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Diakonia's complaints and response mechanism 
Diakonia is committed to work in an open and responsible way that builds trust in 
development and humanitarian programming and seeks to work with affected 
communities and populations in the best way possible. 
 
To ensure continuous improvement we are open to receive complaints regarding 
our work in the countries where we operate, including Sweden. This can be done 
anonymously via our web site.  We do also encourage that comments and 
complaints are raised and discussed with responsible Diakonia staff members and 
managers in the countries where we operate too. 
 
Annual report on complaints 
Diakonia set up a web based complaints and response mechanism (CRM) during 
2013, when the CRM roll-out plan for the entire organization started. This report for 
2016 is the fourth since the start, and we are happy the system works.  
 
Diakonia summarizes the organizational learning from complaints handling in 
annual reports revealing as little information about the details of the complaints, 
and, most importantly, leaving out any information about the complainant. The 
annual reports are focusing on lessons learnt and how Diakonia aims at improving 
our work. The report is available on Diakonia’s website. 
 
From January – December 2016 Diakonia received a total of 20 new complaints of 
which 12 has been finalized and 8 are still under investigation. The pending cases 
from 2015 (4) have also been finalized 2016. All of these complaints were related to 
partner organizations. Lessons learned from the cases are incorporated in 
Diakonia’s monitoring. Diakonia has also an internal report system for staff 
members used for reporting of security issues, working conditions and breaches of 
code of conduct. 6 such incidents were received during 2016. Through this channel 
the Senior Management at the Diakonia Head Office is alerted about staff related 
issue, be that working environmental issues, security problems, breaches of code of 
conduct etc. Lessons learned from such cases are incorporated into Human 
Resource procedures.  
 
 
Complaints and incident during 2016 through CRM 
complaints/incident system 

File no:  2016 CC1 Year: 2016 
Content of the complaint: 
This organization had been a partner for quite some time, and had always had good reports and clean audits. 
The partner organization suffered from internal conflicts with political connotations. This led to the resignation 
of several board members, including the president of the organization. A new president and a new executive 
director were appointed, and they asked Diakonia to finance an in-depth audit which showed that fraud had 
taken place during the previous governing structure. Diakonia and several other donors had frozen funding 
when the previous president resigned. The new governing structure started a court case against the old 
management to be able to repay donors. 
 
What we did: 
Diakonia gave advice to the new directive to take the case to court. Diakonia also facilitated several workshops and 
seminars for the new board on issues relating to good management, good internal control systems, and good 
administration and finance management. The funds that had been embezzled were paid back by Diakonia to the 
back-donor. An action plan was agreed with the new management of the organization and partnership is ongoing. 
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Lessons learned: 
Outspoken personalities who are very active in civil society could hide bad practices in the management of an 
organization. Moreover, a clean audit report does not mean that the organization has sound administration and 
finance management. It became evident that close monitoring and communication with the partner organizations are 
important and that requires human resources who can also revise the partners’ bookkeeping directly every now and 
then to detect need for extended support.	

 
 

File no: 2016 CC2 Year: 2016 
Content of the complaint: 
The partner organization did not meet Diakonia’s deadlines regarding reporting. This had happened on several 
occasions. The country offices gave several reminders to the partner, but the partner organization was not able to 
present the audit.	

What we did: 
Diakonia decided to contract an auditor to perform the audit. It showed weakness and disorder in the organization’s 
administrative routines, but at the same time concluded that no fraud had taken place. The organization had been 
participating in several capacity buildings on administration, but no improvement could be seen. As a result of this 
case the partnership was ended.  
Lessons learned: 
This case shows the importance of not having a too large partner portfolio but rather make sure that staff members 
have time and resources to follow partner organizations closely and be able to detect weaknesses and offer timely 
support. However in this case the partner had also suffered from change of staff and this case also highlights the 
need to find ways to give support to organizational development to partners, and in this way strengthen civil society 
organizations to cope with sudden changes of staff. 

 
 

File no: 2016 CC3 Year: 2016 
Content of the complaint: 
A whistleblower contacted Diakonia and informed about possible mismanagement in a partner organization’s 
administration.  

What we did: 
Diakonia performed an investigation which could confirm extreme disorder in the accounting. A special audit was 
commissioned to verify if funds had been used improperly, and the audit could establish that no funds had been 
misused. However since Diakonia and the partner had agreed on an administrative action plan due to previous 
incidents regarding the administration, the agreement with the partner was ended. The partner returned all 
outstanding funding to Diakonia, and the money was returned to the back-donor.  Partnership was ended. 
Lessons learned: 
Grass-root organizations need more attention, especially visits, from staff members. 
Diakonia has organized meetings with the partner organizations’ board of directors to talk about their responsibilities 
as well as how to fight anti-corruption, and have also shared what the agreements contain and what the 
responsibilities of both parties implicate. 
 

 
 

File no: 2016 CC4 Year: 2016 
Content of the complaint: 
Diakonia received information from a sister organization that a common partner had suffered a fraud. Neither of the 
two donor organizations had been informed about this by the partner, and nothing showed up in the audit reports 
which created suspicions that funding had been misused. 
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What we did: 
An investigation took place and focused on the partner’s internal control mechanisms. They were found to be sound 
and of good quality. No evidence could be found that funding had been misused. On the contrary, it confirmed the 
quality of audit reports, which were unqualified from the beginning. The accusation was dismissed and the case was 
closed. Partnership continued. 
Lessons learned: 
Donor coordination is important, and sharing of information regarding partner’s institutional stability is vital. In this 
case Diakonia would not have known about the suspicion. The two organizations could support the investigation and 
analyze the findings together and come up with common conclusions. 

 
 

File no: 2016 CC5 Year: 2016 
Content of the complaint: 
A sister organization contacted Diakonia regarding a mutual partner organization. Anonymous persons had informed 
about anomalies that was taken place in the partner organization, which also involved management.  

What we did: 
All funding to the organization was stopped. An investigation by Diakonia was made which resulted in the 
commissioning of a special audit from an external audit firm. The back-donor was informed. The findings from the 
investigation and special audit confirmed mismanagement and the partner organization was asked to repay Diakonia 
the funding that had been used improperly. The partner was unable to meet this demand so Diakonia had to pay 
back the misappropriated funds to the back-donor. Partnership was ended. 
 
Lessons learned: 
Diakonia had already in the beginning identified some weaknesses in the organizations financial management, but 
due to the relevance of the partner’s contribution to the program Diakonia decided to enter into partnership but at the 
same time give capacity building in organizational development. The lesson learned in this case is that more support 
and closer follow up work is needed when entering into partnership with organizations that require extensive 
financial managerial support.  

 
 

File no: 2016 CC6 Year: 2016 
Content of the complaint: 
During the ordinary monitoring work of a partner organization Diakonia found financial disorder within a partner 
organization. It was shown that some funding had not been used according to agreement due to the disorder.   

What we did: 
All payments to the organization were stopped. Diakonia investigated and gathered relevant information and 
documents. Meetings were held with the Board of the organization, and Diakonia requested repayment of the 
amount that had been misappropriated. The partner organization repaid the amount. An action plan was agreed 
upon to ensure good internal administration and a capacity building plan for the organizations staff members and 
board was also agreed upon. Partnership was continued. 
Lessons learned: 
Partners’ Boards of directors need to be involved in and supervise their organizations to safeguard that agreed 
administrative routines etc. are followed. 
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File no: 2016 CC7 Year: 2016 
Content of the complaint: 
A whistleblower contacted Diakonia to inform about serious mismanagement and anomalies in a partner 
organization involving everything from conditions of staff, salaries, book keeping, procurement etc.  
 

What we did: 
Immediately after having received the allegation Diakonia instigated an investigation. After having reviewed all 
available information and made interviews it was clear that the allegation made by the whistleblower was malicious 
and the partner was acquitted. The investigation however revealed some organizational weaknesses. Diakonia and 
the partner agreed on an action plan to strengthen the administrative capacity of the organization to prevent any 
risks for the future. The implementation of the plan started and after that the cooperation continued. 
Lessons learned: 
Diakonia need to follow up and accompany partners more closely, particularly focusing on the partners’ financial 
management routines, and organize capacity buildings for the partners.  

 
 

File no: 2016 CC8 Year: 2016 
Content of the complaint: 
A partner organization did not present complete reporting after the finalization of a project, despite numerous 
reminders from Diakonia.  
 

What we did: 
Diakonia started to investigate the case and found that the organization had ceased to exist, and there was no way 
for Diakonia to obtain the information that was missing. Diakonia informed the back-donor and repaid the project 
funding to them.  

Lessons learned: 
Giving support to smaller grass-roots organizations is important since they often work in difficult conditions and can 
achieve good results with relatively small funds. However Diakonia need to give a lot of support to this type of 
organizations to strengthen their capacities, especially regarding administration of funds to safeguard their 
sustainability as actors in civil society.  

 
 

File no: 2016 CC9 Year: 2016 
Content of the complaint: 
The partner did not meet the deadlines for reporting stipulated in the agreement with Diakonia in spite of several 
reminders. 

What we did: 
Diakonia communicated that not following the deadlines constituted a violation of the agreement that could lead to a 
termination of the partnership. The partner reported that they had problems since the finance officer had resigned 
and left without having prepared for the audit which was the cause of the delay. They presented all documentation 
and everything was found in order. Partnership continued.   
Lessons learned: 
This case shows the importance and need to follow partners closely, and be aware of any problems that might arise 
within a partner organization. As a donor Diakonia try to accompany partners to strengthen them in their work with 
programs, but also need to do so regarding their administration of the support.   
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File no: 2016 CC10 Year: 2016 
Content of the complaint: 
Diakonia received information by two sources in a partner organization, accusing one another of embezzling from 
the organization.  

What we did: 
Diakonia conducted an investigation and found that serious fraud was committed within the organization and that 
most staff members were involved. The partner organization had not long ago had a change of management which 
was the main contributing factor to the fraud. A special audit was commissioned to establish the actual amounts that 
had been embezzled. The audit also revealed that the partner’s auditor had not reviewed any of the partner’s books 
when doing the audit. Much effort was put in by Diakonia to try to get the partner to repay the embezzled amounts. 
In the end Diakonia had the repay the back-donor. The partnership was ended and Diakonia repaid the backdonor. 
Lessons learned: 
Diakonia need to make sure that partner organizations change auditors regularly. When partner organizations 
change management Diakonia have to monitor that the new staff follows regulations in the agreements as well as 
national legislation.  

 
 

File no: 2016 CC11 Year: 2016 
Content of the complaint: 
Diakonia was contacted by the management of a partner organization informing regarding an internal embezzlement 
by one of their staff members. The partner organization had discovered this when a problem with the organizations 
accounts was detected.  

What we did: 
Diakonia asked the partner to commission a special audit, which they did. Diakonia also followed up the case with 
visits and frequent communication with the management to support them during the process. An action plan for 
institutional strengthening was also agreed on. The partner repaid the amount of Diakonia funding that had been 
embezzled and Diakonia forwarded the money to the back-donor. Partnership with the partner has continued, and 
as part of it the action plan has been implemented. 
Lessons learned: 
The partner had several donors. Unfortunately it was not possible to coordinate them and make one investigation 
which affected the organization since the different investigations and audits took a long time to conduct and in the 
meantime the organization suffered limitation in its work.  
Diakonia could also conclude that merely having written internal control instruments in place is not enough. It is 
important to make them known, and from time to time make random controls to make sure that staff is following 
them. Another lesson learnt is that a partner organization may be an expert in its field and very successful in their 
work and be very appreciated by donors. However, in spite of this, the partner organization may suffer from internal 
institutional weaknesses.   

 
 

File no: 2016 CC12 Year: 2016 
Content of the complaint: 
A partner organization had their bank account confiscated and were accused by authorities of not having followed 
national regulations. This happened in a context where national authorities have stated to question CSOs and NGOs 
in the country. Legislation has been enforced which have made cooperation with partners more difficult.  

What we did: 
Diakonia has followed the case. It was established that no funding from Diakonia had been in the account when it 
was confiscated. Diakonia had to cease the cooperation since the partner was not aload to continue its work.  

Lessons learned: 
The issue of shrinking of the democratic space in many countries is evident in this particular case. Shrinking space 
is constantly increasing as phenomena in many of the countries were Diakonia works and creates constraints for 
democracy and human rights.      
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File no: 2016 CC13 Year: 2016 
Content of the complaint: 
Through the assessment of a partner audit report it was discovered that Diakonia’s support had been used for other 
activities without prior consent of Diakonia.  

What we did: 
Any further payments to the partner organization were stopped. Several reminders and extensive dialoguing with the 
partner management and their Board took place in order for Diakonia to recover the amount that had been used 
improperly. The organization promised to repay on several occasions, but in the end failed to do so. The partnership 
was ended. The back-donor was informed and Diakonia had to repay the misappropriated amount to them.  
Lessons learned: 
In case of discovering fraud within a partner it is important to immediately halt any funding. 
Close monitoring and accompanying partners is needed to detect cases like this as early as possible. 

 
 

File no: 2016 CC14 Year: 2016 
Content of the complaint: 
During a routine monitoring and evaluation performed by Diakonia on a partner organizations bookkeeping it was 
found that the executive director of the organization had not reported a travel advance which was provided for 
participation in a Diakonia organized trip. Until reported the advance has to be considered a disallowed expense. 

What we did: 
Diakonia withheld further funding and asked the organization to show proper reporting including receipts. An 
investigation also took place to see if any other funding had been mismanaged. This was not the case. Following a 
meeting between Diakonia and the organization’s Board the executive director was asked to refund the money that 
could not be reported, and this was done. Diakonia has repaid this amount to the back-donor. A plan of action to 
help strengthening internal control including working with the Board regarding their roles and responsibilities is being 
implemented. Partnership with the organization is ongoing. 
Lessons learned: 
Delaying retirement of receipts is always a red alert that requires investigation of the partners internal control 
systems and routines since it guides the partner organization, and when existing rules are not applied it flaws on the 
operations.  

 
 

File no: 2016 CC15 Year: 2016 
Content of the complaint: 
The partner organization presented an annual report to Diakonia which could not be approved since it raised 
suspicions of mismanagement.  

What we did: 
Diakonia started a process to try to recover funds that had been used in a non-eligible manner. An intense dialogue 
kept on for quite some time, and Diakonia started looking into legal procedures to recover the funds. At the same 
time the organization started a process to strengthen its administration. This led to establishing order in the 
accounting and the organization could finally present annual reporting with all supporting documents available and 
an unqualified audit. Diakonia of course suspended the demand for repayment of funds. 
Lessons learned: 
With this case Diakonia concludes the importance of monitoring the partners closely and not least follow up that they 
meet dead-lines for all kinds of reporting.  
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File no: 2016 CC16 Year: 2016 
Content of the complaint: 
The organization had been a partner to Diakonia for some time. The organization, and especially their leader, had 
been playing an important role in the country on a national level. However Diakonia discovered during normal 
monitoring that a financial report did not follow the approved budget for the period and had to act on this. 

What we did: 
Diakonia also informed other involved donors. When Diakonia asked for clarifications regarding the faulty report, the 
information received was not satisfactory so Diakonia, together with other donors, decided to stop payments and 
make an investigation. The result showed that the organization did not function well internally. The administration of 
funds was weak, and the internal organization lacked transparency and there were no clear segregation of functions. 
During the investigation a new leadership was appointed in the organization. A decision was taken by all donors to 
engage in a restructuration with the new leadership, and a consultant was employed to do this. When this 
consultancy was commissioned the partner organization also handed in a clean audit and reported that all 
supporting documents were in place. Diakonia’s back-donor asked for repayment of part of the funding. Diakonia 
repaid the amount, the consultancy to rebuild the organization is ongoing and Diakonia is supporting this. 
Lessons learned: 
The lesson learned is that all partners, be them very big/emblematic or very small have to be accompanied in the 
same way, and with a close dialogue.  

 
 


