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The New Generation of Institutional Development

ID Interventions Linked to Organizational Effectiveness and Performance Indicators

BACKGROUND

While there has been general acceptance of the principle behind institutional development and capacity building, both as an objective and as an approach to technical assistance, there has been greater difficulty in making it operational in development projects and programs.  To overcome this barrier, both the American Red Cross (ARC) and the International Federation of Red Cross and Red Crescent Societies (Federation) have made Institutional Development (ID) one of their core priorities in promoting a holistic approach to capacity building.  The organizations are designing frameworks that can cope and adjust to the reality of rapidly changing environments while at the same time maintaining a sense of direction and ensuring practical application.

Since August 1998, ARC International Services Department has been working closely with an outside consultant to review how the Red Cross Movement conducts ID work to assist sister National Societies, and to design a framework to increase impact in this area.  Key needs and recommendations include:

· Identify an organizational model showing how organizations function in a manner understood by all participants in the process

· Create a performance model showing how organization are supposed to work well

· Develop an instrument for examining National Societies’ performance and measuring impact

· Link the models and instruments to practice in the Red Cross/Red Crescent Movement

· Ensure a strong connection between the model and instruments on one hand, and vulnerability on the other
Based on this study, ARC has drafted a framework for supporting the ID process that builds upon established Federation concepts and tools, and enhances the application by promoting the link between ID and organizational effectiveness and measurable indicators.  In cooperation with the other Movement partners, ARC is designing a new generation of tools for ID practitioners and Red Cross managers to better facilitate a change process.

ENHANCING DEVELOPMENT FRAMEWORKS

While current Federation development frameworks like the Characteristics of a Well Functioning National Society and Strategy 2010 provide good guidance to Red Cross/Red Crescent National Societies, they are not designed as tools for facilitating the ID process.  To support this effort, a number of other resources are available, most notably: the Federation’s Institutional Development Handbook, CAPI (Capacity Assessment Performance Indicators), VAC (Vulnerability and Capacity Assessment), and various policy and guidance documents.  While these are good tools for capacity diagnostic and National Society development support, they generally operate independent from each other and in an absence of an overall framework that links these resources to more efficiently and effectively supporting the ID process.

The new methodology being developed by ARC promotes a holistic approach to capacity building.  It builds on prior ARC and Federation performance and experience, and incorporates industry practices and research findings to more closely and appropriately link ID interventions to organizational effectiveness (OE) and measurable performance indicators.  It is being designed to better coordinate ID interventions and assist field delegates in applying existing theories and tools to support the change process.  ARC is working closely with its Movement partners in drafting and field-testing an ID facilitator’s guide, a step-by-step ’how to’ tool for coordinating the important diagnostic stage of an ID process. 

Advantages of New Methodology

· Directly links ID interventions to organizational effectiveness and measurable performance indicators

· Promotes a holistic approach to development, considering the many internal and external elements influencing an organization and how they contribute together to overall performance

· Requires the active participation of the National Society which supports their ownership to the organizational assessment and change process 

· Identifies priorities for ID interventions based on a sound assessment to better link existing tools and development theories to be more practical for the facilitating change

· Recognizes ID as a continuous process with individual relationships vital to its success

· Involves communities, constituents, and vulnerable populations in defining organizational program priorities 

· Establishes baseline data for measuring impact of the ID intervention and holding delegates and National Societies more accountable to outcome results

OPEN SYSTEMS MODEL 
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A common understanding of how organizations function is first needed to understand and measure how well they function.  A standard organizational model encourages all involved in the ID process to share a common approach for diagnosing problems and identifying solutions.  For the Red Cross, the open systems model is recommended and is the fundamental premise behind the new framework being promoted.  The essence of this approach is that organizations get resources and inputs from the environment, transform them in some way, and produce outputs and results.  Those results then influence future actions and choices by the organization.  Interaction with the environment, transformation of resources, and generation of results are constant characteristics of National Society operations, making the open systems model an appropriate approach to analyzing the organization in an ID process.  

The open systems model gives special weight and significance to the ways in which elements of the system operate together, e.g., the way in which organizations performs well overall are the ways in which they operate well as systems.  Their success comes from their ability to manage the on-going flow of constituency satisfaction, resource acquisition, internal processes, and program delivery.  This is a change from other models of organizational performance in humanitarian relief that looks at the performance of many individual elements without saying explicitly how they contribute to overall performance.  The open systems approach also operates at an organizational level, not a program level, and shows effectiveness as characteristic of an organization over longer spans of time rather than a single instant or brief period.  Used in this way, the systems model creates a context in a way to diagnose and predict changes in a National Society’s performance.

ORGANIZATIONAL EFFECTIVENESS MODEL
Applying the open systems model, we can look at effective performance of an organization as being a consequence of operating effectively as a system.  At the heart of this approach is the identification of the different elements of the system that illustrate how the organization works well and where performance can be examined.  Using the open systems model to measure organizational effectiveness (OE), we can identify four performance components and consider the organization’s response to environmental factors.

· Constituency Satisfaction – How the needs of stakeholders and constituents are identified and met.  In the systems model, constituents and their satisfaction is important because they are the resource owners and have direct influence over which resources are made available to the National Society.

· Resource Acquisition – How the National Society identifies and obtains key resources.  The focus here is not just on quantity and type of resources, but also on quality.

· Internal Process – How the resources are used internally.  This deals with organizational structure, information and communications technology, logistics, staff development, organizational learning, financial control, governance and management conduct, and efficient use of resources.
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Goal Attainment – How the National Society designs and achieves goals at multiple levels (strategic and long-range planning, organizational process planning, program planning, program delivery) and monitors and evaluates progress.  

· Environmental Responsiveness – How the National Society responds to the environment.  This emphasizes the ‘open’ part of the open systems model.  

These direct and indirect contributions connect each component of organizational performance to overall OE.  This approach does not say that any component is more important than the other; rather that none of them alone is sufficient, but all of them together are necessary.  This makes the effectiveness approach for thinking about how organizations work well consistent with the systems approach for thinking about how organizations work.

ORGANIZATIONAL EFFECTIVENESS ASSESSMENT

The systemic OE model is the basis for measuring the performance of a National Society.  The application for this model will in most cases be an assessment of National Society’s performance for enhancing its capacity in its national setting.  An OE assessment will highlight the overall weaknesses and key issues that must be addressed for any of its program and service areas to function effectively.  This assessment is recommended as it supports the ID process by:

1. Facilitating the evaluation – The open systems and OE methodology links existing assessment tools and development theories to support a comprehensive evaluation.

2. Building relationships – The assessment process introduces the ID delegate to the National Society and vice versa, as well as supports relations between the National Society and its key stakeholders. 

3. Establishing ID priorities – The assessment is key to planning an appropriate intervention by identifying the National Society’s highest priority needs as far as learning, structure, process, and resources. 

4. Setting baseline data – Absent from most ID frameworks has been measuring the extent and manner in which an intervention changed a National Society.  The OE assessment will address this by establishing baseline data, allowing the OE assessment team to measure conditions of the organization before and after the intervention.  This baseline data will also be used to more appropriately evaluation of a delegate’s performance.  

The OE assessment team will use various data-gathering techniques to identify 5-7 priority decision management areas of challenge of a National Society, typically 1 or 2 from each of the identified performance components.  These decision management areas then become the priorities of a focused, multi-year ID intervention. 

NEXT STEPS

The ARC has field-tested the OE Assessment process in Bulgaria and Grenada, and is planning similar pilots in Russia and Africa, and possibly in other Balkan and Caribbean countries, as well as Central America.  The ARC is also continue to facilitate ID dialog with other Red Cross partners and is planning a number of regional ID coordination meetings and expects to host the first Global ID Think Tank meeting in Washington this Fall.
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