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INTRODUCTION &4\

In the past decade, the operating environment of NGOs in Hong Kong is rapid changing and challenging in many
aspects: the increasing complexity of social issues, diminishing government resources, increasing marketisation
of social service provision, increasing public scrutiny, etc. This has created great challenges to NGO leadership
and organisational development. How NGOs develop their organisational capabilities and maintain their
effectiveness under such a dynamic environment is an enduring question. Under this background, the HKCSS
Institute and HKU-HKJC Excellence in Capacity-building on Entrepreneurship and Leadership for the Third-sector
Project (HKU-HKJC ExCEL3) have jointly conducted a study on NGO organisational development, namely
“Institutional Innovations for NGO Capacity Building”. The project is a continuation of the HKCSS and HKU-HKJC
ExCEL3 Collaborative Project “NGO CEQ Competency Model” conducted in 2013. It aims to find out the
institutional factors that enable NGO leadership through consolidating NGOs' experiences in developing
organisational capacities and good capacity building practices (i.e., institutional innovations) in the past decade.

Nine organisations of medium to large size (i.e., with more than 200 employees) have participated in the study.
Participating organisations were studied for their major development and institutional changes during the past ten
years based on archival research and semi-structured interviews conducted with agency heads. Annual reports of
the past ten years of each organisation were studied in details to understand the development trajectory of each
organisation and to guide the interviews conducted with agency heads. All interviews were recorded and
transcribed. Data collected were coded for thematic analysis to identify common themes of institutional
development of the past ten years. Twenty-two common themes (i.e., institutional building blocks) under eight
organisational capacities were identified.*
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* The method of grouping the institutional building blocks into 8 organisational capacities is adopted from the HKCSS and HKU-HKJC ExCEL3 Collaborative Project
“NGO CEO Competency Model”.
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The Hong Kong Council of Social Service A Training and Resource Institute for NGOs

The Hong Kong Council of Social Service was established in 1947 and became
a statutory body by 1951. It has been the representative for non-governmental
social service agencies with clear vision and professional expertise committed
to sustain and develop social services in Hong Kong. The Council has grown
since then and is now an umbrella organisation with 444 Agency Members
providing quality social welfare services for those in need through their 3,000
plus service units all over Hong Kong.

In celebration of the 60th Anniversary of the Council in 2007, the HKCSS
Institute (HKCSSI) was established bearing the mission of Enhancing
Professionalism, Promoting Competencies. HKCSSI promotes life-long
learning in the Sector through trainings, seminars, symposiums, partnership
& consultancy service, scholarships and recognition scheme with an aim to
foster the growth and development of NGO practitioners' and the Council's
Agency Members.
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A HKU project supported by The Hong Kong Jockey Club

ExCEL3 serves as the central platform for knowledge generation and exchange
around capacity building for the third sector at HKU. Scholars and practitioners
from around the world have come together through ExCELS3 to share dialogue on
topics from impact investing to enhancing organisational competency in forums
such as workshops, symposiums, conferences, focus groups and seminars.

ExCEL3 aims to nurture leaders and ambassadors in Third Sectors with a broad
range of NGO managementknowledge and international exposure and perspectives
through three Institutes, namely Executive Institute, Service Institute and
Community Institute. One of the collaborative projects within EXCEL3 is Capacity
Building Framework for NGO Leaders. It aims to develop a capacity building
framework for NGO leaders to help navigate the career paths of NGO practitioners
and map the knowledge, skills and core competencies needed at senior level.
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Strategising and creating synergy
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Impact and mission centricity
HEFENEMRIK

An organisational capacity to create social values in
accordance with the vision and mission of the
organisation, through engaging stakeholders,
articulating, evaluating and scaling the social
impact of service portfolios.
RANKENRESREDAS  BBHEREGAE
RENEE BR  EARARENLERE
LAEIEHEER

Review and Revis
"‘ B35 B Rikns (e

G1) To align the vision of board, management and
staffs together into a clear focus through
reviewing and revisiting the vision, mission
and values (VMV) of the organisation
BERBERBOES  EoREE UK
AEEE BEEREIMNEL  EHEW
—HWEEH

Service Portfolio
"‘ R¥SHEEIR

C1) To evaluate individual service impact with
tools like social impact assessment (SIA) and
social return on investment (SROI) to set
service focus and service priority for the
organisation
ERHEYETRREEREEHREIR
AERE R - REBELREENR KRS
Bix

C2) To review existing services proactively and
find ways to regroup them for better synergy
and clearer positioning among service teams
BEGRAABRYE  ERFEEREE
A UBRBERKzEEEENGENE
REBEWRBENL

Impact and mission centricity
HEFEil MR

Operation engineering
SERR LR

Sustainable resource management

OHEERER

Operation engineering

SERHRIRE
An organisational capacity to implement strategies
and improve the efficiency of exsiting operations,
through building management teams, organisational
restructuring, process reengineering, role and
accountability mapping, risk management and
organisation performance management.
RAZBEVEREN ABE4L - AEER - A
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Sustainable resource management

FEEIRER
An organisational capacity to acquire and allocate
financial and human resources for the sustainability of
the organisation in line with organisation strategies,
through financial forcasting, diversifying financing
models, lifting barriers for resource mobilisation.
BRABBHKEN - ZMEDRS REBERE
BNERESE  BeRBERMNDETHRRA D
BR BREBHTHENL

Strategic planning with entrepreneurship
B ERBSHRIE RS

An organisational capacity to make and implement
strategic plans and to position the organisation for
service and organisation developments in view of
internal and external environmental changes.
RARBHEREERRTE  ARBREERRE
B AEEREMIMEIRGES

Strategic planning with entrepreneurship \ '
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Continuous renewal and innovation
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Culture and competency building | |
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Continuous renewal and innovation

K @B ARR0 R

An organisational capacity to learn and innovate new
services or approaches to tackle social problems
continuously, through building structures, knowledge
management, transformational leadership, innovative
climate and resource support.

BRABBEVES  NAER FFUEE B
AFNREARERES  UHESE  RERAH
RESREF EEALERE

Culture and competency building
NV K RsfERE 3RER
An organisational capacity to align organisational
culture with its new directions, through culture
building and talent/people development.
BAERLERRAL/ ADBRE  BAREX
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Institutions to transform leadership into organisational capacities

e'ﬁﬂ%%ﬁ%mﬁ%h%ﬂg

Build Top Management Te
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C1) To build top management team for enhancing leadership and
promoting better coordination and control
BUSEEEEN  UWREAEED  RMBGRANERE

“ Organisation Restructuri
¥ HEXNiEsEH

C1)To restructure existing organisational structures for
implementation of strategies and better execution and
cross-team coordination
BARAAARE UHETTEER  REESTINE
B R 15 78

(2) To review and streamline board and committee structure in
alignment with the need of the organisation for more effective
and efficient decision making
RERBNEE RERCHESSHZESNER M2
BEBRRBURNREBRE

(3) To streamline and integrate operational procedures for better
cost effectiveness and central administrative support to service
operation
BERESEERF  UMBEARANS  UMBHRESE
BN RTEXE

Risk Management
"‘ R EIR

C1) To better control risk and ensure accountability of the
organisation through structural separation of programmes with
different financing modes
HHEBRELARTEREEANER » NEEEER &
BRBHH R SRR

) ) Organisation Performance
¥ Management i & W ET

C1) To manage organisation performance through developing
strategy-aligned key performance indicator (KPI) system and
performance review system which collects performance data
BEVHEEK -—ANHEREVEEAGRENRARS W&
BUHE BEBENBERUAERATHNRE S UER
BERR

C2)To build quality management systems to meet service
standards and to manage process by translating values into
practices
BUBEEEAS BRBREEIEE  REKRBEEEN
HEE  UEBRERRE

“ Diversified Financi
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C1) To diversify financing modes to ensure stable
and sustainable income from government
subvention, traditional  philanthropies,
corporate foundations and sponsorships, and
individual donations to reduce resource
dependency
BYZnEPER  UBERBERTHEN
KA BERBBFED  BRESHEN
CEESREY  REAAEK  UREEH
REERER

(2) To form a professional fundraising team for
acquiring flexible and sustainable resources
RUEXEREN  UENREERTHE
MER

Flexible Resource /
"‘ BHBIRNAE

(C1) To create systems to increase the flexibility in
resource allocations for daily operataions and
payroll such as general donations rather than
designated donation
BYZAS BMBRLERFMILEER
FEMEME . FlmEB - RIENBR - Mk
EERR

(2) To integrate job grading and salary system
across service teams regardless of different
financing modes for more flexible manpower
deployment and to increase competitiveness of
hiring talents
ETRHENEANRBEER2E  Bys—
MRARSFHEE  UEEREMEMAFE
A REABEATHHRED

“ Financial Forecast
> OiisTaiEl

C1)To build systems (such as governance
structure, financial ~forcasting practice,
fundraising department)  to oversee and
forecast financial sustainability
BYRZEERBAT BN AHEL  fla
ERRRE - BETEE - ERHMAZ
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"‘ Strategic Planning

REE S8

C1) To conduct strategic planning to position the

organisation and set direction for future
development through a process of consensus
building among board, management and staff
through approaches such as: 1) democratic
approach; 2) rational choice approaches using
different management tools such as SWOT; 3)
external consulting approach; 4) benchmarking
with industry developments; 5) translation of
vision and mission and principles into scopes
for service development; or 6) combined
approach
BRARMAL HEFE EEERET
BU#E UHERKTE  AHREBELR
TN AROBRERE  HEEE  VRETH
2 FATENER T EES M RTME  ME
HEBMEEE | 3)ZREMBE ; 4)UTERR
AEE  SRBERES FoRRUELAR
BRREHE 6)FEH%E

“ Initiate New Operation
2

and Structures

RN MEERARRIE

C1) To implement new initiatives through initiating

new operation model (suchas hybrid model that
integrates social and commercial principles)
and structures

BBAVHEERR (fl BHEESD
BERALEESNESER) RIFEE %8
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“ Institutions to transform leadership into organisational capacities

¥ B{LABNRIKIBENNGIRZ

“ Transformational Leadership
> SERIEE

G1) To have avisionary leadership team that inspires and challenges
staff and teams to embrace change
BYBHERNESER  BERMBEIRERELES
C2) To develop systems that absorb consequences of risk-taking
behaviour to cultivate a healthy risk-taking culture
ERBRYARARTRTANER  BE—(ERENERUL
C3) To foster renewal by constant review of services and projects
EHRBERERIEE - WHEBEN

“ Idea Incubation

> = REnE

C1) To set up independent departments or teams to incubate new
ideas and new projects as showcase to cultivate innovation in
service development and promote cross-unit collaboration on
new projects
RYBUBMERFER  REERCHEBENAL B
PR3 R AR - HEIIE B MIBEM T

(C2) Toformacapable top management teamand cross-team working
groups to encourage top-down and bottom up initiatives
BREVERINESEEEERREERIFNE  SBH
EMTREATHLENEE

“ Resource Support
¥ SRS
C1) To have systems to give resource support to enable and
encourage innovation and experimentation, such as an internal
funding system to support pilot projects
BRAGNERNES  AIMBBEERABES  RERR
BRI e E

W Knowledge Management
0 e

C1) To enhance service development and project bidding with research
support by establishing knowledge sharing platforms with IT
technology and/or forming a research and development team
FRERRERYINBIZETYA &/ RALEERERE
ROBER > AFHRAXE  URARBBEREERE

C2) To reduce variation in practices and enhance institutional
memeory through knowledge codification practices, such as
developing manuals, protocols, handbooks, intranet, etc.
ERANBBE  GINBRFM  EXBFES 5 A
RE FEEHKLHRE  RINBAGRE

Culture Building
2

X V325

C1)To build (new) culture on three levels:

underlying assumptions, values and beliefs and
artifacts

EZEBRLEY (3) Xt B &K
B BEERER - AREY

(C2) To build an open and trusting culture, creat a

motivating working climate and enhance
communication between staff, management
and board through employee engagement
activities such as communication meetings,
town hall meetings, retreats, activities initiated
by staffs, etc

ZRBEBIHEEY (Hlw XRE -2
BeE B BIEENEDZE) > EX
MHEGHNXL  AIEBENIAERS R
REET - ERERESSZENER

(C3) To create a supportive working environment

through staff wellness programmes, family
friendly policy, etc.

ZEEEEINER BRIERERX
% AE-—ERFIFERR

“ People Development
2

ANER

C1) To develop leadership for succession planning

through talent development mechanisms such
as executive development programme, or
having middle managers champion
organisational level development
ZEBTEMATRERE (FIWTHASE
BENRE  AHTEEEASEEHTH
BHRRERE)  ZRESZE  UREE
FA

C2) To build human resources system to develop

core competencies aligned with future service
directions, strategies and principles throughout
the whole organization

BYANBRAS  BEERARBELZE X
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7 Boundary spanning
BRATE

An organisational capacity to garner public support
and influence its ecosystem, through building public
images, increasing visibility, building networks and
campaigning.

BRARBRUNRER  EINRENTRE B
RERREETHE  REARIERYEUGER
EN S

“ Corporate Iir_anding
< i o h® 3211

G1) To develop a corporate branding system through
corporate communication, social enterprise, public
education, planned traditional and new media
exposure, public fundraising, compaigning, etc.
FRBERCEER HELE DRHE - At
ANESRTEELNE.  ARERN  BET
FE BUBBRERR

G2)To introduce transparency measures  to
systematically enhance public trust or reputation
BRRUMRARBERENER  BREMR
ARBERBOEENRENES

“ Multi-stakeholder Cultivatio
> SREES

C1) To influence the ecosystem or stakeholders by
coopting board members with diverse professional
backgrounds or from stakeholder groups
ZRBETHEEER  ARBTEAHFNER
EANESERE NARFEUHELEERAD
BHE

(C2) To cultivate publicawareness of the concerned social
issues and social needs through different forms of
engagement such as public education, social
enterprise, volunteering, donation programs, etc.
BBRIERT BEARHE HERE I
By BEREDS  ZEARALTHZEEMN®E
SRERMEFTENER

“ Getting into Policy Network
4

EABRPLE

C1) To increase organisation's influence through sitting
onregularcommittees formed by professional bodies,
councils, governmental advisory committees, etc.

FRMASXERAKNEZEE TRANEEN
BROZAZERS  MAgBNTEn
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Boundary spanning
BRANRE

Strategising and creating synergy
RIS M RIS RE

-

Strategising and creating synergy
RIS RIS RE
Anorganisational capacity to create synergy internally
and externally, through creating shared vision and
collaborative governance.
RAZRAELBARESRIBEARE  ERMIRIE
HE e

" Institutions to transform leadership into organisational capacities
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“ Collaboration and Partnersh
> {3 {EE{N

G1) To engage community, corporates and government
or develop partnership with them at different levels
strategically, from service design to service
delivery, to co-develop solutions to address social
needs
BEME  CERBN > SHECMELREE
REVRBEMEEBER - HIRFEERET 2R
B HEMARATRLEFTESKRE
RER

(G2) To form cross-unit and cross-professional working
group structures to participate in corporate and
service development to create synergy
RIBEMRESENTEINE  SEEERR
BHER

“ Civic Engagement

> [RSH

C1)To have a platform to facilitate community
participation in addressing concerned issues
through volunteering, forming concern group,
coopting board members from the community, etc.
BYTR ZEBHRIEH  A8FHI4E B¢
BATRAEZEESH L EHBEALREE
BUERERE




