Approaches To Organisation Assessments

There are many assessment tools to analyse existing capacities ranging from individual performance and organisational capacity to the analysis of the capacities related to complex multi-actor collaboration and the quality of Civil Society. The value of any particular assessment tools can be determined by an adequate fit between its purpose and scope, the inclusiveness of the assessment process, the quality of interpretation and judgment of scores, and what value is ascribed to the follow-up.  For the purposes of the Guidance for the Support of CD to CSOs a selection of six tools are discussed below:

1. The ‘3 Circles’

2. The 5 ‘C’s Framework

3. The Integrated Organisational Model

4. The Capacity Assessment Grid

5. The Pyramid Model

6. The Life Cycle

These tools have been selected as they represent the various approaches to assessments which are described in the Chapter 2 of the Guidance.  Below there is a summary description of the tools and brief commentary on their advantages/limitations:
1.The ‘3 Circles’

This model posits that to be effective, Civil Society Organisations need to be strong in three inter-related capacity areas related to organisational processes: their internal organisational functions (being), their programme performance (doing), and their external relationships (relating).  Several support organisations adapted this model by adding the dimensions ‘positioning’ and ‘thinking and learning’ to it. 
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Advantages / Limitations

· It would be more realistic to have the circles overlapping or inter-locking and this is a limitation of this model, but it does allow for ease of understanding in relation to the component parts.
·  It also emphasises the importance of seeing an organisation in terms of what it does and who it relates to, not just in terms of its internal life.
·  Since the approach takes organisational capacity as entry point is it less useful for inter organisational collaboration processes or for processes that link formal and non formal actors.

2. The 5C’s Framework

Based on 16 in-depth case studies, an ECDPM team ‘unpacked’ the concept of capacity in terms of five ‘core capabilities
’:

· Capability to act and commit

· Capability to deliver results against development objectives

· Capability to adapt and self-renew

· Capability to relate to external stakeholders
· Capability to achieve coherence
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None of the five capabilities can by themselves create capacity. They are strongly interrelated and can provide a context specific basis for assessing a situation at a particular moment, after which the capacity of the system can be monitored and tracked over time in order to judge how it has developed. There are two principal ‘conceptual ‘foundations behind the 5C’s framework, namely a systems perspective on capacity and a multi stake holder approach. 
Capacity development is understood as an endogenous, non-linear process that is strongly influenced by a range of internal and external factors and the framework needs to accommodate the different visions of stakeholders and conceive different strategies for raising capacity and improving performance in a given situation.

Advantages / Limitations

· The framework can provide a grounded basis for discussion about capacity development and a structured  and scalable  approach to monitoring and evaluating capacity change;

· It allows to identifying  system  content and relationships and is particularly suited  to monitor and evaluate complex multi stakeholder arrangements. 
3. The Integrated Organisational Model (IOM)

The Integrated Organisational Model has been developed through the work of a number of CSO support organisations, including the INGO PACT
, Kepa
, the Finnish umbrella group of development NGOs, and the Dutch training and consultancy agency MDF
.  The model proposes that an organisation can be looked at through two distinct sets of components: those which are ‘externally oriented’ and those that are ‘internally oriented’. The IOM consists of five externally oriented components: mission, output, input, factors and actors. It also contains six internal components which tell us most directly about the organisation’s relations with the environment: strategy, systems, structure, management style, staff and culture which in combination will determine the current internal capacity of the organisation to perform. 
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Mission, outputs and inputs are at the borders of the organization.  These are described in the model as follows:

Mission: The mission of an organisation is its ‘raison d’être’, which means ‘its reason for being.’ In other words, the overall objective and the main approach that explains why the organization exists, what it wants to achieve, and with which means.

Output: The output of an organisation can be defined as all material and immaterial products and services delivered by the organisation to its various user groups or customers. The performance of the organisation is largely measured by the quality and quantity of these outputs. Products and services may be extension services, knowledge, skills, health services delivered by a local government department etc.
Input: The inputs of the organisation include all the resources required and available for generating products and services by the organisation.

Factors: Factors involve a complex set of political, economic, technical, social and cultural factors that influence the organisation but which are largely beyond the direct influence of the organisation itself. Factors may represent opportunities as well as threats to the organization.

Actors: Actors in the IOM are always external to the organisation in question. They include formal and informal linkages, customers and user groups, competitors, suppliers of input, government, policy makers, media and interest groups. From the perspective of a field office of an international organisation, even headquarters or other field offices may be considered as external actors.

When there is no balance or “fit” between the different elements within an organisation, it will not function optimally and the need for organisational change will sooner or later become apparent 

Advantages / Limitations

· The IOM integrates a number of institutional and organisational diagnosis tools into one and can be applied to describe, to analyse and to diagnose organisations;
· Although the elements can, to a certain extent, be treated separately, they are all connected to each other.  
4. The Capacity Assessment Grid

The Marguerite Casey Foundation, which was established in the US to assist community-led development, has developed a Capacity Assessment grid based on 4 clusters of CSO capacities.  These are:

1. Leadership – the capacity of organisational leaders to inspire, prioritise, make decisions, provide direction and innovate;

2. Adaptive -  the capacities of a CSO to monitor, assess, and respond to internal and external changes;

3. Management   capacity to ensure the effective and efficient use of organisational resources;

4. Operational -  the capacities to implement key organisational and programmatic functions.

Under each ‘cluster’ there are approximately 15 different elements of capacity, for which CSOs can rank their level on a scale of 1-4.  The resulting matrix provides a quantitative assessment against which capacity building priorities can be gauged.

The tool can be been adapted to include new questions on community organizing and constituent, marketing, communications, fundraising, and cultural competency.

Advantages / Limitations 

· The Capacity Assessment Grid can be used independently by CSOs to make self-assessments of their capacities, or used in conjunction with an external facilitator;

· The tool should be treated as “a grading framework” rather than as instrument for precise scientific measurement;

· Responses are subjective and respondents can potentially inflate ratings, although rating scales provide for some standardization and encourage candid responses;

· Rating scales can capture only major differences in capacity over time and are not sensitive to smaller increments of progress; 

· Because the tools are often customized, data are difficult to aggregate across different versions. However, data can be examined across organizations to determine general areas of strengths and weaknesses.
5. The Pyramid Model

The Pyramid model of the organisational development of CSOs provides a way in which ‘weight’ or a degree of importance can be given to the numerous capacities that make up an organisation.  These capacity components are similar to other approaches and models, but the order of the components dictates that a ‘healthy’ CSO needs to prioritise the capacities that give it form and structure, prior to those related to functions.  This model was originally explored through the work of the South African Community Development Resource Association, but has mostly been superseded by the more open system approaches.
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6. The Life Cycle 
The life cycle of organisations is often used as an organisational assessment tool because because the development stage is a determining factor for the type of results an organization can achieve.  Organisations grow, mature, decline, and eventually pass away.  When organisations display too few characteristics of the development phase to which, in view of their age, they belong, they are in a situation of unstable development.  For an organisation in the pioneer phase, different processes need to be strengthened, than for an organisation in the consolidation phase. Growth does not always favour stable development. Sometimes it is necessary to create rest and to invest in the conditions to develop the ability to manage processes of change or not to lose its position in the institutional landscape. Organisational development sometimes benefits from stabilizing the situation or even from restraining influence on further growth.
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 Life Cycle of organizations - Source: KEK/CDC Consultants, adapted by IC Consult

Stages of the Life Cycle of organizations
Childhood
Pioneer Phase

Adolescence
Establishment Phase

Adulthood
Consolidation Phase

Mature Age
Association Phase

Old Age
Petrifaction Phase

An analysis of the organisation’s history from the perspective of the life cycle will answer the following questions: “When was the organisation set up and how did the various organisational processes develop in relation to each other over time?” This lays the foundation for identification of the future result areas in which the organisation wants to perform.  It enables the organisation as well to get closer to its actual nature (what type of organisation are we?), its role in society, the position that derives from that and the capacities that are needed to realise its objectives.
Advantages / Limitations

· The life Cycle of organisations helps to identify the development stage of an organisation and provide reasons which substantiate/prove this. A thorough analysis helps to highlight the development questions and dilemmas and to determine which capacities need to be strengthened for the following step in development

· The life cycle demands an inclusive process and information sources that cover the whole life of the organisation

� These notes are taken from a draft annex for a forthcoming Guide on Support to the Capacity Development of CSOs.  The notes have been drafted by Simon Forrester and Tine Veldkamp in January 2014, and are reproduced here prior to any final design and formatting of the Guide purely for training purposes.  The materials have been produced with the assistance of the European Union. The contents are the sole responsibility of the contractors providing the technical assistance and can in no way be taken to reflect the views of the European Union.


� The development of this model is commonly attributed to INTRAC (International NGO Training & Research Centre)


�Baser, H. and Morgan, P. (2008) ‘Capacity, change and performance: Study report’, Discussion Paper 59B, European Centre for Development Policy Management(ECDPM), 2008


�Bringing the invisible into perspective - Reference document for using the 5Cs framework to plan, monitor and evaluate capacity and results of capacity development processes, December 2011 Published by ECDPM Maastricht, the Netherlands


� TACSO CSO Management Practical tools for organisational development analysis  March, 2011


� Pact is an international NGO which currently works with approximately 8,000 partner CSOs in 14 different countries to assist the poorest and most marginalised.


� Kepa is an umbrella organisation for approximately 300 development NGOs based in Finland


� MDF Training and Consultancy is a for-profit organisation, working globally with a range of clients from the private and public sectors – seel also MDF Tool IOM Checklist � HYPERLINK "http://www.toolkitsportdevelopment.org/html/resources/B6/B6A" �http://www.toolkitsportdevelopment.org/html/resources/B6/B6A�


� This commentary can be found at www.hfrp.org/evaluation/the-evaluation-exchange








