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EXECUTIVE OVERVIEW 

HICD Forward 

Turning reform ambition, modernization pressure, and future change into real operating 

capability. 

EXECUTIVE RESOURCE  |  CROSS MOVEMENT OVERVIEW  |  READING TIME: 8 MINUTES 
For public and private sector leaders, reform and modernization teams, OD and HICD practitioners, donors, sector specialists, 

and technology partners. 

WHY THIS RESOURCE MATTERS 

HICD Forward connects reform activity to the institutional conditions required for 

changed work, measurable performance, and sustained value. 

From Ambition to Operating Reality 

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

modernization, digital systems, data, automation, and AI are changing what institutions must 

deliver and how quickly. 

Ambition does not change performance by itself. HICD Forward helps institutions turn intent into 

operating capability by improving the conditions that shape performance. It defines the result 

that must improve, examines the conditions producing current performance, co designs feasible 

interventions, and embeds learning routines that support adaptation over time. 

The Institutional Challenge 

Many institutions are not short on effort. They are short on performance clarity. Plans, systems, 

training, dashboards, and new tools may all be active while service, reliability, accountability, 

adoption, or stakeholder value remain weak. 

The core issue is connection. Activity may not be tied clearly enough to the result, the evidence, 

or the conditions producing current performance. Plans move, but ownership fragments. 

Systems launch, but old work continues. Training is delivered, but authority, tools, practice, or 

manager reinforcement may still be missing. 

A launch is not adoption. Training is not capability. Reporting is not learning. A new system is 

not changed work. 

The HICD Forward Response 

HICD Forward begins with the performance gap rather than the preferred solution. It asks what 

must improve, who is affected, what value is at stake, what evidence confirms the gap, and what 

must change for improvement to hold. 

Align on performance gaps. Define current and required performance, stakeholder value, 

scope, and evidence before discussing solutions. 

See the system clearly. Examine workflow, decision rights, governance, incentives, capability, 

leadership behavior, data, and learning routines. 

Co design interventions. Shape feasible changes the institution can own, use, and sustain 

within its operating reality. 

Embed learning for adaptation. Build performance signals, feedback loops, review routines, 

and course correction into implementation. 
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How the Method Works 

HICD Forward combines two connected structures. The Seven Performance Pillars define what 

HICD Forward examines. The Four Movements define how HICD Forward works. Together, 

they connect diagnosis to action without turning the work into a mechanical checklist. 

The method is evidence disciplined, but it does not wait for perfect certainty. It helps teams 

distinguish observation from assumption, name confidence honestly, focus inquiry where it 

matters most, and move toward action when the operating pattern is clear enough. 

 
Figure 1. HICD Forward connects reform ambition, modernization pressure, and future change to changed work, stronger capabili ty, 

and sustained performance. 

Read the graphic from left to right. Institutions may be responding to reform ambition, 

modernization pressure, or future change, including digital, data, automation, and AI adoption. 

HICD Forward strengthens the institutional conditions through which that change must become 

real work. The pillars show what to examine. The movements show how HICD Forward works. 

Together, they support clearer priorities, practical interventions, and sustainable improvement. 

For more detail, see The Seven Performance Pillars of HICD Forward and The Four Movements of HICD Forward. 

Built from Applied Practice 

HICD Forward draws from more than three decades of applied work in Human and Institutional 

Capacity Development, systems performance, organizational development, governance, and 

adaptive learning. Its practice base spans public sector reform, utilities and energy systems, 

fiscal reform, human capital modernization, donor supported transformation, and private sector 

change. 
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What the Difference Looks Like in Practice 

Consider a new digital system that is technically live, while service time, data quality, or decision 

speed has not improved. The visible response may be to provide more training or reinforce 

system use. HICD Forward widens the inquiry before choosing the remedy. 

The visible symptom 

Use is uneven, managers request more training, old spreadsheets continue, and the same 

problems are reported repeatedly. 

The operating conditions 

Workflow still depends on informal approvals, staff roles and job support are unclear, leaders 

continue to review old measures, duplicate practices remain accepted, and user feedback is not 

converted into decisions. 

The targeted response 

Redesign the workflow, clarify decision rights, retire duplicate practices, provide role based 

support, align leadership review questions, and establish a routine for resolving adoption 

barriers. The answer is therefore not more training alone. The method connects the visible 

symptom to the conditions that must change for performance to improve. 

What the Four Movements Help Teams Do 

Align on performance gaps 

Turn broad concerns, reform language, and solution requests into a defined performance gap, 

stakeholder value statement, evidence position, and scope boundary that guide later decisions. 

See the system clearly 

Map real workflow, decision rights, governance, handoffs, workarounds, incentives, capability 

conditions, leadership reinforcement, and evidence use rather than relying only on formal 

structures or stated procedures. 

Co design interventions 

Translate evidence into a feasible intervention package linked to the conditions shaping 

performance, institutional ownership, sequence, readiness, and operating reality. 

Embed learning for adaptation 

Establish performance and adoption signals, decision rhythms, feedback loops, escalation 

routes, and course correction routines so implementation becomes a source of evidence and 

improvement. 

EXECUTIVE OUTPUT 

A strong HICD Forward engagement leaves the institution with a clear performance 

gap, an evidence based view of the conditions shaping performance, a feasible 

intervention package, and a review routine that connects implementation to decisions 

and learning. 
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Who It Serves and Where It Fits 

HICD Forward is designed for situations where reform, modernization, organizational change, or 

technology enabled transformation must become usable, trusted, governable, measurable, and 

sustainable inside a real institution. It is especially useful when activity is visible but results, 

adoption, ownership, or learning remain uncertain. 

Public sector leaders and reform teams 

Move reform from mandate, strategy, or policy into operating routines by clarifying performance, 

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

Private sector leaders and transformation teams 

Connect modernization, restructuring, transformation, and technology enabled change to 

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

OD and HICD practitioners 

Apply a disciplined performance lens that connects people, workflow, governance, capability, 

leadership, evidence, and learning without making the engagement heavier than the problem 

requires. 

Donors, sector specialists, and technology partners 

Connect funded activity and technical solutions to institutional outcomes, ownership, adoption, 

accountability, sustainability, and adaptive learning in the environments where those solutions 

must operate. 

The Institutional Performance Layer 

HICD Forward does not replace sector expertise, policy design, technical solutions, data 

systems, AI capability, monitoring and evaluation, political economy analysis, or leadership 

authority. It complements these forms of expertise by addressing the institutional conditions 

required for them to work. It strengthens the institutional layer where change must be absorbed 

into workflow, decision making, accountability, capability, governance, leadership routines, 

evidence use, and daily practice. 

When HICD Forward Is Most Useful 

The method is most valuable when leaders can see activity but cannot yet explain performance, 

when a technically credible solution is struggling to become changed work, when ownership or 

decision rights are unclear, or when implementation needs stronger evidence and course 

correction without creating a heavy parallel system. 

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. 

Related Resources 

HICD Forward White Paper 
The Seven Performance Pillars of HICD Forward 
The Four Movements of HICD Forward 
HICD Forward Field Guide and Diagnostic 
Primary source foundation: HICD Forward White Paper. Supporting practice resources include the HICD Forward Field Guide and 

Diagnostic. 
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