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Disclaimer: This case is based on a real organization with international headquarters in 

Geneva, Switzerland and American headquarters in Atlanta, GA. The details in the case 

are deliberately limited to information about CARE. You are encouraged to conduct 

research, but only publicly available sources are acceptable. You are not permitted to 

contact your coach, advisor, professors, or any other individual. Please contact the 

competition directors at: challenge@hilltopconsultants.org if you have any questions 

during the competition.  

mailto:challenge@hilltopconsultants.org
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Background: Cooperative for Assistance and Relief Everywhere (CARE) 

The Cooperative for Relief and Assistance Everywhere (CARE) is a prominent 

international humanitarian agency that delivers emergency relief and supports long-term 

development projects. Founded in 1945, CARE was initially established as a temporary 

organization with the specific mandate of delivering humanitarian aid in the form of 

CARE packages to Europe in the aftermath of World War II. In the 75 years since its 

founding, CARE has incrementally developed into one of the largest humanitarian and 

development organizations in the world with operations and work in over 100 countries 

in 2019 while reaching about 70 million people.  

Over the last several decades, CARE's programming has evolved, and the 

organization’s work extends across the domains of humanitarian relief, women’s 

empowerment, food, nutrition and security, sexual and reproductive health and rights, 

and education. All programming is conducted with the overarching goal of eradicating 

poverty and achieving social justice, and the organization works primarily through a 

gender justice lens to promote gender equality as a fundamental tenet of sustainable 

development. To guide these organizational functions, CARE’s values encompass 

transformation, integrity, diversity, excellence, and equality.   

It is important to mention that the “CARE” referred to in this case is a proxy for 

CARE International, a global confederation of 14 National Members, 3 Candidates, and 1 

Affiliate with a common vision and mission to defeat poverty. Each CARE Member is an 

independent organization that leads programs, raises funds, advocates on key issues, 

communicates to the public in their country, and supports the work of CARE’s 

programming in over 100 countries across the world. CARE has been advancing efforts 

to build a more diverse membership and overall organizational model since 1998, setting 
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intentional strategies to achieve this. For the purposes of this case, any reference to 

CARE will implicitly refer to the parent organization, CARE International1. 

 

Industry/Market Analysis: 

As contexts become increasingly complex and dynamic, there is a need for 

international NGOs (INGOs) to evolve past their traditional aid delivery models. 

Examples of trends disrupting traditional aid delivery include:  

- The rise of capable and independent local NGOs that are more reasonably 

situated to deliver effective programming, which entails a positive 

development. However, INGOs must find new ways to add value beyond the 

specialization of value delivery in the form of developmental projects.  

- The difficulty for INGOs to fundraise utilizing similar methods of capital 

sourcing. Raising comparable monetary amounts is becoming progressively 

more expensive and new financing models increasingly transfer risks to non-

profits. 

- Technology has served as a powerful disruptive force, and the traditional aid 

sector and large INGOs have failed to adjust. These actors must evolve to 

tackle the challenge and capitalize on the opportunity presented by 

technological advances. 

- The world is changing and historical divides between North and South, 

developed and developing, are no longer relevant. Poverty does not exist only 

in specific geographical regions, and geographically bound narratives to 

describe poverty concerns are no longer relevant.  

  

There are of course more trends that continue to disrupt the traditional aid 

delivery model. Climate change for example, is drastically changing the nature of 

problems and issues being addressed through humanitarian and development assistance. 

                                                             
1 https://www.care-international.org/who-we-are-1/global-network. 

https://www.care-international.org/who-we-are-1/global-network
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Peer-to-peer giving and investing means donor demands are changing. Thus, a 

momentous challenge currently facing international NGOs is to use knowledge of these 

emerging trends and examples of change from rising movements, the private sector, 

social entrepreneurs, distributed technology models, and local entrepreneurs to ensure 

that their work in aid and development assistance is relevant and adds value. Examples of 

such changes to traditional operating and business models are reviewed in the HBS 

articles (2016/04): “Pipelines, Platforms and New Rules of Strategy”2 and (2014/12): 

“Understanding ‘New Power’”3. Moreover, key megatrends in the humanitarian and 

development sector have been described in various articles, one of which is “Global 

Megatrends: Mapping the Forces that Affect us All”.4 However, academic concepts and 

empirical evidence from the two HBS articles will inform the scope of solutions for this 

case, so it is highly recommended that these specific articles are thoroughly reviewed to 

glean insights in approaching the final problem from the paradigm of pipeline and 

platform organizations and new power structures. 

 

Recently, CARE has commenced experimentation with some of the 

trends/solutions for organizational learning. Some examples of CARE experimenting 

with trends are as follows:  

- CARE’s evolved role in the Philippines where its global position has carved 

space for it to function as a convener (as opposed to serving as a direct service 

provider or a deliverer of humanitarian relief) of local humanitarian and relief 

agencies. Instead of implementing projects, CARE has partnered with and 

convened about 20 local organizations and entities in the Philippines where 

CARE’s role has been to enable local partners to respond faster and more 

efficiently to humanitarian need in the aftermath of natural disasters in the 

                                                             
2 https://hbr.org/2016/04/pipelines-platforms-and-the-new-rules-of-strategy 
3 https://hbr.org/2014/12/understanding-new-power 
4 https://oxfamilibrary.openrepository.com/bitstream/handle/10546/620942/dp-global-megatrends-

mapping-forces-affect-us-all-310120-en.pdf?sequence=1&isAllowed=y 

https://hbr.org/2016/04/pipelines-platforms-and-the-new-rules-of-strategy
https://hbr.org/2014/12/understanding-new-power
https://oxfamilibrary.openrepository.com/bitstream/handle/10546/620942/dp-global-megatrends-mapping-forces-affect-us-all-310120-en.pdf?sequence=1&isAllowed=y
https://oxfamilibrary.openrepository.com/bitstream/handle/10546/620942/dp-global-megatrends-mapping-forces-affect-us-all-310120-en.pdf?sequence=1&isAllowed=y
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country. Therefore, CARE’s unique value proposition lies in its role as a 

convener and facilitator of local stakeholders, a promoter of gender equality, 

and an ensurer of program quality. 

- CARE’s experimentations with different business models to tap into discrete 

sources of funding that contribute to impact including CARE Enterprises (an 

impact investment fund) and CARE Consulting. 

- Global Gender Cohort—based out of CARE in Sri Lanka, the global gender 

cohort provides technical assistance around gender to the entire CARE 

Confederation, which is different from traditional models of technical support 

that were hosted at other INGO’s headquarters (HQs). 

- CARE has built a network of local reporters to source and crowd stories from 

the field using local voices as opposed to sending story tellers to collect 

stories from the field. 

Competitive Landscape: 

CARE’s direct competitors include other international NGOs that mainly 

subscribe to a similar mission of providing humanitarian aid and long-term development 

assistance. These competitors engaging in parallel aid and relief initiatives include 

International Rescue Committee, Oxfam International, Save the Children, Mercy Corps, 

and others. However, the competitive landscape is becoming more open to many other 

for-benefit actors including private sector companies that deliver humanitarian and 

development projects. It is important to clarify that CARE does not perceive these actors 

as competitors but as potential contributors and partners to help end poverty and social 

injustice while leveraging CARE’s unique focus on gender equality as a primary 

differentiator. 

 

The Problem: 

If CARE does not transition into a more competitive organizational model (one 

that becomes or benefits from open platform thinking) in the medium to long term (e.g. 
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by 2030), then CARE might face a future in which the organization’s “added-value” or 

value proposition is significantly diminished relative to current additive value/impact. 

This will adversely affect CARE’s “business model” in terms of funding but more 

importantly, inhibit CARE’s ability to achieve its vision to create impact at scale: 

sustainably and systemically supporting people who are experiencing social injustice and 

poverty across the globe by scaling up proven, evidence based programming. 

The potential loss of CARE’s competitive advantage can be attributed to various reasons, 

including: 

- Losing – or failing to secure – sufficient funding and resources to match 

CARE’s vision and aspiration:  

o Individual and institutional donors might shift funding to local 

partners (e.g. NGOs) who are becoming stronger in terms of capacity, 

legitimacy, and acceptance by local actors. While CARE views this as 

a very positive trend and seeks to empower and complement the 

role of local partners (rather than not compete with them), this 

development also raises questions about where and how large 

international NGOs can and should add value in the future to forward 

their mission and maintain legitimate relevance. 

o Donors might also shift more funding to private-sector companies, 

such as Chemonics International Inc., Development Alternatives 

Incorporated (DAI), etc., that deliver “development” assistance 

projects based on performance-contracts instead of grants (which are 

sometimes viewed as less efficient). For example, the proportion of 

performance contracts awarded by USAID has been steadily 

increasing. 

o The rise of platform-based models for funding. Examples include 

KIVA, a nonprofit that connects entrepreneurs in need to lenders 

globally, and UpEffect, which operates as a crowdfunding platform 

with the aim of providing funding to businesses that focus on social 
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causes. Nonprofits like TechSoup have also used a platform model to 

connect nonprofits to services they need to further their missions.  

- In the medium to long term, CARE believes that it is NOT adequate to 

continue operations as they have been completed in the past – with CARE 

functioning as a traditional INGO that implements effective 

humanitarian and development projects – because the landscape is 

changing. Many other actors will do the same (private sector, local NGOs, and 

even governments), and often in a more cost-effective way (e.g. local NGOs 

vs. INGOs). 

The Opportunity: Transitioning to Open Platform   

One of CARE’s strengths as a global organization is that it operates in more than 

100 countries with numerous national and field offices, allowing CARE to establish 

networks and partnerships around the globe with thousands of local civil society 

members, private sector actors, governments, social entrepreneurs, innovators, etc. CARE 

is also funded by some of the largest donor governments (United States, European Union, 

Canada, Germany, etc.) and thousands of international and local donors (private and 

institutional). Most importantly, CARE is connected to more than 100 million program 

participants/impact groups5 and is linked to grassroots organizations almost 

everywhere. Ultimately however, most partnerships and linkages are not leveraged 

beyond the country/context where they exist, precluding the formation of a connected 

network/platform to take impact to scale at the regional or global level and hindering the 

capacity for communication and organization around certain issues.  

CARE believes that there exists a future in which cross-sectoral actors and many 

more, including women-led movements, technology disruptors, donors, impact groups, 

social entrepreneurs, governments, innovators, etc. would find significant value in joining 

CARE’s mission. Among the internal barriers preventing this occurrence are the 

                                                             
5 Program participants and impact groups are used interchangeably. Another word that is used in the sector, 

which CARE does not prefer, is “beneficiaries.” 
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limitations of the current organizational structure, which follows a traditional pipeline 

model (impact is predominately generated from humanitarian and development projects 

that are sequentially and hierarchically designed/transferred from traditional and 

institutional donors, such as international governments, at the top to impact groups in the 

bottom with international NGOs serving as intermediaries in the middle).  

 

Transitioning to a platform organization will allow CARE to maximize its value 

proposition by shifting power closer to the communities CARE serves through the 

creation of impact-delivery networks. Inherently, platform-based thinking entails 

challenging existing power dynamics as the maximum value and voice is given to those 

individuals and communities experiencing social injustice at the grassroots level. Thus, a 

platform-based model also exhibits new power characteristics that are enabled through 

connected networks by those who participate and engage: partners, peers, country offices 

downstream, CARE member partners and affiliates, movements, etc. This evolutionary 

new power model is “enabled by what people or organizations own, know, or control that 

nobody else does—once old power models lose that, they lose their advantage.”6 

 

CARE aspires to be one of the first organizations out of its competitors/peers to 

benefit from adopting a platform model featuring network advantages. This will further 

provide CARE with a competitive advantage over other organizations in the development 

sector to more tangibly achieve its mission of supporting millions of people across the 

globe.  

 

It must be emphasized that shifting to an open platform is not a quick fix and is not a 

magic bullet solution but rather entails a long-term journey with massive learning. 

Taking into consideration the potential advantages and challenges of open platforms, 

                                                             
6 See article by Jeremy Heimans and Henry Timms on “Understanding ‘New Power’” 

https://hbr.org/2014/12/understanding-new-power 

https://hbr.org/2014/12/understanding-new-power
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CARE is asking each team to develop scenarios and recommendations of how CARE can 

be transformed and restructured in the future to embrace and integrate more open 

platform models in line with the organization’s mission of achieving greater impact at 

scale. Key questions for each team to think about and provide recommendations are:  

 What are some key types and examples of organizational structures along 

with their benefits and disadvantages (e.g. unified, hierarchical, or line 

management structure; confederation; membership organizations; network 

structure; etc.).  

 What are the benefits and challenges of adopting a more open platform 

model? Are there any learnings that can be drawn from other platform-based 

companies and models (e.g. technological companies)? 

 What are one or two scenarios of how CARE can be set-up organizationally to 

enable a more open and connected platform/network? Teams are NOT 

expected to design an organizational structure for CARE but rather to think about 

the set-up or structure of the “open platform” and how CARE fits within that 

framework. Teams are also requested to think about and clarify organizational 

implications for CARE from a restructuring perspective as well as value 

delivery functions (e.g. importance of connectivity and information flow in the 

platform/network; decision making and governance; CARE’s new power 

reorientation to give more voice for those experiencing social injustice; critical 

functions that are required to sustain an effective network/platform; the role and 

value proposition of CARE from understanding industry trends and the strength 

of various stakeholders; etc.). 
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