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INTRODUCTION 

The am of the USAID funded project between MotherCare and the Indonesian 
Midwives Association, Ikatan Bidan Indonesia (IBI), %as to reduce matemal and 
pennatal mortality and to improve the reproductive health shlls of midwves 
Working w t h  IBI, acuvitles were undertaken so that it could play a substantive role in 
both strengthemng midmfery as a profess~on and mproving matemal child health 
services provided through midwves IBI was also supported to complement efforts 
undertaken by the Government of Indonesia (GOI) in its Safe Motherhood imtiative 
The ambitious goal of the government in this imtiative was to reduce the matemal 
mortality ratio from 420 per 100 000 Iive births In 1992 to 225 per 100,000 live blrths 
in the year 2000 

In the development phase of this project representatives from MotherCare and the 
Amencan College of Nurse Midwves (ACNM) travelled to Indonesia to assess how 
this project could be developed and the scope of interventions to be undertahen 
MotherCare and ACNM conducted an assessment of the needs for assistance It was 
agreed that Mothercare-assisted interventions would include expanding the IBI 
cont~nuing education program for midwves (whlch had previouslv focused on famllv 
planrung) into the area of maternal health and strengthening the institut~onal capaclty 
of IBI at the national level to pro\ ide greater support to its midwife members 

The Mothercare-assisted intenentions aimed at strengthening the institutional 
capaclty of IBI at the national level are outlined in this report These interventions 
bere in tmo broad areas of development and were designed to support IBI bv 
strengthening the infrastructure of the association and by deleloplng and 
implementing comprehensive national office management systems These 
Organizational Development (OD) activities undertaken by the MotherCare project 
~s l th  IBI were conducted under subcontract No 5024-59 between John Snow Inc and 
IBI from late 1995 until September 1998 

This report lncludes a section of recornmendatlons about the future susta~nabllit~ of 
institutional changes developed and ~mplemented by IBl Man\ of the actibitles 
discussed In thls report are at Lery formative stages of growh development and 
implementation Future fundlng for IBI IS imperatne to ensure that organizational 
de~elopment changes are consolidated and bu~lt upon to strengthen the suppon for 
midw~ves so that they can continue to suppon reproductive health lnitiatlves In 
Indonesia 

BACKGROUND 

IBI was established In 1951 The association began s i t h  a comm~tred group of 
mldwives meeting to support one another and to develop the image and the profess~on 
of miduives In Indonesia This philanthropic group of women has continued oher the 
years to operate on a voluntary basis In suppon of thls major goal IBI belleves that 
jorning the Intematlonal Confederation of M d n  I L  es (ICM) In 1956 was a squficant 
step in their professional growth and In wldening the horizons of the assoclatron This 
ICIM forum has prov~ded IBI uith the opportunity to dlscuss common Issues seek 
support and establish links iiith slster assoclatlons ~ncludlng ACNM 



In 1994, ACNM collaborated w t h  IBI and tested a teachng model for a ~n-servlce 
midwfery training program in Life Sawngs Skllls Discussions d u n g  this time 
highlighted IBI s concerns about the rapld growth of the association and its capacity 
to support thls growth and serve the membership In 1990 IBI had 13,441 members 
However, m I991 the government introduced a fast track education program to vain 
54,000 mldwves over a five-year penod as a strategy to support ~ t s  Safe Motherhood 
initiative All midwves automatically become members of IBI when the! graduate, as 
a result, by 1995 IBI's membership had effectnely quadrupled 

Dunng th~s penod IBI also faced an increased demand from donor agencies to help 
Implement and manage components of thelr Safe Motherhood projects These 
projects were part of an international donor effort to support the Indonesian 
Government's Safe Motherhood program and des~gned to address the h g h  maternal 
and pennatal mortality rates m &IS country As IBI expanded its activities both to its 
members and in reproductive health programs, the organization encountered 
management constrants USAID recognized the growing problem at IBI and 
included funding for orgamzational development support to IBI In the maternal health 
project, MotherCare, whch started in September1 994 

In late 1994, an ACNM Management Consultant Lon Kurtz was contracted bv 
MotherCare to conduct a Management Needs Assessment to help determine the 
association strengthening requirements of IBI T h ~ s  assessment included a field trip to 
South Kalimantan to ascertain the needs at procincial and chapter lecels 
Recommendations fiom this assessment included the development of organizational 
strengthening activities to be conducted at the natlonal level, devising strategies for 
compensating anv deficiencies in evisting continuing education programs and 
developing strategies for IBI to deal with the assoc~at~on's rapldh lncreaslng 
membership However, the findings of the assessment also included a 
recommendation that this assessment be repeated before the ~mplernentat~on of a 
future project, as it had not aluavs been possible to meet wlth he\ personnel and 
therefore the availabilitv of information was at times lim~ted 

Thls Management Needs Assessment and IBI s request for suppon In organlzat~onal 
development and continuing education programs formed the bass for d~scuss~on at an 
IBI Planning Worhshop held in July 1995 MotherCare ACNM and hlarg~e Ahnan 
(an Indonesian consultant) who had \\orbed evtensivelv w ~ t h  IBI under other VSAID- 
funded projects facilitated the \iorbshop Partic~pants included IBI representative5 
from both the National Board of Directors (BOD) the provincial BOD (~ncludmg 
South Kalimantan which had been selected as the area of focus of the MotherCare 
project) Other participants uere Margaret Marshall and Sand\ Buffingfton from 
ACNM and Diana Beck Dr Zahid Huque Dr Endang Achadi and Surehha Cohen 
from MotherCare A representame from USAID and the Ministr) of Health s Famd\ 
Health Director also attended 

Based on this norkshop MotherCare and ACNM agreed to suppon IBI b~ 
undertaking (1) orgumation development actlvlties at the national l e ~ e l  and (2) 
evpanding the IBI contlnung education program for midwies whlch had prex ioush 
focused on famil) planning into the area of maternal health The proposal submitted 
to MotherCare Indonesia \\as refined nith the assistance of ACNM and Dlana Bech 
Mothercarel ACNM Long Term Ad\ isor and \\as submitted to USAID for approbal 
in late 1995 



OBJECTIVES FOR THE IBI - MOTHERCARE PROJECT 

In developing the objec~ves for h s  project MotherCare and ACNM reflected on the 
need to enhance the growth of a strong professional rnidwfery association in 
Indonesia able to support the government's Safe Motherhood mtiative It was 
envisaged that in supporting IBI's professional growh ~t nould be better placed to 
advocate on behalf of the profess~on, to support members in upgrading the~r  
professional and t echca l  sIul1s and through t h ~ s  ensure an improved quality of life 
for the women of Indonesia and their families 

The IBIhIotherCare subcontract objectlves nere broader than those that relate to the 
orgmzation development (OD) activlties and are therefore not covered in thrs report 
The objectlves aimed at strengthemg IBI's instltutional capaclty and improving the 
profession of midwlves in Indonesia were to 

I )  Strengthen the Indonesian Midwnes Association (IBI) organizational structure 
and management capability, partrcularly at the national level so it can better serve 
its members 

2) Strengthen the role of IBI to work with the government institutions to influence 
policies, wh~ch enhance the roles and professional development of midw~ves 

ORGANIZATION DEVELOPMEhT ACTIVITIES 

The objectives of the project, detailed above, of supportmg organizational 
development activltles wlth IBI are interrelated and have therefore been presented 
together in this report 

The two broad areas of work agreed were to support the BOD to strengthen the 
mfrastructure of the association and to develop and implement comprehensne 
management systems for the IBI national headquarters A third area of focus 
provincial level organizational support in South Kalimantan was not part of the 
orig~nal subcontract but uas  recognised durmg the three years of \torh~ng w~th  IBI in 
South Kal~mantan, as a requirement Strengthening IBI s instltutional capacltv in this 
province became fundamental to ensurlng IBI s abtlit\ to prov~de long-term 
supervlsron and continuing educat~on support for a MOH-Mothercare ~n-service 

m~dwlfe training program In L~fe  Saving Shills 

I BOD INFRASTRUCTURE STRENGTHENIhG ACTIVITIES 

IBI IS a rapidly growmg organization assuming a greater role in policv making and the 
implementation of public health mtenentions Given these changes the structure 
constltutlon and management within the organization required updating to suppon 
membership needs and the range of activities which IBI was undertaking The 
activlties that MotherCare supported In this project were des~gned to guide IBI s 
organizat~onal growth and development IBI directed and managed these activities 

thus ensuring thls g r o ~ t h  \\as sustained and institutionalized This profess~onal 



institutional growth was supported by work wtth the membersh~p through a senes of 
uorkshops w t h  the national BOD and provinc~al leaders The outcome was that the 
BOD developed additional management shlls thus enabling them to become a 
stronger govemng board responsible for planning and pol~cv rnakmg, while leavlng 
the dav-to-day management and implementation of actlvltles to p a ~ d  professlond 
employees of IBI 

(a) Needs Assessment for Organvlatlon Development Actn ities 

The first pnonty in the IBIfi1otherCare project was to conduct a Needs Assessment 
that reveiwed IBI's orgmzational structure, the role of the BOD, and IBI's 
constitution TEus assessment was postponed until July 1996 to allow a11 BOD 
members time to discuss and understand the ~mplications the subcontract between IBI 
and MotherCare Members of the assessment team Included Pak Kastonus Sinaga, a 
soc~ologist and orgmzational expert, Pak Gustaaf Lem~u, an orgamzation 
development consultant from Pact, Hans Manembu, an OD consultant from Pact, 
Nurul Fame, recently hired executive director of IBI, Janne Annas, deputy 
chairperson of IBI and IBI-Mothercare Project Coordinator The team was headed by 
Cynth~a Myers an OD consultant for ACNM Diana Beck also plaved an important 
role m designing the assessment and guiding the team through t h ~  process The 
assessment w s  conducted at IBI nat~onal headquarters and in East Java over a 2-week 
period USAID and other donors were consulted 

The main issues identified as constraints during the assessment were the limited 
capacity of the association to meet the demands of a rapldly Increasing membership 
scattered across approwmatelv 17,000 islands The mlssion statement needed 
supporting goals and objectives The organizational structure had overlapping roles 
between staff and the BOD and the leadership had a top down management approach 
Communication with the membership was not a l w a ~ s  clear and consistent and some 
members felt the national BODS did not aluays recognize the~r  needs Other issues 
~dent~fied included the need to revise the constitution and concerns about the long- 
term sustainabiI~ty of IBI 

(b) Organlzatlon Development Workshops 

The findings and recommendat~ons from the Needs Assessment were tahen to the first 
of four MotherCare sponsored Orpnlzat~on Development (OD) uorhshops w ~ t h  the 
IBI BOD The first of these uorhshops w s  held in July I996 in the Puncah (West 
Jma) and uas  supported and facllltated bx the needs assessment team and Diana 
Beck MotherCare s Lone Term Advisor The national BOD and reg~onal 
representatives from 6 proLlnces attended The1 reviebed the results of the 
assessment and identified the ~mmedlate acn\1tles that IBI needed to address These 
uere the de\elopment and upgradmg of the national office and implementation of 
sxstems for office procedures, personnel and financial svstems and a membership 
directon 



To strengthen the organlzatlon, ~t was agreed that IBI would review its constitution 
and orgmzat~onal structure w t h  particular emphasls on new selection cntena for the 
BOD members as well as clearer defin~t~on of theu roles and responsib~lities The 
position and the Scope of Work (SOW) for the ne\\ly appointed Executive Director 
were aIso d~scussed (see section on staff pos~tions) 

On 31'' July 1996, IBI and MotherCare held a meeting wlth USAID and other 
Contractmg Agencies (CAs) %here the assessment team presented the findmgs of the 
assessment and the results of OD uorkshop 1 The findlngs and recornmendatlons 
were important as they had an impact on IBI s overall operations and therefore had an 
effect on the other CAs working m~th  IBI Discuss~ons focused on IBI's financ~al 
management, creation of an overhead rate for IBI, new professional staffing at the 
national headquarters and the financial sustamabihtv of these changes 

Followng OD Workshop 1, MotherCare and IBI uorked closely enabling them to 
present the results of that ~o rkshop  and ~ntroduce the new Execut~ve Drector and 
SOW for hls position to IBI's National Assembly held m JogvaLatarta (Central Ja\a) 
in September 1996 A Nat~onal Assemblv is held m ~ d  way between IBI's 5 yearly 
Nat~onal Congress MotherCare requested the assistance of a consultant, Stefan 
Pakulski, who had previousl~ uorked w ~ t h  IBI on OD activities to support the 
activities being undertaken at this tlme The National Assembly approved all 
recommendatrons developed at OD Workshop 1 

Follow~ng discussions between Unrcef IBI and MotherCare it was agreed that Unicef 
would assist in MotherCare s objectnes of strengthenmg the mfrastructure of IBI bv 
introducing the concept of Strategrc Planning at the National Assembly The Unicef 
team composed Dr Syarnhari Baswedan and Steke Aswn Using this strategic 
planning concept the first draft of IBI s vrsion and mission statement was formulated 
at the Natlonal Assemblv Unicef also agreed to pro\ ide financial support for the next 
2 OD worAshops and prov~de facilitators to further develop strateglc plamrng at OD 
workshop 2 

OD Workshop 2 \\as held rn Ma\ 1997 in Ciawr, Bogor (Central J a a )  The planning 
and facilitation team consrsted of Nurul Fazrie Euecutlke Drrector IBI, Stefan 
Palkulsb~, MotherCare OD Consultant, Frank Page Worhshop Consultant and OD 
expert, Diana Beck MotherCare Long Term Advisor and Dr Syarnhari Baswedan 
Unicef and spec~alist in Organlzatlon Development Fortv members participated 
consisting of the nat~onal BODS and representatives from all 27 provinces The first 
drafi of IBI s 5 bear Strateg~c PIan I998 to 2003 was formulated During the 
workshop much of the debate and discussion focused on how IBI members could 
become self-sufficient and compete on a professional level tilth m~dislves from other 
countrres There bas panlcular concern that ~mplementat~on of the ASEAN Free 
Trade Agreement in 2003 ~ o u l d  brmg competitron from midnnes from other 
countries able to practice In Indonesia 

At OD Worhshop 2 pro\incial h e 1  particrpants nere also requested to develop 
provinc~al lelel strateglc plans using the model of the nat~onal strategic plan It was 
anticipated that probincia1 lekel plans would be re\ iev,ed at subsequent uorbshops 
However, most prot rnces [dentlfied the need for further support to develop provincial 
strategic plans To support this dr~elopment tlme \\as allocated durrng OD Workshop 



4 to conslder South Kalimantan's strategic plan This mformation was to be used to 
support the development of province strategic plans However, limited tlme and lack 
of avadability of province leaders from South Kalimantan prevented this from 
occurnng at OD Workshop 4 The strategic plan for the provlnce of South Kalimantan 
was developed at a separate prov~ncial-level workshop (see sectlon on OD 
Development at Province level) 

In November 1997, the thlrd OD workshop was held at Claw (West Java) The 
facilitation team for that workshop consisted of Nurul Fame, Executive Director IBI, 
and Janne Annas, Deputv Chairperson IBI and Mothercare's Project Coordmator 
Introduced at h s  workshop was Heather Bull MotherCare s OD consultant, 
contracted since 15" November 1998 The same group of participants attended from 
the national BOD and all 27 provinces to ensure that there was continuitx in p l m n g  
and decis~on m&ng Umcef and MotherCare again jointly funded that uorkshop 
where IBI drafted a comprehensive Natlonal Strategic Plan However, some workshop 
participants and BODS recognized that in their enthusiasm to develop this plan, the 
breadth of actlvlties had become unmanageable Other areas of dlscussion lncluded 
the selection cntena and mdlcators for electlon of the BOD, procedures for the 
election, and a strategy for selecting and supporting the development of future leaders 
wthin IBI IBI also drafted a plan for continumg education activltles that could be 
implemented throughout Indonesia This plan was based on evisting provlnce-lelel 
activities in South Kallmantan A media strategv for IBI was also discussed and 
developed 

The last of the 4 OD Workshops was held in the Puncah (West J a ~ a )  in August 1998 
hosted and funded by Unicef and MotherCare For the second tune the facilitation 
team consisted of Nurul Fame, Independent Consultant for IBI, Janne Annas, Deputy 
Chairperson IBI and Mothercare's Project Coordinator, and Heather Bull 
MotherCare s OD consultant The benefits and Insights developed, bv this team 
cons~stently norking together, allowed for a better understanding of the approach that 
best suited the needs of the participants At that uorhshop man\ of the OD 
strengthening activities undertaken by IBI were finalized These actlvitles are 
drscussed below In this report under the sectlons on the Constitution and bv-lais 
Organlmtional Structure and the IBI s Strategic Plan 1998 to 2003 The outcome of 
the worAshops, strengthening and evpanslon of IBI durmg the MotherCare-funded OD 
project were presented to IBI's twelfth Nat~onal Congress held In September 1998 

(c) Constitut~on and bq-laws 

IBI s constitution and bx-laws were discussed at OD b orLshop 1 and an ad hoc 
committee was established to revlew t h ~ s  document s conslstencb uith IBI s current 
structure and needs Ho~bever, it was not unt~l I998 wlth support form MotherCare 
funds that IBI sought adv~ce from a laxi\.ter specialismg in and famlllar s l rh 
constltutlonal matters Durmg the fourth ~\orhshop IBI members w~th  support from 
the lawyer, relie~ied the constitution and bb-laws document to ensure consistency and 
that it reflected I01 s future requirements Dur~nz dlscussion at that norhshop IBI 
recognized that many of its documents Mere inconsistent and members were not 
familiar with the content of all IBI s documents The re\rei% process therefore tooh 
considerablv longer than uas first anticipated 



Subsequently, the lawyer was able to compile IBI's needs into a revised constitution 
and by-laws document Srgmficant issues requinng his further consideration included 
the legal status of IBI, ensunng decisions made about changes in the organizational 
structure were reflected in the document, consutency in each of the association s four 
levels in relation to authority, accountab~lity and autonomy, and rndividual board 
members' roles and responsibilit~es It was anticipated these changes In the revlsed 
document would be available 2 months foIlowng the National Congress 

1BI's legal status as an organization was also confirmed wth the lawyer Records 
showed IBI was registered as a professional health association at the Department of 
Justice of the Repubhc of Indonesla on the 15' October I954 as stipulated in the 
State Gazette No J A 5927 IBI joined the Indonesian Women s Congress (Kowaru) 
in 1958 IBI was also registered as a social orgmzation at the Department of Home 
Affairs of the Republic of Indonesla, as specified in Law No 8 of 1985 

(d) Organizational Structure 

IBI's organ~zational structure was Identified as need~ng review and revision from the 
beginning of this project and has been subject to considerable discussion over the past 
3 years Changes were vigorously debated at every OD workshop However it was 
clear that thls was one area rn mhlch indrvidual members of the BOD could not 
always agree and provldes clear evidence of the BOD'S different stages of growh 
development and understanding The new organizational structure adopted by IBI at 
the twelfth National Congress ~ncluded changes to the number of board members at 
each of the four levels of the association, changes to the role of adt~sors and 
separating the stafing and board structures 

The four levels of the association (see attached Organogram) are the nat~onal 
prov~nc~al, chapter and sub-chapter boards (Pengurus Pusat Pengurus Daerah 
Pengurus Cabang and Pengurus Rant~ng) At the nat~onal level the board (Pengurus 
Pusat), of 25 members, has been strearnlmed to I5 members F I L ~  of these members 
male up the Executive Committee (Pengurus Inti) Prevlousl\ there had been 6 
members in this committee, wh~ch created potential concerns in relat~on to botlng 
mechanisms The committee consists of the President Chairperson 1 Chairperson 2 
Secretary General and Treasurer 

An adv~sorv board (Dewan Penasehat) conslstlng of pre\ ious pres~dtnts and \ aluable 
community leaders supports t h ~ s  formal structure In the past t h ~ s  group bas 
recognized as holding more power than the IBI president or the sen rng members of 
the Evecutwe Cornm~ttee The changed structure recognizes the a d ~ i s o n  role t h ~ s  
eroup plavs and posmons it o f f h e  in an adx~sorq and supponrng role to the u 

Executive Committee 

At the provlnclal IeveI, the provlnclal board (Pengurus Daerah) consists of 15 persons 
and 1s supported bj  the provincial evecutive committee (Pengurus Intl (Daerah)) of 5 
persons IBI members tooh a deliberate decls~on to recreate a s~mllar structure at each 
letel of the association The district l e ~ e l  board (Pencpus Cabang) therefore has the 
same structure as the provincial le\eI The sub-district le\eI board (Pengurus Ranting) 
uas not In a posltlon to support that structure and nas  simplified 



Until MotherCare funded the emplovment of the Executwe Dlrector and the 
Accountant, IBI BODs undertook man\ of the day-to-day administrative functions 
The BOD staffed all Project Co-ordinator posltions This conflict of interest created 
by board members holding staff positions has resulted in a complicated structure 
~ h i c h  did not always function effectively (see section on Staff Positions) 

In the new organrzational structure Project Coordrnators report to the Executive 
Director who is respons~ble to the Executive Cornminee This ensures that the day-to- 
day management of the organmtion is the responsib~l~ty of the Executive Director 
and the p a ~ d  staff members Whilst planning and debelopment of polrcy remains the 
obligation of the BODs The attached organograrn also identifies positions for 
managers whom report to the Execut~ve Director These posltions do not currently 
exist, however IBI believes that these positions should be created and filled In the 
longer term 

( e )  IBI's Strategic PIan 1998 to 2003 

The IBI h e a r  strategic plan uas ratified at the twelfth National Congess and ~ 1 1 1  
provide the foundation for IBI's future development oxer the next five years Despite 
continued revlews aimed at creating a user-fnendly product, that document is lengthv 
and complex In order to make the next 12-months work plan manageable, 
responsibil~ty for ensurmg implementation of specific parts of the work plan was 
delegated to indiv~dual members of the Executive Cornrnmee Unicef has agreed to 
fund 3 future OD workshops on the basis that IBI reviews progress and develops 
further work plans for 6-monthly penods up to December 1999 The strategic plan 
w~l l  asslst IBI In being selective In considering anv future requests to become 
Involved w~th  outside organizations and fundmg bodies In the past IBI has trled to 
respond to all requests ltlthout full consideration of the assoc~atlon's capaclty and 
~thether these were consistent with IBI's own mandate 

(0 IBI's Profess~onal Role 

The expansion of IBI's professional role was hrther encouraged by collaborat~on u ~ t h  
government bodies These included the Minlstry of Health with the aim of upgrad~ng 
the education of midwiles through improvement of basic education programs and 
continuing education svstems IBI has also been inLolved in the delelopment of 
protocols and a body of houledge for m~dwives as ~ c l l  as a peer rehlew-continuing 
education s% stem 

In August 1998, IBI held a Midwifery Education Semlnar for ~ t s  members and 
representati\ es of relevant go\ emment ministries MotherCare funded the attendance 
of consultant Lily Hsia Associate Professor and Chairperson of Miduifery Education 
Program from the State University of New York, Health Science Center at Broohlyn 
At this eLent differences betbeen education and practlce of rnldw~ves and matemitv 
nurses nere discussed IBI has used the semlnar outcomes to ensure that the 
Importance of midwves sbills and knonledge contlnucs to be recognized by the GO1 



and others in Indonesia Continuing education programs for all its members but 
particularly those in the villages has continued to be a pnonty for IBI 

IBI has also made an effort to partlapate in mternational dialogue on midwfery On 
three occasions over the past three )ears, MotherCare has fimded the travel of IBI 
representatihes to the InternationaI Confederation of Midwves to participate and 
present papers This gave members the opportunity meet and share evpenences w t h  
midwves from other countries and to present the Indonesian perspective of 
reproductive health services to thls global forum 

I1 IBI's NATIONAL OFFICE AND MANAGEMEKT SYSTEMS 

Imtial discussions w t h  IBI indicated that any organxzation development support 
would need to Include (1) hinng professional personnel to plan and manage IBI's 
daily operations and (2) developing and implementing seheral office management 
systems Pnor to the MotherCare project, BODs undertook many of the administrative 
tasks at IBI s national office staff and all project staff were members of the Board 
IBI recognized that profess~onal staff positions were fundamental to the growth of the 
assoclation, as IBI entered the next stage of its development Expectations and 
demands from donor agencies, golernmenr bodies, other organizations and the 
membership meant that board members needed to concentrate on policv making and 
planning and leave the implementation and d a  -to-day management of the association 

to paid staff members 

(a) Staff Pos~tions 

IBI and MotherCare jolntlj identified the staff positions requiring hnding Position 
descriptions nere developed and agreement uas  reached on the process for employing 
an Euecutne D~rector Project Coordinator and an Accountant The Project 
Coordmator Ibu Jame Annas was the first person to be emploved on the 1'' April 
1996 Ibu Jame uas  ell l a o w  to MotherCare and ACNM She had attended 
meetings to discuss this project and had contnbuted at ICM forums Her professlonal 
commitment \%as In the area of miduiferv educat~on and as a past mldnifer) teacher 
she understood man\ of the issues that MotherCare would face over the life of ~ t s  
subcontract N ith IBI 

The contro~ers~al posltlon uas that of Evxutive Director Length\ dlscuss~ons 
occurred as IBI s Euecutne Committee and the uider BODs considered issues 
relatlng to rehnqulshing da~-to-da\ manasement of the assoclation and the 
differences and similarities that existed between an Executne Director posltlon and 
the BODS Secretan, General position The decision to appomt an Evecutwe Dlrector 
and not an E\ecutive Secretan who would assist the BODs Secretarv General was not 
an easv one for the BOD 

The Euecutix e Dlrector Numl Fazrie uas  appo~nted on 1'' JuIv I996 Initialh he was 
kept busy bx the up comlng Needs Assessment, the National Assembly and OD 
Workshop 2 Ho\he~er it soon became evident that it was necessan to retislt the 
position descriptions and redefine that role Although the BOD actiielv supported 



components of t h ~ s  position and recognized the incumbent s knowledge and skdl as a 
busmess manager, the change brought about by thls position created a verv different 
work environment As a result, the Euecutne Director s position description changed 
to reflect the needs ~dentified by IBI 

Mr Fame uorked t o ~ a r d s  and contnbuted to a number of significant achievements 
for the association His contnbution and m\olvement included the development of 
new office and admimstratlon systems m the national office, support and supervision 

of adminlstratlve staff, conducting specific traimng programs for the staff and BOD, 
and support to the BOD to develop a more professional approach m dealmgs wth 
government, donor agencies, other NGO s and the wder  community 

Board members continued to work in staff Project Coordtnator positions to support 
the organization and to supplement their incomes Most were already retlred or had 
chosen to retire to take on BOD dutles However, thls created a situation where 
reporting mechmsms were unclear This was firrther complicated because the 
Evecutive Dlrector was not a midwife (or mdeed a uoman) and thls \\as considered 
by some to be an essential part of any selection cntena despite earlier consensus to 
hire Mr Fame Nurul Fame resigned In May 1998 With only a short perlod 
remaining (June-September) In the Mothercare subcontract, ~t was declded to seek the 
servlces of an Evecutwe Secretary wlth speclfic duties to be carried out over the final 
penod of the subcontract The emplobment of the accountant will be discussed in the 
sectlon on Financial and Accounting System 

The final appointment was for the positlon of an accountant As part of the process to 
develop a new financial svstem an accountant position was developed ulth a scope of 
work and hiring cntena After a thorough recruitment and Interviewing process A m  
Harnanto was appointed on 1'' August 1996 

(b) Office S, stems 

The strengthening of IBI s office sistems required considerable support and 
determinat~on on the part of ail those involied As with the development of anv 
system there Liere a number of obstacles that needed to be obercome Houever, IBI 
was able to develop office management systems and manuals so that N hen these were 
fully implemented thev nould support IBI s future growth over a number of vears 
Those debeloped uere financ~al personnel office and procurement procedures and a 
program management svstrm The first step in implementing nen office slstems was 
to purchase office equipment for the national office Using evpen consultants to 
develop these ss tems 1 computer 1 prlnter 1 notebooh and office furniture uere 
purchased in 1997 to support the nei\ staff posltlons and nen management at the 
national office 

1) Financial and Accounting System 

The management of finances and accounting procedures tbithln IBI had been the 
responsibllit~ of individual project coordinators and IBI s treasurer The sistem of 
accounting for project funds depended on the lebel of financial knouledge of the 
responsible project coordinator and the reponing mechanisms required bb the donor 



agency These accounts were not Integrated wth the overall IBI financlal report IBI 
recogmzed a new system should be developed whlch standardized and consolidated 
accounting and financial reporting svstems 

A USAID approved accounting firm, Johann Molanda, bas contracted to reflect IBI s 
des~re to Increase transparencj m its accounting and financlal procedures In 
September 1996, Johann Molanda conducted a complete assessment of IBI's financial 
and accounting systems at the national level Based on h s  assessment they made very 
specific recommendations to Improve IBI's financial and accounting svstems 
mcluding an orgmzational structure for managing funds, invoicing, receiving 
payments, procunng and pa\ mg suppliers receiving membership dues, replenishing 
and managlng petty cash, and paving salanes These recommendations were discussed 
w t h  IBI and revised to ensure the systems proposed were well suited for IBI 
structurally and programmatically 

Recomrnendatlons from t h s  report also included the development of a computenzed 
financial management system Thls was developed and installed in August 1997 IBI's 
accountant received traimng m the implementation of this system, however ~t has not 
yet been fully implemented This was In part due to the Executive Director havrng no 
supervisron role in thls area and the accountant requinng additional support to 
implement the system The final step in this process was the development, testing and 
implementatlon of a procedure manual In August 1997 the implementatlon of the 
financial system for IBI was complete, but its computenzation has vet to be fully 
Implemented 

MotherCare planned to conduct an organizational audit that would assess the 
suitability and stage of implementation and quality of IBI s consolidated financial and 
accounting system An mdependent accountant was hired to assist IBI s accountant to 
produce a consolidated report of IBI s 1997 financial records prior to the audtt The 
USAID approved auditors S~ddharta, S~ddharta and Harsono commenced uork In 
August 1998 The MotherCare project finished in September 1998, whlch only 
allowed enough time to complete a one->ear audlt of the financial records from 
January to December 1997 and provide IBI ~ b ~ t h  a suggested o~erhead rate This rate 
was established so that IBI could include o~erheads In future project proposals and 
use these funds for institutional o~erhead costs The audlt did not lnclude a re\ie\b of 
the suitabil~ty and stage of implementation of the new financlal system due to the 
restricted timeframe of the MotherCare project Honever the auditors were able to 
provide a management letter that clearlL outlined the areas in ~ h l c h  IBI needed to 
focus its attention In implementing good financial practice procedures 

2) Human Resource Management S\ stem 

In 1996, Pact was hired by MotherCare to uorL ~ t i t h  IBI on the de~elopment of a 
human resources management shstem In~tlal assessments were undenahen In 
coordlnatlon with Johann Molanda as the\ uorhed on the IBI s financial svstem 
Recomrnendatlons ~ncluded clarith of lines of supenision and authority consistent 
with the appointment of the E\ecuti\e Dlrector A Personnel Manual was deleloped 
that sought to provide staff uith an en\ronment In t~hlch their rights and 
responsibilities were outlined and gave IBI the support it needed to manage staff i\ell 
After this manual was traded IBI felt there hers some items that needed further 



consideration, ~ncludmg payment of overtime and staff allownces as IBI was 
concerned about its limited financial resources To ensure comprehens~ve 
understanding existed in all sections of thls human resource management svstem it 
%as revis~ted in May of 1998 At this meeting, and followng clanficatlon and 
amendments to the manual, a decis~on was made to Implement thls system as 
documented in the Personnel Manual 

3) Office Procedures and Procurement System 

Pact, as part of the mtegrated package of office system de~elopment, was also 
contracted to develop an office procedures and procurement sq stem and document t h ~ s  
in a manual for IBI The assessment of IBI's requirements occurred at the same time 
as the human resource system was developed In June 1997, Pact made 
recommendations and developed a system that IBI found too complicated As a result 
of IBI's difficulty m understand~ng the system they did not implement it 

T h s  manual was rev~ewed In early 1998 and foIlowmg discussions w ~ t h  the Pact's 
new Country Representative Debra Huls, Pact agreed to revlse this document and 
uork w t h  IBI to develop a system that reflected IBI s future needs, which happened 
in Mav and August 1998 IBI nos  has a procurement system represented In the IBI 
Procurement Manual that has been agreed to and implemented The office procedures 
and filing system as represented In IBI s Office Procedures Manual has also been 
accepted However, due to tlme needed to finalize t h ~ s  system and the necessary 
support to Introduce these procedures, thls has not been full\ Implemented 

4) Program Management System 

At the tlme of renegotiating the worb undertaken bv Pact in March 1998 ~t uas  
decided that the office systems d e ~  eloprnent requ~red a more comprehensne program 
management package Although this was not part of the original contract ~t shou,ed an 
acknowledgement withln IBI that they needed a tool to help with the dc~elopment and 
management of projects As a result t h ~ s  program management skstem and manuaI 
provide project staff with the guidance and standards needed to design dweiop 
implement, monltor evaluate and document all future projects Pact conducted 
sesslons over 2 davs and Introduced these procedures to ensure the ~mplementat~on of 
the package 

A membership directorv uas seen as an important part of IBI s effons to e\pand its 
services to its members and for IBI to have more complete intormarion about its 
membersh~p Smce the membership of IBI 1s so large directories for tuo areas 
(Jaharta and South Kal~mantan) )\ere developed as a first step 1~1th assistance from 
hiothercare The development of these directories commenced In Januan 1998 )\hen 
a SOW Mas developed to oversee the project design and manaze the process 

However ~t was not unt~l June 1998 that a consultant mas ~dent~fied to suppon the IBI 
membersh~p commmee responslbie for producmg the directon The informat~on for 
collection from members mas decided following a reLlew of releL ant informat~on and 



the Profile of Midwves database collected by the Service Delivery Expansion 
Support (SDES) project worhng w t h  IBI in I I provinces A data coIIection form was 
designed, pre-tested and revised IBI organized the distribution and collectron of these 
data collection forms via provincial leaders This ven personal approach ensured a 
significant return, hosever the membershlp unfortunatelv d ~ d  not alwaj s complete all 
sections of the data collection forms 

Concurrently, the membershp committee contracted Pact to develop a membership 
database designed to support IBI s extensive and grouing membership IBi's future 
planning needs were also considered and the design of the database ensured that 
information mould be retnevable in a vanetv of wa\s At t h ~ s  stage an external 
consultant was contracted and oversaw the completron of the project and pubhshing 
of the directones Worlung w t h  the consultant, IBI completed the data entry and 
retneval of member s information and decrded on the most cntical information to be 
included in the directory n s  took into account the limited data provided bv 
members Additional informatron such as the constitution and by-laws, code of ethics 
and other membershp information uere lncluded The directory produced In 
Indonesian was translated into Englrsh and pnnted in both languages for use by IBI 
and other orgaruzations includrng donor agencies 

To support the future development of a national directory and the availabihty of 
information about all IBI members, a production manual was developed This will 
support IBI in ~ t s  endeavor to have a computenzed information system and publ~shed 
directory of its hI1 membership 

(d) Llbrary and Lending System 

The establishment of a hbrary at both the nat~onal office and in the proclnce of South 
Kal~mantan was recopzed bv IBI as an important tool to serve the membershrp In 
August 1997, IBI contracted Ibu Umre to develop these lrbraries ocer a 6-month 
penod Procedures were developed to support the process of borrowing retneval and 
maintenance of the l~brarv These processes were documented in a L~bran  Manual for 
the 2 l~braries Boohcases reference books and training equipment nere purchased 
u ~ t h  MotherCare funds The l~brary in Jakarta has  completed and opened for 
borrowing in August 1998 The boohs and the training equipment in the South 
Kal~mantan library have yet to be catalogued The project consultant has assured 
MotherCare that t h ~ s  work will be completed by late I998 She is also comm~tted to 
contlnulng to develop these l~brar~es for the IBI membershlp in order that the hbrarv 
hold~ngs will be updated to keep abreast of de\elopmrnts v.tthm the profession and 
v.~th the development of contlnulng education matenals 

111 ) ORGANIZATION DEVELOPMENT AT PROF INCE LEVEL 

MotherCare has worked, very closely uith IBI for the past 3 years, in the province of 
South Kahmantan to debelop a program of peer revie\\ and continuing educat~on that 
supports the MOH clrnrcal trainmg for midulves In Life Savmg Shills Identified 
earlv in the project has the need to support and strengthen the rnfrastructure of IBI at 
the provrnce level to maintam these training efforts MotherCare supported IBI to 
jointly develop the Continumg Education System wth  the MOH includmg 



establishmg province level trainers, systems, and fund-raising mechanisms In late 
1997 and 1998 a senes of meetings uere conducted where strategies were developed 
to ensure continued sustainability of the Peer Rekiew-Continuing Education system 
once the MotherCare project had finrshed 

As a culmination of three years of ongoing work with IBI in South Kalimantan, 
Mothercare also worked wth  IBI to develop a long-term pro\incial level strategic 
plan The strategic planning workshop in South Kalimantan \\as held In Apnl 1998 
with assistance fiom Nurul Fame, Heather Bull and Diana Beck At this workshop, 
provincial level participants developed a Strategic Plan for South KaIimantan 
provlnce talung into consideration the national strategic plan and uslng thls 
information to develop a provincial plan that reflected local concerns and issues It 1s 
unfortunate that due to the end of the MotherCare project t h ~ s  process could not be 
replicated In other provmces, but it is hoped that it can be done w t h  other funding 

IBI's TWELFTH NATIONAL CONGRESS 

The final activity that occurred dunng the penod of the MotherCareOBI subcontract 
\\as IBI's twelfth National Congress held in September 1998 ILXile this was not part 
of the OD activltles funded bv MotherCare, much of the work undertaken over the 
past three years wth  MotherCare support was presented to the Congress and was 
ratified or plans were made for implementat~on 

OD strengthening activities d~scussed and rat~fied were 
- Constitution and bj-laws 
- Strategic Plan I998 to 2003 
- Organ~zational Structure 
- Selection and Election Procedures for BOD 

Office St stems developed and adopted uere 
- Human Resource Management System and Personnel Manual 
- Procurement St stem and Manual 
- Office Procedure Svstem and Manual 
- Financial Svstem and Manual 
- Membership D~recton 
- Librar). System and hfanual 

The nr\\ IBI Executive Committee was elected to govern the assoclatlon for the next 
5 \ears In h e  with the election procedures the president was elected bv the 
membersh~p and the nevt 4 hishest Late rec~p~ents were elected to the Executive 
Committee The pres~dent uas then responsible for allocat~ng positions on the 
commlttee The following members are the new commlttee Ibu Jame Annas 
(pre\~ouslv Chalrperson 2 on the national BOD and Mothercare's Project 
Coordinator) althouzh elected to the ne\i Executive Committee has since resigned 

President Ibu Wast~dar 
Cha~rperson I Ibu Nur Ainy Majhrd 
Chairperson 2 Ibu Hami Kusno 
Secretar, General Ibu Mustiha Sofvan 
Treasurer Dra Roslldjah S~ahaan 



RECOMMENDATIONS AhD FUTURE SUSTAINABILITY 

MotherCare has supported IBI oler the past three years in its endeavor to undertahe 
susta~ned mst~tut~onal change both internallv and w t h  the community at large IBI s 
efforts in the area of Orgmzat~on Development have produced many posltrve and 
rewarding results Honever, as descnbed In this report there are a number of areas 
that are strll verv formative stages of their growth and development The followmg 
recornmendat~ons requlre continued support to ensure IBI s growth contmues m a 
planned and orgmzed manner 

Support to the Evecutwe Cornm~ttee 

In September 1998, the new Executive Comm~ttee was elected to guide and govern 
IBI for the next 5 years The penod of transltlon to new leadership creates a umque 
opportunity to support the introduct~on of a new open style of leadersh~p and 
management Bv working \uth the new Executive Committee to bu~ld upon 
rnst~tut~onal strengthemng actn lties undertaken wth MotherCare a strong mstitutional 
foundation can be ensured for the h e  de~elopment of IBI At this stage of IBI's 
professional growth t h ~ s  would require outs~de profess~onal suppon The particular 
areas of work that could form the basis of future support, w ~ t h  whch the Evecutwe 
Committee has indicated a w~llmgness to be mvolved and supported, are 

- Work with the cornrnlttee to ass~st them to formulate a 5-year work plan 
for their term of office T h ~ s  wrll need to be consistent ~ ~ t h  the broader 
Nat~onal Strategic Plan for IBI IBI needs to ser~ously cons~der issues of 
concern to the grassroots membersh~p and find ways to become more 
responsive ~ t s  members The inclusion of provincial leaders in the OD 
worhshops is a ierv effective method for 101 to ensure ongoing 
coordination and communication nrth the membersh~p 

- Address issues of lessons learned over the past 5 vears and during the 
tikelfth Nat~onal Congress De\elop a plan to address any Issues or 
concerns and develop positions/strategies to mahe the association stronger 
and better informed Changes to the constitution rules and regulations, and 
organizatton structure contlnue to need to be part of this process 

- Introduce a more open management approach based upon decisions 
iolloning frank and informed debate Ensure thoroughlv camassed 
dectsions are consistent ~ ~ t h  previous decisions and that an\ new 
dectsions reflect the o\eraII mission and strategic plan of the association 

These decis~ons should not be made in  sola at ion or because of a parttcular 
short-term need 

- Introduce a more formal meeting structure where decisions are 
documented and meeting procedures and rules are adhered to 



- Support the committee to establish improved comrnunicatlon, educational 
training and support for mldwves m the field IBI believes that over the 
nevt few years many blllage mldunes, presentl) employed b\ the 
government w11 not continue to receibe support and protection The 
government plans that v~llage rnidu-n es w I 1  become rndependent 
practitioners at the end of their government contract As a result, an 
increasing number of rnidwwes wll fall outside government support 
systems and future tramng opportunities Funher, there are also many 
pnvate sector midwves who are not involved in in-service education 
programs Tlus group needs strong and committed advocacy by IBI to 
ensure that they continue to pro t~de  a hgh standard of mrdwfery senice 
to thex commurutj 

- Support the comrmttee to develop and malntaln links and advocate on 
behalf of the profession wth slster organizat~ons, NGO's, govenunent 
departments and personnel, and donor agencles 

- Work wth  the committee on strategies relating to the actlve recrultlng of 
members ulllllng to take on project management tasks and leadershlp 
posrtions 

Recommendat~on 1 Support the Executne Committee of IBI to develop 
thew pollcv and plannmg role and establ~sh strong leadershlp that IS 

forward thinlung, reflectrve of the membership needs and has an open 
management approach 

Organ~zatlon Development Workshops 

The process of using a worhshop environment to support organizational strengthening 
activities for IBI has worked well and is familiar to IBI s leaders It was for thls 
reason and the need to build and strengthen implemented changes that Mothercare 
and IBI developed a hnding proposal to Unicef for a further 3 workshops over the 
nevt 15 months Un~cef has agreed to fund these morkshops The activities outlined 
belon contlnue to need support and further de~elopment uith the neu national BOD 
and provincial leaders 

- The first of the nen series of uorkshops will establish national 
implementation norh plans for the n e v  12 months Probincia1 lelei \\orb 
plans should also be de~eloped The proxmce work plans need to be ver\ 
practical in their application along the lines of those alreadv developed in 
South Kal~mantan but reflective of indi\idual proLince needs Province 
leaders mere part of the morh~ng group responsible for the detelopment the 
nat~onal Strategc Plan and thus are Len famil~ar with the process and 
content of this plan Once the 5-\ear strategic plan for each provlnce IS 

established ~ndnidual 6-month v+orh plans can be developed T h ~ s  wi l l  
ensure the new provlnc~al leaders \\ill begm their term of office uith uorh 
plans in place and wtll also protide nat~onal BODs uith an abenue to 
direct ~ t s  support to the new provincial BODs 



- Subsequent workshops WII build on each province's strategic plan b\ 
re\lewng the uork undertaken and developmg uorking plans for the 
subsequent 6 months These sessions need a \ e n  pract~cal approach and 
facilitators must ensure that all work plans are consistent w ~ t h  national 
u ork plans 

- The opportunitj evrsts at these uorkshops to develop business plans for 
national and provincial offices These business plans need to highlight how 
IBI wlI  address issues of future financial sustainability at a11 levels of the 
association Other sessions should support the implementat~on and use of 
IBI's Program Manual and how to structure and wnte reports 

Recommendation 2 Conduct an  addi t~onal  three BOD workshops n l t h  
Unlcef fundlug to support the continued organrzatlonal growth of IBI and 
the new natlonal and  pro%inc~al  level Board of D~rectors  

Staff Pos~trons 

The new organizational structure as reflected in the attached staff organogram ~ 1 1 1  
contlnue to need additional support before ~t can be ~nstitutional~zed ~ l t h l n  IBI The 
national office has, wrth the emplo\ment of an evecutlve dlrector and an accountant 
become more effic~ent and effectne In its approach Recommendations from the 
recent11 conducted Aud~t should also recelve full cons~deration and uill require the 
emplovment of the accountant to implement h l l y  IBI 1s not in a posrtron to fund 
these posltlons w~thout outside funding 

These positions are imperative if IBI IS to sustaln the inst~tutional gronth and good 
management practlce that has dexeloped during the time of the IBI/bIotherCare 
project If fundmg for these posmons is not forthcoming IBI wdl again be required to 
revert to the BODS tabmg on the da\-to-da\ adm~n~st ra t i~e  and financnl tasks at the 
nat~onal office As a result the association ~ 1 1 1  be forced to conctnwatt: its efforts 
mternally and the abllrtv of the assoclatlon to respond to and advocate on bchalt of the 
profession will be se\erel\ restricted 

Recommendation 3 Pro\ ide fundlng to support  the emplor ment of an  
evecutwe d~rec to r  to manage the dav to d a  operations of IBI and an 
accountant to manage IBI's f inanc~al  and accounting system These staff 
posltlons are  fundamental to IBI's profess~onal growth and nil1 allow IBI 
to concentrate ~ t s  efforts on planning and po l lo  formulat~on as well as to 
respond to and adhocate on behalf of the ~rofess lon 



Office Systems 

The personnel, procurement and financial systems need cont~nued support and 
professional staff to ensure their maintenance and implementation Staff being 
introduced to the new office procedures and filing systems requlre tra~ning, close 
supervision and support Implementat~on of the program management sj stem rel~es on 
the BODs being slulled and comm~tted to its operation 

One of the stated objectives of the new BODs IS to be more responswe to the needs of 
the membership The strengthemng of the provincial office management systems and 
structures, development of business plans at the national and provmce level and 
provinc~al level strategic plans w11 strengthen IBI's objective of becommg more 
professional as an association that 1s supportwe of and responsive to the membersh~p 

Recomrnendat~on 4 Implement and maintain office systems a t  IBI's 
nat~onal office and support the strengthening of office management and 
sbstems deb elopment at the pr07rlnclal l e ~  el 

National Membersh~p Directory 

A natlonal dlrectorv and a nat~onal membership database should be estabhshed A 
national directory serves as a powerful unifyrng tool and enhances communlcatlon 
between members IBI recognizes that many of ~ t s  members feel ~solated and 
disconnected from the association and the provlslon of a directory is one wav to 
reverse t h ~ s  sltuatlon Further a national dlrectoq wrll promote mdlv~dual members 
and the association in its entlrety 

Once established the informat~on contamed in a national database wlll prov~de IBI 
donor agenc~es and the GO1 w~th  a valuable planning lnformat~on about the profile of 
m~dulves In Indonesia Thls mformation currentlq mcludes the member s name work 
and home detalls, type and where uorh IS undertahen, qual~ficat~on and recent formal 
and informal educat~on Fund~ng agencles or the GO1 may also have a need to use 
IBI's data collect~on channels to collect or d~str~bute separate planning ~nformat~on 

In dekelopmg a project proposal for estabhshmg a national database and d~rectory the 
funding to conduct the project needs to be cons~dered It mav be appropriate to look at 
the establ~shment of a natlonal database and the production of a national d~recton 
separately Whllst donor ageno fundmg should be cons~dered for the nat~onal 
database the production of the natlonal directorv mav be better managed kb~th 
sponsorship fundmp This fundlng could be llnhed to other provlnclal- fundmg 
requlrements 

' Recomrnendat~on 5 Derelop a national membersh~p database for IBI 
bu~ldlng on the model establ~shed In Jaharta and South Kallmantan and 
support IBI to seek sponsorsh~p to produce a Nat~onal Membership 
Dlrectorv 
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