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based social network at the service of the Catholic
Church of Myanmar. KMSS is a network of 16
Diocesan Offices and a Yangon  -based National
Office. The Diocesan Offices play a key role in
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FOREWORD

| am blessed and honoured to be one of the

KMSS senior staffs who is part of the institutional
memories of KMSS and Trocaire partnership.

Caritas fraternal cooperation/partnership values

of Arespect, equality, an
keys of the KMSS -Trdcai re relationship and the
positive experiences of the localization transition
journey is founded on those core values. In our
Amodus operandi o0 of HAway
not only hearing through our technical ears but
also filistening wit adsushoe
the institutional commitment and the leadership

Reading this report, | am reminded of the challenge
that true commitment to localisation presents.
When we embarked on this journey of change with
HARP, DFID, KMSS and Trécaire, perhaps we did not
d nkaawthe éxiert tp which thiglong roasl toward
shifting more power and influence to a national
organisation would stretch all of our organisations.
I think this report documents the twists and turns
o f ogbthedransitenl procegDand pm@des valuable
reflection not just for those of us who were
h e aimvo I¢ed, but forioteer Humanitarian organisations
interested in seriously making localisation come

wisdom makes this localization vision areality. | do alive in their work. One quote stands out to me:

echo Tr - c a leadership inspiration of this unique
experiences to be the stepping stone of localization

for wider humanitarian community. | p raise the
Lord for guiding KMSS and Trocaire into this new

0 T hpartnership between KMSS and Trocaire
has sought to demonstrate a potential model for
transformation of traditional partnerships and

large scale grant management processesd As

era of relationship. | thank KMSS and Trécaire staffs we emerge into a new working relationship with

for their hard work in proving the spirit of solidarity.
We are grateful to HARP - F for trusting in KMSS and
Trocaire during this 3 year program implementation
and remarkably not prescriptive but collaborative
throughout this journey of localization. A concrete

KMSS, | hope that the lessons documented in this
report provide a useful set of guideposts for other
organisations seeking such a transformation in
their partnership.

step taken and still along way to go. May God bless

our path.

Dr. Win Tun Kyi

Director
Karuna Mission Social Solidarity (KMSS)

Ashley Proud

Country Director,

Trécaire Myanmar
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Photo: Myat Lin Hlaing

KMSS staff take part in activities during a 3 day strategy workshop organised by Trécaire WASH Advisor in September 2019.

EXECUTIVE SUMMARY AND KEYFINDINGS

The second year of the Humanitarian Response

and Transition to Localisation: Kachin & Northern
Shan States project saw Karuna Mission Social
Solidarity (KMSS) take over the grant management
responsibility from  Trocaire. This was a significant
milestone in the partnership journey of the two
organisations, who have been working together

since 2012. The transition year provided both
organisations, and the Humanitarian Assistance

and Resilience Programme Facility (HARP-F)

wit h important lessons on managing a process of
localisation.

The initial design of the project envisaged that

from the third year (2020) onwards, KMSS would

become the primary recipient of the grant, with

Trocaire becoming a sub -grantee of KMSS. HARP  -F
decid ed to bring the transition forward by a year, at
the start of 2019. Three months into the transition

year, HARP-F directly engaged Trocaire removing
their budget from KMSS. This change was made

in response to challenges raised by Trécaire.

Since April 2019 , the engagements of the two
organisations with HARP  -F have been managed
separately, while they continued to collaborate on
delivering the agreed project objectives.

There have been positive  shifts and developments
across this year building on those identified in the

initial research phase !, however the journey has also
had its challenges. Particularly the initial period of

the year saw a reduction in engagement between

the two organisations, with in creased tension
emerging. However, the long -standing partnership
between KMSS and  Trocaire and the interpersonal
relationships between the staff of the organisations
helped to gradually address and resolve most of

these issues. Theor gani s ashaied vatués

as church -based organisations were important

in enabling the organisations and staff to work
productively together to address these challenges.

Overall, while there were a range of challenges
that emerged during the transition phase, the
established partnership between KMSS and
Trocaire, and their commitment to see through this
changeover successfully, helped them to navigate
this period. There were several opportunities that
could have been leveraged to smooth the process
for both implementing partne rs and the funding
partner. However, at the end of the transition

year the collaboration has reached a more stable
and robust level of partnership between the two
organisations, with the lessons learnt in 2019
helping to improve their way of working in 202 0.

1 Localisation Through Partnership: Shifting Towards Locally-Led Programming In Myanmar i Phase 1: The Partnership Journey

i August 2019



OVERVIEW OF FINDINGS: SUCCESSES
AND CHALLENGES

KEY FINDING 18 THE TRANSITION PROCESS PRESENTED SIGNIFICANT
CHALLENGES THAT WERE MANAGED THROUGH CONTINUED
ENGAGEMENT AND ESTABLISHED PARTNERSHIPS

Key successes:

Yy Long-standing partnership and common values helped to navigate challenging
periods of the transition

Yy Comm itment from HARP-F KMSS and Trécaire staff to work through emerging issues
in order to progress the project and localisation work was crucial

Yy Re-focusing of priorities by the national office as KMSS settled into the role helped to
improve collaboration

Key challenges:

y Decision by HARP-Fto bring forward the transition by a year led to a difficult transition

Yy Removal of Trocaire as a sub-grantee of KMSS on short notice (at the request of
Trocaire), led to a sense of mistrust and impacted on constructive relationship
dynamics

Yy Increasing workload for KMSS in early 2019 reduced the level of coordination and
collaboration in the initial months

Yy Feelings of higher expectations to perform and the need to exhibit their capacity also
contributed to a reduction in engagement by KMSS

KEY FINDING 20 DFID AND HARP -FPLAYED AN IMPORTANT ROLE IN
SHAPING THE LOCALISATION  PROCESS

Key successes:

Yy The continued commitment of DFID and HARP -F to supporting localisation was
essential

Yy HARP-Frecognising the importance of the project increased their management and
support to the project, and to KMSS

Key challenges:

Yy Bringing forward the transition timeline by one year with limited consultations,
reduced the opportunity for partners to adequately adapt to their new roles
Yy Change in how Trocaire were engaged within a short time of KMSS becoming the main
grant recipient impacted the collaboration efforts between the organisations
Yy Better transition planning and capacity assessment could have helped to avoid
removing the Trécaire grant from KMSS
Yy Ensuring adequate planning and ongoing support to facilitate the incremental change
process to facilitate smooth transition



0 ESTABLISHED RELATIONSHIPS AND PERSONNEL
CHANGES CONTRIBUTED TO THE EVOLUTION OF THE PARTNERSHIP

Key successes:

y  Established inter -personal relationships were important in working through challenges
Yy New staff brought in alternative viewpoints and ideas to help improve collaboration
y Commitment from strategic/leadership levels were important in ensuring ongoing
engagement
Yy Regular engagement helped in building up a more collaborative mindset at the
technical level

Key challenges:

y Staff changes resulted in loss of institutional knowledge, and required time to build up
trust with new counterparts

y Staff changes at HARP-Frequired effort from implementing partners to reengage, and
changed HARP-F dapproach to managing the localisation process

y Initial difficult engagements at the leadership level had a flow on effect to the
technical collaboration

KEY FINDING 4 0 CONTINUED ENGAGEMENT HELPED DEVELOP A
COLLABORATIVE MODEL FOR CAPACITY BUILDING

Key successes:

y  Jointly developed plans for MEAL and WASH support helped to set up a more
structured approach to capacity building

Yy The HARP -F grants team became more involved in supporting KMSS to meet
operational and financial ~ requirements

Yy The combination of K MS S 6rgan isational experience and T r - c a khilig & remain
flexible was important in working through the transition period

Key challenges:

Yy Initial gaps in communication and confusion over how capacity building support could
be best utilised

Yy Mutual capacity assessments did not take place and there were delays in partners
negotiating jointly agreed capacity strengthening plans

Yy Inadequate planning for ongoing support on operational and project management
support to KMSS in 2019

KEY FINDING 5 0 CHANGE IN GRANT MANAGEMENT, FUNDING
ALLOCATIONS AND ITS BROADER IMPLICATIONS FOR ORGANISATIONS

Key successes:

Yy Technical support model between Trocaire and KMSS opened up more funding for
Trocaire (including from HARP-F)
Yy Increased positioning and bargaining power for KMSS to increase direct funding

Key challenges:

Yy Ambiguity on budget and resource allocation reduced collaboration on capacity
building



INTRODUCTION

Progress on localisation since the World
Humanitarian Summit commitments on
localisation, including the Grand Bargain and
Charter for Change commitments in 2016, has
been slow due to the inability of the sector to
move beyond some long  -standing challenges,
including fair access to direct funding and more
power in decision making. 2 To realise the full
potential of locally led humanitarian response,

changes in traditional ways of working are required

from all partners, including donors, international
organisa tions and national organisations.

The partnership between KMSS and Trécaire
has sought to demonstrate a potential model

for transformation of traditional partnership and

Karuna Mission Social Solidarity (KMSS) is a faith
based social network at the service of the Catholic
Church of Myanmar. Trocaire is the overseas
development agency of the Catholic Church

in Ireland and is a partner - based organisation.
Trocaire and KMSS  have been working together to
respond to the crisis in Kachin and Northern Shan
State (NSS) since 2012.

The UK government established the Humanitarian
Assistance and Resilience Programme (HARP) in
response to commitments made under the Grand

Bargain. In desighing HARP, DFID took a different

approach to humanitarian assistance in Myanmar,
including an explicit focus on localisation. Under

the HARP Facility (HARP-F), a significant proportion
of grantees are local organisations; these partners

receive tailored support focused on capacity -
building and organizational development, in
line with Grand Bargain commitments and the
principles of localisation. HARP  -F directly funds
Trocaire and KMSS under this localisation project.

2 ODI (2020)i Grand Bargain annual independent report 2020

10

large -scale grant management processes. In 2019

(the second year of the three -year duration), KMSS
become the direct recipient of grant funding for

the Humanitarian Response and Transition to
Localisation: Kachin & Northern Shan States project,
funded by DFID through HARP-F This transition
took place 1 year earlier than originally planned, and
this was a decision made by HARP-F While there
were numerous challenges, the two organisations,
supported by HARP-F have been able to make
significant progress in shifting traditional

ways of working to further support localisation
commitments. This report examines the key

successes and challenges, as well as learnings that

are emerging from this period of transition.

Elderly IDP, who relies on food and cash support received
from Trécaire and KMSS through HARP -F funding as she lives
in the Lana Zup Ja camp . Photo: Yawng Htang, 2018


https://www.odi.org/publications/17044-grand-bargain-annual-independent-report-2020

Scope

Trocaire and KMSS are conducting a multi -year associated with the transition towards localisation,
research study to understand and document the with a focus on the outcomes of the projects.
successes and challenges associated with the

localisation journey in their partnership in Kachin The second of three, this report focuses on 2019
and NSS. Delivered in three phases, the first phase where KMSS took over primary responsibility
focused on the internal partnership journey, the for managing the DFID  -HARP grant. The report
reflections and experiences of each partner and also looks to capture successes, challenges and
the shifts during the collaboration 3. Phases two and lessons emerging from how the two partners have
three of the research will analyse the impacts delivered the project within their transitioned roles.

RESEARCH PHASE 1. RESEARCH PHASE 2: RESEARCH PHASE 3:
The partnership journey The localisation transition in 2019 Outcomes from the transition
from 2012 -2018 process at the end of 2020

Research questions

The overarching research questions are
presented below (sub  -questions are
contained in Appendix 2).

1. What was the partnership journey and
localisation process for ~ Trécaire and
KMSS to date?

How has the partnership transitioned
tosupport KMSS6 | eader shi
project?

What are the outcomes of this
localisation transition process for
project participants?

De-sludging training taking place in Bhamo (July 2020). Photo: Myat Lin Hlaing

3 Localisation Through Partnership: Shifting Towards Locally-Led Programming In Myanmar i Phase 1: The Partnership Journey
i August 2019
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Aprimarily qualitative mixed methods approach
was used for the research. The research process
drew information from key informant interviews,
relevant project documentation and additional

data provided by partners. While the first phase
primarily looked at the internal partnership
dynamics, the second phase integrated the
perspectives and input of the donor. As DFID has
articulated that localisation isanimportant driver
for the HARP Facility, their perspectives on the
progress made inthe Trocaire i KMSS partnership
have been important in understanding the key
successes and challenges of the transition year.

Primary data collection engaged staff involved in
managing the partnership, capacity building and
programming, as well as senior leadership from
KMSS, Trécaire and HARP-F. Findings from this
process were triangulated with information collated
through a doc ument review.

While the research was able to engage with
respondents from Trécaire, KMSS and HARP-F,
some of the limitations in conducting the research
are outlined below.

Remote data collection: COVID -19 pandemic
conditions and enactment of global travel
restrictions meant that in -country data collection
in Myanmar was not possible. Data collection
processes were carried out remotely. While

all planned interviews were completed, the

remote data co llection process does create some
limitations on observing respondent reactions and
potential for raising follow up questions.

Limited number of interviews:  Forthe purpose of
the research, only relevant respondents who were
directly involved in partnershi p and localisation
management were engaged for Klls from KMSS,
Trécaire and DHID-HARP. Due to the nature of the
report, data collection from project beneficiaries

was not carried out.

interviews with ~ staff
from leadership, programs and operations sections

6

programme and
partnership
documents
reviewed

=

(®):

organisational
respondents from
KMSS, Trocaire and
DFID -HARP
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THE PARTNERSHIP JOURNEY

This timeline shows key events in the evolution of the partnership.
The following key is used to categorise the key events:

AN - RA
a ) h3¢
O PARTNERSHIP O FUNDING O CAPACITY

y 2011

Conflict breaks out in Kachin State, resulting in Vv 2012
large -scale displacement.

Escalation of conflict in Northern Shan State,
causing further displacement.

O First phase of DFID funding to ajoint KMSS-Trécaire
response to the crisis in Kachin and Northern Shan
State. The partnership predates 2012 (2006), but is
solidified with the DFID funding.
O KMSS leads implementation, with technical support
from Trdcaire. Trocaire holds contract with DFID.
y 2013
Annual funding continues for response. O Capacity strengthening support to KMSS occurs
Trocaire holds contract. across period with training, technical support,
development of systems and processes and
mentoring.
y 2015
KMSS becomes aregular and active cluster member KMSS adopts a more decentralised organisational
in local level cluster system, supported by Trécaire. structure, enabling individual dioceses to manage
donor funding directly.
y 2016
Consortium formed with DRC, Trdcaire and KMSS. World Humanitarian Summit. Both partners sign
Trocaire holds contract with DFID. Charter for Change.
KMSS develops first Humanitarian  Strategy for both DFID HARPFacility (HARP-F)design and
Kachin and Shan contexts, supported by Trdcaire. inception phase.

Localisation through partnership
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y 2017

KMSS joins consortium Steering Committee. SEP: Three day joint KMSS  -Trécaire HARP -F proposal
0 JAN: Grant for 2017 provided by HARP. Grant provided ~ development - workshop.
to Trocaire as primary grant holder. O SEP: Trocaire and KMSS submit proposal to HARP-F.
0 JUL: KMSS and Trocaire commence design of HARP-F O OCT-NOV: Proposal feedback and negotiations

delivery grant proposal for 2018 -21. with HARP-F.

JUL: KMSS and Trécaire hold workshops  to discuss O DEC: HARP-F2018 grant agreement signed by Trocaire.
proposal and localisation transition process.
0 AUG: Capacity Building Framework negotiated for
transition process.
y 2018
O HARP-F grant starts - three year funding for Trécaire and KMSS hold a series of workshops and
humanitarian  response in Kachin and NSS. First year trainings on technical areas (WASH, EFSL, MEAL)
of grant funds managed by Trécaire. and grant management/cross  cutting areas (project
4 . _ o _ protection mainstreaming, disability and inclusion.
O Trécaire appoints aLocalisation Coordinator to oversee - ,
the transition and capacity strengthening process. O HARP-F awards KMSS separate rapid response
KMSS TASK team members and Accountability and funding funds to support many of the newly displaced
Learning Officers start, population in Kachin and Shan states.
O KMSS contract Best Solutions Accounting to strengthen KMSSwith Tr - ¢ a supid produce their first monthly
financial management within the Diocesan Offices. ~ M&E report for the project.
O Joint KMSS-Trocaire workshop on developing Standard O Trdcaire supports KMSS with the revision of the program
Operating Procedures. KMSS supported to lead this ~ budget.
process going forward. O KMSS leads quarterly learning and reflection workshop
First quarterly leaming and reflection workshop is in Myitkyina.
conducted; second quarterly workshop conducted
jointly.
y 2019
O JAN: KMSS becomes primary grant holder for the O APR: KMSS continues to receive direct funding (except
HARP-Fresponse grant. for Trocaire component of work).
O JAN: HARP-Fgrants three month costed extension to O MAY: Trocaire and KMSS joint workshop to develop M&E
enable development of next phase of the project. plan for project.
O JANT Mar: KMSS receives funding directly for the O SEP: HARP-Fincreases budget for Trécaire to include
project, including component for Trocaire additional WASH and MEAL support to other HARP
O APR:KMSS (supported by Trécaire) begins partners, using the same modality aswith KMSS.
implementation  of next phase of the project for O NOV: Trocaire and KMSS (with input from WASH and
21-month period till DEC 2020. MEAL Advisors of HARP-F) jointly develop WASH and
O APR: HARP-Fdirectly engages Trécaire for their MEAL capacity strengthening plans to guide capacity
component of work and they are no longer a building till December 2020.

sub-grantee under KMSS.
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EYFINDINGS: NAVIGATING THE
TRANSITION PHASE

Shifting the role of direct grant recipient means
shifting power. For  Trécaire this meant that after

AThere wereno6t a | ot

seven years of directly being engaged by the processes to draw from at the time when
donor as part of their work with KMSS, they would _ N

now be engaged through KMSS. For KMSS it we began this transition work. Overall
meant that they were now expected to manage , .

the engagement of  Trécaire as a sub -grantee in KMSS and Trocalre have rea”y |eam6d d
addition to their on  -going implementation. While |Ot from thiS e x p er i é nce O

in principle both organisations were committed
to the transition process, in practice the process

proved to be chall enging. T hTdhissectionexpleresihe keynsuccgsses and

examples or lessons from the humanitarian sector challenges of the transition phase during 2019,

on similar transition processes, and institutionally when KMSS became the primary grant recipient

both KMSS and Trécaire were entering anew phase of the Humanitarian Response and Transition to

of their partnership. Although there were transition Localisation: Kachin & Northern Shan States project.

and capacity building plans in place, practical
implementation proved to be a challenge in the
first half of the year.

KEY FINDING 1 & THE TRANSITION PROCESS PRESENTED SIGNIFICANT
CHALLENGES THAT WERE MANAGED THROUGH CONTINUED
ENGAGEMENT AND ESTABLISHED PARTNERSHIPS

Key successes:

Yy Long-standing partnership and common values helped to navigate challenging
periods of the transition

Yy Comm itment from HARP-F KMSS and Trécaire staff to work through emerging issues
in order to progress the project and localisation work was crucial

Yy Re-focusing of priorities by the national office as KMSS settled into the role helped to
improve collaboration

Key challenges:

Yy Decision by HARP-Fto bring forward the transition by a year led to a difficult transition

y Removal of Trocaire as a sub-grantee of KMSS on short notice (at the request of
Trocaire), led to a sense of mistrust and impacted on constructive relationship
dynamics

Yy Increasing workload for KMSS in early 2019 reduced the level of coordination and
collaboration in the initial months

Yy Feelings of higher expectations to perform and the need to exhibit their capacity also
contributed to a reduction in engagement by KMSS

4 Interview 8

0 f
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The transition year i especially the initial six months
i was a challenging period for HARP-F KMSS and
Trocaire. The decision by HARP -F to bring the
transition forward by a year, and the request from
Trocaire for HARP to directly re-contract Trocaire
i with limited consultation with KMSS i three
months into KMSS becoming the direct grant

recipient (further discussed under key finding 2),
resulted in creating a sense of mistrust between

KMSS and Trocaire, and made it more difficult for
the transition process from a partnership point

of view. 5

filt was not an efasy

A notable reduction from 2018 in the coordination
and collaboration between KMSS and Trécaire took
place during the initial period of 2019 which was
both a cause and a result of the challenges faced
during the initial months. This was in part due to

the in creased workload and planning that KMSS
had to undertake initially. “In previous projects
and in 2018 under the current project, KMSS

were mainly focused on project implementation.
After taking over the grant management in 2019,
the increased accountabilit  y burden of ensuring
compliance and managing financial tracking and
reporting, increased the workload for the KMSS
national office. 8 Managing the three diocesan
offices after the handover also required some
adjustment on the part of the national office. o
These chall enges
increased focus on implementation, and reduced
engagement with Trécaire.

fi B 0 tedims were under a lot of pressure.
KMSS had three jobs: to deliver the work;
receive capacity building; and take more
responsibility ongrant manage me'ht

Changes to the engagement model, especially
between KMSS and Trécaire that had been

Interview 2

Interview 1

Trocaire Narrative Report Q1 2019
Interviews 2, 7,8

Interview 4, 7

10 Interview 9

11 Interview 4, 8

12 Interviews 3, 9

13 Interview 4

14 Interview 8

© 0 ~NO U

contributed

in place since 2012, also required a significant
shift in organisational attitudes and practices.
This included clearly identifying the role each
organisation and its staff members played, and
how their interactions with their counterparts had
to change.

As they settled into the role, the national office was
able to re -prioritise their responsibilities, focusing

on compliance, coordination and quality control. Hn
This also helped with improving their ability to

better work with  Trdcaire in coordinating tech  nical
support. The national office was supported by

both Trocaire and HARP -F in working through

lt,he eﬁe%uil'er{]erins. l}f Wh&e this was a challenge
initially, the ongomngarning enabled KMSS to put

in @ more robust structure with the national office

taking more upward accountability to the donor.

A K MS8&s always been focusing onthe
implementation and on the beneficiaries.
There has not been enough time spent on
reflection, leamning andi mpr oventent

As this transition in grant management was

seen as one of the first projects in the country

to practically demonstrate localisation, there

was added pressure on KMSS to demonstrate

their ability to deliver the project and operate

independenblly.  This contributed to the reduction

in Ehglr er}1<gaggmse8t%n c!'alprrllclityt bhilging with

Trocaire, who were trying to clearly define how

their technical support and capacity building could

be integrated with KMSS priorities at the time.

For example, sharing of KMSS progress updates,

which were used by  Trdcaire technical specialists

to track progress and identify support needs,

was discontinued. *° This created a challenge in

coordinating an effective capacity building process.
\ Gradual progress on this issue was reach ed with
0more direct engagement between technical staff.

For both MEAL and WASH capacity building,

\

0
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Trocaire and KMSS worked together to put in place
relevant plans, which also outlined their capacity
strengthening approach. ¢

A | 2018 we were like one team. Atthe
beginning of 2019 this was not the case. It
felt like the partnership was not there. After
the capacity building framework was put in
place, and lot of engagement, by the end of
the year, it felt like we were back to being a
team. o

However, the effort put in by staff from KMSS

and Trécaire to continuously engage and ensure

productive working relationships at all levels was
important in managing the ongoing partnership.

Key staff from both organisations recognised that

there was a ne ed to work with each other in order

to resolve any issues that emerged. 8 This included
engagement both at a technical (MEAL and WASH)
level as well as a managerial/executive level.

As documented in the first report, both KMSS

and Trdcaire as part of the C atholic church -based
network of organisations, and as part of the Caritas
family, share a common value structure. These
common values, combined with belonging to the

same network of organisations, was an important
factor that also helped them work through some of

the emerging challenges. *°

A Wh at ahe disagreement, we always
tried to reconcile. We are part of the Caritas
family, we are part of the church, sowe
cansatnotoeachot hé&r o

Training on household water treatment processes taking place in Bhamo during December. 2019. Photo: Myat Lin Hlaing

16 Trécaire Narrative Report Q2 2019, KMSS Narrative Report Q2 2019, Trocaire Narrative Report Q32019

17 Interview 7

18 Interviews 1, 2, 8
19 Interviews 2, 6
20 Interview 2
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