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A. POSITIONING THE CI STRATEGIC PLAN

This strategic plan attempts to fulfil a dual set of objectives. Firstly, it reaffirms our collective commitment to a CARE Vision and Mission that will guide the work of the entire confederation for the years to come. In that sense it represents the core principles of CI and defines its organizational identity. Secondly, it looks at what CI members can do better together than individually to fulfil the Vision and Mission and achieve greater impact. The plan has developed a set of specific initiatives to reach this goal.

Interestingly, the plan preparation process has confirmed the validity of the strategy adopted earlier. There is considerable consensus throughout the organization to recognize that the CI Vision and Mission is as valid, relevant and inspiring today as it was when it got articulated some seven years ago. It still very much defines who and what we are as an organization. 

Similarly, there is consensus that the strategic directions articulated in the earlier strategic plan still have considerable relevance today. Clear priority was given in the previous plan to specific strategic directions.  As a consequence, significant progress has been made in emergency response and the piloting of an alternative management model in the Middle East and Eastern Europe.  However, only modest progress has been made towards a number of other strategic directions. 

The successful implementation of any of the initiatives developed in this plan will depend upon realistic expectations of what can be achieved within available resources as well as a commitment on the part of all CI members to a considerable degree of inter-connectedness, trust and mutual accountability. 

Even the most decentralized confederation requires a solid constitution .This plan will have to sit at the apex of CI’s hierarchy of norms. Not in the legal sense perhaps, but in moral and ethical terms. Members will have to commit to its strategic objectives out of their own free will, and then find the courage to collectively enforce their realization. 

This plan will then become the foundation and the reference point of all the CI members’ national plans and also of course inspire the plans developed by the country offices.  

Therefore, the “territory” or “reach” of this plan, and how it should inform and support the plans of CI members and country offices, is defined by the following:

· CI is CARE International, meaning the entirety of the confederation – the CI Secretariat, the members of CI, and CI’s country offices.  

· This is a strategic plan for the entire CI confederation.  CI members agree that, with its adoption, all member and country office strategic plans should be reviewed and updated or renewed in order to reflect and support the strategic directions being pursued by CI.

· The strategic plan is not optional – it is not a menu from which CI members and country offices can pick and choose.  By committing to the strategic plan, each CI member is making a commitment to each of the directions it contains.

It follows that this plan:

· Describes a shared organisational vision of the CI confederation, and directions and actions that could be taken – both collectively and at an individual CI member or country office level – to realise that vision.

· Identifies areas of CI member and country office activity that could be more effectively carried out jointly and/or in greater coordination. It seeks to develop organisational synergies across CI.

B. CARE INTERNATIONAL’S VISION AND MISSION

CI’s existing Vision and Mission are powerful statements of intent and provide the strategic plan with its ultimate point of reference.  
	BOX 1: CI’S VISION AND MISSION

CI’s Vision

We seek a world of hope, tolerance and social justice, where poverty has been overcome and people live in dignity and security.

CARE International will be a global force and partner of choice within a world-wide movement dedicated to ending poverty.  We will be known everywhere for our unshakeable commitment to the dignity of people.

CI’s Mission

CARE International’s mission is to serve individuals and families in the poorest communities in the world.  Drawing strength from our global diversity, resources and experience, we promote innovative solutions and are advocates for global responsibility. We facilitate lasting change by:

· Strengthening capacity for self-help

· Providing economic opportunity

· Delivering relief in emergencies

· Influencing policy decisions at all levels

· Addressing discrimination in all its forms

Guided by the aspirations of local communities, we pursue our mission with both excellence and compassion because the people whom we serve deserve nothing less.




C. CARE INTERNATIONAL’S PROGRAMME PRINCIPLES

A significant product of the last strategic plan was the development by CI of shared Programme Principles.  These are presented in Box 2, overleaf.
	BOX 2: CI’S PROGRAMME PRINCIPLES

Principle 1: Promote empowerment

We stand in solidarity with poor and marginalized people, and support their efforts to take control of their own lives and realise their rights, responsibilities and aspirations. We ensure that those people who are affected are involved in the design, implementation, monitoring and evaluation of our work.

Principle 2: Work in partnership with others

We work with others to maximise the impact of our work, building alliances and partnerships with those who take similar or complementary approaches, are able to work on a larger scale, and/or who have responsibility to fulfil rights and alleviate poverty through policy change and enforcement.

Principle 3: Ensure accountability and promote responsibility

We seek to be held accountable to poor and marginalized people whose rights are denied. We identify those with an obligation toward poor and marginalized people, and support and encourage their efforts to fulfil their responsibilities. 

Principle 4: Address discrimination

In our programmes and offices we oppose discrimination and the denial of rights based on sex, race, nationality, ethnicity, class, religion, age, physical ability, caste, opinion or sexual orientation. 

Principle 5: Promote the non-violent resolution of conflicts 

We promote just and non-violent means for preventing and resolving conflicts, noting that such conflicts contribute to poverty and the denial of rights.

Principle 6: Seek sustainable results

Working to identify and address underlying causes of poverty and rights denial, we develop and use approaches that ensure our work results in lasting and fundamental improvements in the lives of the poor and marginalized with whom we work. 




D. THE TYPE OF ORGANISATION CI SEEKS TO BECOME

Through this strategic plan CI will seek to become more global, diverse and internally connected.  In doing so, CI will strengthen its organisational accountability, relevance and legitimacy, which are the preconditions for effective action through high quality programming, effective advocacy, and strong partnership.  

Specifically:

· Being more global means being more engaged with and linked to other parts of the movement against poverty and the priorities and interests of the people CI serves.

· Being more diverse means a wider range of views and perspectives – and in particular the voice of those we serve -- informing CI’s organisation.

· Being more connected means developing synergies and linkages within CI which allow the confederation to become more than the sum of its parts.

This description of the CI confederation is also captured in a set of strategic principles identified early on in the planning process.  The principles, which are presented in Box 3, overleaf, can also be seen to describe what organisational success would look like for CI.

	BOX 3: STRATEGIC PRINCIPLES

EMERGENCY RESPONSE

1. CI responds to emergencies as a rule, not as an exception whenever possible.
2. CI brings a longer term view to its emergency response work than others do, while recognising the value of shorter term responses to emergencies in countries where the membership has no longer-term intentions.

3. CI will become known for working in 2–3 particular areas, while recognising that its work must be adaptive to the needs of any emergency

DEVELOPMENT

4. CI will build on its strengths as a professional and global generalist that can tackle poverty, and its causes, on the ground in the most appropriate and flexible way

5. CI will be bold in developing areas of CI-wide expertise to have the biggest possible impact on reducing poverty

6. CI will encourage innovation to explore new areas and opportunities for tackling poverty in the poorest countries of the world

7. CI will proactively seek to collaborate with partners at all levels of its operations to increase the quality and sustainability of its work

8. CI will hold itself to account on how it changes the outcomes of its beneficiaries, not just on the activities it undertakes

ADVOCACY

9. CI will advocate at local, national and international levels to enhance the overall impact of its field operations and influence relevant policy

10. CI will coordinate globally to advocate with a stronger and more unified voice on these issues

BECOMING ‘TRULY GLOBAL’

11. CI will continue to derive its strength from being a global organisation that acts locally

12. CI will strive to be truly global by actively working towards appropriate representation of CI’s ‘Southern’ constituencies across its structures and decision making

BRAND

13. CI will share a common brand essence across all Members, while allowing the flexibility to develop aspects of the brand to resonate in each market

14. CI will manage and own its brand, at the CI level, and hold Members accountable to brand adherence

GEOGRAPHIC PRESENCE

15. CI will ensure its geographic presence is planned more deliberately

16. CI will diversify its operating model to have impact in countries where it cannot, or chooses not to, establish Country Offices

FUNDRAISING

17. CI will diversify its funding sources by growing private funding and targeting new institutional donors

18. CI will target its fundraising areas where impact is clearly demonstrable

19. CI will diversify and grow through selective mergers, coalitions, consortia and acquisitions.



E. CARE INTERNATIONAL’S STRATEGY
CI will build its plan around six strategic directions.  The strategic directions are described in the remainder of this document, and are summarised in Box 4, below.
	BOX 4: STRATEGIC DIRECTIONS
1. Build capacity to respond to disasters
To respond more effectively and comprehensively to humanitarian emergencies worldwide and thereby to increase the scope and impact of CI’s  emergency programmes, as well as to strengthen donor funding and CI’s profile.

2. Global advocacy 
To become more effective in joint advocacy around policy-related causes of poverty and humanitarian suffering.
3. Organisational evolution 

To allow CI to achieve greater impact and legitimacy by causing it to become more diverse, relevant and accountable to the people it serves.
4. Information and knowledge management

To become more effective in knowledge and information management, thus allowing CI to leverage its scale in ways that increase organisational accountability, learning and relevance and, ultimately, programme impact.

5. Build shared expertise in key areas of competence 
To build shared expertise in selected programme areas, in order to strengthen CI member and country office operations, and thereby their impact on the causes and consequences of poverty.
6. Strengthen governance & decision-making processes 
To strengthen further CI’s governance and management in a way that will help to create the organizational conditions needed to ensure success in strategic directions 1 to 5.


Table 1 on the following page places these directions within the context of CI’s Mission and the understanding of the type of organisation CI seeks to become, and associates each with one or more result area.  Taken as a whole – Mission, strategic directions, result areas – the eventual outcome of the plan is stated in terms of increased impact on poverty and strengthened legitimacy of the CARE International confederation.

TABLE 1: AN OVERVIEW OF THE CI STRATEGIC PLAN
	CI’s MISSION
	THE ORGANISATION CI SEEKS TO BECOME
	STRATEGIC DIRECTIONS
	RESULT AREAS
	OUTCOME

	CARE International’s mission is to serve individuals and families in the poorest communities in the world.  Drawing strength from our global diversity, resources and experience, we promote innovative solutions and are advocates for global responsibility. We facilitate lasting change by:

· Strengthening capacity for self-help

· Providing economic opportunity

· Delivering relief in emergencies

· Influencing policy decisions at all levels

· Addressing discrimination in all its forms

Guided by the aspirations of local communities, we pursue our mission with both excellence and compassion because the people whom we serve deserve nothing less.


	By becoming more global, diverse and connected, CI will strengthen its legitimacy, accountability and relevance.

Strengthened legitimacy, accountability and relevance allow CI to become more effective in addressing the causes and consequences of poverty.


	1. Build capacity to respond to disasters

2. Global advocacy
	More effective humanitarian response

Strengthened CI member and country office operations

Greater influence on policy and decision processes

Higher profile/stronger distinctiveness or brand
	· Increased impact

· Strengthened legitimacy

	
	A. 
	3. Organisational evolution 
	Greater clarity of member responsibilities and privileges

Greater internal & external accountability

Greater diversity of CI’s membership and partnership
	

	
	B. 
	4. Information and knowledge management 
5. Build shared expertise in key areas of competence
	Deeper understanding of impact
Greater internal & external accountability
Strengthened CI member and country office operations
	

	
	C. 
	6. Strengthen governance & NDC decision-making processes


	Clearer roles and responsibilities

Stronger and more effective decision-making

Greater mutual accountability
	


F. STRATEGIC DIRECTIONS

SD1: EMERGENCY RESPONSE & PREPAREDENESS

Purpose

To respond more effectively and comprehensively to humanitarian emergencies worldwide and thereby to increase the scope and impact of CI’s  emergency programmes, as well as to strengthen donor funding and CI’s profile.

Rationale
In CI’s last strategic plan, the strengthening of emergency response and preparedness was accorded the highest priority.  Indeed, over the past five years much has been done to strengthen the coordination of CI’s response and to develop preparedness and the capacity available to the confederation. The creation of the CARE Emergency Group (CEG) in 2005 as a shared confederation resource, and the attention given by most CI members to strengthen emergency capacities at both headquarters and in the field, attests to the progress made.

Clearly, though, it is a work in progress and its inclusion in this strategic plan is a fair reflection of the primary importance still attached to emergency response by CI. The issue has been the subject of considerable consultation and planning during 2006.  The outcome is an integrated strategy of investment and capacity building in emergency response and preparedness for the whole of CI.  The strategy, which was approved by the CI Board in May 2006, forms the basis of this strategic direction.

Strategy
CI’s integrated emergency response and preparedness strategy has two objectives:
1. To establish across CI an overall humanitarian policy and strategy that will guide the confederation’s response to humanitarian suffering.

2. To strengthen organisational capacities and capability in emergency response and preparedness.

These objectives will be realised by acting on three sets of recommendations that make up the above-mentioned integrated strategy, as summarised below.  It is noted, however, that the strategy will be subject to a review no later than two years into implementation and adapted as needed and appropriate.
Establish CI’s humanitarian policy and strategy
a) CI will adopt and measure the following criteria: effective emergency response should be timely, appropriate, proportionate, effective, accountable, efficient, consistent, coherent, and consider the safety & security of staff and beneficiaries.

b) CI will further clarify where and why we respond. All decisions should consider the scope of need, capacity of others, CI’s value-added, our ability to meet quality standards, and CI members’ interests.

c) CI will find ways to balance more readily the various and sometimes conflicting needs of internal stakeholders during CI’s response.

d) Where present, CI will respond to all emergencies in operational areas within countries, and all major emergencies in the country.

e) Where CI is not present, or has limited presence, it will consider responding to all major emergencies, whether directly or through on-the-ground partners. 

f) CI will develop a mandate statement and policy paper that articulates CI’s commitment to its humanitarian mandate as set out in its Vision and Mission. 

g) CARE will focus on and develop specialised competence in the following core sectors: food/food security, water and sanitation, and shelter.

Strengthen organisational capacities in emergency response

h) Capacities throughout the organisation will be strengthened in: food; shelter; water & sanitation; logistics; programme support; global human resources and staff roster deployment; team leadership, assessment, fundraising & preparedness; policy, quality & accountability; and administration

i) Specifically, this capacity strengthening will include: 

· Establishing region-based emergency coordinators in each region.

· Establishing policy-level leadership staff positions in each core sectors: to develop sector policies and guidelines; provide training; represent CI in external technical forums; develop technical staff rosters; and fundraise.

· Strengthening deployment capacity in core sectors by strengthening the CI’s emergency staff roster;

· Developing partnerships and strengthening fundraising to enable more effective field work, increase funding, and bring-in technical expertise; 

j) CI’s capacity strengthening will be:

· Based upon balanced growth between CI members and CEG.

·  Supported by the further development of appropriate funding mechanisms.

· Tied to clearly stated operational and financial expectations agreed by all parts of CI.

k) CI will develop an appropriate cost recovery system. 

l) CI will seek donor funding and corporate partnerships for core/specialized areas and for capacity strengthening.

Strengthen organisational capabilities in emergency response
m) CI will develop a stronger understanding of the relationship between emergency response and development.

n) CI members will reassess and realign emergency as a higher priority within their core business, strategic plans and resource allocations.

o) Emergency response will be included as an integral part of Country office and regional strategic planning.

p) CI will establish effective principles, mechanisms and roles within a coordinated overall global approach for CI members, CEG and country offices to work together.

q) The structure and resourcing of CEG and CI members’ emergency units will be kept under review in light of collective performance, and adjustments made as appropriate to allow optimum alignment.

Measures of success
· CI’s response to humanitarian disaster will be more timely.

· The quality and accountability of CI’s response to disaster will increase.

· CI will become known for its competence in the three core sectors.

· CI’s emergency revenues will increase substantially.

· A significant portion of CI’s annual outlay on emergency capacity will be recovered.

SD2: GLOBAL ADVOCACY

Purpose
The purpose of this strategic direction is for CI members and country offices to become more effective in joint advocacy around policy-related causes of poverty and humanitarian suffering.

Rationale
CI’s Vision and Mission requires the confederation to “influence Policy Decisions at all levels” . Progress in this area has been made by members and country offices over the past five years.  However, to become more effective and enjoy greater organisational synergy, CI must strengthen the mandates and processes that underpin effective joint advocacy.

A strategic focus on advocacy also arises from donor and public opinion on what constitutes an appropriate role and added-value for international NGOs.  They are increasingly expected to be part of a larger constituency, which supports southern civil society and the poor in ways that are different to the usual resource and knowledge transfers. 

Strategy
The strategy’s objectives are:

1. To strengthen and clarify organisational processes that underpin effective joint CI advocacy.

2. To engage and influence issues of global relevance at all levels in ways that strengthen CI.
The strategy will distinguish advocacy – the deliberate influencing of policy formulation or implementation – from positioning or campaigning.  Positioning – usually through the issuing of statements -- is in CI a collective expression of opinion, often used as a tool of advocacy, but which may otherwise be simply about letting CI’s constituencies know where we stand on a subject of public interest.  Campaigning is different, and signifies coordinated communications, policy, advocacy, marketing and programme activity around an issue, a set of issues, or a theme.  Campaigning aims to target causes of poverty but is also always strongly informed by public relations goals, which seek to raise the organisation’s profile and prominence.

Strengthen global advocacy processes

CI’s approach distinguishes between (a) global advocacy around ongoing work (whether development, rehabilitation or emergency), and (b) global advocacy around fast-breaking, high-profile events.

Advocacy processes for ongoing work  

Advocacy around ongoing work will be based on six steps:

· Identifying and prioritising global advocacy issues.

· Developing confederation-wide strategies for prioritised issues.

· Aligning CI member, country office and Secretariat advocacy with agreed objectives and actions.

· Coordinating advocacy activities across the confederation, taking advantage of organisational synergies.

· Ensuring mutual accountability among members in implementation.

· Evaluating and learning: from advocacy initiatives. 

Developing the processes and mandates that make up these steps, including the way CI deals with disagreements on advocacy issues, will be an important early focus of the strategic plan. 

Advocacy processes for fast-breaking, high-profile events

A more streamlined and nimble process will be required to allow CI to respond effectively to quickly unfolding events – usually complex emergencies or natural disasters.  To this end, a process will be developed to identify CI level advocacy priorities in the humanitarian area, which are likely to have relevance in most emergencies (e.g. civilian protection, the role of the military, etc).  The process would be complemented by a simple mechanism that would allow CI during rapidly unfolding events to identify key issues (viewed in relation to CI’s humanitarian advocacy priorities) and to produce quick decisions about CI’s policy and advocacy response. 
Engage in global advocacy
Acting on the processes so-developed, advocacy will be conducted in a way that allows CI to amplify its impact on the causes of poverty.  

Advocacy around ongoing work
· Policy development and action planning for advocacy around three priority issues.  Current thinking suggests these could be shaped around CI member’s growing involvement in women’s empowerment (gender equity & diversity), HIV/AIDS (building on the work of the “Africa Initiative”), and humanitarian policy (including, for example, civilian protection or the role of the military in humanitarian response).

· Advocacy action plans developed for each priority would be implemented across CI
:

· by country offices with programmes impacted by CI’s priority issues;

· by CI members with influential national governments or institutions;

· by the Secretariat with multilateral institutions.

· Coordination of these actions plans would be provided by a CI coordinator.

· CI’s advocacy would be complemented by responsive public statements which support both CI’s programme aims and the public relations needs of the membership.

· Each element of the initiative will be evaluated on an ongoing basis and the learning institutionalised within CI’s longer-term advocacy.

· CI members, country offices and Secretariat will be held mutually accountable for the success or otherwise of each element of the advocacy initiative.

Advocacy around fast-breaking, high-profile events
This plan does not commit CI to respond to each and every high profile event, but strives to base its advocacy on evidence from field experience and expertise.  However public statements by global NGOs like CI have become an integral component of advocacy work in fast-breaking emergencies as the public looks to relief responders to reaffirm the fundamental principles on which humanitarian action is based. 

What would success look like?
· CI members, country offices and Secretariat have agreed processes and mandates to support effective global advocacy.

· CI members, country offices and Secretariat hold one another jointly and mutually accountable for the success of global advocacy priorities.

· CI is successful in its participation in advocacy coalitions and partnerships.

· CI’s global advocacy is informed by learning from this initiative.

· Governmental or intergovernmental policy changes advocated by CI - directly or in partnership with others - impact significantly and favourably on the lives of poor and marginalised communities.

· CI’s advocacy around selected humanitarian issues contributes significantly to the alleviation of suffering by populations affected by disaster.

Resource implications
CI’s global advocacy will be led by a CI coordinator, based at the CI Secretariat, who would be supported full-time by CI’s representative in New York, and by 30-40% of the EU representative in Brussels.  At the CI member level it is intended that the demands of this direction will be met by more effectively coordinating and managing existing policy and advocacy resources – both at headquarters and in the field.  In addition, it can be expected that the capacities associated with Strategic Direction 5 (Building Shared Expertise) will align well with the global advocacy initiative.  

SD3: ORGANISATIONAL EVOLUTION

Purpose
Organisational evolution will allow CI to achieve greater impact and legitimacy by causing it to become more relevant and accountable to the people it serves.  

Rationale

As country offices have worked with the organisational implications of CI’s Programme Principles and new rights based approaches, they have often concluded that an important way of achieving greater relevance, legitimacy and accountability is to consider alternative organisational forms.

At the level of the membership, the current CI business model works well in large countries with an active national donor but less so in a smaller environment less inclined to charitable giving or supportive of international NGOs. The current model may also struggle to accommodate the specific needs of CI members from the South, which programme predominantly in their own national context. 
CI therefore needs to be able to ensure a higher level of clarity around what the confederation expects of its members, Secretariat, and country offices and to define the responsibilities and privileges that constitute being a part of CI.  It also needs to explore modes of participation in the confederation other than that offered by the “traditional” CI member model.

Finally, as its organisational evolution is pursued, CI should build on the positive experience of the management experiment in the MERMU region conducted during the previous strategic plan.  In doing so CI will ensure that its management of country offices is appropriate to the needs of organisational evolution by becoming more inclusive, transparent and cost effective.
Strategy
The objectives of CI’s organisational evolution are:

1. To reach agreement among CI members on an approach to organisational evolution that meets the needs of a global and diverse confederation.

2. To develop a system of membership standards.
3. To agree an investment strategy that will support the implementation of organisational evolution initiatives.

4. To diversify both CI’s membership and the modes of participation in the confederation.
5. To apply the organisational learning and benefits arising from  the MERMU experiment to the management of country office operations in CI more generally.
A common approach to organisational evolution

In CI’s last strategic plan, organisational evolution was informed by a single definition of membership – as contained in CI’s statutes and the CI Code – which was (and still is) founded on resource and knowledge transfer and the management of country office operations.

As a first part of the organisational evolution initiative CI will undertake a comprehensive review of its approach to membership, drawing on the lessons of the last five years.  The review will identify the range of possible ways that existing and potential members can participate in the confederation, and associated investment and other financial needs.  It will propose criteria by which these modes of participation can be applied.  And it will assess the feasibility of non-member organisations from the South associating with CI, thereby increasing our ability to represent and respond to the needs of the people we serve. The review shall also take into account the lessons gained from the implementation of an alternative management model in the MERMU region.

The review in this way will provide the basis for a short-list of country offices to be identified in which organisational evolution will take place during the period of this plan, and for other partnership initiatives to be developed.
A system of membership standards

It is proposed to develop a system of member and partner standards, which would include a robust compliance and reporting mechanism.  The standards would be concerned with key aspects of member and partner performance. 
Assuming that the strategy recognises multiple forms of association with CI (member, partner, etc), the system of standards would be based on a core set of common standards around organisational behaviours, values, financial integrity and contribution to CI’s mission. However, there would also be differential approaches to certain types of standard, which correspond to the different forms of association with CI. 

The organisational standards will be put in place in a way that is useful to the membership and that results in compliance. CI members will agree and implement a system of self assessment supported by formal disclosure to the membership as a whole in the form of annual report.  In time, and as the membership grows more confident with the system, it will be further strengthened by a peer review process.
An investment strategy
The future development of the confederation will depend on the availability within CI of a source of investment funding. Even if it is decided that CI should remain in its existing configuration of a single business model, and limit further membership expansion, sustainable organisational health will still require investment.  Similarly, if CI chooses to diversify its approach to membership, a source of investment funding will be required. 

Therefore, the feasibility of establishing a CI investment fund for these purposes will be explored and the outcome acted on as appropriate. Importantly, any investment funding made available to support organisational evolution in CI should be jointly owned by the membership.  Financing such a key initiative in the strategic plan should not be the responsibility of a single or minority of members.
Diversifying CI’s organization
Work will continue with ongoing membership initiatives, and in particular with CAREs Brasil, Japan and Raks Thai.  Within the five year period of plan implementation, the following will be realised:

· CARE Brasil’s organisational status and business model will be clarified.
· CARE Japan will become financially stable under the current business model, or under an alternative mode of participation in the CI confederation.

· CARE Raks Thai’s mode of participation in the confederation will be better defined.

· The European CI members to have implemented a set of initiatives which strengthen their collective organisational well-being and contribution to CI’s Mission.

· Effective guidance to country offices on organisational evolution options has been made available.

· CI’s membership has increased by up to eight new members, most of which should be from the “South”.
Applying the organisational learning gained from MERMU
As CI’s organisational evolution is taken forward, CI will at the same time ensure that its ongoing management of its country offices through the lead member system is further strengthened.  It will do this by drawing on the experience of the management experiment conducted in the MERMU region, and as appropriate applying the lessons arising more generally across CI.  
What would success look like?
· CI members agree a common approach to organisational evolution, which includes multiple options for participating in or associating with CI.

· CI members put in place a system of standards, which apply to all modes of participation in the confederation, and which contains compliance reporting and consequence management.
· An investment fund exists to support organisational evolution in CI.

· CI’s membership is significantly larger, more diverse, and more representative.
· CI’s management of COs meets the needs of current membership and the demands of organisational evolution.

SD4:  INFORMATION & KNOWLEDGE MANAGEMENT
Purpose
Strengthened performance in information and knowledge management will allow CI to leverage its scale in ways that increase organisational accountability, learning and relevance and, ultimately, programme impact.

Rationale
CI needs to get both information management (IM) and knowledge management (KM) right if it is to succeed in the longer-term aims of this strategic plan
.  Ultimately, though, strong IM and KM allows CI to understand properly its impact at the programme level, and to learn and innovate from our (and others’) experience.  In this way true accountability becomes possible and organisational relevance is enhanced. 

Strategy
CI’s IM & KM strategy can be stated in terms of the following objectives:

1. Strengthen existing IM in CI, thereby enhancing available programme, financial and personnel metrics.

2. Create an integrated IM and KM strategy for CI, which is appropriate to the needs and capacities of the confederation.

3. Strengthen CI’s understanding and management of programme impact.

Making available improved basic organisational information
Putting into place an integrated IM and KM strategy is a serious and long-term project, which can be expected to take between three to five years.  It is therefore important to take steps early in the initiative, which build on what is already taking place within CI, and which deliver improved organisational information quickly.  

Over the first two years of this plan, improvements will be sought in three areas of ongoing IM: programme, finance and human resources.

Programme information: through the further strengthening of the CARE Program Information Network (C-PIN) and associated operational modalities (including the current IT platform used by C-PIN), consistent and accessible programme metrics will be made available to CI’s internal stakeholders in the first year of plan implementation.  A crucial part of the process will be to agree a common method for classifying CI’s programme work. 
Financial information: strengthened programme information will provide a more accurate and consistent picture of income and expenditure across CI.  During the early stages of this initiative, therefore, CI members will align their country office financial reporting with the common system of programme classification referred to above.  In this way, CI will realise modest but significant information management benefits during the first year of the strategic plan.

Human resources: an “easy win” at an early stage of the plan is to integrate into the reporting of basic organisational metrics information concerning CI’s human resources: how many people we employ, where, of what gender and nationality, in what positions, etc.  

Creating an integrated IM and KM strategy for CI
The early steps to make better use of existing information sources will over the first year of the plan be folded into a process of development aimed at creating a shared, integrated IM and KM strategy for the confederation.  Development would be completed within the first year after which implementation would get under way.

A strategic approach will emerge, not from preconceived solutions, but from understanding “the why” of better IM & KM.  Understanding the information and knowledge needs of external stakeholders and of the various parts of the confederation in terms of strategic priorities and business objectives, will help CI set objectives and put in place the processes, skills, and technology that will serve its organisational purpose.  Doing so will therefore be the first step in the development of CI’s integrated IM and KM strategy. The second step is to put into place information and knowledge “production processes”, which in a confederated organisational setting entails establishing appropriate and sufficient policies and procedures.  

Managing programme impact
The third element of the initiative will take advantage of increased capabilities in IM and KM to strengthen CI’s understanding and management of programme impact.  The emergence of this capability within CI is one of the strategic plan’s principal rewards – consultation with CI members and country offices accords it the highest level of priority.

At this early stage it is difficult to describe in detail the shape and substance of this key element of the strategic plan.  What is clear, however, is that it will build on current work in CI which aims to measure and understand programme impact, and interface closely with the efforts, described in Strategic Direction 5, to establish shared expertise in selection areas of programme interest.
What does success look like?

The most visible indicators of success will be changes in organizational culture and behaviour, which will include:

· Constant learning and documentation of new ways to approach and solve problems. 

· Changes to the way we identify and capture knowledge about the organization, its partners and the poor. 
· More staff connecting and reaching out across the organization to leverage CARE’s intellectual capital in a more explicit manner, and accomplishing work more effectively. 

· A set of metrics that measure/benchmark all aspects of the organization and deliver valuable insights enabling better informed decisions.
· Accessible information about CI’s performance and accountability in relation to membership standards and programme goals and objectives.
Resource implications
It is expected that the proposals contained in this initiative will be “resource neutral” during the first year – in other words, will be accommodated within normal CI member, country office and Secretariat operating budgets.  However, the integrated IM/KM strategy may demand a level of resourcing beyond what is currently budgeted – although at the time of writing it is not possible to indicate how much that might be.  In this regard, great care will be exercised to ensure that what is proposed is accessible for and meaningful to all CI members.
SD5: BUILDING SHARED EXPERTISE

Purpose

To strengthen CI member and country office operations, and thereby their impact on the causes and consequences of poverty, CI will build shared expertise in selected programme areas.
Rationale
CI is a successful programme generalist.  The challenge is to remain successful in an environment characterised by increasing demands for impact accountability. CI believes that building shared expertise in selected areas of programme interest will support its ability to remain a relevant and competitive generalist.  

Strategy
Through this strategic direction CI will build shared expertise which provides a substantial range of services to members and country offices, including knowledge management and development, technical support, and staff training.  

The objective is to establish within CI shared capacities in four to six programme areas, which would be termed centres of expertise.

The setting up of shared expertise capacities will follow one of two options (full service centres and knowledge & innovation centres), shown in Box 7, overleaf.  Guided by internal demand and other indicators of success, knowledge and innovation centres may evolve into full service centres.

It is important for the initiative to be both accessible and relevant to the smaller and/or less wealthy parts of CI and, geographically, not to be confined to the larger CI member headquarters.
In terms of programme area selection, current interest exists in: HIV/AIDS; conflict and peace building; disaster risk management; and “making markets work for the poor”.  However, the choice would not necessarily be drawn from existing programme sectors and should ultimately be informed by demand from the field, a consideration of CI’s environment, and potential partnership opportunities.  As such, programme area selection will be guided by criteria that meet these requirements.  

In addition to criteria for programme area selection, a key feature of the initiative will be the development of standards of service delivery to be expected from the centres of expertise.  A certain minimum standard of performance should be expected.  One possibility is to create a system of “charters”, awarded by the CI Board, which would specify what services and duties the centres of expertise would be expected to perform – and in turn what assurances would be required from CI members and country offices. Whichever approach to governance is adopted, clearly strong accountability in relation to centres of expertise’ responsibilities and privileges will be a vital ingredient of success. 
It is important to note also the close linkage that will exist between the centres of expertise and the earlier strategic directions concerning information and knowledge management, and global advocacy.  Centres of expertise will reinforce and focus work on global advocacy, and are in themselves exercises in knowledge management around programme impact.
	BOX 5: CENTRES OF EXPERTISE

	Option A: “Knowledge & Innovation Centre”

	Responsible for:

· Managing and developing knowledge in the area of shared expertise.


	Which includes:

· Connect experts across CARE – e.g., through managing a network, including a dedicated intranet site

· Collect programme information, analyse programme impact, and disseminate learning and knowledge to CARE and the wider development community

· Develop new knowledge and innovative programme approaches – e.g., through

· Networking with external parties

· Running pilot programmes with Country Offices

· Developing policy and setting CARE-wide standards and guidelines

· Develop analytical policy to inform and include in global advocacy .



	Option B: “Full Service Centre”

	Responsible for:

· Managing and developing knowledge in the area of shared expertise.

· Technical support and training for CI members and country offices in the area of shared expertise.


	Which includes:

· As for “Knowledge Development & Innovation Centre”, plus …

· Provide programme support – e.g.

· Assist with programme design and funding applications/tenders

· Provide ‘on-call’ technical expertise

· Provide training – e.g.

· Run ‘field schools’

· Produce training modules

· Identify capacity shortfalls




What would success look like?

The successful implementation of the shared expertise initiative would:
· enable CARE to develop world-leading expertise in a number of programme areas;
· directly strengthen CI’s country office operations, leading to increased impact.

· strengthen CI’s programme fundraising;

· encourage cooperation and interdependence within CI.
Resource implications
Detailed implementation plans will be developed between November 2006 and March 2007.  It is assumed that the centres would require a degree of limited up-front funding at the outset, but would quickly become cost-neutral. Cost would be met by a combination of existing budgets, new restricted funds, and cost recovery, from both within and beyond the membership. However, the centres have the potential to impact positively on CI members’ revenues.
The viability of the centres will depend on CI members’ commitment to and support of their operation.  Generally, success of the shared expertise initiative will depend on the management of duplication across CI in the various programme areas.  Members and country offices with existing capacities in one or other of the programme areas will coordinate closely with the corresponding centre of expertise.
SD 6: CI’s GOVERNANCE AND MANAGEMENT

Purpose
Acting to strengthen further CI’s governance and management will help to create the organizational conditions needed to ensure success in strategic directions1 to 5.

CI’s governance
The CI General Assembly (GA)
In light of CI’s new Swiss status and statutes, it is considered appropriate and timely to establish a clearer and more pragmatic distinction in the relationship between the General Assembly and the Board.  It is therefore proposed that the Board should be responsible for all daily oversight and “executive” actions, while the GA would have discrete responsibilities on behalf of the CI membership per se.

Under this new arrangement the GA would:

· Provide for Membership representation and a forum for the confederation “family”, including for potential new types of membership such as affiliate members. Such a category would apply mostly, though not exclusively, to Members from the Global South. A national officer from a country office will also be nominated by the NDC to become a member of the GA.

· Grant and terminate membership of CI.

· Elect office-bearers and public members.

· Endorse and amend CI’s statutes.

· Fulfil the work of the Governance and Nominations Committee.

· Further enhance awareness of the work of CI within CI members’ governance.

All other oversight responsibilities, including the CI budget, will be transferred to the CARE International Board.

The CARE International Board

There is broad agreement that, in respect of the CI Board, the governance reforms introduced in the last strategic plan are working well and should be re-endorsed.

· For continuity, it is important to have a stable board membership and regular engagement; participation by “proxies” and attendance by observers is at the discretion of the chairperson;

· Size of the Board remains appropriate, with each CARE nominating a permanent delegate (being one of the two representatives to the General Assembly);

· As far as practicable, National Boards should select their Chair as their representative to the CI Board;

· At least every three years, the Governance and Nominating Committee should review the experience and skills of the Board Members (and, with an eye to a balance of skills, be prepared to co-opt public members with requisite skills);

· The membership and nature of Board committees should continue to be the responsibility of the chairperson;

· Terms of appointment for Board members should continue to be on the basis of three-year terms with a maximum of three terms;

· The Board should continue to meet at least three times annually;

· The code document, “Roles and Responsibilities of the CI Board,” having been reviewed and endorsed by the Board, must be observed by the Membership;

· CI Board members should keep their National Boards fully informed of CARE International priorities and initiatives, and may consider an internal structure to facilitate a CI focus (ie, special sub-committees or task forces, etc).  National Board members should also be encouraged to be observers at meetings of the General Assembly.
Public Members

The Statutes should continue to provide for up to five Public Members.

The Treasurer, whether a public member or a national board member, must have the necessary financial skills and demonstrate the ability to be free of any conflict of interest in dispatching his or her duties.
“Southern” members

The governance implications of an increasingly diversified membership – or modes of participation in CI – will be kept under review by the Governance and Nominations Committee as the organisational evolution elements of the strategic plan unfold.

Other Governance Matters

Against the background of the new strategic plan, as and when endorsed by the General Assembly, the Governance and Nominations Committee should give attention to suggestions for “Majority Voting” and “Weighted Voting”.  The Committee will examine the full range of implications, and report to the CI Board by March, 2007. Lessons learned from MERMU in the area of Governance and Decision-Making should equally be reviewed by the Governance and Nomination Committee and reported to the Board.

The National Directors’ Committee (NDC)

The role and responsibilities of the NDC should be formally acknowledged in CI’s Statutes:

· The Chair of the National Directors’ Committee is the Secretary General;

· The National Directors’ Committee has a fundamental role and responsibility in supporting the work of the CI Board;

· The NDC plays a critical role in contributing to CI policy, CI plan execution and other major operational matters.
After further consultation,  the NDC and, the Secretariat will recommend further clarification of the NDC mandate, as necessary, and draft relevant paragraphs for inclusion in the Statutes (plus supporting detail for the Code) in time for the March meeting of the CI board.

The specific terms of reference for the NDC would be established around the following elements:
· A central instrument of CI Accountability. The Plan will establish a set of performance standards in a number of areas, whether programmatic, financial or organizational. Proper monitoring of standards implementation will be essential. This will be the responsibility of the Secretariat and NDC. In time a system of Peer Review will be developed to facilitate this, allowing the National Directors to support each other, analyze together their respective performance, and jointly identify solutions. 
· A validation mechanism for the work of the various CI staff working groups. The working groups allow for a vital interaction among CI members and most importantly between regional, country office and headquarters staff. While this process has to be kept flexible to ensure its creativity, it needs nonetheless to be managed for results, and requires a quality assurance mechanism. The NDC will fulfil this role and ensure that the working groups focus on issues of direct relevance to CI.

· A sounding-board for issues of critical importance to CI. These issues can be identified by the Secretariat, a National Director, or by one of the working groups. They will span the entire spectrum of CI activities and be programmatic, financial or organizational in nature. Once discussed, the NDC may decide to refer some of these issues to the CI Board.

· A CI Board preparation forum, analyzing the issues put before the CI Board and preparing specific recommendations or a clear set of options for Board decision. The Board is free to put issues on the Agenda other than those proposed by the NDC. 
· A Dispute Resolution Mechanism. The NDC constitutes a natural dispute resolution mechanism and a forum where views can be openly and transparently expressed and where divergence of opinion is being processed and ultimately resolved.  
The CI Secretariat

A value proposition exercise was carried out two years ago to help define the role and responsibilities of the Secretariat but did not produce sufficiently clear results.

The role of the Secretariat should be analysed together with the role of the NDC, as the two CI bodies are so much interdependent. 
Because it is not involved in management issues at the National Member level, the Secretariat is uniquely positioned to take a broader view and analyze issues from a CI perspective. This independence is key and a pre-condition of its effectiveness in supporting the members and NDC.

The core functions of a successful Secretariat should be:

· A central support function to the CI Board and GA.

· A support and leadership function to the NDC: ensuring it is properly equipped to make decisions and challenging it to do so.

· A management function of the CI working groups: ensuring the effective functioning of the various groups and the quality of the output and recommendations made to the NDC.

· An accountability function: ensuring CI standards are adhered to and alerting the NDC and Board when they are not and corrective action is required.

· A management function in relation to emergency response and staff safety and security.

· A liaison function between the Board and NDC.

The G&N Committee will review the role of the Secretary General in the context of the new Strategic Plan (and after the adoption of the Plan).
G. COSTS AND BENEFITS
Although the full financial and operational implications of the strategic plan will not be properly understood until implementation details are worked out, a provisional costing is nevertheless important at this stage.  This costing is detailed in the seven worksheets annexed to the plan.
It is important to note, however, that the budgets that will emerge from the detailed implementation planning process will need to be kept under review and updated as the plan is rolled out.  In other words, as each of the strategic directions is implemented across CI, implementation results and a more refined understanding of implementation costs will be used to revalidate and re-present the plan’s estimated resource requirements.
Based on current cost estimates, however, the following high-level benefits flowing from the plan can be identified:

	STRATEGIC DIRECTION
	ADDITIONAL NET COST AT THE MEMBER LEVEL
	ADDITIONAL INVESTMENT NEEDED AT THE SECRETARIAT
	EXPECTED BENEFIT

	EMERGENCY RESPONSE
	SIGNIFICANT
	2,250,000
	· More effective response to humanitarian suffering.

· Strengthened CI member and country office operations.
· Significant increase in CI’s emergency revenues.

	GLOBAL ADVOCACY
	TO BE DETERMINED
	521,000
	· Greater influence on policy and decision processes.
· Higher profile/stronger distinctiveness or brand.

	ORGANISATIONAL EVOLUTION
	ASSUMED TO BE COST NEUTRAL
	120,000 **
	· Greater diversity of CI’s membership and partnership.

· Greater clarity of member responsibilities and privileges.
· Greater internal & external accountability.

	INFO & KNOWLEDGE MANAGEMEMT
	POTENTIALLY SIGNIFICANT
	450,000
	· Deeper understanding of impact

· Greater internal & external accountability

	SHARED EXPERTISE
	POTENTIALLY SIGNIFICANT (AT LEAST EURO 360,000)
	0
	· Deeper understanding of impact

· Strengthened CI member and country office operations.

· Potential costs savings through cost sharing and efficiencies.

	GOVERNANCE
	COST NEUTRAL
	0
	· Clearer roles and responsibilities

· Stronger and more effective decision-making

· Greater mutual accountability



































� The plan recognises that in some cases individual CI members or country offices would be unable to participate in the implementation of an advocacy action plan.


� IM is the use of processes and technology to collect, store and control information; KM uses processes and technology to share and leverage information for learning and innovation.
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