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         Although the title of this paper may suggest that its thrust is a set of guidelines,

         modeled on other manuals with steps to achievement, in fact its emphasis is also on

         the kinds of obstacles that can prevent partnerships from flourishing. By studying the

         component features or attributes of successful inter-agency or intra-organizational 

         partnerships and watching out to avoid traps that await the unwary, we may be able to

         contribute to a more general, conceptual understanding, as well as to practical efforts in

         the field. 

         There are no Aladdin-like magic lamps to use in the establishment and maintenance of good

         working partnerships. Unlike the sphere of business and commercial partnerships, where the

         essential bottom line and incentive is almost always profitability, partners participating in 

         community welfare endeavors and in non-profit associations, generally act on the strength of

         non-monetary motivations, such as altruism, need for public recognition of civic leadership and

         professional achievement. 

         Why do some partnerships work well while others flounder and collapse? Crafting successful

         partnerships requires distinct skills, which, presumably, can be learned and taught. Since examples

         of successful outcomes as well as of ill-fated communal and business partnerships alike, are common, 

         it would appear that certain features are discernible in all partnerships.

         A seminar devised by the Israel Entrepeneurs and Small Businesses Counselling Center on the theme

         of Communication between Partners, focuses on topics and skills such as creating trust, intelligent

          decision-making and workable division of labor, assessing the strengths and weaknesses of each

          partner and converting conflicts into levers for problem solving. These parameters and requisite

          skills are applicable in welfare and community work as well, provided the partners share common

          goals. 

          ILLUSTRATING THE PRINCIPLES:

          The following description of ongoing partnership relationships in a non-profit association, The

           Israel Guide Dog Center for the Blind, located at Beit Oved [near Rehovot, south of Tel Aviv],

           aims to illustrate features of an agency which apart from delivering services to clients, has had

           to build up and maintain a variety of local community and international partnership relationships

           in order to ensure its future.

           Like its counterparts elsewhere in the world, the Israel Guide Dog Center seeks to meet specific

           needs of blind persons for independence and greater mobility.  As is common, one finds that the 

           people involved with the organization have teamed up for a variety of reasons, stemming from 

           their different backgrounds and interests. The Centers success depends largely on their ability to

           transcend individual concerns and share joint goals and an over-riding commitment to the Centers

           mission. 

           It is worth looking briefly at examples of differing motivations. Guide dog trainers and mobility

           instructors, the linchpin of the Center on whose skills the organization and its professional achieve-

           ments depend, spend years acquiring qualifications and experience. They therefore tend to regard

           their employment in terms of professional careers and to seek recognition in the spheres of fiscal

           renumeration, professional pride and promotion, and occupational status.

           Volunteers involved in the Centers work, as board members, donors and supporters, generally become

           active aiming to attain or enhance status in the community. They share the vision of the trainers but

           as sponsors and patrons they look to the wider community for recognition in terms of civic and 

           public organizational leadership.

            Under these circumstances, parity of status between experts [trainers] and laymen [generally board

            members and supporters] is genuinely unattainable. [Board members may be experts in relevant

            fields of speciality, such as blindness and/or the specific responsibilities they may be called on 

            to fulfill, but the distinction being made here is between professional staff employed at the Center

            and volunteers in a laymen capacity as board members]. There is, however, a discernible mutual

            need. Lay supporters and board members depend on the trained experts to supply the skills that

            enable the organization to function, but the experts depend in turn on the laymen to provide the

            wherewithal for their livelihood.  The role relationship is unequal in that the trainers expertise

             leads them to remain with the organization even while there is turnover and/ or replacement of

             lay supporters. Were there no lay volunteer supporters there would be no organization to employ

             the experts [unless they went into business on their own, outside the non-profit framework].

             This situation carries potential tensions. But successful partnership necessitates containing these

             tensions and subordinating them to the broad shared cause, the organization mission. This can be

             achieved when all partners realize and accept the inter-dependence of trainer-specialists and of

             community supporters, donors and lay leaders.

             A FUNCTIONAL PARTNERSHIP:

             Drawing on these principles, we may note that the center is intended to be what can be called

             a functional partnership, i.e. as distinct from a family partnership where all-embracing relation-

             ships extend to most facets of family life.  The functions of the partners are related to the goals

             of the Center and delimited by boundaries drawn to facilitate achievement of these goals. This

             implies that the division of labor, i.e. who does what in the organization, can and should be dealt

             with rationally. The clearer this is understood, the less friction and strain in the partnership.

             There are least four discernible partnership levels in the Center. The first are intra-organizational

              links between paid staff and lay volunteer leaders, where, as mentioned, complications can arise

              even though both partners subscribe to the Centers credo and goals and work to attain them.

              Guide dog trainers may dislike suggestions or decisions of lay board members, perhaps even

              construing them in certain instances as interference or inept meddling. Laymen should indeed

              exercise restraint and good judgment in decision-making processes and be aware of snags and

              obstacles that can affect the output of paid staff. Conversely, paid staff sometimes display 

              unbalanced perspectives on the efforts of volunteers and lay board members who they may at

              times perceive basically as sources of funds and as social climbers, largely devoid of insight into

              the day-to-day work and problem-solving required on the job.

              These issues are not new in community work literature or in field practice.

              Periodical review of the relationships and division of tasks between paid staff and volunteers

              can be of inestimable value for the organization in terms of joint achievement. Since there 

              cannot be status parity, it is well worth exploring whether relationships between lay supporters

              and paid staff are essentially marriages of convenience or alliances of necessity rather than

              active and valued partnerships. The ideal-type or model partnership may be considered one in

              which mutually shared esprit-de-corps, the potent factor and challenge of doing something

              worthwhile together, which engages the partners energies, offsets factors likely to hamper

              the enterprise.

              A second partnership tier concerns the Centers links with its main overseas sponsor, the U.S.

              based Board of the Israel Guide Dog Center for the Blind, which functions as a support and

              funding association. Its President, Norman Leventhal, from Warrington, Pennsylvania, was

              the Centers co-founder in 1990, and remains Honorary Life President, chief recruiter of

              support and principal fund raiser.

              Over the years, the Israel Management Board and the U.S. Board, together with a later formed

              and separate association, the British and European Friends of the Israel Guide Dog Center,

              have had to adjust their perspectives and techniques of cooperation, to cope with changed 

              circumstances.Lately, an Israel Friends of the Center Association has come into existence.

              These evolving relationships between the Center and its sponsoring partners and supporters

              abroad and in Israel, require careful review and cultivation to preserve goodwill and solidify

              links.

              In addition, as a third partnership tier, the Israel Center is affiliated to the International Federa-

              tion of Guide Dog Schools for the Blind, an umbrella organization with a world wide member-

              ship. The Federation engages in exchanges of know-how, sets universal standards and undertakes

              various joint enterprises such as publishing periodicals and holding conferences. Israel, a young

              affiliate member, benefits from support extended by other more experienced Federation member

              countries, in a partnership relationship which some day may result in reciprocity, when the Israel

              Center is in a position to extend assistance to others. 

              Finally, of all the partnership tiers, the most dramatic and certainly not comparable with those

              outlined above, is the partnership forged between the blind person and his or her guide dog.

              User and dog are in fact called A Partnership Unit, after being matched and completing their

              joint training and orientation. Their relationship is typified by inter-dependence, since either

              one without the other would be ineffective. This has important implications for both trainers

              and users, since new attitudes as well as new manual handling techniques are learned. 

              The user is taught that he or she is a joint partner in a shared venture, where instrumental usage

              is bound up with attitudinal and emotional factors.

              The late Morris Frank, from Morristown, New Jersey, where the first American Seeing Eye Dog

              Training School was founded in 193, owned as his first and longest retained partner, a guide dog

              named Buddy, who literally saved his life more than once, by preventing him from stumbling and

              falling in perilous surroundings. The partnership, of course, requires commitment and cultivation.

              TO SUM UP:

              Successful partnerships have distinct features that require study and application. 

              Though partnerships in social service and community work settings differ from business

              and commercial ones or from political alliances, insofar as their rationale is service, not
              profit or power, they require similar investment of thoughtful and creative preparation and

              cultivation. There are no stock recipes or ready made formulae for success.

              People and organizations enter partnerships for a variety of reasons and have differing percep-

              tions and expectations of the outcome. There are intrinsic differences between individuals as

              partners, when emotional and personal factors count most, as compared with organizational

              partnerships, where rules and regulations tend to outweigh inter-personal factors.

              Nevertheless, there appear to be certain specific features and conceptual criteria which are usable

              in studying particular cases.

              Experience gained at the Israel Guide Dog Center for the Blind, a non-profit association which

              has professional employees as well as lay, volunteer board members and other supporters, 

              indicates that the organization must continue to cultivate partnerships. Working in concert with

              others will help the Center maintain a broad spectrum of local and international support.

              AFTERWORD:

              The Israel Guide Dog Center for the Blind, co-founded in 1990 by Norman Leventhal and Noach

               Braun, its present director, supplies some twenty trained guide dogs a year to blind applicants, 

               as well as follow-up counseling and after-care to about one hundred and twenty guide dog users,

               graduates of previous years courses. The Israel Board of Directors and Management Chairperson is

               Dr. Nurit Neustadt-Noy.  The British Friends Association is led by Anthony Krais. 

               The Center is at BEIT OVED, Code 76800, Phone: 08-9408213, e-mail: igdcb@netvision.net.il

