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EXECUTIVE SUMMARY
This is Concern’s third strategic plan.  Over the course of the first two plans, the organisation increased its operations substantially and changed its methods of working.  But, notwithstanding the changes, both within our external environment and the organisation, the original Concern values of targeting the poorest to bring sustainable improvement to their lives remain as relevant as ever.

In framing this plan, we have tried to learn lessons from the earlier plans.  Our starting point is that Concern is a successful organisation, doing high quality work with a well earned reputation for effectiveness.  We have invested significantly in developing our organisational capacity.  With this capacity and with the ongoing commitment of our great staff, we now wish to move to a new level of effectiveness and make an even greater impact on reducing extreme poverty.

A strategic plan involves making choices as to what to do and what not to do.  We have tried to make these choices clearly and explicitly.  We have used simple language in setting our ambitions and objectives.

The plan covers the 2006- 2010 period.  Chapter 1 provides an introduction; states our identity, vision and mission; and clarifies the key parameters on which the plan is based.  Chapter 2 discusses the main external and internal factors we considered important in planning for the next five years.  Chapter 3 sets out our strategic choices for our overseas work, specifically where and how we work, what we do, who we work with and what we learn.  Chapter 4 sets out the choices made in the various organisational services and functions which underpin our work overseas.  Chapter 5 spells out how we intend to implement the plan while Chapter 6 gives the financial framework we expect to operate within over the next five years.

This plan represents a consolidation in some respects but also sets ambitious new targets. We are consolidating in that we are committing to remain in approximately 30 countries of operation.  But as we intend to increase our spending on our overseas programmes, by some 10% per year, we will spend considerably more money in these countries. 

We are re-confirming that we will continue to work in both emergencies and development programmes with advocacy an integral part of each. We will continue to focus on four core organisational programmes, livelihoods, education, health and HIV/AIDS, which we judge key to targeting extreme poverty. But we will specialise in certain aspects of each of these programmes, based on what works best and has the greatest impact on poverty.

The ambition in this plan comes through the explicit commitment that we want to make a greater impact on extreme poverty than we currently do. We hope to achieve this, in the first instance, through expanding the scope and quality of our own programmes. But we must also increase our impact through doing innovative programming, learning from it and facilitating others to replicate it. And, taking this one step further, we want to use what we have learned to influence policies in ways which will benefit the poor.

Realising this ambition over the next five years represents a huge challenge. We made progress during our last strategic plan in moving towards a more programmatic base in our work. Going forward, we can improve how we design and manage our programmes, how the different parts of the programmes integrate to have maximum impact on poverty, how country programmes align with organisational priorities and how we harvest the learning from our programmes to stimulate innovation and achieve maximum influence.

Realising that ambition also requires that we all understand the inter-connectedness of the work of the different parts of the organisation. While our work overseas is our raison d’etre, it cannot be done without the support of all the other divisions. We must value the work of all divisions and ensure that we are working together in the most coherent possible way.  We must ensure that our operations in Ireland, the UK and the UK as well as our engagement in Europe through Alliance 2015, achieve the synergies in our advocacy and communications strategies which are possible.  

In the previous plan, we made a number of important investments which provide us with opportunities for growth. We have strengthened technical support for our core organisational competencies. We have invested in building a good IT infrastructure and system. The investment in fundraising has provided us with a solid base of funding from the public.

This plan points to where we need to make further investment if we are to achieve our potential. First and foremost, we must continue to invest in our own staff, to build their skills and to promote their personal and professional development. We must invest in improving our capacity to learn for our work and to disseminate the results of our work. We must be at the forefront of using the opportunities which digital technology, the web and new media will present. We must build our links with our public support base, connecting to growing interest in development issues and global citizenship

We set out, in Chapter 5, how we intend to implement the plan.  An early priority is to ensure that our management structure and processes are aligned with our objectives.  Another priority is to clarify the organisational priorities over the first two years of this plan and ensure that we are working coherently towards their achievement.  Improved internal communications is an integral part of this.

Concern has made an immense contribution towards saving and improving lives since it was established in 1968.  We have a great deal to be proud of.  But we know that hundred of millions of our brothers and sisters are desperately poor, are hungry and suffer poor health.  In spite of this, we know the resilience and the hope they carry for a better life for themselves and their children.  We want to harness their important assets to our assets of commitment, intelligence and money.  We can but do our best.  We can do no less.
CHAPTER 1 - INTRODUCTION

The scale of continuing global poverty is an affront to humanity. Although much economic and social progress has been made in recent decades, more than 1 billion people live on less that $1 a day, over 850 million are malnourished and 11 million children die each year from the effects of hunger and preventable diseases.  The most serious problems of development are in sub Saharan Africa, where many countries are affected by conflict, poor governance, weak economic structures and serious health problems including malaria, T.B. and HIV/AIDS.

Since its foundation in 1968, Concern, through its work in emergencies and long term development, has saved countless lives, relieved suffering and provided opportunities for a better life for millions of people. Over the past decade, the organisation has grown substantially, in the number of countries we work in, our staffing and budgets.  Over the course of our two strategic plans, the first for 1998 - 2001, the second for 2002 - 2005, our modus operandi has evolved and, increasingly, our work is with and through partners. We have made substantial investment in developing our organisational capacity. These changes, as well as the increasingly complex environment in which Concern works, provide the background for the formulation of this strategic plan covering the period 2006 – 2010. 

As part of the planning process, Council conducted a high level policy review, approved in April 2005, defining our identity, vision and mission:

Our Identity – Who We Are:

Concern Worldwide is a non-governmental, international, humanitarian organisation dedicated to the reduction of suffering and working towards the ultimate elimination of extreme poverty in the world’s poorest countries.

Our Vision – for Change:

A world where no-one lives in poverty, fear or oppression;  where all have access to a decent standard of living and the opportunities and choices essential to a long, healthy and creative life; a world where everyone is treated with dignity and respect.

Our Mission – What We Do:

Our mission is to help people living in extreme poverty achieve major improvements in their lives which last and spread without ongoing support from Concern. To achieve this mission we engage in long term development work, respond to emergency situations, and seek to address the root causes of poverty through our development education and advocacy work.

This plan attempts to address the central question of how Concern can make its greatest impact on extreme poverty over the next 5 years.

Our vision is based on our experience that we can target extreme poverty most effectively in three interconnected ways:

Impact: through the scale and quality of our own and our partners’ programme work which currently impacts, directly and indirectly, on the lives of some twelve million people.

Innovation: through pioneering innovative development approaches which can be replicated by local institutions (civil society and government), other aid agencies and donors.

Influence: through influencing pro-poor policies at national and international level.

Integration of our efforts, from our work in the field to influencing at a policy level, will be central to our effectiveness.

The plan has been developed on the basis of the following key parameters:

· Targeting extreme poverty is our core value.

· Concern will continue to implement both emergency and development interventions, with advocacy and development education an integral part of that work. 

· In each of our operational countries, Concern will continue to have an on-the-ground presence to oversee, monitor and learn from our programmes and to engage with our partners.  We do not intend to become a grant giving organisation from afar.

· Concern’s governance and international headquarters will remain in Ireland and we will work closely with, and support the development of, our associated organisations Concern UK and Concern US.  We will continue to work in close co-operation with a number of European NGOs through Alliance 2015, and in a number of European networks.  We will seek opportunities for greater engagement with civil society in our programme countries during the course of this plan.

· Our overall programme fits within the international effort to achieve the Millennium Development Goals (MDGs) by 2015.  This involves ensuring that our organisational programmes contribute to the attainment of the indicators set out in the MDGs, and, through our advocacy, seeking to ensure that the rich countries meet their MDG obligations to increase aid, reduce debt and promote trade justice.   

In framing the plan, we have engaged in extensive consultation, both within and outside the organisation. We have conducted extensive analysis of our future operating environment. We have sought to build on the achievements and organisational capacity developed in our previous plans. We have affirmed our core approaches in emergency and development work.

In addition, this plan commits to the following organisational strategic objectives:

· We aim to grow the scale and quality of our programmes while remaining in the current number of countries (approx. 30).  We have set a target of increasing spending on our overseas programmes by 10% per annum over the plan.

· We re-confirm our commitment to focus on the four sectors adopted as core organisational programmes in the last plan; livelihood security, primary health, primary education and HIV/AIDS, which will be delivered in both emergency and development contexts.  We will strive to attain the highest possible programme standards in each of these sectors and will specialise in aspects of each, based on evidence of what works best and has the greatest impact on poverty.

· Concern is currently acknowledged as achieving world class standards in such areas as emergency response and emergency nutrition, particularly Community Therapeutic Care (CTC).  We are committed to investment in and further development of our capacity in these areas so as to retain our leadership position.  We are committed to developing our programme capacity in Disaster Risk Reduction (DRR) and to attaining a leadership position in this area.

· We will strive for greater integration and coherence between our programme work in the field and our fundraising, advocacy, communications and development education.   

· We will seek to use the opportunities which information and communications technology and the digital revolution provide, both in our programme work and in communicating that work to our public and to policy makers.  We intend to make a strategic investment in this area early during this plan.  

· We will develop an Active Citizenship programme in our donor countries to build long term support among our members, supporters and the wider public for our mission of ending extreme poverty.

The plan is structured as follows:

Chapter 2 provides an analysis of the key factors in the external environment which affects our work.  It analyses our organisational strengths and weaknesses, drawing particularly on our experience during the last plan.  It identifies the areas where Concern must build its strengths in pursuit of its mission and strategic objectives.

Chapter 3 deals with our overseas programme and the balance we are opting for between our emergency, development and advocacy work.  It specifies strategic objectives in relation to the number of countries and the programme sectors - livelihood security, education, health and HIV/AIDS – we will work in. It indicates the various approaches – partnership, disaster risk reduction, rights based, HIV/AIDS mainstreaming, equality and social protection – we will build into how we work.  It indicates how we intend to improve our capacity as a learning organisation so that we can replicate and scale up what is working well in order to achieve greater impact on poverty and more effective humanitarian response and provide us with a basis for influencing policy.

Chapter 4 sets out the strategic objectives for the programme support functions of human resources, fundraising, communications and external relations, information technology, corporate services and finance.

Chapter 5 addresses how we will implement the plan.  Achieving greater organisational integration and cohesion is central to this.  The chapter indicates how we intend to achieve this through aligning the management structure and process to the objectives of the plan, through coherence within the Concern organisation in Ireland, the UK and the US and through the interaction between Council and management.

Chapter 6 provides the financial framework for the plan.  The plan envisages cash expenditure over the 2006-2010 period of €602 million, compared to €372 million over the five year period ending in 2005.  The overall policy is to operate on a break-even basis within the framework of a policy on reserves approved by Council.  We intend to manage our income and expenditure over the life of the plan within a comprehensive and coherent funding strategy.

CHAPTER 2 - ANALYSIS OF OUR OPERATING ENVIRONMENT

As part of the strategic planning process we conducted a classical SWOT (Strengths, Weaknesses, Opportunities, Threats) analysis.  This has informed the content of Chapter 2 which commences by analysing the factors in the external environment judged most likely to impact on our operations in the coming years.  The major factors identified include the nature of the countries we work in, the changing policy framework for humanitarian work and development assistance, and changes in the role and structure of NGOs.  As will be seen in Chapter 3, how these factors link with poverty has influenced our programme priorities and design. 

Concern’s strengths and weaknesses were assessed through extensive consultation with internal and external stakeholders, with particular reference to our performance during the last strategic plan period.  The chapter concludes by identifying the areas where Concern must build its strengths in order to succeed in its mission and strategic objectives.

2.1 External Analysis 

Countries and Contexts

Concern’s policy is to work in countries in the bottom 40 as per the Human Development Index (HDI), though emergency interventions may take place in countries outside this group of countries. In early 2006, we are working in 31 countries, of which 19 are in Africa, 11 in Asia and Haiti in the Caribbean.

Our current countries of operation cover a spectrum of contexts ranging from countries in conflict and post-conflict situations, to countries which may be classified as failed/ fragile states to countries with varying forms of democracy.  Countries involved in conflict are frequently associated with human rights abuses and have little prospect of making development gains. Many of our programme countries are caught in a vicious cycle of poverty, involving low per capita income and economic growth, low tax revenue and high dependence on external aid.  A number have a low standard of governance which can involve corruption, poorly developed institutions and low administrative capacity.  With poverty often comes crime, which is itself another inhibiting factor to development. 

In many African countries, the HIV/AIDS pandemic is having a devastating impact on human capital and is weakening capacity in both the public and private sectors.  In early 2006, there is a risk that Avian flu may develop into a global pandemic.  Such a development or any other major breakdowns in public health would have a major impact on Concern’s operations.

Many of the countries we work in are insecure. This has implications for the safety of our staff, which is a key consideration, and for our capacity to implement programmes.

We have always had to balance meeting the needs of our target population with the risks involved but, in recent years, the political and security situations we work in have become more complex and require constant management attention.

The fragility of the natural environment is an important factor we must take account of in our planning. Experts suggest that, over the next decade, environmental changes caused by global warming are likely to increase the vulnerability of poor people. In a number of African countries where we work, the regularity of drought is increasing the risk of both acute and chronic hunger.   Soil fertility is a major problem in sub Saharan Africa: 80% of farmland is affected by severe degradation which is causing major nutrient loss and soil erosion.

Many natural disasters are caused by inappropriate interventions or lack of interventions. In consequence, we will assess environmental risk factors and mainstream disaster risk reduction in all our future development programmes.

The digital and ICT revolution provides unparallel opportunities to increase economic growth and help people out of poverty. But a country needs an educated work force to capitalise on these opportunities. The digital revolution could mean that the divide between rich and poor will deepen rather than be reduced.  This highlights the crucial role which education must play in any development strategy, with the implications this has for Concern’s programming.

The Policy Framework

The elements of the policy framework affecting our work include political, security and economic developments as well as international trade rules and aid policies.  They must be monitored in our countries of operation, in our donor countries and at international level.  Therefore the factors highlighted below as being most relevant to our plan are, necessarily, chosen highly selectively. 

In relation to broad political and security factors, we anticipate there will be continuing progress in UN reform. Decisions taken at the UN Summit in September 2005 and subsequently have strengthened the link between security, human rights and development. A Peacebuilding Commission, focusing on conflict prevention and resolution, will be established.  The African Union is developing a capacity to intervene in peacekeeping and peace enforcing situations but this will take some time to develop.  Despite talk at the UN about developing a more robust approach to intervening in countries where conflict and human rights abuses are taking place, in reality there is a limited political will or capacity to do so – and we do not anticipate this will radically change in the near future.  

International capacity to respond more effectively to humanitarian disasters is being strengthened.  The UN has established a central emergency fund to enable it to respond more quickly.  The UN is working to improve coordination in emergencies through UN agencies and NGOs.  The private sector is also engaged in a number of humanitarian response initiatives.  

The relative importance of aid in providing capital for development programmes has diminished in recent decades.  Private capital flows and business investment greatly exceed aid flows.  However, many of the poorest countries, including many which Concern works in, receive very little private investment and remain heavily dependent on aid for their budgets.

We anticipate that the Millennium Development Goals (MDGs), which represent a widely understood, and measurable, set of targets to be achieved by 2015, will increasingly provide the focus for development strategies, both for developing countries and aid donors.  Donor countries made significant pledges during 2005 to increase aid and reduce debt. If these pledges are delivered on they will certainly increase resources for development.

Concern’s major official donors include the governments of Ireland, the UK and the US, the UN and the EU. The decision by the Irish government to reach the aid target of 0.7% of GNP by 2012 should result in an increase in multi-annual funding for Concern. The Irish aid programme is also in the course of building its own humanitarian response capacity and in promoting volunteering for development. In addition to the formal multi-annual financing partnership, Concern will need to develop a new form of strategic engagement with Irish Aid to ensure that our efforts are complementary and synergistic.

We hope to further develop our engagement with, and funding from, the British aid programme, with Concern UK playing a key role.

The EU is the largest donor in the world.  We hope both to increase our EU funding and to advocate that the political priority of Europe’s development cooperation relates to our organisational objectives by strengthening our linkages at EU level. The Union’s legal bases, policy frameworks and financial resources must be strongly defended to ensure that EU Development Cooperation remains poverty focussed in line with MDGs and does not become a tool of Foreign, Security and Defence Policies.

We would hope to develop funding and support from USAID through our US Affiliate Concern Worldwide US.   While the overall   direction of USAID is at present is difficult to assess, we are seeing a greater alignment between USAID and foreign policy. At the same time greater conditionality, especially in relation to counter-terrorism, is becoming a factor with all major donors evidenced with the emergence of the EU and UN terrorist watch lists.

Concern will  continue to monitor any  significant  shifts  in donor policy that  may  have consequences for our work,  ensuring  that,  through an informed, diversified and  balanced funding  approach,    we will continue to  leverage  the resources required to fulfil  our objectives. 

A number of donors are linking increased aid to standards of governance and respect for human rights. At one level, this is positive but it may pose a dilemma for an organisation like Concern committed to work with the poorest people in the poorest countries. The poorest people in poorly governed countries may thus be doubly penalised – bearing the burden of their own corrupt or inept political leadership while also risking being cut off from international assistance. Concern will need to develop strategies to both direct our own resources and influence institutional donor provision to the poorest people in these countries, while supporting the building of state, civil society and private sector capacity. 

In relation to international trading rules, we assume that the Doha Development Round will be concluded, with some benefit to developing countries as a whole but, for the poorest countries where Concern works, this will not be of decisive importance over the next 5 – 10 years as they are not significantly integrated into the international trading system.

NGOs roles and structure

Over the past decade there have been major changes in roles and structures within the NGO sector. NGOs play a key role in partnership with UN agencies and donors in implementing humanitarian and development programmes. They play a major role in advocacy and in mobilising political and public opinion in support of pro-poor policies. Local NGOs grow more numerous and stronger and are engaging more at an international level, facilitated by improved communications and more strategic networks. 

Partnership between international NGOs and local NGOs continues to evolve and become more strategic.  Concern is committed to building the capacity of local NGOs and at the end 2005 has developed partnerships with some 250 such organisations.

Looking to the future, a number of key trends are evident.  Donors are becoming more insistent on measurable outputs and on demonstrating impact. Agencies will have to demonstrate high standards of financial accountability and corporate governance.  The international response to complex political and security situations will require NGOs to make choices as to the engagement they wish to have in these situations. A key part of the UN reforms aimed at improving international humanitarian response is to build better coordination arrangements between the UN and NGOs.  This will require agencies like Concern to decide on the areas we wish to specialise in and to develop strategic linkages with certain UN agencies and other international NGOs.

2.2 Internal Analysis
Concern has made a number of strategic investments in strengthening its management and building its organisational capacity and systems over the past 7-8 years. The late 1990s saw the development of an IT strategy and the launch of an ambitious approach to fundraising.  In 2002-03 overseas management was strengthened and a decision taken to invest in additional advisers to develop organisational policy and improve technical support for programmes. During the last strategic plan additional resources were made available for the human resources, finance and logistics divisions.  More recently, we have strengthened our communications function and our health and nutrition technical capacity, established an advocacy unit and, in early 2006, are increasing our capacity through the recruitment of staff for an Emergency Response Unit. Council has approved each of these strategic investments.

These investments in organisational capacity have underpinned the growth which has occurred.  In 2001, we worked in 26 countries, had a budget of €63 million and employed 2,600 national and international staff.  The equivalent figures for 2005 are 31 countries, €110 million and 3,600 staff. 

As part of the planning process, we have taken stock of what has been achieved as a result of these investments, particularly during our last strategic plan. We set out below some of the progress made in building our programmes and developing our organisational capacity, as well as detailing our strengths and weaknesses.

Building our programmes and organisational capacity

We believe we have made progress in adopting a more programmatic focus in each of our priority sectors, in developing organisational policies and in improving our monitoring, evaluation and learning systems.

The Programme Planning and Monitoring Groups (PPMGs) played a key role in moving from a project based to a more programmatic approach for the priority organisational sectors of livelihood security, health, education and HIV/AIDS.  The PPMGs, set up in early 2003, provided a forum for the Overseas division and the Policy Development and Evaluation Division (PDED) to plan and monitor each sector.  They were able to assess which interventions worked best within each programme and, on that basis, have established the focus for our future sectoral programming which is reflected in Chapter 3. 

The shift to working through a partnership model has taken place to a limited extent and many country programmes are in transition towards this. Guidance notes on the different models of partnership most appropriate to different contexts have been circulated. 

There have been some important innovations in our programmes in recent years which have increased the effectiveness of our work.  Examples include the development of Community Therapeutic Care (CTC), Child Survival Programmes, microfinance initiatives, support for host country government decentralisation and addressing the issue of protection for civilian populations in conflict situations. 

We have developed a significant number of policies and guidelines aimed at increasing programme quality and have increased the number of technical advisers within PDED and at regional level. 

Since 2001, Council has approved policies on Approaches to Emergencies, HIV/AIDS, Capacity Building, Health, Human Rights, Livelihood Security, Microfinance, Education, Advocacy, Human Resources, Security, Programme Participant Protection, Serious Illness, Equality and Disaster Risk Reduction. Guidelines are available on Project Cycle Management, Procurement, Logistics, Security Management and Partnership.

We believe that this set of policies and guidelines provide an adequate framework for our future programme development. While we may need to develop new policies in a limited number of areas, the priority during this plan will be to implement our existing policies.

We have invested in improving our Monitoring and Evaluation systems.  In 2004 -2005, sectoral/sub-sectoral programmes were evaluated (meta-evaluations). These meta-evaluations have been examined by the PPMGs and the Council’s Monitoring and Evaluation Committee will examine them on a regular basis in the future. 

Strengths and Weaknesses

Our fundraising base is currently strong.  The strategic investment in developing our public fundraising base in Ireland and the UK some years ago was successful and the level of public support we receive represents a significant strength. We have also seen strong growth in funding from Concern Worldwide US. At the level of institutional funding, the Multi Annual Partnership Scheme (MAPS) between Irish Aid and Concern, covering 2003 - 2005, provided substantial funds and welcome stability. We are negotiating, in early 2006, an extension of the MAPS programme for 2006 - 2010.

A major review of Concern’s governance structures was conducted in 2004 -2005 and Council signed off on the recommendations of the review in December 2005.  These included a reduction in the size of Council phased in over a three year period, an updating of the role of Council committees and the establishment of an agenda for Council oversight of all the major organisational functions.  It is felt that these changes will ensure that, going forward, Concern operates to the highest standards of governance, at a time when the demands to demonstrate accountability will be increasing.     

While most of the objectives set in the last strategic plan were achieved, there was inadequate progress made in a number of areas. These included developing a rights based approach to programming and in the equality objectives which had been set. The internal analysis acknowledged that Concern was trying to make some fundamental changes (partnership, RBA, equality, advocacy) while at the same time trying to implement incremental changes in a whole range of areas, as well as growing rapidly. This put a lot of strain on those trying to implement changes across the organisation. It was also acknowledged that the actions identified were not in sufficient depth to ensure the achievement of the stated objectives and that this included too many assumptions about existing internal capacity to make the necessary changes.

2.3 Building our future strengths
We have attempted to identify the major factors in our external environment which will impact on our mission to eliminate extreme poverty.  We have provided a realistic assessment of our organisational strengths and weaknesses, based on our experience.  We must now identify those areas where we need to build our strengths if we are to succeed in our mission.  We must be clear about how we wish Concern to be distinctive among NGOs so that we can get the support, from the public and official donors, to enable us to maximise our impact and influence on extreme poverty. 

We start by acknowledging our strengths which we must build upon.  These include:

· Our staff:  We have some 4,000 staff which, in their talent, commitment and diversity, represents an exceptional strength.

· Our on-the-ground presence: We work in the poorest areas in some thirty of the world’s poorest countries which gives us a base in many of the countries likely to be affected by humanitarian crises.

· Our reputation: Our work is recognised by the people we work with and for, by our NGO peers and by donor agencies as being of exceptionally high quality.  In a number of areas such as emergency response and nutrition, we are seen to be among the best in the world.

· Our way of working: We are acknowledged as being very good at working with and facilitating various stakeholders, such as government officials, local leaders and community representatives, to ensure greatest impact on the ground.  A number of evaluations have shown that we are good at listening to what poor people say they need and then designing programmes to meet these needs.   

· Our fundraising base:  We are market leaders in fundraising in Ireland and are increasing our public support in the UK and US.  We receive substantial and stable co-funding from the Irish government and also receive support from the UK and US governments as well as the EU and UN.  This fundraising base gives us the key advantage of being able to respond quickly to humanitarian crises.  

· Our status as Ireland’s leading humanitarian agency:  We are widely recognised as Ireland’s leading humanitarian agency. Given the goodwill towards Ireland and its foreign policy and its increasing aid programme, such recognition can provide us with a dividend, particularly internationally, in terms of policy influence.

We have identified other areas where we need to improve our capabilities so that we can develop opportunities, which exist.  These areas include:

· Enhanced capacity in the areas of advocacy, development education and communications so that we can raise our public profile and policy influence and connect with the growing public and political engagement in humanitarian and development issues.

· Enhanced capacity in our use of information technology and digital media, to avail of opportunities in fundraising, internal and external communications, advocacy and campaigning.

The following practical issues will be important in implementing this plan:

· Development of greater organisational integration and coherence. This is necessary at a number of levels: between our overseas programme and the support services of fundraising, external relations, advocacy, communications and development education; between our emergency, development and advocacy work; between Concern Worldwide, Concern UK and Concern US.

· Each country strategic plan should be based on good quality contextual analysis.  Guidance will be provided to countries to assist in conducting this analysis.

· Country strategic plans must be aligned to organisational priorities, so that organisational programmes operate on a sufficient scale that evidence of effectiveness can be drawn.

· Programmes should be designed and monitored so as to facilitate innovation and learning.

· Our concept of partnership will be further developed. During the last plan, guidelines for partnership in different contexts within our countries of operation were developed. In this plan, the concept of partnership will be further developed to include the development of strategic relationships with international organisations, academic and research institutes and the corporate sector. This is consistent with our commitment to meet the highest possible standards in our work.  The key criterion for any such relationship will be whether it can assist Concern in its core mission of targeting extreme poverty.

CHAPTER 3  - CONCERN’S OVERSEAS PROGRAMME

3.1 Introduction

The last strategic plan introduced significant change for Concern. In addition to our work on emergencies and long term development, advocacy was formally brought in as an integral part of Concern’s work. We agreed to focus on four sectors key to tackling poverty: livelihood security, primary education, primary health and HIV/AIDS. We committed to working with and through local partners, to adopt a rights based approach to programming and to introduce a policy on equality within the organisation and its programmes.  As outlined in Chapter 2, we succeeded in implementing most of the objectives in the plan.

In framing this plan we aim to learn from and build on the achievements of the last plan.  We will continue to work in both emergencies and development with advocacy an integral part of our work.  In view of the need to prevent emergencies, disaster risk reduction will become a key part of our organisational programme.   We commit to growing the size of our programme and to further improve its quality so as to increase our impact on extreme poverty.  We will continue to work in the sectors of livelihood security, education, health and HIV/AIDS, focusing on areas where evidence shows our work has significant impact.  While we strive to meet the best possible standards in all aspects of our work, we believe we can attain world class standards in a number of key areas.  Central to such achievement will be a culture of innovation and a capacity to learn from our work.

Chapter 3 sets out the strategic choices we have made in relation to:

· Where we work

· What we do

· How we work

· Who we work with

· How we learn

3.2 Where we work

Concern’s current policy is that we work in the poorest countries in the world, as measured by the bottom 40 in the Human Development Index (HDI).  However, as set out in our Approaches to Emergencies policy paper, we retain the option of intervening in countries outside the bottom 40.

In early 2006, we are working in 31 countries, 9 of which are in Africa, 11 in Asia and Haiti in the Caribbean.  A small number of these countries have graduated from the bottom 40 and some of our emergency work is in countries outside the bottom 40 e.g. our tsunami response in Sri Lanka and Indonesia.  We intend to exit from these latter countries in 2006 and 2007 respectively.

The strategic choices we have made in relation to where we will work are as follows:

· We confirm our current policy of working from within the bottom 40 countries as measured by the HDI and of retaining the option of responding to emergencies in countries outside this category.

· We will remain in the current number of countries (approximately 30) and will not seek to open new development fields in the course of this plan.

· We will develop a broader set of criteria for assisting decision making on exiting countries which have graduated from the bottom 40.

3.3 What we do 

3.3.1  Emergencies, Development, Advocacy and Development Education

Concern’s work encompasses emergency interventions which are time bound attempts to address the consequences of disasters and development interventions which seek sustainable solutions to chronic forms of extreme poverty. The impact of disasters is likely to be most acute in least developed countries such as those in which Concern works and, as such, disaster risk reduction interventions must be considered as a means to reduce the impact of hazards and to increase the sustainability of our development interventions. Advocacy and development education interventions will enhance the impact of our programmes as we seek to address the root causes of poverty. 

We have made strategic choices in relation to what we will do during this plan under two broad headings:

· The balance between and the priorities within our emergency, development and advocacy work.

· The balance within our overall programme between the sectors of livelihood security, education, health and HIV/AIDS and the priorities within these sectors.

We aim to attain the highest possible standards in our work across each of these sectors.  In such areas as emergency response and emergency nutrition, particularly our work in Community Therapeutic Care (CTC), Concern is recognised as having a competence recognised as being world class.  We are in a leadership position among NGOs in developing Disaster Risk Reduction and are prepared to invest in it through our programmes so that we can further build our competence and reputation. 

To attain world class standards in a particular sector means we must be willing to invest in that sector and to operate programmes at a sufficient scale and quality to make a major impact on poverty.  Other implications will include the following:

· Evidence of ongoing impact of programmes on extreme poverty

· Contributing significantly to institutional or sectoral learning and ‘best practice’

· Regular and demonstrable innovations in an area of work

· Leading and contributing to active and effective networks or coalitions

· Influencing policy within a coherent framework, linking the local to the global

· Peer, donor and academic recognition of leadership in an area of work
Emergencies

In choosing to define ourselves as an humanitarian organisation, Concern has committed to meeting the humanitarian imperative to save lives and reduce suffering in the event of a disaster.  The analysis of the external environment presented in Chapter 2 suggests that Concern needs to maintain a strong emergency focus in its programmes.

We have identified the ‘Code of Conduct of the Red Cross and Red Crescent and NGOs in Disaster Relief’ as offering the best articulation of humanitarian principles and have chosen to be guided by the ‘Humanitarian Charter’, the People in Aid ‘Code of good practice in the management and support of aid personnel’ and the Sphere Project’s ‘Minimum standards in disaster relief’.  In addition, our interventions should be informed by bodies of international law and, particularly in conflict situations, humanitarian law as laid down in the Geneva Convention. 

 

More widely, and particularly in the bottom 40 HDI countries in which we have a long-term programming commitment, emergency responses should seek to ensure that there is a link between the relief and development aspects of our intervention. Consistent with this is the need to ensure that we have early warning mechanisms in place to ensure the prevention of crises and that our responses focus not just on saving lives, but also on protecting people’s livelihoods.

We have already made substantial investment in developing our emergency response capacity. During the last plan, we strengthened the Emergency Unit, the Purchasing and Logistics unit and the Rapid Deployment Unit. We are currently recruiting for an Emergency Response Team, consisting of eight people with considerable experience of responding to emergencies. The most important single group of staff to ensure our emergency programming capacity are our field based staff, who can ensure that our country programmes are supported by a core of staff who can deliver effective emergency aid programming.

Emergency Objective

To retain and further develop the competencies which have allowed Concern to be seen to be a world class NGO by donors, relevant UN organisations and other NGOs.

Emergency strategies to ensure Concern’s capacity to respond to emergencies are:

1. Timely – we retain and improve the capacity to be a first wave response (relief and recovery) organisation. This requires the enhancement of programme capacity to manage humanitarian interventions, and the development of emergency preparedness plans and early warning systems. We will make decisions to respond to emergencies based on the criteria outlined in the Approaches to Emergencies paper. 

2. Time-bound – our emergency interventions are limited in duration to the time required to ensure that peoples’ basic needs have been met and that the poorest and most vulnerable have been assisted to return to their former lifestyles. The duration of the intervention is particularly relevant when Concern intervenes in countries that are not in the bottom 40 of the HDI. In these countries, Concern must develop a responsible exit strategy at an early stage in the intervention.

3. Appropriate – the focus of the interventions continues to be on the most vulnerable and affected people in the programme area, and our programmes focus on addressing peoples’ basic needs. Related to this is the development of a deeper understanding of the humanitarian protection agenda, the need for a clearly defined approach to security management in every country programme, and the mainstreaming of the Programme Participant Protection Policy.

4. Analytical – ensuring that we fully understand the political, economic and cultural aspects of the emergency. 

5. Advocate and communicate with vital audiences including donors, governments, the media and other external stakeholders.  

6. Decrease and, if possible, prevent future vulnerability – a requirement that lies at the heart of Disaster Risk Reduction.

Development 
Concern’s development interventions seek to help people living in extreme poverty to achieve major and sustained improvements in their lives. In so doing, we aim to make a meaningful contribution towards the MDGs, particularly the first Goal of halving the number of people living in absolute poverty and suffering from hunger by 2015.

Improving the lives of poor people may require that they have greater resources or assets, not just physical and natural assets, but also human assets such as knowledge or access to information.  Concern can assist the poor have more equitable access to such assets by building the capacity of governments and civil society and, where necessary, through the provision of assets. 

Given that many of Concern’s countries of intervention are faced with recurrent crises, development can only be sustained if there is a proper understanding of and response to the negative impact of disasters. Disaster Risk Reduction (DRR) interventions seek to assist in the development of this understanding, to support livelihoods and to protect assets. DRR will be integrated into development and humanitarian programmes and can be seen as a means of strengthening livelihood security.

 
Although DRR interventions are often an integral part of other programmes such as micro-finance, food security and the promotion of agricultural diversity, they require the adoption of a DRR perspective in our contextual analysis and programme planning – i.e. undertaking a risk assessment that identifies the probability of a hazard occurring and its likely impacts on a given community, and the development of strategies to address the potential impact of those hazards. As such, it requires knowledge of some of the wide range of measures that can be included in programmes in order to reduce risk to communities and individuals.

If a DRR perspective is about planning to prevent poor people becoming more vulnerable, the core of Concern’s development work is about enabling them to build sustainable livelihoods.  We recognise that this is a long term process.  We believe that interventions in the four sectors we have prioritised, livelihoods, health, education and HIV/AIDS, are the key to helping people escape from poverty and build sustainable livelihoods.  We have adopted a number of approaches, participation, capacity building, partnership, equality, rights based, and mainstreaming HIV/AIDS, to underpin our programming and work.  But it is the context we work in within our different countries which should determine the balance in our programme between sectors and between approaches.  

We are committed to assisting our staff do good quality contextual analysis and effective strategic planning. This should lead to development programmes, which integrate Concern’s sectoral interventions such that we can have the maximum and most sustainable impact on poverty.  

Development objective

Concern’s programme interventions seek to facilitate people living in, and vulnerable to, extreme poverty to build sustainable livelihoods by enabling them to achieve their rights to quality health, education, food and water.

Development strategies 

 To complement our Approaches to Emergencies paper, we will produce an Approaches to Development paper which will provide an over-arching framework for our development work based on our experience and give practical policy and planning guidelines to our management and staff.

1. We will develop performance standards for our development work which take into consideration the various approaches and cross cutting themes articulated in this strategy. 

2. We will mainstream Disaster Risk Reduction approaches within our programmes. 

 

Advocacy and Development Education Interventions
Our advocacy and development education work must be coherent with and complement our programme work in emergencies and development.

During the last strategic plan, Council agreed an advocacy policy and management implemented an interim advocacy strategy.  While we engaged in some effective policy advocacy at Irish, European and international level, the fact that we had no resources dedicated to advocacy until the final year of the plan meant that there were limitations to what could be done.  We did not succeed, in general, in translating our programme experience into policy relevant advocacy positions.    

The establishment and resourcing of the Advocacy Unit now provides an opportunity to make progress in developing our advocacy programme.  We are in the course of finalising our advocacy strategy.  It will operate at the level of our country programmes and at international level.  We will select advocacy themes on which we can speak with authority, based on evidence we gather from our programmes which can link to macro policy.  We will continue our very effective advocacy work on European humanitarian and development policy.  And we will target our advocacy where we are likely to achieve most influence in bringing about policy change which will affect the lives of our target group.    

Our development education work promotes positive attitudes and behaviour in relation to the world’s people, at local, national and global level.  We have a proud tradition in development education.  The Concern schools debates in Ireland have raised consciousness of development issues over the past two decades.  We have important development education initiatives in both the UK and the US.  

We have recently reviewed our development education programme. We want to identify what is most appropriate for a public hungry for more information in the wake of last year’s Make Poverty History campaign.  From its beginnings, Concern has been a “people to people” organisation.  We want to find answers to how this might express itself in the early 21st century; how we can help develop a sense of global citizenship which is required if the MDGs are to be delivered; how can we use the digital revolution to connect young people in developing and developed countries so that they can contribute to ending global poverty.

Advocacy and Development Education Objective

To achieve pro-poor changes in policies and practices at local, national and international levels based on issues identified in our programmes and their analysis. Advocacy campaigns and Development Education activities also seek to achieve public awareness-raising so as to bring about policy change.

Strategies 

1. We will expand and strengthen our advocacy capacity.

2. We will finalise our advocacy and development education strategies in 2006. 

3. Coordination structures will be created to strengthen coherence in all advocacy, development education and communications work.

4. We will continue to mobilise support for ending world poverty and will stimulate active global citizenship among our supporters and constituencies in Ireland, the UK and US.

Balance between Emergency, Development and Advocacy
Due to the unpredictable nature of sudden onset emergencies, there can never be absolute certainty in annual budget planning. In any given year there can be a sudden, massive and unexpected level of spend in response to a new emergency – none more so than in 2005 in response to the Indian Ocean tsunami. However, our experience has been that, year on year, we spend roughly similar amounts of money on our development and emergency programmes. Nothing in the external environment, as outlined in Chapter 2, suggests that this balance of expenditure will change significantly over the period of this plan.  This is the background for the balance of expenditure proposed below between emergencies, development and advocacy programmes.

Strategies

1. The relative balance of expenditure between emergency (45%) and development programmes (50%) will be maintained over the course of this plan.

2. Expenditure on advocacy and development education programmes will increase up to a maximum of 5% of the organisational budget.  This is an indicative figure which will be kept under review.

The following graph presents our intended balance of interventions by 2010. 
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3.3.2 What We Do:  Sectoral Programmes 

In implementing our sectoral programmes - livelihood security,

education, health and HIV/AIDS – we will specialise in certain aspects

of each, based on evidence and experience of what works best and the

impact the programme is having. The focus of the programmes below

is largely based on the work of the PPMGs who considered best practice

and suggested the core programme content, scale and targets for each

sector going forward.

During this plan we intend to make further progress on developing a

programmatic approach within each sector. We see ourselves

contributing to the achievement of the MDGs. We will continue to

strive for innovation and will establish linkages with appropriate

institutions to improve the quality of our programme work and impact.

Health

An estimated 1.3 billion people live in absolute poverty and

most of them regularly experience health problems. Each year some

585,000 poor women die from complications of

pregnancy and childbirth.
Malaria is the most common and well known vector borne disease accounting for an estimated 1.1 million deaths and 300-500 million cases each year with a major effect on economic output. HIV/AIDS is the biggest single killer in the developing world accounting for an estimated 3 million deaths per annum.  14,000 people are newly infected every day with 95% of those infected living in the developing world.  TB is one of the main opportunistic infections associated with HIV/AIDS.

Diarrhoeal diseases account for up to 4 million deaths annually, acute respiratory infections (ARIs) and measles remain major causes of death and illness in the developing world.   Current estimates put the number of people without access to safe drinking water at 1.1 billion. 2.4 billion or two fifths of the world’s population do not have access to safe excreta disposal.

Over the next five years the Concern health programme will improve the quality and impact of our interventions through geographic expansion, scaling up programmes in a number of countries, and by more coherent, integrated programming, based on solid analysis across the health programme. 

We will increase the number of countries with integrated health programmes from the current 22 up to 25 countries.  By 2010, approximately 3.5 million people will benefit directly from these programmes with an additional 2.3 million benefiting indirectly. 

We will continue to develop our expertise in responding to both chronic and acute malnutrition through the roll out and investment in community therapeutic care (CTC). We will use CTC as our primary mode of response to nutrition-related emergencies. 

Emergency programming is a large part of Concern’s work overseas. The health programme aims to respond to emergencies through appropriate and holistic health programming, based on a solid analysis of the situation. As such, the health programme will be increasing its capacity to respond to new emergencies in an integrated manner.

All health interventions will incorporate appropriate HIV/AIDS interventions into programming. Given the current contexts and countries in which Concern works, it is projected that HIV/AIDS-specific interventions will be established as part of many nutrition and reproductive and child health programmes.  

Health objective

To contribute to the achievement of health and nutrition security of the poor within the context of the health related MDGs.

Strategies

1. Strengthen and support appropriate emergency health responses including basic health services, environmental health and Community Therapeutic Care (CTC) for management of malnutrition. 

2. Concern aims to be world class (in both emergency and development interventions) in relation to Community Therapeutic Care (CTC), i.e. it seeks to be the world leader in developing and implementing the CTC approach. Specifically, Concern will:

· Ensure rollout of CTC across Concern, i.e. to countries which currently have nutrition programmes where we will transition to CTC

· Build on the progress made on CTC in emergency contexts

· Conduct research on links between HIV/AIDS and nutrition in resource poor countries

· Build capacity in a range of NGOs and government bodies to carry out CTC programmes 

· Document, publish and communicate the successes and learning from the CTC programmes and research through various media to the public, donors and other international organisations 

3. Strengthen and support quality reproductive and child health care (formal and informal).

4. Enable better preventative and care-seeking practices for improved health and nutrition status. 

5. Support the development of appropriate and safe water and environmental health.

6. Identify advocacy issues in health and contribute to a coherent strategy
Education 

One of the Millennium Development Goals is to ensure that by 2015 it will be possible for every child to complete primary education of a minimum quality. To ensure children achieve the Universal Right to Education there are two main tasks: firstly, get those out-of-school children into school and secondly, ensure that those in school get a quality education. 

An estimated 103 million children of primary school age worldwide are not attending school. In many rural areas, primary school enrolment rates are half those of urban areas. As many as 130 million children worldwide do not attend school regularly; two thirds of them are girls. 


Concern will focus on those who, for whatever reason, are not attending 

formal primary schooling. We will look at the issue holistically: the problems 

can range from high numbers of untrained teachers, illiterate parents (literate 

parents tend to send their children to school), the absence of classrooms, early 

childhood education (it has been shown that Early Childhood Care and 

Development (ECCD) provision for poorer children greatly enhances their 

chances of enrolling, completing and achieving in primary schools), health 

and nutrition school programmes. 

In the education sector, Concern will focus on primary education, on efforts to ensure that all children receive the kind of foundation necessary to enable them to live long, healthy and creative lives. The main intent of Concern’s education programme is to contribute to reaching the 2015 goal of primary education for all, a primary education that is equitable, focused on the poor and of a quality that provides children with the opportunity for further study, training and improved livelihoods. 
We will increase the number of country programmes with an education component from 12 to 15 and work with 150,000 children, parents and teachers directly, while approximately 1.5 million people will benefit indirectly from the education programme. While the vast majority of our education programme will be implemented in development contexts we will support access to education in disaster prone situations and protracted emergencies. 

Education Objective

To strengthen formal education provision among the poorer sections of society by addressing the obstacles that hinder access to and successful completion of formal primary education.

Strategies 

1. Support formal primary education programmes, with specific focus on out-of-school children in poorer sections of society. 

2. Support policies and processes to ensure access to education in disaster prone situations and protracted emergencies. 

3. Strengthen parental and community involvement in education provision.

4. Strengthen national legislation reform to sustain improvements in education opportunities for the poor by advocacy with Ministries of Education and other government departments. 

5. Strengthen links with health and nutrition support services to schools. 

6. Support to supply (classrooms/books/teachers) and demand (relevance, community accountability, social factors) side factors affecting education quality. 

7. Support to strengthening national policies to improve conditions for girls’ education by supporting national organisations which promote gender. 

HIV/AIDS 


Over 42 million people are said to be infected with the HIV/AIDS virus with over 95% of these living in developing countries. Though 75% of the infected population live in Sub-Saharan Africa, the numbers are growing in other regions and the potential exists for a rapid escalation of the epidemic.

Global recognition is now given to HIV/AIDS as a development, a long term emergency and a security issue. There is growing acceptance that addressing the HIV/AIDS crisis requires a comprehensive multi-sector cohesive response by international institutions, governments, the private sector and civil society.

The primary focus of Concern’s HIV/AIDS work will be on people living in extreme poverty, specifically those populations targeted by existing and new Concern and partner livelihoods, education and health projects, in both emergency and development contexts.

We will continue our mandatory mainstreaming, across all fields and headquarters offices. We plan to have specific HIV/AIDS projects in 20, up from 12, countries of operation reaching 500,000 people directly and indirectly benefiting 4 million people. 

HIV/AIDS programme objective

To reduce the prevalence of HIV and to minimise the impact of AIDS on the poorest communities.

Strategies 

1. Develop Concern’s organisational approach to addressing HIV/AIDS in emergency contexts. This will involve a study and field review of existing practice, partly in collaboration with other agencies.  The resulting strategy / approach will be applied throughout the organisation.

2. Develop specific organisational competency within Concern on linkages and interaction between nutrition and HIV/AIDS.  Research will be conducted in a specific number of fields, with the results being applied widely throughout the organisation and disseminated throughout the development sector.  

3. In the areas of prevention, treatment and care services, Concern will focus on the establishment of linkages to existing services, and on capacity support for Civil Society Organisations and Government agencies providing those services.  

4. Concern will provide capacity building support for the management and institutional development of both community-based and formal care services.  Project funding will also be provided for the management or supervision of community-based services, but not for the implementation of formal treatment and care services.  Concern will work in line with and support the implementation of national HIV/AIDS policies and strategies, where they exist.

5. Concern will develop and implement a HIV/AIDS advocacy strategy at global, regional, national and local levels.


Livelihood Security 








Concern’s work in livelihood security has over the years encompassed

a wide range of activities including emergency food distributions, 

basic ‘seeds and tools’, long-term food security, natural 

resource management, vocational training and microfinance 

programmes. The Concern livelihoods policy was approved by 

Council in June 2003.

Concern defines livelihood security as the adequate and sustainable 

Access to and control over resources, both material and social, to enable 

households achieve their rights without undermining the natural 

resource base. Simply, a livelihood can be thought of as a means by 

which a person or household makes a living over time.  We 

implement livelihood programmes in both development and 

emergency contexts. 

In development contexts, Concern’s livelihood security initiatives aim 

to build on existing sustainable livelihood options and create opportunities for diversification. We will implement livelihood security programmes both in rural and urban areas depending on the country context and will focus on; improving and diversifying the production, processing and utilisation of food, improving and diversifying household income, including access to credit and markets and enhancing business and vocational skills. Livelihood programming will form the base of programming in all development fields.

In emergency contexts, Concern’s livelihood security initiatives will aim to protect and restore the livelihood of those affected by emergencies and, if appropriate, set the foundation for diversifying livelihood options once a crisis has passed. Livelihood options in emergencies will include; short-term access to food and non-food for affected populations; protecting and restoring the livelihoods of affected populations, for example, providing fodder, re-stocking of animals, provision of fishing nets, replacing tools and seeds, re/building community assets through food or cash for work schemes. 

Emergency preparedness training with communities to mitigate the impact of future crisis is also a key element of the livelihoods security programme.   DRR will become a key component of our livelihood security programmes.

Concern will also frame livelihoods programmes over a longer term period (10-15 years) and then divide these up into smaller timeframes for funding and management purposes. As of 2005, we implement livelihood security programmes in 29 out of 30 countries. By 2010 we intend to reach approximately 2.5 million directly and an additional 12 million indirectly with our livelihood programmes.

Livelihood Security Objective

To assist poor households to achieve adequate and sustainable access to and control of resources so as to achieve their livelihood rights without undermining their natural resource base.

Through the Livelihoods PPMG we will improve the analysis of the impact of our on-going livelihood security programmes, learn from these and narrow the range of activities undertaken during the lifetime of this plan.

Strategies 

1. Responding to emergencies for example in terms of social safety nets, welfare distribution.
2. To support community management of natural resources for example, watershed management, common property resources, land access and distribution, community user groups, disaster mitigation, etc.

3. To support food production and processing including extension services, diversification, seed distribution, community gardens.

4. To support interaction with the markets including processing skills, vocational skills, business skills.
5. To support strengthened and responsive institutions and policies focusing on issues of land and tenure, local services.
Balance between organisational programmes

From 2003 to 2005, the balance between our organisational programme areas has remained reasonably stable, with livelihood security programmes accounting for approximately 45% of our overseas spend, health 18% and education 10%. As our programme budgets increased over the period 2001-2005, the balance between these three areas has remained the same. However, in line with the priorities in the last plan, we have increased our work on HIV/AIDS through mainstreaming and through direct project work. Our direct programming in HIV/AIDS accounted for 1% of our financial resources in 2001 and 6% in 2005. 

In 2005, in our 30 countries of operation, we are implementing livelihood security programmes in 29, education in 12, HIV/AIDS in 12 and a component of health programming (primary health care, nutrition or water and sanitation) in 20. 

While we recognise the inherent difficulty in counting beneficiaries across countries and programmes we still think it useful to estimate how many people will benefit from our programmes during the lifetime of this plan. In 2004, we estimated that Concern programmes directly benefited 4.4 million people and 12.8 million benefited indirectly. By 2010 we plan to reach approximately 6.6 million directly and 20 million indirectly as outlined in the table below. 

As the table below suggests we will see a slight change in the balance between programmes. Within the context of a year on year average of 10%, each programme will expand but at different rates; livelihoods currently at 45% will increase in volume terms but will represent a smaller percentage of total spend; health, education and HIV/AIDS will increase in volume and as a proportion of total spend.

We will aim for the following balance between programmes by 2010

	
	% Overseas spend
	No. of Countries
	Number of Beneficiaries

Direct                     Indirect

	Programme
	2005
	2010
	2005
	2010
	2005
	2010
	2005
	2010

	Livelihood Security
	45%
	40%
	29
	30
	1.5 m
	2.5m
	8.6 m
	12 m

	Health 
	18%
	25%
	22
	25
	2.6 m
	3.5 m
	1.5 m
	2.5m

	Education
	9%
	15%
	12
	15
	0.059m
	0.15m
	0.5 m
	1.5 m

	HIV/AIDS
	6%
	 10%
	12
	20
	0.279m
	0.5 m
	2.2 m
	4.0 m 

	Other*
	22%
	10%
	
	
	
	
	
	

	Total 
	100
	100
	30
	30
	4.4
	6.6m
	12.8m
	20 m


*There are aspects of our programmes in emergency contexts that do not easily fit into the four programme areas. These include camp management, Non Food Items (NFI) distributions and emergency shelter. These aspects will be captured in this ‘other’ category. Furthermore, while we want to bring about greater organisational focus and coherence, we also wish to leave a certain amount of room for new and experimental programming that does not fit within the four main programmes.  


3.4  How we work

The last plan introduced a number of changes in how Concern did its work.  It committed to working with and through partners, to introducing a rights based approach to programming, to operating an equality policy and to mainstreaming HIV/AIDS within the organisation and in its programmes.  These approaches and cross cutting issues were seen as fundamental to our methodology of programme management and should be addressed in the analysis and design of programmes.

In this plan, we confirm we wish to continue with these approaches, drawing on what we have learned from the last plan.  In addition, we have decided to mainstream disaster risk reduction (DRR) in our programme design and management.  We will incorporate gender based violence (GBV) prevention and response activities into our programmes and will pilot work on social protection.

We recognise that this is a significant number of approaches to take into account in our programmes.  We are committed to assisting our staff through providing guidelines, training and any other assistance required.  

We have already provided assistance in doing good quality contextual analysis.  Such analysis is central to good programming and should determine the balance between emergency, development and advocacy work; the nature of the partnerships which can be engaged in; and the balance between the priority sectors.     

3.4.1 Partnership

Concern will work with and/or though partners whenever possible and we made substantial progress in moving to this during the last plan.  In doing so, we are building the capacity of both civil society and government institutions in our countries of operation. But we are also clear we will retain our own organisational capacity to implement programmes in emergencies and where the local context determines it is not possible to work in partnership. 

Concern’s partnership is not just with NGOs and Civil Society Organisations (CSOs).  Given the weakness of governmental and administrative structures in many of the countries in which Concern works, we need to work in partnership with government, either at central or local level.   

As already stated, we are also committed to working with strategic partners who can bring specific added value to our work in terms of innovation, learning, dissemination of our work and finance.

Partnership objective

Our objective in the area of NGO/CSO partnership is to seek to move the focus of our partnerships to organisations which are big enough, and have the requisite analytical capacity, to influence national and donor policy as well as undertaking direct programme work with our target groups. 

Strategies

1. The number of civil society partners will increase from 250 in 2004 to approximately 500 by 2010. Inherent in this target is the belief that the number of extremely poor people benefiting from Concern’s programmes will increase during the lifetime of this strategic plan. 

2. Country programmes will be implemented mainly by partners by 2010. However, Concern will continue to retain and develop the capacity to respond directly to emergencies and in situations where the local context determines it is not yet possible to work in partnership. 

3. We will ensure that capacity building of local partners is at the heart of all development programmes. 

4. We will ensure that all development field programmes include partners at different levels, from grass roots community organisations to policy or national strategy level, and we will seek to link these partners in a coherent programme.  

5. We will ensure, as appropriate, that partners receive training on disaster preparedness and response. 

3.4.2. Disaster Risk Reduction (DRR)
Many countries in which Concern works are recovering from or still experiencing conflict and insecurity, e.g. Haiti, Sierra Leone, Rwanda, Burundi, Somalia, Afghanistan, Liberia, Sudan and the Democratic Republic of Congo (DRC). The development of many of these countries is affected by poor governance, absent, inappropriate or non-enforceable policies and health hazards such as malaria and HIV.

Disasters disproportionately affect poor countries and poor communities. More than half of the deaths resulting from natural disasters occur in low income countries, although only 11% of the people exposed to hazards live in them. Poor countries suffer far greater losses relative to their GDP than richer countries. 

DRR is a means of bridging the gap between development and humanitarian programmes and can be seen as a means of strengthening livelihood security. In countries faced with recurrent crisis, development can only be sustained if there is a proper understanding of and response to the negative impact of disasters. DRR interventions seek to assist in the development of this understanding, to support livelihoods and protect assets. It is intended that DRR interventions will reduce communities’ vulnerability and increase their opportunities of pursuing sustainable livelihoods.

Disaster Risk Reduction Objective

Within the broad context of sustainable development, to develop and apply policies, strategies and practices with partners and communities to increase the impact of our work by:

· minimising vulnerability

· avoiding or limiting the adverse impact of hazards

· ensuring rapid and effective emergency responses 

· shortening post-disaster recovery times

Strategies

1. Ensure that DRR is a component of all country strategic plans

2. Mainstream DRR into all programme analysis and design

3. Ensure that guidance documents on context analysis includes vulnerability analysis linked to livelihoods analysis and that programme design then takes explicit account of such analysis and includes some form of intervention to reduce vulnerability to hazards. 

3.4.3 Rights Based Approach

In the last strategic plan, Concern adopted a rights based approach (RBA) to development. Progress has been made in moving to this approach in certain countries where there has been political space and a developed civil society.   However, many of the countries in which Concern works do not have such conditions, nor are they likely to have for the foreseeable future.

In moving our thinking and practice forward in this area, we recognise there is no single model of RBA, and development and human rights agencies develop their rights based work in a variety of ways. What is common to these approaches is that they are based on three underlying principles:

· Analysing and addressing the root causes of poverty and not just the symptoms

· Supporting clients (rights-holders) as the primary actors for change

· The use of legal frameworks, agreements and systems (international and national) to assert and fulfil the relevant rights and entitlements

A move to a rights based approach does not mean that a previous ‘needs based approach’ has to be terminated i.e. that advocacy work will take the place of service-delivery.  On the contrary, the rights based approach incorporates a deeper analysis of the underlying problem leading to the development of advocacy and capacity-building support for local and Southern organisations to complement the equally necessary service-delivery work.

It should be stressed that a move to RBA should not undermine Concern’s approach to emergencies in any way.  The three principles of addressing root causes, supporting clients as leaders of change and using legal frameworks to promote rights, all apply to emergency work.  The primary difference in an emergency situation is that, in line with the humanitarian imperative, the immediate service-delivery (needs-based) action takes priority. Though the root causes of an emergency may already be known in some cases, it may not be possible or appropriate to develop advocacy type initiatives during the immediate emergency phase.  Equally, it may not be possible or appropriate to seek to build the capacity of local actors in the early stages of an emergency.  

Deeper analysis and advocacy initiatives should be developed as part of a longer-term approach to recurring or chronic emergencies e.g. through conflict analysis and peace-building approaches or through Concern’s advocacy work on humanitarian space and other issues.  Capacity-building of local actors should be seen as part of an emergency preparedness plan.

In framing a distinctive Concern approach to the development of rights based programming; we need to improve our contextual analysis, with particular emphasis on political analysis, to determine in what circumstances rights based programming is feasible.  

Rights Based Approach Objective
All people have social, economic, political and civil rights. We will ensure that our programmes are working towards the achievement of the rights of those living in extreme poverty and that our interventions are tackling the underlying causes of poverty in a given context.

Strategies

1. Clarify the degree to which Concern is using rights based approaches in current programming and examine the potential benefits / pitfalls of using this approach further. 

2. Continue to explore how RBA can be facilitated in a country context.

3. Raise awareness of the rights of poor and especially vulnerable people among staff, partners and donors and explore how a rights-based approach could be facilitated in the context of the PPMGs.

4. Develop annual dissemination and learning mechanisms, including an annual RBA workshop across Concern to share and discuss how RBA might best be operationalised through partners and on the ground.

3.4.4  HIV/AIDS Mainstreaming

A core strategy of the HIV/AIDS organisational framework is to mainstream the issue across the organisation, which is mandatory for all fields and headquarters offices. Mainstreaming will be carried out both internally and externally. 
Internal mainstreaming is defined in this strategy as changing and adapting organisational policies, strategies, structures and activities to: reduce the susceptibility of staff to HIV transmission, reduce the vulnerability of staff and the organisation as a whole to the impact of AIDS and to enable Concern to deliver an appropriate HIV/AIDS response through its programme work.

External mainstreaming is defined in this strategy as adapting development and humanitarian programme work to take account of: the susceptibility of Concern target populations to HIV transmission and the vulnerability of our target populations to the impact of AIDS.

HIV Mainstreaming Objective

To continue and enhance ongoing efforts to mainstream HIV/AIDS throughout Concern and its programmes.
Strategies

1. Mainstream HIV/AIDS in all programmes and also internally among the staff and management of Concern.

2. Raise awareness and understanding of HIV/AIDS issues and related rights among all Concern programme staff and partners, regardless of the nature of the programme.

3. Support partners’ mainstreaming or customised HIV/AIDS programmes as appropriate and seek to build their capacities on this issue over time.

3.4.5. Equality

We live in very unequal societies in a very unequal world.  The extent of inequality is massive and the gap between the rich and poor continues to widen. In no country in the world do women enjoy equality with men; the privileged live longer and have healthier lives in all countries; income differentials on a global level are of the magnitude of sixty times more income for the wealthy as opposed to the poorest. 

The fact that Concern’s target group are the poorest means that 

we have a mandate to work to redress the balance.  Such work

requires that the very culture of the organisation fully embraces the equality 

agenda, that there is respect and accommodation of difference and that this

diversity is actively promoted and enhanced.  We know that equality will not 

happen by chance, it requires addressing the structural causes of inequality, and 

proactive strategies based on careful analysis, action and reflection followed 

by further action.

The adoption of a Concern equality policy in December 2005 provides the framework for action during the course of this plan.

Equality objective

To ensure that Concern is systematically analysing, challenging, promoting and addressing equality issues through all programming, processes, policies, and communications. 

Strategies

1. Develop a comprehensive equality strategy including all aspects of Concern’s work which will ensure that the equality policy is effectively implemented and integrates with our approach to the realisation of human rights/the human rights agenda.

2. Facilitate the development of a culture of equality where there is active accommodation and respect for differences and that the diversity of the organisation is fully promoted and enhanced for optimal benefit.  

3. Programmes should demonstrate that they are addressing issues of inequality in their programme design, context analysis etc. 

4. Acknowledge that gender inequality is a particular locus of discrimination and oppression, identify key issues of gender inequality for particular focus. 

5. Specifically on Gender Based Violence (GBV): All Concern programmes to incorporate appropriate GBV prevention and response activities, based on solid GBV analysis and within a wider multi-agency, integrated and coordinated response.
3.4.6  Social Protection

In recent decades, development theorists and donor policies stressed development and were reluctant to support ‘welfare’ or social protection, except in humanitarian crises.  This may have been on the basis that poor countries could not afford welfare systems and that development aid resources could be totally absorbed in welfare.  But such positions were somewhat ironic in view of the reality that all donor nations have their own well developed welfare systems.

More recently, there has been a growing interest in looking at how welfare safety nets or social protection systems could be introduced. The World Bank describes social protection as… ‘Social intervention measures to improve or protect human capital, which range from labour market interventions, unemployment or old-age insurance, to income support for individuals, households and communities’. 

During the consultation meetings for the development of this plan many voices were raised for the need to include social protection in our programmes.  We do this, in any event, in our emergency interventions but it was acknowledged that it is in the interests of the extremely poor that Concern should initiate some pilot work on social protection with a view to developing a policy.

Objective

To ensure that those living in extreme poverty benefit from Concern’s programmes and that Concern is focused both on meeting their basic needs and seeking long-term, durable and local solutions to their inability to access their rights.

Strategies

1. Develop a policy on social protection followed by a strategy which will ensure that the policy is consistently and effectively implemented.

2. Carry out analysis of social protection inclusion in our current programmes.

3. Support of pilot social protection schemes with Ministries for Social Welfare or other relevant ministries. 

4. Ensures contextual analysis will include a consideration of the livelihoods and coping strategies of the extremely poor. 

5. Country strategic plans should consider social protection needs and the services available to the most marginalised within extreme poverty.

6. Advocate with governments and International Organisations on the need for social protection mechanisms.

3.5 Who We Work With

The Concern policy document, agreed by Council in April 2005, states that ‘we direct our resources towards people who live in extreme poverty’.  Concern will continue to target those who need us most rather that those who can benefit most from our presence. Extreme poverty is generally accepted as a situation in which an individual has less than US$1 dollar a day purchasing power parity. 

Concern aims to be very effective in targeting the poorest in our programmes and in ensuring that the bottom 10% in extreme poverty will gain benefits from our programmes and participate in the process of development.

Objective 

We must ensure that extremely poor people benefit from our emergency, development and advocacy work.

Strategies 

1. Ensure that the extremely poor, including those in the bottom 5-10% are not excluded from our programmes. 

2. Ensure that our civil society partners in the South target extreme poverty. 

3. Continue to advocate with donor and host country governments to target extreme poverty and have pro-poor policies. 

3.6 How we learn

3.6.1 Monitoring & Evaluation (Measuring Impact & Effectiveness)
The last strategic plan (2002-2005) contained an objective on Measuring Impact which stated as its aim: “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.”

Concern is now focusing on longer-term change and real outcomes rather than at the levels previously focused on, those of outputs and activities. Measuring individual organisational performance at higher levels becomes increasingly difficult as other factors and stakeholders also contribute to development and the direct effects of Concern interventions become diluted and mixed in with the effects of these other factors and stakeholders. Working in partnership with local organisations as opposed to directly with the poor is also a significant shift in our way of working which has implications for how we manage and measure organisational performance.

The desire to show that the organisation is achieving its objectives, that we are contributing to the MDGs and the global campaign to eradicate poverty and the need to have individual staff members perform to the best of their ability in order for the organisation to be more effective, all point to the need to have strong systems of accountability, learning and performance measurement. Given the changes in how the organisation works as well as the rapid growth the organisation has achieved in the last five years, it became clear that our monitoring and evaluation systems needed to be reviewed.  Consequently, as indicated in Chapter 2 above, we conducted a number of sectoral or meta-evaluations.  This type of evaluation will be used in the future to assist organisational learning by management and by Council in exercising its oversight function.

In addition to new systems of monitoring and evaluation of our overseas programmes, plans for the systematic review of other organisational programmes are in train. The Human Resources division is formalising a system to monitor and operate its operations and a performance appraisal system is established and linked to customised training courses for staff at different levels.

Objective

To improve and demonstrate the impact of Concern’s work and to enable more evidence-based decision making by setting clear standards for our work and strengthening systems of programme monitoring and evaluation.

Strategies

1. Overall organisation: Finalise a comprehensive and workable framework which will allow Concern to monitor and evaluate its performance from the levels of vision, mission, values, policies down to individual projects and the work of individual staff members.

2. PPMGs: PPMGs will define their impact assessments and effectiveness monitoring processes and measures and will consolidate these in annual reports.
3. Programmes/Projects: All programmes shall be evaluated at least once in their lifetime (those of two years or less) or at intervals of at least two years if they are scoped out over a long-period. All programmes should be continuously monitored for progress and refined or changed if monitoring suggests so.
4. Advocacy and Development Education. By the end of 2007, Concern will have agreed processes and indicators to evaluate and monitor the success of our advocacy and development education projects.
5. Impact Assessment: By the end of 2007, Concern will have agreed means for assessing impact at a project and programme level and these will have been introduced in all fields.
6. Evaluation Quality Control: By the end of 2006, Concern will have begun to implement across all regions, a quality control system for programme and project evaluations.
7. Emergencies: Concern will conduct two forms of evaluation of its emergency response interventions: a) an internal cross-departmental review of how timely and appropriate our response was to a crisis; and b) an evaluation of the impact of our actual interventions on the ground and in advocacy terms.
3.6.2 Culture Of Organisational Learning

The first strategic plan 1997 – 2002 contained an objective on Organisational Learning “to establish a learning of culture through the organisation by constructing processes which capture lessons learnt and monitor the experience of other to enable us to: refine corporate strategy, prioritise programme policy issues and improve the impact and effectiveness of our work”.  While no specific objective on learning was included in the last plan, a major part of Objective 3 – Measuring Impact related to establishing systems of learning.  The link between improving our M&E systems and capturing learning to improve organisational performance is a strong and obvious one.

Organisational learning has many definitions but could be simply described as the process by which an organisation improves its performance and changes its practice from the learning it derives from its own experience and those of other organisations.

It is a conscious process at various levels in the organisation and goes far beyond the learning of individuals or the accumulation of knowledge, tools and documents of various guises. The process has to involve both the gathering of recent experiences and its analysis or reflection on the experiences, i.e. the application of both analysis and judgement on experience to validate or reject its generalisability and therefore its application to broader policy and practice of the organisation. Clearly, this can also be applied to specific contexts also.

The purpose is to improve impact for specific poor people whom we target but also to establish learning which would be of benefit to the sector generally and which can be utilised by Concern and others to replicate good practice.

Organisational learning is often linked to both organisational culture and innovation.. Stimulating and realising an innovative culture and one of greater learning are necessary to achieve the ambition of this strategic plan.

The consultation process for the plan has clearly identified the need to improve our organisational learning and sharing of knowledge and experience. The key strategic relationship on this issue is that with the LEARN project of the Centre for Global Health in Trinity College Dublin. Other strategic relationships related to learning are likely to emerge as we progress and will relate to the key focus areas in the organisational programmes such as with Valid International and Depfa Bank.

Objective

To learn more about what is working well in the delivery and support of programmes, both in Concern and others, so that this can be replicated and scaled up in order to achieve greater impact on poverty and more effective humanitarian response across the world.

Strategies

1. To make changes to Concern’s internal systems, processes, roles, responsibilities, relationships with others and culture to ensure that the organisation has improved its learning, effectively and continuously, by the end of 2010.

2. The gathering and analysis of internal and external experience increased at organisational, departmental and programme levels and the outcomes applied via organisational processes such as PCM.

3. Analysis of learning happening on an annual basis at PPMG, department and country level and summarised in annual learning documents with recommendations for internal and external policy and practice change.

4. Knowledge and information management improved through the organisation via: 1) identification of users’ needs; 2) analysis of knowledge management issues including technology issues, capacity and information overload; 3) knowledge management processes designed and implemented incorporating Information Technology support.

5. IT systems utilised as a support for more effective knowledge management (effective Internet, Intranet and Extranet in place and being used and evaluated by internal and external clients).

6. By the end of 2007, individuals are being empowered to learn and to access external experiences appropriate to their jobs.

7. Develop organisational systems necessary to encourage, institutionalise and share learning and innovation between the country programmes by end of 2007. 

8. Innovation will be encouraged through the establishment of specific processes internally (such as challenge funds and publication promotion) which will be within set organisational parameters.

9. Evidence gathered on which OL processes work and which ones do not seem to work, and the reasons for both analysed and documented.

CHAPTER 4 - CORPORATE SERVICES AND FUNCTIONS

4.1 Introduction

Our work overseas is our raison d’etre.  To carry it out we need high quality people, finance and modern technology.  The revolution in digital technology can help us avail of opportunities in fundraising, communications and advocacy.  Technology can also assist us connect to a public increasingly interested in development issues.  We can tap into this interest through developing an active citizenship programme, which can draw on Concern’s traditional support base and build new constituencies of support, particularly among young people.  And this must all be done while keeping our fundraising and other support costs at reasonable levels and operating to the highest standards of corporate governance. 

Achieving these objectives will pose significant challenges as to how we manage within the organisation.  We have spoken in Chapter 3 about how we can learn from our work in the field and apply it to our advocacy and policy influencing work.  We have been finding new ways of connecting our fundraising to our programme in the field.  We will need to develop new ways of integrating our work across divisions if we are to realise the potential of digital technology and the new media.  We must be clear about what makes Concern distinctive and how we can best communicate this distinctiveness locally and globally. 

Chapter 4 sets out the strategic objectives for the long established divisions of human resources, fundraising and finance.  Information technology provides a crucial underpinning to all our work and will be of central importance if we are to use the opportunities provided by the new digital technologies.  We must better communicate what we do, in our countries of operation, our donor countries and internationally.  To do this, we must work on the ‘Concern brand’.  We commit in this plan to developing a Concern Active Citizenship programme and we re-affirm our commitment to operating to the highest standards of corporate governance.

4.2 Human Resources

The human resource function is a support service and is of key strategic importance to the achievement of our objectives.  The last plan recognised our staff as our key asset and committed the organisation to investing in staff development and retention.  We work in many difficult and dangerous situations and we operate systems which reflect the priority we give to the security of our staff.

As set out in Chapter 2, we achieved a great deal during the course of that plan.  This was mainly due to the extraordinary commitment of our staff across the organisation.  In this plan, we re-emphasise our commitment to value and nurture our staff and we want to create a working environment where everyone can contribute to the best of their ability.

A lot has been achieved within the HR function over the past plan. We have continued to meet recruitment demands which grew, during the period, by an average of 11% per annum.  We have improved our induction process for new staff.  Following a detailed consultative process, the HR division produced and circulated a number of policies and procedures. It also provided increased support to line managers leading to an enhanced relationship between HR and its ‘customers’.  A training and development programme was introduced and management training has been provided at a number of different levels within the organisation.

We have deepened our technical support in a number of our key competencies, such as health, nutrition and HIV/AIDS.  A number of our specialised technical advisers are field based with a regional mandate.  The PPMGs have commenced the process of establishing our strategic human resource requirements in each of our main areas of competence.  

The challenge for this plan is to continue to do the basics of HR such as recruitment as quickly and as effectively as possible while ensuring that the HR function operates at a strategic level in planning for and delivering on our human resource needs. The function will also contribute to creating a work environment conducive to excellence throughout the organisation.

Strategic Objective 1: Continue to provide the basic HR support services to the highest possible standards.

Actions

· Continue to improve our recruitment, development and retention strategies.

· Facilitate a more effective human resource service across the organisation through the creation of a strong and cohesive HR function.

· Improve the management information system used within HR to ensure that we manage our human resources in a cost effective manner and in the framework of our planned needs. 

Strategic Objective 2: Enhance our capacity to provide a strategic HR function 

Actions

· Implement a training and development programme, drawing on the lessons learned from the current programme and taking account of our future needs

· Develop a strategic approach to meeting our needs in relation to key competencies, including planning future needs, building relationships with relevant institutions, and developing succession planning

Strategic Objective 3: Contribute to maintaining a work environment which fosters a culture of learning and innovation, is open to change and is committed to helping staff achieve their full potential

Actions

· Implement practices that facilitate organisational learning and development across the organisation

· Empower staff to maintain a balance between their work and personal lives by managing the impact of stress on their work life

· Develop line managers and staff in the techniques of effective management of human resources, leading to a more motivational and supportive management style

Strategic Objective 4: Create and monitor human resource policies which reflect the organisation’s commitment to its staff, particularly policies relating to equality, staff health and security.

Actions

· Produce an annual monitoring report in relation to progress in implementing HR policies in a consistent and coherent manner

· Produce an action plan following the 2005 audit of our performance against the People in Aid Code of Good Practice.

· Benchmark the organisation against relevant and appropriate national and international HR standards to ensure that the organisations policies are in line with ‘best practice’

4.3 Fundraising

The fundraising strategy over the period 2000 to 2005 saw a period of significant growth, mainly focused on the recruitment of committed monthly givers, through the techniques of face to face, door to door, and direct marketing fundraising.   In five years we have increased the number of committed givers from 10,000 to 145,000 (110,000 in Republic of Ireland and 35,000 in the UK) providing an income of €18 million in 2005.  Net income has grown from €21.5 million to over €30 million annually.
Our strategy to become the market leader in emergency fundraising in ROI has also been successful; Concern has led the field in all but one emergency over the last five years.  Our presence and income in the UK has steadily increased, and the economies of scale and joint planning of ROI and UK campaigns have been an extremely effective approach.

Although starting from a position of strength, we face some key challenges.  With a massive penetration of our key market in the Republic of Ireland, the question must be asked – how much further can we go?   The UK, although offering great scope, is a hugely competitive market where significant investment is still needed to maintain our level of growth.
Despite these challenges, we see healthy potential for growth.  We have based our planning on the assumptions that, over the course of the plan, (a) there is no major economic downturn in any of our fundraising markets, particularly the Republic of Ireland and (b) emergencies continue to play a significant role in our fundraising.


During the plan we aim to maximise the potential of our valuable donor base, to become a leader in New Media fundraising, to create a World Class national and international “Major Donor” programme, and to maximise the potential of Concern’s multi-market presence in Ireland, the UK and US.  In all of this, we will continue to prioritise cost effectiveness in fundraising.

Our fundraising target is to grow net fundraising income from €34 million in 2006 to €51 million in 2010.

Strategic Objective 1: Achieve the full potential of our donors
The past five years prioritised recruiting donors to Concern.  We now have an immensely valuable donor base.  Whilst still continuing our recruitment efforts over the next five years (targeting an additional 70,000 donors), we will concentrate on building and deepening our relationship with our donors.  By better understanding their needs, and tailoring our service to them, we can develop their loyalty and increase the value of their contribution.  Key to our success will be the development of a distinctive Concern proposition and core messages that can be used as a lynchpin to all our fundraising activities, clearly demonstrating to donors who we are and what we achieve.  

Actions

· Develop and prioritise research and analysis capability.

· Develop an organisational funding strategy that optimises co-funding and private funding potential and maximises the opportunities given by the scope of our work to more deeply engage our donors.

· Participate in the development of coherent organisational messaging and distil clear donor focused propositions from the overall themes.

Strategic Objective 2: Become a Leader in New Media Fundraising

Over the past few years New Media has very much come of age as both a revenue generation and cost saving tool for fundraising organisations. For more progressive charities, this is now accounting for a quarter of their overall fundraising income – a significant rise from just a few percent five years ago.  Concern has already seen rapid growth in this area and we intend to prioritise the development of new media fundraising as a key plank of our strategy. 
Actions 

· Identify, test and implement innovative responses to opportunities arising from the fast changing digital environment by devoting dedicated staff and budget resources to new media fundraising, within the context of the organisational new media strategy.

· Seek out and test opportunities that new media gives us to attract support beyond the geographical boundaries we currently occupy. 

Strategic Objective 3: Develop a World Class National and International Major-Donor Programme

The increase in the numbers of people with substantial wealth presents an opportunity -particularly but not exclusively in Ireland – to increase the share of our income that derives from major donors. An advantage associated with this approach is that its costs relative to the income raised is relatively low.  

Actions

· Build major donor departments across all regions.

· Create an ‘international’ major donor programme to drive major donor funding at the
       €100,000 per annum level.

· Double major donor income to €9 million by 2010.

Strategic Objective 4: Maximise the Potential of Concern’s Multi-market Presence.

Opportunities to raise funds arise in all of our markets, and, through the web, our market is increasingly a global one Fundraising personnel at headquarters will work closely with Concern UK and Concern US, drawing on their respective knowledge of the individual markets, to take a balanced view of where our greatest fundraising opportunities lie and how to capitalise on these opportunities. By providing access to funding that belongs to no one market budget, we can take a balanced view of where our greatest fundraising opportunities lie, and how to support these organisationally.
Actions
· Establish an international innovation fund, budget or mechanism to encourage interaction and drive fundraising growth in each of our markets. 

· Develop key functional expertise in ROI aimed at providing advice and support in development of fundraising techniques in other markets.

· Explore ways to use this model to develop opportunities and maximise fundraising potential  through our Alliance Partners

4.4 Finance

The finance function is a support service which will aim to facilitate the organisation in the achievement of its stated objectives. We set out below how we envisage going about that task.

We see the finance function as having a threefold role in the organisation:

· Facilitating financial planning and monitoring of the activities of the organisation,

· Establishing control systems to protect and ensure efficient use of assets.

· Ensuring that our financial policies and practices are in line with best practice in the sector.

While the last plan did not assign specific objectives to the division, progress was made in each of the above core work areas. The division aimed to maintain standards of financial accountability throughout the organisation while dealing with rapid expansion and changing work practices.

The strategic objectives for the finance function over this plan are to consolidate an effective finance structure across the organisation, develop financial systems appropriate to our implementation arrangements with partners, upgrade the financial skills of managers and develop systems which improve how we account for our funds and measure what we do.

Strategic Objective 1: Consolidate the organisational finance function
Financial services have to be provided in RoI, UK and approx 30 fields. Group financial management will remain in the RoI but an appropriate structure needs to be put in place for the other locations. This has a number of consequences – we will need to regionalise, nationalise and introduce some decentralisation into the finance function.
Actions

· Develop a regional finance capacity, which is based close to the fields and is capable of providing effective support.

· Without dropping our requirement re qualifications, increase the number of country accountants who are nationals of the country in which they work to 75% of all fields over the life of the plan.

· Develop the UK finance function so that it is capable of operating as a separate unit within the group structure.

Strategic Objective 2: Develop finance systems appropriate for implementation through partnerships.

The plan is clear in its objective that we should implement our programmes through local partners wherever feasible. This transition has been in process for some time and raises fundamental issues for in-field finance functions.

Actions

· To ensure that field finance personnel are in a position to provide the financial 
services which the fields need in order to facilitate a successful transition to 
implementation through partnerships.

Strategic Objective 3: Upgrade financial skills of managers
As set out in chapter 3 the organisation is set to grow very significantly. Our ability to plan our activities and to manage expanding budgets will depend on upgrading financial skills of our managers – particularly overseas managers.
Actions

·   Provide adequate training to non-financial managers in order to enable them to effectively manage the resources of the organisation.

Strategic Objective 4: Accountability and measurability of results
The plan envisages a more questioning environment where we will be expected to justify our expenditure in terms of results delivered. This is likely to apply to both home and overseas expenditure.  Organisations which can demonstrate higher levels of accountability and greater effectiveness in spending their resources should enjoy a comparative advantage with donors and the general public.

Actions

· Finance should facilitate, encourage and work with other divisions on the development of clear criteria for measuring value for money.

· Develop and implement systems which generate the information required in order to measure our progress towards our targets on each of the dimensions set out in the plan.

4.5 Information Technology

Information Technology lies at the heart of the way that Concern’s work is managed. It is the medium through which an increasing amount of our income is earned, and through which we direct and report on how that income is used in eliminating extreme poverty. In comparison with others in our sector, we have been early adaptors in the use of IT, both in our fundraising and our overseas work, and the challenge of the next decade is to build on our strengths in this area. 

The IT Strategy set out in 2000 identified the need to deliver a range of information and knowledge based systems on a stable infrastructure that would service the needs of Concern staff worldwide.  The IT Strategy set out a phased approach:

· Phase I Standardise on desktop PC’s and standard productivity tools.

· Phase II Standardise network services such as e-mail, file and print services

      and remote access. 

· Phase III Focus on Departmental systems such as Finance and Fundraising.

· Phase IV Organisational systems.

Since 2000 significant progress has been achieved with Phases I and II effectively delivered.  Ongoing work is taking place to refresh the technology.  The IT Department is becoming more heavily involved in the delivery of Phase III and IV solutions.  Phase III solutions include involvement with the Finance division in the implementation of the Great Plains accounting system which will continue into 2006.     

Work on Phase IV effectively commenced in 2005 with the recruitment of additional staff and skill sets.  A key part of this is the development of a programme which enable users to create, modify, collaborate and retrieve information (the 3I project).  From a technology point of view, this will involve development of the intranet, extranet, internet and knowledge based portals.  There are significant opportunities for Concern with the 3I’s programme not just in terms of greater efficiencies and retention of knowledge but as a means for continuous improvement and being recognised as a knowledge centre within the sector.

This plan recognises the need to place IT as an organisation wide issue and not just something that belongs to the IT Department.  The detailed IT Strategy outlines governance mechanisms for Concern which cover mutual accountability through decision making and working in partnership with various parts of the organisation.  This should lead to better decision making and prioritisation of effort.   

The IT strategy starts by recognising the fundamental importance of having stable IT systems which are reliable and meet user needs.  There is a growing dependency on IT both for ongoing operations and emergency responses.  We recognise the importance of having solid management systems to deliver IT products and services that are reliable and delivered on time.  This will require an ongoing investment of time and effort from IT and other divisional management.

The need to be innovative in the use of new technology is also recognised.  Over the course of this plan, developments in technology will open up new opportunities and challenges.  This is already evident with the worldwide take up of mobile phones and the advances in bandwidth speeds.

The strategic objectives and associated actions for IT over this plan are as follows:

Strategic Objective 1: Provide a stable IT infrastructure for the organisation 

Action

· Complete the roll out of the current technology refresh and any future technology refresh.

Strategic Objective 2: Embed IT as an organisation wide issue of strategic importance.

This will require a development of the organisation’s understanding of IT and the role of the IT Department within the organisation.  This will require a greater level of communication and interaction.

Action

· Establish IT governance framework as outlined in the IT Strategic Plan

Strategic Objective 3: Make innovative use of information and communications technology.
Actions

· Continue development of the 3I Programme

· Identify opportunities for innovative use of information technology.

Strategic Objective 4: Become a centre of excellence for the services provided by IT
Action

· Plan, develop and manage management systems within the IT Department.

4.6 External Relations

Over the period of the last plan, Concern made significant progress in building relationships with influential bodies in Ireland, the UK, the US, at EU and international level.  Within Ireland, Concern played a leadership role within the NGO sector in the development of Dochas and in pioneering such innovative developments as Connect.  At European level, we have been active in developing our relationships within Alliance 2015, both between headquarters and through developing practical working relationships between our different organisations within certain fields.  We have played a leadership role with the network for European NGOs, Concord.  At international level, with valuable input from Concern US, we have built relationships with the UN and at the World Economic Forum.  We have also developed contacts with such bodies as OECD and a number of academic and research institutes. 

The justification for investing time and resources in building such relationships is to give a voice to the interests of the poorest people with whom we work and to advocate for policies which can improve their situation.  The challenge we face going forward is to find better ways of capturing evidence from our work on the ground and shaping this into policy relevant positions which we can use at any of the fora we attend.  This will require improvement in the way we design our programmes, capture the evidence, assimilate the learning and express it in our communications and advocacy work.

We must also be strategic and disciplined in deciding which partnerships we wish to invest time in.  This requires a systematic mapping of our relationships and clarifying who is responsible for, and to what purpose, different relationships.  We must also ensure that we build coherence in our advocacy and messaging. 

We must also be aware of, and be able to respond to, the changing political and communications environment. Substantial power and influence over international events resides in the US and EU.  In recent years there have been some divergences in the foreign policy between, and within, these two power blocks. There is an opportunity for NGOs with a balanced global perspective to influence foreign policy in the specific area of humanitarian and development interventions.    

The strategic objectives and actions flowing from this analysis are as follows:  

Strategic Objective 1: Ensure that we are clear and focussed in the management of our external relationships and are coherent in our external and internal messaging.

Actions

· Establish a cross departmental coherence group that allows different but


coherent messages to be woven around “corporate influence and advocacy documents” and that regularly monitors any large deviations from those documents. 

· Develop a plan that will map Concern’s key external relationships and ensure


that these relationships are managed as a strategic resource for the organisation.

Strategic Objective 2: Use our strength as an organisation, headquartered in Ireland, with strong ties in the UK, US and EU, to produce a distinctive stream of influence and advocacy in favour of the poorest people in the poorest countries.  

Actions

· Map the relationships which Concern has with different organisations to ensure that our engagement with specific organisations is aligned with our organisational objectives.

· Maintain and build a strategic partnership with Irish Aid in order to help shape Irish Development policy

· Coordinate our engagement with Irish Aid, DFID, Concern US, the EU and the UN to ensure maximum coherence in our messaging and policy influence

4.7 Communications

We have made considerable progress in recent years in developing our communications capacity.  We have a more active and visible presence within Ireland, at national, regional and local level.  Through Concern UK and Concern US, we are building our profile, both within these markets - which are both very competitive - and in the global media.

Going forward, it is clear that developing improved ways of communicating what we do is of crucial strategic importance to the achievement of our mission.  In today's rapidly changing and intensely competitive media environment, knowing what you want to accomplish is only half the battle; the other half is about knowing how to quickly reach and motivate the right audiences in order to successfully accomplish those objectives.

Our SWOT analysis, referred to in Chapter 2, concluded that improvements are needed in our system for internal communications.  This becomes even more important as the organisation grows and new staff come on board.  The adoption of this ambitious plan, with its emphasis on innovation and managing better the knowledge we have, is another urgent reason to improve our internal communications    

The application of existing and emerging digital technologies and processes is transforming how businesses define themselves and revolutionising how they do their work. These technologies are also impacting widely on personal behaviours and activities. They are already significantly influencing how Concern operates and the rate of change they are driving is accelerating.

Concern can capitalise on these changes most evidently in fundraising, communications and campaign work but there are also opportunities in improving other business processes.

The strategic objectives and actions we have set for this plan are:

Strategic Objective 1: Develop a more established communications culture throughout the organisation which recognises the strategic importance of communications to the achievement of Concern’s mission

Actions

· Put in place an improved system of internal communications.  This is an immediate priority.

· Build internal capacity for communications at all levels in the organisation through training and use of modern technology.

· Develop appropriate coordination arrangements between Concern Worldwide, Concern UK and Concern US to capture synergies and to facilitate the development of Concern’s profile and messaging in the international media.

Strategic Objective 2: Harness the potential of existing and emerging digital technologies and processes to make Concern more efficient and effective and to be identified as a leader in the application of information and communication technologies. (ICTs)

Actions

· Finalise the plan and make the appropriate investments in pursuit of the above objective.

· Refocus our communications around a Concern online presence which assumes a global audience and optimises benefits for the whole organisation. 
4.8 Corporate Functions

We have identified some priorities for this plan which do not sit neatly into current organisational structures.  Decisions will need to be made about assigning management responsibility to these priorities but, even when that happens, progress in working towards these priorities will require divisions to work effectively together in an integrated way.

The two main priorities which fit into this category of corporate functions are the development of the Concern brand and building a programme for Active Citizenship.

Concern Brand 

The identity statement in Council’s Policy Statement has clarified some aspects of Concern’s brand:  

“Concern Worldwide is a non-governmental, international, humanitarian organisation dedicated to the reduction of suffering and working towards the ultimate elimination of extreme poverty in the world’s poorest countries.”

From this basis we can more easily develop our thinking on the Concern brand. As the organisation grows and new people engage with us, as staff or supporters, it is important that they understand our core values, behaviours and what Concern stand for. It is essential that we are to project these attributes in all our external engagements to differentiate the organisation from others.

Strategic Objective To develop a clear understanding of the Concern brand and to communicate and permeate this throughout the organisation

Action

· Obtain high-quality external inputs to help us distil the essence of the Concern brand.

Active Citizenship 

Following on the success of the “Celtic Tiger” there is unease in various sectors of Irish society that the spirit of volunteerism that has helped build Concern (and many other organisations) is being lost and society is becoming less caring. However, 2005 showed, mainly through the Make Poverty History campaign, that Irish, British and US citizens (among others) want to be involved in poverty and development issues. A cadre of people exists who wish to be treated as empowered citizens involved in the fight against poverty.

The question raised by people’s willingness to be involved in campaigning on development issues, such as debt or trade, is whether this implies a permanent move away from close affiliation to particular NGOs like Concern, or whether it provides a future recruiting ground for us.

In December 2005, as part of the governance review, Council decided to set up a Membership Development Committee aimed at encouraging a more active Concern membership. This is relevant to Concern’s approach to active citizenship.

Strategic Objective Gain greater knowledge of trends in Ireland, UK and US with regard to individuals being interested in light but direct engagement with causes, as distinct from being members or representatives of organisations.  

Action

· During the first year of this plan, agree a Concern Active Citizenship programme integrating a number of Concern’s activities including development education, community engagement, volunteering and certain aspects of advocacy and communications.

4.9 Corporate Services

The Corporate Services division was established in January 2005 in response to the growing scale and complexity of the organisation.  The division’s work covers information technology, company secretarial support, legal issues, internal audit, property and facilities, safety, pensions, insurance, and head office purchasing.  

During 2005 it was decided that there was a need to place greater emphasis on risk management from an organisation point of view.  This was in part in anticipation of the new Statement of Recommended Practice (SORP) which requires Council to provide a statement confirming major risks to which we are exposed, have been reviewed and systems or procedures have been established to manage those risks.  As a result a Risk Manager was appointed to oversee the introduction of pro-active organisational risk management.

During 2005 the Internal Audit service was outsourced and is recognised as an important element of organisational risk management.  

The legal and regulatory aspects of Corporate Services works is of a compliance nature and comes under the remit of the Risk Manager.  This work includes compliance with company, contract, pensions law etc. 

Strategic Objective 1: To ensure that Concern takes a proactive approach to organisational Risk Management.

Actions

· Identify and use a best practice approach to organisational risk management.

· On the property side the growth in staff numbers has put pressure on office space.  The whole issue of office accommodation will continue to be looked at over the next two years with a view to optimising our position.
Strategic Objective 2: Explore the options of finding a single building that will be large enough to meet our accommodation needs for the foreseeable future. 

CHAPTER 5 -  HOW WE WILL IMPLEMENT THE PLAN

This plan is very ambitious.  It poses big challenges for management, staff and Council.  Chapter 5 indicates how we intend to meet these challenges and realise our ambition of being a leading NGO in impacting on extreme poverty.  

Management and Staff

The strategic objectives and plans set out in this document are based on more detailed plans for our sectoral programmes and support divisions.  Clear priorities have been established for the first year of the plan but more work is necessary on the sequencing of implementation of the strategic objectives beyond the first year.

The plan was drawn up based on extensive consultation within and outside the organisation.  There has been a gap between finalising our internal consultations, the finalisation of the plan and its approval by Council.  It is therefore very important that the final version of the plan is well communicated throughout the organisation so that we have a clear shared view of what we are committing to over the next five years.  Over the coming months, we will put a lot of effort into communicating the vision contained in the plan and in identifying how each member of management and staff can contribute to realising that vision.

We will need to align our management structures and processes to the strategy we have committed to.  That will also be a priority in the coming months.  We have already taken decisions and introduced structures to improve organisational coherence.  

An ongoing challenge will be to create the organisational culture, which will enable the attainment of the ambitious objectives set out in this plan.  That culture must be empowering, open, encouraging and supporting high performance.  It must be based on Concern committing to investing in the personal and professional development of its staff.  It must stimulate innovation. It should be grounded in the core Concern values of being committed to working effectively with the poorest people to meet their most basic needs, realise their rights and start on the road to achieving their own and their families’ dreams.  And it should all be done while retaining the sense of friendliness, warmth and fun which has marked the people of Concern since it was founded in 1968.

Coherence between Concern Worldwide, Concern UK and Concern US

Building coherence between our headquarters in Ireland, Concern UK and Concern US is of key strategic importance in order to realise the synergies, which are possible from our location in these countries.  Such coherence has to be based around clarity of organisational purpose, alignment of the strategic and business plans of the UK and US with the organisational strategic plan, clear processes to achieve coherence and good working relationships.  Council decision of governance provides for linkages between Council and the Boards of Concern UK and Concern US.  

Both Concern UK and Concern US are in the process of drawing up their respective plans and will finalise them over the coming months.   Both have a key role in analysing donor trends and ensuring that the practical implications are shared, understood and agreed throughout the organisation.

Concern UK will continue to play an important role in its traditional area of fundraising.  In addition, it can make a key contribution in developing links with the British governments, with development institutes and networks and with civil society.  It will have a key role in rolling out our advocacy and communications strategies.

Specific objectives will include:

· Continuing to be a key contact point for the DEC, DFID and other humanitarian agencies

· Raising Concern’s profile and influence within the UK development arena, through seminars, conferences, briefings and co-ordination meetings

· Providing access to UK and international media outlets to highlight Concern’s work, and proactively promoting Concern’s approach to development and emergencies

· Increasing public awareness of international development issues and our approaches through joint action, effective partnerships, networking and campaigns.

· Developing new audiences including students, young people, academics, diaspora communities, artists and celebrities for advocacy, fundraising and influencing

· Increasing and diversifying fundraising income for Concern

· Increasing opportunities for international recruitment

Our US affiliate, Concern Worldwide US, will continue to play an important role in accessing funding from both the private and government sectors, and in providing technical support to programmes.

Opportunities for continued US Government funding remain strong with the foreign assistance budget projected to increase. However, not all budget lines may increase equally, with an expected migration of funds out of development assistance in favour of increased funding for disaster, famine and refugee assistance.
 
Concern Worldwide US will play an important role in:

 
· Continuing to secure funding from both private and government sectors to support our overseas programs.
· Providing technical support in the areas of Health, Nutrition, Finance and Emergency Response.   
· Continuing to inform and educate the public and media on international humanitarian issues.
· Raising  humanitarian issues critical to Concern  at UN and donor meetings
· strengthening advocacy efforts on specific issues directed to key UN and US 
policy makers.
· Recruiting highly skilled personnel for overseas assignments.
Council and Management

The principles for Council/Management interaction were established in the early 1990s.  They may be summarised as:

· Management Proposes, Council Decides

· Management Implements, Council Monitors.

These principles and the working practices which have derived from them have stood the test of time.  Nonetheless, in light of the growth and complexity of Concern since the 1990s and the major developments in thinking and practice on corporate governance in the public, private and not for profit sectors, Council embarked on a major review of Concern’s governance in 2004.  This was concluded with decisions by Council on the future governance of the organisation, taken in December 2005.  The Council decisions will be put for ratification by the membership at an Extraordinary General Meeting in May 2006.

The key decisions relating to governance and Council’s discharge of its accountability role are as follows:

· Council will be reduced in size from 35 members to 24 members over a period of three years.

· Council will meet six times a year based on a three year cycle of agendas which will cover oversight of all aspects of Concern’s operations

· Time limits have been introduced for membership of Council

· Council will elect the following Committees which will have specific responsibilities:  Officers, Finance, Audit and Risk, Monitoring and Evaluation, Membership Development.  

· The establishment of the Membership Development Committee is an indicator of Council’s wish to develop a more active membership for Concern. 

CHAPTER 6: FINANCIAL FRAMEWORK

The plan we are now presenting represents our best estimate of what it will be possible for us to do from 2006 to 2010 and this section illustrates the financial resources the plan is expected to generate and absorb. See Appendix for full details.  

Growth

The plan envisages cash expenditure of €602m over the five years from 2006 to 2010. This compares to approximately €374m in the five year period ending in 2005.

The major part of this growth is in the overseas programme. Core overseas programme cash expenditure is expected to grow by 10% compound per annum i.e. from €62m in 2005 to €100m in 2010 - an increase of 61%. Growth is expected to be spread over all programmes – though they are not all expected to expand at the same rate.

Support functions based in RoI and UK are expected to grow only in line with inflation.

Paying for the Growth

As outlined above the plan envisages a substantial expansion of activities and the first question must therefore be whether we can in fact afford the growth. The short answer is that – with the exception of 2006 - we expect to match income and expenditure growth and hence we expect to be able to pay for expansion from our ongoing income streams.

Basically we expect to generate a substantial deficit in 2006, break-even in 2007 and generate small surpluses thereafter. The 2006 deficit arises from the need to utilise restricted reserves carried forward from 2005 and from a –hopefully – once-off reduction in anticipated MAPS funding from DCI. After 2006 we expect to break-even or to generate fairly modest surpluses – hence at this point the plan looks affordable.

The net projected deficit over the planning period totals €5.3m.

Income – where will the money come from?

We have two main sources of cash income – public fundraising and grants from governments and other co-funders.  Both sources are expected to increase over the life of the plan - it is best to review them separately.

1. Fundraising
Income from fundraising is expected to expand by 36% over the life of the plan. A number of features are worth noting:

· The rates of growth projected for each of the three geographic markets in which we operate are quite different – we are anticipating considerable expansion in mainland UK with more modest growth in Northern Ireland and in the Republic. By the end of the plan the mainland UK market is expected to provide almost a quarter of fundraising income compared to 16% at the moment.

· Very significant expansion is projected in revenue from major donors during the life of the plan. 

· “Individual” fundraising will remain by far the largest source of income. Within this sector we will aim to maintain the proportion of income which is “regular” i.e. income which comes in the form of repeated payments via standing order or direct debit. Over the life of the plan we aim to expand the number of regular givers from 145,000 to 215,000 and the proportion of total income derived from them is expected to remain close to 40% of the fundraising total. 

· The return from fundraising expenditure i.e. amount raised per € spent is expected to improve in each geographic market. Overall, the return is expected to improve by 12% over the life of the plan.

2. Governments and Co-funding

· Income from co-funding is expected to expand by 72% in the period from 2005 to end of the planning period. Increases are anticipated from all major donors. The following factors are worth noting:

· The most significant donor – and the one expected to expand the most - is the Irish Government. Income from this source is expected to grow from €19.5m to €35m per annum over the life of the plan. Half of total co-funding is expected to come from this one source.

· It is intended that income from the UK Government will expand significantly from €1.6m to €5m over the life of the plan.

· Income from most other sources is expected to expand in line with the increases in programme expenditure.

Over the life of the plan income from co-funding is expected to grow at a faster rate than fundraising income. By 2010 it is expected to provide 45% of total income compared to 32% in 2005.

Overall, there is an evolving trend among major donors, to link their institutions, responsible for development and humanitarian aid, with their own foreign policy. In addition, increased levels of accountability and conditionality (such as new counter terrorism measures) are now expected from INGOs and their partners.  

Expenditure – what will the money be used for?

The resources generated will be used on three types of expenditure; programmes, fundraising and support. The factors driving each of these costs are somewhat different.

We anticipate that programme spend will increase by 10% p.a. over the life of the plan. The anticipated mix and geographical distribution of expenditure is detailed in other chapters.

Fundraising costs are expected to grow by 22% over the life of the plan. As fundraising income is expected to grow by 36% the expected return on fundraising expenditure is expected to improve.

Support expenditure is expected to grow in line with inflation which is predicted at 6% for salaries and 4% for non-salary costs. Staff numbers in the core support functions are not expected to increase significantly over the life of the plan. But we have committed to developing higher skill levels in a number of areas. This will require a number of additional staff with new skills. We will invest prudently and strategically in such staff and will bring such proposals to Council.

Key assumptions 

The key assumptions underlying the plan are as follows:

· There will be no major downturn in the Irish and UK economies. 

· There will be no significant events which adversely impact the reputation of the organisation or of the voluntary sector generally.

· The expansion in the Irish Government’s overseas aid will continue and significant portions will be channelled through NGOs.

· The availability of funds and the terms on which they are available from other co-funders will not change significantly over the life of the plan.

· The number of significant emergencies requiring our intervention will average between one and two per year.

· Inflation in the Irish and UK economies will not exceed 6% for salaries or 4% for non-salary costs. 

· Any costs associated with new premises can be financed from outside normal income flows (as they are not provided for in the attached).

Changes in any of the above could have a very significant impact on our ability to deliver the financial plan as currently developed.

Summary

While we expect to generate sufficient resources to finance the activities outlined in this plan, we must remember that all plans are subject to considerable uncertainty and require close monitoring and periodic adjustment in order to make to make them likely to attain their objectives.
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	Budget 2010
	 

	 
	Euro
	%
	Euro
	%
	Euro
	%
	Euro
	%
	Euro
	%

	INCOME
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Own Fundraising
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Republic of Ireland
	38,557,769
	31%
	38,302,431
	33%
	41,249,378
	32%
	44,026,011
	32%
	45,480,386
	31%

	Northern Ireland
	4,975,749
	4%
	5,335,188
	5%
	7,158,906
	6%
	7,421,855
	5%
	7,663,008
	5%

	Great Britain
	8,196,548
	7%
	10,830,761
	9%
	11,286,381
	9%
	13,182,834
	10%
	16,933,485
	11%

	Contribution from Trading
	(174,356)
	0%
	 
	0%
	 
	0%
	 
	0%
	 
	0%

	Total Own Fundraising
	51,555,710
	42%
	54,468,380
	47%
	59,694,665
	47%
	64,630,699
	47%
	70,076,879
	47%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Disasters Emergency Committee UK
	              7,737,127 
	6%
	               2,000,000 
	2%
	              2,000,000 
	2%
	              2,000,000 
	1%
	               2,000,000 
	1%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Government & Cofunding 
	53,423,953 
	43%
	             49,558,753 
	43%
	            55,103,466 
	43%
	            60,687,815 
	44%
	             66,315,758 
	45%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Overseas Donations in Kind
	10,000,000
	8%
	10,000,000
	9%
	10,000,000
	8%
	10,000,000
	7%
	10,000,000
	7%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Deposit Interest/Investment Income
	                 420,000 
	0%
	                  200,000 
	0%
	                 200,000 
	0%
	                 200,000 
	0%
	                  200,000 
	0%

	
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	TOTAL FUNDING
	123,136,791
	100%
	116,227,132
	100%
	126,998,131
	100%
	137,518,514
	100%
	148,592,637
	100%
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	Programme Expenditure
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Overseas Cash Expenditure
	99,966,688
	72%
	75,278,772
	65%
	82,806,649
	67%
	91,087,314
	68%
	100,196,045
	69%

	Overseas Donations in Kind
	10,000,000
	7%
	10,000,000
	9%
	10,000,000
	8%
	10,000,000
	7%
	10,000,000
	7%

	PDED
	2,445,681
	2%
	2,619,442
	2%
	2,760,614
	2%
	2,909,616
	2%
	3,066,893
	2%

	Overseas Regional Support Costs (ROI)
	2,552,337
	2%
	2,471,743
	2%
	2,611,560
	2%
	2,759,426
	2%
	2,915,811
	2%

	UK Dev Ed & Advocacy
	842,494
	1%
	849,203
	1%
	883,172
	1%
	918,498
	1%
	955,238
	1%

	Overseas Expenditure TOTAL
	105,807,199
	84%
	91,219,161
	79%
	99,061,995
	80%
	107,674,855
	80%
	117,133,988
	81%
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	Republic of Ireland
	8,830,966
	6%
	9,455,439
	8%
	9,301,370
	7%
	9,595,031
	7%
	9,978,832
	7%

	Northern Ireland
	2,052,316
	1%
	1,941,194
	2%
	1,985,788
	2%
	2,054,025
	2%
	2,136,186
	1%

	Great Britain
	4,726,551
	3%
	6,105,922
	5%
	6,482,729
	5%
	6,690,815
	5%
	6,958,448
	5%

	Fundraising Costs TOTAL
	15,609,833
	11%
	17,502,555
	15%
	17,769,886
	14%
	18,339,871
	14%
	19,073,466
	13%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Support Costs
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Finance
	911,914
	1%
	962,390
	1%
	982,955
	1%
	1,037,347
	1%
	1,094,820
	1%

	Human Resources
	930,821
	1%
	889,391
	1%
	944,393
	1%
	1,002,760
	1%
	1,064,698
	1%

	IT 
	1,618,818
	1%
	1,699,649
	1%
	1,784,677
	1%
	1,874,129
	1%
	1,968,243
	1%

	Corporate Services (IA, Purch. & Facilities)
	662,594
	0%
	623,471
	0%
	655,779
	0%
	689,821
	0%
	725,694
	1%

	Corporate Support
	658,657
	1%
	690,134
	1%
	723,179
	1%
	757,872
	1%
	794,298
	1%

	External relations & Communications
	1,218,358
	1%
	1,225,699
	1%
	1,288,174
	1%
	1,353,956
	1%
	1,423,223
	1%

	UK General Admin & Finance
	257,301
	0%
	259,818
	0%
	273,416
	0%
	287,750
	0%
	302,862
	0%

	Support Costs TOTAL
	6,258,463
	5%
	6,350,552
	5%
	6,652,573
	5%
	7,003,636
	5%
	7,373,839
	5%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Grants to Concern Worldwide USA Inc
	950,000
	1%
	1,000,000
	1%
	1,000,000
	1%
	1,000,000
	1%
	1,000,000
	1%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	TOTAL EXPENDITURE 
	138,625,493
	100%
	116,072,268
	100%
	124,484,454
	100%
	134,018,361
	100%
	144,581,293
	100%
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	154,864
	N/a
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	3,500,153
	N/a
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	N/a

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	
	
	

	CAPITAL BUDGET
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	N/a
	600,000
	N/a
	600,000
	N/a
	600,000
	N/a
	600,000
	N/a
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	Republic of Ireland
	4.37
	 
	4.05
	 
	4.43
	 
	4.59
	 
	4.56
	 

	Northern Ireland
	2.42
	 
	2.75
	 
	3.61
	 
	3.61
	 
	3.59
	 

	Great Britain
	1.73
	 
	1.77
	 
	1.74
	 
	1.97
	 
	2.43
	 

	TOTAL
	3.31
	 
	3.11
	 
	3.36
	 
	3.52
	 
	3.67
	 


MDG 4 Reduce child mortality


Target 5. Reduce, by two thirds, the under-five mortality rate.





MDG 5 Improve maternal health


Target 6. Reduce by three quarters, the maternity mortality ratio





MDG 6 Combat HIV/AIDS, malaria and other diseases


Target 8. Have halted by 2015 and begun to reverse the spread of malaria and other major diseases





MDG 7 Ensure environmental sustainability


Target 10 Halve the proportion of people without sustainable access to safe drinking water





MDG 2 Achieve universal primary education


Target 3. Ensure that children everywhere, boys and girls alike, will be able to complete a full course of primary schooling.





MDG 6 Combat HIV/AIDS, malaria and other diseases.


Target 7 Have halted by 2015 and begun to reverse the spread of HIV/AIDS





MDG 1 Eradicate extreme poverty and hunger


Target 1. Halve the proportion of people whose income is less that US$1 a day.


Target 2. Halve the proportion of people who suffer from hunger.


Target 11. By 2020 to have achieved a significant improvement in the lives of at least 100 million slum dwellers.





Goal 3. Promote gender equality and empower women


Target 4. Eliminate gender disparity in primary and secondary education, preferably by 2005, and to all levels of education by 2015.
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