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Professionalization and Participation
NGOs and global participatory democracy ? A Research

Agenda

Abstract

Political participation beyond elections is a re@eat subject in the analysis of politics at the
domestic level. Since the beginning of the 199@kgcial discourses and academic research
increasingly underlines the capacities of NGO pgrdtion in decision-making to reduce the
major democratic deficits that have grown during tecent decades in the governance of
global relations. The emergence of this participathscourse has fundamental consequences
for the strategies, the power and the organisdtisinactures of non-state actors. We argue
that this discourse has led to increasing inclusibnon-state actor participation in decision
making processes. What follows is a process of egsdbnalization and adaptation of
nongovernmental non-profit actors. The aim of oontdbution is to develop a conceptual

framework which prepares the ground for the emalidmalysis of this particular topic
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1. Introduction

The nongovernmental non-profit organizatibhave attracted an increasing number of
scholars over the past decades, starting withdrse6very” of transnational relations (Risse-
Kappen 1995). Where do they come from, what do togywvhat is their legitimacy, how do
they operate etc. are some of the relevant is§agallel to this particular research domain
only relatively recently has the concept of glopavernance emerged. This particular area of
research has been linked to the notion of partiimpaf not democratization of the
international system of governance. Today, thesoived issue is not to what extent NGO
participation takes place but whether their inargasivolvement in practically every domain
of public policy, foreign policy and internationablitics actually contributes to the postulated

process of democratization.

This raises two interrelated complex issues whiehml address in this paper. The first issue
is indeed the development of normative argumerdseapectations whether the participation
of NGOs in the formulation and implementation ofgomental policies is a gain in
democratization. However, the core problem, as @meva (2009:109) argues, is that “our
ability to speak credibly of global civil societg a viable democratic force would be
improved with the development of empirical theargnceptual elaboration and more
rigorous methodological research”. This problemntleads to the second issue relating to the
empirical dynamics of the NGO world as such. Heeequestion the evolution of the system
of NGOs as such in the first place, their adaptasiod their professionalization. By the latter

we understand the degree to which their normatbjeative is supplemented with the

1 Or “civil society’ as a majority of actors and deanic authors calls NGOs since the end of the 1880a
debate in European Union studies see Saurugg@: 200
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necessary knowledge and skills. Thus far, onlynétdéid number of studies actually address
this particular problem (cf. Devin, 2004, Siméa@02, Martens 2005,
Eberwein/Saurugger/Reinalda, 2009). At the corthese two issues taken together are the
causes and consequences of the individual andctieeadaptation processes of the NGOs.
Will they become more and more similar to for-profiganizations thereby being some kind
of subcontractors and thus converted into the edemt of pressure groups which are an age
old phenomenon or will they actually be able toliaye the provision of public goods at the
international level by maintaining their independe® The main question raised in this paper
is therefore whether the expectations raised bytimmative literature can be confirmed by

an empirical analysis of the activities of non-gowaental non-profit organizations.

Before analyzing in greater detail this particudapect, we will first study the different

aspects of non-state actor participation in dentmceaenas as it is developed in the

normative literature. We will in a second step présa rough typology of NGOs and their
basic functions before conceptualizing the probtérmdaptation by linking it to the concept

of professionalization. We will then in a third gtéustrate the evolution of the NGOs by
using data drawn from the list of NGOs accreditgdEEOSOC. We will also illustrate the
issue by reference to the attempts undertakenrwrder of organizations to form their

future leaders, a prerequisite for their propefgssional functioning. Before drawing some
preliminary conclusions we will outline our resdastrategy for a comprehensive assessment
of the professionalization process of NGOs andcthessequences this may have for their

participation at the global level.

2. Normative approaches
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The idea to associate transnational non-statesact@lobal governance stems from the first
half of the 28 century (Reinalda 2009). However, at that time,alsociation was mainly
considered as a functional aspect leading to begtgrdation. It is only at the beginning of the
1990s that their participation in global affairssa@nsidered to be an important element to
foster the democratic legitimacy of both internaiborganizations and the states (for a
particularly complete overview see Omelicheva 2008hat precisely democracy is,
however, is, particularly at the global level, sdijto debate. It is therefore important to
present the debates summarily before looking mogeigely at the conceptualisation of the

democratic character of non-state actor particypadin the global level.

To analyse the call for more democracy is a ratmnplex undertaking, mainly because
definitions of democracy vary tremendously. In emnporary political theory, democracy is

usually considered to be a deficient concept. AadKahler-Koch and Rittberger (2007: 2)

recently underlined this has led to a “disagreermabout how to respond to the deficiencies of
the state of democracy originat[ing in] differelssamptions underlying different theories of
democracy”.

Despite all the controversies there seems to besermus that democracy refers to
participation. On the one hand participation letml®fficient problem solving and on the

other, procedural conditions allowing for partidipa enhance the legitimacy of the decisions
made. Democracy is perceived as “a condition wrereommunity of people exercises

collective self-determination. Through democracgnmbers of a given public — a demos —
take decisions that shape jointly their destinythwequal rights and opportunities of

participation, and without arbitrarily imposed ctasits on the debate. In one way or

another, democratic governance is participatorynsattative, transparent, and publicly
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accountable. Whatever the specific mechanism apptiemocratic governance rests on the
consent of the governed.” (Scholte 2004, 285).

This definition of democracy, however, encountenfis difficulties when transferred to the
global level: the public is multiple, its membere aubject to different rules of law if at all,
and the interests vary considerably. Most impolyanthe question of non-state actor
participation is raised differently at this leva§ it is only partially framed by legal structures,
contrary to the national levél.Thus transnational or international non-governmleattors
operate in a legally diffuse and normatively chadied space. Once one leaves the national
arena, two factors help us to structure our rebeano the one handparticipation in
decision-making, conceived as interest represemtatchieved through deliberation,
association and inclusion in transnational pubfiegie committees, and on the other, their

role in actuabover nance, such as relief work and self-governance.

Participation

Theorists of participatory democracy see partiocgqpas more than voting in elections. The
increasingly high abstentionism in elections areldisenchantment with political parties and
the political class more generally (Stoker 2006jr\N806) has led to the development of new
forms or even a market of political activism (Rigdigon 1995, Jordan and Maloney 2007).
Participatory democracy calls for broad participatiin the decision making system. It
requires creating opportunities for all membersaaajroup to contribute to decision-making
processes. However, participatory democracy hdsrdift meanings. While in the late 1960s
and 1970s the concept was used as a critique obctatit elitismi, it has a more functional

role in contemporary democratic theory. This hasdeme observers to take a rather critical

% The only exception concerns humanitarian orgaioizat The Geneva Conventions accord the righnetf
the obligation - to humanitarian organizationsdsist the victims in armed conflicts. Yet even thstates do
not necessarily respect the norms enshrined imatenal humanitarian law.

% Based on the works by Pateman (1970) and Baclfi&¢7)
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position in arguing that “the new approach of mgsatory governance rests on the very

traditional premises of technocratic politics” (&ea 2007: 242).

These two conceptualisations can also be distihgdisgrincipled understandings based on
the idea that participation in itself is in line tiwifundamental democratic principles, in
particular equal representation, andf@asctional understanding focusing on the outcome of
social participation both in terms of good goveregand in terms of efficiency (Kohler-Koch
and Finke 2007). The instrumental character ofi@pétion is based on the idea that the
participation of all concerned actors will leadsigstem effectiveness while at the same time
contributing to its overall level of legitimacy (&pi and Grote 2002, Heinelt 2007). Thus,
taken together, scholars working on a transnatitenadl argue that global processes would
lead to the diffusion of dominant cultural framesjJues and resources (Boli and Thomas

1999, for an overview see Bailer et al 2007).

Ever since Tocqueville, non-state actors have beamsidered to be crucial actors in
democratic systems. Following the pluralist litaeratin the 1950, after some forty years of
relative silence on this matter, contemporary dehastarting in the 1990s, reveal, as
Rossteutscher (2005:4) put it, “a shift in the ufge associative help comparable to the
pluralist turn in the 1940s and 1950s”. Non stat®rs, as some believe, contribute to better
representation, deliberation, the counterbalanoingowers, the cultivation of political skills
and the formation of public opinion (Warren 2001).

According to Scholte (2004) transnational non-stateors, such as academic institutions,
business forums, clan and kinship circles, consuamocates, development cooperation
initiatives, environmental movements, ethnic loBbifaith-based associations, human rights

promoters, labour unions, relief organizations,nkhitanks, could play their role as
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transnational representatives of diverse demothikrsense, their participation at the global
level is to be understood as more than promoting nerms or raise issues. They are
conceptualised as agents of resistance (Kaldor)2060@ystematic transformation (Florini

2003). The normative view insists “less on causdhyways of influence, or scope conditions
of political success, but on the emancipatory raleNGOs” (Steffek 2008, 8). Yet this

postulate does not answer whether and how thisacarally be converted into actions and
decisions unless any form of participation is cdastd to be indicative of the process of

democratization process at the international [&vel.

We find both ideas — the principled and the furr@iounderstanding - in the specific form of
participatory democracy which is associative demogrIn this form of democracy, non-state
actors contribute to democratic processes for #reefit of increased legitimacy. Thus, it is
assumed that non-state actors — both economic Hrefso- can be at the same time an
instrument to improve the efficiency of policy-magi and ensure citizens’ participation
(Hirst 1994, Cohen and Rogers 1995, Schmalz-Bruns 1995).tlrat®ns where political

parties do not supply adequate access to citizewnsder to allow them to participate in the
decision-making processes, which is the case at dlobal level, associations offer

opportunities for such participation.

In the framework of associative democracy, theusidn of interest groups in decision-
making to democratise the process is justified loa basis of two arguments. First, it
‘organised civil society’ is the product of the hitgof free association. Defenders of these

forms of democracy portray these groups primamslypattom-up, citizen-initiated, part of the

* For a critical view see Jaeger (2007)

® Hirst's conceptualisation of associative democriadgcused at the local level. Given the subsitiarorm of
the EU, his understanding of the concept was ned by scholars in their analysis of the EU’s deraticr
deficit.
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voluntary process of people’s coming together teego themselves. Groups can therefore be
a positive force for democratic development in axphg, raising, and discussing the issues
of the day. Thus, an important element for detemmgirthe value of a group system as a
“vehicle for representative government is to asgerithe degree and type of popular

participation in voluntary associations” (Baumgartand Leech 1998, 89).

The second most important justification for intérggoup participation is that they provide
lawmakers with relevant information otherwise naitable (Mansbridge 1992, 35). In their
understanding of associative democracy Cohen argeiounderline that the State must
support interest groups lacking the necessary reesuo intervene in the policy-making
process so that they can provide the necessaryrtessgpéo policy makers. The model of
associative democracy, by combining the neocormbragenda to the requirements of the
theory of liberal democracy, assumes that non-stetter's can be at the same time instruments
to improve the efficiency of policy-making and assgitizens’ participation. We find here
elements of the neopluralist view which is basedhmnclassical idea developed by Truman
(1951) that the representation of interests thrabhghgroup system is certainly neither perfect
nor without bias; but the diversity of associatiohslps to preserve a rather equal

representation of all interests.

Non-state actors, and this is the novelty broughhrough the neopluralist approach, do not
only provide influence through information, but @lsontribute to political campaigns and
interact with one another in particular ad hoc itmals as Lowery and Gray (2004) argue.
They show that there is a much broader range msbtojucompetition but of collaboration as
well among organized interests. The influence petida process is not unidirectional — there

are significant feedbacks among actors.

Santiago new 300609 8



Thus we can summarise the arguments developed dyatlhors on participatory and
associative democracy in two points: first, resegrdinancial as well as social ones, are
needed to enhance the capacities of non-statesactarder to intervene in public political
debates. According to theorists of participatoeyndcracy, the lawmakers must enhance the
resources actively.

Second, non-state actor mobilisation is fundamefdgalmeasuring the degree to which
citizens are represented and participate in thesid@emaking process through non-state
actors. This element refers to degree of represeityaand internal participatory structures of
non-state actors. These elements are crucial fderstanding how non-state actors adopt
their external participatory features and theireinal structures — a process we call

professionalization — in order to participate eéficly in global affairs.

Applied to the global level, democratization meame participation of non governmental
members of various societies at the internatioeall As a consequence the activity of any
such actors may be considered to further the advaect of democratic governance at the
global level. The underlying assumption is thatlcsociety participation contributes to the
collective/public good. These postulates are prignadefined by the intention of the
individual actors that they actually fulfill thi®le. From an empirical perspective, however,
the question is less relevant as to the motivatiotine actors involved. Instead one needs to
analyze first three specific interrelated problebefore being capable at all to assess this

supposed democratization trend.

In order to participate there must be a space alipwuhese actors to participate in the first

place or to try to participate. This issue needdeaoaddressed first before discussing the
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normative expectations linked to the participatdrorganized civil society. The potential for
participation differs fundamentally with respect tbe operative dimension of any
organization and the advocacy dimension. Given shi central role of the state in
international relations, success of the correspandictivity still depends on the ability and
willingness of the states to tolerate (or even suptheir contribution to what the latter
consider as a part of providing public goods.

With respect to the advocacy function of NGOs astesot necessarily an issue. They can at
any time launch a campaign focusing on human rjghts environment or development for
example. This implies generating support amonguggporters, the media and politics. But it
also relates to the problem of access even thotighdibferent sort: access to the national and
international political decision making institutnOver the years that access is no longer
guestioned and has become more or less the rdégastt within the UN system. But again,
access does not necessarily mean success in achieving specific objectives. The advocacy
role refers to an additional problem: purely nasiloGOs may also have an international role
if they try to influence their respective natiopalitical institutions to enforce specific norms

or activities at the international level in thearéign policies.

While operative and advocacy activities of nonestattors lead to different forms and

challenges for participation, both forms are gelhe@nd schematically linked to non-state

actor participation in the (good) governance litiera.

Governance

Under the heading of governance, non-state acterexgected to contribute to the efficient

management of international public policies. Héne,accent lays less on the enhancement of
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democracy at the global level than on the concdipaiiebn of non-state actors partnersin
global governance.

In the age of globalization and global interdepema@enon-state actors play a role as partners
as well as independent actors. Transnational gamemschemes including state and non-
state actors aim at providing a functional equinate public authority. These schemes
establish their own rules, ethics and labels ibglaffairs. Their activity can be understood
both as a problem solving one or as a strategumiventing the state to create norms and
rules in the transnational sphere (Ronit 2006). Adrenative and empirical literature shows
that many international conferences and meetiragsfefiowed the report on Global
Governance (Commission on Global Governance, 188% emphasized the demand for
new rules regulating numerous fields of internadigrublic policy in creating a “societal
steering system” as Ronit calls it (Ronit 2006, ;238e also Jordan et al. 2005). Three
arguments can be presented in favour of the pattipeunderstanding (Steffek 2008): First,
non-state actors possess non-conventional exparis&nowledge that neither state
authorities nor international organizations carwnfSecond, these non-state actors represent
citizens’ interests and values directly in intermiaal policy-making procedures, thus creating
an international ‘public sphere’ (Nanz and Steff2B04). Thirdly, non-state actors also act as

reverse channels and inform citizens directly alol@aisions taken in the international realm.

The governance conceptualisation of non-state sgt@sents their participation in global
affairs more as a functional necessity than asv@deatic imperative. The knowledge and
expertise of non-state actors in their respecieleg of specialisation should be used as a tool
for provident better and more efficient policy-madgiprocedures, both in the agenda setting

as well as in the implementation phase of polidesided internationally.
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The short review of the various arguments can bansarized in the following way. First,
participation of nongovernmental organizations ieality. Second, participation has become
almost a necessity in order to include in the malitdecision making process the knowledge
of these agencies. Third, nongovernmental organizahave also become relevant actors in
the implementation of policies. This leaves seMsses unresolved: First of all, does the
increased participation effectively improve theifiagacy of the political process? Secondly,
To what extent does professionalization contribatdat end? And, finally, does this imply a
gain in democracy, that is participation equaleémdcratization?. An answer to this question
is anything but simple. If democracy is conceptediin procedural terms (in principle
openness of the political system allowing for gapttion) this poses less of a problem in
contrast to democracy or democratization defineslisstantive terms. In the latter case value
judgments are inevitable. We will leave out themative dimension and limit ourselves to

the linkage between participation and professiaaébn, its causes and consequences.

3. Democratization and professionalization of the NGO world

The nongovernmental non-profit organizations hdtraeed an increasing number of
scholars over the past decades, starting probabtine “discovery” of transnational

relations or “bringing them back in” (Risse-Kapp&895). Where do they come from, what
do they do, what is their legitimacy, how do th@gmte etc. are some of the relevant issues.
Parallel to this particular research domain onlgtreely recently has the concept of global
governance emerged which has been linked to themot participation if not

democratization of the international system of gnaace. Interestingly enough the issue of

professionalization has thus far been given ldattention with the exception possibly of
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Franc&. Knowledge and skills defining any professionaléty are critical attributes for an
organization not only to survive but to competamincreasingly crowded market for private
and public funds. Knowledge and skills are als@agesources for these organizations. They
are the precondition for the ability to influente tdecision-maing process on the one hand, to

participate in the implementation of decisions lo& dther

Analyzing professionalization processes is notasyeask simply because the world of
NGOs is a heterogeneous class of actors, varyistructure, size, capabilities, skills, domain
of intervention and missions. This includes extrignaévers classes of actors: among others
foundations, professional associations, interesfifgs or grass roots movements. As we are
focusing on the role of nongovernmental organizetim terms of participation and
democratization it seems justified to limit our igcon an analytically relatively homogenous
class of actors. The nonprofit status as the ek@ugiterion is insufficient. It makes a
difference whether an NGO is active in the inteodsts own members or whether it is active
in the interest of others. Naturally, each integgsup would claim that it their objectives is in
the general interestAn association of engineers, for example, isrife@presenting a
segment of civil society. Its focus is primarilya&d to the status of its members relative to
the outside world and its internal focus is limitedhe dissemination of knowledge and
skills.

The specific group of organizations we are inte@sh are those that are engaged in the
pursuit of a normative objective . If the groupeoigineers would form an association named
“engineers for sustainable development” this wdddlifferent. Sustainable development is

the core objective whereas the knowledge and sKigngineers are instrumental for the

® For example the special issue of Revue du Tiers Mondalited by Le Naélou/Freyss,
2004.Professionalization has obviously been a qorfoe some time of the many French internatioaditigirity
organizations

" The medical profession is particularly skilledeiquating their individual interest with the publiterest.
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attainment of the objective. The latter is therefdefined in terms of the interests of a

specific or generalized group of beneficiaries.

Therefore, next to the nonprofit attribute the pitref an objective in the interest of a public
good is equally relevant. Historically, as Frey&304:742 nn) shows, the normative objective
or objectives of this type of nongovernmental axtoad its foundation in charity. It was the
result of the moral appeal grounded in religiontek@n philanthropy became a dominant
motive guided not by religious belief but by reasklore recently the motive, in contrast, has
been defined in political terms based on the ppiecof solidarity respectively international

solidarity. Solidarity may be fueled by belief, sea, and/or political conviction.

This gives us the two elements for the identifimatof the class of non-governmental
organizations which we are interested in and whierassume to be relevant for their role as
agents of democratization. This class of actorsbeadifferentiated in terms of their
functional role or roles. As we will show that aspis relevant for the discussion of
professionalization. This dimension can be reduoado major properties: advocacy and
service delivery. Advocacy can be defined as tlgagament of these organizations for
specific objectives that can associated with aipwjdod such as human rights. Service
delivery in turn means that the organization pregsidome material or nonmaterial good to a
broader audience. The provision of a material goagt be emergency relief (shelter, food,
medical treatment etc.), the provision of a noneanak good is basically information such as
the International Crisis Group provides with thregularly published analyses. We contend
that each NGO is more or less engaged in fulfilbogh functions, even though depending on

their specificity the one or the other will predorate.
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Both functions can be fulfilled professionally. Ambacy can rely on the experience of
marketing and lobbying. The same is true for theise functions the various NGOs fulfill.
Their activity might not only be driven by good lblut also based on the knowledge and
skills of a particular set of professions. Yeheitgoodwill or skills and knowledge may be at
the origin of the creation of such a type of NG@eTjuestion therefore is to what extent are

professionals a constitutive element in the fororatf an NGO of the type we are discussing.

We can distinguish three types:

1. those who define their mission in terms of theingwofession,

2. those that adapt existing knowledge and skills hea situation, based on a specific

idea, and, finally,

3. those whose origins is defined in political termsl ®ased on protest.
With respect to the first type we find NGOs sucliPampiers sans Frontiérggiremen
without Border) oiReporters sans FrontierdReporters without Borders). This type of
organizations relies on professionals either activ@erational activities such as the Firemen
or in advocacy such as the Reporters. Firemen wtithorders deliver services (disaster
preparedness activities among others) that areop#reir profession whereas Reporters

without borders is engaged predominantly in advgcac

The second type of organizations are created b@sadew idea and preexisting knowledge
which is then adapted to its particular missione Red Cross or, very recently, NGOs
engaged in microfinance are such cases. In theoddbe Red Cross medical knowledge for
treating wounded soldiers was available based eidt#a that this group of persons (among
others) is entitled to protection and assistandBemame of humanity. The medical

knowledge available nevertheless had to be adaptind specific conditions of the
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battlefield (war surgery). A similar case are NGfgaged in microfinance and microcredit
(see Boyeé et al., 2006). This implied as well treation of the appropriate organizational
structure relying on specific knowledge derivedhireconomics and finance. The normative

objective in this case is to provide people with possibility to generate some income.

The third group has its roots in a social movemehich at some point turns into a social
movement organization. There is obviously at somiet@an organizational imperative
recognized by its members in order to gain politieeerage. Attac (the « Association for the
Taxation of Financial Transactions for the Aid afi£zns”) is such an example. Founded in
France in 1998, it is an international organizaton network in the global justice movement

active in 40 countries and about 1.000 local groups

Taking into account this variety of organizatiohsisng two common properties: non-profit
and normative objective. They perform two completagnfunctions where one may be
dominant (i.e. advocacy) or where both are compiearg (service delivery and advocacy).
The research problem can therefore be framed nimstef adaptation on the one hand,

professionalization on the other.

Professionalization and Adaptation

Professionalization may be defined as one compafeahe adaptation of an NGO to the

requirements related to its activities. Defined tivay adaptation and professionalization

become almost synonymous with a particular focutherknowledge and skills of the

organization and its members. We therefore sugggeatprovisional definition adaptation as
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the process whereby an organization defines offiregeits strategic choices embodied in its
mission. It thereby reacts to the changing envireminmn which it operates.
Professionalization in contrast refers to the psead specialization and diversification of its

members and its internal structure.

We have identified the subclass of organizationgklwban be subsumed under the label of
international solidarity. International solidarig/not a profession but rather a choice or
vocation. Naélou (2004: 777) takes a radical pmsiby raising the issue whether the term
professionalization is but a trick of the NGOsegitimize their existence and their activities
targeted at their (governmental) donors. Experidrased on learning would therefore be
central for solidarity NGOs not so much their netia on professionals. One could therefore
speak of professionalization in terms of the “cagaccollectives agir solidairement”
(Freyss, 2004:764, italics in the origifalThis is why she raises the question whether we ar
dealing with organizations characterized by “prefesalization without profession” (Millon,
cit. by Naélou, 2004:778). Professions are defindtie sociological literature as areas in
which official and legal structures define the waysl means of legally attributing the

profession to an actor (such as lawyers, enginetrs).

If solidarity is primarily a vocation this does retheless not exclude the professionalization
of the organizations, both for advocacy or serdekvery purposes. Reality shows as well
that the requirements of NGOs in their job annooma@s define in very specific terms the
kind of profile required from the candidatdautritionist, water engineer, etc.).
Professionalization can therefore be defined im$eof its underlying technical logic opposed

to the logic of solidarity (Naé&lou, 2004a:783). y3& goes even further by pointing to the

® The collective capacity to act in a solidary fashitransl. by the authors.
° A look at the various websites of NGOs such asa@®wis ample evidence.
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drawbacks of professionalization which is basedechnical specialization or what he calls
the balkanization of the given domain of interventon the one hand, the bureaucratization
on the other. Balkanization relates both to therimal division of labor into different sectors

of specialization, i. e. knowledge and expertisewall as with respect to the different target
groups (old persons, children, women etc.). “Baikaition” raises the issue of priority setting
and coordination both within and between organireti Bureaucratization, in contrast, seems
to be an inescapable imperative for any organimaBareaucratization is a universal
phenomenon and therefore relatively neutral widpeet to the normative objectives pursued
by an organization. Yet this may indeed have comseces for the organizations’ functioning

and its performance.

Causes of professionalization

At the outset, the professional status of an NGabtselevant. In the absence of an
internationally recognized legal status their tasudefined by each state separately. In
France it is the 1901 law requiring only a valuatigsion, in Germany the equivalent
principle of “Gemeinnutzigkeit” (public utility) ggies. The formal set of rules does not
presuppose any professional skills but rather “gateht”. Given these conditions what could
professionalization mean? Let us take the exanfdiemanitarian organizations. Anybody
could call herself or himself a humanitarian aslaslany organization can call itself a
humanitarian organization. The normative objectyeg@n therefore differ as well. Some
humanitarian organizations define their missioatre¢ly narrow, based on the four
fundamental Red Cross/Red Crescent Movement phtascipumanity, impartiality, neutrality

and independence. Others include as well con@eblution, development or other additional
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objectives. As a consequence a common deontologpacteristic of officially recognized

professions does not exist.

And yet, the process of professionalization is wnaldy under way. In the following we will
formulate a few propositions illustrated by a numtieexamples. These hypotheses are for
the time being only suggestive. They need to bledesystematically in the future. These
propositions will focus on two aspects:

a) the conditions that are conducive to professipaigon on the one hand, and

b) the consequences of professionalization on tiinero

These two dimensions will be elaborated next.

Conditions conducive to NGO professionalization

It has generally been argued that the creatiorooha has its origins primarily in civil society
(cf. Keck/Sikkink 1998 ; Schemeil/Eberwein, 20000r NGOs the problem consists in
finding the resources for their activities. As treather offer their services for the
implementation of public policies or whether thaitiate the creation of new public policies
this means that this will find its repercussionsghie allocation of resources in the government
budgets. In order to have access to funding (pitbposl.1) the NGOs have to demonstrate
that they are professional, that is that they mligtish themselves as a particular group of
actors able and qualified to provide particulavges. In order to legitimize the funding of
NGOs for the provision of specific services whatethe reasons may egovernments

(proposition 1.2) will specify a number of condrighow the resources have to be spent.

191t could be that it is cheaper for a governmerdutsource specific activities, or that it does want to create
a special administrative branch to provide specifivices.
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This, we postulate (proposition 2) that the prafasalization of NGOs is a supply driven
activity of the states to the extent that governnfi@nding cannot be substituted by private
donations. Conversely (proposition 3) the NGOsemively recognize their interest to
delimit themselves as “professional organizatidnsfn non professional ones. As long as
their activities are not established as recognmefessions and that the governments do not

legislate correspondingly the option for the NG©as4ists in a process of self-regulation.

Based on these arguments one of the consequemdbls fdGOs is professionalization in
terms of bureaucratization. That is the public deraefine relatively narrowly the conditions
how the resources have to be managed. A good eramible Framework Partnership
Agreement of ECHO, the European Community Humaama®ffice and the contractual
rules that apply once a project has successfugguhthe barrier of approval. Project
management is objective neutral but the bureawcpaticedures that apply can make life for

the professionals providing the services relativelyd.

What is the potential motive for autoregulation@agulation can be interpreted as a
strategy of NGOs to delimit themselves as “prof@sai organizations” from others. It is one
possibility to reduce competition. Cooley and R2002:6) argued that “the growing number
of I0s and INGOs within a given transnational seatoreases uncertainty, competition and
insecurity ... in that sector” increases”. Yet howadént is this process of autoregulation as
another element of externally induced professiaatibn? Again, taking the example of the
humanitarian NGOs the result with respect to cade®nduct has been successful in that
practically all humanitarian NGOs have signednttdrms of unifying humanitarian action
the result is disappointing as reality shows (seergy others Leader, 1998; Hilhorst, 2008).

Networks have been created at the natio@ab¢dination Sudn France, VENRO in

Santiago new 300609 20



Germany or InterAction in the United States of A&y, the regional (VOICE at the EU
level) and the international (ICVA) levels. Yetdmetworks struggle hard to establish a
common denominator as these NGOs usually tend pthasize what distinguishes them from
the others).

Professionalization in terms of specializationnsther trend based on the recognition of the
various needs. In this case professionalizatiori@aphe technical dimension of service
delivery. Logistics, camp management, water andatan etc. are standard activities of
humanitarian NGOs each of them requiring specgaligthis implies necessarily the risk that
technical standards become dominant whereas thialbebjective is lost out of sight. The
Project SPHERE 2004) with its minimal standards ki@s such an attempt to contribute to
the professionalization of humanitarian actiontétshnical focus has been widely criticized.
The COMPAS Quiality of the Grougrgence, Rehabilitation, Développem@dRD)'* is one

of the responses which is indicative of the proees®arch of professionalization.

We can draw a number of preliminary conclusionfwaispect to the professionalization. In
particular NGOs providing services are forced tf@ssionalize in order to demonstrate their
utility to the principals donors, the states. Ttegess are the primary source of competition
among NGOs by funding those activities they considievant in their interest. One of the
consequences is not only the professionalizatidarims of specialization but also of
bureaucratization. This is also a preconditionp@articipation. Only those NGOs having a
good track record of performance will have lesfidifties to participate in the decision-

making process.

Consequences of Professionalization

! See the website fordetailsvw.compasqualite.org/en/dynamic-compas/supportsahic-compas.php
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Again, we will refer to a proposition Cooley/Ror0(2:6) have formulated and which will
serve as the starting point for our own discussidhe marketization of many 10 and INGO
activities — particularly the use of competitivaders and renewable contracting - generates
incentives that produce dysfunctional outcomess&heo authors reduce dysfunctions to the
increased competition among NGOs and donors. Teidgtional outcome consists in the
inefficient if not wasteful use of resources. Frtmair theoretical point of view, the new
economics of organizations conceptualized in tesfriee principal-agent model, that
conclusion is plausible. But it is no more than @mit ignores two aspects which are
probably even more relevant. One relevant dimengtates to the problem raised by
Dijkzeul/ Gordenker, 2003), the tension betweensthategic and the field levels of

organization. But this is not the only problem.

Going back to the metaphor of “balkanization”, greater the degree of specialization within
an organization the greater the problems concemingrganization’s priorities (proposition
4.1) . At the same time the costs of coordinatidhimcrease. This relates primarily to the
headquarters with their bureaucratic structuresn@ition starts at home so to speak. The
specialization and differentiation within an orgeation which will necessarily go hand in
hand with organizational growth. This leads usdstplate the proposition that the greater the
preoccupation of the leadership of an organizasarganizational survival the more likely
will it pursue a strategy of specialization in artie establish its reputation and capacity as an
efficient service provider. This poses severe l@mln terms of the managerial capacities of
the organizations, in particular the recruitmeninalividuals capable of assuming the heavy
load of leadership. As the evaluation report consiaizged by OCHA shows (xxx) the big

humanitarian NGOs have established some intermakgdures and training programs for their
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future leaders. This activity is based on the redamn of the crucial role of leadership and

coordination skills.

One can add an additional proposition (4.2) relébethe increasing professional
specialization of the organization. Taking into@aat the funding availability aspect and
organizational survival increasing specializatian tead to two strategies of adaptation: one
would be increasing inter-agency coordination,dtieer is mandate change if not mandate
enlargement (cf. Schemeil/Eberwein, 2009). At tinecsural level this may lead to a process
of concentration (prop. 4.3) where only the bigasngations will in the end survive. An
alternative one might find the pressure on the pladonors to reduce their workload by
reducing the number of service suppliers. Thahes af the motives behind the Humanitarian
Reform that is to channel national resources thidhg UN as coordinator. Alternatively,
ECHO is strongly suggesting the NGOs to form catmsevhich would have the same effect

that is reducing the number of project proposals.

One of the problems that will arise relate to pgpttion properly speaking: the greater the
specialization the greater the probability thaytihl be included at least at some stages of
the decision making process (proposition 5.1). Thatarticipation will be greatest in those
areas where NGOs bring in their specialized knogdeahd experience. This may well lead to
increasing participation with the pressure to canpse which, in turn, may create problems
within the organization it it is a membership orgation (proposition 5.2). A good example
of this problem is the French netwdReseau Action ClimgRAC) which is part of Climate
Action Network (CAN). RAC is a relevant partner the French administration in
environmental issues but this has created conglictsng the organizations included in the

network and their members because the RAC spdsidiid compromise in order to
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participate. This problem does not arise with respespecialized advocacy or non-member
organizations such as Transparency Internationdlti®se organizations may nevertheless
get some public funds if they perform activitiesigvhare in the interest of the government.
The preliminary conclusions concerning the consegeg of participation related to several
dimensions. First of all, specialization in conjtian with the emergence of new problems
and the availability of public funds leads the indual organizations to rethink their
particular mission and survival strategy (thassues relating to the adaptation of their
mission and structure). Recognized specializasannecessary property for these
organizations to be able to participate in thetali decision making process. This, however,
is a structural vulnerability of the NGOs at largee greater the number of NGOs
participating as specialists, the greater the pdsgiof the states to instrumentalize the
NGOs. Governments may be able to” pick and chooset they consider to be in their
interest (proposition 5.3). One could furthermargua, that the greater the need is to rely on
“technical” knowledge and skills, the greater thelgability that the decisions made may be
“better”, but at the same time these results vélldss and less be transmitted as politically

relevant both to their members as well as to th#ipat large (prop. 5.4).

Outlook: The convergence proposition

The previous arguments have converged to a positna optimistic assessment of
professionalization (specialization) with respecpéarticipation. The assessment with respect
to potential gains in democratization is pessimisiihe convergence proposition argued that
one path of professionalization leads the NGOstmme more and more likely to for profit
organizations. The only difference would be thatéhs that in the latter case there is a direct

link between the producer and the consumer of sesywhereas in the case of the non profits
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the NGO is the linchpin as the producer betweeriuhding agency and the beneficiaries
whose needs as consumers are defined by both tieesdand the NGOs. Another preliminary
conclusion is that NGOs do certainly representayicivil society but that their activities
seem to be much more dependent on the states tiaimethe states being increasingly

weakened by and dependent on NGOs.

We hope that our systematic empirical researchshibiw that our pessimism is unjustified.
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