Product Title:
Bottom-up Approach to Organizational Development
Abstract:
Organizations involved in the promotion of Micro, Small and Medium Enterprises (MSMEs) can give efficient services only when their internal capacity is robust enough to do so. A bottom-up approach to institutional development as opposed to a top-down approach seems more effective and sustainable as it is based on action learning and is participatory. This model is less costly, flexible and fits the manpower capacity of developing countries. The bottom-up approach for institutional development of MSE support institutions involves simple tools like situation and problem analysis (using SWOT analysis), action planning and implementation of the “folder method”. 
.

1. Issues at Stake

The role of public and private MSME promotional institutions in the facilitation and delivery of business development services is quite significant. These institutions, are however usually entangled with internal tasks and activities rather than providing efficient and impact-oriented services to their clientele in the MSME sector. Institutional development efforts engineered by donor agencies and other stakeholders to theses organizations focus in general on the transfer of external management know-how. Such top-down organizational development efforts, however, do not fit local structures and will not be internalized by the staff of those institutions undergoing institutional change. A bottom-up approach to institutional development would rather be preferred for building the service providing capacity of MSME promotional institutions 

2. Explanation of the product

The product aims at improving the management system and the service providing capacity of facilitators involved in the promotion of MSMEs. This module of institutional development is based on elements of action planning, by involving the staff in the situation analysis of their organization. An external facilitator assists the staff of the changing institution to identify constraints and propose workable solutions for improving the existing management system and the service providing capacity. The situation and problem analysis is done for 3-5 days not in a workshop held elsewhere, but with in the premises of the institution. The approach is a mix of internal organization self-analysis and input of know-how by the facilitator through on-the-spot-observation. Meetings with the staff will have to be organized at different levels for group and individual discussions to get a non-manipulated overview of the internal situation and differing points of view. Based on the SWOT method of situation and problem analysis that contains an overview matrix of the institution, a set of actions will be planned. The action plans should clearly indicate step-by-step activities of the organization itself as different from the additional support required from an MSME promotional project.

3. Basic features

The features that make this product attractive are as follows:

· Situation and problem analysis as well as action planning for institutional improvement involve staff and are hence participatory.

· The “ Folder Method “ is a simple and new approach in that the institution compiles important information in one folder furnished with separators inside of which are found the main topics of the fields of intervention and organisational structures such as: mission, objectives, fields of intervention, presentation brochure, list of operators served, 3 month action plans, BDS services achieved, records of everyday activities, 6 month report, job description of staff, staff training needs, list of partner institutions, statistics and sector studies, etc The folder serves as a presentation map to external visitors; and it also alerts staff to focus on the tasks and services expected of them. The staff has to fill the folder and knows that each topic not filled reflects a task not achieved.

· The bottom-up organizational development through the “Folder Method“ is simple, sustainable, requires low cost and is a gradual but effective approach for strengthening institutions that serve the MSME sector. It avoids to impose an overloaded and non-adapted system that would be efficient for development agencies, but not for partner organisations. 

· Emphasis should be made on instilling Organisational Development (OD) for the development & delivery of BDS. This approach emphasises OD for better BDS delivery and not OD for OD.

4. Benefits, impact, scope

By applying the bottom-up approach method, MSME promotional organizations can swiftly attain a sound capacity to provide support services to business operators. Besides, these organizations will have organized planning, reporting, service recording and documentation systems that can also serve them as a presentation map to visitors. The bottom-up approach to organizational development is participatory, effective, simple and sustainable along with the least cost it involves.

5. Implementation process

The implementation process of this product involves the following actions:

· The support intervention starts from an MSME project that works with MSME promotional institutions or BDS providers and that has personnel with a good knowledge of the bottom-up approach for organizational development.

· A one-day workshop has to be organized for heads of the institutions involved in MSME promotion. This is meant to involve the heads as change agents and to avoid their reluctance during implementation.

· The facilitator from the MSME project pays a 3-5 day visits to the changing organization and its branches for doing situation analysis and action planning with the staff of the institution. In situation and problem analysis, the “SWOT“ analysis has to be applied and a checklist for organizational improvement will have to be prepared for action planning.

· An office folder will then be bought and about 12 metaplan cards on which different titles (like mission, objectives, fields of intervention, brochure, list of operators served, business services achieved, etc) are printed and will be attached to the folder. The staff members then record and document their plans, services they provided to business operators, reports, etc in the folder against the metaplan cards that are attached within the file.

· Support and follow-up has to be extended from the MSME project until the organization internalizes this bottom-up organizational development approach.

6. Empirical evidence

The bottom-up organizational development approach has been implemented in Ethiopia with about 30 organizations (public, private, NGOs) involved in the promotion of MSMEs. The implementation of the “ folder method “ tool has exhibited a direct impact on visible reorganization of the structures concerned, better services to their clients and an appealing presentation of these organizations to their partners.

7. Costs

The costs of supporting 30 institutions with the bottom-up organizational development approach involves one expert month for providing an initial workshop to heads of the concerned institutions, orienting the project staff and involving them for follow-up of partner organizations. 

8. Further resources or other reference

Further references can be obtained from the BDS Forum web www.bds-forum.net .
9. Date

January 2003

10. Contact

For further information, please contact Dieter Gagel at mail@gagel.net 
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