Cotombian Red Cross

COLOMBIAN RED CROSS

A growing National Society
reformulating its policies and facing doctrinal dilemmas

The Colombian Red Cross is a vigorous and
creative institution which 1s entrepreneurially
successful, has broad national coverage, and has
achieved balanced development of its various
programs. It is a strong National Society, with
one of the highest levels of institutional develop-
ment in Latin America. [ts policies and planning
methods are undergoing change, and its members
are discussing various options for its social role
and strategic orientations, the result of its pace of
growth.

The environment in which the National
Society works has been marked by community
violence, political violence, and violence caused
by drug trafficking which, together with the econ-
omic and social crisis throughout the region, influ-
ences all spheres of Colombian society. From the
standpoint of social vulnerability, the most press-
ing problems occur 1n urban areas, where there
has been an increase in poverty which particularly
affects young people, children, and women. Prob-
lems such as violence, unemployment, prosti-
tution, and drug addiction occur in the great
majority of urban youth; female unemployment
has one of the highest rates in the continent (55%
in 1988), and early pregnancy is associated with
the poorest youth.

The phenomenon of street children, one of
Colombia’s severest social problems despite
governmental efforts in this area, merits special
attentionr. In this situation, children in the street
(who are runaways, mistreated, and essentially
illegal child laborers) can be distinguished from
children of the street (who are beggars, drug
addicts, delinquents, and sexually exploited).
The latter, according to some studies, may num-
ber 130,000 throughout the country, and some of
them have been called "incorrigible” because of
their complex situation

Finally, it should be noted that Colombia has
experienced many natural disasters, among which
volcanic eruptions, earthquakes, floods, and
landslides have the greatest impact and are the
most frequent. This problem, as will be seen
below, is both a major challenge for the Colom-
bian Red Cross and has influenced its institution-
al development.

Although the institution is almost 80 years
old, having been founded in 1915, to interpret its
present level of development and its future chal-
lenges it is useful to pay special attention to the
period from 1964 to the end of 1992. Two
phases can be distinguished therein:

a) The first phase began in 1964 when, to pro-
mote its operations, the Legislative Power
authorized the creation of a national lottery.
The financial bonanza it brought enabled it to
expand its infrastructure, develop a broad
array of services, and hire a large number of
paid officials without major obstacles. This
allowed both growth of the national head-
quarters as well as development of branch
offices and expansion of geographic coverage
until that coverage was one of the broadest in
the region.

b) The second phase occurred because of a
series of circumstances which took place
from 1985 to 1990 in connection with two
events. First, the Colombian Red Cross’s
extensive activity, supported by major inter-
national aid, following the disastrous erup-
tion of the Nevado del Ruiz volcano in 1985,
which buried the city of Armero, made clear
significant weaknesses in its institutional
ability to respond to highly complex disasters
and showed the need to momtor its financial
resources still more closely due to the sup-
posedly bad use of certain funds received.
Second, the legislative changes that altered
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its relations with the National Health System

and, in particular, its internal financial ad-

ministration (Law 10 of 1990} prevented the

Colombian Red Cross from exercising full

control of 1ts mamn source of financing (the

national lottery) and significantly subordinat-
ed its policies to those of the Ministry of

Health.

The consequences of these events have still
not been completely defined and form a basis for
extensive analysis and discussion in the institu-
tion’s current existence.

As a result, the institutional modermzation
which had been propelied by prosperity has had
to be reorganized according to more rigorous
planning criteria, which has created significant
dilemmas. Basically, a new, market-oriented
entrepreneurial concept is being superimposed on
the traditional concept of the Red Cross, which
rests on philanthropy and the Principles of the
Movement. Proponents of the new concept call
it realistic, inevitable, and essential to the institu-
tion’s survival.

The National Society’s leaders and most of its
paid officials clearly support the organizational
redirection under way, considering it a straight-
forward response to the economic and social chal-
lenges created by the national context. By con-
trast, a significant number of volunteers, especial-
ly in the branches, display a more or less critical
attitude in various analytical contexts toward
the entrepreneurial approach, which is being
constructed as the keystone of institutional
development.

The National Society’s leaders and some of
its members behieve that two different concepts
do not exist since the Colombian Red Cross
"should be an entrepreneurial organization with a
well-defined humanitarian mission and a solid
financial basis enabling it to have the resources to
provide services to the most vulnerable." An
organizational model that yokes both concepts 1s
still of uncertain feasibility, however. Concrete
organizational practice nevertheless demonstrates
that the entrepreneunal trend is advancing with
giant strides in the Colombian Red Cross. Exten-
sive decentralization and deconcentration in its
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structural changes are a clear sign of this new
direction.

After workshops, interviews, and analysis by
the National Society of Colombia, rather impor-
tant changes have been made in the administra-
tive structure of the institution which affect all
higher management levels. Through such chang-
es the National Society intends to adjust the
institution’s organization, particularly at national
headquarters, to the objectives and goals of its
current Strategic Plan.

Organization of
the National Society

Organizational structure
and geographic coverage

At the central level, the organizational struc-
ture consists of two closely related substructures
of authority, one formally responsible for organi-
zational policies and the other more directly
dealing with technical and executive decisions
and activities.

The formal structure is composed of three
national collegial bodies, the National Conven-
tion, Central Committee, and Executive Commis-
tee.

The members of the Central Committee and
Executive Committee, as well as three delegates
from each branch committee and the national
headquarters committee, have speaking and
voting rights in the National Convention, which
meets every four years.

The Central Committee is composed of
representatives of governmental authorities,
former and honorary presidents, presidents of
branch committees, and representatives of the
national headquarters, headed by the President
and acting first Vice President.

The Executive Committee consists of the
President of the National Society, the two Vice
Presidents, and eight members elected from
among its members by the Central Committee.
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The National Society’s geographic coverage
is through its branch offices, which now operate in
31 of the 33 administrative regions in Colombia
and spread coverage to the remaining ones,
for one of the broadest coverages in Latin
America.

Nine operational regions have been defined.
Each brings together a certain number of branch
offices. The role which has been assigned to
them (orgamzational coordination and adaptation
of activities to different geographic conditions)
has languished since as units they are poorly
equipped to promote entrepreneurial activities.

The branch offices have developed their own
channels for communicating with the national
headquarters to achieve benefits and decisions
favoring them. Representatives of the various
regions. each of whom acts above all on the basis
of the interests of his own section, come together
in the National Executive Committee.

Generally speaking, it is thought that the
organizational structure requires deeper changes
to adapt to current conditions There are no
organizational tables or job descriptions and
procedural manuals. A basic structure is needed
that allows standardization of the levels of
responsibility in the operation of the branch
offices. The flow of internal information is posi-
tively valued, but the existence of certain distor-
tions caused by the dominance of informal over
formal communication is recognized,

The changes which occurred in the Nattonal
Society in February 1992 express its policy decl-
sion to solve such problems through a new
organizational structure and agreements to hire
advisers and regulate the new process.

[n November 1992, according to information
provided by the National Society, the Statutory
Convention of the Colombian Red Cross exam-
ined and approved a major reform of 1its statutes.
Four basic aspects of this reform must be noted:
a) The Society was given a federal kind of

organization. This remnforced administrative

and operational decentralization by giving
greater autonomy and responsibility to all the
departmental and rmunicipal committees,
which thereafter would become legal entities.

Guarantees were also established to prevent

possible future fragmentation.

b) Government representatives were eliminated
from the Central Committee to strengthen the
National Society’s independence.

¢) To increase the National Society’s openness,
three community representatives were added
to the Executive Committee

d) A national headquarters was created with
planning, evaluational, management, finan-
cial, and doctrinal but not operational func-
tions. The last function was entrusted to the
branch offices.

In addition, the National Society signed two
major contracts with the Presidency of the Re-
public to provide services to victims of violence
and the elderly throughout the country.

Administration and planning

Administrative functions had been exercised
by an executive team consisting of an Executive
Director General, the highest authority, and
directors and deputy directors of programs,
coordinators, chiefs of administrative units, the
internal auditor general, et al. The Executive
Director General was the head of the executive
staff, which had many posts: directors and
deputy directors of programs, coordinators,
chiefs of admimstrative units, the internal auditor
general, etc.

The alterations noted above, which led to
administrative changes after the workshops and
interviews with and analysis of the Colombian
Red Cross, have resulted in a new structure
based on "Divisions,” whose chiefs report direct-
ly to the President of the orgamzation. Each
division, in turn, is divided into departments
according to the kind of service it offers. Cur-
rent divisions are Administration, Finance,
National and International Relations, and two
more covering the Movement's basic intervention
areas, the Technical and National Relief Division
and the Volunteer and Publicity Division.

These changes are intended to strengthen
decentralization and make decision making flexi-
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ble. Given the significance of the changes, the
institution believes it of utmost importance to
conduct continuing evaluation to determine if the
new organizational structure is really adapted to
the implementation of the Strategic Plan.

National programs—in essence, technical and
financial support—are located in the national
headquarters, which also retains certain direct
services. A variety of operational projects and
direct services are conducted in the decentralized
branch, municipal, and local network. These
match the program areas of the national head-
quarters, but because of the autonomy of the
branches there are many differences in their
specific content.

The internal processes of power and resource
transfer are also very significant in this adminis-
traflve process.

Granting administrative autonomy to the
branch offices is viewed as a strategic mandate
which is essential for maintaining a strong and
efficient presence throughout the country. In
addition, the experience of the branch offices in
specific fields is valued as a significant institu-
tional strength.

At the same time, concern has grown about
the authority and functionality which the central
headquarters can retain since in practice it is
gradually defining tself as a national guidance
and coordination unit. In addition, a group of
services, facilities, and resources has been trans-
ferred to the powerful Cundinamarca-Bogoti
Branch, with which the headquarters shares the
same office space.

Overhaul of the planning system, though
hastened by the external factors already noted,
expresses a clear mtention to bring about efficient
entrepreneurial modernization and prevent exces-
sive decentralization leading to organizational
fragmentation.

In 1990, a Technical, Operational, and Na-
tional Relief Directorate was orgamzed which is
responsible for designing a unified system for
planning and coordinating the activities of the
Colombian Red Cross A Technical Planning
Committee was also created
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The general framework of the unified system
consists of four strategic areas: three "interven-
tion areas"—information dissemination (protec-
tion), assistance, and health care—and a fourth,
represented by the "support sectors.” These
stralegic areas are integrated into three analytic
and decision-making levels. The highest is the
quadrennial development plans, which in turn
serves as a context for the programs, with their
respective operational units: projects and servic-
es.

This model is very coherent methodologically
and technically, but in evaluating its operation it
must be borne in mind that it iS now being
extended throughout the organization. Signifi-
cant progress is now occurring in the organiza-
tion of an overall planning system, 1n rationaliza-
tion of projects (a hundred of them were recently
integrated and redefined into a set of 53), and in
the budget-making methods associated with this
effort. Nevertheless. it is thought that the pro-
gram framework for activities is still diffuse and
that certain improvisations and a poor communi-
cation flow, especially between branches, still
persist.

A risk is recognized that the programs will
become bureaucratized and lose their raison
d’etre as dynamic, medium-term planning units.
Two problems are also identified: (i) the ineffec-
tiveness of present evaluation and follow-up
procedures could fracture the unity of the plan-
ning system, since it could not gain reasonable
precision without a clear basis for examining
itself; and (ii) inadequacies in training which, at
least for now, would hinder the branch offices
from autonomously dealing with their adminis-
tration and planning tasks.

There are several standard-setting and educa-
tional initiatives for dealing with these problems.
Thus, extensive work has been done to produce
internal guides on drawing up and evaluating
projects as well as other working and support
documents for training in this area.
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Human resources

It is considered essential to consolidate a
body of trained human resources who are moti-
vated and competitive to carry out the reconver-
sion of programs and services as well as adminis-
trative modernization

So-called "direct volunteers" comprise a body
of about 55,000 people whose rough distribution
is 46,000 young people, 7,000 relief workers,
and 1,900 Gray Ladies. A less active body of
"indirect volunteers,” composed of collaborators
occasionally involved tn courses, relief activities
(25,000), and youth activities (30,000), must also
be taken into account.

The National Society attaches great impor-
tance to the Educational Youth Brigades project
because of its numerous programs, quality, geo-
graphic coverage, and number of volunteers.
Moreover, it is thought that this program’s educa-
tional impact has been a key to creating an envi-
ronment of solidarity and humanitarianism in the
country.

The Colombian Red Cross thus has more than
100,000 volunteers, which shows 1its great social
appeal.,

The role of volunteers is subject to debate,
however. Volunteers are a strength, but at the
same time many believe that they represent an
outdated institutional concept of limited benefit
marked by a charitable approach. They further
think it natural that among so many volunteers,
who are not recruited on a strict basis of qualifi-
cation, there are individuals who may endanger
the quality and image of the institution’s work.

It is assumed that, to strengthen its operations
and competitiveness, the Colombian Red Cross
should improve the training of its volunteers,
define their assignments in the organizational
structure more clearly, and prevent their high
dropout rate. It is also thought necessary to
examine the possibility of giving up this kind of
relationship with the institution in certain critical
areas of competence.

The tumover of volunteers in the institution
is high, and some studies have found that most
do not stay for more than two years. A project
called "Volunteer Well-being” was recently
initiated to provide intellectual stimuli, rewards
for their efforts, and the necessary guarantees for
their safety and the good performance of their
activities. Only eight branch offices are now con-
ducting this project.

Volunteers, particularly those in the branches,
fear that the new institutional policies will bring
about their marginalization in decision making.

Noteworthy is the large number of paid
employees, more than 300 at the national head-
quarters (no national figures are available)
Their reclassification, and even the dismissal of
those who turn out to be ineffective in the new
technical and administrative framework, are
considered key measures in the changes being
promoted.

In general, paid staff are identified more than
volunteers with the new institutional policies. It
would not be correct to categorize them as
groups doctrinally predisposed to dissent, howev-
er. The truth is that their links with the institu-
tion are different, and thus their perception and
expectations of it are different as well.

To examine this problem in greater detail,
attention must be paid to the leadership of the
Union (SINTRACONAL) to which almost all em-
ployees of the national headquarters belong and
whose very existence is a peculiarity of this
National Society.” Its leaders all say that their
relations with the institutional authorities are
harmonious, but they have tended to reject any
measure leading to staff reduction or rehiring
under different conditions. As an example, they
believe that the transfer of workers from the
national headquarters to the Cundinamarca-
Bogotd Branch, where they are rehired under
current labor provisions which decrease the wage
costs to the employers, or gradually eliminate
certain services, are easures contrary to the
interests of the workers and tend to weaken
union activity,
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Finance and budgets

The main sources of revenue are, first, the
national lottery (approximately 78 %) and raffles,
followed by investments and services.

As noted above, Law 10, promulgated in
January 1990, had a direct effect on the institu-
tion’s financing by restricting lottery revenues to
use by programs and projects which sign con-
tracts with corresponding units in the health
system. The law also provides for the National
Health System’s monopoly "over all games of
betting and chance different from present lotter-
ies," as a result of which the Colombian Red
Cross is impeded from holding public raffles for
its own account.

With respect to services, 75% of the operat-
ing revenue of the narional headquarters comes
from the services provided by the blood bank,
clinical laboratory, and radiologic examinations.

The question of selling health services is a
nexus of internal debate in the Colombian Red
Cross. If the decision to make them more profit-
able solidifies, the public image of the institution
could change and at least some present or poten-
tial volunteers might lose interest. There could
also be difficulties in its relations with the Na-
tional Health System since Law 10 expressly
stipulates that "all institutions that provide heaith
services are required to provide initial emergency
care, regardless of the socioeconomic capacity of
people soliciting such services, under terms to be
set by the Mumstry of Health” (Article 2). The
dominant view holds, however, that there are no
alternative ways to guarantee the institution’s
operations.

The largest category of operational expendi-
tures is on administration, and especially staff.

Significant efforts have been undertaken to
establish satisfactory budget-making and financial
control mechanisms, and to link them efficiently
with planning. Since 1990 the National Execu-
tive Directorate has been trying to define and
structure the budget by program. The Auditing,
Accounting, Budget, and Treasurer’s offices have
been 1ntegrated.
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The mechanisms noted above are very ad-
vanced at the national headquarters. Because of
their autonomy, the branch offices differ in this
regard and exercise their own financial contro]
methods. Formal contracts will soon be adopted
to transfer funds to them on the basis of program
budgets, which will create a twofold system of
budget supervision, by the Ministry of Health
through the national headquarters and thence to
the branches.

Ar present, budger-making by program and
project covers approximately three-quarters of all
institutional budget-making. Certain traditionat
practices persist which create difficulties in the
financial sphere and also, given the importance
of this factor, for overall program restructuring

Several factors have been identified that
make it imperative to find different financing
alternatives. Among the most significant are the
changes in the management of the lottery, the
possibility of losing this vital source of revenue,
and the proliferation in the country of NGOs
which are trying to build up financial surpluses.
There are different positions 1n this regard. The
branch offices generally value the contributions
of volunteers, external aid, and administrative
improvement as solutions. The national head-
quarters relies more on a policy based on in-
creasing operational revenue and good invest-
ments, to which branch offices with an entrepre-
neurial view which do not depend financially on
the central level should adhere.

Role and activities
of the National Society
in the context of the country

Principal activities”

There is proportionality in the development
of areas of activity. But because of their import-
ance in daily links with the community and their
generation of revenue, health services may be
put in first place.
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Health services
(health and social welfare)**

The Colombian Red Cross has 28 health-
related services in the country. On the basis of
the number of branch offices providing them,
those with greatest coverage are:

— ambulances,

— medical care,

— dental care,

— relief posts,

— first aid,

— minor surgery,

— blood pressure examinations,
— vaccination,

— clinical laboratory work,

— pharmacies, and

— eye banks.

There are also health programs for specific
beneficiaries. An example is the Child Alive
program, which is aimed at children less than
five years old, pregnant and nursing mothers,
community leaders, and volunteers and officials
of the institution. Another important program is
dental disease prevention for school-age children,
which covered 12,200 children in 1991.

Blood banks operate at the national head-
quarters and 10 branch offices. They produce
significant revenue (approximately uUsD 328
million in 1991), but their operating costs are
higher (approximately USD 343 million in the
same year) because they include the social cost of
providing blood and blood components to volun-
tary donors and indigents.

With regard to its health care centers, the
present policy of the Colombian Red Cross may
be analyzed by comparing its two major centers,
the Adriano Perdomo Center (CAP), which oper-
ates under the national headquarters, and the
Emergency Medical Care Service (SAMU), which
is part of the Cundinamarca-Bogota Branch.

When it was founded almost 30 years ago,
CAP was the only care center in a populous
Bogota district where 2 million people live today.
During its heyday it offered a broad range of

basic health services (outpatient care, clinical
laboratory work, emergency care, minor surgery,
low-risk delivery, and dentistry). A day-care
center, a workshop for making Red Cross uni-
forms, and a meeting hall were also opened. It
came to occupy a city block. For several years
it was highly accessible to the target population.

It has recently fallen into decline, character-
ized by underuse of its installed capacity, closure
of some services, and, as a corollary, a sharp
drop in the number of patients cared for. The
opening of a well-equipped state hospital not far
away is mentioned as a cause. The problem is
more complex, however, and has to do with the
institution’s new policies, in which there would
be no justification for putting priority on main-
taining large service complexes oriented toward
populations with little or no ability to pay. The
fact that the National Society itself recognizes
that administrative errors have been tade in
managing the CAP and is correcting them is
significant.

The National Society believes that, thanks to
the reforms introduced at the central headquarters
in February 1992, a new administration of the
CAP has achieved very positive results through
coordination with the Kennedy Hospital, the
Secretariat of Health, and a faculty of medicine.

Compared with CAP, SAMU has been success-
ful: it is an expression of the new concepts
guiding organizational development. It is a
vigorous and well-planned set of emergency
services with the characteristics of a private
hospital, except for the costs of care, which are
relatively low. Most of the branch office’s
employees work in it.

The most important features of the center are
significant in imterpreting the Colombian Red
Cross’s institutional strategy.

In the first place, physicians are responsible
for emergency management, and the training and
use of paramedics has deliberately been avoided
(the "French model"). Problems in controliing
the activities of the latter are mentioned as rea-
sons, but it is more persuasive to interpret this
methodology as one more measure in consolidat-
ing competitive capacities in the health services
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market. Secondly, no service is free and the
medical staff receive part of the revenue. Final-
ly, certain services of unquestionable usefulness
are favored which, though not strictly emergency
in nature, are profitable; an example 1s monthly
outpatient dialysis.

Similar services which produce a margin of
profitability to achieve financial self-sufficiency
have been implemented in the Cali and Medeliin
branch offices.

Relief and emergency services

National Relief is mainly concerned with
conducting operations following natural and man-
made emergencies directly (the national headquar-
ters) and through the branch offices.

Significant amounts of money are invested in
this area every year. In 1989 the total budger
was approximately COP 508,247,130 (USD
1,513,000)* for preparedness, assistance, train-
ing, staff, communication, updating of facilities,
and administration.  Shipments made by the
National Relief Depot and the Basic Equipment
for Volunteers and Emergency Care Project have
been sigmficant.

It also conducts extensive educational activi-
ties. Noteworthy is the internal “Series 3000"
Training Program, which has various teaching
modules and materials.

Of special importance in this area is the
National Communication Network, whose second
stage was begun in 1989.

The areas of Relief and Assistance have been
integrated for about four years. Relief, as noted,
has planning functions, while Assistance conducts
educational programs and activities for volunteers
and people outside the Red Cross.

At present, Relief conducts 17 quite varied
projects whose budget was about cop 340 million
(usD 630,500) in 1991.*% These projects have a
wide variety of subjects, objectives, and people
involved Among the most important are indus-
trial assistance, which conducts industrial safety
and health programs in businesses, is cacried out
in 13 branches, and involves 70 companies
throughout the country; rural assistance, which
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has 48 brigades with 1,500 volunteers in rural
communities at high risk of natural disasters ang
is conducted in 20 branches, university assistance,
which covers 15 universities and is conducted in
28 branches to train volunteers in publicizing
International Humanitarian Law, protection in
case of emergency, and first aid, emergency
preparedness, which has trained 1,800 multipliers
who have a potential coverage of 100,000 people
in emergency preparedness in all parts of the
country, and is conducted in 22 branches; and
SISRE (Inter-American Emergency Relief and
Rescue System), which has trained rescue groups
in seven branches.

Social assistance and welfare services

The Colombian Red Cross’s assistance activi-
ties have been implemented with support by
international cooperation, cooperationagreements
with public and private agencies, and on the
basis of the General Budget. Those involving
social welfare remain important, although for
reasons already noted they tend 1o be in decline.
Different groups of volunteers conduct numerous
social welfare projects in the branches aimed at
young people (camps, recreational activities),
children, leader formation, and training of adults
who carry out publicity, preparedness, and
education activities. Noteworthy at the central
level is the Day-Care Center of the Adriano
Perdomo Center, which provides comprehensive
care for preschool children. The Hostel, another
service, is for patients who come to Bogotd from
other parts of the country for medical treatment.

Other activities

Because of the violence the country experi-
ences, the area of information dissemination is a
high priority for the institution. Two kinds of
activity to publicize International Humanitarian
Law and the Principles of the Red Cross are
reported: (a) internal, aimed at managers and
volunteers in the branches, and (b) external, with
participation by varied sectors: municipal bod-
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ies, public officials, the Armed Forces, police
agencies, and the community at large.

Relations with the Government

Among the National Society’s oldest, most
fruitful, and most harmonious relations are those
with the Ministry of Education and the Youth and
Sports Institute (COLDEPORTES). Its most impor-
tant rclations are with the Ministry of Health for
the reasons already noted, which spring from
Law 10. Its ties with the Ministries of Defense
and External Relations, the Administrative De-
partment of the Presidency of the Republic, the
Colombian Family Welfare Institute, the National
Firefighting Administration, the Armed Forces,
and the Colombian Agrarian Reform Institute are
also important.

Other links exist with numerous official
agencies concerning specific projects. National
Relief works closely with the National Disaster
Preparedness and Relief Office (OND), which
regularly finances purchases to support the emer-
gency operations of the Colombian Red Cross.

It is thought, however, that the institution
needs better definition of its general policies
governing relations with the Government. Con-
cern about strengthening them is great at national
headquarters, while in the branches the relation-
ship is better and permits implementation of
numerous programs benefiting the most vulner-
able and channeling material, technical, financial,
and human resources, and support of political and
governmental leaders.

Relations with other
organizations and agencies

These relations cover a very broad spectrum.
A general view reveals cooperative relationships
with professional societies, peasants, unions,
educational centers, universities, nonformal
education institutes, volunteer associations, foun-
dations, sports organizations, and private enter-
prise. Information dissemination and assistance

are major aspects of these links. The Youth
Department heads the organization which brings
together NGOs concerned with youth in Colombia
and represents them on the Board of Directors of
the Colombian Youth and Sports Institute.

A concern of the National Society with
respect to other organizations is the proliferation
of state and private agencies which provide
services in fields similar to those of the Red
Cross and compete in providing services, recruit-
ing human resources, and raising funds.

Role of external cooperation

The Colombian Red Cross maintains a broad
network of relations with different agencies,
organizations, and sister Societies.

These international cooperation links exist
chiefly in the areas of assistance and develop-
ment. Among others, support has been received
from the Pan American Health Organization, the
U.S. Agency for International Development
(UsaiD), the American Red Cross (Series 3000
and Education in Dental Disease Prevention), the
Spamsh Red Cross (Program to Prevent Drug
Addiction among Young People), the Austrian
Red Cross (Education for Peace), and the Dutch
Red Cross (the "Child Alive" Program).

Various educational activities are carried on
in a framework of interinstitutional cooperation
in and outside Colombia. Examples are the
seminars on the Inter-American Emergency
Relief and Rescue System (SISRE), Seismic
Disasters in Major Cities, the aPELL System,
Social Communication and Disasters, and the
course on the activities of the Red Cross with
marginalized children and youth. Techaical staff
regularly take part in training activities conduc-
ted in other countries.

Reciprocally, the Colombian Red Cross has
provided cooperation to several Latin American
Red Cross Societies, especially in the technical
aspects of relief operations, for example, the Na-
tional Societies of Ecuador and Nicaragua, as well
as through the seconding of delegates through the
Internationat Federation of the Red Cross.
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Int the development area, assistance has been
provided in drawing up development plans to the
National Societies of Bolivia, Ecuador, Guatema-
la, Panama, Paraguay, and Venezuela. Colombi-
an delegates have even gone on missions to
countries outside the region, as, for example, to
Mozambique

As for comprehensive management of exter-
nal support and cooperation, some members of
the National Society note a lack of commitment
to and the absence of a clear institutional policy
on the marketing of programs and services, as
well as cultural and methodological differences
with donors.

The instiution’s authorities say that "the
Framework of Development Cooperation and the
Strategic Development Plan clearly express the
policy of the Colombian Red Cross as to manage-
ment of external cooperation and follow the
development guidelines approved by the Federa-
tion. "
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The National Society’s
perceptions of its
public image

In various ways. great internal confidence is
expressed about "institutional credibility.” It is
recognized that the institution’s good image was
damaged by the campaign launched by some
journalistic media about the supposed misappro-
priation of funds to deal with the Nevado del
Ruiz catastrophe in 1985, but the situation has
been recovered thanks to the services provided
to the population. The organization continues to
be threatened by the improper use of the emblem
in that it is employed in advertising to identify
certain public and private services which are not
part of the Red Cross.

The need to strengthen a public relations and
information policy 1s clear inasmuch as many
citizens are simply unaware of the nature and
institutional philosophy of the Colombian Red
Cross, while others have a traditional image of it
and could become confused or adversely dis-
posed toward the new entrepreneurial profile
which is being promoted.



Conclusions and recommendations

CONCLUSIONS AND RECOMMENDATIONS

Conclusions

The Colombian Red Cross is an institution
that has adopted a successful development model
which has broad national coverage and balances
the different parts of its program. At the same
time, it has effectively managed to respond to the
social demands stemming from a context of crisis
and conflict.

Recently, and because of varying environ-
mental circumstances, it has run into limitations
on its chief sources of financing, a situation
which has given rise to the dilemma of how to
maintain a highly professional and effective
model of development with few financial resourc-
es.

There are essentially two options for dealing
with the problem which have been put forward in
the National Society: (a) implementing an entre-
preneurial concept of a free market for the servic-
es it offers, which would be realistic for the
institution’s survival and a response to the socio-
economic challenges facing the country; and (b)
choosing a traditional concept embracing a phil-
anthropic view and the principles of free service.

Both concepts carry risks. The former,
because charging for services could mean a
reduction in the services provided to the neediest

in the population; the lauer, because it is proba-
ble that the demand for services will increase
faster than revenue.

In this framework, the most important chal-
lenge facing the Colombian Red Cross is to
develop and put into effect a third option which
combines achievement of the financial self-suffi-
ciency, efficiency, and profitability that spring
from a market orientation with a strategic orien-
tation of social solidarity which should be fol-
lowed since it is the institution’s reason for
existence. This "third way" could be based on a
policy of diversified financing in which activities
financed through agreement with the public
authorities (e.g., social development activities
aimed at the most vulnerable). through selective
imposition of charges on users of somewhat
complex medical services, and through other,
traditional revenue sources, such as lotteries,
fund-raising campaigns, and donations, are
combined. All such activities could be organized
using similar criteria of entrepreneurial efficien-
cy.

Other important matters in the institution’s
present and future are developing 1ts human
resources, the need to strengthen certain planning
components, and external cooperation activities
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RECOMMENDATIONS

1. Define a balanced, multifaceted, and varied policy of
financing which permits harmonizing the sustained
development of the National Society with growth in
services provided to the most vuinerable

2. Strengthen social development activities oriented toward
the needs of the poor and marginalized in Colombian
saciety

3. Integrate and consolidate the planning system

4. Overhaul human resource development policies

5. Systematize and broaden the educational and technical

cooperation provided at the national and international
levels

Define a balanced, multifaceted, and varied policy of financing which permits harmonizing the

sustained development of the National Society with growth in services provided to the most
vulnerable

11

1.2

1.3

1.4
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Broaden and diversify joint activities with the state through agreements in order to broaden
or guarantee the financial basis of social programs ammed at geographic areas or the most
vulnerable.

Exiend the National Society’s services for which charges can be made and which are guided
by profitability criteria in those social groups able to pay, 1n such a way that they are not
incompatible with other programs and services which are guided by solidarity criteria and
aimed at those with little or no ability to pay.

Establish a system for determining the sociceconomic capacity of applicants and for evaluating
the feasibility of a system of scaled fees so that the vulnerable, who are unable to pay, are not
excluded, which is something that could alter the fundamental nature of the institution’s
mission.

Define the role of paid staff and volunteers precisely and balance their representation in
programs and services so that they benefit from the strengths inherent in both kinds of
personnel: efficiency and professionalism, on the one hand, and enthusiasm and cost contain-
ment, on the other. The purpose would be to jointly provide competitive and efficient services
together with the participation of society.
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Strengthen social development activities oriented toward the needs of the poor and marginalized
in Colombian society

2.1

2.2

23

24

2.6

Implement social development activities in departments with a high proportion of population
living in extreme poverty (Magdalena, Bolivar, Chocd, Sucre, and Cérdoba) by establishing
methods to coordinate with the activities of the state and other NGOs to avoid duplication.
Strengthen and program new activities to care for children (those of and in the street) and
young people in marginal urban areas, particularly in Bogotd and Medellin, and reinforce
existing programs.

Strengthen promotion strategies by designing new kinds of low-cost activity in the sphere of
community development at the local level and with broad participation by volunteers.
Develop activities with vuinerable groups which, at the same time, will help sensitize
Colomnbian society and the state to the magnitude and importance of social problems and the
responstbility which institutions and society bear in dealing with them as a way 10 implement
the Red Cross’s promotional strategy.

Evaluate and redefine the role of the Colombian Red Cross in activities concerning disasters
and its inclusion in governmental plans by strengthening disaster prevention and preparedness
activities

Strengthen activities to publicize International Humanitarian Law, promote adherence to it,
and protect basic personal rights, taking into account the context of violence in which the
Institution operates.

Integrate and consolidate the planning system

In view of the decentralization being promoted, consolidate the role of the national
headquarters as a central program planning and integration unit.

Evaluate the functionality and capacity of specialized components of the national headquarters
for creating and coordinating program initiatives.

Review current methods of communication between the national headquarters and the
branches, and of the latter among themselves, to determine the changes required for
effectively exchanging experiences and joint programming.

Strengthen traiming in strategic planning and project formulation and evaluation in the national
headquarters and the branches by including middle-level managers and staff most directly
involved in programming in such training.

With participation by all sectors involved, examine present procedures for evaluating and
following up programs and projects, and for implementing the changes needed in light of the
evaluation.

Extend the system of budgeting by program and project throughout the institution.

Evaluate the scope and results of the regionalization process by reexamining its validity for
geographic planning.

Overhaul human resource development policies

4.1

Update policies and programs in this area so that there are no gaps between established
program objectives and the capacities and motivations of those who execute them

[0
]
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4.2

4.3

4.4

Broaden and strengthen the “Volunteer Well-Being” program by updating information avail-
able on the composition, distribution, working conditions, identification with the new policies,
and expectations of the volunteer corps through an evaluative investigation.

Systematically analyze what causes volunteer dropout and the reasons for their leaving:
working conditions (search for paid employment), foci of attraction (institutions, community
programs, etc.).

Reevaluate the role of volunteers in the institution—their areas of competence, participation
in decision making, etc.—in order to clearly determine their contributions and promote
improvement and training.

Establish a systematic program of continuing education for all members of the Colombian Red
Cross

Systematize and broaden the educational and technical cooperation provided at the national and
international levels

5.1

5.2

5.3
54
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Redefine the institution’s educational and technical cooperation policies and procedures by
unifying different criteria in the National Society.

Unify methods of external technical communication through an encompassing system that
prevents their fragmentation and dispersion, and systematize them through publications which
provide information to the National Society and other institutions.

Widen cooperation with other international agencies such as the United Nations system.
Continue conducting present cooperative activities with other National Societies in Latin
America and the Caribbean.
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Because each branch office is autonomous, there is a
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34 The subheadings used to identify acuvities are generic 35. usD 1 equaled COP 335 91 in 1989.
When necessary, the term used by the Colombian Red 36 UsD 1 equaled CoP 539.25 m 1991.
Cross is indicated n parentheses.
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