differential between 
international and Burundi staff. There was a dynamic of 
solidarity, which created a strong and effective team. 
Much of what was invested in teambuilding – particularly 
through Burundian cultural practices of celebrating 
certain events together – was at the personal instigation 
of the COP, and helped create lasting relationships 
among people from vastly different backgrounds.

INCLUSIVITY AND ACCOUNTABILITY

The approach of Ikibiri (and PADCO before it) 
to working in communities, particularly regarding 
employment creation for vulnerable groups, is recognized 
for its visible impact and transparent management. 
Furthermore, the quality of the organization’s work is 
documented in audits and other testimonials,13 with its 
role in the community well illustrated by the following 
comment from an Ikibiri coordinator: “With PADCO, 
we established close cooperative relations with local 
people, who felt at ease with the personnel of PADCO. 
People didn’t have the usual hesitancy with the PADCO 
expatriates. This image remained with Ikibiri. We did our 
first projects in the communes where we had worked 
with PADCO. Some know Ikibiri as former PADCO. 
They feel the link. First, they called us PADCO, now 
we explain we stayed together to keep our experience 
and expertise in the communities. Same practices, same 
values of transparency and ethics. And when there is no 
project work, the people keep in contact to ask how 
our organization is doing. We kept contact numbers and 
the people still help us with certain things, information. 
They feel like members of Ikibiri even if they’re not.”

At the center of this approach lie the principles of 
cohesion and inclusivity, which informed the staff ’s 
organizational understanding. PADCO international 
staff used training and leadership to create links within 
the communities they served, between the organization 
and government entities, and among organization staff 
members themselves. This was done in order to localize 
programming and, thus, create a smooth transition 
between PADCO and Ikibiri.

Staff was integrated into the communities they served 
through three key means. First, proximity, which enabled 
the expatriate staff ’s accompaniment throughout 
the transition process. Second, transparency, which 
built accountability both within the organization, 
and between the organization and the communities 
it served. And third, integrity, as expressed through 
rigorously applied ethics and a zero tolerance policy, 
which allowed staff to achieve legitimacy and credibility 
not only within communities, but also with government 
agents, whose approval enabled PADCO and Ikibiri’s 
continued existence.

PADCO’s cohesion and inclusivity also generated 
an external context for Ikibiri: the independent 
sustainability of capacity, resources, commitment, and an 
integrated understanding of conflicts and peacebuilding 
principles. These external conditions, continuously fed 
through a “feedback loop” of embedded principles that 
no longer required input from PADCO staff upon the 
organization’s exit and absorption by AECOM, are an 
aspect of the method’s ecosystem that contributed 
to Ikibiri being capable of not relying on international 
donors for its subsistence.

RELATIONAL LEADERSHIP

What Ikibiri staff have been able to accomplish based on 
the organization’s principles and systems is to their credit. 
Nevertheless, they credit the collective application of the 
“work ethic” to the example set by international staff 
throughout the project and post-project. In particular, the 
PADCO Chief of Party (COP)12 was singled out, with a 
former PADCO staff member observing: “She combined 
rigor with personal engagement and a people-centered 
approach. You have to be transparent, with authorities 
and the communities. You are non-partisan. You serve 
everyone without distinction. You show transparency and 
honesty in all things and model zero tolerance for fraud. 
This was an education – some came and found a different 
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As part of PADCO projects, project officers required 
to live in the communities they served, putting into 
practice the objective of building trust between 
people from different ethnic or geographical 
backgrounds. Ikibiri remains invested in this PADCO 
commitment to proximity, and this has helped it 
with accountability and legitimacy. Furthermore, 
PADCO invested in training its entire staff – not 
just the designated project officers – in non-violent 
conflict resolution. This helped generate a positive 
reputation in the community and has strengthened 
the sustainability of Ikibiri.

The PADCO method of programming in a post-conflict 
setting required a neutral, non-partisan approach, 
and this is something Ikiburi has also maintained. It 
does not speak out against the government and, as 
a result, has thus far not faced political pressure. In 
the current restricted political space, however, Ikibiri 
faces being forced to cease operations if levels of 
surveillance and financial demands clash with this 
principle of neutrality and transparency.

ACCOMPANIMENT

As is the case for almost all Burundian NGOs, Ikibiri 
faces challenges related to financial sustainability. Though 
it does not receive financial support from PADCO, Ikibiri 
has made good use of the continued moral and technical 
support PADCO and other international partners have 
provided over the ten years it has been independent.

As mentioned above, Ikibiri benefited from USAID’s 
exit policy, acquiring equipment from PADCO. The US 
Embassy was aware of PADCO’s work and reputation, 
and was therefore interested in making use of Ikibiri’s 
services. However, it had requirements for financial 
capacity that Ikibiri had not yet demonstrated. In order 
to address this, a former PADCO trainer who was 
heading an American non-profit agreed to manage the 
fund, thus satisfying the administrative requirements 
of the US government. The project afforded Ikibiri a 
professional performance evaluation and audit, both 
of which were positive, thereby helping build the 
organization’s reputation and portfolio.
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The Ikibiri staff interviewed recognized the non-
monetary support they received after the exit of 
PADCO as being important. Such support included 
help preparing project proposals, periodic technical 
advice, and – importantly – advocacy and references 
from former international collaborators. For 
example, as Ikibiri did not yet have visibility with 
European donors, the PADCO COP recommended 
the organization to the Belgian cooperation and 
assisted with the proposal submission process.

Ikibiri staff appreciate the moral support provided 
by these continued relationships and pay this 
forward in the communities they work with. As one 
of them explained: “In the communities, we have 
‘credit’ because we’ve kept relationships with the 
ex-combatants we worked with. Our exit was not 
complete: local NGOs should plan for interactions 
that never end! I may see some ex-combatants who 
have worked with me. They ask me why I’m not 
helping them, and I tell them I don’t have resources 
now – but we can still engage in conversation. They 

show me what they’re proud of accomplishing, I give 
them advice – we’re available to do that. We in Ikibiri 
built quality relationships in the community, so if we 
meet, even if we don’t have money, we can share a 
positive attitude.”

Ikibiri is not dependent on any one donor or their 
former international colleagues. However, it is 
concerned about the current closing of political 
space and increased government repression, which 
have been both the cause and effect of decreased 
financial and diplomatic support to Burundi.

Each of the above four elements contributed to 
Ikibiri becoming a strong, locally led organization. 
The organization was established in the context of 
a fairly open political space, but it was nonetheless 
a challenging landscape in which the post-conflict 
environment played a role.14 Sound principles, 
dedicated people, and inclusive programs and 
plans mitigated these challenges, aiding a successful 
transition to local ownership.

KEY LESSONS
Coupling robust and carefully managed systems with the values of integrity, transparency, 
diversity, and inclusivity, helps build team cohesion. Applying these values consistently across 
Ikibiri and how it works with communities has helped build trust and social capital, which has been key 
to achieving sustainability.

Principled, people-centered, and courageous leadership and can leave a lasting impact. 
Leaders such as the PADCO COP, who – with a carefully nurtured esprit de corps – provide for the 
transfer of technical knowledge and the delegation of responsibility, can help prepare local actors to take 
ownership in leading development.

Programming that is community-driven is more likely to be sustainable in difficult political 
environments. In Ikibiri’s case, this involved including government officials as well as community leaders, and 
using dialogue rather than denunciation. Furthermore, project officers from different regions live among the 
communities, attempting to build trust between people from different ethnic or geographical backgrounds.

Meaningful post-transition support is still possible even in the absence of a specific plan 
to create an independent local entity to continue development intervention. This can 
include assistance with putting systems in place, as well as measures more directly related to financial 
sustainability, such as help with proposal writing and donor contacts. In Ikibiri’s case, maintaining long-
term relationships and alliances has provided important moral as well as practical support, which has 
helped sustain local efforts.
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