Anti-Corruption Resource Centers in Eastern Europe & the CIS

An Independent Project Evaluation for Transparency International


Section I

Objectives of the Evaluation

With project completion scheduled for the end of December 2004, the main objective of this evaluation was to assess the impact of the EU-funded Anti- Corruption Resource Centres (ACRCs) that have been established by National Chapters of Transparency International (TI) in seven countries in Eastern Europe and the republics of the former Soviet Union.

Beyond confirming the existence and level of operations of the ACRCs, the TI Secretariat was also interested in using this evaluation to assess wider lessons learned with respect to project implementation in a multi-country context.  In particular, given the non-hierarchical nature of the TI network, the issue of working with highly independent TI National Chapters without impinging upon their autonomy bore further examination.

This report is, therefore, divided into two sections:  the first dealing explicitly with the ACRCs and the second dealing with broader organizational issues that, while they do not always pertain directly to the Resource Centres themselves, reflect the dynamics of rapid growth within an interdependent international federation such as TI. 

Methodology (and Methodological Limitations)

An external independent consultant from outside the TI network was recruited to undertake this evaluation over a 12 day period in December 2004.  Activities included a review of all project-related documentation (the original proposal, reports to the EU, reports from project workshops, extension request) and interviews with selected TI Secretariat staff, including those previously and currently involved with the project.

A field visit to two of the ACRCs – in the Republic of Moldova and the Slovak Republic – also provided the opportunity to meet with a variety of ACRC clients, along with staff from these National Chapters (NCs).  Email contact with the other five ACRCs was also initiated providing additional feedback from those NCs that could not be visited as part of the evaluation.

It should be noted from the outset that the scope and timing of the evaluation did not allow a genuine impact study to be conducted.  This would have entailed a more in-depth analysis of ACRC usership and a detailed client satisfaction survey.  Apart from time and budget constraints, the fact that individual ACRCs have not used a consistent means of tracking clients since the beginning of the project made it all but impossible to assess the actual impact of the Resource Centers.  

Secondly, only two of the ACRCs could be visited during the course of this assignment.  Moldova and Slovakia made a fascinating contrast – the former operating under an essentially unreformed communist regime where corruption remains a pressing issue still fraught with risk, and the latter, having recently joined the EU, where the anti-corruption tide is clearly, if gradually, being turned.  But the limited contact with the other ACRCs makes it difficult to draw far-ranging conclusions especially in light of each ACRCs tendency to reflect the unique nature of the NCs to which they are attached.  Caution should be exercised in interpreting the conclusions too literally or extrapolating them too widely since the sampling size represents only a minority of the Resource Centers and an even smaller percentage of NCs.

Ulterior Motives – Broader Goals for the ACRCs 

If the term “ulterior motives“ can be used in a non-pejorative way, it is fair to say that both the TI Secretariat and the National Chapters had greater plans for the ACRCs.  

In depth interviews with key staff at the TI-Secretariat, particularly those with a long-standing involvement in the ACRC project, ascertained broader expectations that were of considerable importance to the TI federation at the time of proposal submission.  The TI Secretariat clearly hoped that the ACRCs would:

· consolidate the process of making still nascent NCs as the pre-eminent anti-corruption NGOs in an important part of the world; 

· provide them with the “knowledge infrastructure“ that would enable them to conduct the type of advocacy work that would be necessary to challenge the status quo in countries still emerging from highly centralized political and economic systems; and,

· provide a suitable forum for rational and non-partisan public discourse on anti-corruption that cut through the politically fashionable lip service so prominent in post-Soviet Eastern Europe and the CIS.

For their part, the NCs had similarly high hopes for the Resource Centres that went beyond the physical acquisition of libraries, archives and websites.  They also aspired to use the ACRCs to:

· raise their public profile by making both local and international information on a wide range of topics related to the fight against corruption available to the public and a newly unencumbered mass media and civil society;

· materially support their research mandate into selected anti-corruption issues; and,

· build a Civil Society network of indigenous watchdog organizations that could take the anti-corruption struggle to the frontlines throughout their respective countries.

None of these so-called ulterior motives can be considered disingenuous.  Rather, they should be interpreted as an indication of the TI’s high level of mutual complementarity and an effort to maximize the use of scarce resources by integrating the ACRCs into the broader struggle for good governance.  As such, they have not functioned  - nor are they perceived as - “stand alone“ initiatives with a primarily academic orientation, but as an integral part of TI operations in the countries where they have been established.

The ACRCs – Mission Accomplished

Without any reasonable doubt, it can be safely concluded that the ACRCs have indeed accomplished their stated goals.  Among the four objectives set forth in the original Grant submission, three have been substantively met, while the fourth has been partially accomplished:

I. To pool, continuously update and disseminate relevant information on corruption/anti-corruption issues on national and international relevance.

The ACRCs provide a unique repository of information on anti-corruption in the form of a library, a regularly updated website and media archives.  By translating a large number of materials into local languages, the ACRCs have ensured local relevance while largely avoiding duplication of materials already available on the comprehensive TI Secretariat website.  A number of Civil Society representatives interviewed in Moldova and Slovakia indicated that the Resource Centres fill a distinct niche in their countries.  ACRC staff have played a mainly demand-responsive role, fielding requests from a range of users and providing relevant information, free of charge, usually within 48 hours.

II. To facilitate and stimulate training, conferences and other national or regional activities on corruption issues.

While regional cooperation among the ACRCs has been minimal, the Centres have served as a key means of public outreach within their respective countries.  They have provided significant impetus for the dissemination of TI-sponsored research initiatives and a useful instrument for media-related events such as press conferences.

III. To help business to run clean operations by assisting with information on relevant laws, regulations and complaint mechanisms.

The one area where there has been some shortfall, the private sector has generally not sought ACRC services in large numbers.  In retrospect, it is likely that private sector clients would better benefit from legal advice centres that could respond to highly specific queries, but this was not originally envisioned as a role for the ACRCs.  Nonetheless, some Resource Centres have occasionally been tapped by businesses and Chambers of Commerce, particularly as a means of verifying “Freedom of Information“ legislation.

IV. To serve as a local portal for national NGOs and civil society providing access to information to help them better target, plan and coordinate their activities.

NGOs and other Civil Society organizations have been among the main ACRC clients in most countries.  More importantly, many of the NCs participating in this project have made a conscious effort to use the ACRCs as a means of helping build a network of small-scale Civil Society watchdogs that form the core of an anti-corruption movement in their countries.

Although there is anecdotal evidence to suggest that overall usership of the ACRCs did increase over the course of the project, record keeping was not sufficiently empirical or consistent (across countries) to verify such findings.  Similarly, the tabulation of website “hits“ appears to be somewhat unreliable and there was no means of discerning who was accessing the ACRC websites.  Drop-in visitors were relatively rare but, as the Resource Centres became better known, larger numbers of interested parties – typically ranging between 20 and 40 per month for most Centres – made the ACRCs their major source of information on issues related to corruption.  Although usership varies across countries, a rough breakdown of clients – in descending order of usership – would likely appear as follows:

· NGOs/Civil Society Organizations

· Students/Academics/Independent Researchers

· Journalists/Independent Media

· Government/State Authorities (including local government representatives)

· Individual citizens

· Private sector/business persons

· Politicians

Although it is difficult to draw hard and fast conclusions, available data suggests that those ostensibly in a position to most influence the legal battle against corruption – politicians, parliamentarians, lawmakers – have not been among the primary clients of the ACRCs.  Numbers, of course, do not tell the full story.   Even in countries where the battle against institutional corruption remains fierce, governments have - begrudgingly or otherwise – occasionally turned to TI for assistance in drafting legislation (as in Moldova), anti-corruption strategies (Bulgaria), or codes of ethics (Azerbaijan).  Independent NGOs private think tanks in some of these countries have confirmed that the ACRCs were highly valued in efforts to influence anti-corruption legislation.  

Prospects for Sustainability

The TI Secretariat has been careful not to create false expectations in terms of additional funding.  The NCs have been aware from the start of the project that funding for the Resource Centers is finite (notwithstanding a six-month extension in June 2004) and they have planned accordingly, so the end of the project does not herald the end of the Centers themselves.

In all seven countries, the ACRCs will continue to operate beyond the termination of EU funding at the end of 2004.  There will, however, be a reduction of services in six of the seven Resource Centers ranging from reduced staff and/or schedule (in terms of hours when it is open to the public) to an inability to acquire new resources (mainly books and other library materials) or regularly update the media archives and website.  Core physical resources will be remain widely accessible even if – as in the case of Slovakia - the ACRC must be shifted to smaller premises.

Those NCs that have endeavoured to seek additional resources to continue full ACRC operations have found it difficult to identify donors willing to support a role that is seen more as part of TI’s core business than a separate activity.  Only one NC (TI-Azerbaijan) has received a short-term grant to keep the Resource Centre fully functional while two others (Bulgaria and Russia) are in the process of negotiating ongoing support from state authorities.  Several other NCs have indicated their intentions to further the search for external support in order to continually update the media and electronic services.

For the most part, NCs have treated the project strategically by making an effort to fully integrate the Resource Centre into ongoing Chapter operations – to the point where many clients – apart from noticing the EU flag on materials produced with project funding - do not view the ACRC as an entity distinct from ongoing NC activities.  In some countries, staff roles have been blended to the point where there is no distinct ACRC coordinator (ACRC operations are shared among all staff), thereby enabling the NC to better weather the end-of-project revenue loss without laying off staff.  

What the project has evidently failed to accomplish is the establishment of a genuinely regional network.  There appears to have been relatively little cross-fertilization from one ACRC to another, a perceived flaw that was raised by a number of NCs who felt that the project could have benefited from a more regional approach.  Whether a more intense effort to develop a regional network would have produced the desired result or maximized impact is debatable.  Many efforts to establish multi-country networks focus on regional meetings and cross-visits, but such mechanisms tend to be both expensive and, in the absence of specifically targeted goals, unfocussed.  Regional initiatives are usually most valuable – and cost effective - when a particular skill or area of expertise needs to be transferred to a large number of recipients in similar circumstances.  In this case, the project was not technically complex and the operational diversity of the participating NCs might have made it difficult to apply a consistent regional strategy.  International federations must, indeed, take care not to apply so-called “cookie cutter” models in order to avoid jeopardizing the unique nature of the their national members.  While there can be real value in cross-country contacts, this needs to be well planned and strategically targeted if the relative expense of developing a regional network is to be justified.  

Despite these relatively minor misgivings on the issue of regional collaboration, all of the NCs expressed strong beliefs that the project had been successful on a number of key fronts: consolidating their knowledge base on anti-corruption issues, providing wider public access to relevant information on corruption, providing an opportunity for further public outreach and raising the profile of TI as an independent and non-partisan leader in the anti-corruption battle.

Monitoring and Evaluation Systems for Information-Based Projects

While TI places much value on the area of “knowledge management“- taken to mean the acquisition and accessibility of information – it has not put in place adequate measures that can measure the success of their efforts.

To be sure, assessing the impact of information-based projects in any empirical manner is a notoriously difficult task, the more so in this case by the fact that corruption tends to be measured on the basis of perceptions rather than hard evidence.

Nonetheless, it is possible to put into place a graduated monitoring system for projects of this nature that will provide a reasonably sound means of measuring the relative success of knowledge management initiatives such as the ACRCs.  Any monitoring system must be predicated on reasonably accurate baseline data.  With information-based initiatives, this is best accomplished by an “Awareness Survey“ that identifies a cross-section of likely clients (in public, private and civic sectors) and surveys their level of awareness on specific issues.   Once the project commences, a multi-level monitoring system can be put in place:

Level I –  Recording and Categorizing Usership – Involves the development of a user categorization system (typically based on state, business and civil society divisions) and the accurate tracking of who and for what purpose information is being accessed. 

Level II – Client Satisfaction Surveys – Involves follow up activities (usually surveys or questionnaires) intended to discern the relevance and usefulness of materials accessed amongst a representative sampling of clients.

Level III – Tracking Results – Involves identifying a sub-set of key users (usually based on the level of anticipated influence – for an anti-corruption project, this would entail tracking usage by high profile or politically influential clients) in order to ascertain the link between information accessed and the way in which it is used and finally assessing the impact of their efforts.

Level IV – End of Project Comparative Survey – Usually as part of a final evaluation (but also with the potential to measure the impact of public outreach campaigns or as mid-term evaluations), this step involves repeating the “Awareness Survey“ initially used to develop baseline data.  It is generally intended to measure increases in public awareness and track attitudinal changes of target groups.  

Which aspects TI might wish to focus upon in future information-based initiatives depends on the level of resources the organization wishes to commit to monitoring project impact.  Suffice to say, in depth monitoring requires a concerted effort that may not be worth the cost under all circumstances.  The obvious key to making this work on a multi-country basis is a high level of consistency in measuring techniques and sampling data.  In the absence of such consistency, comparative data across countries is rendered largely invalid.   Reality dictates, however, that monitoring and evaluation for this type of project will remain more of an art than a science.  Even the best laid plans may yield findings that are more anecdotal than empirical.

SECTION II -  TI at a Crossroads

In just over a decade, Transparency International has gone from little more than a noble concept to the world’s pre-eminent anti-corruption organization – a remarkable track record by any standard.  Even more impressive is that this has been accomplished without any sizeable (by international development standards) injection of external funds or any long-term funding commitment from an outside sources.

What has been created is an international network of more than 70 National Chapters (including so-called “Chapters in Formation“ that have not yet reached full-fledged NC status) and a Berlin-based Secretariat with some 50 staff that coordinates overall policy.  With financial independence serving as one of TI’s founding principles, the National Chapters naturally operate with a strong degree of autonomy.  Although the Secretariat has occasionally provided “seed funding” for nascent NCs and frequently serves as a de facto broker for new project opportunities with a variety of donor agencies, the NCs function more as indigenous members of the national NGO community than as offshoots of an international federation.

Despite this significant level of local autonomy, there is a strong sense of solidarity that binds the TI together.  Many staff – both at the Secretariat and within the NCs – describe the TI network as a “movement“ rather than in more formal, organizational terms.  

Even so, a few strains are beginning to show.  Taking a closer look at a specific TI project also afforded the opportunity to elicit views from various parties regarding the nature of the relationship between the Secretariat and the National Chapters.  What emerges is a picture of an organization arriving at an important crossroads.  The final sections of this report are based on discussions with a limited number of TI staff and ACRC users.  As such, they contain observations – some of which stray far from the ACRC project itself – about the process of organizational evolution that affects the majority of many non-profit organizations.  But they are observations – in some cases deliberately provocative ones - rather than hard and fast conclusions.  They are intended to stimulate the kind of internal debate that might help TI move forward with minimal distraction or organizational upheaval.

Consolidation, Professionalism and Organizational Dynamism

During its early years, TI put a great deal of emphasis on establishing National Chapters in far flung parts of the world. The pace of growth that the organization has experienced, in large part because of these efforts, has been extraordinary.  Many of the NCs in Eastern Europe and the CIS were, for instance, barely functional even five years ago, yet today are definitively in the vanguard of the anti-corruption movement in their countries.  That such a rapid expansion should result in a degree of organizational fragility should not be surprising.  Some long-time TI staff likened the pattern of expansion to that of a “franchising” operation – once groups met a set of minimal anti-corruption standards and committed themselves to a core set of principles, they were awarded the TI franchise for their country – and worried that this process had become too indiscriminate.

For these reasons, the Secretariat’s attentions are now shifting away from a continued geographic expansion to an attempt to consolidate the gains that have been made.  There is a perceived need to bring about a higher degree of professionalism and ensure adequate standards of accountability throughout the TI federation.  

This concern arises from a growing recognition that TI’s reputation is its most valuable asset.  Establishing or upgrading organizational standards in areas such as internal governance and financial management are seen as the logical means of protecting this hard-earned reputation. For the most part, calls for consolidation and professionalism are emanating primarily from the TI Secretariat.  The NCs, while cognizant of the need to minimize reputational risk, do not necessarily share consolidation as a high priority..  

While the time may indeed be ripe to embark on this consolidation process, the challenge will be to undertake it without impinging upon the enthusiasm and growth of the NCs to the point where the “youthful” dynamism that has been the hallmark of TI’s growth is put at risk.  

The Funding Conundrum

Adding yet another layer of complexity to the Secretariat-National Chapter relationship is the still somewhat delicate financial situation of the TI network.  TI’s rapid expansion has been achieved despite not having a major donor base or secured sources of ongoing revenue.  But the level of NC’s financial independence from the Secretariat may, ironically, prove to be both a significant strength and an area of vulnerability.  

While many NCs have become accustomed to operating on “shoe-string” budgets”, the Secretariat increasingly faces a situation where it may prove difficult to cover core operational costs in the medium to long term – a not uncommon scenario for many non-profit organizations once the initial excitement of developing a new market niche begins to fade.  NGOs find themselves in an increasingly Darwinian environment, faced with the prospects of significant competition for private and corporate donations and donor agencies more in competitive tendering of projects they have designed rather than traditional grant-making.  Without a substantial private donor base, many NGOs find their fiscal well-being under threat.  Organizational viability becomes tied to project-based contracts that are often short-term and always finite.  This “project dependency” makes it difficult to plan strategically and to stick to an organizational vision and mission.  It further means that the termination of contracts – regardless of the success of the project itself – leads to a degree of organizational instability that may be difficult to withstand for weaker members of the NGO community.

Because of its sound reputation and because anti-corruption remains “fashionable” with many donors, TI is in a relatively strong position to weather difficulties of this nature.  But longer term fiscal realities suggest that the time is ripe to embark on this so-called consolidation phase.  Presumably this is why TI Secretariat staff – and at least some TI international Board members – perceive the need to bring about a heightened level of professionalism within the organization.

Part of the conundrum that TI faces is whether or not charity really does begin at home?  That is to say, in terms of fundraising efforts, should the Secretariat be supported at the potential expense of the National Chapters?  While TI principles make it amply clear that the Secretariat is under no obligation to provide financial assistance to the Chapters – and to their credit, there is scant evidence of NCs expressing expectations to the contrary - there is, in effect, an unwritten commitment to provide advice and support (albeit usually of a non-financial nature) to NCs intended with a view to assisting them attain self-sufficiency.  This applies not only to those NCs that are financially or programatically either struggling but also to those seeking to implement especially innovative programming ideas.  Can both of these aspects of organizational strengthening – raising funds in support of the Secretariat’s core operations and leveraging support for NCs – be undertaken at the same time?  And if not, which areas must be sacrificed?

A Looming Governance Dilemma?

Tapping into a theme that was largely unexploited by other NGOs and using a rating mechanism (the Corruptions Perception Index) that continues to grab worldwide attention, TI was able to establish a strong reputation early in its history.  This may have afforded a certain amount of leeway, in terms of organizational scrutiny, from donors and governments that has allowed TI to bypass some of the structural hurdles that many non-profit organizations encounter.  At least some National Chapters likely benefited from TI’s reputational coattails in a similar manner.  

But TI’s focus on expanding its network may also have caused it to overlook some internal governance issues that are important for long-term organizational health.  At present, many of the stronger NCs tend to be personality driven.  The correlation between success, a high national profile and charismatic leadership is hardly accidental.   The stronger NCs have an obvious advantage in attracting good staff and donor resources.  Not coincidentally, regional initiatives such as the ACRC project tend to target the most successful NCs.  In contrast, some of the weaker NCs are apparently floundering under comparatively weak leadership.

Over time, however, this sort of dynamic tends to be a double-edged sword. While charismatic founders are often catalysts for the establishment of highly successful organizations, this frequently proves to be unsustainable in the long term, leading to problems characterized by two inter-related phenomena:

· Founder’s Syndrome – Where the founding forces fail to prepare for eventual changes or groom new leaders and where the organization is so closely identified with its original leader it has difficulty surviving any change in leadership; and,

· “Council of Friends” Governance – Where the Board of Directors, ostensibly charged with organizational well-being, consists mainly of the founder’s friends and colleagues, making it difficult to recognize the need for change, greater professionalization or transition to any form of new leadership.

Given the high degree of NC autonomy, the situation is a potentially delicate one.  How can the TI Secretariat intervene, however constructive its intentions, without infringing upon or disrupting this sometimes strongly defended NC independence?  The key lies in choosing the appropriate mechanisms for intervention – ideally instruments that are not so blunt as to extinguish the energy and enthusiasm that has clearly been a hallmark of many NC’s success.  While the Secretariat retains control over the TI trademark (the TI name and logo), for instance, it must be sufficiently prudent in using this as a means of enforcing a level of standardization that could risk blurring the diversity that has made TI such a dynamic movement.  

It is probably inevitable that many NCs will eventually face these governance challenges, but it would be unfair to characterize the situation as a looming organizational crisis.  Indeed, TI clearly recognizes the issues posed by its rapid expansion and is beginning to take measures to address them.  The challenge is to what extent it can head off these governance dilemmas at the international level – and simultaneously assist NCs to anticipate and avoid similar problems.

National Chapters in Eastern Europe/CIS: A Few Red Flags

Perhaps no more so than in Eastern Europe and the CIS – the target area for the ACRC project - are the intertwined issues of consolidation and professionalism most salient.  

It is important to remember, however, that TI is still a relative newcomer in this part of the world.  Many of the NCs in the region have been fully operational for less than five years.  That they are recognized in most of these countries as the undisputed leader in the battle against corruption is testament to the remarkable progress attained in such a short period of time.

But this should not cloud the challenges they are currently facing or will likely face over the next five years.  Charismatic leaders have made the NCs in countries such as Moldova and Slovakia highly successful.  But the burden of expectations that comes with such success rests most heavily on the shoulders of those same individuals.  Ways must be found to share this burden among a larger circle of stakeholders - staff, volunteers, advisors – and to develop locally relevant internal governance mechanisms that protect organizational integrity.

Operationally, the region represents two contrasting solitudes that affect the way in which NCs have evolved:

· EU-accession countries (or those on the path to accession) such as Slovakia, Bulgaria and Lithuania where civil society is taking root and where governments are, however reluctantly and gradually, acknowledging the need to overcome corruption; and,

· Largely unreformed governments (Azerbaijan, Moldova, Kazakhstan) where anti-corruption sentiment has become a politically convenient cottage industry that rarely takes substantive action, leaving Civil Society to fight an all too lonely crusade against corruption.

But if the operational context varies, the majority of NCs in Eastern Europe and the CIS are united by virtue of the short-term and increasingly precarious nature of the revenue streams into which they can tap.  Donors can no longer be counted on for the kind of funding that has been provided in recent years and it is increasingly difficult to raise funds even to cover salaries and core operational costs.  This means, for instance, that the termination of the ACRC project represents a significant loss of revenue (an average of about $30,000 per year over the past three years) that cannot be easily replaced in the seven countries where the Resource Centers have been established.  

To some extent, NCs in the EU-accession countries might be considered victims of their own success.  EU membership means that TI effectively falls off the donor map.  With EU members generally perceived as no longer needing direct development assistance, they are ineligible for EU funding.  Other donors often follow suit.  In Slovakia, for example, USAID – which funded nearly 75% of TI’s programs as recently as two years ago - closed operations last year once EU accession was confirmed.  It is now incumbent on the NCs in these countries to develop non-traditional sources of funding – from government, corporations and private benefactors – all without compromising the integrity and principles that have afforded TI its stellar reputation.

For the non-EU countries in the region, prospective funding sources may be more numerous but the short-term and project-oriented nature of the funds still make long range strategic planning problematic.   Being a leader in the field of anti-corruption also means TI’s Chapters in these countries are asked to play roles in a range of related good governance issues – from building the capacity of a still embryonic Civil Society to supporting the independent media and from ensuring free and fair elections to overseeing the provision of key public services. The risk is one of being spread too thin, leading to a dilution of the anti-corruption tasks that must necessarily remain at the core of TI’s work.

The Way Forward
If the scenarios described above seem too pessimistic, it is because they probably are.  The good news is that the TI network is already beginning to deal with many of the issues highlighted in this report.  By recognizing the challenges that need to be met, the organization is dealing from a position of relative strength.  New potential funding sources are being explored, innovative ideas for regional programming are being probed and the TI Board is giving careful consideration to how consolidation and professionalization can best be achieved.  Importantly, a revamped accreditation process has recently been adopted with a view to ensuring an appropriate level of strong internal governance for National Chapters. 

Making this consolidation process work smoothly without major disruptions to TI’s multi-dimensional dynamism will involve no small measure of good planning and sage oversight.  Two areas that merit further consideration and reinforcement:

· Ensure a strong degree of internal democracy and international consensus within the TI federation.  The process of standardization too frequently rings of rigidity and control – concepts likely to be rejected if all stakeholders are not fully on board with new strategic directions such as “consolidation”.  Too much vigilance from the center often becomes a source of resistance in the field.  A consistent and broad-based component of consultation – ideally combined with a period of proactive “socialization” to the furthest reaches of the TI network - can help assuage these concerns and ensure that TI moves forward in a united way.

· Having been instrumental in their establishment and development, the TI Secretariat cannot abdicate a role in supporting the continued operations and overall health of the National Chapters.  Multi-country and regional programming – of the kind pioneered by the ACRC project – may represent the kind of “Win-Win” scenario that could be vital for TI’s future.  This would entail the Secretariat using a demand responsive approach to identify selected programming priorities then using its comparative advantage (as probably the best known and most respected NGO in the anti-corruption field) to leverage donor support for innovative programming that corresponds to these priorities.  The key roles for the Secretariat would be twofold:  Ensuring competent management and oversight – thereby saving NCs both time and money; and secondly, identifying and accessing the technical expertise that may not be available in individual countries.  In fulfilling these roles, the Secretariat can provide added value not only in terms of cost effectiveness but also by fostering the element of cross-fertilization that has allegedly been lacking from previous regional initiatives.

All of these measures are, of course, easier said than done.  Crossroads necessarily contain an element of confusion, but TI appears to be on the right path.  The key now is to steady the course.
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