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INTRODUCTION AND PROJECT OVERVIEW
As part of CARE Canada’s Southern African Nutrition Initiative
(SANI), a project undertaken with the financial support of the
Government of Canada provided through Global Affairs Canada,
the Interagency Coalition on AIDS and Development (ICAD) led a
capacity-building twinning initiative to improve the health
outcomes of women living with HIV and children living with
and/or affected by HIV in targeted regions of Malawi and Zambia.
Small grants were awarded to selected organizations to
implement two-year community projects that focused on gender,
sexual and reproductive health and rights (SRHR), HIV and
nutrition/food security. More information on twinning, the SANI
twinning initiative and partners is available here.

1.

National Association of People Living with HIV
and AIDS in Malawi (NAPHAM) (Malawi); Positive
Living Niagara (Canada)

2.

Coalition of Women Living with HIV and AIDS
(COWLHA) (Malawi); Coalition for the
Empowerment of Women and Girls (CEWAG)
(Malawi); Program for Vulnerable Women and
Children (PVCW) (Zambia)

This document is a compilation of lessons learned throughout the
implementation of the SANI twinning initiative through:

3.

Child Participation Education Inclusive Mpika
(CPIEM) (Zambia); Chikanjebela Women’s Club
(Zambia); CAP Network (Canada)

4.

Passion for Women and Children (PAWOC)
(Malawi); The Teresa Group (TTG) (Canada)

•

ICAD monitoring visits

•

Partner reports and conversations with partners

•

Partner meetings

•

Analysis of partner qualitative monitoring activity results

•

Input from CUSO volunteers working with twinning partners

THE SANI TWINNING PARTNERSHIPS

LESSONS LEARNED ABOUT TWINNING
Twinning is a formal, substantive collaboration between two or more organizations. Twinning encourages civil society
organizations to collaborate and form partnerships with like-minded organizations in other countries or regions and
provides a platform for the two-way exchange of knowledge, expertise and strengthening of capacity on specific
project related approaches, strategies, interventions, and lessons learned from local contexts.
Twinning has a number of potential benefits, including capacity building; identification of best practices, increased
programme effectiveness, developing new approaches, broadening of horizons, expansion of reach, relationship
building, networking, solidarity, international experience, and building of a global movement.

MAKE-UP OF THE TWINNING PARTNERSHIPS
While twinning relationships are often between two organizations, and between a partner in the global North and
one in the global South, the SANI twinning initiative took an expanded approach that involved partnerships between
three organizations as well as partnerships between organizations in the global South. This flexibility in twinning
configurations led to some powerful success stories and allowed strong peer-to-peer relationships to develop in
Malawi and Zambia.

OBJECTIVES OF THE TWINNING PARTNERSHIPS
The approach we took to twinning in this project was that each partnership would have different levels of
engagement different points of intersections, and different twinning outcomes.

Cont. on Page 4
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For example, the CAP Network relationship with CPIEM and CWC was focused on organizational capacity building and
program management support. However, in their partnership, CPIEM and CWC exchanged project implementation
ideas. NAPHAM and PLN came together to collaborate around the development of resource development, and PLN
came away with new program implementation ideas. As a well- established organization, NAPHAM did not require
capacity support from PLN.
Both of these models of collaboration are effective as long as:
•

The objectives of the twinning partnership are well established and agreed upon by the twinning partners.

•

The ways of working together are clearly established and work towards the agreed upon objectives

One challenge within the SANI twinning project was that the substantive project focus—HIV, nutrition and gender—
was one that has extremely different contexts from Canada to Malawi and Zambia. Differences can be helpful to
push organizations towards new ways of doing things and thinking about the issues, but they can also make finding
points of programmatic intersections more challenging.

THE TWINNING COMMUNITY OF PRACTICE
In addition to fostering the individual twinning relationships, ICAD hoped to use the project to build a supportive
group of organizations amongst the larger group of participating organizations. This process began at the initial allpartners’ meeting.
Supporting peer-to-peer relationships between organizations in Zambia and Malawi, both as part of specific twinning
relationships and as part of the broader twinning group, was a highlight of this project. Country and regional
networks of community-based organizations are key to building strong and resilient community systems that are
able to hold up despite the end of project and termination of formal relationships with international partners.
More frequent opportunities for the larger group to come together (or for separate meetings of organizations in each
country) could have strengthened this approach.
With the advent of COVID-19, the end of project all partners’ meeting had to take place virtually rather than in
person. An in-person meeting would have helped to solidify the group; however, a pivot to a virtual meeting did
provide an opportunity for the exchange of project experiences, a shared exploration of lessons learned, and a
celebration of accomplishments. A WhatsApp group of all twinning partners has been created in hopes of sustaining
this group beyond the project, as a forum for information sharing, support, and exploration of potential
collaborations.

THE TWINNING PROCESS AND MANAGEMENT
Facilitating New Partnerships vs. Supporting Pre-Existing Partnerships
The initial call for expressions of interest was open to those with pre-existing partnerships between the participating
locations, and to those who required ICAD support in facilitating a new partnership. Due to the requirement for
organizations to be working in specific districts in Malawi and Zambia, there were no pre-existing partnerships.
Creating new partnerships has the benefit of expanding networks and engaging new organizations in twinning work.
It does however require additional investment of time to establish new relationships, and higher risk in the outcomes
of these relationships.
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Level of Partnership Oversight
ICAD facilitated the partnerships and brought partners together for an initial partners’ meeting. The expectation was
that partners would be empowered to manage their own relationships and ongoing communication, and ICAD would
intervene only as required. For some partnerships, this worked well and partners established effective
communications. For others, ICAD was required to step in at certain points on the request of partners to help
facilitate communications. Having formalized and time-bound touchpoints for communication as a group could have
advanced communications without disempowering the partners from establishing their own ways of working.
Remuneration of Canadian Partners
The staff time of Canadian partners in this project was not an eligible expense and was an in-kind contribution to the
SANI project. This made it challenging Canadian partners to balance this project with others that were covering their
staff time, and to justify to other donors/funders. While the project brought valuable contributions to the Canadian
partners, a model that allowed for remuneration of staff contributions would allow for increased engagement.
Contracting
At the outset of the project, ICAD and CARE Canada agreed that ICAD would hold direct contractual and reporting
relationships with each partner in order to reduce power imbalances between partners and to assume any risk
involved with engaging some organizations with little to no previous grant experience.

COMMUNICATION
Memoranda of Understanding (MOU)
All partners developed a MOU at the project outset, identifying ways of working together and planning for how to
avoid and mitigate any potential conflicts. This was an important step in the communication process but could have
been strengthened by identifying key touchpoints in the project to revisit the MOU and evaluate the partnership.
Technology
Cross- country partnerships rely on technology, which frequently poses challenges. Many partner meetings had to be
rescheduled when one partner’s internet was not working. This challenge is not avoidable and needs to be met with
flexibility but it is important to budget for technological capacity (e.g. data and phone time).

OUTCOMES OF TWINNING
Twinning partnerships have brought continued benefits to participating organizations. Malawian and Zambian
partners have reported the following:
•

Sharing of information and expertise, for example on identification of local trainers for lead farmers and support
groups

•

Collaborations on proposal writing

•

Organizational support, for example COWLHA supported CEWAG in the development of its Strategic Plan,
allowing CEWAG to save on the costs of hiring an outside consultant
PAWOC visited The Teresa Group in
Toronto, Canada in January 2019 and met
with several like-minded local organizations
in Canada, sharing experiences and learning
about their referral systems, and the use of
a lifecycle approach to working with people
living with HIV, especially children
Cont. on Page 6
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•

Capacity development and support in project management

and report and proposal writing

•

Linkages with other sources of funding through Canadian partner contacts

•

Sharing of Canadian resources, such as those on U=U (undetectable viral load equals untransmittable infection)
and information about outreach to faith leaders (i.e. the It Takes Courage campaign)

Canadian partners have reported the following:
•

Program review and adaptation

•

Beneficial in promoting internal staff teamwork

•

Heightened knowledge and understanding of the contexts in which clients lived prior to coming to Canada had
strengthened case management and counselling work in Canada
The Positive Living Niagara women’s group talked about how they could not get the vegetables that they were use to getting back
home. Stemming from PLN’s participation in SANI, the group decided to grow their own in the community garden. It was a great
success in the first year and this year they did the garden on their own without any official support from the agency. This group of
women has coalesced into a tight knit group of friends who support each other.
PLN also learned from NAPHAM’s engagement of Mentor Mothers. PLN staff took the Mentor Mother model and approached two
members of the women’s group to see if they could play this type of leadership role. They were already acting as unofficial by sounding
boards for other members of the group, so taking on this type of role was a natural fit for them. They now guide the group activities
and planning and are key supports to the other women in the group. PLN now plays a supporting role in the group’s activities.

LESSONS LEARNED ABOUT NON-TWINNING PARTNERSHIPS
Government Officials
Through participation in the SANI project, partners were able to strengthen relationships with district officials. This
was supported by a) being associated with a large, well-resourced and well-established project and organization (i.e.
SANI and CARE); b) building a reputation in the district through project implementation; c) working with district
structures from the outset and throughout the project.
Twinning partners have indicated that they are now invited to join discussions at the district level and district officials
are seeking their input more often.
One challenge that arose throughout the project was the cost implications of providing per diems to district officials.
This is frequently, though not always, an expectation and disproportionately disadvantages CBOs. Given the
pervasiveness of this challenge, it should be taken up by larger organizations in partnership with CBOs, with the aim
of establishing more equitable patterns of engagement with district officials.
Linkages with Health Facilities
Organizations have developed bi-referral networks with health facilities and health facilities have provided support
with training spaces, vehicles, and information. Establishing linkages with health facilities was most successful in the
projects where this was an explicit objective from the outset of the project, and clear bi-referral systems were
established with supporting referral forms.
In Mpika, Zambia, The Ministry of Community Development sought input from PVCW to identify potential recipients of
chemical fertilizer as part of a program to address malnutrition. This will ensure that the program reaches women living with HIV.
Cont. on Page 7
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While community members have many assets and advantages to
those working within the formal health system, having access to
confidential health information would improve their capacity to
access and support people living with HIV. Several organizations
expressed that counselling certificates would provide such access
as well as build personal and community capacity.

As part of a project extension, CWC members
received training from the local hospital in
psychosocial counselling, which helped to solidify
the relationship with the hospital and lend
credibility to their work with people living with HIV.

Other Civil Society Partners
Beyond the circle of twinning organizations, the project helped to build new partnerships with other civil society
organizations. Partners were able to reach out to other for additional expertise, and were increasingly recognized for
their own expertise. This led to exchanges in ideas, trainings, and joint resource mobilization.
CWC wanted to incorporate chicken rearing into their project. This was a
priority for community members, as it would provide a source of protein
that would complement the information they were receiving about
nutrition. At first, CARE Canada questioned the inclusion of this activity
due to the risk it carried and the project focus on nutrition as opposed to
food security. Clear communication from CWC to CAP Network and then
through ICAD to CARE Canada led to a positive outcome that balances
community priorities with project risk management, including learning
lessons from CARE Zambia’s experience with chicken rearing.

Partnerships with CARE
As a multi-level project, held a direct reporting relationship with CARE Canada and the twinning partners reported to
ICAD. ICAD Twinning Partners were linked to the CARE Country Offices, and in Malawi CUSO volunteers either
working with CARE Malawi, or working with the twinning partners facilitated this linkage. Throughout the project,
there was ambiguity over the relationship between CARE Country Offices and twinning partners. ICAD, CARE Canada
and CARE Country Offices made efforts to find clarity in the relationship but it remained an ongoing challenge. This
resulted in some lost opportunities for CARE to benefit from the engagement of the twinning partners, their
community linkages and their expertise in HIV, as well as for twinning partners to benefit from the experience and
expertise of CARE. However, there were successes in these partnerships in terms of provision of advice from CARE,
CARE supporting access to district stakeholders and other SANI project partners, and ongoing partnerships for
resource mobilizations. CARE Program Managers presented directly to the District Executive Committees (DEC) in
partnership with the local twinning partners, in order to seek DEC approval to implement the twinning projects
within the districts they were operating. This contributed to DEC support of the projects as well as having
reputational benefits for the twinning partners.
With a multi-layered project such as this, the community members are removed from the lead organization. This
reinforces the need for clear communication channels throughout the project so that communities feel connected to
the larger project and feel that their priorities and demands are being met.

LESSONS LEARNED ABOUT PROJECT IMPLEMENTATION
ENGAGEMENT OF PEOPLE LIVING WITH HIV (PLHIV)
Support Groups
Several organizations implemented projects through support groups of people living with HIV, which is an effective
model of reaching people living with HIV.

Cont. on Page 8
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Many of these structures are already in place and volunteerism and
community engagement are well established. The support group members
had a safe environment for learning about nutrition in a way that addresses
and ties into their distinct needs as people living with HIV.
Mentor Mothers

Mentor Mother demonstrating breastfeeding.

This peer support model¹ whereby
certain women living with HIV are
identified and trained to provide
leadership and support to other pregnant
or post-natal women living with HIV. The
model takes into account the emotional
and practical needs of expectant and new
mothers, and prioritizes these needs

PAWOC used each support group
meeting as an opportunity for
members to learn new recipes, and to
prepare and share meals together. This
was an added incentive for attendance,
a way to build group cohesion, and a
way to weave in nutrition education
throughout the project.

alongside prevention of HIV transmission. Being guided by someone who has
undergone a similar experience can lead women to feel more at ease
receiving support. Providing Mentor Mothers with information about nutrition
helped them to build this into their peer support. The model also provides
Mentor Mothers with knowledge and leadership skills.
¹ The Mentor Mother Model is a simple and effective approach that trains, employs and empowers local mothers living with HIV, called Mentor Mothers, as
frontline healthcare workers in understaffed health centers and within communities. In one-on-one and group sessions, Mentor Mothers provide essential
health education and support to women on how they can protect their babies from HIV infection, and keep themselves and their families healthy. Mentor
Mothers’ intimate understanding of the social and cultural challenges of living with HIV gives them a unique ability to form trusted relationships with other
women, vital to helping them overcome their fears and make lifesaving decisions.

Implementing Greater Involvement of People Living with HIV (GIPA) & Meaningful Engagement of People
Living with HIV (MEPA)
The SANI twinning initiative was intended to improve the nutrition of women living with HIV and children living with
or affected by HIV. Almost all projects involved the delivery of trainings and support through support groups of
people living with HIV. GIPA and MEPA were part of the initial and end line organizational capacity assessments as
well as the initial capacity building at the partners’ meeting; however, the meaningful engagement of people living
with HIV throughout organizational structures and project planning and implementation remains an area for
continued growth amongst many organizations.

ADDRESSING HIV-RELATED STIGMA
Issues of HIV-related stigma and discrimination continue to fuel lack of access
to HIV services, and affect membership to Support Groups due to fear of
disclosure and discrimination. Project approaches have affected HIV-related
stigma in important ways:
•

The engagement of traditional leaders and district council members has
helped expand knowledge-sharing around HIV and challenge stigma

•

The engagement of people who are HIV negative in some project activities
has helped to challenge HIV-related stigma and integrate people of different
HIV statuses. For example, people who are HIV-negative have demonstrated
interest in the household gardens and have begun to learn from members
of the support groups.

LESSONS LEARNED FROM THE TWINNING INITIATIVE

PAWOC created support groups
that brought together people living
with HIV as well as HIV- negative
caregivers of children living with
HIV. Once the groups move past
the initial reluctance, the groups
thrived and were a safe space to
address stigma and to help
caregivers develop a better
understanding of what the children
living with HIV were experiencing,
and how best to support them.
Cont. on Page 9
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•

Project activities such as village savings and loans groups and household gardens are also helping to shift
community perception of people living with HIV who are increasingly viewed as active community members

•

Support groups are a forum for shared advocacy to address HIV-related stigma and discrimination.

HIV TREATMENT ADHERENCE
Project beneficiaries and other stakeholders have reported reduced loss to
follow up of care and increases in HIV treatment adherence which is critical to
the health of people living with HIV and their families, and supports improved
nutrition—healthy individuals are better able to work, take their children to
health facilities, and grow, preserve and prepare nutritious foods.

CEWAG reported that people living
with HIV were being excluded from
fertilizer subsidies in their community.
The Support Group members came
together to advocate for their
inclusion, and met with success.

CEWAG had particular success in increasing treatment adherence amongst women and children living with HIV. These changes were
reflected in the data that was collected from the local health facility, and the local health facility attributed to the change to the follow up
visits done by the Mentor Mothers after they were trained by CEWAG.

GENDER
Male Engagement
Male champion training has helped community
members understand gender equality. Men in support
groups have taken up the role of challenging gender
disparities and supporting women in leadership
positions. Male champions also encourage other men
Male champions.
and boys to be more involved in work that is culturally
labelled as feminine work, such as child minding, attending antenatal
visits and engagement in prevention of perinatal transmission of HIV.

COWLHA noticed that women
lead farmers were silent during
training sessions. They went on to
deliver a separate training session
for women only, which gave
women the space to build
knowledge and confidence. When
the women and men were
brought back together, the women
were much more outspoken.

Women in Leadership Roles
Where women have been excluded from leadership roles, they may lack some of the skills and confidence needed to
occupy these roles, perpetuating a cycle of inequity. By providing intentional and supported opportunities for women
to take on leadership roles, they can gain the necessary skills and experience as well as confidence in their own
leadership abilities. Women may also need training in skills such as bookkeeping so that they are not excluded from
roles related to finance (e.g. treasurer), and visual tools can help to ensure that low levels of literacy do not
necessarily keep women out of leadership roles.

Surplus fruit & veggies.

Income Generation
Providing women with opportunities for income generation has multiple benefits. First, when
women have their own income, they may have more say on decisions around household
decisions, including those related to nutrition. Income generation can also be seen as an
incentive to project participation and can create conditions for sustainability.

NAPHAM had great success implementing village savings and loans through its support groups. The
participants saved a total of MWK 4,034,980 (close to CAD 7,000) in their first cycle, which was shared out
amongst the group. From the savings, the beneficiaries were able to access loans and carry out businesses in
the communities. They were able to pay school fees, buy food, and other necessities. The initiative has
improved the participating women’s control over household economic resources.

LESSONS LEARNED FROM THE TWINNING INITIATIVE
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NUTRITION

Demonstration garden.

Hands-On Learning Opportunities
Low literacy levels in communities underscore the importance of learner centred
and practical approaches, which proved to be some of the most successful
project components. Demonstration gardens were places of hands on learning
for those with household gardens, and provided space for community cultivation
and provision of seeds for household gardens. Cooking demonstrations provided
concrete learning opportunities so that community members could learn new
skills and recipes and provided tangible rewards for participation.

Food Preservation
Organizations have highlighted the value of including food preservation in
their activities as a means for beneficiaries to be able to plan for nutritional
needs at times of low crop production.
Herbal Gardens
The inclusion of herbal gardens and information in some projects has been
valuable in increasing immune support for people living with HIV, as well as
providing a source of income for those who have been able to sell their
surplus.

CPIEM placed an emphasis on food preparation
and preservation which both enhanced nutrition
and income generation. CPIEM reported an
increase in children bringing packed lunches to
school following demonstrations on food
preparation and preservation.

Shifting Attitudes Around Locally Grown Foods
Support group members have testified to changed and improved diets by preparing locally available food differently
from the way they did before in order to maintain and enhance nutritional value. While some members were already
eating certain foods, they lacked knowledge about their nutritional value and are now making decisions based on
this information.

VOLUNTEERISM
Projects need solid plans for volunteer engagement, retention, monitoring and reporting.
Some of the key lessons to emerge in this are:

COWLHA’s success
with volunteer
engagement and
retention stemmed
from building on preexisting relationships
and engaging the
community members
from the very first
stages of the project
development.

•

Managing community expectations from the outset is crucial for volunteer retention so
that community members know what will be required and what they will and will not
receive throughout the project.

•

Tangible pay-offs such as provision of seeds help to balance out less tangible outcomes
such as nutrition information.

•

Organizations should work with volunteers to understand which tools they will need to
successfully carry out their duties (e.g. umbrellas, waterproof covers for notebooks,
bicycles), and plan the budget and program activities accordingly.

•

Organizations should also work closely with volunteers to understand limitations around their activities, for
example requiring less activity during busy harvest seasons.

•

Regular communication and clear reporting channels help to retain volunteers, ensure that they feel supported,
refresh their knowledge and ensure that project outcomes are being met

LESSONS LEARNED FROM THE TWINNING INITIATIVE
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LESSONS LEARNED ABOUT CAPACITY BUILDING
PROGRAM MANAGEMENT
Tools for Effective Project Planning & Management
As a twinning partner, CAP Network shared its Project Builder tool with all partners at the initial partners’ meeting.
This is an easy to use excel document that guides the development of a logic model links the different components
of project management (i.e. activities, budget, work plan, monitoring framework). This tool was introduced at the
initial partners’ meeting and used by partners to design and budget their projects. It is also a tool that partners were
encouraged to use going forward when designing proposals as it will help them to articulate their theory of change.
Reporting
At the outset of the project, partners were required to submit monthly narrative and financial reports to ICAD. This
frequency of reporting was designed to account for the lack of regular in-country monitoring and ensured diligence
while working with those partners that had limited project experience. Frequent reporting meant that any issues
could be addressed immediately. Once projects were well underway and progressing well, ICAD reduced the
frequency of narrative reporting, requiring only a brief monthly update with more thorough quarterly reporting. This
change was made to balance monitoring needs with not wanting to overly burden small organizations with
administrative work and detract from their capacity to devote limited human resources to project implementation.
Financial reporting continued on a monthly basis with the submission of supporting documentation in order to
mitigate financial risks.
Accepting & Mitigating Risk
Accepting the risks associated with funding new, less experienced organizations is critical to empowering
organizations that are led by women or other marginalized groups. Donors may be reluctant to take on these risks
and continue funding larger organizations that are more experienced. This twinning project has demonstrated that it
is possible to mitigate these risks and support CBOs to fulfil reporting requirements. Organizations and donors need
to challenge their concepts of risk and be creative in how they address risk in organizations with limited capacity and
experience.
Hands-On Learning Through Project Implementation
Linking project implementation to organizational capacity building is a unique opportunity for hands on learning at
the organization level. CBOs are able to develop project management, budgeting, reporting skills that are linked to a
real-life project experience.
Meeting Organizations Where They Are At
This concept is familiar when we talk about reaching individuals and communities, and applies at the organizational
level as well. Organizations have different levels of capacity and experience and may need to be provided with basic
project building blocks in order to succeed.
If we are to meaningfully engage with communities through a feminist lens, we must support all sorts of indirect
factors that will influence the capacity of women and women-led organizations to participate. These areas include
leadership, finance, literacy- things that may not be directly in a project’s scope but will determine the role that
women can take in a project and will impact the sustainability of the project outcomes.
Unless we provide women and women’s organizations with the training and the tools to engage in projects, then we
will perpetuate community dynamics that favour men and male-led organizations.

LESSONS LEARNED FROM THE TWINNING INITIATIVE
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At the start of the project, Chikanjebela Women’s
Club had never received or managed outside funds
and had no office space. However, this organization
was embedded in its community and offered
essential services. In order to get the organization
started with the project, ICAD provided “finance in
a box”- a kit that included a lock box, receipt book,
file folders and other materials.

Given the limited computer access,
literacy, and English language skills, CAP
Network quickly realized that providing
support to this partner from afar would
require a local intermediary and was
able to use project funds to hire a local
project officer to support both of its
twinning partners in Zambia.

Budgeting
Organizations were provided with a budget ceiling and required to build their project activities and budgets in
relation to this ceiling. A specified percentage was allowed to be allocated towards salary and administrative costs.
For small organizations with no other current donors, it was important that they could charge 100 percent of costs
such as rent and utilities to this project.
Being able to budget for core costs such as annual audits and board meetings was essential to ensuring that
organizations could sustain themselves and strengthen organizational legitimacy through participation in the project.
Some organizations included the purchase of used vehicles, which was necessary for them to effectively implement
and monitor project activities.
One of the key challenges encountered throughout the project was the distance that volunteers were required to
travel to carry out project activities. Organizations could either budget for additional transport costs (i.e. purchase of
more bicycles), or in the case of limited budget, narrow the distance covered by the project activities.
Other items that were not budgeted at the outset by some organizations included bank charges, sufficient reporting
materials (e.g. photocopies, waterproof covers, clipboards) and sufficient rain protection for volunteers. Contingency
plans to account for anticipated inflation also need to be incorporated into budgets.
Seasonal Planning
Seasonal planning was a key learning experience for partners. Seasons had a significant impact on planting and
harvesting of gardens, ease of travel to remote areas, competing priorities for community members during other
seasonal activities (such as caterpillar season in Zambia). Partners learned to develop work plans around seasonal
fluctuations and to adapt when work plans did not align well with seasons.
Program managers can support implementing organizations in identifying seasonal fluctuations at the program
design phase, and helping to build in mitigation measures when alignment is not possible (e.g. identifying travel plans
in rainy season or anticipating lower turnout in harvest season). Program managers can also respond with flexibility
when changes need to be made to adapt to seasonal challenges. As climate change decreases the predictability of
seasons, and increases the incidence of extreme weather events, flexibility and adaptability are all the more
important.
In a multi-level project such as this one, the delays in project start up from Global
Affairs Canada, CARE Canada and ICAD all translated into delays for local project
partners, throwing off their project timelines. All stakeholders, from donors to project
implementers, need to be conscious of the impact of delays on projects, particularly
those that are seasonal in nature. In addition, once all approvals are in place there is a
need to re-examine and adjust the project implementation plans for seasonal
alignment, which may translate into adjusted activities and outputs.
Qualitative Monitoring
While twinning partners were for the most part quite accustomed to quantitative
monitoring, qualitative monitoring was less familiar to them. Part way through the project,

Participant in CEWAG Body
Mapping session

Cont. on Page 13
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ICAD delivered a capacity building workshop about qualitative monitoring that introduced the concept as well as
some specific tools including rolling profile interviews, focus groups and body mapping. Body mapping was
introduced to partners as a tool to stimulate discussion for qualitative monitoring. While it has many different
purposes and was intended here for monitoring purposes, twinning partners found it to be an empowering process
as it provides an opportunity for reflection and future planning, and a powerful tool for providing insight into the lives
of women living with HIV².
Intersectional Approach³
For many organizations, an explicitly intersectional approach to HIV was a new idea, and in itself an exercise in
capacity development. While most organizations had been working in HIV for many years, understanding the
linkages with nutrition was new to them. Drawing the intersections between HIV, gender and nutrition were a focal
point of the initial partners’ meeting and of the project design.
² For more information about body mapping as part of the SANI twinning initiative, visit: http://www.icad-cisd.com/body-mapping/
³ For more about the intersections between HIV, gender and nutrition: http://www.icad-cisd.com/wp-content/uploads/HIV-Nutrition-Food-Security-and-Gender.pdf

LESSONS LEARNED FROM THE COVID-19 RESPONSE
The arrival of COVID-19 resulted in the need to cancel and adapt some
activities and to implement new activities as part of the response to
COVID-19 and to the impact of lockdowns. The success of partners in
integrating into their local COVID-19 responses was possible for several
reasons:

CPIEM and CWC distributed packages of
food staples, garden inputs and hygiene
supplies to their beneficiaries to support
them through the early challenges of COVID19. Being embedded in the communities, they
were able to assess priorities and highest
need and distribute materials accordingly.

•

Every level of the project delivery reacted with flexibility,
adaptability and efficiency— twinning partners, ICAD, CARE Canada
and Global Affairs Canada

•

The twinning partners are embedded in the communities they work with and are able to use their relationships
with community members, health facilities and other local stakeholders to rapidly assess the particular
community needs and respond effectively

•

The early investment in capacity, particularly in the newer and less experienced organizations, meant that they
had the tools and skills to quickly develop budgets and plan activities in response to COVID-19

COVID-19, along with climate change, highlight the need for novel and improved ways of working internationally that
are not as dependent on international travel. While SANI was near project end when COVID-19 began, so not as
heavily impacted as it could have been, the need to move from in person exchanges and end of project meeting to
online versions highlighted the need for investment in technologies that allow us to prioritize ways of working that
are not as reliant on international travel.

CONCLUSION
This list of lessons learned and reflections on a project implemented through seven partner organizations, across
three countries and over two year, is long but not exhaustive. Investing in communities from the grassroots has the
potential for significant impact on addressing community challenges. Community based organization have the
relationships, the structures, the capacity to build rapport and buy in, and can deliver strong and cost effective
programming. Building the capacity of these organizations is a critical project outcome in itself and necessary for
strong and sustainable community systems.
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