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REPORT

What if our strength as a federated network and our expertise in

coordinating and delivering across many sectors, contexts, and

languages systematically supercharged our digital transformation

efforts?

As the largest humanitarian network, we are in every corner of the world with 191
National Societies and 199, 000 local branches/units. IFRC Strategy 2030 identified 5
global challenges of climate, crises and disasters, migration, health as well as values,

power and inclusion. Our network identified 7 transformations - strong and local actors,
a distributed network, a trusted organization, volunteering and youth, influencing
humanitarian action, digital transformation and financing the future. For every global
challenge and transformation, the network is applying digital products and services to
enable our response. Digital transformation can enable our efforts with digital
technologies, skills and methodologies focused on the changes for people, processes,

and products.

As a federation, each sector and each national society, or even many local branches, are
creating and /or using new or existing digital technologies to support their work.
Overall, the IFRC coordinates our efforts and makes decisions as a federation via our
working groups, governing boards, and joint mandates. The successful collaboration
approaches of first aid, surge, and protection, gender and inclusion demonstrate how
we might shift our approaches with technology. The IFRC Digital Transformation
strategy indicates a need to adjust our approaches and organizing models for
technology delivery. We see opportunities to take a systems and federated approach to
digital products and services. Not all digital products and services should become
global tools. Not all global tools would be created by the Secretariat. By being more
collaborative and strategic with technology we can build with each other. THe key is to
determine - which tools/services should be done as a federation and how might we
collaborate to scale if assessed as feasible?

The recent IFRC Solferino Academy report, Humanitarian Leadership for the Future,

cited the legacies that hold us back, the opportunity to be more anticipatory and take

risks and the leadership skills to be fit for the future. Each of these observations are
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https://solferinoacademy.com/wp-content/uploads/2023/06/Humanitarian-Leadership-for-the-Future-EN-3.pdf
https://solferinoacademy.com/strategy-2030/
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directly applicable to the conundrum of digital transformation. How we collaborate or
don't collaborate as a network on digital products and services is steeped in the legacy
model of humanitarian work rather than being strategic and embracing new models
for digital to support our work. That is not to say that current digital products and
services are not effective. It is more that we need to reflect on how and when we push
to make change as a network.

We take pause to consider - how can we be more purposeful with our digital
transformation efforts in what we invest and develop as a network? The following
document shares insights about product/service development in our network,
including some challenges and recommendations for change. In addition, we are
sharing some practical guidance for successfully scaling up digital products and
services. We asked participants in workshops and via discussions - How can we
collaborate as the IFRC network on digital products and services? When and how
should we decide to scale up digital products/services? What are the processes and
governance involved to equitably collaborate within our network.

The IFRC Digital Transformation strategy highlights the need to scale up products and

services, collaborate as a network, professionalize network-centric product/service
lifecycles, and enhance overall capacity building. There are difficulties with scaling up,
including the scarcity of long-term sustainable digital products and services across the
humanitarian sector, and many strong digital ideas and projects that have ended up in
the ‘digital graveyard'. It is important to not leave anyone behind in the pursuit of
efficiencies through scaling up digital services and products.

Overall, there is some agreement that National Societies and the Secretariat should
collaboratively develop some scalable digital products to support a centrally
coordinated long-term digital product service model, recognizing the need for financial
sustainability to lead to long-term benefits. The decision-tree on which digital product
and services should be scaled up is to be created as part of the digital transformation
governance steering group with National Societies. Any potential framework would
need to be negotiated, implemented and governed by the network. The majority of
National Societies develop specific digital products for their domestic use. There are
also (very) few National Societies that develop digital products specifically for use by
other (partner) National Societies. The question becomes which products and services
could benefit from a network-approach. And, how can be built on those efforts within
the network but also with partners and even opportunities such as digital public goods.

We compiled insights and guidance from over 50 digital and data practitioners across
IFRC and National Societies throughout 2023, including special workshops and events:
Connect Conference (Kigali, February 2023) and the IFRC Global Innovation Summit
(Nairobi and online, June 2023) (see the list in Annex 2). The final summary was open for
comments and further insights from the wider digital and data practitioners network.
These insights should be reviewed with the complementary (and more formal) research
being conducted by the Global Disaster Preparedness Center on humanitarian

accountability and technology (people and communities at the center) and Australian


https://digital.ifrc.org/resources?category=24
https://digitalpublicgoods.net/
https://preparecenter.org/activity/ethics-in-technology/
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Red Cross (Humanitech) on Humanity First.

Note: this is not a comprehensive guidance on product management and the

complete product and service lifecycle. Instead, this document aims to provoke
conversations and follow-up on how we might take a network-centric approach to our
work and some signals on planning for successful initiatives in the IFRC network.
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https://www.humanitech.org.au/
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We need to include in that
design process all the
relevant stakeholders,
whether it's the people in the
community that we serve, or it
IS the people, the volunteers
INn our context that work with
these digital technologies, or
whether it's the staff, or
whether it's the teams that
process information, but also
when we make partnerships
with other actors that we work
and include those partners in
the design process.

Juriaan Lahr,
IFRC Director of Digital Transformation
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CONSIDERING
NETWORK
APPROACHES

The IFRC delivers a multitude of products and services with some basic types: items
created for a specific National Society, items created for a specific group of National
Societies and/or sectors, and items that are created for the whole IFRC federation. Some
products/services serve a unique purpose and may not serve another NS or context.
How and when should we approach products and services as a federated network
and scale the product/service as a network? What are some of the challenges and
opportunities to transform how we collaborate? We will go deeper into each of the

following topics and share some recommendations for the network.

As a global federated organization, we don't function like companies with hierarchical
structures - we are IBM without an ‘asset map’ or service catalog of all the digital
products and services across the network. As of yet, there is no digital product/service
registry process across the federation. Unlike companies, each national society is a
separate organization with its own budget, structures, and work. We are bound
together by our fundamental principles and core work in the humanitarian space. Thus,
there are some unique challenges. The lack of knowledge about existing digital
solutions and capabilities across the IFRC leads to duplication and inefficiency. A lack of
collaboration and co-design often leads to products which do not address core
operational needs and solve critical community and National Society needs.

Diverse product management and software development solutions - lack of
coordination or realization on more agile approaches, considering how to better align
with and use Digital Public Goods, different business models, and methodologies such

as open source development framework. Given the complexity of our work, there is
siloed working, competition, and lack of collaboration which can result in duplication
and inefficiency. Providing ongoing support to NSs fairly, equally, and sustainably is
challenging. Balancing the need for contextualization with the cost and speed of
scaling is crucial. Overcoming resistance to change and increasing user adoption is vital.
Each of these challenges are also opportunities to adjust our approach to digital

transformation.

Our network determined the following recommmendations for each of the areas:
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KNOWLEDGE
AND CAPABILITIES

Lack of knowledge on what digital solutions/tools/products/platforms and

capabilities we have across the IFRC leads to duplication and inefficiency.

Recommendations:

Design and build lightweight processes to collect and share about active and
inactive digital solutions/products. This could be in the form of an
inventory/registry of digital solutions/products across the Movement and
digital people/capabilities at different National Societies.

IFRC should coordinate the knowledge management and disseminating best
practice examples on digital product/service development. This could be done
via multiple teams (a partnership between Digital Transformation (DT) &
National Society Development (NSD) departments (learning teams)).

Increase knowledge-sharing events on digital services & products across the
IFRC (e.g. Digital Transformation department’'s ‘Data & Digital Leads
Practitioners’ monthly call).

Organize meetups and conferences at regional level to have National Societies
share which products they have developed and see if others can use the same.
For example, instead of developing many volunteer management systems, use
one system across the region or type of NS. (e.g. IFRC Global Innovation
Summit)

Integrate into onboarding for new employees in NS on what the IFRC does (and
who does it) in digital transformation/services / products
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RESOURCING AND
HOW WE COLLABORATE

Support functions for digital products and services are difficult to ensure the amount

of support in a fair, equal and sustainable manner.

Recommendations:

Consider different modalities for providing support, like centralized services
and peer-to-peer support to ‘decentralize’ support.

We should put effort in fostering a complete open-source stack of solutions
that can be implemented at low cost anywhere.

A hub/center of excellence could facilitate decentralized support.

Define the types of support needed and what models to leverage.

Explore new models to garner and embed support from universities and
technical partners. (e.g. Monash University, University College London (UCL),
and others)
o UCL collaborated with the IFRC GO project with students supporting
the software development.
o Monash University collaborated with IFRC Solferino Academy on the

Limitless program (built a custom platform for video engagement

with 17 languages) and Humanitarian Leadership of the Future report
(data analysis).

Competition between National Societies who want to protect their ‘own’ products /

product ideas leads to duplication and inefficiency.

Recommendations:

Arrange a NS and IFRC check in on the Digital Transformation strategy
including building governance and engagement for success. This includes
discussion and a decision-tree on product methodologies such as open source

and partnerships such as Microsoft.

Explore how to build a culture of collaboration / sharing best practices for

working together.
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https://ifrcgoproject.medium.com/how-to-write-code-and-influence-the-humanitarian-sector-f515c66e671b
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. Explore how to build a culture of collaboration / sharing best practices for
working together.

. Facilitate sessions to bring together NS's working on similar products (e.g.
Cash/Assistance : Turkey, Canada, Netherlands, and US) and try to broker a
sensible, more collaborative approach.

. Look for similarities in terms of problems for different National Societies. Share

problems and come up with shared solutions. That way, products are owned by
more than one National Society.

National Societies work in silos, with little collaboration and knowledge sharing,
resulting in duplication of effort, overlap of solutions and inefficiency.
Recommendations:
. Implement sustained strategic communication in between events, continuous
engagement with National Societies.

. Build communities of practice.

. Ensure leadership & sponsorship from the top.

08
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PRODUCT
DEVELOPMENT

The need for contextualization is slowing scaling opportunities and adding more costs,
leading to a lower chance of ‘survival' in the long term. At the same time,
contextualization to increase the solution's value is very important. How do we
reconcile this? How can we better use open source and/or existing software
/products?

There is a need to engage with existing open source platforms and tools that exist
outside of RCRC when possible instead of building new (there have been success with
ODK/Kobo, MapSwipe, OpenStreetMap, OpenDroneMap, implementations of
EspoCRM, etc.), refer to Digital Public Goods. This essential step should be part of the
product research and part of the pre-work before submitting proposals to donors and
partners.

Recom

ns/products to accept that
ood enough’. We always seek
stances. If given the option
0 80% of what you need vs an
more often go for the first option.
ill allow more NSs to benefit from

ion to delivery should be equitable in terms of
king and delivery. This would need to be
rwise we run the risk of creating
- products and services made in
t reinforces existing power

critical need for similar

systems/solutions a coordination to develop

these systems. Disti nd operational, between

nice to and need t

eators & users of digital
eal with contextualisation


https://digitalpublicgoods.net/
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Co-design digital solutions with several National Societies (preferably with
different characteristics, such as different levels of digital maturity)
simultaneously, so you build digital solutions capable of servicing a wide variety
of NS's / users / use cases.

Ensure that for all digital product development, co-design with
NS’'s/communities/users is done at the start of the process and throughout the
product life cycle, to increase the probability that the solution can be made
context-specific and works for all users.

Research and experiment on how open source models, open source program
offices, or innersource methodologies could complement the new forms of

partnering and volunteering within our network. Determine if these types of
network-centric, collaborative models could be a viable product development
option.

Products are often not developed based on operational needs, well-understood pain

points or community feedback resulting in products that are not adding value or

meeting the most urgent needs.

Recommendations:

Understand the biggest needs for digital solutions by engaging more with
operational units and commmunities globally to understand the largest areas of
need, which digital teams can then look to solve.

Digital Products and services must serve our humanitarian accountability - put
people at the center and be created for and by NS.
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https://landscape.todogroup.org/
https://resources.github.com/innersource/fundamentals/
https://docs.google.com/presentation/d/1MEJPSc5zbe6pztxmFlYs64l8rAwUmbil/edit#slide=id.gef7be37760_1_45
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DIGITALLY TRANSFORMING
OUR WORK

Digital transformation assessment process has had some success with over 60

National Societies doing the initial ‘digital maturity assessment.’ There is a lack of

follow-up, resulting in the NS not moving forward as quickly as wished.

Recommendations:

Develop credible plans after digital transformation assessments, which lead to

sustained detailed change.

NS to engage all its partners in the assessment and growth investment plans, to

drive longer-term support and financial sustainability

Track digital transformation so that progress can be measured.

Socialize digital transformation agenda and opportunities beyond the ‘usual
suspects’.

o Provide editable marketing and organizational templates to assist
people to share what DT is and how it can have an impact on the 5
global challenges and remaining transformations. For example, the
DRR Climate Advocacy network has'a common slidedeck, branding,

network engagement planning and talking points.

Digital transformation, launching digital products and change, in general, is hard.

This leads to insufficient user adoption, resistance to change, and insufficient

understanding of the solutions and the need for change (What is in it for me?)

Recommendations:

Leadership advocating digital transformation/solutions as part of ‘the solution’

to current and future challenges

Create change management strategy and plans with regular communications
for broader engagement and transparency.

Define key design principles to guide the design of new products in the
Movement to allow for interoperability and opportunity for potential
integration and adaptation when NS develops solutions.
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Ensure that the value proposition for digital services and products is
well-researched, clearly communicated, and tracked after implementation

Draw on experiences from current common solutions/systems like Restoring

Family Links (RFL), the Universal First Aid app and others to learn from their

process experiences of arriving at a common solution for the entire network.
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CONSIDERATION FOR
SCALING PRODUCTS
OR SERVICES

Scaling up across the product and service lifecycle is an intricate process that involves a
robust strategy interwoven with collaboration, innovation, and continuous
improvement. At the heart of these efforts lies the imperative to foster a culture of
collaboration. This goes beyond mere cooperation, reaching across the vast network of
partners that include government entities, technology sectors, and communities at

large.

This culture of collaboration must permeate every level of the organization, deepening
its roots within National Societies and the International Federation of Red Cross and
Red Crescent Societies (IFRC), and bridging the various disciplines and departments as
well as spanning the different regions. Such an integrated approach is crucial for

creating a cohesive and efficient response mechanism.

A pivotal step in this collaborative journey is the creation of an inventory and a shared
methodology for IFRC digital solutions and capabilities. This inventory acts as a
foundational stone, paving the way for knowledge sharing and the proliferation of

digital solutions across the network.

Exploring diverse modalities for supporting digital services and products is another
cornerstone of this scaling-up effort. This could manifest through centralised support or
peer-to-peer networks, investigating various business models and establishing local
centres of excellence. Such a multifaceted approach enables the adoption of best-fit

practices for different contexts within the IFRC's vast operational landscape.

Embracing pragmatism is also a key recommendation. There is wisdom in adopting
'good enough' solutions rather than waiting for a 'perfect' one. An iterative approach is
championed, incorporating operational feedback to prioritise the most critical gaps and
modules within solutions. This realistic approach ensures that services are delivered
promptly and efficiently, without being held back by the pursuit of perfection.

The co-design principle is central to this narrative, emphasising human-centered
design from the inception and throughout the development of digital solutions. By
involving staff, volunteers, and communities we serve in the design process and
ensuring that multiple National Societies are involved, solutions that are versatile and

applicable across various contexts are crafted.
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Strong leadership and sponsorship are the driving forces behind this endeavor, coupled
with the definition and development of a global digital infrastructure that can support
the growing needs and ambitions of the IFRC.

Best practices are not just to be adopted but also to be improved. This includes defining
design principles, product visions, engaging communities effectively, communicating
value propositions, and learning from existing solutions. These practices form the
guiding principles for current and future digital transformations.

Linking digital assessments and transformation stages to digital services and products
ensures that the digital evolution is theoretical, practical, and closely tied to the ground
realities. Credible planning and progress tracking are non-negotiable to keep the
momentum going and ensure that the strategies yield the desired outcomes. Equally,
engaging more intensively with operational units and National Societies helps to
comprehend the most significant areas of need, allowing digital solutions to be

precisely targeted to address these areas.

Financial models should also be crafted with foresight, ensuring the long-term
sustainability of digital solutions, especially for the financially least resourced National
Societies. The financial strategy is integral to the sustained impact and reach of the
digital services provided.

In essence, scaling up in the product and service lifecycle is an orchestrated symphony
of strategic collaboration, practical innovation, user-centric design, leadership, and
sustainable financial planning, all playing in harmony with the tune of digital
transformation and excellence.
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CONSIDERATION FOR

THE PRODUCTS
LIFECYCLE

If it is determined that a product/service should scale, here is further guidance across

key lifecycle points.

IMPACT / COST / BUSINESS MODELS

Determining the business case: a clear agreed upon product development
framework- when does a project become a product? And, what are the
decision-making steps throughout the lifecycle? What is the digital maturity of

the users, including the digital readiness of the processes and teams?

Creating tangible impact: there are challenges to create real, tangible impact
and moving beyond mere engagement with technology solutions. There is a
difficulty of driving the rollout of projects and meeting the actual needs and
outcomes they set out to achieve.

Scope: clarity of scope of both system and implementation/usage expectations
of said system is key. Keeping a good handle on scope and sequencing (and

being clear about where things are at) enables moving swiftly to scale.

Financial sustainability: the importance of long-term financial sustainability
must balance the incoming and outgoing funds, explore alternative funding
sources, and consider leveraging volunteerism and open-source platforms to

manage costs effectively.

Open source and co-creation: Open-source solutions and co-creation are
mentioned as strategies for scaling and developing products. There is value
with digital public goods, reusable components, and the ability to adapt and
repurpose technology solutions based on specific needs. The network should
explore the benefits of open-source development, collaboration, and sharing
resources within a global network, including innersource and open source

program office options.
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Collaboration and resource sharing: the importance of collaboration and
resource sharing among national societies to overcome limited capabilities and
sustain digital technologies. The need for a coordinated approach, a shared
pool of resources, and collaborative roadmaps.

Breaking even: is achieved by revenues/funding equalling costs. Focus needs
to be put on being creative in revenue generation, but also on controlling costs
and not over-engineering / over-burdening solutions, leading to large ongoing
support costs.

DESIGN

People are/should be central to the design process. It's vitally important to
design with (not for) them, incorporating the perspectives and needs of various
groups such as community members, volunteers, staff, and external partners.

Language localization is absolutely critical for wider adoption of systems by
field-level NS staff members and volunteers, and doesn't come for free. This
needs effort to maintain ongoing and test when system changes are made,
even if one can crowd-source initial translations.

The design process needs to be practical and not theoretical in a conference

room.

The research and design phase should provide insights into people’s needs, but
we should also (already in this phase) pay attention to what people's
expectations from the digital solution are (and manage those expectations).

This is also how you create buy-in from your colleagues or people affected;
based on a good and realistic understanding of what the tool is going to do for
them.

But as important as an elaborate collection and analysis of needs is, it's not
always easy to do.

It is often time-consuming and costly, with a need for travel to remote areas, so
there is a need to use a (more standardized) diverse set of research
methodologies, including remote ones (such as a survey).

It is also witnessed that too often, we ask questions based on our own
perspective and based on what we are trying to achieve within a project,
leading to community members not always being able to express their needs
properly.

21
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Then the solution/technology first approach creeps in, while the intention is to
listen, understand and co-design first.

When we do collect insights about people’s experiences, challenges and ideas,
we should find a more effective way to document these so that they can be
reused across projects.

Too often, digital tools themselves are also seen/experienced in a specific
project context, and they don't become part of everyday life.

This means uptake is minimal, and the tool stops being used altogether when
the project ends.

People need to connect with the solution you provide, that's why both design
and research are important.

As a best practice, the solution needs to be flexible as people's situations, needs
and emotions change (whether it's people working at an NS or people affected
by disasters and crises).

DEVELOPMENT

Technical considerations for scaling: The importance of technical
considerations when scaling products includes building a technical framework
for scalability, cost considerations of tools used, load testing to ensure system
capacity and ability to configure / modularity for adapting and expanding the
product.

Agile development and timelines: network-centric resources benefit from
agile methodologies and tight timelines for product development. The benefits
includeworking in small iterations, sticking to timelines, and avoiding lengthy
discussions that can delay progress.

IMPLEMENTATION

User Adoption: key components required to ensure a high degree of user
adoption include:

> Digital maturity of organization/digital literacy of user

o Sensitization & Training

o Managing Expectations
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o Transparency & Guidance

o Giving users a role in development & improvement of the tool
o Collecting and analyzing feedback and acting on it

o Reinforcement of new Behaviors

o Reflect on experience & Knowledge Management

Leadership Support & Sponsorship is critical to a successful implementation,
including:

o Partner with local organizations to have a strong network

o Involve leaders of the local community

o Ensure availability of resources

> Highlight benefits of project

Technical readiness is ‘table stakes'. Without this, any implementation is a
non-starter

o Test system properly

o Technical infrastructure

o Data protection

DEVELOPMENT

Need to have a buy in from the users / understand their needs

Pre-sales support - and ongoing user support - when NSs are deciding whether
to adopt a platform and how to adopt that platform.

Technical capabilities, subject-matter expertise, and IT infrastructure at the NS
level are critical to success.

Design and coordinate agreements for centralised or hybrid service models for
maintenance and support.

Who helps in deciding the more appropriate configuration/module setup.
Working through the NS current processes and seeing which bits of a new
platform/piece of tech are needed and how the new platform/system should be
configured/set up.

Setup a service level agreement — determine from the start who is responsible
for upgrading. Ensure that upgrading of software does not result in the need to
purchase newer hardware.

Skill transfer from provider of product to NS hosting/using product

Consultant business models can be used to ensure continuity.

23
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Utilizing user data to understand the success of a solution, and the areas for

future development.

Community of practice — peer to peer support. For example Kenya Red Cross to

provide first line support to other NS's in the region.

Ensure NS co-develop the product where possible. e.g. Kenya Red Cross builds
new features in the 121 platform. Pull Request is sent to the team at 510 before
the new feature is accepted in the product. These new features are deployed to

all other users.
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ANNEX 1

Workshop Designs and Interview Questions

. Does your NS develop home-grown digital solutions, such as for Volunteer

Management and Community Engagement?

. Has your NS developed such (home-grown) digital solutions for use by other
NS?

. Do you believe we (IFRC, NS, ICRC) should develop digital solutions that are
scalable with the IFRC network?

. Do you believe we should organize “centralized” (“Shared”) Support
“entities/hubs” for such scaled digital solutions, to service NS that adopted

these solutions?

. Would your NS be ready to work through such “centralized” (“Shared”) Support
“entities/hub™?

«  Would your NS in principle be ready to pay for using such “centralized”
(“Shared”) Support “entities/hub”?

26
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ANNEX 2

Participants

The following individuals and/or organizations were engaged in this activity. Note we
did not track participant names for the workshops at the IFRC Global Innovation
Summit and/or Connect Conference. We encourage people to add their names if they
elect to be cited.

Connect Conference, about 40 people in total from IFRC and 20 National Societies.
Scaling for Impact Session (80 expressed interest), about 30 participated in person.
Failing to Scale Session (113 expressed interest), about 40 participated online and in

person.

INTERNATIONAL FEDERATION OF RED CROSS AND RED CRESCENT SOCIETIES
Digital Transformation Department
Juriaan Lahr
Tamas Foldesi
Zulykha Zainal
Solferino Academy
Heather Leson
Ruby Haji Naif
Global Disaster Preparedness Center (GDPC)
Global First Aid Reference Center (GFARC)

NATIONAL SOCIETIES
American Red Cross
Australian Red Cross
Cameroon Red Cross
Canadian Red Cross
Emmanuelle Menard-Marchand
Danish Red Cross
Bj@rn Borup
Emil Risum Br@gger
Karen Kisakeni S@rensen
French Red Cross
Italian Red Cross
German Red Cross
Kenya Red Cross
Netherlands Red Cross
Richard Lines
Republic of Korea National Red Cross / Asia Pacific Disaster Resilience Center (APDRC)
Swiss Red Cross
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