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Introduction

The Purpose of this Guide

This Guide has been developed to help steer and support ACT? Members through
assessments of their own organisational capacity. The purpose of the organisational
capacity assessments (OCAs) is to help ACT members identify those capacities that
are most in need of strengthening to enable them to better fulfil their mission and also
obligations as ACT members.

Organisational capacity assessments are required during Phase 1 of the ACT
Capacity Development Initiative (CDI), the goal of which is:

To enhance the ability of ACT members and ACT Forum s in order to mitigate
the effects of, and respond to, emergencies.

Though the Guide is focussed upon the capacities of individual ACT members, it also
includes a section intended to help national ACT Forums assess their capacity
development needs as coordinating mechanisms and vehicles for collaborative
activity.

ACT members with partners implementing ACT-funded activities may wish to
encourage such partners to undertake the OCA process, though they would be
expected to use funding sources other than the ACT CDI.

In order to identify the capacities needed, it is necessary to understand the nature of
the disaster risks and vulnerabilities that ACT members and Forums are likely to be
called upon to address and respond to. Organisational capacity assessment should
therefore only be undertaken once the disaster risks and vulnerabilities in the country
have been established. Ideally such assessments should be undertaken jointly by all
the ACT members present in the country. A separate guidance document is intended
to assist ACT members and Forums in undertaking assessments of the disaster risks
and vulnerabilities.*

Box 1: Capacity Development within the ACT Allianc e

Capacity development takes place in several different ways within the ACT Alliance. Some
members develop their own capacity using their own and locally-raised resources; some
develop their capacity with financial and other forms of support provided by other ACT
members; some develop their capacity with financial and other forms of support provided by
partners from outside the ACT Alliance. For most of the period since its establishment in
1995, the ACT Coordinating Office in Geneva has supported capacity development among
the membership; for many years this took the form of an Emergency Management Training
(EMT) programme.

Following a review and consultation process, an Alliance-wide, innovative and multi-phased
Capacity Development Initiative (CDI) was launched at the beginning of 2008. The objective

2 For the purposes of this document, “ACT” as used in the text refers to ACT International, unless
otherwise stated

% The ACT definition of an emergency is: “an extraordinary event that causes destruction to people,
property and structures to such an extent as to exceed the capacity of the affected community to cope
with the situation relying solely on its own resources. It requires external action which is immediate,
appropriate and limited in time, and which will enable the affected community to cope with the
emergency and begin to return to normal life.” Definition approved by the ACT Emergency Committee in
1998.

* Guidance on undertaking such an assessment is provided in the separate document “Guidance for
ACT International Members and Forums Reviewing Disaster and Humanitarian Risks and
Vulnerabilities”
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of the CDI is to enhance the ability, principally, of member organisations and ACT Forums to
mitigate the effects of, and respond to emergencies. Assessments of disaster risks and
vulnerabilities and organisational assessments to identify and prioritize capacity development
needs of ACT members form the principal Phase | activities. During Phase Il, support is
provided to capacity development programmes developed by members to address their
priority needs and measures to encourage and facilitate the sharing of capacity development
experience and learning processes between members of the Alliance. By providing a
coherent framework for analysing and supporting capacity development within the Alliance, it
is hoped that the CDI will increase the focus and coordination of the different types of capacity
development taking place within the Alliance and thereby the overall effectiveness of such
efforts.

More details on the Capacity Development Initiative and its operation are contained in the CDI
funding appeal for the period 2008-2010 available at:

http://act-intl.org/appeals/appeals _2007/GCDI81-sum.html

The Structure of this Guide

The guide is divided into six sections. Sections 3 and 4 provide a background to the
organisational assessment process. They explain what is meant by organisational
assessment and examine the conceptual framework on which the ACT OCA process
is based. Section 5 describes the ACT OCA Tool. Section 6 describes the six- stages
of the OCA process and includes a summary flowchart.

Sources used in preparing this Guide

The guide and the organisational assessment process it describes were developed
by a consultant working with the ACT Capacity Development Officer and the
Capacity Development Steering Group®. The consultant drew upon a number of
sources for this Guide. In particular he wishes to acknowledge his significant use of
WWF'’s excellent Organisational Assessment Guide® which has been used as the
basis for the text of this ACT Guide. PACT'’s Organisational Capacity Assessment
Tool” with its four column presentation has been used as the basis for the ACT OCA
tool. IFRC’s Characteristics of a Well Prepared National Society for Situations of
Disaster and Conflict?, Church World Services’ East Africa Capacity Development
Programme® and the HAP 2007 Standard in Humanitarian Accountability and Quality

® John Borton (Consultant to the ACT Coordinating Office) Barbara Wetsig (ACT Capacity Development
Officer, Geneva) and members of the ACT Capacity Development Steering Group: Abiy Hailu (CAID,
Ethiopia); Ephraim Kiragu (CWS, Kenya); Jean-Claude Masumbuko (ELCC, DRC); Arshinta (YEU,
Indonesia); Joycia Thorat (CASA, India); Herman Brouwer (ICCO, Netherlands); Fatmir Bytyqi (MCIC,
Macedonia); Harold Paul (CAID, Haiti); Carlos Rauda (SLS, El Salvador); Seta Hadeshian (MECC,
Lebanon); Jouwert van Geene (ICCO, Malawi); Shama Mall (CWS P/A, Pakistan). The author gratefully
acknowledges valuable feedback received on an earlier version from the members of the CDSG, Irene
Wenaas Holte (NCA) and Robert White.

® WWF International (2003) A Guide to the WWF Organisational Assessment Process, Gland,
Switzerland. With gratitude to Amanda Pingree, Head of Organisational Development at WWF
International for permission to use the WWF Guide.

" Booth, William, Radya Ebrahim, Robert Morin (2001) ‘Participatory Monitoring Evaluation and
Reporting: An Organisational Development Perspective for South African NGOs’' PACT/South Africa,
Braamfontein. (Section 3 explains the Organisational Capacity Assessment Tool OCAT and how to use
it)

8 IFRC (2004) Characteristics of a Well Prepared National Society for Situations of Disaster and Conflict.
WPNS Checklist. Geneva, Switzerland.

® CWSEA (2007) Capacity Development Programme (draft) Nairobi, Kenya.
6
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Management, also proved valuable sources when preparing particular capacity
elements.

Box 2: Definitions and Principles used by ACT ini  ts approach to Capacity
Development

For the purposes of ACT’s Capacity Development initiative, capacity development is defined
as:

“a process by which the ACT Alliance seeks to enhan ce the abilities of ACT members,
and through them the ACT Forums, related churches a  nd other institutions of the
Alliance, to mitigate the effects of, and respond t o, disasters and humanitarian
emergencies”.

When this definition was approved by the ExCom in September 2007 it was accompanied by
a number of principles to guide ACT’s approach to capacity development.

Learning through sharing within the Alliance - As far as possible ACT seeks to develop
capacity through harnessing and sharing the knowledge, experience and capacities that
exist within the Alliance.

Focussing support on those that are sufficiently mo tivated - As far as possible ACT
seeks to develop capacity by prioritising the needs of those members and their partners
which are motivated to develop their capacities.

Conformity with ACT’s policies and procedures as a core requirement - Capacities will
be developed in such a way as to bring ACT members, the Alliance’s institutions, and where
appropriate those of partner organisations, into conformity with ACT’s policies and
procedures.

Recognition of the time required for effective capa city development - ACT recognises
that capacity development is potentially a long-term process and is committed to providing
the sustained effort and engagement required.

In addition there are a number of other principles which underpin ACT’s approach to capacity
development, though these have not yet been formally adopted or approved by ACT's
governing bodies:

Centrality of capacity development - As an Alliance of church and church-related
organisations that believes in their mission and their role in improving the ability of
communities to prepare for, respond to and recover from disasters and humanitarian
emergencies, the Alliance views the capacity development of its members, institutions and
partners as central to its purpose and work. By being effective as organisations, ACT
members and ACT Forums will be more effective in their work with communities.

Universal eligibility - All members of the Alliance should be empowered and supported to
respond effectively to the needs of women, men, girls and boys affected by disasters and
humanitarian emergencies and those who are likely to be so affected in the future.

Wise use of resources - The resources available for capacity development are limited and
so it is incumbent on the Alliance, its members and institutions to use resources wisely and
focus them on where the needs are greatest and where they are likely to be used most
effectively.

In building the capacity of ACT members, ACT institutions and partners, the Alliance sees
the following as fundamental values:

openness to new ideas and constructive criticism
humility
respectful of the views of fellow ACT members and trusting their motives

willingness to change where this is clearly required to better meet the needs of the
communities that the Alliance and its members seek to serve

accountability to the affected population and to donors/funders
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the quality of the human resources within ACT members is central to the effectiveness
of their organisations and the quality of their work with communities

a respect and sensitivity to gender differences

How to Use This Guide

Who should read this Guide?

The ACT International Organisational Capacity Assessment Guide has been written
for all ACT members that wish to undertake a process of organisational capacity
assessment. The Guide is aimed at three specific groups of people:

Senior managers who are ready to initiate a process of organisational assessment
in their organisation.

Staff who have a particular interest in being actively involved in the process, perhaps
as members of the OCA Team, or who want to find out more about the process.

External facilitators who will help to support the organisation to carry out its own
self-assessment.

Box 3: A theological basis for capacity development

As the ACT International alliance mobilizes resources for effective emergency preparedness
and response, we look to several important values in capacity development and how they are
rooted in the Christian faith and scriptures. And while we acknowledge that such values are
not necessarily owned by Christians, as a faith-based organization we do seek to ground
ourselves theologically and in our understanding of the bible as we carry out our work.

Multiplication of resources  (Exodus 4:2, 2 Kings 4:1-7, Matthew 25:14-30, Mark 4:3-9, John
6:8-12) Throughout the scriptures, those whom God calls are continually asked to use and
multiply the resources that they have within their reach. Rather than immediately looking to
what we do not have, the best use of our energy and resources is found in how we arrange,
develop and multiply what has already been entrusted to us for the most effective and
appropriate response to emergencies.

Transparency in our action (Psalm 139:23-24) A central aspect to capacity development is
the process of inward assessment and a willingness to become fully aware of the resources
and capacities available within our own organizations. This stewardship of people, funds and
assets invites us to step forward to recognize our strengths as well as areas for growth in
order to further develop our capacities to respond. Such a process invites accountability,
humility and transparency as we open ourselves to greater future possibilities in how we can
best assist and accompany communities, while recognizing the value of local coping
mechanisms and resilience in times of disaster.

Diversity of gifts (1 Corinthian 12:12-31) As we seek to strengthen our capacity, both
individually and as an alliance, we all need each other to continue working with and
accompanying communities during times of crisis in a way that embodies wholeness. We are
many members all forming one body. As such, we all have our own unique role to play, one in
which we celebrate our unique gifts, talents and skills, to the benefit of those we serve.

Care for the whole person (Luke 10:29-37, John 5:2-9) As churches and church-related
organizations, one key value that we are particularly called to integrate into our work and
capacity development is a continual sensitivity to the whole person. Our assistance and even
our aims to improve assistance must always be rooted in a deep respect for the abilities,
needs and potential of people and communities.

Commitment to growth (2 Thessalonians 2:15-17) The application of learning within the
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alliance can only fully take hold and multiply through a lasting commitment to change through
continual sharing, transformation and support -- a commitment that applies to every member
as we all play our different parts in seeking to grow into an alliance that maximizes the quality
of response to communities in crisis.

Using this Guide

All organisations are different and approaches to developing their capacity must be
tailored to the needs of each organisation. Even within the ACT Alliance where
members have many values and objectives in common, there is wide variation in
organisational types, scale, missions, approaches, cultures and in terms of the
contexts in which members operate. It is therefore recommended that this Guide be
used to stimulate thinking about the process of organisational assessment within
your organisation. Rather than rigidly following each and every procedure described
in the Guide, it is recommended that ACT members use it to develop their own ideas
that seem more in keeping with the size and culture of their organisation and the
country and context within which it works. Experienced facilitators are welcome to
adapt this Guide to their personal style once they have received a briefing on the
overall approach and scope for adaptation from the ACT CO.

This may mean:

changing, adding or removing some of the capacities in the OCA Tool that do not
seem relevant to the organization and its context

reducing the size of the OCA Team because 5-6 people seems too big a group in
an office of only 15 staff

devising new and creative ways of gathering, analysing and presenting
information that are not included in this Guide.

Box 4: Contacting the ACT CO

Anyone requiring more information on the OCA process should contact: Barbara Wetsig,
Capacity Development Officer, ACT Coordinating Office, Geneva. bwe@act-intl.org +41
227916230.

ACT members and ACT Forums contemplating undertaking the ACT OCA process are
encouraged to contact the Capacity Development Officer to discuss possible approaches.
Financial support may be available to assist some ACT members through the OCA
process.

Organisational Capacity Assessment

What is Organisational Capacity Assessment?

An organisational capacity assessment (OCA) covers the organisation's external
relations and image; its performance in achieving its objectives, as well as its internal
functioning and resources, role and strategy. The organisation's overall strengths,
weaknesses and development needs can be identified through this process.
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Organisational assessment is an essential first stage in a capacity building process
that aims to develop healthy and resilient organisations that can effectively achieve
their objectives.

Organisational capacity assessment is not:
A process for re-sizing the organisation
A magic solution to all organisational problems

Why undertake an Organisational Capacity Assess = ment?

Organisational assessment is an essential activity in strengthening the capacity of an
organisation to more effectively achieve its goals. Its main use is as a "diagnosis" of
the capacity of the organisation. Information from this diagnosis is used to identify
key organisational needs, and hence to plan and implement appropriate internal
capacity building activities.

When it is done in a participatory way, the process of organisational capacity
assessment can itself build organisational capacity. By stimulating reflection,
learning, and dialogue, new and old problems and opportunities are examined, and
ideas for addressing them generated. OCA establishes a learning model that can be
used again for similar exercises in the future.

The holistic approach taken (looking at the whole organisation and how the different
parts inter-relate) makes it easier to identify developmental priorities which are not
always obvious when in the midst of day-to-day work pressures.

Organisational capacity assessment can also be used as a monitoring framework for
the organisation to measure its progress and development over time.

In summary, organisational capacity assessment is an essential part of an internal
capacity building process that helps an organisation to take charge of its own
development.

In ACT it can be used to strengthen and increase the organisational effectiveness of
ACT members in disaster preparedness and response which in turn will help to
strengthen the ACT Alliance as a whole.

Why self -assessment?

The organisational capacity assessment process described in this guide is one of
supported self-assessment. Self-assessment means that the organisation’s members
carry out the organisational assessment for themselves, using ideas from this Guide
and the ACT OCA Tool as a framework. This is important to encourage ownership of
the results and a commitment to addressing the priority issues that emerge across
the organisation.

The self-assessment is supported in the sense that it involves an external facilitator
who is familiar with organisational capacity assessment and can guide the
organisation through the process. Part of the role of the external facilitator will be to
enable the OCA process itself to build the capacity of the organisation. By the end of
the OCA, the organisation should be better able to engage in systematic and ongoing
organisational reflection and development.

In addition to an external facilitator, an ACT member undertaking an OCA process is
encouraged to draw on the experience and expertise from elsewhere in the ACT
Alliance. A central belief of the ACT CDI is that the ACT Alliance contains
considerable human and knowledge resources on capacity development. The
process of developing the capacity and effectiveness of the Alliance is therefore
viewed as one of mobilising and sharing the human, knowledge and financial
resources that exist within the Alliance. ACT members with specific areas of
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expertise could be asked to help with the assessment of specific capacity areas, say
emergency needs assessment, scaling-up in the event of a major disaster and
disaster proofed communications systems. Resources and mechanisms are available
through the CDI to support and facilitate the sharing of such knowledge and
experience within the Alliance.

A supported self-assessment is, therefore, very different from an audit which is
normally carried out by one or more external ‘experts’ who, themselves, make
judgements based on the information they have gathered and present the results to
the organisation.

How can Organisational Capacity Assessmentbe u  sed?

Facilitated self-assessments of organisational capacity are a requirement of Phase 1
of the ACT Capacity Development Initiative. ACT members wishing to access the
funding under Phase 2 of the CDI in order to undertake capacity development
projects must first complete the Phase 1 process.

Though a requirement of Phase 1 of the CDI, organisational capacity assessments
can also benefit ACT members in the following ways:

Provide an organisational ‘health check’ to ensure that the organisation is
effective, healthy and resilient.

Clarify and further explore specific organisational problems and issues in
order to identify their root causes

Identify organisational strengths and weaknesses

Develop an internal capacity building strategy to address internal capacity
deficits (along the lines of the process to be followed in the ACT CDI)

Develop a case for seeking external support for organisation development

Monitor the progress of internal capacity-building initiatives based on an
earlier organisational assessment

A full organisational capacity assessment should be conducted by ACT members
every 3-5 years, with annual monitoring of progress on the development of the
capacities which were prioritized for action in the OCA. (The timing of the OCA could
be aligned with the member’s strategic planning cycle).

Box 5: An Organisational ‘Health Check’

Effectiveness is a measure of the organisation’s ability to achieve its programme and
strategic goals.

Health is a description of the organisation’s general condition in terms of well
functioning structures and systems.

Resilience is a measure of the organisation’s ability to recover quickly from setbacks
and adapt to changes when necessary without compromising its overall purpose or
identity.

11
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3.5 How do Organisational Capacity Assessments he Ip ACT Forums?

The OCA process is aimed at individual organisations. However, in those countries
where national ACT Forums have been established, the OCA process is of significant
relevance to the Forums.

Forums are an integral part of the ACT Alliance and constitute one of the set of
institutions within the Alliance whose capacity needs to be developed.

Forums can only be as strong as their members and so Forums have a direct
interest in helping individual ACT members to make the OCA process and the
Phase 2 capacity development projects as effective as possible.

ACT Forums have a central role to play in coordinating the preparation of the
Review of Disaster and Humanitarian Risks and Vulnerabilities which must
precede the OCA process.

The principle of ‘Wise Use of Resources’ requires ACT Forums to play a role in
coordinating the OCA processes between individual ACT members so that certain
costs and resources may be shared. For instance, it may be significantly more
cost effective for a group of ACT members to jointly recruit a consultant facilitator
and agree the allocation of his/her time between individual members to facilitate
their OCA processes. Alternatively a member of the Forum may have a skilled
facilitator with OCA experience on their staff and it may well make sense for this
resource to be shared with other members of the Forum.

The principle of ‘Learning Through Sharing’ requires ACT Forums to facilitate the
sharing of experiences and learning by ACT members both as they go through
the OCA process and as they reflect on the results of the process.

To assist Forums in assessing their own effectiveness and capacity development
needs, an additional assessment table has been developed using the same format
as the OCA Assessment Tables. The Forum-specific assessment table appears as
Table 5 in the OCA Tool accompanying this Guide.

3.6 ACT International’'s Organisational Assessment Process and ACT
Development

While the OCA process has been designed for use by members of ACT International,
the following factors are recognised:

ACT International and ACT Development share many members in common

ACT Development is also committed to supporting the capacity development of
its members

The proposed future unification of the two Alliances requires that the OCA
process be capable of adaptation to also cope with the perspectives and needs of
ACT Development members at some point in the future

The OCA Tool has been designed with these factors in mind. The Tool contains
elements that are specific to members of ACT International (Membership
Commitments, Disaster Preparedness and Response Capacities) and elements that
are common to members of both ACT International and ACT Development (General
Organisational Capacities, Accountability, Motivation and Learning). In due course it
is the intention that additional tables and elements will be added which cover
capacities that are more directly related to development work. In light of the proposed
unification, in year three of the current CDI Appeal (2008-2010) the follow-on Appeal
covering the period (2011-2013) will be designed to reflect the unification, containing
activities in all phases for strengthening ACT Alliance members in development work
as well as emergency preparedness and response.

12
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The Framework for Organisational Assessment

The OCA process described in this guide derives from the ‘3-Circle’ model for
understanding organisations.

In the 3-circle model, the key elements of organisational capacity are represented by
three inter-locking circles, which represent an organisation’s programmes and
activities, its internal organisation and its external relations. The three circles are
located within a wider context, or external environment (see following figure).

Internal

Organisation

Context Context

External
Relations

Programme

Context

The Programme circle encompasses what the organisation does and its ability to
achieve its goals. The External Relations circle represents the organisation’s external
linkages with other actors in all three sectors: the state, business and civil society.
The Internal Organisation circle represents the organisation’s internal functioning: its
vision, mission, strategies, structure, systems and resources.

The circles are shown overlapping in order to emphasise the interaction between the
three areas of organisational capacity. This means that limited capacity in one circle
is likely to have an effect on the other circles. For example, if an organisation places
little emphasis on learning from the experience of its own staff and other
organisations, it may severely limit its ability to implement effective projects.
Likewise, a change in one circle can have ‘knock-on’ effects in other circles. For
example, an improvement in the effectiveness of an organisation’s reporting systems
can lead to increased donor confidence and enhanced programme sustainability.

The ACT Organisational Capacity Assessment Tool

How the tool is structured

The ACT OCA Tool is the core of the organisational assessment process. It has been
devised to collect, collate and present information concerning the capacity of ACT
organisations.

The OCA Tool provides ACT members with a mechanism to assess their capacity in
relation to four areas:

1. Membership Commitments

2. Disaster Preparedness and Response Capacities
3. General Organisational Capacities
4

Accountability, Motivation and Learning Capacities
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5. Good Donorship in support of operational partners within ACT

A sixth area has been developed to assist ACT Forums asses their capacities in
relation to their role of coordinating the emergency-related activities of ACT
members. This module should only be undertaken once all members within a forum
have sufficient capacity (e.g. have gone through an organizational capacity
assessment, either this one or their own, and follow-up activities.)

Each of the areas has its own matrix or table with ‘capacity elements’ forming the
rows and four ‘levels of development’ for each capacity element forming the columns.
The four levels of development are:

1. Nascent — the capacity is either almost absent at this time or shows a basic
level of development.

2. Developing - the capacity is present but there is a major need for further
strengthening.

3. Maturing - a significant capacity is present but there remain areas requiring
further strengthening and development

4. Mature — the organisation has a capacity that reflects best practice.

The following table shows an example of one element of capacity (DPR 1:
Experience in Disaster Preparedness) in the OCA Tool. It illustrates the four levels of
development identified for that capacity element.

Capacity Sources of 1 2 3 4
Ref. Element information ‘Nascent’ ‘Developing’ ‘Maturing’ ‘Mature’
Experience in Reflection/ Organisation has no | Organisation has Organisation has Organisation is
Disaster review by recent experience recent experience in | substantial continuously
Preparedness management (within last 5 years) DP but has not yet experience in DP involved in disaster
(DP) and programme | of direct involvement | begun to and is currently preparedness
DPR1 staff in DP projects ‘mainstream’ DP working to projects and has
within the work of mainstream DP into | successfully
the organisation the work of the mainstreamed DP
organisation into the work of the
organisation

Completing the tool involves discussing and selecting the level of development that
best describes the organisation in relation to the particular capacity element. These
‘scores’ can then be tabulated and presented either numerically or as bar charts to
provide a graphic overview of the organisation’s capacities.

The OCA Tool can be used in three main ways:
To elicit information and views about the organisation’s capacities
To summarise the data collection
To present the findings of the organisational assessment

As well as providing a ‘snapshot’ of the organisation at the time of the organisational
capacity assessment, the OCA Tool has the potential for monitoring and reviewing
the development of capacity over a period of time. It can therefore be used as a
monitoring and evaluation tool for capacity building interventions.
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5.2 Sources of information used in compiling the To ol

Table 2 of the Tool (General Organisational Capacities) is a slightly modified version
of the widely used PACT Organisational Capacity Assessment Tool (OCAT).*°

For ACT’s purposes it was necessary to complement this generic tool with additional
tools covering:

the membership commitments undertaken by members of the ACT Alliance as
part of joining or renewing their membership of ACT International,

disaster preparedness and disaster response which lie at the core of ACT's
mission;

accountability, motivation and learning which do not readily fit within the other
three tables.

good donorship in supporting operational partners within ACT (this is an
additional table intended for use only by those ACT members which provide
resources in support of operational partners)

As members of an ecumenical alliance implementing disaster preparedness and
response programmes within the international humanitarian framework, ACT
members operate within a complex framework of policies, standards and norms. In
developing these four additional tables, care was taken to select capacity elements
and set levels of development which relate directly to the relevant policies, standards
and norms. Some of these policies, standards and norms are a formal requirement
of ACT membership; some reflect policies and documents adopted by ACT's
governing body (the Emergency Committee) but which have not yet been added as
a formal requirement of membership, whilst others represent accepted good practice
among international humanitarian agencies. The Good Donorship table is based
upon ICCQO’s Code of Good Conduct and Principles of Good Donorship but also
draws on aspects of the Principles of Partnership developed by the Global
Humanitarian Platform and the Principles and Good Practice of Humanitarian
Donorship developed by bilateral donor organisations

For transparency purposes, Box 6 lists all the policies, standards and norms directly
or indirectly relevant to the OCA. Inevitably the list of relevant documents will be
added to over time and the status of some documents may change. The process of
merging ACT International and ACT Development will contribute to this. It will
therefore be necessary to update this list at regular intervals and, where necessary,
revise the detailed entries in the OCA tool.

1% Booth, William, Radya Ebrahim, Robert Morin (2001) ‘Participatory Monitoring Evaluation and
Reporting: An Organisational Development Perspective for South African NGOs’' PACT/South Africa,
Braamfontein.
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Box 6: Policies, Standards and Norms directly or in directly relevant to the OCA

ACT General Policy Documents (as of January 2008)

Definition of emergency

Communications Policy

Procurement Policy

Code of Conduct on Sexual Exploitation, Abuse of Power and Corruption for Staff Members of
the ACT International Alliance

Policy for ACT Statements on political issues

Policy paper on Genetically Modified Organisms

Policy on HIV in Emergency and Humanitarian Work

Policies developed by others and adopted by ACT (as of January 2008)

Principles of the Code of Conduct for the International Red Cross and Red Crescent
Movement and NGOs in Disaster Relief

IASC Guidelines on Mental Health and Psychosocial Support in Emergency Settings
SCHR Position Paper on Humanitarian-Military Relations in the Provision of Humanitarian
Assistance

The Sphere Project: Humanitarian Charter and Minimum Standards in Disaster Response
IASC Gender Handbook in Humanitarian Action

UN Security Council Resolution 1325 on Women, Peace and Security

Code of Good Practice for NGOs Responding to HIV & AIDS

Other ACT Guidelines and Principles Documents

Guiding principles on material aid

Revised Policy and Guidelines for National and Regional ACT Forums
ACT Statement on Gender Principles

Principles of ACT’s Safety and Security (PASS)

ACT Security Handbook

Guidelines for communications in emergencies

Media and visibility guidelines

Guidelines for producing situation reports in major emergencies
Guidelines on the use of the ACT logo

Reporting Guidelines

Evaluation of Appeal Programs

ACT Conflict resolution mechanism

Emergency Response Documents

Guidelines for Alerts

Emergency Appeal application form

Guide to preparing budgets for emergency appeals
Guidelines for extensions and revisions of appeals
Budget preparation guide for revisions and appeals
Revised Rapid Response Mechanisms (December 2007)
- Rapid Response Fund

- Preliminary Appeal

- Revolving Fund

- Rapid Support Team

ACT Governance Documents

ACT vision, mission and value statement

ACT statutes

ACT mission statement and bylaws

ACT membership registration form including an annex containing criteria for ACT membership
ACT membership Disciplinary Policy

ACT Cooperation Agreement

Other Documents
HAP 2007 Standard in Humanitarian Accountability and Quality Management
Principles of Partnership (endorsed by the Global Humanitarian Platform, July 2007)
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Box 7 lists all the capacity elements within the OCA Tool for individual members and
for Forums.

Box 7: ACT Organisational Capacity Assessment —Cap  acity Elements

Table 1: Membership Commitments

pPwbdPE

©No»

9.

10.
11.
12.
13.

14.

Awareness of ACT Mission and content of ACT’s Policies

Awareness and fulfilment of ACT Cooperation Agreement

ACT Visibility

Coordination with other ACT members (in countries where there is not an ACT
Forum)

Participation in the ACT Forum (in countries where Forums have been established)
Conformity to ACT Reporting Guidelines

Conformity to ACT Appeal Procedures

Conformity to ACT Code of Conduct on Sexual Exploitation, Abuse of Power and
Corruption

Conformity to ACT Gender Policy (policy not yet finalised)

Conformity to ACT HIV & AIDS Policy

Conformity to ACT Guiding Principles on Material Aid

Awareness of the NGO/Red Cross Code of Conduct and the Sphere Humanitarian
Charter

Adherence to the NGO/Red Cross Code of Conduct and the Sphere Humanitarian
Charter

Attainment of the Sphere Standards

Table 2: Disaster Preparedness and Response Capacit ies

1.
2.
&

15.
16.

17.
18.
19.
. Conformity to IASC’s Framework for Gender Equality Programming (IASC Gender

21.

22.
23.
24.
25.

Experience in Disaster Preparedness

Awareness of Hazards and Vulnerabilities

Linkage with national disaster preparedness and response forums and agencies
(including ACT Forums if one exists)

Location of current programmes of ACT member and its national/local partners in
relation to areas of high risk and vulnerability

Disaster Preparedness and Disaster Risk Reduction work undertaken by
national/local partners

Experience in Disaster Response

Coverage of ‘life critical’ sectors by current programmes

Technical competence of programme/sectoral staff

Understanding of the role and comparative ‘niche’ in disaster response

. Preparation of disaster response contingency plans

. Emergency Needs Assessments

. Linkage with ACT Rapid Support Team

. Ability of Human Resource, Finance and Administrative systems to cope with a rapid

‘scale-up’ in the event of a disaster

. Ability of Procurement and Logistics to cope with rapid ‘scale-up’ in the event of a

disaster

Ability of Information Technology and Communications systems to cope with disasters
and the need for rapid ‘scale-up’ in the event of a disaster

Access to funding sources to enable rapid ‘scale-up’ in the even of a significant
disaster

Effectiveness of national/local partners in disaster response

Testing of disaster response procedures

Quality of response programmes

Handbook)

Conformity to generally accepted principles of best practice in protection-focused
humanitarian work (ALNAP, UNHCR, etc.)

Addressing environmental issues

Conflict sensitive programming (Do No Harm)

Independence from Government and other potential parties to a conflict

Security guidelines and procedures
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Table 3: General Organisational Capacities

CoNo AL

Board Effectiveness

Mission/goal

Legal Status

Stakeholders

Leadership

Organisational structure and culture
Planning

Personnel

Programme development

. Administrative procedures

. Risk management

. Information systems

. Programme reporting

. Human resources development

. Human resources procedures and practices
. Diversity

. Work organisation

. Accounting

. Budgeting

. Stock controls/audit

. Financial reporting

. Diversification of income base

. Sectoral expertise

. Stakeholder commitment/ownership
. Marketing and awareness building
. Stakeholder relations

. Inter-organisation collaboration

. Government collaboration

. Public relations

. Local resources

. Media

. Programme benefit/sustainability
. Organisational sustainability

Table 4: Accountability, Motivation and Learning Ca  pacities

1.
2.

&
4.
5

Transparency in relation to disaster affected communities

Participation of disaster affected populations and their representatives in programme
decisions and in giving their informed consent

Assessment of programme and performance

Motivation to develop capacity

Space for Learning

Table 5: Good Donorship in supporting operational p artners within ACT
(FOR USE BY MEMBERS PROVIDING RESOURCES IN SUPPORT OF OPERATIONAL
PARTNERS)

£2 (29 X (ep 01 0= (C0 ) [=

Selection of new operational partners

Range of support provided

Basis of the relationship

Transparency of the relationship

Reliability in the relationship

Flexibility in the relationship

Respect for the autonomy of operational partners
Strategic basis for the relationship

Commitment to work with operational partners
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Table 6: ACT Forum Organisational Capacity Assessme  nt
(FOR USE ONLY BY ACT FORUMS)

=

MoU

Membership and participation

Roles and responsibilities of members
Coordination mechanisms

Structure

Meetings

Information sharing and transparency

Joint activities: preparedness and response plans
Joint activities: emergency assessments

. Joint activities: appeal preparation

. Joint activities: training on policies and procedures

. Joint activities: capacity development

. Linkage with disaster preparedness and response forums and agencies
. Strategic Plan

. Sustainability
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The Organisational Capacity Assessment Process

This section describes a six-stage systematic process, which places organisational
capacity assessment in the context of an internal capacity building process. The
process is summarised in the flowchart below.

ACT Organisational Capacity Assessment Process

Indicative
Stage Tasks Timeline
Initial discussion and decision
on whether or not to proceed ?
with the OCA
Selection of external
1 facilitator
Preparation ‘ Agreement of ToR ‘
‘ Launch meeting ‘ 2-3 weeks
‘ Formation of OCA Team ‘
‘ Planning for data collection ‘
. A
T Y
Situation analysis
2. ; —
Data Collection TRt Sndidprion 3-4 weeks
g gathering
and Analysis
Analysis of data
Feedback of initial findings
= Di ion and t of
iscussion and agreement o
F?eqpaok and findings
Prioritisation of
: o ] 2 weeks
Capac“:y Recognition and ownership of
Development existing capacities
Needs |dentification and prioritisation
of capacity building needs
J
4 1\
Review ar;d Report Report on the OCA outcomes
on the OCA 2 weeks
Process and Review the OCA process
Outcomes
5 Planning workshop
Plan for Phase 2 = e 2 weeks
" reparation of application for
Interventions Phase 2 funding
Integrate into organsiational
6. strategy, annual plans and
Integrate the OCA it 2 weeks
Results
OCA team stands down
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Stage 1: Preparation

6.1.1 Initial Discussion & Decision on Whether or Not to Proceed

Typically, the possibility of embarking on an OCA process will be brought to the
attention of the senior managers and chief executive of the organisation by the ACT
Focal Point within the organisation. In many ACT members, the ACT Focal Point is
the Emergency Manager who receives information about all ACT matters from the
Coordinating Office in Geneva.

Before an ACT member starts an organisational capacity assessment, it is important
to establish the level of motivation and commitment within the organisation to
undertake such a process. It is recommended that the organisation seeks the help of
an external facilitator (such as a local consultant facilitator or perhaps an experienced
facilitator from another ACT member in-country) for this discussion.

Discussing the following key questions will help to indicate how ready the
organisation is to initiate a process of OCA:

1. How much commitment from the leadership exists to start an organisational
assessment?

Who, within the leadership, is willing and able to champion the process?

What is the current status of the organisation concerning change? If it is
undergoing change, is the assessment likely to help or hinder the
organisation?

4. Is the organisation facing the need to make strategic decisions and would a
systematic assessment of the organisation’s capacities help in this process?

5. How likely is it that sufficient time and other resources will be made available
to the process and follow up on projects to be undertaken during Phase 2?
(see Section 7)

6. How much ownership is there of the need for organisational assessment?
Where does this ownership lie?

7. How much commitment is there for staff to be allowed time to be involved? Is
this enough to make the process workable?

8. What other activities such as evaluations, organisational reviews or audits
have been carried recently that may provide information that can be used in
the organisational assessment? What was the general experience of these
activities and how might this influence the willingness to embark on an
organisational assessment?

9. What support will be necessary to undertake the OCA? Has contact been
made with the ACT Capacity Development Officer to establish the availability
of such support?

10. How supportive is the Board/governing body/Head office of the organisation
or country programme in undergoing a process of organisational capacity
assessment?

If there are concerns about the organisation’s ability or willingness to address any of
these issues, then the organisation should consider how to overcome the problem, or
perhaps postpone the OCA until it feels more ready. In such situations contact with
the ACT Capacity Development Officer (CDO) or the relevant Programme Officer or
ACT Director is strongly recommended to make the ACT CO aware of the
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discussions within the organisation and appropriate assistance and support may be
provided.'*

For those ACT members that have recently undertaken their own organisational
capacity assessment (say within the last two years) it might not be cost-effective for
them to undertake the entire OCA process and cover every capacity element within
the OCA Tool. It may be the case for instance that their own process covered the
general organisational capacities contained in Table 3 of the OCA Tool but not the
ACT specific capacity elements of Tables 1, 2 and 4. In such a case the CDO may
consider allowing the organisation to undertake the OCA process only in relation to
Tables 1, 2 and 4, or to replace Table 3 with a less onerous process involving SWOT
Analysis or other methods for facilitating reflection on the strengths and weaknesses
within the organisation and its structures and processes. Justification for doing so
would need to be submitted in writing to the ACT Capacity Development Officer
together with a description of the method used in undertaking the earlier
organisational capacity assessment and the results of the assessment.

ACT members providing resources in support of operational partners (particularly
those with field offices in disaster-prone countries are encouraged to use Table 5
(Good Donorship in support of operational partners within ACT) to assess and reflect
on their capacities in relation to this role.

Typically, approval for the organisation to embark on the OCA process will be given
by the Chief Executive. In some organisations the governing body may also need to
give its approval. In all cases it would be desirable for the governing body to be kept
informed as the process is likely to involve consultations with members of the
governing body as well as be of significant value to the development of the
organisation.

Box 8: Potential Time and Financial Requirements of the OCA Process

Time Requirements
The OCA process is expected to take a maximum of 25-35 working days over a period of 8-
12 weeks (depending on the size of the organisation).
For organisation members, time will be required for:
- Attendance at the Launch Meeting
Attendance at group/individual interviews and group discussions
Attendance at the Feedback Workshop
Attendance at the Planning Workshop
Any necessary travel
For members of the management team, time will be required for:
- Initial discussions concerning agreement to proceed
Attendance at the Launch Meeting
Attendance at group/individual interviews and group discussions
Attendance at the Feedback Workshop
Planning agreed interventions and integrating them into strategic plans, annual plans
and budgets at the Planning Workshop
Any necessary travel
Managing the implementation of agreed interventions
Monitoring and reviewing agreed interventions
For members of the OCA Team, time will be needed for:
Planning and co-facilitating the Launch Meeting

™ In the rare case of internal tensions making it difficult for the organisation to take decisions about
initiating an OCA, it may prove beneficial to postpone the OCA indefinitely and instead use CDI
resources to provide an external mediator to help resolve the sources of tension.
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Planning the data collection

Data analysis

Planning the feedback Workshop
Attendance at the Planning Workshop
Any necessary travel

Financial requirements
Fundlng may be needed for the following:
Expenses for members of the OCA Team during the planning and data collection
stage
Launch Meeting costs
Fees and expenses of the external facilitator*
Feedback Workshop costs*
Planning Meeting costs
Necessary travel

6.1.2 Select an external facilitator

Organisational capacity assessment is much more likely to be effective if someone
from outside the organisation is brought in to support and facilitate the process. The
use of an outside facilitator can provide a useful external perspective. The
characteristics of a good facilitator are listed in Box 9. In addition they should have:

Competence in supporting organisational assessments

Familiarity with NGO culture and issues (and preferably familiarity with ACT or
the WCC)

Familiarity with the local culture and, preferably, language

Knowledge of and preferably experience in emergency programmes

Knowledge of humanitarian standards and relevant conventions

Competence in relation to gender issues and programming

ACT member organisations which are unsure of how to identify and select external
facilitators should seek advice from other ACT members in the country or in the
region who may have experience with suitable facilitators and be able to recommend
particular individuals. It is planned to develop a database of local facilitators that have
been recommended by ACT members that will be held by the Capacity Development
Officer in Geneva. ACT members should therefore also seek advice from the CDO.

Once selected the facilitator should contact the CDO who will be able to provide a
briefing on the OCA process, answer questions in relation to this Guide, share
lessons from the experience gained by other ACT members and provide the
facilitator with a compendium of resources on capacity assessment processes and
capacity development that has been assembled for the CDI.*? If CDI funding is to be
used to enable the OCA process to be carried out, contact between the facilitator and
the CDO will be a required part of the process.

Experienced facilitators are welcome to adapt this Guide to suit their personal style.

The process of OCA is very dependent on mutual trust and confidence. Adequate
time should be taken to build constructive working relationships between the external
facilitator, the OCA Team and the management team.

2 The resources are available on a CD-Rom from the CDO. At the time of writing only English language
resources are available. In time it is planned to add resources in other languages and to make the
resources available through the ACT website.
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Box 9: Characteristics and Skills of a Good Facilit ator

A good facilitator should be:
* humble
* generous
* patient
 understanding
* accepting
* inclusive
* an encourager
* an enabler
« affirming of everyone’s knowledge
* sensitive to the needs of others
« willing to learn from mistakes
e dynamic, a motivator
e a good listener
e good at summarizing others’ ideas
« confident
e a good communicator
« well prepared whilst remaining flexible
« able to think and act creatively
* able to deal with sensitive issues and manage people’s feelings
* able to encourage humor and respect
« able to negotiate with and influence others
« able to keep to time without being driven by it.

‘Facilitation is the art, not of putting ideas into people’s heads, but of drawing ideas out.” Anon
‘A facilitator is best when people barely know that he or she exists...

A good facilitator is one who talks little. When the work is done, the aim fulfilled, they will all
say, “We did this ourselves.” LAO TZU 500 BC

Source: Tearfund Facilitation Skills Workbook
http://tilz.tearfund.org/Publications/PILLARS/Facilitation+skills+workbook/

6.1.3 Develop Terms of Reference for the Process

Having established a suitable level of readiness to proceed, through a process of
dialogue, the organisation should agree on the broad terms of reference covering the
following areas:

Purpose and Expectations
Involvement of Stakeholders
Roles and Responsibilities
Timetable

Communications

Recording and reporting
Admin and budget support

Nooh~wnpE

TORL1: Purpose and expectations

The organisation should agree on the intended purposes of the OCA and its place in
initiating a capacity building process.
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TOR2: Involvement of Stakeholders

The organisation should agree on who the relevant stakeholders are for the process
and how those stakeholders beyond the staff will be involved in the process. Whilst it
may be more comfortable for the OCA team to be comprised only of staff, it may be
highly beneficial to the process to, for instance, include a representative of a close
partner agency and a representative of the communities being served by the
programmes. Whatever the decision, a stakeholder-mapping process is
recommended to identify all the stakeholders and agree how and when they should
be consulted, involved or kept informed of the OCA process.

Box 10: Stakeholders

A stakeholder is any individual, community (women, men, girls and boys), group or
organisation with an interest in the outcome of a programme or process, either as a result of
being affected by it positively or negatively, or by being able to influence the activity in a
positive or negative way. There are three main types of stakeholders:

Key stakeholders. Those who can significantly influence or are important to the success of
an activity.

Primary stakeholders. Those individuals and groups who are ultimately affected by an
activity, either as beneficiaries (positively impacted) or dis-beneficiaries (adversely impacted).
Secondary stakeholders. All other individuals or institutions with a stake, interest or
intermediary role in the activity.

In reality, the distinction may not be clear-cut, with overlap between these main types: some
primary or secondary stakeholders may also be key stakeholders.

Who is viewed as a stakeholder often differs between different parts of the organisation (e.g.
head office, field office) and between different types of programme. An effective method for
identifying all the potential stakeholders is for different groups of staff within the organization
to prepare their own list of stakeholders and for the lists to be combined. In a workshop
setting, the combined list may be categorised and analysed to produce Stakeholder maps. A
variety of mapping techniques are available. A commonly used method is to categorise
stakeholders by their relative power and influence. The facilitator should be familiar with these
methods. If not, a compendium of practical resources can be provided by the CDO.

Adapted from: DFID (2002) ‘Tools for Development’

TOR3: Roles, Responsibilities and Accountability

The roles and responsibilities of all those to be involved in the organisational
assessment should be established. Particular emphasis should be placed on
detailing the roles of:
- The OCA Team (see Section 6.1.5)

Senior managers

All other staff (and, where relevant, volunteers working for the organisation)

The external facilitator

Any other staff from ACT members in-country or elsewhere in the ACT Alliance

supporting the OCA process

Partner organisations and representatives of communities being served by the

programmes

The accountability relationships between the senior managers, OCA Team, external
facilitator, the ACT Capacity Development Officer, relevant members of the Capacity
Development Steering Group and staff of other ACT members should be clarified.
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TOR4: Timetable for the Process

Using the OCA Process on page 20, agree on a timeline for all OCA activities taking
into account important organisational commitments, planning cycles, budget
deadlines, etc.

TORS5: Communications

How will the progress of the OCA be communicated and to whom? For example,
through briefings, email or posting of meeting outputs, etc.

TORG6: Recording and reporting

Arrangements for recording and reporting the OCA process should be agreed. The
‘ownership’ and distribution of the report and the uses to which it can be put should
be clarified.

TORY: Administrative, logistical and budget support

The support and budget required for the work should be agreed. Once the budget
has been prepared it should be decided whether it will be funded from:
1. the organisation’s own resources;
2. locally available funding sources (such as other ACT members or grants from
in-country donor offices or private grant-making organisations);
3. an application to ACT CDI funds

If it is decided to submit an application to the ACT CDI funds, the procedure indicated
in Appendix 1 should be followed.

6.1.4 Launch Meeting

Once it has been confirmed that sufficient funding and other required resources are
available, a launch meeting should be held to ensure that the organisational capacity
assessment process is given a suitably high profile within the organisation.

The Launch Meeting should involve as many of the organisation’s staff as possible
as well as representatives of those stakeholders that it has been agreed should be
involved in the process.

The purpose of the launch meeting is to:

Place the organisational assessment in context

Explain and agree on the purpose of the organisational assessment process
Deal with organisation members’ questions, fears and concerns
Communicate the unit of analysis (i.e. the entire organisation rather than a
department or a work unit). Clarify and agree on the roles that organisation
members will play in the OCA

Gain ‘buy in’ from organisation members

Introduce the external facilitator, explain and clarify his/her role

Agree on a timeline for the OCA process

Identify where potential difficulties in conducting the organisational
assessment may arise

PObpPE

NG

One of the purposes of the Launch Meeting is to agree on a realistic timeline for the
OCA process. If possible, the location and timing of events such as interviews, focus
groups, team discussions and the Feedback Workshop should be agreed at the
Launch Meeting.

Some organisations may choose to form the OCA Team ahead of the launch
meeting; others may opt for using the launch meeting to seek suggestions as to the
composition of the OCA team. Either is acceptable. (See 6.1.5 for guidance on
forming an OCA Team).
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If the OCA Team is already in place ahead of the launch meeting it should play a role
in:
Planning the launch meeting
(Co)-facilitating the launch meeting with members of the management team
Recording the meeting

At this stage, the external facilitator could:
Help the OCA Team (if in place) or the management team to plan the Launch
Meeting
(Co)-facilitate the Launch Meeting with the members of the management
team (or the OCA Team if already in place)
Facilitate discussion of sensitive issues (including the role of the OCA Team)
Ensure that no group or individual’'s agenda is allowed to dominate
Ensure that the meeting is recorded

6.1.5 Formation of an OCA Team

An ‘OCA Team’ should be formed to lead the organisational assessment process.
The size of the team may vary but generally a group of between 4-6 (including both
women and men) works best. Team members should be selected carefully to be
representative of the whole organisation and other key stakeholders that it has been
agreed should be included in the OCA Team. The three main options for selection
process are:
1. Senior managers select the OCA Team and introduce them at the Launch
Meeting
2. The OCA Team is formed at the Launch Meeting from the wider staff and
stakeholder groups present
3. Senior managers select one or two core members and then invite others who
would be interested to join at the Launch meeting

It is recommended that a senior manager be part of the OCA Team (although not as
Team leader).

The external facilitator could provide advice on the selection of the team.

The process for selecting the OCA Team will, to some extent, be dependent on the
organisation’s culture and the expectations of its staff. Whichever option is followed,
it is important for the credibility and impartiality of the organisational assessment that
the selection process is transparent and that the choice of OCA Team members is
explained if their colleagues have not been involved directly in the selection process.

In the case of a national ACT member conducting the OCA process, consideration
should be given to representation of the governing body in the OCA Team.

The following criteria should be considered when selecting OCA Team members:

Credibility — people who have a good mix of authority, responsibility, knowledge of
the organisation and insight.

Gender Balance - Composition of the OCA Team should strive to achieve an
approximately equal representation of women and men. A gender balanced team is
not only a requirement of ACT’s principles and policies but it is also likely to introduce
wider perspectives into the process. Where the organisation has few women in
management positions, women working for related church organizations or in other
organisations may be considered.

Planning expertise — people who understand the principles behind assessment,
who have planning skills, and who are good at data analysis.

Impartiality — people who can balance the perspectives of different people and don't
allow their own agenda to dominate.
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Communication skills — people who have the necessary linguistic skills and can
explain the purpose and process of organisational assessment to other organisation
members in ways that will make sense to them.

Interpersonal skills — people who can interact with all parties in a sensitive way and
can work as a team member.

Availability — people who are available to work on the organisational assessment
and will commit time to it and the review process.

OCA Team members should be wiling and able to give the organisational
assessment the necessary priority that it will demand of their time. Their managers
should recognise that the organisational assessment represents a substantial piece
of work in its own right and modify the work plans of OCA Team members
accordingly.

The roles and responsibilities of the OCA Team should be clarified and agreed. The
main responsibilities are likely to include:
1. Explaining the organisational capacity assessment process at the Launch
Meeting (see Stage 1.4)
Preparing for and planning the data collection process (see Stage 1.6)
Conducting a situation analysis (see Stage 2.1)
Gathering information and opinions using the OCA Tool (see Stage 2.2)
Analysing the data (see Stage 2.3)
Reporting to the management team (ongoing)
Planning the Feedback Workshop.
Feedback of initial findings (see Stage 3.1)
Facilitating a discussion of the findings (see Stage 3.2)
0. Preparing reports for the ACT Coordinating Office as required
1. Facilitating an agreement of a prioritised list of capacity development needs
(see Stage 3.4)
12. Helping to prepare a Phase 2 funding proposal to address the agreed list of
capacity development needs
13. Reviewing the organisational capacity assessment process (see Stage 5)

RRooNoOR~WDN

In order to carry out these responsibilities, the OCA Team will need adequate
logistical and administrative support. The person providing this support should be
included as a member of the OCA Team to ensure that they are provided with
adequate time to fulfil their responsibilities.

It may be necessary to invest some time in developing the knowledge and
understanding of the OCA process within the OCA Team before starting the OCA
process. The external facilitator could play a key role in this.

6.1.6 Planning for Data Collection

In order to establish a comprehensive understanding of the organisation, the views of
a wide range of individuals and groups within (and also outside) the organisation will
need to be gathered and collated. The need to talk to as many people (women, men,
girls and boys) as possible who can provide relevant information will always have to
be balanced with ‘reality factors’ such as time constraints, people’s availability,
political sensitivities and geographical location.

Consideration needs to be given to who will be asked to comment about which areas
of organisational capacity. Whilst there is no reason why interested individuals should
be prevented from commenting on any area of organisational capacity, clearly it is
essential that organisational specialists should provide an assessment of specific
areas of capacity. For example, Finance and Administration staff should be asked
about issues relating to Financial Systems. This does not mean that they should be
the only people asked to comment on that area of organisational capacity: the
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principle of triangulation'® means that information and opinions should be gathered
from other sources in order to validate the data.

It is the responsibility of the OCA Team to draw up a schedule that makes it clear
which sources will be used for information and opinion, for each of the organisational
capacities in the OCA Tool. This schedule must reflect what is realistic, feasible and
acceptable. In the third column of the OCA Tool some suggestions as to possible
sources of information are offered for each capacity element.

Collecting the information and opinions for the organisational assessment will be
easier and provide better results if the process is carefully planned. The data
collection process should be carefully built into the organisational assessment
timeline and responsibilities should be carefully agreed between members of the
OCA Team and the external consultant.

Durlng this stage the OCA Team should:

Identify all the existing sources of data for each of the organisational
capacities

Identify who will be asked for their views about each of the organisational
capacities

Develop a comprehensive but realistic data collection schedule

Organise all the necessary meetings (in consultation with the external
facilitator)

At this stage, the external facilitator could:

Support the OCA Team with all of the above tasks.

Stage 2: Data Collection and Analysis

6.2.1 Situation Analysis

An important early stage of information gathering is the development of a brief
situational analysis examining key aspects of the political, economic, social,
technological and cultural environment of the organisation. It is important the
analysis include gender differences within each key aspect. The purpose of the
situation analysis is to provide the organisation with an overview of the context within
which it is operating.

Much of the information necessary for the situation analysis may already be available
from the organisation’s existing documents (particularly any recently developed
strategic planning documents). However, it is essential that the situation analysis is
accurate and up-to-date.

Conducting the situation analysis is the responsibility of the OCA Team. This could
be carried out through external research, and internal staff discussions. Developing
the situational analysis is likely to take a few days over a period of one to two weeks
and should be carried out before the other data collection in the organisational
assessment so that the results are made available as soon as possible in the OCA
process.

After collecting the data for the situation analysis, the OCA Team should synthesise
the information, clarify themes and issues relevant to the ACT member and the NGO

Bn any analysis of data, it should always be the aim to identify more than one source of information for
each conclusion drawn. This process is called ‘triangulation’ and involves the search for corroborating
evidence that affirms conclusions. For example, data from interviews may be triangulated with data from
written reports or an interview with another individual or group.
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sector generally and identify the potential opportunities and constraints that the
external environment provides. This analysis should be made available to the
organisation’s members for discussion.

Durlng this stage the OCA Team should
Identify existing sources of information for the situation analysis
Plan the situation analysis
Carry out the situation analysis
Synthesise the information, clarify themes and issues relevant to the ACT
member and the NGO sector and identify the potential opportunities and
constraints that the external environment provides
Make the findings of the situation analysis available to the organisation

At this stage, the external facilitator could:
Help the OCA Team to plan the situation analysis
Support the OCA Team in developing the situation analysis document

6.2.2 Information & Opinion Gathering

The purpose of the organisational assessment is to gather data and opinions using
the OCA Tool in order to build a holistic understanding of the capacity of the
organisation. In order to encourage openness in the expression of views, interviewing
should be conducted by the external facilitator. It is important to ensure that the OCA
is as inclusive and participatory as possible in order to ensure that the assessment is
representative of the wide range of views across the organisation. However, with
limited resources and time, it is usually better to have a smaller number of interviews
all of which are conducted by the external facilitator than to involve members of the
organisation in conducting a larger number of interviews with their colleagues.

During this stage, potential methods for gathering information and opinions will be:

Document review The organisational assessment will be enhanced using
information from key documents such as annual plans, programme plans, annual
reports, reviews, minutes from meetings, funding applications and evaluations.

One-to-one interviews The external facilitator could meet with a number of women
and men to gather information concerning pre-agreed areas of organisational
capacity. Again, the use of the OCA tool and a semi-structured interview approach is
recommended to ensure that all relevant issues are covered whilst allowing
opportunities for interviewees to raise their own issues. Schedules of questions and
additional data-gathering tools are available to help guide this part of the
organisational assessment process. One-to-one interviews are likely to require 60-90
minutes each.

Telephone interviews In cases where it is unrealistic to carry out face-to-face
interviews (for example, because of geographical constraints), interviews should be
carried out by telephone if possible in order to ensure that the maximum range of
responses are received. Priority should be given to having face-to-face interviews
particularly with staff members.

Group interviews : The external facilitator could meet with small groups to gather
information concerning pre-agreed areas of organisational capacity, utilizing the
OICA tool and a semi-structured interview approach. This ensures that all relevant
issues are covered whilst allowing opportunities for interviewees to raise their own
issues. Schedules of questions are available to help guide this part of the
organisational assessment process. The group interviews are likely to require 2-3
hours each.

Group Discussions: The external facilitator could meet with groups of individuals to
facilitate dialogue and discussions around areas of capacity using the OCA Tool.
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Schedules of additional questions may be prepared to enable this part of the
organisational assessment process to explore some aspects of capacity in greater
depth.

Other participatory methods : A range of other methods for gathering and recording
information may be used during the organisational assessment. The choice of
methods will be dependent on the organisation’s culture and the perceived need for
transparency and neutrality.

Durlng this stage the OCA Team should:
Identify existing sources of information and assess how accurate and up-to-
date they are
Identify and review key documents.
Plan and organise the information-gathering meetings to ensure that the
relevant stakeholders are involved in the identification of capacity levels for
each area covered by the OCA Tool
Organise the recorded information and opinions to identify where differences
arise in the identification of capacity levels for the organisation.

At this stage, the external facilitator could:
- Help the OCA Team to plan the information/opinion-gathering schedule
Help the OCA Team to choose suitable information/opinion-gathering
methods using the OCA Tool
Conduct the group and individual interviews.
Record the interviews (group and individual)
Help the OCA Team to identify and review key documents

Use of the information

The primary purpose of the OCA is to identify the organisation’s capacity building
needs and to assist the process of sharing experiences on capacity development
within the ACT Alliance.

Information provided to the OCA Team by individuals can be very sensitive and it is
vital that the Facilitator and the OCA Team respect and protect confidentiality. Prior
to any interviews the Facilitator and OCA Team should agree with the interviewee
who will have access to what information and how that information can be used.
Individual inputs to the organisational assessment must be held in confidence and
must not be attributed without the express permission of the individuals concerned.

6.2.3 Analysis of Data

Analysis turns the raw information and opinions into knowledge about the
organisation’s capacities that can guide future capacity-building interventions. It is a
significant source of added value and is therefore crucial to the OCA process. The
responsibility for the data analysis lies with the organisation (primarily with the OCA
Team) and not the external facilitator, though the facilitator will assist the
organization.

Identifying the level of capacity for each of the ¢ apacities in the OCA Tool

The level of capacity in each of the areas in the OCA Tool will be identified through
facilitated group discussions. These would normally take place at the end of group
interviews or discussions during the information and opinion gathering process.

There is need to synthesize and present the data from the OCA Tool in a form that is
clear and easily understood. The following table demonstrates an example of how
the data for Disaster Preparedness and Response Capacities could be collated in
order to more easily identify serious capacity deficits.
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Capacity 1 2 3 4
Elements ‘Nascent’ ‘Developing’ ‘Maturing’ ‘Mature’
S DRRS5 DPR1 DPR2
Preparedness DPR12 DPR4 DPR3
and Response | ppRri1s DPR8 DPR6
Table
DPR16 DPR9 DPR7
DPR17 DPR11 DPR10
DPR20 DPR13 DPR14
DPR21 DPR18 DPR23
DPR19
DPR22
DPR24
DPR25

The scores for capacities can then be presented using bar charts:

Box 11: Bar Chart Showing Sample Results for Disast

Capacities

er Preparedness and Response
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Durlng this stage the OCA Team should:
Tabulate the data from the OCA Tool
Plot the data from the OCA Tool e.g. bar charts
Analyse the data and identify key issues and trends
Prepare the initial findings for presentation at the Feedback Workshop

At this stage, the external facilitator could:
Help the OCA Team to analyse the data
Help the OCA Team to identify key issues and trends
Help the OCA Team to plan the Feedback Workshop

Use of the information

Information emerging from an organisational assessment can also be very sensitive
and its disclosure to other organisations may potentially be embarrassing to the
organisation. However, in line with the principles and intention of the Capacity
Development Initiative, the results of the OCA should be shared with the following:
other ACT members of the Forum or other members present in the same country, the
CDO and relevant Programme Officers in the ACT CO, and members of the Capacity
Development Steering Group. If requested by the organisation, these recipients will
be expected not to share the results with others beyond these individuals and
organisations.

In times of an Appeal, the overall results of an OCA may be taken into account in
deliberations on the size of the Appeal and possibly shared with ACT members and
stakeholders supporting the Appeal.

When approaching an ACT member seeking bilateral funding for capacity building
projects the organisation will be expected to share the results of the OCA process.
The ACT website will indicate those ACT members currently undertaking an OCA
process and those that have completed the process. The website will also carry
examples of positive experiences during the OCA process and of the benefits of the
process.

Stage 3: Feedback and Prioritisation of Capacity Bu  ilding Needs

6.3.1 Feedback of initial findings

The main purpose of the feedback process is to achieve a working consensus on the
initial findings, identify priorities and agree ways forward.

The feedback of initial findings will normally be done in a workshop setting by the
OCA Team with support from the external facilitator. The feedback is likely to be
most meaningful if it is provided as soon as possible after the data collection, whilst
allowing adequate time for analysis.

The feedback should be provided using a wide range of methods. Visual and written
materials should always be used as well as verbal feedback. Visual representations
of the findings in the OCA Tool will be particularly important in order to communicate
complex data as clearly as possible.

During this stage the OCA Team should:
Present the initial findings from the OCA
Point out where major differences of opinion have arisen

At this stage, the external facilitator could:
Support the OCA Team in their presentation
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6.3.2 Discussion and Agreement of Findings

During the Feedback Workshop, opportunities should be provided for participants to
respond to the findings; to ask for clarification and further information where
necessary and to digest the findings. Small group discussions, Panel Question and
Answer sessions and plenary discussions can all be used to good effect.

The final stage of the process involves making any necessary revisions to the
completed OCA Tool.

During this stage the OCA Team should:
Respond to questions and back up findings with reference to specific
evidence

At this stage, the external facilitator could:
Facilitate discussion of the findings
Ensure that the discussions and all agreed changes are recorded.

6.3.3 Recognition and Ownership of Existing Capaci ties

It is important to remember that the organisational assessment is not just about
identifying capacity building needs; it is also about recognising existing organisational
capacities. If this is not done, the feedback workshop may concentrate only on the
organisational shortcomings and lead to a negative spiral of demoralisation,
demotivation and disillusionment — in fact the opposite result to the one intended!
The OCA Team should therefore take care to ensure that existing capacities (where
the organisation scores ‘Maturing’ or ‘Mature’ in the OCA Tool) are identified,
acknowledged and ‘owned’ by the organisation in order to create a strong foundation
for future capacity building initiatives.

During this stage the OCA Team should:
Remind the organisation about its strengths and existing capacities
Encourage the organisation to acknowledge those strengths

At this stage, the external facilitator could:
Remind the organisation about its strengths and existing capacities
Encourage the organisation to acknowledge those strengths

6.3.4 Identification and Prioritisation of Capaci  ty Building Needs

The OCA Tool may indicate a significant number of areas where the organisation
may need to build its capacity but the Tool cannot, in itself, prioritise those areas. The
prioritisation of capacity building needs must be carried out through discussion,
taking into account a number of factors:
a. The need to address capacities critical to the success of the organisation
b. The need to address serious capacity deficits (i.e. where scores are nascent
and developing)
c. The need for all ACT members to ensure that their membership commitments
are being met
d. Where a capacity deficit in one area is identified as the underlying cause of a
number of other capacity deficits (e.g. a low score in GOl ‘Board
Effectiveness’ may be the root cause of other capacity deficits)
e. Where there is greater potential for change in the organisation
f.  Where a capacity deficit creates a problem in meeting important stakeholder
requirements
g. Where capacity building could be achieved quickly or relatively easily to give
confidence to those involved and send a signal to others in the organisation
that change is achievable and leads to tangible benefits.
h. The resource implications of making any required changes
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The cause and consequence analysis described in Box 12 is a useful way of
assessing the priority of a capacity deficit is to examine the causes of the problem
and the consequences of failing to address it.

Once the prioritised list of capacity development needs has been agreed by and
approved by the senior management team, it should then be presented to the Board
or governing body of the organisation. This is vital for ensuring that the subsequent
capacity development programmes are fully supported by the governance of the
organisation.

Box 12: Cause and Consequences Analysis

Cause and consequence analysis (sometimes also referred to as cause and effect analysis) can be
used to consider those capacity elements showing a limited level of capacity. It can help to identify
the root causes of the capacity deficits (see factor d. above) and help identify the longer-term
consequences for the organisation of failing to address the deficit (see factor a. above). The
analysis may be undertaken by the OCA Team.

The example below shows causes and consequences of an organisation indicating an inadequate
conformity to ACT’s Reporting Guidelines MC4 from the Membership Commitments table.
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During this stage the OCA Team should:
Use the OCA Tool to identify the most important areas for capacity building
Help the organisation to prioritise the capacity deficits (using the factors listed
earlier in this section)

At this stage, the external facilitator could:
Support the OCA Team in the above tasks.

Stage 4: Review and Report on the OCA Process and O utcomes

6.4.1 Report on the OCA Outcomes

Once the Board or governing body has approved the prioritised list of capacity
development needs a report should be prepared on the outcomes and submitted to
the ACT Capacity Development Officer. The report should describe the process
followed and explain the results in relation to each of the capacity elements

During this stage the OCA Team should:
Prepare the report together

At this stage, the external facilitator could:
Support the OCA Team in the above tasks.

6.4.2 Review the OCA Process

The senior management should conduct a review of the organisational capacity
assessment process. The review may involve the external facilitator.
The effectiveness of the whole organisational capacity assessment process should
be measured against the intentions established in the terms of reference.
The review of the OCA process should:

Examine the extent to which the objectives have been achieved,

Comment on the process (in relation to the original TOR)

Identify costs and benefits of the process

Identify lessons learned.
A report on the results of the review should be shared with the Capacity
Development Officer who will share the report with the Capacity Development
Steering Group with a view to learning how the process and the guidance might be
modified in future organisational capacity assessment processes.

During this stage the OCA Team should:
Contribute to the review
Assist in preparing the report

At this stage, the external facilitator could:
Support the management team in planning and facilitating the review of the
OCA process

Stage 5: Plan for Phase 2 Interventions

6.5.1 Planning Workshop

A participatory organisational level workshop should be held to plan practical and
realistic interventions to address the prioritised capacity needs identified during the
OCA. This workshop should include discussion of possible consequences of the
interventions; identifying forces that may resist or support change and devising a
strategy to work with those forces.
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During this stage the OCA Team should:
Help the organisation to generate options for addressing the prioritised
capacity deficits
Help the organisation to decide between the options, based on an analysis of
unintended as well as intended consequences.

At this stage, the external facilitator could:
Support the OCA Team in the above tasks.

6.5.2 Preparation on Application for Phase 2 Fundi  ng

Guidance for this part of the process will be prepared in early 2008 and sent
to ACT members and Forums

Stage 6: Integrate the OCA Results into Organisatio nal Strategy, Annual
Plans and Budgets

6.6.1 Integrate into Organisational Strategy, Annu  al Plans and Budgets

The agreed capacity development interventions need to be built into the formal
planning processes, the strategic and annual plans. Senior manager should ensure
that this takes places.

The final plans should be discussed with the OCA Team and shared widely in the
organisation.

During this stage the OCA Team should:

Support the management team in integrating the capacity-building
interventions into the organisation's planning processes

Implementation will involve putting the planned capacity building interventions into
practice. This is the responsibility of the senior managers.

6.6.2 The OCA Team stands down

Having led the organisation through the Phase 1 OCA process and brought it to the
next stage of seeking funding for Phase 2 programmes, this would be an appropriate
point for the OCA Team to stand down.
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Glossary

Audit An inspection by an independent expert of an organisational function to ensure
that the organisation complies with agreed standards.

Capacity The measure of an organisation’s ability to ‘do something’.

Capacity Building (CB) A process of explicit activities which strengthen the capacity
of an organisation to be more effective in achieving its goals. CB focuses on building
an organisation’s capacity in one or more of three inter-related areas:

Programme performance
Internal organisation
External linkages

Capacity Deficit The difference between an organisation’s assessed level of
development and its realistic potential level of development for any given

Capacity Development Initiative (CDI) A multi-phased programme launched at the
beginning of 2008 by ACT International. The objective of the CDI is to enhance the
ability, principally, of member organisations and ACT Forums, to mitigate the effects
of, and respond to emergencies

Capacity Development Officer (CDO) The focal point within the ACT Coordinating
Office for overseeing and supporting the programmes and activities to be undertaken
by ACT International members and Forums during the Capacity Development
Initiative. The principal elements of the CDO'’s role include:
- overseeing and supporting the Phase | and Phase Il processes.

collating, reviewing and making recommendations to the CDSG on Phase 1

and Phase Il funding proposals

overseeing and supporting the development of mechanisms for sharing

experience and encouraging mutual learning in relation to capacity

development within the Alliance

serving as secretary and adviser to the CDSG

Capacity Development Steering Group A steering group formed to guide the ACT
International Capacity Development Initiative. Comprised of individuals from ACT
International members with particular expertise in capacity development and
representing the different regional perspectives present within the ACT International
Alliance

Life-cycle Model A model for understanding organisations that is based on the idea
that organisations grow through different stages of development, in a similar way to
people. The model describes ten developmental stages each with a set of
characteristics

Organisational Capacity Assessment (OCA) a process by which an organisation
evaluates its own capacity.

OCA Team A small group of 4-6 persons whose responsibility it is to manage the
OCA process on behalf of the organisation (see Section 6, Stage 1.4).

OCA Tool The ACT OCA Tool is a custom-designed instrument for assessing
organisational capacities in relation to the mission and principle disaster
preparedness and response roles of ACT members (see Section 5).

3-Circle Model A conceptual framework for understanding organisations. The three
overlapping circles represent the organisation’s programmes and activities, its
internal organisation and its external relations. The three circles together comprise
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the key elements of organisational capacity and are located within a wider context, or
external environment.

Triangulation In any analysis of data, it should always be the aim to identify more
than one source of information for each conclusion drawn. This process is called
‘triangulation’ and involves the search for corroborating evidence that affirms
conclusions. For example, data from interviews may be triangulated with data from
written reports or an interview with another individual or group.
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Appendix One

Procedure for submitting an application to the ACT Coordinating
Office to fund activities during Phase 1 of the ACT Capacity
Development Initiative

Instructions: Complete and submit this form along with the following documents to
the Capacity Development Officer at the ACT Coordinating Office (Barbara Wetsig,
bwe @act-intl.org):

OCA Terms of Reference (see Section 6.1.3, pgs 24-26 of “A Guide for ACT
Members Undertaking an Organisational Capacity Assessment Process.”
Budget for the OCA

CV of chosen facilitator or, if not yet chosen, all CVs of possible facilitators
Letter of commitment from your organization’s executive director and board
Letter of support from your local or regional ACT forum, if one exists in your
country.

Date:

Amount Requesting: USD$

Resources you are contributing:

Name of ACT Member Organization:
Year ACT Membership Approved:
Address:

Person Submitting Request (Name, Title):
Email & Phone:

Name of External Facilitator (if known):
Email & Phone:

In which language do you prefer to receive the Asse ~ ssment Tool and Guide?
ENGLISH FRENCH SPANISH ARABIC

Name of Finance Person:
Email, Phone & Fax:

Bank Details:
Name and address of bank
Account name and number
Swift code

Please answer the following questions:
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1. Describe your prior experience in disaster resp  onse.

2a. What has your organization done in terms of ca  pacity development in the
previous two years?

2b. If your organization has undertaken a capacity assessment within the last
two years, what was the outcome of that assessment?

2c. And how do you see this ACT CDI process adding value to that
experience?

3. Are there other ACT members in your country? _~_ Ifyes, have you
discussed with them your interest in undertaking th e ACT CDI organizational
capacity assessment?
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