
REFLECTIONS AND CASE STUDIES 

A LEAP OF FAITH: LEARNING TO DELEGATE 

IMPROVES THE QUALITY OF PROGRAMS 

Organizational Growth— 
and Organizational Challenges
NAFEZA was in crisis. Despite having an executive director well suited for 
her demanding position, a strong project design, and trained field workers, 
project staff were floundering. Results were below target, the quality of 
interventions was weak, and this critical feminist network was about to 
lose significant funding. 

Núcleo das Associações Femininas da Zambézia (NAFEZA) is a network 
of 63 member associations that empowers women in Zambézia Province. 
In September 2009, NAFEZA initiated a project funded by the Capable 
Partners Program (CAP) in Mozambique to reduce the risk of HIV 
infection among adolescents, young people, and couples. In 2010, the 
organization began demonstrating serious performance issues. Quarterly 
reports were poor—lacking detail and reflecting data quality issues. 
Approvals for key processes were severely delayed, resulting in delays in 
project implementation. NAFEZA was facing a critical moment; project 
beneficiaries were not receiving quality services and a principal donor 
(CAP Mozambique) began expressing doubts about the organization’s 
capacity to perform. 

NAFEZA was one of several civil society organizations (CSOs) working with 
CAP Mozambique, a program funded by the U.S. Agency for International 

Technical Support Often  
Isn’t Enough—Even for 
Technical Programs

Although technical support to HIV/
AIDS implementing organizations 
was valuable and necessary, 
improving technical expertise 
often wasn’t enough to create real 
and lasting improvement in the 
quality of interventions. Unresolved 
organizational issues often created 
substantial barriers to effective 
programmatic performance. By 
restructuring and delegating, 
NAFEZA transformed itself from 
one of CAP Mozambique’s poorest 
performers into one of its most 
successful. It was not easy for the 
organization to make this shift. This 
brief describes what it took.
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Development (USAID) and the President’s Emergency Fund for AIDS Relief (PEFPAR) 
through FHI 360 from 2006 to 2016. These CSOs participated in a gamut of capacity 
development interventions designed to strengthen their contributions to the fight against 
HIV/AIDS and gender-based violence. These CSOs received training, technical assistance, 
and coaching in program content and were given opportunities to apply new skills and 
knowledge directly to activities funded by grants. 

The crisis NAFEZA faced was common in Mozambique. The solution introduced by CAP 
Mozambique was not. Most capacity development programs focus on improving field 
activities that serve beneficiaries—the most visible side of the organization. Although this 
technical support was valuable and necessary, CAP Mozambique learned that improving 
technical expertise often was not enough to create real and lasting improvement in the 
quality of CSO interventions. Unresolved issues within an organization—in particular 
internal governance, financial and human resources management, and compliance—can 
create substantial barriers to effective programmatic performance. 

In NAFEZA’s case, the central cause of critical bottlenecks and performance deficiencies 
was an absence of high-level, program-management oversight. Two project assistants 
were managing the CAP Mozambique-funded project, with irregular support from the 

executive director (ED). As talented as she is, there were not enough hours in 
the day for her to fulfill her representational and fundraising responsibilities, 
respond to members, and provide the consistent supervision her project 
team required. Growing organizations often face similar challenges. Another 
CAP Partner—Conselho Cristão de Moçambique (CCM Sofala)—struggled to 
maintain the level of quality in program activities that had earned it increased 
funding when it expanded project activities from one district to three. The main 
reason was most of the technical knowledge resided in one strong, motivated, 
but nevertheless human project manager. 

Confronting Problems and Finding Viable Solutions

Once it became clear that NAFEZA’s performance needed to be addressed 
directly, CAP Mozambique’s coach began talking to the NAFEZA team about 
how delays in decision making were affecting the quality of program activities 
and project reporting. The coach provided evidence of the time required to 
obtain approval for actions critical to the organization (both programmatic and 
in the area of organizational development), as well as to finalize project reports. 

However, the situation did not improve, and project performance remained 
poor. In fact, the ED was so busy with her other responsibilities that she had 
not been present during these conversations; the message was not reaching 
the one person with the power to turn the situation around. Finally, the CAP 
Mozambique coach asked CAP’s chief of party to have a personal chat with  
the ED. 

Developing Capacity & 
Providing Grants

CAP Mozambique was designed 
to strengthen the capacity 
of leading Mozambican 
organizations to contribute to 
the fight against HIV/AIDS and 
gender-based violence. The 
project integrated intensive 
capacity development of 
its Partners with grants to 
provide the organizations with 
opportunities to apply what 
they learned and demonstrate 
their capacities to affect 
HIV/AIDS at the community 
level. CAP Mozambique not 
only supported technical 
capacity, but also addressed 
organizational structures and 
systems, including financial 
and administrative systems and 
internal governance. 
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This was the eye-opening moment for NAFEZA’s ED. The CAP chief of party showed the  
ED NAFEZA’s results—lower-than-anticipated numbers of individuals in the HIV-prevention 
sessions being carried out. She talked about how current project staff were not qualified 
to manage the project without proper oversight. She asked why the ED hadn’t considered 
hiring additional higher-level staff to support the project. The ED accepted the need to hire 
additional staff, but had been reluctant to ask if it was possible because, in her experience, 
donors typically said no to such requests. 

At about this time, CAP Mozambique was in the process of helping NAFEZA analyze 
its organizational structure in order to develop policy and procedure manuals. A key 
component of this process included revising job descriptions for all staff positions in 
the organization. As the ED, together with CAP Mozambique, examined each of the job 
descriptions, she developed an understanding of how the role of a new project manager 
could complement those of the existing staff on her team (including that of the ED herself).

A challenge remained. The ED put her stamp of approval on the plan to recruit a project 
manager for a new follow-on proposal NAFEZA was developing for CAP Mozambique, but 
then removed herself from the proposal budget completely, which was not viable either. CAP 
insisted that the ED remain in the budget—albeit in a limited capacity—because she was still 
responsible for the project in her role as ED. This struggle contributed to CAP Mozambique’s 
decision to postpone approval of the new grant, which resulted in a more than eight-month 
gap between grants. CAP Mozambique continued to help the ED understand that delegation 
of key responsibilities to a new project manager reduced her involvement, but did not 
eliminate her responsibility. A new grant was finally awarded in May 2012. 

While this situation was unfolding with NAFEZA, CCM Sofala 
was taking action to turn its own project around. Monitoring 
visits conducted by the CAP Mozambique monitoring and 
evaluation and program staff had revealed how a lack 
of frequent monitoring and support to each district’s 
supervisor was compromising the quality of activities 
and the quality of data reported. Analysis of CCM Sofala’s 
budget compared to other grantee budgets highlighted 
a lack of mid-level supervisory staff to ensure effective 
project management. The CAP Mozambique coach provided 
technical assistance to CCM Sofala to consider hiring new 
personnel to ensure the project was appropriately staffed, 
thereby also supporting the organization’s growth. CAP 
Mozambique was willing to fund an additional project 
officer and finance officer. CAP Mozambique included “lack 
of sufficient supervisory structure and delegation” as key 
reasons for not allowing CCM Sofala to be considered for 
direct USAID funding as part of CAP’s 2012 organizational 
“graduation” process. 

CAP Mozambique helped 

NAFEZA analyze its 

organizational structure 

in order to develop policy 

and procedure manuals. 

A key component of this 

process included revising 

job descriptions for all staff 

positions in the organization.

NAFEZA MEMBERS PRESENT DURING WORKSHOP. (PHOTO CREDIT FHI 360)
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Stronger Organizations Lead to 
Stronger Technical Results

NAFEZA transformed itself from one of CAP 
Mozambique’s poorest performers to one of its 
strongest. The organization successfully expanded 
from one to two districts. Its increased capacity 
enabled staff to meet long-felt needs in the 
communities they serve, adding gender-based violence 
(GBV) prevention activities, GBV screening, referrals 
to health services, and initiating HIV/AIDS testing 
and HIV/AIDS treatment defaulter-tracing activities. 
Under the guidance of the new project manager, 
NAFEZA negotiated with its beneficiaries to increase 
the number of HIV discussion sessions each week to 
catch up on the slow start in the early months of the 
grant. NAFEZA’s results subsequently exceeded its 
targets due to this implementation adjustment. With 
the project manager’s support, the quality of field 
supervision increased significantly from 2012 to 2014, 
improving the quality of project interventions.

CAP periodically carried out assessments of Partner report-writing capacity. Based on 
several reviews, NAFEZA’s score increased from 24.5 to 34.7 out of 54 points following 
the hiring of the new project manager. NAFEZA also experienced surges in its social and 
behavior change communication (SBCC) capacity over a three-year period. Between 2012 
and 2014, NAFEZA improved its total score in SBCC from 2.12 to 2.82 (out of a possible 
4 points). The greatest growth was in the area of implementation: NAFEZA improved 
from a score of 2.18 to 3.4 (out of a possible 4 points). The project manager contributed 
significantly to these improvements by instituting weekly program meetings that helped 
team members become more aware of the status of all project activities and enabled the 
project manager to identify needs for further training within her team. In 2014, NAFEZA 
was one of three organizations recommended by CAP for direct USAID funding through 
CAP’s rigorous graduation process. 

For CCM Sofala, repeated performance gaps together with a missed opportunity to 
graduate as a candidate for direct USAID funding finally spurred the organization to hire 
more staff. Over the course of several months, CAP Mozambique supported CCM Sofala  
to adjust its structure to find a healthier balance between quality and efficiency. CAP 
helped them develop strategies to share knowledge and information internally in more 
effective ways and supported project managers in delegating responsibilities to the new 
project officer. 

Prior to hiring new staff, CCM Sofala reached 4,777 individuals with prevention messages 
over an 18–month period. After the project officer was hired, 12,285 individuals were 
reached in the same amount of time. In a data-verification exercise conducted in March 

NAFEZA transformed 

itself from one of CAP 

Mozambique’s poorest 

performers to one of its 

strongest. The organization 

successfully expanded from 

one to two districts. In 2014, 

NAFEZA was one of three 

organizations recommended 

by CAP for direct USAID 

funding through CAP’s 

rigorous graduation process.

HEALTH WORKER CONDUCTS HIV TEST. (JESSICA SCRANTON  |  FHI 360)
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2014, 99 percent of project data reviewed were of good quality. In 2014, CCM Sofala 
community outreach strategies began identifying and returning HIV/AIDS treatment 
defaulters to care. The project manager delegated community outreach responsibility 
to his new project officer, who in turned empowered field-level supervisors in each of 
the three target districts to forge relationships with health units necessary to carry out 
activities. Between June 2014 and February 2015, CCM Sofala sought 483 defaulters and 
returned 310 to treatment, a success rate of 64 percent. 

As a further testament to the value of effective delegation, CCM Sofala’s field-staff 
capacity was sufficiently bolstered to ensure that quality activities continued even in the 
absence of regular visits from project staff based in the provincial capital. Political violence 
in much of 2014 restricted CCM Sofala’s ability to visit remote districts; yet when travel 
was again possible, CCM Sofala and CAP Mozambique confirmed that field staff continued 
to implement activities and use project-monitoring tools properly. Based on these changes 
in overall performance, CCM Sofala graduated as a candidate for direct USAID funding.

Connections

Did CAP Mozambique “save” NAFEZA and CCM Sofala? 
No. Without CAP coaching support, both organizations 
might have lost their CAP grants, but would likely  
have kept on doing what they were doing—on a small 
scale—and they would have survived. However, the  
link between inadequate delegation of responsibilities 
and poor performance would have remained 
unexamined, potential for key staff burn-out would 
likely have increased, and opportunities would have 
been missed to expand into new programmatic areas 
that could also lead to future funding.

In each of these two organizations, leadership took a leap 
of faith in deciding to expand their management teams, 
train them, and trust them with the responsibility and 
authority to manage significant program components. In 
both cases, the leaps of faith led to critical improvements 
that have allowed the organizations to scale up and 
expand their scopes of work. CAP Mozambique 
has learned that supporting leaders to delegate 
responsibilities requires: 

• Investing in organizational systems—Supporting technical capacity is at times not 
enough. Both NAFEZA and CCM Sofala continued to increase their capacity in SBCC 
prevention activities, and yet performance floundered because of weaknesses in their 
organizational capacities. Addressing issues within organizational systems has a  
clear impact on the quality of activities implemented by civil society organizations. 

LIKE OTHER PARTNERS, NAFEZA REACHED MANY WOMEN WHO  
HAD NEVER PARTICIPATED IN HIV-PREVENTION SESSIONS BEFORE.  
(JESSICA SCRANTON  |  FHI 360)

Prior to hiring new staff, 
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individuals with prevention 

messages over an 18–month 

period. After the project officer 

was hired, 12,285 individuals 

were reached in the same 

amount of time. In a data 

verification exercise conducted 

in March 2014, 99 percent of 

project data reviewed were of 

good quality.
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LIKE OTHER PARTNERS, NAFEZA REACHED FISHERMEN AND WOMEN ON THE COAST 
WHO HAD NEVER BEEN TO A HEALTH CENTER. (JESSICA SCRANTON  |  FHI 360)

• Patience and a multi-pronged, evidence-based 
approach—It took NAFEZA nearly two years between 
the time management issues were first brought to the 
attention of the ED and change took place, and it took 
CCM Sofala several months. Identifying a problem and a 
solution is not enough. Through coaching sessions with 
key staff members, CAP Mozambique presented evidence 
of how management decisions were affecting performance 
and then facilitated discussions about how issues might 
be addressed. In both cases, technical assistance was not 
enough. CAP Mozambique used the grant process as a tool 
for capacity development—illustrating clear standards and 
applying consequences that challenged the organizations 
to reconsider the status quo. CAP also supported Partners 
to overcome their hesitations about expanding their teams. 

• A commitment of resources—Donors and implementing 
partners need to be willing to commit sufficient financial 
resources to CSOs to staff their projects with appropriate 
levels of supervisory and managerial personnel. CSOs 
should take responsibility for budgeting appropriately 

and justify the need for their staffing structures by clearly describing the roles and 
responsibilities of each position. Training and coaching of existing and new staff are 
also crucial to ensure that each individual understands and can carry out his  
or her role.  
 

• CSO ownership over the process—The key to improving the quality of programming 
is not to simply hire new staff, but rather to help leaders within an organization 
understand the value to themselves, and to the organizations, of delegating. For 
NAFEZA and CCM Sofala, learning how to delegate dramatically increased performance 
on their grants. With patience and a focus on evidence, CAP presented the situations 
and allowed the organizations to make their own decisions. “Our project improved 
significantly as a result of hiring new staff,” said the NAFEZA ED. Both organizations 
realized how delegating improved their capacity to meet the needs of their 
organizations and their communities. According to the NAFEZA ED: 

We were able to meet our project targets and improved the quality of our interventions. For 

me professionally, the change was positive because I now have time to supervise my teams 

effectively and pay attention to other projects we are implementing. I now feel confident that 

even in my absence, project activities will continue as planned.
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CCM Sofala was happy with the progress the organization made once new staff were hired. 
According to Miguel Chibete, CCM Sofala project manager:

[Since we hired a new project officer] the quality of our monitoring and data has improved. 

We conduct more frequent monitoring visits and I am able to analyze critically data that is 

now collected by my colleague [and not myself as before]. I now have time to contribute to the 

affairs of the organization, not just this project, and the organization has gained from recruiting 

staff that have new capacities and experiences to share.

While it is still early to say for certain, CAP expects that this sense of ownership felt 
by both NAFEZA and CCM Sofala increases the likelihood that they will continue the 
delegation practices they learned beyond the life of this project.

Document written in 2015 and updated in 2016. 
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