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OVERVIEW
“Transition and transformation have become keywords, concepts in the development 
sector. They signal the need for large-scale changes to achieve a sustainable change. 
Transition is the process, but transformation is the outcome. It’s a journey 

of discovery - there are moments on mountaintops and moments when you feel 
frightened, messed up, and knocked down, but it’s the best work you’ll ever do.”

Keti Getiashvili, Board Member and Head of Development and External Relations for 
BRIDGE - Innovation and Development in Georgia
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When done responsibly, transitions are an opportunity for partners and organizations to transform systems of power, 
relationships, and structures to achieve meaningful and lasting change that is led by people in their own communities 
and contexts. Implementing a responsible transition - meaning the transfer of technical and procedural ownership 
from international to local leadership - is a tangible way to make real the values of shifting power.  Whether it’s an 
international organization shifting to a locally led organization, a programmatic handover to a local entity, or another 
form of significant change, transitions require an intentional process to result in a transformative outcome. 

The purpose of this resource is for CDA Collaborative Learning (CDA), Peace Direct (PD), and Search for Common 
Ground (Search) to share the various transformative outcomes that we have seen through supporting transition 
processes over the past eight years of collaborative learning and applied research. Evidence shows that there is 
no “one right way” but rather multiple pathways that teams, organizations, projects, and partnerships can take to 
ensure the outcome of a transition is culturally and contextually relevant and does not exacerbate power dynamics 
at the local level. The hope is that this resource will help expand teams’ imaginations as to what is possible through 
a transition process and to connect teams to stories, examples, and resources to help them navigate their own 
process. The purpose of this resource is not to detail how to conduct a transition to result in each pathway since 
each process is unique. However, if you are looking for more practical guidance on how to implement a responsible 
transition, see the Transition Cycle Workbook (available in English, French,  Arabic, and Spanish).

After the Overview, the report shares the process of developing this resource. Then, it defines the use of key terms. 
The following section, Transformation Pathways, is the bulk of this resource that details 10 outcomes seen through 
transition processes supported by CDA, PD, and Search. Each pathway shares the overview, key components such as 
timing, funding, and sustainability, as well as examples from the sector.  The report ends with a conclusion.

PROCESS
For the past eight years, CDA, PD, and Search have been researching about and learning alongside transition 
processes to understand what makes them responsible. Key lessons have been developed into core resources 
to support teams, partners, and organizations to implement responsible transitions across the humanitarian, 
development, and peacebuilding sectors. Over the course of the partnership, CDA, PD, and Search have:
•	 Documented 19 case studies across 13 contexts of responsible transitions within organizations and programs;
•	 With feedback and iterations from case study partners, developed 25 tools and resources to support the 

implementation of responsible transitions; 
•	 Published a book called What Transformation Takes that consolidates key learning alongside case study stories; 
•	 Supported 10 partners in over 30 contexts going through active transition processes; and 
•	 Revised a select suite of resources based on learning alongside partners on topics such as mutual capacity 

strengthening, financial sustainability, communications, and more.

https://www.cdacollaborative.org/
https://www.peacedirect.org/
https://www.sfcg.org/
https://www.sfcg.org/
http://www.stoppingassuccess.org
http://www.stoppingassuccess.org
https://www.stoppingassuccess.org/wp-content/uploads/2025/01/Workbook-FINAL.pdf
http://www.stoppingassuccess.org
https://www.stoppingassuccess.org/case-studies/
https://www.stoppingassuccess.org/resources/
https://www.stoppingassuccess.org/resources/book-what-transformation-takes/
https://www.stoppingassuccess.org/resources/sas-accompaniment-partnerships/
https://www.stoppingassuccess.org/resources/
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DEFINITIONS1

Locally led development: ‘Locally led development’ is an approach or process in which initiatives are owned and led 
by people in their own context. Locally led development is characterized as local practitioners operating at various 
levels in their context:2 community, sub-national, and national.

Local or proximate actors: ‘Local actors’ recognizes the diversity of people working in their communities or at 
the sub-national or national level. It encompasses individuals, communities, networks, and practitioners working in 
organizations, private entities, and governments that set their own agendas, develop solutions, and lead to make 
those solutions a reality. ‘Proximate actors’ acknowledges the problematic nature of the term ‘local,’ and describes 
actors who are most closely affected by the issues being discussed. Those closest to the work have the contextual 
knowledge and cultural competencies that international actors may not have.

Local or proximate organization: ‘Local organization’ is used to refer to CSOs or non-governmental organizations 
(NGOs) in the ‘Global South’ or ‘Majority World’ that work within the contexts they serve. This encompasses 
organizations that work at the community, sub-national, and national level. ‘Proximate organization’3 is a preferred 
term to ‘local organization’ due to the problematization and lack of specificity of the word ‘local.’

Responsible transition: ‘Responsible transition’ refers to a jointly led, planned, and gradual process of transfer of 
technical and procedural ownership from an international to local level, while maintaining some form of relationship. 
Responsible transitions can happen at an organizational, programmatic, or activity level. Responsible transitions focus 
on achieving a shared vision of transition that sets up proximate actors to sustain and grow their impact.

1 These definitions were collaboratively agreed upon between CDA, PD, and Search on their work through the Stopping As Success program. 
For more on these definitions, see: SAS+ Definitions
2 Becoming locally led as an anti-racist practice: a guide – Bond and Towards locally-led peacebuilding: defining ‘local’ – Peace Direct
3 How Philanthropy Can Help Position Leaders with Lived Experience for Success – Robert Wood Johnson Foundation

Throughout the course of supporting partners in active transitions, CDA, PD, and Search have recognized how 
difficult it is for partners and teams to visualize what they want the outcome of the transition to be - let alone how 
to get there successfully. This is especially true for local partners who are the ones to continue on the work after the 
international entity has transitioned. To respond to this challenge, this report shares various transition pathways - and 
core elements that made them successful. 

To develop this report, CDA, PD, and Search analyzed and then categorized the 19 case studies and 10 
accompaniment partner processes into various pathways based on the similarities of the outcomes. Then, the 
outcomes were reviewed to articulate the process highlights and pros/cons on the sustainability of the local entity 
as well as the context. This resource was developed collaboratively - with various pathways articulated by colleagues 
who supported those processes most directly. Key authors of this report are Grace Boone and Hasangani Edema-
Reynolds from CDA, Melina Villeneuve from PD, and Emily Long and Michael Robinson from Search. 

https://www.stoppingassuccess.org/frequently-asked-questions/sas-definitions/
https://bond.org.uk/resources/becoming-locally-led-as-an-anti-racist-practice-a-guide/
https://www.peacedirect.org/towards-locally-led-peacebuilding-defining-local/
https://www.rwjf.org/en/insights/blog/2024/05/how-philanthropy-can-help-position-leaders-with-lived-experience-for-success.html


TRANSFORMATION 
PATHWAYS
Each transition is culturally and contextually specific. Transition processes are fluid, with the outcome often very 
different from the initial intent. Successful transitions are ones that are adaptable, iterative, reflective, jointly decided, 
and equitably implemented across the transition teams, projects, and entities. Due to the unique nature of transitions, 
there is no “one right way”. The various pathways detailed below offer ideas for what the outcome of a transition can 
be. Each part of the transitioning team (international and local entities and the funder) should collaboratively decide 
on what pathway (or what parts of various pathways) make the most sense to their structure and context that also 
accounts for power imbalances. 

Transitions do have the potential to exacerbate existing power dynamics - within a team (i.e. hierarchical decision-
making by the organization contractually responsible to the donor) or within the transition process itself (i.e. the 
international organization making the decision to transition rapidly based on funding priorities). Transitions can 
also interact with power dynamics at a local level, which could look like a recently transitioned local organization 
- with international branding and donor funds - having greater access to resources and connections than a smaller 
grassroots organization. The hope is that these pathways expand the options available to entities going through a 
transition process to ensure that the outcome of a transition doesn’t further competition or power imbalances 
within the local context.4
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4 For additional guidance on how to address power imbalances, see the Transition Cycle Workbook and the Legitimacy and Power Thought 
Piece.
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https://www.stoppingassuccess.org/wp-content/uploads/2025/01/Workbook-FINAL.pdf
https://www.stoppingassuccess.org/resources/legitimacy-and-power/
https://www.stoppingassuccess.org/resources/legitimacy-and-power/


Local non-governmental organizations (LNGOs) are locally-registered and -led organizations in the Global South 
or Majority World that work within the contexts they serve. These could work at the community, sub-national, and 
national level.  An LNGO that transitions from an international non-governmental organization (INGO) is one of 
the most common transition pathways. These transitions are often instigated by a funding decline or political shift 
that leads the INGO to decide to leave a context or community. In these instances, local staff typically decide to 
‘take up the mantle’ and create an LNGO to continue the work of the INGO. Local staff may decide to maintain the 
branding and identity of the INGO or they may significantly adjust the scope to be better aligned to their values and 
contextual needs. In rare instances, an INGO may plan a transition from the beginning of their work in a context, 
leading to a timed, planned, and intentional end from the beginning. Considerations for each are captured below with 
relevant examples. 

LNGO maintaining the INGO branding and identity: INGO transitions that result in an LNGO with 
similar branding and work streams as the INGO tend to be the most common type of INGO to LNGO pathway. 
These transitions are often easiest to implement, especially if there are resource or time constraints or political 
instability or fragility.  An LNGO that can access donor connections, trusted branding, and continued support from 
an INGO is typically able to weather the uncertainty of an INGO transition. However, it should be cautioned that 
these types of transitions can also be the most rife with power imbalances as they can lead the LNGO to have more 
resources and connections at a local level which can increase local competition and “crowding out” so that smaller, 
more grassroots entities aren’t able to sustain themselves. This kind of transition also leaves open the possibility 
that the staff of the LNGO may not be fully local to the context, increasing the barriers for local staff to access the 
opportunity to work in this sector. Some go as far as to name these “mini me” transitions as opposed to the aims of 
locally-led development. However, when done responsibly, the process can result in an LNGO meeting needs in its 
own context, albeit still in accordance with the INGO’s values, mission, and strategy. 

Examples
•	 Action Aid India’s transition from Action Aid International 
•	 SOS Colombia’s transition from SOS Children’s Village International 

LNGO adapting and shifting during the INGO transition: In these transitions, the LNGO develops 
during an INGO transition and choses to either adjust scope, change their name and/or branding, diversify funding, 
and develop independent governance for its own sustainability and success in the local context. These transitions 
are decided by local staff who want to continue the work in light of changes to the INGO’s funding or political or 
strategic priorities. Ideally, these transitions take multiple years in order for local staff to develop their own legal 
entity, hire staff, strengthen existing capacity gaps, fundraise, etc. During this time, it’s optimal for the INGO to 
dedicate resources such as staff time and office space to ensure local staff have the support they need to establish 
and sustain the new entity. Local staff need the space and support to ensure the new LNGO meets the needs of the 
context and aligns with their visions and skills in ways that might differ from the original INGO’s focus. 

Examples 
•	 CARE International’s transition to GLID in Burundi 
•	 Oxfam Great Britain’s transition to BRIDGE in the Republic of Georgia
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1. International to Local Non-
Governmental Organizations

https://www.stoppingassuccess.org/resources/actionaid-association/
https://www.stoppingassuccess.org/resources/nuru-kenya-copy/
https://www.stoppingassuccess.org/resources/glid-care-international/
https://www.stoppingassuccess.org/resources/bridge-georgia/


INGO planning for an end from the beginning: It is rare for INGOs to plan for an ending from the start. 
However, in these “best case scenarios,” a transition is communicated, planned for, and implemented at the start and 
throughout the collaboration so that local staff are involved in the design and well-prepared and equipped to lead the 
local entity once the INGO transitions. Typically, these transitions begin with joint vision-setting for the LNGO before 
the INGO even begins working in the context, setting a strong foundation of trust, complementarity, and shared goals 
between all parties. These types of processes are typically longer-term since the INGO’s departure is dependent on 
the confidence of and cues from the local staff. They also take dedicated resources to ensure intentional capacity 
strengthening and organizational development and sustainability are prioritized. 

Examples 
•	 Nuru Nigeria’s and Nuru Kenya’s transitions from Nuru International
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Similar to the transition type described above, this is an INGO to LNGO transition, but it is one where an LNGO 
is created during a program or as an extension of programming. In cases where there is a decision to create an 
LNGO at the onset of the program, an international organization is often a partner for programming and project 
management, but also supporting the formation of an LNGO to bring on staff, strengthen capacities, and accompany 
throughout program implementation. These types of programs are often 3-5 years in duration, and benefit from 
a shared transition vision at the outset of the program, identifying how the partnership will be mutually beneficial 
and where capacities and strengths can be relied upon or fostered, and a clear and gradual process for shifting from 
international to local leadership of a program. 

In cases where there was not a decision to transition made at the outset of programming, there is often a greater 
reliance on strong local leadership that can act as a champion of the transition, interest from local staff in navigating 
the challenges that come with transitioning from an INGO with name recognition, and existing donor relationships 
to a smaller, new entity that has to build connections with donors.  As a result, the INGO’s role focuses on 
accompanying the newly formed entity either during implementation as they register, build a board, form relationships 
with donors, etc., as well as after the program has ended either through joint advocacy and continued support with 
donor relationships, or as a silent partner that supports when requested. 

Transitions from INGOs to LNGOs that build on an existing program have the advantage of providing support to 
newly formed LNGOs as they strengthen capacities and demonstrate their ability to lead implementation that can 
be useful when seeking future funding. Many challenges with these types of transitions can be mitigated by designing 
programming with the intention to support local leadership, regardless of if a transition is planned, and by ensuring 
local staff and NGO partners have the internal policies and structures necessary to apply for grants from their 
funder targets. In some cases, international actors provided core funding to LNGOs at key moments of the transition. 
Additional good practices to consider for these transitions are fostering transparency through open communication 
and trust-building activities, identifying transition champions within both the INGO and LNGO, building relationships 
with local authorities and communities, and identifying ways for continued post-transition relationships. 

Examples
•	 Belun and Columbia University’s Center for International Conflict Resolution (CICR) and the Centre of Studies 

for Peace and Development (CEPAD) and Interpeace in Timor-Leste
•	 World Bank and TB Taskforce Federation, Inc. in the Philippines
•	 Planning and Development Collaborative International (PADCO) and Ikibiri Coalition in Burundi

2. INGO program to an LNGO

https://www.stoppingassuccess.org/resources/sas-accompaniment-partnerships/
https://www.stoppingassuccess.org/resources/nuru-kenya/
https://nuruinternational.org/
https://www.stoppingassuccess.org/resources/belun-cicr/
https://www.stoppingassuccess.org/resources/belun-cicr/
https://www.stoppingassuccess.org/resources/cepad-interpeace/
https://www.stoppingassuccess.org/resources/cepad-interpeace/
https://www.stoppingassuccess.org/resources/cepad-interpeace/
https://www.stoppingassuccess.org/resources/taskforce-federation/
https://www.stoppingassuccess.org/resources/taskforce-federation/
https://www.stoppingassuccess.org/resources/padco-ikibiri-coalition/
https://www.stoppingassuccess.org/resources/padco-ikibiri-coalition/


Programs created by INGOs, if proven to be valuable to and sustainable for the community it was created to serve, 
can become decentralized community-led programs. The planning for this kind of transition should happen at the 
planning stages for the program itself, with consultations with local stakeholders shaping how the program will 
develop and how the transition to a community-led program will take place. This planning needs to be both about 
the sustainability of the program (before, during, and after the transition) and how the transition will take place, with 
milestones and timelines established in order to communicate with all individuals involved in the program. 

In order to ensure the sustainability and longevity of the community-led program, the transition should be seen as a 
gradual phasing out rather than a complete exit. Centering capacity strengthening as the core of an accompaniment 
process - along with dedicated funding - for community members who are participants to the program ensures 
the program can continue after the INGO transitions. From the start of this phased approach, both the INGO and 
community members need to agree on what the benchmarks for each stage of the accompaniment and the phasing 
out will be, and move forward when they feel they have accomplished this via established feedback loops. This 
transition pathway prioritizes the community and stakeholders that are affected by the continuity (or lack thereof) of 
this program, which shows a dedication to shifting power to local communities. It’s a pathway that is built on mutual 
trust, and this trust takes time to build and maintain throughout and after the transition.  

Examples 
•	 Trickle Up’s transition to independent village savings and loan associations in Guatemala 
•	 Catholic Relief Services’ SEGAMIL project’s transition to multiple community organizations 6

Transitioning an INGO program to a local government entity involves transferring program ownership, responsibilities, 
and resources to ensure sustainability and local accountability. This transition pathway emphasizes the importance of 
legal frameworks, sustainable funding mechanisms, and strong partnerships between communities and government 
entities for successful programmatic transitions. This pathway offers significant benefits, such as fostering local 
ownership, aligning with national development priorities, and increasing program sustainability. Typically spanning 3 to 
10 years, this pathway requires a phased approach. Initially, it’s important to align program goals with local government 
priorities before transferring operational responsibilities and funding structures.  A successful transition will include a 
formal handover process, ensuring the local government is fully equipped to sustain the program and deliver services 
independently. 

Integration into existing local structures rather than creating parallel systems as well as creating strong partnerships 
between communities and authorities were particularly important for long-term sustainability of this transition 
pathway.  Additionally, both programs emphasized the importance of community ownership, involvement of key 
stakeholders into sustainability planning, and sustainable and diverse revenue generation, whether through tourism 
fees, maintenance committees, or other local funding sources.

Examples
•	 CREL program’s transition to a local government entity, the Bangladesh Forest Department 
•	 International Rescue Committee’s Tuungane program transition to multiple Congolese government entities in DRC

3. INGO program to a local 
government entity(ies)

4. INGO program to 
community structure(s)

https://www.stoppingassuccess.org/resources/trickleup-guatemala/
https://www.stoppingassuccess.org/resources/crs-guatemala/
https://www.stoppingassuccess.org/resources/cmo-winrock/
https://www.stoppingassuccess.org/resources/tuungane-program/


The aim of microcredit foundations is to increase financial access to people who don’t have access to traditional 
financial institutions. “Microcredit” specifies that the amount of loans distributed tends to be smaller to support 
individuals and institutions to meet their aims while also being able to pay back the loan over time. The ability 
to transition to a microcredit foundation takes vision and advocacy from the outset. Due to the unique aspects 
of becoming a grantmaking institution, there is a higher likelihood of this outcome occurring in a partnership or 
project that is already focused on income-generating activities in their context. This pathway also requires financial 
investment to ensure the new microcredit foundation has the resources to make loans at the outset and to sustain 
their investments over time. In this pathway, it is useful to also have a values-driven approach that extends beyond 
financial success. Depending on what’s relevant to the context, having a vision to address marginalization and having a 
particular focus (i.e. increase women-led businesses) will help identify how to best target funds, raise awareness, and 
access resources to continue the business. 

In 1997, Mercy Corps started an income-generating and entrepreneurship project in Bosnia’s war-affected, 
multi-ethnic border areas that resulted in Partner - an extremely reputable and successful Bosnian microcredit 
foundation. Partner helped individuals affected by war access social capital to rebuild their lives. Partner was the first 
microfinance institution in Bosnia to work across all three post-war units in Bosnia and Herzegovina and helped 
develop Bosnia’s legal and regulatory frameworks for microcredit organizations in Bosnia. It has grown significantly 
since its inception. It’s currently one of the largest microfinance institutions in Bosnia, and in 2007 it was ranked 
#18 on Forbes’ list of the world’s best microfinance institutions. 7

Federated transitions involve shifting an entity from a centralized structure to operating under a shared framework 
and brand. The entity retains their independence while working toward broader strategic goals, aligning with a 
common mission, and coordinating resources. This approach promotes local ownership by decentralizing decision-
making, allowing flexibility to adapt to specific contexts while staying connected to a larger network. Federated 
transitions typically require a concrete plan and phased approach over several years, striking a balance between local 
autonomy and global priorities. Their success and sustainability rely on local leadership, clear communication, diverse 
funding sources, and opportunities for mutual learning. Effective federated transitions also require careful planning to 
address potential challenges, such as resource disparities and maintaining consistency across diverse entities. When 
implemented successfully, they enable organizations to leverage local expertise while contributing to a cohesive global 
identity and movement.

CARE Morocco was founded as a local association by CARE France in 2007 and transitioned to a member candidate 
of CARE International’s confederation in 2017. This transition allowed CARE Morocco to increase its independence 
and financial autonomy while contributing to global objectives and strategy. The process was locally led, with significant 
efforts to become financially self-sustaining through a diversified funding portfolio. The membership also entailed 
organizational changes and the ability to influence the global conversation by bringing the voice of Morocco and the 
Global South into discussions. 

Initially, CARE USA’s Thailand office transitioned into a local entity called Raks Thai Foundation (RTF) in 1997. Six 
years later, RTF was re-incorporated as a member of the CARE International confederation, giving the group equal 
status to other CARE members. Similar to CARE Morocco, the success of RTF’s transition was due to strong 
community-based leadership, strategic planning, and diverse funding streams. With the re-incorporation, RTF continued 
addressing Thailand’s unique development challenges while exchanging resources and support in a global network.

5. Federated transition

6. INGO program to a 
microcredit foundation

https://www.stoppingassuccess.org/resources/partner-microcredit/
https://www.stoppingassuccess.org/resources/partner-microcredit/
https://www.stoppingassuccess.org/resources/care-morocco/
https://www.stoppingassuccess.org/resources/raks-thai-foundation/
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Social enterprises are businesses that aim to maximize profits while ensuring a positive impact on society and 
the environment. Some of the primary advantages of this type of pathway is that it reduces donor dependency 
and allows the ability to align the mission of the business with a need in the community outside of grant timelines 
and bureaucracies. When INGOs transition to social enterprises, there are unique components related to the 
necessary investment models and establishing social impact and business goals that need to be considered. Therefore, 
this pathway can be successful with strong mission alignment and supportive donors willing to transition from a 
traditional funding relationship to an investment partnership. 

PeaceBuilders Community Inc. (PBCI), a Mindanao-based peacebuilding organization, embarked on establishing a 
social enterprise, Coffee for Peace, to achieve financial independence from its key partner and funder, Mennonite 
Church Canada. Coffee for Peace sells coffee and works with coffee farmers and their communities to facilitate 
peace in the Philippines.  A key factor that enabled their success was the marrying of needs in their specific conflict 
context with economic opportunities to support peacebuilding.  All involved paid careful attention to building trust 
and relationships - establishing a strong foundation built on 3+ years of community engagement - before pursuing 
business activities. When ready to develop the social enterprise, Mennonite Church Canada members invested 50% 
while the other 50% came from coffee revenues. Employees serve both the NGO (PBCI) and enterprise (Coffee for 
Peace) functions while gradual scaling of the number of farmers helped sustain Coffee for Peace amidst the transition 
and beyond.

A movement prioritizes dynamism, inclusion, values-based collective action, and distributed leadership. Transitioning 
into a movement organization maintains these values while establishing a formal governance structure. This 
process requires “intentionality, sustained effort, continued negotiation, and an ongoing interrogation of its own 
inclusiveness,”5 while also meeting compliance and legal requirements to secure funding for coordination and 
expansion. Balancing a values-driven approach with operational needs demands flexibility and adaptability in timing, 
process, and visioning.

Launched in 2015, the Movement for Community-Led Development (MCLD) began its transition to a movement 
organization in 2023 and became an independent structure on January 1, 2024. Their new structure was informed 
by listening and consultations with members, which have grown from 18 NGOs to over1,500 LNGOs and 72 
INGOs. MCLD is a Majority World-led “network of networks” where members can set priorities based on their 
country’s context and align them with a global mission and set of values including accountability, transparency, and 
co-ownership. Through its ongoing transition, MCLD has demonstrated how a movement organization can meet 
operational requirements and preserve its principles while scaling impact.

5 Chronicles of a Transformative Movement: Strengthening our Interconnectedness – Interdisciplinary Journal of Partnership Studies

7. INGO to a social enterprise

8. Movement to a movement 
organization

https://www.stoppingassuccess.org/resources/coffee-for-peace/
https://www.stoppingassuccess.org/resources/coffee-for-peace/
https://mcld.org/
https://pubs.lib.umn.edu/index.php/ijps/article/view/5458/3435
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INGOs may experience significant operational shifts given changes in their governance, values, or context (i.e. political 
changes).  As efforts continue towards shifting power, this approach removes the intermediary INGO from the 
equation, and directly ensures support to local or proximate organizations to attain independence that is sustainable 
and within an existing network. 

This kind of transition is rooted in the INGO’s core values and mission going forward. It needs to feature in each 
program run by the INGO and a country or local office associated with the INGO. This ensures that, as the INGO 
and the local or proximate organization fundraise, the transition is a fundamental part of proposals. The INGO should 
be encouraging an open and constant dialogue with local or proximate organizations, and especially create spaces 
for dialogue for the transitioning entities in order to create feedback loops and for the transitioning entities to learn 
from each other. Prior to any transition starting, the transitioning entity can consult a business consultant to discuss 
what the business plan of the transitioning entity can look like, which will in turn inform governance structures. 
Establishing milestones is key for this transition, so transitioning entities who are at similar places in their transitions 
can share experiences. 

HelpAge International went through a transformation as they put forward their 2030 strategy, which reiterated their 
commitment to support locally-led programming.  As an organization that advocates to protect the wellbeing and 
welfare of ageing populations across the world, their commitment to delivering the biggest impact resulted in the 
decision to not only ensure a leadership transition would take place within country programs and offices, but also 
in their renewed commitment to adopt partner-led programming at both national and local levels as they work with 
organizations that make up their global network. By codifying this practice in their strategy, HelpAge International has 
in effect shifted their organization to ensure their commitment to locally-led development can occur no matter who 
is at the helm of the organization. 

Transitions often occur through formal processes that involve partners signing a Memorandum of Understanding 
(MoU), working under a donor-funded program involving a transition, or the creation of a new entity entirely. 
However, in some instances, there are long-standing partnerships that don’t have a formal timeline for transitioning, 
but still enable or increase locally led development. One such example comes from the Mennonite Central 
Committee (MCC) India that supports a variety of development and peacebuilding initiatives in Kolkata and its 
surrounding areas. MCC India offers a unique model where they implement projects through partners, rather than 
directly with their own staff. In doing so, MCC India operates based on a steady transfer of funding, ownership, and 
responsibility over the course of long-term partnerships. This accompaniment model embeds transition thinking to 
ensure there is genuine local leadership. 

Through this model, the notion of “transition” shifts away from something that is time-bound, and towards an 
ongoing, dynamic process.  Approaches that deviate beyond formal transitions can provide opportunity to challenge 
traditional notions of “sustainability” and the role of international organizations in supporting locally led development. 

9. Organization transformation

10. No “formal” transition

https://www.helpage.org/about-us/values-vision-and-strategy/transformation/
https://www.stoppingassuccess.org/resources/mcc-india/
https://www.stoppingassuccess.org/resources/mcc-india/


CONCLUSION
A transformative outcome is possible through an intentional, relational, equitable transition process. These 10 
pathways are illustrative of the journeys partners can take to be more locally-led and -owned. For those embarking 
on a transition process, discuss these pathways with the transition team to understand which one - or what parts 
of multiple pathways - resonate most with the vision, intended outcome, and context. In order to go through a 
transition process in a way that results in a transformative outcome, consider using the Transition Cycle Workbook 
which will help tailor key lessons on responsible transitions to each unique process, context, and partnership. 

https://www.stoppingassuccess.org/wp-content/uploads/2025/01/Workbook-FINAL.pdf

