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Executive Summary 

Institutions are being asked to change faster than their operating systems often allow. Public 

agencies, utilities, development programs, infrastructure institutions, private enterprises, and 

technology partners face growing pressure to improve performance, modernize systems, 

strengthen accountability, adopt new tools, respond to fiscal constraint, and prepare for future 

disruption. 

This white paper is written for leaders, donors, public institutions, private enterprises, and 

technology partners who share a common implementation challenge: how to ensure that reform, 

modernization, and technical solutions produce real performance improvement inside institutions. 

Each audience may enter the problem from a different angle, but the institutional question is the 

same. What must change in the way the organization works, decides, governs, learns, and builds 

capability for the intended improvement to hold? 

Yet many reform and modernization efforts continue to struggle for a familiar reason: the institution 

is active, but the conditions that shape performance have not changed. 

Plans are approved, but workflows remain unclear. Systems are introduced, but decision rights are 

unresolved. Staff are trained, but job routines are not redesigned. Dashboards are built, but 

learning routines are weak. New tools are deployed, but adoption remains uneven. Reform activity 

increases, but institutional performance does not improve in a sustained way. 

HICD Forward addresses this gap. 

HICD Forward is a practical institutional performance method for organizations working through 

complex reform, modernization, and change. It helps leaders move from ambition to adoption by 

aligning purpose, workflow, governance, capability, evidence, and learning systems. Its value is 

not in replacing sector expertise, technical design, or policy solutions, but in helping institutions 

make change usable, trusted, governable, measurable, and sustainable in real operating 

environments. 

The method is built on a simple premise: organizations improve when the conditions that shape 

performance improve. 

Those conditions include purpose, stakeholder value, workflow, decision rights, governance, 

incentives, capability, leadership behavior, measurement, feedback, and learning routines. When 

those conditions are unclear or misaligned, even strong policies, technical solutions, digital 

systems, restructuring efforts, training programs, and modernization plans may fail to produce 

lasting value. 

HICD Forward gives leaders and practitioners a disciplined way to start with performance before 

activity. It helps institutions define the result that must improve, examine the conditions producing 

current performance, design feasible interventions, and embed learning routines that support 

adaptation over time. 

This makes HICD Forward relevant to reform, modernization, organizational change, technology 

enabled transformation, and future institutional challenges. The solution may be technical, 

financial, legal, digital, operational, or policy based, but adoption is institutional. Change only 

becomes real when it enters workflow, decision making, accountability, capability, governance, 

leadership routines, and the lived experience of the people who must use it. 
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Figure 1. HICD Forward helps move from ambition and pressure to real operating capability and measurable learning. 

How To Use This White Paper 

This white paper is designed for several audiences that enter the institutional performance 

problem from different starting points. Donors and development partners can use it to strengthen 

the link between funded activities, institutional outcomes, ownership, sustainability, and adaptive 

learning. Public sector leaders can use it to examine how reform moves from mandate, strategy, or 

policy into operating routines. Private sector leaders can use it to connect transformation, 

restructuring, and modernization efforts to capability and measurable performance. Technology, 

data, and AI partners can use it to understand the institutional layer that determines whether 

solutions are adopted, governed, trusted, and sustained. 

The paper should be read as both a positioning document and a practical method overview. It 

explains the institutional problem HICD Forward addresses, the performance logic behind the 

method, the seven pillars used to examine institutional conditions, the four movements used to 

guide application, and the ways different partners can use the approach to improve reform, 

modernization, and future change efforts. 

1. The Institutional Challenge 

Many institutions are not short on effort. They are short on performance clarity. 

Public institutions may have strategies, reform plans, modernization programs, donor activities, 

committees, training events, reporting templates, and new systems. Private enterprises may have 

transformation programs, performance targets, new platforms, restructuring efforts, leadership 

initiatives, workforce programs, and digital investments. Technical teams may have strong tools, 

analytics, automation, and AI capability. 

Yet the pattern is familiar across sectors. 
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A ministry may complete reform activities while service delivery remains slow. A utility may invest 

in systems while operational reliability remains uneven. A finance function may revise processes 

while decision making remains delayed. A company may deploy a new platform while customer 

experience stays inconsistent. A technology team may launch a useful tool while adoption remains 

weak because users do not understand where it fits, managers do not reinforce use, decision 

rights are unclear, or data does not flow through the real process. 

The problem is not always effort. Often, the problem is that effort is not connected clearly enough 

to the performance result that must improve. 

HICD Forward changes the starting point of the conversation. Instead of beginning with the 

activity, it begins with the performance gap. 

Performance Before Activity 

What is happening now? What should be happening? What evidence shows the gap? 

Who is affected by the gap? What value is at stake? What conditions are producing the 

current result? What must change for improvement to hold? 

 

A client may ask for training, a new dashboard, a revised structure, a modernization plan, a 

process redesign, a technology solution, an AI tool, a communication campaign, or a governance 

committee. HICD Forward begins by asking what performance gap that activity is expected to 

close, what conditions are producing the gap, and what must be different in the institution for the 

solution to create value. 

That shift protects reform and modernization work from confusing delivery with improvement. 

A launch is not the same as adoption. Training is not the same as capability. Reporting is not the 

same as learning. A new system is not the same as changed work. A reform plan is not the same 

as institutional performance. 

HICD Forward keeps those distinctions visible. 

2. Why This Matters Now 

Institutions are being asked to operate under rising pressure and growing uncertainty. Reform 

agendas are expanding. Modernization programs are accelerating. Public expectations are rising. 

Infrastructure demands are increasing. Fiscal pressure is tightening. Workforce expectations are 

changing. Digital systems, data requirements, automation, and AI are reshaping what institutions 

are expected to deliver and how they are expected to perform. 

Recent AI and digital adoption evidence reinforces the same institutional lesson: tools spread 

faster than institutions absorb them. McKinsey reports that 88 percent of organizations now use AI 

in at least one business function, while many organizations are still working through how to 

capture enterprise level value from that use. McKinsey also points to workflow redesign, 

leadership ownership, operating model, talent, data, and adoption practices as important 

differentiators for value. Deloitte highlights a related governance gap, noting that only about one in 

five companies reports a mature governance model for autonomous AI agents. Stanford HAI 

reports that documented AI incidents rose from 233 in 2024 to 362 in 2025, reinforcing the need to 

close the gap between AI capability and responsible institutional practice.1 to 3 

The lesson is not that every institution needs to become a technology organization. The lesson is 

that even advanced technology depends on institutional readiness. 

The same pattern appears in fiscal reform, energy sector modernization, public financial 

management, human capital reform, operational restructuring, service delivery improvement, utility 

reform, infrastructure governance, and organizational change. World Bank governance work 

shows that technically sound policies may fail when institutional functions such as commitment, 
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coordination, and cooperation are weak. World Bank GovTech evidence also shows that digital 

government maturity depends not only on systems, but on digital infrastructure, skills, service 

delivery, citizen engagement, and other enabling conditions.6 to 7 

Plans are approved before workflows are ready. Systems are introduced before roles are clear. 

Data is requested before ownership and quality are resolved. Staff are trained before daily work is 

redesigned. Governance is added after risk appears. Leadership asks for results before the 

institution has built the routines required to produce them. 

HICD Forward addresses this gap by helping institutions build the performance conditions required 

for reform, modernization, and future change to work. 

3. The HICD Forward Premise 

HICD Forward is built on the belief that performance is shaped by conditions. Those conditions are 

not limited to individual skill. They include the wider institutional environment in which people work, 

decide, coordinate, learn, and produce results. 

If the conditions shaping performance remain unchanged, improvement is unlikely to hold. 

This is why HICD Forward does not treat training, technology, restructuring, communication, or 

process redesign as automatic solutions. Each may be useful, but only when it is connected to the 

performance gap and the conditions producing that gap. 

A training program may be appropriate if the performance gap is caused by task capability. A 

workflow redesign may be appropriate if delays are caused by handoffs, approvals, or unclear 

sequencing. A governance intervention may be appropriate if decisions, escalation, oversight, or 

risk ownership are unclear. A data intervention may be appropriate if evidence is unreliable, 

unavailable, or disconnected from decision making. A leadership intervention may be appropriate if 

routines, reinforcement, expectations, or accountability are weak. A technology intervention may 

be appropriate if tools can improve speed, quality, access, reliability, or analysis, but only if the 

institution can absorb the change into real work. 

HICD Forward helps institutions make these distinctions before committing to solutions. The 

method provides a disciplined pathway from concern to clarity, from clarity to design, from design 

to adoption, and from adoption to learning. 

Use HICD Forward when an institution is: 

• Preparing a reform or modernization effort. 

• Launching a new system or process. 

• Adopting digital, data, automation, or AI enabled tools. 

• Redesigning work across functions. 

• Strengthening governance, decision rights, or accountability. 

• Trying to understand why activity is not producing performance. 

 

4. Illustrative Scenario: When A New System Does Not Become 

Changed Work 

Consider an institution that introduces a new digital case management system to improve service 

speed and accountability. The system is technically sound, the launch is visible, and staff receive 

training. For several months, reports show that users are logging into the system, but service 

delays remain. Managers continue to request information through informal channels. Staff 

duplicate entries in spreadsheets because they do not trust the data flow. Supervisors are unclear 

about which decisions should now be made in the system. Leadership sees activity, but not the 

expected improvement. 
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The same pattern appears in a utility context when a new maintenance planning system is 

introduced, but outage response does not improve because work orders, field crew roles, data 

entry routines, supervisor review practices, and escalation rules were never redesigned around the 

new way of working. 

 

A solution centered only on additional training would miss the deeper institutional issue. HICD 

Forward would begin by clarifying the performance gap: what service result was expected to 

improve, what is happening now, who is affected, and what evidence confirms the gap. It would 

then examine the conditions shaping performance: workflow, roles, handoffs, decision rights, data 

ownership, governance routines, manager reinforcement, capability linked to job tasks, and 

feedback loops. 

The likely intervention would not be a single activity. It might include workflow redesign, decision 

rights clarification, data ownership agreements, supervisor routines, targeted job support, revised 

performance signals, and leadership review practices. The goal would be to help the system 

become part of real work, not simply a tool that people access. This is the difference between 

implementation as delivery and implementation as institutional performance. 

5. The Method Architecture 

HICD Forward is built around two connected structures. 

Method Architecture 

The seven performance pillars define what HICD Forward examines. The four 

movements define how HICD Forward works. 

 

Together, they give practitioners a practical way to diagnose performance, design interventions, 

and support sustained improvement without reducing complex institutional change to a single tool, 

activity, or solution. This reflects the Human and Institutional Capacity Development tradition of 

identifying root causes of performance gaps and addressing those gaps through performance 

solutions and monitoring systems.4 to 5 
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6. The Seven Performance Pillars 

The seven pillars keep attention on the full performance system. They help leaders and 

practitioners look beyond symptoms and examine the conditions that shape results. 

 

Figure 2. The seven performance pillars define what HICD Forward examines. 

1. Performance and Value 

HICD Forward begins with the result that must improve and the value that improvement should 

create. It asks what performance gap matters, who is affected, what improved performance would 

mean, and how value will be recognized. This protects institutions from starting with preferred 

activities before the result is clear. 

2. Human Architecture and Incentives 

Institutions are shaped by the formal and informal incentives that influence behavior. HICD 

Forward examines roles, expectations, motivation, informal norms, accountability, and the 

conditions that encourage or discourage the desired performance. This helps leaders understand 

why people may not adopt a reform, system, process, or tool even when they understand it. 

3. Workflow and Operating Processes 

Performance is produced through work. HICD Forward examines workflows, handoffs, 

bottlenecks, approvals, rework, decision points, system touchpoints, and the real operating model 

through which results are produced. This helps institutions see where change must enter daily 

work. 

4. Organizational Alignment and Operating Reality 

Institutions do not operate only through formal charts and procedures. They operate through 

mandates, interests, authority, relationships, constraints, incentives, and power. HICD Forward 

examines whether the reform or improvement effort is aligned with the institutional context in which 

it must survive. This matters especially in public sector reform, utilities, infrastructure systems, 

donor supported programs, and politically visible modernization efforts. 
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5. Capability and Competency 

Capability is not only training. It is the ability to perform specific work under real conditions. HICD 

Forward examines what leaders, managers, teams, and staff must be able to do differently, and 

whether they have the tools, support, authority, routines, and confidence to do it. This shifts the 

focus from training delivery to performance capability. 

6. Change Leadership and Learning 

Leadership determines whether change is reinforced or left as a document. HICD Forward 

examines the leadership behaviors, review routines, conversations, decisions, and learning 

practices that sustain improvement. This helps institutions move beyond launch energy and build 

the discipline required to keep change alive. 

7. Measurement, Feedback and Course Correction 

Sustained improvement requires evidence and adaptation. HICD Forward examines whether the 

institution has meaningful signals, feedback loops, performance review routines, and mechanisms 

to adjust when implementation reveals new constraints. This prevents reform and modernization 

from becoming fixed plans that cannot learn. 

7. The Four Movements 

The four movements describe how HICD Forward is applied in practice. 

 
Figure 3. The four movements define how HICD Forward works. 

1. Align on performance gaps 

The first movement clarifies what must improve. It helps leaders and teams move from broad 

concern, reform language, or solution requests to a clear performance gap. This includes defining 
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current performance, required performance, the evidence base, the affected stakeholders, the 

value at stake, and the boundary of the problem. The Performance Gap Canvas supports this 

movement by helping teams avoid starting with a preferred solution. It creates a performance 

anchor for later diagnosis, design, and implementation decisions. 

2. See the system clearly 

The second movement examines the conditions producing current performance. It looks at 

workflow, roles, decision rights, governance, incentives, capability, data, leadership behavior, 

stakeholder dynamics, and learning routines. This movement helps institutions see why the current 

result is occurring. It prevents teams from jumping too quickly to training, technology, restructuring, 

or communication when the real constraints may sit elsewhere in the system. 

3. Co design interventions 

The third movement translates diagnosis into practical intervention choices. The goal is not to 

design the most elegant solution. The goal is to design feasible changes that match the 

performance gap, the operating reality, and the institution’s readiness to act. Interventions may 

include workflow redesign, governance routines, decision rights clarification, capability support, 

leadership routines, performance review mechanisms, stakeholder engagement, data ownership, 

process improvement, technology adoption support, or policy implementation support. The method 

keeps intervention design tied to the conditions that actually shape performance. 

4. Embed learning for adaptation 

The fourth movement ensures that change does not stop at rollout. It builds learning routines, 

review signals, feedback loops, and course correction mechanisms so institutions can adapt 

during implementation. The Value and Performance Outcome Map supports this movement by 

connecting the performance gap to stakeholder value, improved experience, outcome signals, and 

the evidence leaders should review. It helps institutions avoid confusing activity, delivery, or 

adoption statistics with real value creation. 

8. Strategic Distinction 

HICD Forward complements sector, policy, technical, digital, data, and AI expertise by addressing 

the institutional conditions required for those solutions to work. 

It does not replace those forms of expertise. It strengthens the environment in which they must be 

adopted. 

HICD Forward focuses on what must change inside the institution so reform, modernization, 

technology, and new systems become usable, trusted, governable, measurable, and sustainable 

in real operating environments. 

This distinction matters because many change efforts fail at the point where solution design meets 

institutional reality. 

Technical teams may design the system. Policy teams may define the reform. Sector experts may 

identify the operational priority. Leadership may set the ambition. But the institution still needs the 

workflows, roles, decision rights, governance routines, capabilities, evidence systems, and 

learning practices required to make the change work. 

HICD Forward addresses that institutional layer. 
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9. Relevance Across Audiences 

HICD Forward is designed to speak across donor, public sector, private sector, and technology 

partner audiences because each faces a version of the same institutional challenge: how to turn 

ambition, reform, modernization, or technical capability into sustained performance. 

 
Figure 4. Different audiences enter the problem differently, but the institutional challenge is shared. 

Audience How HICD Forward Helps 

Donors Connects funded activity to institutional outcomes, ownership, sustainability, and 

adaptive learning. It asks whether interventions change the conditions that shape 

performance, not only whether activities are delivered. 

Public sector Moves reform from policy, strategy, or mandate into operating routines by clarifying 

workflows, roles, decision rights, governance, capability, and evidence systems. 

Private sector Turns modernization, restructuring, transformation, and technology enabled change 

into capability, adoption, customer value, and measurable performance. 

Technology 

partners 
Strengthens the institutional layer around adoption by linking tools to real workflows, 

governance, capability, trust, evidence, and learning routines. 

 

10. The HICD Forward Offer 

HICD Forward can be positioned around practical services and tools that apply across reform, 

modernization, performance improvement, and technology enabled change. 
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Institutional Performance Diagnostic 

Assesses the gap between strategic intent and operating reality. It examines purpose, 

performance expectations, workflow, governance, leadership alignment, capability, evidence, and 

current performance conditions. 

Performance Gap Canvas 

Helps leaders and teams define the result that must improve before committing to a solution. It 

clarifies current performance, required performance, evidence status, boundary, value at stake, 

and the conditions to examine next. 

Reform and Modernization Readiness Review 

Helps leaders understand whether the institution is ready to absorb a reform, policy, system, 

technology, or organizational change. It identifies readiness strengths, adoption risks, capability 

gaps, governance issues, and evidence needs before implementation accelerates. 

Workflow Reality Mapping 

Maps how work actually happens across functions, roles, handoffs, approvals, decisions, systems, 

and accountability points. It helps reveal where reform or modernization will succeed, stall, 

duplicate effort, or create unintended burden. 

Governance and Decision Rights Review 

Clarifies who owns decisions, data, escalation, oversight, risk, and performance follow through. 

This is especially important where reforms, systems, or new tools cut across functional 

boundaries. 

Capability and Adoption Planning 

Moves beyond training to define the roles, behaviors, routines, supports, leadership practices, and 

performance expectations required for change to become part of daily work. 

Value and Performance Outcome Mapping 

Connects the performance gap to stakeholder value, improved experience, outcome signals, and 

evidence leaders should review. It helps teams avoid describing reform, technology, training, or 

modernization only as activity. 

Learning and Adaptation System 

Builds feedback loops, review routines, evidence use, and adjustment mechanisms so institutions 

can learn during implementation rather than waiting until the end. 

These offers support fiscal reform, energy reform, public sector modernization, organizational 

change, service delivery improvement, and technology enabled change without positioning HICD 

Forward as a technical AI or software firm. 

11. Partnership Logic 

HICD Forward sits beside sector, policy, technology, data, and AI partners by addressing the 

institutional side of change. 

Technical teams can design the solution. HICD Forward helps ensure the institution is ready to 

use it, govern it, trust it, sustain it, and learn from it. 

Reform and technical teams can define what needs to change. HICD Forward helps the institution 

build the workflows, roles, governance routines, capabilities, evidence systems, and learning 

practices required to make the change work. 
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This does not compete with technology firms or sector specialists. It explains why they may need 

HICD Forward. 

HICD Forward is not offered as a substitute for policy, sector, digital, data, or AI expertise. It is 

offered as the institutional performance layer that helps those forms of expertise become usable 

and sustainable in practice. 

12. Implications For Leaders 

For leaders, the message is straightforward. 

Do not begin with activity. Begin with performance. 

Do not assume adoption because a tool has been launched. Do not assume capability because 

training has been delivered. Do not assume governance because a committee exists. Do not 

assume learning because reports are produced. Do not assume modernization because a system 

has been installed. 

Leaders need a disciplined way to ask whether the institution is ready to absorb the change it is 

trying to make. 

HICD Forward helps leaders ask and answer those questions before momentum, money, and 

credibility are lost. 

The method helps leadership teams clarify the performance gap, see the system clearly, design 

feasible interventions, and embed learning for adaptation. It keeps attention on what must change 

in the institution for improvement to become real. 

13. Conclusion 

Reform, modernization, technology, and future change will continue to reshape institutional life. 

The pressure to perform will grow. The demand for accountability will increase. Digital systems, 

data, automation, and AI will expand what is possible. But possibility is not performance. 

Institutions create value when change is absorbed into real work. 

HICD Forward provides a practical method for doing that. It helps leaders and practitioners 

connect performance gaps to operating conditions, intervention design, governance, capability, 

evidence, and learning. 

Its purpose is not to replace technical expertise, sector knowledge, policy design, or digital 

solutions. Its purpose is to strengthen the institutional conditions required for those solutions to 

work. 

HICD Forward helps institutions move from ambition to adoption, from plans to practice, and from 

activity to measurable performance. 

For leaders preparing a reform, modernization, digital transformation, or performance improvement 

effort, the first question should not be what activity to launch. It should be what performance must 

improve, what conditions are shaping the current result, and what must change for improvement to 

hold. HICD Forward provides a practical method for answering those questions. 

That is the work HICD Forward brings to reform, modernization, and future change. 

Practical takeaway 
• Start with the performance gap. 
• See the system clearly. 
• Design what the institution can absorb. 
• Build the learning routines that make improvement last. 
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Method note 
HICD Forward draws from applied Organizational Development, Human Capital Management, Human and 
Institutional Capacity Development, performance improvement, institutional reform, and implementation practice. The 
seven performance pillars and four movements represent the HICD Forward method architecture. 
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