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“We appreciated the
collaborative and inclusive
nature of the OCA process.
The facilitators provided
clear guidance and
created a supportive
environment that
encouraged open
discussions. The
structured approach
helped us identify our
strengths and areas for
improvement effectively.”
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For whom is this document?

This document is developed for facilitators
of the organisational capacity
development. It focuses on the process of
carrying out organisational capacity
development and describes the entire
process; from initiating discussions with an
organisation about engaging in
organisational capacity development to the
final evaluation of their progress.

This document serves as a
supplement to the “Introduction to
the organisational capacity
development” document that gives
an overview and rationale for
organisational capacity
development.

The document firstly provides an
overview of the process and then
details each step of the process and
how to facilitate them.
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Overview of the organisational capacity development process

Plan International

The civil society organisation (CSO)

The CSO reflects internally on if they wish to
engage in the organisational capacity development
process.

The CSO accepts or decline the offer to go through
the process of organisational capacity
development.

The CSO works with Plan during the proposal
development stage or define how and what
resources are available for the organisational
development process.

The CSO informs all concerned parties of its
organisation about the organisational capacity
development process. The CSO appoints a focal
point with main responsibility for the implementation
of the process.

The CSO, in collaboration with Plan International
decides on the following
e when and where the assessment will take
place
who within the organisation will participate
when and with whom the organisational
development plan will be defined when
implementation of the plan will be initiated.

The CSO convenes representatives from its board,
members, staff and possible other parts or
stakeholders of relevance to the organisation to
participate in the assessment.

The CSO focal point collects relevant background
information. For example, these can include the
charter, policies, documentation previous
organisational capacity development or assessment
efforts if these have been carried out. Mutual
assessment and due diligence from Plan
International are to be used for reference at the
workshop.



Plan International

The civil society organisation (CSO)

The organisation involves representatives from all
relevant stakeholders from the organisation in the
assessment and creates conditions that allow for
everyone’s meaningful participation in an ambience
where dissenting opinions are respected.

The focal point within the organisation convene the
leadership (members from the board and/or the
leadership from the organisation) to develop and
Organisational Capacity Development plan.

The organisation develops an organisational
development plan and decides how to follow up and
monitor that the plan is implemented.

The organisation defines which areas are prioritized
to develop based on available resources, support
from Plan International and other actors who may be
able to support the implementation of the OD plan.

The organization, in collaboration with Plan
International and other potential supporting entities,
establishes a consensus on the timeline for the
Organizational Development (OD) plan's
implementation. They also define a process for
monitoring progress and conducting follow-ups to
ensure successful execution.

The CSO invests in its capacity development
through engaging in trainings, coaching or other
activities and identify actors who can support the
organisational development and the implementation
of the OD.

The organisation monitors the implementation of the
OD plan and annually reviews and updates OCA. As
the OD plan is implemented, priorities may shift-
then the OD plan will also be reviewed to reflect the
new outcomes of the OCA. The organisation
evaluates, internally externally the relevance,
effectiveness, and impact of the organisational
development.
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Starting up the process

the process.

@ The process of organisational capacity development does not

start with a workshop where the organisation assesses its
capacity. The dialogue with the organisation to explore if the
organisation is interested in engaging in the process of
organisational capacity development is the starting point of

For Plan International, this dialogue can be
initiated during the mutual appraisals process.
This part of the process is crucial and an
approval to engage should be expressed through
a decision by the senior management of the
partner organisation.

Engaging in organisational capacity development
requires commitment from the organisation, since
dedication of time and resources are required to
the process. The organisation must also be
prepared to engage in open, honest, and in-
depth internal discussions about how the
organisation is functioning.

The decision to engage in a process of
organisational capacity development needs to
build on a voluntary commitment by the
organisation. To enable the organisation to make
an informed decision, Plan International is
required to describe the purpose and the process
of organisational capacity development.

A meeting for this purpose can be arranged. After
such a meeting the document “Communication
brief about organisational capacity development”
can be shared with the organisation. Allow the
organisation to reflect and discuss if they wish to
engage in the process.

© Plan International




Ideally the dialogue surrounding if the
organisation is to engage in organisational
capacity development should start within a
considerate timeframe prior to when the
organisational capacity assessment is
carried out (4-6 weeks will give the
organisation time to reflect and decide if it
wants to engage in the process).

If the organisation decides to engage in the
process, Plan International should ask the
organisation to appoint a focal point for the
organisational capacity development
process.

That person will coordinate the process
within the organisation and will for example
arrange the organisational capacity
assessment workshop, coordinate the
drafting of the organisational development
plan etc, with the support of Plan
International.

“ “The tool is fantastic and
its creators deserve praise
and encouragement.

The introduction is easy to
understand and the
facilitation guide is truly
objective and

educational, making the

task much easier.”
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Organisational capacity development can
be carried out with or without external or
specific funding. Plan International can
include the process of organisational
capacity development into the project or
programme design and budget for it. If the
process of organisational capacity
development is included in a proposal for
funding, the concerned CSOs should be
consulted before the submission of the
proposal. If Plan International seeks local
civil society partners through an open call
for partnership, it should to be clearly
expressed in the call that commitment to
engage in the organisational capacity
development is a requirement for
collaboration. Setting aside 10-15% of the
total partner CSO budget specifically to
organisational capacity development should
enable the partner CSO’s to implement its
plan for organisational capacity
development.




Existing work on organisational capacity development

A partner civil society organisation may
already be engaged in a process of
organisational capacity development, either
on its own, or with support from another
donor and partner. In those cases, Plan
International should have a dialogue with
the partner to learn more about that
process.

What methodology has been used? Is there
dedicated funding set aside for the
process?

With this material on organisational
capacity development, Plan International
has opted for using the OCAT or octagon
model for organisational capacity
development.

This means that this is the model that Plan
International intends to use when we are
facilitating and supporting organisational
capacity development.

This should not mean that partner CSOs
cannot use other methodologies. If a
partner CSO is already engaged in
Organisational capacity development and
are using a different methodology that
allows them to go through this process in a
qualitative way, Plan International can
support that ongoing organisational
capacity development process.

For example, adding funding and offering to
support with capacity building activities
within areas where Plan International has
competence and where the partner CSO is
interested in getting this support from Plan
International.

Duplication of efforts by having the partner
engaging in two different processes of
organisational capacity development is
inefficient and not in line with the
localisation agenda, whereby we should
contribute to increasing local partners
power and control over their own
organisation and work.

If the partner CSO is already engaged in an
organisational capacity development
process, Plan International should
coordinate and benefit from what is already
ongoing with the organisation itself, and
other donors that may be engaged in the
process. This aligns to the development
effectiveness principle of harmonisation.

If the other organisational capacity
development process is limited in its scope,
for example only supporting capacity
development on specific thematic or other
areas, Plan International should discuss
with the organisation if they want to accept
the offer of Plan International to engage in
our more comprehensive process.

0,

Itis important to remember that the decision to engage
always lies with the partner CSO itself!




Planning—preparing for the organisational

capacity assessment process

When the organisation has decided to
engage in organisational capacity
development, Plan International should
book a new meeting with the organisation
and the appointed focal point and present
the whole process of organisational
capacity development. This will incorporate
the organisation of the organisational
capacity assessment to the implementation
of the development plan. After that Plan
International and the partner CSO plans the
process together.

The partner should have clear
understanding of who needs to be invited to
the organisational capacity assessment
workshop. This workshop is crucial and
should be planned so that the partner CSO
can include different stakeholders from
within the organisation: the board, member
representatives, staff representatives and
the management. Smaller organisations
may not have all these entities within the
organisation, and it may be possible there
are no paid staff. In these cases, the
important thing is that all concerned
stakeholders within the organisation can
meet and discuss how they assess the
organisations capacity.

If the organisation does not have members,
it can invite representatives from the rights-
holders it works with. This could possibly be
for example children and youth. If it does
not have staff, it can invite volunteers.

© Plan International

When a date for the workshop and who
should participate has been defined, Plan
International can start preparing the
facilitation of the workshop.

It is important to prepare for the workshop
by bringing out all knowledge Plan
International has about the organisation.

The person who will be facilitating the
workshop should go through and familiarise
themselves with the material in the OCA
package to prepare the following: the
introduction to OCD, this facilitators guide,
the generic PowerPoint for the OCA
workshop and the excel document with the
Organisational Capacity Assessment.

The facilitator should ask the focal point
from the CSO to collect all relevant
documents such as the organisation’s
charter, policies, and other relevant material
to go through these as a preparation, but
also to bring to the workshop.

The mutual assessment and the due
diligence carried out between Plan
International and the CSO should also be
included in this material. During the mutual
appraisals process the CSO has already
reviewed several internal processes and
this information can be relevant background
information. The more informed the
facilitator is about the organisation; more
comprehensive support can be provided
during the assessment.
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Organisational capacity development workshop

As described, it is important the facilitator is
both familiar with and understands the
Organisational Capacity Assessment tool
and is informed as much as possible about
the organisation itself. Start up the
workshop by describing the objective of the
organisational capacity development
process and how the workshop will be
carried out. Underline the importance of
allowing everyone to express their own
views and showing respect for dissenting
views. Before starting the assessment of
each capacity area, start with a discussion
around the content and broader points of
that area.

Under the capacity area of People and
Culture, there are some questions for
organisations with employed staff. If the
organisation does not have employed staff,
these questions should be omitted. All
questions should be replied.

The OCA workshop should be held in the
language that participants from the
organisation speak, if possible. This will
reduce misunderstanding and make the
review quicker. It will also allow everyone to
participate and express themselves clearly.
This means that the facilitator should ideally
speak the language of the participants.

n
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Developing an Organisational Capacity Development Plan

and follow-up and monitoring of the organisational
capacity development.

After the OCA workshop, the organisation
should develop an Organisational Capacity
Development (OCD) Plan. The leadership
of the organisation, meaning the and/or the
leadership of the organisation should
convene and review the Organisational
Capacity Assessment and develop an OCD
plan.

The plan should be developed based on the
outcomes of the OCA. This means that the
group developing the plan should review
how all capacity areas have been assessed
and possible comments made in the
documents. If an area, such as finance,
was assessed as nascent, then the
leadership of the CSO should consider
developing Outcomes and activities to
further develop its capacity linked to
finance.

If the CSO for example does not have any
budgeting practices or follow up on
budgets, the outcome to develop could be
to install capacity within relevant staff on
how to produce budgets and how to follow
up on budgets.

© Plan International

The activities to be developed could be; identify staff or

@ members who are responsible for developing and monitoring
a budget, identify a trainer (could for example be Plan Finance
staff), train staff, coach staff, ensure that budget is produced
and followed up on.
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“ “Facilitating the partners
was a very rich experience
that strengthened not
only the partners but also
Plan staff.”

© Plan International

To ensure the continued ownership of the
partner of the organisational capacity
development process, it should be the
partner that leads the monitoring of the
process. Plan International can continue to
support and facilitate the process.

If the organisational capacity development
is part of the project or programme
outcomes, Plan International must follow-up
and monitor the implementation. This
should be undertaken together with the
partner and based on their perceptions of
the validity of the outcomes and outputs.
The Organisational capacity assessment
should be revisited annually.

This can be a more “light-touch” process,
where for example only the leadership
within the organisation, for example the
management team and the board are
involved.

During a meeting they can review the initial
capacity assessment and quickly score and
reassess their capacity. It can be an
internal workshop of 2-3 hours.

Either each question can be reviewed and
scored again, or if a quicker process is
preferred, each area can be scored. This
means that in this exercise only the
leadership within the organisation, or those
that they invite, participate.

This will make the outcome less reliable, as
it will only reflect one group within the
organisation. This may be sufficient for an
annual reassessment.

The main purpose is to see if progress can
be seen. If progress is not visible, or if
capacity is weakened within certain areas,
the leadership is required to analyse and
explore how to approach this.

13



It might be worth considering issues such
as whether:

o External or internal changes
influenced the organisational
capacity?

e Are the implemented activities not
yielding results?

Plan International can support the
organisation in deciding how they should
identify the reasons for why no progress
can be seen and how to address it.

If a large staff turnover has occurred, if the
leadership has changed or if the
organisation has lost engaged and active
members, measures to rebuild capacity
needs to be taken.

Implemented activities may not lead to
sufficient increase of knowledge or know-
how on ways to use gained knowledge, for
example if the activities have only consisted
in trainings or workshops they may need to
be complemented with other support, that
maybe extends over time.

Initial Capacity

Self-Assessment-Baseline

At programme start
(within 1-4 months)

First Organisational
Capacity Self-Assessment

During the final year of the project or
programme (if the organisational capacity is
linked to a project or programme, the
organisational capacity should be fully re-
assessed, with the same broad participation
from the whole organisation as during the
initial capacity assessment. If our support
has yielded results, the organisational
capacity should have increased.

The annual reassessment and the
continuous monitoring is important in the
sense that in that way, weaknesses in the
OD plan will be noticed before the project or
programme ends. During the final year of a
programme or project the Organisational
Capacity Development plan of the CSO
should be linked to a phase-out plan of that
programme, to handle the relationship with
the partner organisation responsibly.

The phase-out plan usually means that a
greater emphasis is put on supporting
capacities that will increase the
sustainability of the parther CSO beyond
the collaboration with Plan International.

Periodic Capacity

Assessment

Annually:
* light-touch re-assessment
* review of OD plan to ensure relevance

Final year:
* full reassessment
+ development of phase-out plan
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