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EXECUTIVE SUMMARY

Since its foundation in 1968, Concern has been committed to working with, and for, the world’s poorest people.  It has done this through responding quickly and effectively to emergencies and through its long-term development work.  The Concern Strategic Plan 2002 – 2004 builds on the experience gained over the years and, in particular, on our experience in implementing our first Strategic Plan ‘Towards Increasing Effectiveness with the Poor’.  It takes account of the many significant changes in the external environment since the first plan was formulated.  In particular, it seeks to locate Concern’s future work within the context of the International Development Targets (IDTs), agreed at various UN conferences throughout the 1990s, but yet far from realisation.

Our first plan signalled changes in organisational approach towards a greater emphasises on capacity building.  This change reflected the lessons we had learned in working towards sustainable development and also the changed reality in developing countries by comparison to the earlier years of Concern.  

This plan signals a further development in organisational approach, towards the use of a rights based approach to our work.  However, further work needs to be done in developing the practical implications of using this approach, in terms of programming and working methodologies.  

In terms of programme focus, it is agreed that Concern will focus on five organisation wide programmes – primary health care, primary education, livelihood security, HIV/AIDS and emergencies.  The focus on these five areas means that we will commit to building up personnel and organisational competencies in these areas.  There will be an increasing emphasis on advocacy work, focused on those areas in which Concern can draw on its’ experience to advocate meaningful change.  

There will be an increased emphasis on equality in the organisation’s work and operation.  Concern will prioritise initiatives that help create conditions that empower women by increasing their skills, capacities, rights and opportunities.

The development of our organisational capacity and of our human resources will determine what further growth can be envisaged for the organisation.  Growth is not just about the number of countries we work in or the number of people which the organisation works with.  It is also about the quality of the work we do.  We are developing a comprehensive longer-term plan for our work overseas, to take account both of the needs which confront us and our capacity to respond to these needs.

Fundamental to the attainment of all the objectives in the Strategic Plan is having the necessary quantity and quality of human resources.  The organisation must strive to become an employer of choice within the sector, one within which the existing staff feel challenged and fulfilled and in which there is a culture of quality in all aspects of its work.  There must be a commitment to invest significantly in training and developing our existing staff and in recruiting top quality additional staff.  As far as is possible, we will seek to create the right work environment, match people to competent managers and provide interesting work and career opportunities.  Development of such an organisational culture will also bring with it standards of accountability in relation to performance and commitment.

In terms of fundraising and marketing, the very successful efforts in recent years, which have provided Concern with a significant base of unrestricted funding, will be consolidated and built upon.  The support which Concern has received from the public over many years is of crucial importance, not just in terms of fundraising but also in terms of rooting Concern as a vibrant civil society organisation.  This support provides legitimacy for the work Concern does and the advocacy positions it adopts.  Over the course of this plan, there will be an increased emphasis on improving communications with our supporters.  

The expansion of Concern’s work requires us to look at whether there is a need to change the governance structure.  In particular, the development of Concern in the US and UK raises the issue of a possible international family structure.  During the first year of the plan, the Council will conduct a substantial review of the governance arrangements.  

Overall, this Strategic Plan aims to provide a framework for more effective planning and implementation of our programmes, which will be focused on the five organisational priority areas.  It should also provide a framework for a greater coherence in our work, involving development, emergencies and advocacy.  All of this has to be underpinned by an organisational culture which succeeds in retaining top quality people, attracting new ones and challenges all of us within the organisation to do meaningful and effective work.

Concern Worldwide Strategic Plan

March 2002 – March 2005

CHAPTER 1 - INTRODUCTION
Concern is proud of its history and of the work it has done with, and for, the world’s poorest people.  Since its foundation in 1968, Concern has sought to respond quickly and effectively to emergencies.  Following many emergencies, it has commenced the process of rehabilitation and laying the foundations of long-term development.  It has also been involved in long-term development work in a number of non-emergency fields.

Over the period since 1968, we believe that Concern has remained true to its core values.  One of these has been a commitment to working with the poorest people.  In certain places, this has meant that Concern has taken unpopular positions, either vis a vis host governments or donors.  But the motivation for such positions has always been our commitment to the rights and welfare of the poorest.

A second area where we believe we have remained true to our core values is in terms of valuing people who work for the organisation.  There has been, from the beginning, an attempt to generate a spirit of friendliness and comradeship among Concern staff and this has led to a genuine commitment to the organisation and its work.  While it would be foolish to claim that every staff member since 1968 has had a positive experience with the organisation, the balance sheet is overwhelmingly favourable.

It was against the background of this history and set of values that Concern’s first formal Strategic Plan ‘Towards Increasing Effectiveness with the Poor’ was formulated and approved in March 1998.  That plan acknowledged the significant changes which were occurring in the external environment.  It signalled changes in organisational approach, notably through a greater emphasis on capacity building, which it was necessary to commit to in order to meet the changes in the environment.  It also provided a framework for a growth in activity over the period of the plan.

While the overall experience of drawing up and implementing the first Strategic Plan, was positive, we learned that the plan contained some shortcomings (see page 13 for further discussion).  There were also some major changes in the external environment between 1998 and 2000, including a growing debate about the impact of globalisation on the poorest countries and the adoption by the international community of a number of International Development Targets (IDTs) aimed at reducing poverty in the world.  In addition, the HIV/AIDS crisis got much worse, especially in Sub Saharan Africa, and there was a growing awareness of its potential to undo current and future development efforts.  Finally, there had been some important organisational changes within Concern, including a significant expansion in the number of countries it was operating in.

The above was the context within which Concern embarked, in September 2000, on drawing up its second Strategic Plan.  The process has been inclusive, involving Council, Country Directors and their staff, as well as management and staff in Dublin, the UK and the US offices.

The aspiration for this Strategic Plan is that Concern will continue to work towards the day when we can make a significant difference in the fight to end absolute poverty in the world.  It seeks to locate that work in the context of the above mentioned International Development Targets, which are yet far away from realisation. 

This plan is intended to bring a greater sense of quality, efficiency and coherence to our work.  It seeks to build on the approaches set out in “Towards Increasing Effectiveness with the Poor”, and, in certain cases, to break new ground, in terms of: 

· Embracing a rights based approach

· Seeing the poor as actors in the fight against poverty rather than victims or beneficiaries

· Aspiring to respond to demands of the poor rather than our perception of needs

· Working with civil society organisations who are accountable in their own right and who can make a difference

· Having material well being, capacity building and empowerment as our goals

· Giving a higher profile to advocacy and innovation in our programming

· Building in indicators which will help us evaluate whether the objectives are being achieved

‘Coherence’ means that there should be a clear linkage between the achievement of the International Development Targets (IDTs), our programming, our advocacy, our development education, our marketing and our human resources policies.  In practical terms everybody who works for, or partners with Concern, should have an understanding of how their efforts contribute towards the IDTs which are the focus of the plan.

This plan carries forward from the first plan with the focus on targeting the poorest, the use of participatory methodologies and the retention of capacity building as a central feature of our work.  In the lifetime of the first plan we conducted a major review of our emergency response capability, including our involvement in complex political emergencies.  We will continue the process of implementing the recommendations arising from this review and refining our approach in the light of experience.  Similarly our financial strategy will retain the core elements set out in the first plan. 

It is our hope that this Strategic Plan will enhance Alliance:2015 and provide a basis for a deeper partnership with our major Institutional Donors.

The plan covers the period from March 2002 to end March 2005 and will be reviewed annually.

CHAPTER 2 – THE POLICY FRAMEWORK
This part of the plan assembles the various policy instruments which inform its overall design.

CORE VALUES

The Council of Concern carried out an extensive review of the core values of the organisation in 2000-2001 and agreed the following: -
· Extreme poverty must be targeted

· Respect for people comes first
· Gender equality is a prerequisite for development

· Development is a process, not a gift.  

· Greater participation leads to greater commitment
· All governments have responsibility for poverty elimination

· Emergencies call for rapid response

· Democracy accelerates development

· Environment must be respected

· Good stewardship requires good procedures

· Experience is the best teacher

VISION STATEMENT

Concern believes in a world where people no longer live in extreme poverty, fear or oppression; a world where every person has access to a decent standard of living and the opportunities and choices basic to enjoying a long, healthy and creative life; a world where every person is treated with dignity and respect; a world where there is peace and solidarity among people.
MISSION STATEMENT

Our mission is to enable absolutely poor people to achieve major improvements in their lives which are sustainable without ongoing support from Concern.

To this end we will work with the poor themselves and with local and international partners who share our vision to create just and peaceful societies where the poor can exercise their fundamental rights.

To achieve our mission, the organisation:

· responds to people in a caring and personalised manner that emphasises their human and

cultural dignity

· is prepared to work effectively in the most difficult of circumstances with poor people

· forms alliances and working arrangements with other organisations and government bodies

· balances enthusiasm and necessary risk-taking with prudent judgement and a professional approach

· uses creativity and pragmatism in the face of obstacles to its work

· engages in long-term development work, responds to emergency situations, and undertakes development education and advocacy on those aspects of world poverty which require national or international action

At the heart of Concern’s operations throughout the world is a spirit of enthusiasm and shared commitment on the part of all of its staff.  This spirit is also given expression by the enthusiasm and dedication of volunteers and supporters both at home and overseas.

HOW CONCERN TARGETS POVERTY

Throughout the thirty-three years of its existence Concern has tried to maintain a strong poverty focus to its work.  In the last few years an increasing number of emergency interventions prompted the Council, in September 2000, to lay down a definitive policy as to when the organisation should and should not intervene.

The main principle established is that we go to those who need us most rather than those who can benefit most from us.

For long-term engagement in non-emergency situations the criterion for country selection remains focused on poverty and uses the United Nations Human Development Index (HDI).  We will engage in long-term development only in the lowest forty countries in the HDI and in those that have fallen outside the HDI ranking.  We will not commit to engagements for more than one year at a time other than in these countries. India is an exception to this rule as technically it falls just outside the lowest 40 in the HDI.  However, since it has over 300 million people, one third of its population, living below the $1/day Purchasing Power Equivalent (PPE) line, Concern will have a presence there.

At an organisational level Concern defines an emergency as a natural or man made disaster which causes such destruction and loss to people, and to social and physical infrastructure, that tens of thousands of people do not have their basic needs of food, health and shelter met from local resources.  It creates the need for external assistance which is immediate, appropriate and limited to the time period required to enable affected people to return to their former life style and then manage using their own resources.  Concern may engage in any country suffering from such a crisis regardless of the HDI rank of that country.

CONCERN’S PERSPECTIVE ON THE NATURE OF POVERTY

Our perspective on the nature of poverty and how we propose to address it is the core of this Strategic Plan.

Our work must be located in the context of the world environment outlined in Chapter 3 of this document.  It is clear from this that, in pursuit of our mission to eliminate poverty, it will be necessary for us to work with people who are not themselves poor but who can either cause poverty by their action or inaction or who can be positive agents for change.  Specifically, when we select partners to work with we must in future raise our sights to those actors in civil society who can really make a difference in the fight against poverty.  A prerequisite to this is that for each Concern country of operation we need an informed profile of civil society to help us identify the actors who matter.

Cross cutting issues such as rights based approaches, gender equity, environmental sustainability, participation and partnership will be enshrined in our approach.

In effect our mission is to contribute to the achievement of some of the International Development Targets.  This means that in those countries in which we are operating and where there is a Poverty Reduction Strategy Paper in place, we must plan our programmes accordingly. 

The vision of Concern is centred around stable economic well-being and independence, freedom of choice, dignity, respect and the attainment of all human rights.  The factors which exclude so many people from this vision can be grouped into three inter-related classes (at national and international levels):
· Vulnerability

· Lack of assets or resources

· Inappropriate policies, institutions and processes

Vulnerability:

‘Vulnerability’ is defined here as the inability to sustain one’s livelihood when circumstances change.  At the best of times, the very poor have limited access to conventional sources of food or income, and this access may be further diminished in the event of seasonal variations or shocks to their usual coping mechanisms.  Such shocks may be sudden - such as those caused by earthquakes, the declaration of war, or the collapse of the local currency - or they may be gradual - such as environmental degradation, tribal tension or shifting trade patterns.  Vulnerability may be short or long-term, and may recur intermittently or seasonally.

Lack of assets and resources:  

The resources and assets shortages faced by people in poverty differs enormously from situation to situation, but can be summarised collectively under five headings:

· Human capital:  education, skills, good health, etc

· Social capital: community organisation, access to basic services such as health, education, etc., influence on and access to government, culture

· Natural capital: access to land, water, minerals, forests, etc.

· Physical capital: roads, electricity, communications, etc.

· Financial capital: access to money, credit, etc.

Inappropriate policies and institutions and processes:   

The main factors under this grouping include the following:

· Poorly developed levels of government

· Level of development of the private sector

· Laws which curtail progress - e.g. some land tenure laws

· Regressive cultural practices

· Lack of a productive civil society/state interface

· Undemocratic and unproductive governmental policies, including a lack of welfare policies

Taken together, these three groups of factors form the basis of a sustainable livelihoods framework for understanding and eliminating absolute poverty.  Crudely put, our current emergency work addresses the vulnerability group, our development work has traditionally addressed the assets and resources group, but has moved to include the third group, and our advocacy has tended to address the policies, institutions and processes group only. 

Hence, we already cover the three groups, but not in a sufficiently coherent way, and probably not with enough depth or volume in any one area to have a significant impact.  It seems clear that our mission will be more successful if we can achieve progress on all three fronts – i.e. through: 

· The reduction of vulnerability, (which includes our capacity to respond to disasters)

· The building of asset and resource bases, and access to them, for the poor

· The development of policies, processes and institutions which safeguard the welfare of the poor and create conditions for poverty elimination

It is equally clear that progress within any one group may be constrained by factors in one or both of the other groups.

SECTORAL POLICY PAPERS

Concern’s work is and will be informed by a range of policy papers relating to the use of resources, programme approaches and technical sectors of work.

It is our intention to continuously review policy at this level and to capture and disseminate best practice throughout Concern.  We see regular feedback, whereby experience influences policy formation, as a necessary process of continuous improvement.

CHAPTER 3 - ENVIRONMENTAL ANALYSIS

This chapter seeks to identify the major changes which have occurred in the operating environment for Concern, both external and internal, since the adoption of the first plan, “Towards Increasing Effectiveness with the Poor,” in March 1998.  It seeks to analyse some of the major changes which are likely to impact on the organisation during the period of this plan.  Finally, it attempts to assess the implications of the environmental changes for Concern’s work and the strategic choices made in later chapters of this plan.

EXTERNAL ENVIRONMENT

There is a high level of uncertainty associated with the current external environment.  It is impossible to predict what will be the medium and long-term consequences of the terrorist attacks of September 11.  Considerable uncertainty remains about the recovery process in the world economy.  However, at the risk of gross over-simplification, the three broad topics which appear most relevant to framing this Strategic Plan are:

· The Global Economy and Poverty

· Emergencies and Conflict 

· HIV/AIDS

In respect of each topic, an attempt is made below to identify the main relevant facts and developments so as to provide a context within which Concern’s priorities can be situated.

The Global Economy and Poverty

The global economy has grown substantially over the past two decades.  The growth has been fuelled by the process of globalisation involving increased trade and financial flows, and big increases in private direct investment.  The process has been facilitated by a revolution in telecommunications.  It has also involved increased migration flows. 

Many developing countries have benefited from this process.  Countries which have become more integrated into the global economy have diversified their economies and reduced the number of their people living in poverty.  But many countries have not benefitted.  In particular, the countries where Concern is working, most of which fall within the bottom 40 countries of the Human Development Index, have conspicuously not gained, or have gained very little, from global economic growth.

At the start of a new century, poverty remains a global problem of huge proportions.  Of the world’s 6 billion people, 2.8 billion people live on less than $2 a day and 1.2 billion live on less than $1 a day.  Six infants out of every 100 do not see their first birthday and eight out of 100 do not survive to their fifth.  In some of the countries where Concern works, the statistics for child mortality are much worse than these averages.  Of those who do reach school age, 9 boys in 100, and 14 girls, do not go to primary school.

In the period between 1987 and 1998, East Asia, the Middle East and North Africa have reduced their numbers living in poverty, East Asia particularly so.  But in all other regions of the developing world, the number of people living on less than $1 a day has risen.  In South Asia and Sub Saharan Africa, the number of poor people rose over the decade, from 474 million to 522 million and from 217 million to 291 million, respectively.  

The Political and Policy Response to World Poverty

The international community has made certain commitments aimed at reducing poverty levels.  These take the form of International Development Targets (IDTs) which were agreed at the UN during Millennium Year, 2000.

The IDTs commit to achieving the following targets by 2015:

· Halving the number of people living in absolute poverty, from 800 million to 400 million.  

· Universal primary education

· Eliminating gender disparities in primary and secondary education (by 2005)

· Reducing mortality rates for mothers and children 

· Providing universal access to reproductive health care

· Reversing current environmental resource loss

· Reduced HIV prevalence in 15 – 24 year old pregnant women

If these targets are to be achieved, it will require major effort and resource mobilisation, both within developing countries and from the donor community.  In simple terms, it will probably need a doubling of the level of Overseas Development Assistance (ODA) from the donor countries.

In addition to agreement on the IDTs, there is a considerable consensus at international level on the overall policy approach to be used in working towards the targets.  This consensus is based around the World Bank’s Comprehensive Development Framework (CDF) which seeks to draw lessons from the experience of development, or lack of it, over recent decades.  

The CDF essentially represents a framework through which developing countries would chart their development programme and provide a basis for cooperation between the country and the international donor community.  It would include commitments in relation to macroeconomic stability and standards of governance.  A key component should be a ‘Poverty Reduction Strategy Paper’ which should be drawn up by the developing country itself, with the active involvement of civil society groups.  This PRSP approach would first be adopted in countries qualifying for the Highly Indebted Poor Countries  (HIPC) initiative and later by other developing countries.  By early 2002, some 20 countries were in the process of drawing up PRSPs. 

The Approach of Donor Agencies to Poverty Reduction

The governments of developed countries and their donor agencies are formally committed to the achievement of the IDTs and to the CDF approach.  The main governments which support the work of Concern are those of Ireland, the UK, the EU and the US.  Each donor agency has its own priorities, approaches and procedures for dealing with NGOs.  Monitoring the evolving policy of each agency and building relationships with them is of key strategic importance to Concern.

The Irish government has made a commitment to achieving the UN target of 0.7% of GNP to ODA by 2007.  This will involve a very substantial increase in resources.  The focus of the enhanced programme will continue to be on poverty reduction, with a continuing geographical emphasis on Sub Saharan Africa.  The resources available to NGOs will increase both in terms of multi-annual funding arrangements and resources for specific programmes.

The UK aid programme, operated by the Department for International Development (DFID), will also be increased in the coming years.  There has been a significant shift in emphasis within the programme in recent years towards the support of civil society groups within developing countries.  The EU has identified poverty reduction and the integration of developing countries into the global economy as the cornerstone of its development policy.  

The priorities for the US government programme, operated by USAID, are HIV/AIDS and food security / agriculture.

Emergencies and Conflict

One of the key features of the 1990s was the growth in the number of emergencies, both climatic and conflict related.  Both the EU and the US responded to this situation through the creation of new institutional arrangements for dealing with emergencies.  The EU established the European Community Humanitarian Office  (ECHO) while in the US, the Office for Disaster Assistance (OFDA) was set up.  

At UN level, there has been a growing recognition that conflict resolution is a precondition for political stability, which, in turn, is a precondition for development.  The UN is currently involved in a number of conflict resolution initiatives in Africa.  

Concern’s involvement in emergencies, both climatic and conflict related, continue to constitute a major proportion of our work.  In the first plan, it was recognised that emergencies arising from war or civil conflict, the so-called ‘complex political emergencies’ require particularly sophisticated interventions to ensure that they do not in any sense contribute to the maintenance of the conflict.  Much work has been done to improve the quality of our intervention and we must continue to refine our approach in the light of experience.

One of the major political events which occurred during the period of the first plan was the signing, in April 1998, of the Belfast (Good Friday) Agreement.  The Agreement constitutes, hopefully, a decisive step towards the resolution of the conflict within Northern Ireland and the establishment of peace and stability.  Concern has drawn on some of the experience of conflict resolution in Northern Ireland for a project in Kosovo.  It may be that, in the course of this plan, there will be other opportunities for Concern to use its experience and the wider Irish experience in conflict resolution.

The HIV/AIDS Pandemic

The HIV/AIDS crisis is probably the single greatest challenge facing humanity.  In Africa, some 28 million people are infected.  In Asia, some 7 million people are infected and it is feared that the disease may be at an early stage in its development.

The disease is having devastating effects on families and communities.  In 2000, 2.5 million people died from it in Africa while a further 3.4 million were infected.  Apart from the human and social cost, there are major economic costs in terms of reduced output, both now and in the future.  With the loss of many skilled resources, governments face a huge challenge in providing economic and social services.

INTERNAL ORGANISATIONAL ANALYSIS

There has been considerable change within the organisation during the period of the first plan.  Most of these changes were in line with what had been signalled in the plan.  Other changes were made as a response to new situations and challenges.  

Among the more significant changes for the organisation have been the following:  

· An expansion in our work.  In 2001, Concern operated in 26 countries and had a budget of 59 million euro, compared to 13 countries and 31 million euro in 1998.

· An enhanced policy capacity.  There are now policies in place for four aspects of Resources (Human Resources, Finance, Logistics and Marketing).  In addition, Programme Policies which have been approved include Micro Finance and Capacity Building.  Policy papers on Health, HIV/AIDS and Human Rights are in preparation.

· An expansion in our fundraising base through the development of regular donations from supporters.  The key motivation for expanding in this way was the need to have a more predictable income stream which then gave a better capacity to plan our work, particularly our long-term development work.

· The development of a strategic alliance, Alliance:2015, with three other European NGOs (Deutsche Welthungerhilfe – DWHH, IBIS, and Hivos).  The aim of the alliance is to work together effectively to contribute to the achievement of the IDTs by 2015.  A number of the major donor agencies welcome the opportunity to work with networks of NGOs in a structured way and it is believed that Alliance:2015  will facilitate this.

The above changes formed part of the backdrop to the planning and consultative process for this Strategic Plan.  In addition, a stocktaking was made of the first plan as well as an assessment of the current organisational strengths and weaknesses.

Stocktaking of First Plan
While it was agreed that the first plan provided a very useful framework for organisational development, some shortcomings were identified:

· The absence of Vision and Mission statements

· Lack of focus and coherence between programme objectives, advocacy and support functions

· An under-assessment of the continuing high incidence of emergency activity associated in particular with natural disasters

· The absence of a marketing strategy to provide a consistent income stream for development work (as indicated above, this had been dealt with during the course of the plan)

· The failure to make the first plan, a daily influence on field activity

· Problem of translating commitments on gender and equality into reality

· Lack of indicators of achievement to permit an impartial judgement on the success of the plan

· Absence of formal and broad based review mechanisms

Organisational Strengths and Weaknesses

The organisational strengths and weaknesses which were identified during the consultative process were as follows:

· Strong public support particularly from the Irish public, North and South, and with increasing support from the UK and US 

· A good reputation complemented by positive evaluations of emergency intervention

· A strong financial and marketing base which should be capable of being leveraged to good effect

· Some weakness in programme design which was rated by the Concern community as not above average and which left us implementing efficiently but not always with the most appropriate programmes

· Difficulty in discerning poverty impact arising from programmes

· Some weakness in our capacity to retain people to service an expanding programme in a tight labour market situation

IMPLICATIONS OF ENVIRONMENTAL ANALYSIS FOR CONCERN AND THE STRATEGIC PLAN

We need to draw together the various strands of the environmental analysis presented in this chapter and make a link to the strategic choices and actions which are discussed in subsequent chapters. 

At a very broad level the environmental analysis points to the five following issues:

· A Shared Agenda: 

Given that there is significant international consensus around the International Development Targets and the Poverty Reduction focus with the Comprehensive Development Framework, it makes sense for Concern to situate its work within that agenda.
· Partnership: 

It is clear that the development of partnerships, at various different levels, will grow in importance.  The different agents with which Concern will be required to work in partnership will include host governments, both at central and local level; community based organisations; donor agencies. 

· Maintaining a Distinctive Concern Perspective: 

Concern has 33 years experience of working with very poor people.  We believe that experience is valuable and should be factored into the way we work and into the perspectives we bring to discussions on how best the poor can attain their rights, improve their current welfare and provide a basis for working their way out of poverty.  

We believe that, in certain cases, our experience will require us to challenge some of the orthodoxies of development thinking, either at governmental level or within donor agencies.  While we are committed to increasing partnership with Southern NGOs, we believe that the presence of Northern NGOs, such as Concern, in developing countries can make a key contribution to ensuring that programmes are implemented to optimum effect.  We also believe that such a presence is important in maintaining public and political support within developed countries for development assistance and for advocating fairer world trading arrangements. 

The objective of sustainable development permeates all our activities and rightly so.  But there are many circumstances where provision for welfare is necessary if people are to survive at the most basic standards.   While always asserting the primacy of sustainable development, Concern should not hesitate to confront governments and donors with the reality of poverty and with practical proposals as to what should be done about it.

· The HIV/AIDS Pandemic:

The scale of the HIV/AIDS pandemic in Africa is such that it must realistically be factored into everything we do.  In this area above all others, there is a need for partnership between governments, civil society and business.  Crucially, ordinary people must be persuaded through education to change their lifestyles.  A key challenge for Concern, and for other NGOs committed to combating HIV/AIDS, is to define how they can make the most impact and what are the most effective partnerships to enter into.

· Concern’s Responsibilities to its Public and its Donors:

Concern has received generous and sustained support from the public over many years.  The number of these supporters has increased substantially in recent years.  We use the resources donated by the public to raise additional resources from governments and donor agencies.

We must always remember that we receive the support, from the public and from institutional donors, on two key understandings: (a) that we will use our resources efficiently and effectively to improve the lives of the poorest and (b) that we are fully accountable in the use of these resources. 

We believe that we attain high standards in regard to each of these criteria.  During the course of this plan, our aim is to sustain and, where possible, improve these standards.  We also aim to improve our capacity to communicate with our donor base on how the money which they contribute is used. 

A further important dimension of Concern’s relationship with the public is in terms of the legitimacy it provides to Concern as a vibrant civil society organisation.  Concern is a membership organisation with a democratically elected Council.  In a very real and practical sense, it has always sought to connect people in the developed world to people in developing countries.  By seeking to be rooted within these respective societies, Concern feels that it draws a strong legitimacy, both for its work and for the advocacy positions which it espouses.

CHAPTER 4 – STRATEGIC ISSUES, OBJECTIVES AND ACTIONS
OUR INTENTIONS

This part of the plan states the objectives which have been set.  Some may be achieved early in the plan period and some are intended to be achieved by the end of the plan.  The path to some objectives is obvious and their achievement can be assessed numerically.  The path to others is more complex in that Concern will have to develop new ways of thinking and working in order to achieve them.  This new thinking is the main learning agenda for Concern over the next three years.  

None of the objectives are set in stone but it is incumbent on all Concern staff to work towards them until such time as our monitoring shows them to need adjustment.  Adjustments must be signed off by Senior Management.

To ensure that we are efficient and effective in working towards them requires that at all levels of the organisation we develop better systems of communication.  The tone for this will be set by communications from the Senior Management Team.

OBJECTIVE 1 - PROGRAMME APPROACHES

The approaches we adopt in our development and emergency programmes, derive from our perspective on the nature of poverty (Chapter 2), our experience and our analysis of the external environment (Chapter 3).  We aim to adjust our approaches, where necessary, to take account of changing circumstances.  We believe that we have learned from our experience during the first plan and we seek to incorporate such lessons into this plan.

Development Programmes
To have an impact which is sustained over time we need to achieve three things

· Improve the material quality of life

· Empower people to act to remove the causes of their poverty

· Build the capacity of groups of local people to help themselves

Only the first of these can be achieved through directly implementing service provision and even then the benefit might not be sustained if local people do not have ownership.

Mitigation of external shocks is an important strategy in reducing the vulnerability of the poorest people.  Therefore, emergency preparedness and disaster mitigation will continue to be a key component of development programmes.

In the first plan we set as an objective for each country to develop a relationship with one local NGO.  In practice this objective was considerably exceeded, but now we want to go further.  

The participatory methodologies and capacity building approach will continue and be enhanced with the objective of empowering people to control of the influences which govern their lives. We will work through local partners, as the option of preference, subject to the availability of partners with the capacity to absorb the resources necessary for the programme.

With respect to empowerment we must be discerning enough to realise that only certain civil society organisations have the capability to effect real change.  A case in point might be the capacity to engage with the PRSP process.  So we must put more effort into building a knowledge base about what constitutes civil society in a country.  In a country we may decide to work at local, regional or national level depending on a judgement as to how we can make the biggest impact.

It is important to remember that civil society means more than just development focussed NGOs.  Civil society organisations (CSOs) more broadly defined, such as church groups, farmers’ associations, trade unions and so on, are key to the success of PRSP, especially the participatory process.   They often have large memberships, and are well-organised at grass-roots level.  

More broadly, the development community needs to be aware of the politically-charged status that “civil society” can have in some countries.  Given that CSOs and NGOs may often be criticising government policies in the participatory process, there may be instances where governments will attempt to neutralise this criticism by accusing civil society of political, rather than developmental, motivations.  Equally, there may be instances where NGOs are not poverty focused, but are instead using the participatory process to push a political agenda.  While there will be little that outsiders can do in such situations we must remain sensitive to these potential problems.

Emergency Programmes

Since its foundation, Concern’s capacity to react quickly and effectively to emergencies has been one of its key strengths.  Over the years, different approaches and different organisational arrangements have been applied to emergencies.  Here also, we have tried to learn from our experience.  In 2001, we conducted an analysis of the emergency evaluations which Concern was involved in over the past decade.  The lessons learned from this analysis have been factored into a comprehensive document ‘Concern’s Approach to Emergencies’, which is currently being finalised.

Concern’s current emergency interventions cover a broad spectrum from emergency preparedness and disaster mitigation, through conflict resolution, to response and rehabilitation.

In responding to emergencies, Concern has agreed to be bound by international codes of conduct and practice, including:

· Code of Conduct for the International Red Cross and Red Crescent Movement and NGOs in Disaster Relief

· The Sphere Project; Humanitarian Charter and Minimum Standards in Disaster Response

· The People in Aid Code of Best Practice in the Management and Support of Aid Personnel

In addition, our interventions should be informed by international humanitarian law, refugee law, and particularly in conflict situations, the Geneva Convention.

Concern’s policy regarding emergencies is based on a recognition that, acting alone, the organisation’s ability to make a significant difference is less than it would be in working with partners.  As such, Concern will seek linkages with national and international partners.  The criteria on which a judgement will be made in relation to working with partners will be based on the value-added to be gained.  If it is judged that there is not sufficient value-added, Concern will intervene directly, still with a capacity building approach in mind when working with target populations.

Towards a Rights Based Approach

In recent years, there has been increasing discussion, at international level, on the issue of a rights based approach to development.  The proponents of this approach argue that the right to development is a basic human right and that the elimination of poverty will be an expression of the fundamental rights enshrined in the Declaration of Human Rights and is the responsibility of all people – rich and poor.

In this plan, Concern is committing itself to adopting a rights based approach to its work.  The rights based agenda runs parallel to the agenda of International Development Targets, which deal with economic, social and environmental development and focus on poverty and human development.  A rights based approach recognises that all human rights are both components of development and the means of achieving it.  Thus gender equality is good in itself but also a necessary condition for development.

It is recognised that, in adopting this approach, there is work to be done in terms of understanding the implications for our work.  The approach has to be translated into practical issues such as programming and working methodologies.  In some cases, we may have to accept that we can only work on a needs based approach if the rights situation is too complex for immediate action.
Thus, while acknowledging that there is work to be done and a learning process to be undertaken, we are embarking on this route on the basis that, over time, the rights based approach will offer us added value in terms of opportunities for international partnership and mechanisms for public accountability, of Concern, Governments and other public bodies.  And, most importantly, that it will ultimately be of benefit to the poorest people with whom we work.

Objective

To work with and through local partners except where the capacity to absorb programme resources does not exist or is otherwise not likely to be effective (but normally maintaining a Concern presence in the country) and in particular to seek out partners who have the potential to effect long-term change.  Lack of local capacity is most likely to manifest itself in an emergency situation and if that is the case Concern will implement directly or through our Alliance:2015 members or other partners.  Concern will develop and apply a rights based approach to its work and to develop minimum standards for its work. In practical terms this potentially means adding advocacy to service provision rather than replacing one with the other.
Objective Indicators

· From March 2002 most new non-emergency programmes will be implemented with or through local partners.  In planning emergency projects consideration will be given to working with or through local partners

· By the end of the plan almost all non-emergency projects and a substantial proportion of emergency projects will be operated with or through local partners
· In at least five countries, programme support will be given to one or more partners who are influencing national policy

· By the end of the plan all projects will embrace Concern’s rights based approach to planning and will conform to agreed organisation wide minimum standards

	Actions
	 Indicators 

	· Action 1.  Each Country Director will prepare a Country Specific Strategic Plan


	· All fields (established for at least a year) have a Strategic Plan by end of 2002



	· Action 2.  A Country Specific Strategic Plan will contain an analysis of civil society organisations and identify those potential partners capable of impacting on National Anti-Poverty Strategies


	· All country Strategic Plans contain analysis of possible partners and their potential for influencing National Anti-Poverty Strategies

	· Action   3.  During 2002 an analysis will be made and the proportion of projects carried out with or through partners.  The results of this analysis will be used to set realistic specific numerical targets for partnership

 
	· Targets set and progress made towards them

	· Action 4.  Policy, Development and Evaluation Department will prepare a series of guiding documents on a rights based approach to programming, minimum standards, partner selection and working methodologies

	· Papers ready by mid 2002


OBJECTIVE 2: PROGRAMME FOCUS AND COMPETENCE

Concern responds to a range of problems from sudden onset acute emergencies to chronic long-term underdevelopment.  It is our priority to meet the most pressing needs of people.  

Our experience shows us that high on the list of the most common problem areas are food security and access to education and primary health care.  These issues are both constituents and causes of poverty.  In recent years they have been compounded in many areas into the HIV/AIDS pandemic.  

The criteria adopted for choosing the work we will engage in are the following:

· The International Development Targets for the achievement of certain outcomes by 2015, namely;
Halving the number of people living in absolute poverty

Universal primary education

Eliminating gender disparities in primary and secondary education (by 2005)

Reducing mortality rates for mother and children

Providing universal access to reproductive health care

Reversing current environmental resource loss

Reduced HIV prevalence in 15-24 year old pregnant women

· The type of work most pertinent to our target countries and groups; inevitably this will result in concentration on women and children

· Our current strengths and advantages

· The work for which we are best placed to secure human and financial resources in the longer term

· The potential for impact

· The range of work we can expect to take on if we are to reach a scale and expertise to make a significant impact

· The desirability of covering economic, social and environmental work

Over the period of this plan Concern will focus on five organisation wide programmes: -

· Health

· Primary Education

· Livelihood Security 

· HIV/AIDS  

· Emergency Response (including preparedness and rapid response) 

Each organisation wide programme will be a combination of work in that area, in each country, together with all related advocacy and education work.  Our approaches in each programme will include options on advocacy at a range of levels from individual projects overseas to global campaigns.  It will also involve working with local partners at various levels but including those who can make an impact at national and international levels.  We will aim to encourage interaction between civil society groups and government and will develop a rights based approach to our programming.

In addition to a formal HIV/AIDS programme we recognise that each intervention we make may present opportunities to reduce infection, or indeed may inadvertently increase it.  Accordingly in all projects we will carry out an HIV/AIDS risk analysis and then include appropriate risk limitation responses.

While our overall objective in each programme area will be to contribute to sustainable development as set out in the appropriate International Development Targets, we will also advocate for, and use resources on, welfare approaches.  In advocating and implementing welfare approaches we will aim for innovation which will prevent avoidable dependency but advance the rights of desperately poor people to have access to the essential requirements for a healthy and creative life.  

In each country seventy five per cent of our budget will be spent on one or more of our main programme areas.  

In order to be as effective as possible in our work Concern will develop a high level of competence in those work activities central to the achievement of impact in our programmes.  A high level of competence means that:

· we have policies and strategies to achieve impact

· we can support our work with teams of highly skilled staff and long-term financial resources

· we have an international reputation for excellence

· we can advocate effectively for political change.

Each of the following competences will contribute to our five organisational programmes.  (Table 1)

· Primary Health Care (PHC) including Nutrition, Water and Environmental Health

· Primary education

· Income generation (and smoothing) primarily through savings and credit, and through agricultural management including basic goods availability and shelter not only during crisis production

· Rapid emergency response including the management of camps and the rapid supply of essential goods including shelter.  Our shelter work will extend into the period of recovery from such situations.  Our overall emergency response will include our other core competences

Activities proposed within any competence area will be appraised against the policy and strategy for that competence and the likelihood of achieving progress towards the related IDT.  

When undertaking work outside our specialised competence areas we will develop working relationships with agencies which have the necessary competence.

Table 1   Links between organisational programmes and competences

	
	
	(Competences(
	
	
	

	Organisational Programmes

          (

	Income generation focused on agricultural production and MF
	PHC including Nutrition & Watsan
	Basic

Education
	Rapid Response
	Shelter

	Livelihood Security
	*****
	**
	***
	**
	**

	Health
	***
	*****
	**
	****
	****

	Primary Education
	**
	**
	******
	
	

	HIV/AIDS
	*
	****
	***
	**
	

	Emergency Response
	**
	****
	**
	****
	****


******  
high level of interaction between programme and competence

*            low level of impact between programme and competence

Notes: -
1. The stars give an approximate indication of the contribution made by the competence to the organisational programme e.g. the main impact of our health competence will be on peoples basic health but healthier children will take more advantage of education, healthier adults will have better livelihood security and HIV/AIDS incidence will be lowered, etc.

2. PHC has ten elements including communicable diseases, nutrition, water and sanitation, and prevention education.  It thus covers medical aspects of HIV/AIDS infections. 

3. Rapid response includes basic goods distribution and a range of activities collectively taken as camp management. 

4. Basic education includes non-formal education and adult literacy. 

5. Income generation is based primarily on savings and credit and an emphasis on income smoothing. 

6. As a competence we have limited natural resource work to agricultural production.  This does not preclude other natural resource interventions as non-core programmes. 

Objective

To focus Concern’s work as above, but leaving scope for some limited interventions as determined by local priorities.  The balance between urban and rural work will be set at a country level.

Objective Indicators

· All non-emergency programmes will have reference to at least one IDT in their objectives.

· Concern will develop generic wider objectives for emergency work.

	Objective:  IDT’s prioritised by Concern in organisational programmes
	Indicators: Concern programmes achieve progress on: -

	· Halving the number of people living in absolute poverty
	· Incidence of extreme poverty: population below $1 per day

· Poverty gap ratio: incidence x depth of poverty

· Inequality: poorest fifth’s share of national consumption

· Child malnutrition:  prevalence of underweight under-5s



	· Universal primary education
	· Net enrolment in primary education

· Completion of 4th grade of primary education

· Literacy rate of 15 to 24 year olds



	· Eliminating gender disparities in primary and secondary education (by 2005)
	· Ratio of boys to girls in primary and secondary education

· Ratio of literate females to males (15-24 year olds)



	· Reducing mortality rates for mothers and children
	· Infant mortality rate

· Under-5 mortality rate

· Maternal mortality rate

· Births attended by skilled health professional



	· Providing universal access to reproductive health care

	· HIV prevalence in 15 to 24 year old pregnant women



	· Reversing current environmental resource loss
	· Countries with national sustainable development strategies

· Population with access to safe water




Note:  

One of these indicators will generally form the wider objective of each of Concern’s programmes and the more specific indicators of achievement will be based on the intended contribution of the programme to that indicator.  Concern will normally accept the national statistics for the wider indicators and compare programme performance to them.

	Action
	Indicators 

	· Action 1.  Revise or develop country Strategic Plans and departmental plans in line with the selected core competences


	· Department plans by June 2002

· Existing country plans (CP) revised by end of 2002 and new plans developed by this date

· 75% of CP budgets spent on competences

· 75% of all project focussed on competences



	· Action 2.  Link advocacy and fundraising activities to competences to ensure coherence


	· All fundraising and advocacy issues linked to competences as well as generic issues after March 2002



	· Action 3.  Develop competences


	· Staff resourced early 2002

· Competence achieved by end 2004



	· Action 4.  Align technical support capacity (including external consultants) with competences, and develop policy papers, best practices and external linkages to the end of enhancing our overall capability in development and our capability to carry out high quality analysis and assessments in emergencies

	· Policy papers produced by end 2002 on:

- HIV/AIDS                 - Water/Sanitation

- Poverty                      - Basic Education

- Advocacy                  - Emergencies

- Livelihoods               - Equality

        - Natural Resources

· Best practice papers on same produced by end 2002

· Networking in all competence areas at home and overseas




OBJECTIVE 3 - MEASURING IMPACT
A major thrust of this plan is to improve the impact of Concern’s work.  A later section deals with volume growth but there is universal agreement that this should only be attempted if, at the same time, the quality of work can be improved.  Concern is therefore committed to quality management and regular review of performance so that we learn from our experience.

To improve quality we must define it and establish systems of learning.  Quality can best be defined by setting financial and non-financial objectives at organisational and departmental levels.  It can be assured by establishing and documenting procedures and processes and seeing that they are widely understood, consistently implemented and regularly monitored.  For many departments benchmarking against the standards of other organisations will help set standards.

Learning can be achieved by: -

· encouraging innovation which, while taking risks, is thought through

· documenting experience and sharing it widely within Concern

· progressive staff training and mentoring

· setting learning targets in plans

· sharing our experience with Alliance partners, networks to which we belong and with Ireland Aid and other donors

The work upon which Concern is engaged is a somewhat inexact science.  There are very few absolutely right approaches which one can follow as a blueprint and be confident of the result.  Achieving best practice and institutional learning must therefore be a constant priority.  

To measure impact we must improve systems of monitoring and evaluation across the organisation. This requires good management information systems.  It is important that emphasis is given to collecting data which can guide management decisions and which are relevant to monitoring and evaluating projects.  It is also important that such management systems are simple and robust rather than complex, provided they meet the management, monitoring and evaluation requirements. 

Objective

To improve impact by setting financial and non-financial standards and objectives and introducing, at a manageable pace, strengthened systems of monitoring and evaluation of Concern’s work at all levels of the organisation.

Objective Indicator

· All planning processes take account of existing monitoring and evaluation, which covers all key aspects of the efficiency and effectiveness of that activity

	Actions
	 Indicators

	· Action 1.  SMT will define overall financial and non-financial objectives (including all the strategic objectives in this plan) and agree an overall quality management process
	· Objectives defined and system agreed by end of September 2002.  Implementation started by end of 2002 and fully operational by end 2003



	· Action 2.  By end of June 2002 each department documents its systems for planning and administration and how it reviews such systems.  The overseas system will include a scheme for Project Cycle Management.  SMT approves the systems and includes them as an integral part of quality management

	· Documents ready by end of June 2002.  Departments may seek accreditation



	· Action 3.  Carry out an annual review of the implementation of this plan in conjunction with the budgetary process


	· Annual Review of plan takes place with all parts of organisation involved



	·  Action 4.  Policy, Development and Evaluation Directorate take on overall responsibility establishing systems of monitoring and evaluation throughout Concern
	· PDED have resources in 2002

· Systems established by September 2002 for all departments




OBJECTIVE 4 - ADVOCACY

Concern has been involved in advocacy, at different times and on different issues, since its foundation.  Some of these issues involved the organisation taking positions which were not popular with certain governments, nor, indeed, with the majority NGO view at the time.  Some of the advocacy was done through taking a public stance; more of it was done quietly, through influencing, or attempting to influence, the people who had the power to do something about the issue in question.

The common thread in our advocacy positions over the years was that we spoke from our experience, from what we had seen on the ground.  However, it was also the case that not all our experience led to formal lessons being drawn which then became reflected in advocacy positions.  In recent years, there has been a growing view within the organisation that there should be a more formal approach to advocacy.  It was seen that advocacy could, and should, be a necessary complement to our development and emergency work.  We must therefore be prepared to influence policy makers to take the type of political action which will eventually end structural injustice.

We define advocacy as embracing Campaigning, Lobbying, Networking and Education.  All our advocacy positions should be informed by our practical experience on the ground and should focus on issues which are relevant to our organisational effectiveness in delivering our humanitarian and development programmes.

A cross organisational group of key decision makers has been set up to think through what should be our essential approach in developing an advocacy programme which will increase the volume of our advocacy work, and enhance its quality and cross Concern coherence.  This work will not only deal with the key issues the organisation should focus upon but will also discuss the internal management process appropriate to agreeing final advocacy positions. 

Objective

To reposition Concern to be an organisation that undertakes emergency humanitarian relief, long-term development and which seeks, through advocacy, to improve the effectiveness of our programmes and to influence policy makers to remove the underlying causes of poverty.

Objective Indicator

· Advocacy features in all department and CP plans and reports
	Actions arising from cross organisational group
	Indicators

	· Action 1.  The cross organisational group defines Concern’s approaches to advocacy in terms of principles, types, roles, mechanisms, responsibilities and budgets
	· Definition by end of May 2002.  Sections will be communicated as they are completed



	· Action 2.  An audit of existing advocacy work is undertaken to establish our current advocacy and to serve as the basis for further planning


	· Document by end of March 2002

	· Action 3.  Programme planning will include designing in opportunities for advocacy both locally and internationally; this will be a provision of PCM


	· All new programme plans to contain a section on assessing in what ways, if any, advocacy could be used to   achieve programme objectives



	· Action 4.  Advocacy will be pursued in conjunction with Alliance:2015, Southern partners where possible and appropriate and the networks to which Concern is affiliated

	· 75% of advocacy initiatives carried out in conjunction with other actors

	· Action 5.  In the context of this Strategic Plan, which emphasises development of greater capacity and more in depth treatment of a smaller portfolio of competencies, our advocacy will be enhanced by the quality of the research available.  If deemed necessary external consultancy services will be used


	· Initiatives in advocacy preceded by comprehensive research documents


OBJECTIVE 5 - EQUALITY
The United Nations Development Programme (UNDP) Human Development Report published in May 1997 defines poverty in the following terms:

“It is in the deprivation of the lives people lead that poverty manifests itself.  Poverty can mean more than a lack of what is necessary for material well-being.  It can also mean the denial of opportunity and choices most basic to human development – to lead a long, healthy creative life and to enjoy a decent standard of living, freedom, dignity, self esteem and the respect of others”.

The barriers to the exercise of opportunity and choice are frequently tied to power relations in society around ethnicity, religion, gender, sexual orientation and language. It is evident that gender relations and inequalities are fundamental causes of poverty throughout the world. Such factors as well as unequal access to education and resources and a smaller say in decision-making means that girls and women form a disproportionate part of Concern’s target group  - the poorest.  

Of the more than 1 billion people living in poverty, an estimated 70% are female.  In the last decade the number of women living in poverty has increased disproportionately to the number of men, particularly in developing countries.  Women’s poverty is compounded by their different and unequal access to education, health, power and productive resources.  Experience of working with women shows that focus on gender inequality, rather than on women’s poverty, is essential to the achievement of lasting equality.

It is also essential that perspectives of both women and men inform the design, implementation and outcomes of programmes.  Concern therefore prioritises initiatives that help create conditions that empower women by increasing their skills, capacities, rights and opportunities.

“Equality” can be defined at various levels and it is important to distinguish each level: 

· equality of opportunity

                    -   equality of participation

· equality of success of participation 
        -   equality of condition

If we are to contribute to the achievements of the IDTs, an equality focus would mean that we are looking at interventions in terms of how inequality is eliminated or at the very least reduced.  We would need to address strategic needs, those needs that change the position of those (both men and women) in poverty and not simply their condition (basic needs).

Our first plan broke new ground in opening international and management positions to local staff in countries of operation.  There has been some success in implementing this change but not enough.  There is urgent need for affirmative action to persuade staff to apply for management posts, to develop them so that they can compete, and to actively undertake more recruitment at the appropriate level in developing countries. 

There was a qualification in our first plan that staff would not be appointed to Country Director posts in their country of origin as a general rule.  It is best to abandon that qualification now.  

The World Bank Dollar & Kray report sees economic growth as the key driver for the elimination of poverty.  This thesis is now widely accepted and informs UN and donor country strategies as well as the PRSP/CDF approach.  But growth will not reduce poverty in countries where there are serious problems of inequality.  It will rather tend to reinforce inequality.  While it is important not to over-simplify the issue it can reasonably be asserted that an anti-poverty strategy must target inequality as its primary objective.

Objective

To ensure that Concern achieves equality through its work and through its internal structures procedures and policies.  Our aim is to promote equality, especially in relation to gender, in all Concern’s work both home and overseas, believing that women’s empowerment and equality between women and men are prerequisites to poverty elimination.  

Objective Indicators

· At each Concern location equal opportunities exist for employment and career development for suitably qualified people as indicated by open advertising   
· All projects identify inequalities and how they propose to address them, while reports indicate how this has been done
	Actions
	Indicators 

	· Action 1.  To acquire the necessary expertise, either in-house, or through consultancy, which will enable Concern to deliver on the objective


	· Equality resources acquired mid 2002

	· Action 2.  When we acquire the capacity, do a comprehensive audit of the equality status of Concern and from that prepare a policy statement and a plan to give effect to it over the lifetime of the Strategic Plan including affirmative action initiatives

	· Audit, policy and plan completed by end 2002

	At Programme Level
	

	· Action 3.  Ensure that our programme design for emergency and long-term development work mainstreams equality, especially gender


	· All proposals and reports refer to equality issues



	· Action 4.  Continue to work with the networks to which we belong, through our partnerships and with civil society generally to promote the concept of equality


	· Equality issues feature in all   partnership agreements and are addressed in all networks to which Concern belongs


	At Institutional Level
	

	· Action 5.  Communicate to our internal and external audience that Concern has decided, as a matter of principle, to be an egalitarian organisation and that, while we recognise that there are many practical impediments to achieving this, we will deal with those impediments as they arise

	· All Concern audiences receive communications on Concern’s commitment to equality


OBJECTIVE 6 - GROWTH

Policy on growth is set out set out in the overall Concern Policy Document in these terms:

“Through planned growth, Concern seeks to increase the number of people who benefit from its programmes while maintaining or increasing the quality of service to its target group”.

Growth is not circumscribed in any way by lack of needs.  The main factor to be considered in assessing potential growth is whether or not we can make an impact and whether we have the organisational capacity to grow.  The recent appointment of an Overseas Director and additional Regional Directors has enhanced our managerial capacity for future growth.

However, growth in volume of work must not be achieved at the expense of quality. Unplanned growth without regard to adequate support systems will not deliver the quality of work necessary for impact. It is important that growth is part of a strategy for increased impact and thus falls within a comprehensive longer term overseas plan which will consider regional issues and inter-country linkages. It must also include appropriate Human Resource, Funding, IT and Technical Support sections.  Our emergency response capacity, and the effect on ongoing work of responses to sudden onset emergencies will have to be factored into the strategy. 

At this time there are some very positive circumstances which should facilitate growth: -

· Good improvements in public donations income, both in volume terms and in the composition of that income (committed giving proportion increasing)

· The prospect of a long-term partnership agreement with the Irish government

· The potential inherent in Alliance:2015

Growth is also important in terms of the advocacy element of our work.  Wider experience can bring greater strength to our anti-poverty proposals and working through Alliance:2015 should enable us to more easily access and influence policy makers beyond our national boundaries. 

Concern’s policy is to work for poverty elimination in countries in the lowest forty on the UN Human Development Index list. In the past most of Concern’s interventions in new countries have been on the basis of emergencies with longer term work developing from these interventions.  This plan is proposing planned interventions in new countries for long-term development purposes.  We will also seek to expand programmes in existing countries.

There is clearly a balance to be struck in relation to effectiveness and efficiency as between expanding in existing countries and entering new countries.  The principal reasons for considering new countries are:

· Reaching more people in need (population density is a factor here)

· Potential to innovate.  Innovations might be easier to achieve in a new country than in an existing country where there might be institutional inertia

· Presence in the event of an emergency (donors will not fund NGOs who do not have an in-country presence of long standing)

· Diversified portfolio increases prospects of alignment with donor preferences

· Expands Concern’s knowledge

· Opportunity to recruit new people

Objective

To grow Concern to an annual budget of Euro 75 million
 with commensurate increase in overseas work through expanding in existing countries and moving into new counties within the lowest 40 of the UN Human Development Index.

Objective Indicators

· Annual budget growth rates of the order of 10%
· Maintain current ratio of overseas spend to total budget

	Actions
	 Indicators 

	· Action 1.  Develop a growth strategy.   Maintain a coherent regional structure (Horn of Africa, Central Africa, South Asia etc) and proceed to identify potential for broad regional programmes.  The final decision to enter, stay in, or exit a country will repose with SMT

The rest of the actions in this section are sub-sets of this growth strategy


	· Growth strategy developed by end 2002
· Annual review of strategy and each departmental plan

	· Action 2.  Pursue existing fundraising strategies as set out in the marketing plans for RoI, UK and US

	· Targets met

	· Action 3.  Conclude long-term partnership agreement with Ireland Aid with a component to assist organisational capacity building

	· Agreement with Ireland Aid concluded

	· Action 4.  Develop consortia programmes through Alliance:2015
	· Achieve at least two consortia based programmes each year


	· Action 5.  Open new fields in countries in the bottom twenty on the HDI list in line with strategy and at a rate consistent with the annual budget
	· New countries entered
· Programme expansion in existing countries



	· Action 6.  Migrate to a position where there are two ACD posts in most countries, one of which is charged with identifying programme expansion and innovation


	· 75% of fields with two ACDs by end 2004

	· Action 7.  Engage overseas support capacity to assist programme quality and expansion.  Support capacity should broadly remain at the current proportion of overseas programme size


	· Qualitative improvement in work as measured by monitoring and evaluation


OBJECTIVE 7 – HUMAN RESOURCES    

Concern’s most important resource is its staff.  It must aim to have a committed and skilled staff.  It must be prepared to invest in its staff and to provide them with challenge and with career development possibilities, in so far as this is possible. It must seek to create an organisational culture which will encourage existing staff to stay and attract new staff to wish to join.  All of this points to the need for a top class Human Resources policy within the organisation.

There are some obvious constraints for a charity like Concern in securing and retaining staff.  In the current tight labour market, it has proved difficult to compete on salary terms with the private sector.  However, many of the people who work for Concern and in the charity sector are motivated not just by money, although, naturally, salaries have to be fair and competitive within the sector.  Some of the countries we work in are active war zones and staff security is a major issue.  As a result, it can be difficult to transfer or to recruit staff for certain areas of these countries.

The rapid expansion in the number of countries we operate within in recent years has meant that it has been necessary to recruit a significant number of senior and middle level managers from outside the organisation, rather than promoting from within.  While there have been many benefits from acquiring people with different experiences, it has inevitably meant some loss of institutional memory.  It also means that time and resources are needed to integrate effectively the new managers into the organisation.  Going forward, there needs to be clear commitment to such integration and additional attention paid to induction procedures.  In any further expansion in the number of countries Concern operate within, there needs to be a keener focus on planning for management development and succession.  In this context, increasing the pool of talent from which middle and senior management is chosen is important.  As a step in this direction, a system in internships will be further developed which will have the benefit of developing relationships with appropriate third level institutions.

The increased emphasis on developing human resources within the organisation means that managers at all levels must commit to this.  The role and function carried out by the Human Resource Directorate (HRD) will inevitably change, but, critically, the development of a top class environment for personal growth within the organisation is not something that the HRD is solely responsible for.  Everyone must play their part. 

Objective

To recruit, retain and develop staff, and to promote the organisation’s ethos with them through appropriate human resource policies in line with the People in Aid Code of Best Practice, so that Concern can carry out its mission as effectively as possible.

The HRD in Dublin will develop to a position where it fulfils an organisational brief to formulate policy and to provide strategic advice, training and practical guidance to operational units of the organisation.  The line management of the operational units is primarily responsible for achieving high staff retention and progressive staff development.  Recruitment of international staff and staff to work in offices in the Republic of Ireland and the United Kingdom will be carried out through the HRD. 

Objective Indicators

· Detailed recruitment and retention standards set and monitored

· Policies and manuals developed and operated as per internal monitoring systems 

· Departments produce reports on staff training and development 

	Actions
	Indicators 

	· Action 1.  HRD, in consultation with line management, will ensure that all aspects of Human Resources management are documented in manuals, and will arrange suitable training for line management who will then manage HR accordingly


	· HR policy manual and individual location procedural manuals exist

· Implementation of ongoing training programme for line managers
· Staff awareness of manuals, and practice evidenced through reduced number of queries on policy/procedures to line management and HRD



	· Action 2.   HRD will develop a policy on training and staff development which will be implemented by line management.  A budgetary allocation of 4% of each country or department payroll budget will be provided


	· Policy operational by end 2002

· Budget spent as per plan
· Analysis of performance reviews to assess the effectiveness of training



	· Action 3.  HRD will advise line managers on request, but Human Resource decisions will be made by line management.  In order to promote a clear understanding of the interface between line managers and the HRD, the directorate will provide guidance on:

- HR decisions likely to have budgetary implications for                                                   the organisation

         - Decisions which have the potential to create industrial relations problems

        - Decisions which may conflict with HR policy 


	· Procedures operational which indicate to line management when they need to consult HRD
· Low number of critical HR situations which jeopardise the profile of Concern


	· Action 4.  The HRD will monitor the implementation of policies and the effect that the policies are having on staff recruitment retention and development.  Targets will be set for each parameter


	· Achievement of targets measured by regular statistics

	· Action 5.  The HRD will propose a service level agreement for recruitment. This will state clear reciprocal obligations of HRD and line management

	· Service level agreement operational

· Effectiveness of system assessed through regular information reports
· Clear identification of problems leading to easier resolution


	· Action 6.  Human Resources Directorate will endeavour to design a more user friendly performance management scheme which will assist the attainment of organisational coherence, help people to focus on their contribution to the plan objectives (and achievement of IDT’s) and help identify training and staff development issues impending attainment of the objectives


	· Performance Review (PR) will be implemented throughout the organisation

· Information from PR feeding into staff retention and training

· Increased level of staff satisfaction in relation to their role and potential career development based on information from survey of PR reports



	· Action 7.  HRD will have a special role in ensuring that the equality policy, documented under Objective 5, is pursued throughout the organisation but particularly in relation to recruitment, promotions and affirmative action


	· Concern policy on equality developed by end 2002

· Clear indicators developed in line with policy

· Procedures in place to promote implementation by mid 2003

· HRD produces annual reports on equality



	· Action 8.  HRD will review volunteering and manage volunteer recruitment in accordance with agreed recommendations


	· A review group is established and terms of reference agreed

· Agreed policy on home and overseas volunteers is being implemented



	· Action 9.  Any country with more than 75 staff will be permitted to recruit a country based Human Resources person who will have a functional reporting relationship to Dublin in the same way as accountants do


	· Fields have adequate HR management resources to:

-  manage HR in accordance with policy

- provide required information to HRD in relation to policy implementation




OBJECTIVE 8 – FUNDRAISING AND MARKETING

Existing strategies are in place for public fundraising in ROI, UK and US.  These are not published for commercial reasons.

In pursuit of organisational coherence public fundraising issues will relate to actual programmes and there will be close co-operation between fundraising and overseas departments to ensure that content of marketing literature is appropriate to our work.  We will fundraise in ways consistent with Concern’s corporate communications strategy.

Co-financing is related to a number of factors, namely;

-The leverage given by general donations income   
- Quality of programmes

-Relationship with donors                                           
- Competition for donor funds

-Need to maintain organisational independence 

- Number of donors approached

Objective

To raise as much money as possible from a diverse range of sources so as not to compromise our independence.  To maximise the component of our income which is regular and can be relied upon in the medium term to underpin our development work.

Objective Indicators

· Total income reaches at least Euro 75 million by end 2004

· No single donor provides more than 20% of total income

	Actions
	Indicators

	· Action 1.  Implement existing marketing plans

	· Targets of marketing plans as in growth section

	· Action 2.  Continue to seek similar partnership agreements with other institutional donors

	· An improvement in the proportion of co-funding provided by EU and UK government


	· Action 3.  Increase co-financing to the levels necessary to meet the annual budget target

 
	· Co-financing targets set and met

	· Action 4.  Seek out new institutional donors


	· Number of institutional donors increased

	· Action 5.  Develop high-level relationship with the Irish, US, UK governments and the European Union
	· Regular contact at high levels leading to good co-funding and optimising of programme integration with donors.  Formal agreements documenting relationship where possible


	· Action 6.  Develop and implement a corporate communications strategy, inclusive of all Concern family members, and plan to ensure that all of Concern’s external messages are consistent globally and reflect our work

	· Policy framework developed and used

· Integration of communications planning into Programme planning

· A brand awareness and development plan used

· Media strategy created and used

· An Alliance:2015 component in operation


OBJECTIVE 9 - INFORMATION TECHNOLOGY

Policy Formulation

Responsibility for determining and setting out IT policy in Concern rests with the Finance Director.  Such determination is arrived at following discussion between the Finance Director and senior managers (principal users) and requires sign-off by SMT.

The current strategy for IT is in place and Concern is mid-way through delivering this strategy.  The strategy was designed to rationalise IT in Concern which had developed for several years in a non-integrated manner to a position where there was little standardisation of hardware or software and a lot of ageing equipment unsuitable for modern communications.  The strategy to address these problems was developed in two phases.

Phase I, which is nearing completion, sought to address significant IT hardware, software and communications infrastructure deficits.  Phase II is intended to focus on developing and rolling out information systems and business applications, such as the exchange e-mail system and the purchasing/stock control system.  The timeframe for this IT upgrade programme straddles the most recent and the current organisational strategic planning periods, and will continue up to and including 2004.
Between now and end of 2003, key IT users will identify requirements not catered for by the existing strategy.  Each sponsoring manager must present these requirements to the Finance Director who will engage in consultation and assessment to determine the preferred course of action.  The principal issue for the Finance Director will be to ensure that any such interim investment is designed in a manner consistent with existing platforms and systems, and is cost-effective.  If these criteria are met the Finance Director will agree in principle to these investments.  SMT will have to sign off on budgetary implications. 

In preparation for the next three year IT plan, the Finance Director will commence an assessment in late 2003 to determine the contents of this new plan.  He will engage fully with all of the key user managers and will employ IT staff and expert external consultants to arrive at optimum proposals.  These optimum proposals will be costed and presented to SMT/Council for approval.

Implementation

The Finance Director is responsible for completing the implementation of the current plan for IT.  He is responsible for engaging with key users in the lifetime of this plan to facilitate the implementation of any supplementary investment.  He is responsible for initiating the next three year plan and in engaging with key users to arrive at an optimum situation.

In relation to Overseas application of the IT plan, and the development of user competencies overseas, the Overseas Director, Regional Directors and the Country Directors have responsibilities for all operational aspects.  They are responsible for full compliance with the standards set by the Finance Director in relation to architecture, hardware and software parameters.  The Finance Director will provide consulting support to Overseas in terms of implementation of new systems and maintenance of functionality.  This will take the form of IT staff or IT consultants. 

In relation to systems provided in the home offices, the same principles apply. 

Objective

To develop our IT systems in a way that enables users to work to maximum efficiency and in a way that provides line managers with the policy and technical support required to manage IT development within realistic financial investment.

Objective Indicators
· Standardised computer hardware and software across the organisation 

· The ability to send and receive information in digital form

· The deployment of a single e-mail system across the organisation

· Email access for staff travelling abroad 

· Provision of access to all staff to select knowledge bases and resources

· Integration, and the sharing, of specific business applications 

· High staff satisfaction levels with IT facilities

OBJECTIVE 10 – GOVERNANCE, MANAGEMENT STRUCTURE AND INTERNATIONAL RELATIONS

The governance structure of a charitable organisation is of vital importance because public trust is its lifeblood.  It may take years to acquire a reputation but it can be lost overnight by one incident.  It has often been said that the public will tolerate some measure of latitude in the commercial sector but any impropriety in a charity is absolutely unacceptable.

The expansion of Concern’s work requires us to look at whether there is a need to change the governance structure in any way.  In particular the development of Concern in the US and UK raises the issue of a family structure.  At present Concern Worldwide (UK) is a subsidiary registered in Northern Ireland.  Concern is the registered name of Concern Worldwide Limited, an Irish company incorporated under the Companies Act, 1963, which is limited by guarantee and does not have a share capital.

Management structure is simply a tool to get more work done and must always follow strategy.  Although some reference is made in action points in this document to structural adjustments, a management structure to support the plan will be designed separately.

During the course of the first plan the most significant development in international relations was the formation of Alliance:2015.  This is covered by a Memorandum of Understanding and is legally registered in The Netherlands.  The Alliance will be a vehicle for expansion of work through consortia based programmes and for adding value in a qualitive way through innovative programme design. It is envisaged that the Alliance will also be the means of moving our advocacy onto a much higher international level.  It is hoped that much progress will be achieved through a deepening relationship between Alliance partners over the coming years.

Objective

To have governance structures, throughout the Concern family, which are consistent with best practice in the corporate realm and which facilitate the achievement of the objectives of this plan.

Objective Indicator

· Annual certification, by way of management letter from our auditors, that Concern is operating in accordance with best practice
	Actions
	Indicators 

	· Action 1.  Research by Council and Senior Management to clarify the family structure for Concern by the end of the plan period with clear understandings of the operationality of each member, the relationships between them and overall family governance


	· Overall structure and governance document

· New governance structure established if appropriate

	· Action 2.  A management structure will be designed to support this plan.  The style of management will be collegiate and will embody the following principles: -

  - Decision making as close to the action as   possible

- Maximum autonomy to line management with support from Head Office functions

-  Personal accountability

          - Team based, open and participative


	· Management effectiveness as measured through the organisational M&E system
· Annual survey of performance reviews indicates level of general satisfaction with management style


CHAPTER 5 – MANAGEMENT OF THE PLAN
PLANNING, IMPLEMENTING AND MONITORING

In anticipation of this plan each department has been invited to prepare a sub-plan as will each country in due course.  When these are to hand a time-scale for implementation will be devised.

Planning will be continuous throughout this Strategic Plan.  There will be joint planning sessions, involving a number of departments, to ensure a coherent approach to advocacy, and to raising funds from institutional and public donors. Specifically when the Annual Plan and Budget is being prepared, Overseas and Marketing will have to jointly agree on how to fund programmes. A new management structure to support the plan will also be implemented.

Each department will be given responsibility for implementing appropriate sections of the plan.  The Policy, Development and Evaluation Directorate will be responsible for overall guidance of implementation, monitoring and evaluation.  Monitoring and evaluation are essential to ensure that necessary adjustments are made in a timely fashion.  There will be annual reviews of whether the plan is achieving its objectives and the first of these will be held at the end of 2002 and will involve a broad representative group of managers.  Implementation will also be discussed as a standard item on the agenda of each Senior Management Team meeting.  Council will receive updates through reports from the Chief Executive.  The work of all staff will be linked to the plan through the performance review system.

Coherence is the cornerstone of this plan.  We therefore need a management tool to measure how we are achieving our objectives across all areas.  The organisational monitoring and evaluation system is to be developed to measure impact and will include a strategic review system and become operational before the end of 2002.

High quality systems have an important role in respect of:

· Consolidating and passing on institutional knowledge

· Making it easier to monitor performance

· Leaving people free to concentrate on strategy

· Convincing outsiders of efficiency

· Human Resources will seek to modify the performance management system so as to allow us all to see clearly how we contribute to the objectives of this plan and ultimately to the achievement of the International Development Targets

Objective

To ensure the delivery of all objectives set out in this plan.
	Actions
	Indicators

	Action 1.  Planning  
· Departments make plans by mid 2002

· Countries make plans by mid 2002


	· Plans available and include monitoring details

	Action 2.  Monitoring

· Overall monitoring system agreed by end of September 2002 and in use by end 2002
	· Among the instruments to be used will be:

                 - Performance reviews

                 - Monthly reports to SMT

                 - CE quarterly reports to Council

· Instruments in monitoring system actioned




RISK ASSESSMENT

This Strategic Plan is ambitious both in terms of expansion of activity and the evolution of its working philosophy.  The achievement of each objective is attended by a number of internal and external risks which must be identified, as far as possible, and minimised or obviated.  In addition to these risks there other more generic risks which could impact on the continuing effectiveness of the organisation.  The main categories of such risk can be summarised as follows: -

· Operational Risks – focusing on the day today activities of Concern.

· Reputational Risk – focusing on the reputation of the organisation as an effective and ethically driven organisation

· Environmental Risks - focusing on the external factors affecting Concern

· Strategic Planning Risks – Arising from the activity and environment surrounding the delivery of the Strategic Plan

Concern accepts that proactive risk identification and management are basic components of organisation management and intends to meet its obligation in this regard by following the recommendations of the Turnbull Report on corporate governance.  These recommendations apply to not-for-profit companies as much as commercial ones.

In effect, therefore, strategic risk management is being identified as a strategic issue in itself and the Risk Assessment Report will exist side by side with the Strategic Plan.  Risk identification and risk management are basic components of organisation management.  

A final draft of Concern’s Risk Assessment Report is currently being reviewed and discussed at Senior Management level, following which the document will go to Council for approval.  It will contain clear proposals in relation to risk management measures and clear objectives over the period of the Strategic Plan.

FINANCIAL POLICY FRAMEWORK

For a Strategic Plan to be successfully implemented it is necessary to have the financial resources to underpin it.  

The broad principles guiding financial management in Concern were set out in the first plan and these should be taken as given as regards this plan.  The Council of Concern has also set policies in relation to investment and reserve holding which will be adhered to.  The finance sub-committee of the Council fulfils a most important role in the corporate governance of Concern and with particular reference to internal audit.  It also seeks to ensure that the organisation is fully compliant with the accounting Statement of Recommended Practice (SORP) as well as the Turnbull and Cadbury recommendations.

The Chairperson of Concern also exercises a particular oversight in relation to corporate governance.  The respective roles of management and trustees are well embedded in the culture of the organisation.

CHAPTER 6 - MOVING FORWARD

This plan is the result of a long process of consultation culminating in it being approved by the Council of Concern.  In the course of the process the overall guiding policy of Concern has been updated and provides the basis for the plan.  The traditional Concern qualities of pragmatism, responsiveness, innovation and learning are necessary adjuncts to the policy so that our planning can be translated into effective practice.

The plan is situated in the environment in which we find ourselves but of course we must be watching for changes in that environment so that we can adapt as appropriate.  Much of what was in our first plan is consolidated in this plan and we have built on experience with that plan in introducing indicators and agreeing to have a much more formal monitoring system.

There are ambitious learning targets in striving to build organisational programmes around core competences, and in embracing the need to be seen as an equality and rights based organisation.  The acceptance of an enhanced role for advocacy and the need to become more focussed in it can have far reaching consequences.  Key to achieving our objectives will be success in moving towards the approach we have agreed to human resource management.

The growth strategy is fundamental to achieving the overall thrust of the plan.  That thrust is made possible by the success of Concern’s marketing department in recent years and through the support anticipated from Ireland Aid and other donors.  

The need for more solidarity with people living in abject poverty has never been greater.  The hoped for success of this plan in meeting that need depends on the commitment of all Concern’s staff and Council.  In order to ensure that the plan is understood, and committed to across the organisation, it will be translated into the main local language(s) in the countries within which Concern is operating.

�  This is the budget figure including ongoing emergency work but not including unforeseen emergency responses
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