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Civil society organisation capacity
analysis series

Building the organisational, HIV technical, and policy
capacity of civil society organisations is key to planning
and delivering high quality responses to HIV. The
International HIV/AIDS Alliance (the Alliance) works

with its civil society partners to ensure that they have
the skills and strategies needed to make effective
contributions to national HIV efforts as implementers and
supporters of community-based action.

The Alliance has developed a series of toolkits to support
the capacity analysis and capacity development of the
following types of civil society organisation:

e community-based organisations (CBOs)
e non-governmental organisations (NGOs)
e networks

¢ intermediaries (organisations that support
CBOs, NGOs and networks).

These toolkits provide structured approaches to the
participatory identification of capacity building needs and
planning of responses. They allow users to generate both
quantitative and qualitative baselines which can be used
to track progress in organisational development.

The Alliance also publishes a range of complementary
materials on organisational development, technical HIV
issues, and policy and advocacy which can be used

to support capacity development efforts subsequent
to analysis. To view these resources, please visit the
Alliance website: www.aidsalliance.org and the NGO
support website www.ngosupport.net
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1 Introduction

1.1 What is this toolkit?

This toolkit can be used with community organisations
to identify capacity building needs, plan any technical
support required, and monitor and evaluate the impact
of capacity building support.

1.2 How can this toolkit be used?

This toolkit is designed to facilitate group discussions
between members of community organisations and
external facilitators providing capacity building support.
Or it can be self-administered by the implementing
community organisation. The profile section has
questions that can be asked to establish a basic
description of the organisation. There are seven further
sections relating to specific areas of capacity.

In each capacity section, one open-ended question is
followed by specific questions that have corresponding
possible responses. Each suggested response indicates
a different level of capacity that might be found in

the organisation. The facilitator uses the suggested
responses to ask the group how they would score

their organisation on a scale of 1 to 4. By this method,
participants assess their own strengths, weaknesses
and capacity building needs, but also develop their
understanding of how they might strengthen their
capacity or improve the way they work. Many groups
would benefit from discussing each capacity area

as a group prior to scoring, and on pages 4-5 there

is guidance for facilitators for each capacity area

with suggested questions and discussion areas to

help groups understand how they work and organise
themselves in each capacity area. We strongly
recommend that the questions and suggested
responses be adapted to suit the local context, with the
participation of the community organisations involved,
before using the toolkit.

The toolkit can be used to facilitate analysis with a
group of community-based organisations (CBOs). In
this scenario, it is suggested that all groups discuss
the capacity areas and guidance questions in plenary,
enabling the groups to discuss and compare with
each other. This will potentially increase each group’s
understanding of how they could strengthen their
capacity in different areas, and will support the
development of their action plans. After the plenary
session, groups can then discuss further as individual
groups if they wish before rating their group’s capacity.

1.3 How to organise a visit with a
community organisation

If working as external facilitators, there should be a team
of two people, with roles assigned from the beginning
so that one person facilitates and the other documents

the analysis. A meeting should be arranged with five to
ten members who represent different levels within the
organisation and include a balanced gender mix.

The process should take about four hours. Arrange a
convenient time and location for the meeting. Check
how far members and volunteers will have to travel to
attend and whether they need to be recompensed for
this. Refreshments may also need to be provided, not
only during the meeting but also to sustain people for
their journey home.

1.4 How to facilitate a discussion

The facilitator is central to the success of the session.
This may be someone external, or someone from within
the organisation that takes on the role of facilitator

for the meeting. The facilitator holds a very powerful
position. To impose her or his own views is to abuse that
power. Facilitators should only ever encourage, clarify or
help expand other people’s views.

=» The facilitator’s main responsibilities include:

e ensuring that everyone contributes to the discussion
(including less confident or less experienced
members, e.g. women or young people) and that
not all questions are answered by the organisation’s
leaders

e ensuring that the discussion remains focused on the
questions. Do not let people get distracted by side
issues or become embroiled in details or an ongoing
disagreement

e generating discussion and interaction, probing for
further information and asking the group to respond
to each other’s views (using questions such as “What
do the others feel about that?”)

e encouraging critical reflections and guarding
against the group tendency to provide only positive
responses

e ensuring that everyone understands all language
used. Participants may not be familiar with some
terms like ‘mission’, ‘technical skills’, ‘advocacy’, etc.

1.5 Starting the discussion

¢ Introduce yourself and ask everyone to introduce
themselves and their roles. Document people’s roles
to ensure that there is a variety of people from across
the organisation.

e Explain that the main purpose of the meeting is not
to find out information from them, but to enable
participants to discuss and decide how to improve
the way their organisation works, for their own
benefit.

e Make a contract about time — the process should take
about four hours. Plan regular breaks so that people
stay engaged when participating in the discussions.



1 Introduction

1.6 Conducting the analysis

The assessment is a toolkit for starting discussions, and
for keeping them focused by returning back to the series
of questions in the toolkit.

e |f all participants have a high level of literacy in
English, it may help to provide printed copies of the
toolkit for participants to follow during the discussion.
If some participants find the language difficult, they
may be disadvantaged in comprehending the written
toolkit, and oral translation and discussion may be
better.

e The profile provides questions to help describe the
organisation. To maximise time for discussion, this
should be completed with the help of key members
of the organisation before the group meeting. If
time is limited, consider splitting participants up into
two smaller groups and discussing different sets of
questions with each.

* In each capacity section, ask the open-ended
question first, followed by the discussion areas within
the facilitator’s guide. The group’s responses may
help answer some of the specific questions, but use
the specific questions and suggested responses
to ask the group where they would rate their
organisation on a scale from 1 to 4.

® The suggested responses should be used in an
informative way. Participants may ask for explanations
and even challenge the assumptions in the toolkit.
This encourages participants to reflect critically on the
way they work and what needs to change.

e For organisations with very low or very high capacity,
the answers to certain questions may be obvious (e.g.
if it has its own office or computer). These questions
could be completed by the facilitator without
needing to ask participants, to avoid repetition or
risk discouraging a group with low capacity. The
facilitator’s judgement is important in deciding which
questions to ask and how to ask them.

e At the end of each section, ask the group if the
discussion has made them think of any improvements
or changes that could be made to the way they
work. Try to agree on any specific actions or plans.
Consider or suggest any external technical support
that might be needed, such as additional resources,
further advice or training materials and literature.

1.7 How to document the discussion

Start by getting consent for documentation and explain

how the information will be used and by whom. If a report

is to be written up, explain the process, and how copies

will be shared with participants. Also remember to:

e record the main points of the discussion as they are
made, on a flipchart if available or in a notebook

e summarise key actions agreed at the end of each
section

e ask questions to clarify when necessary

e try to write up notes and flipcharts into a report as
soon as possible after the meeting.

1.8 How to follow up the assessment

At the end of the meeting, go back to the objectives

discussed, ask participants if they have found the

process useful, and how it could be improved. Before

finishing, discuss how the assessment will be followed

up with next steps, including:

¢ From the notes collected at the end of each session
try to come up with an action plan to summarise
agreed actions. Emphasise the responsibility of
participants themselves for any actions identified;
external support should only be for technical or
financial resources that cannot be found within the
community organisation. A table such as the one
below can be used.

Need What? When? Who? Resources

Weakness | Action Now / soon | Who'’s required

identified | needed / later responsible? | e.g. technical
or financial

e Decide who will document and disseminate the
final report. For example, would it be useful to share
the report with other partners of the organisation
(e.g. donors, support providers or community
organisations facing similar challenges)?

e Agree how agreed actions and plans will be
implemented. For example, who will take
responsibility for them and how will they be
monitored?

e Plan how technical support could be provided. For
example, are there useful publications or training
resources that can be obtained for the organisation?
Are there organisations or people who could provide
advice or share experiences with participants?

We hope to learn from lessons as this toolkit is used, and
incorporate any suggestions or improvements in future
versions of the toolkit. Any comments or feedback from
users should be sent to publications@aidsalliance.org



2 Facilitator’s guidance

These suggested questions and discussion areas can be
used by the facilitator to help the groups do two things:
first, to understand what capacity area the session is
focusing upon; and second, look at how they work and
organise themselves in each capacity area. We strongly
recommend that the questions be adapted to suit the
local context, with the participation of the community
organisations involved, before using the toolkit.

A: Governance and strategy

This session aims to help the organisation assess how
it governs itself and how it plans for the future. Before
asking the participants to rate their organisation’s
capacity, ask them the following open-ended questions
to find out what they understand by key phrases

or words:

e What is a constitution?

e What is an organisational mission and what are
organisational values?

Ask if there is a board and if so, what role does it play
in leading the organisation and making decisions. It is
also helpful to discuss how the constitution or rules and
regulations were developed (for instance, were they
developed by the organisation themselves with input
from community members, by the board, or by external
groups?). Similarly, ask how the organisation developed
its mission and values. It may also be useful to ask how
useful they find the mission statement and values in
guiding their work.

B: Finance

This session aims to help the organisation assess its
financial management skills. Before rating the group’s
capacity, it may be helpful to ask participants to discuss
the following:

e How they plan their finances, including how they
budget?

¢ How they monitor and support financial activities,
including how they record transactions and keep
supporting documents?

e How they do financial reporting?

C: Administration and human resources

Administration and human resources aims to help
the organisation assess how it organises staff and
administrative functions. Firstly, ask participants to
define what they understand by human resources
management, and what it covers. Useful questions
include:

¢ How are staff and volunteers developed within the
organisation?

¢ How are group/organisation members recruited and
selected?

Secondly, ask participants what they understand as
the difference between a staff member and a volunteer.
Lastly, ask participants to consider to what extent both
staff and volunteers are mobilised and developed to
carry out their duties, before asking them to rate their
capacity against the suggested responses.

D: Project design and management

This session aims to help the organisation assess how

it develops, manages and evaluates its projects. Firstly,
ask participants to think about how they develop project
proposals, how they design projects, and how they
implement and evaluate them. It may help to ask what
they understand by ‘the project cycle’.

Next, discuss whether project management is done in
isolation (just within the organisation) or in conjunction
with external stakeholders, for example, with community
members. If external stakeholders are involved, ask
when and how they provide input. Lastly, ask the group
to rate their organisational capacity.

E: Technical capacity

This session aims to help the organisation assess its
knowledge of HIV and other areas necessary for carrying
out its projects. Ask participants to discuss what kind of
services their organisation provides. Ask them how they
access information about HIV and AIDS and how they
update their knowledge about the services they provide.

Then, have a discussion on what participants
understand by gender and how they think it relates to
HIV or to their projects.

Lastly, have a group discussion about stigma and
discrimination. Ask participants how they think it
impacts upon target groups, upon them or upon their
work. Ask them to discuss what knowledge they have
about people’s rights and how such rights relate to
people living with HIV.



2 Facilitator’s guidance

F: Networking and advocacy

This session aims to help the organisation assess

how it forms partnerships with other groups and how

it advocates for the rights of the people it works with.
Use open-ended questions to check what participants
understand by ‘advocacy’. Ask them what they
understand by the word and what they think ‘doing
advocacy’ means for their organisation. Discuss different
layers of advocacy aiming at target groups, local
communities and decision-makers. In particular, ask
what they understand by advocacy directed at decision-
makers. Who do they consider to be decision-makers in
their environment?

Then ask the same question of ‘networking’ to gauge
what people understand by the terminology. Ask them
what relationship their organisation has with other

local, national and international organisations or groups
working on HIV and how they work together to influence
others.

G: Community ownership and
accountability

This final session aims to help the organisation assess
how it involves members of its community and how

it communicates with them. Firstly, ask participants

to think about the make-up of their organisation. Are
people living with HIV, or other vulnerable groups the
organisation works with, fully involved? Secondly,
explore how the organisation defines and understands
vulnerability within its context, to ensure a common
understanding of the ‘involvement of vulnerable people’.

Lastly, ask participants how their organisation aims
for equal gender participation. Ensure that people
understand that the question is focusing on how they
encourage gender equality internally within their own
structures, as opposed to the question in session E
which focuses on how organisations integrate gender
within their projects and programmes.



3 Organisation’s profile

1. Name/title of the CBO

2. When established
When was the CBO set up? ( J

3. Contact details of the network
Include mailing address, telephone, fax numbers and email, if available.

-

Is there access to: email D internet D CD-ROM D telephone D postal mail
What is the preferred way of receiving information?

4. Locations where the CBO works

-

N

5. Staff and structure

Who manages the CBO?

How many full-time staff, part-time staff, and volunteers?
What are their roles?

Does it have a technical advisor? If so, who?

-




3 Organisation’s profile

6. Overview of the CBO’s work

With whom does the CBO work? What activities does it conduct?
Estimate how many people it reaches with different activities.

-

N

7. Key achievements and main challenges
Key highlights/successes of the CBO’s work; main problems/issues it faces.

-




3 Organisation’s profile

8. Sources of funding
Financial, material, or in-kind support received from a) within the community; b) outside the community.

-

N

9. Future plans
What are the immediate needs/priorities? Does the CBO have any plans to scale up? If so, how?
If the CBO received more funding, how would they use it?

-

N

10. Date and name of person completing profile

7 7 ) (




4 Areas of capacity

There are seven areas covered in this toolkit. They are
called ‘areas of capacity’.

Governance and strategy

Finance

Administration and human resources
Project design and management
Technical capacity

Networking and advocacy
Community ownership and advocacy

O Mmoo W >

How to work through the area of capacity

./[1. Ask the open-ended question j

resolve conflict within the organisation?

Question

1. Rules and Do you have No rules and
regulations written regulations
rules and
regulations

accepted and
approved by all
the members of
the organisation?

How do you select leaders, make important decisions and

Each area of capacity begins by asking an open-
ended question, followed by a number of more
detailed questions. Participants are asked to give
their organisation a capacity score based on the listed
indicators — 1 being a weak area and 4 a strong area.
At the end of each area of capacity there are three
discussion areas to help the organisations prioritise
needs, plan for action and identify areas of technical
support they could benefit from.

2. Ask the detailed
question

Capacity score

3
Some rules/ Written Written rules
principles rules and and regulations
written down regulations approved by
exist but representatives
weren’t widely | of the community
approved and organisation

4. When you have finished all the
questions and scores, discuss the
three planning questions and note
recommendations

3. Choose the most relevant
indicator and make a note of
the score

Capacity-building needs

Plans for action or change

Suggestions for technical support
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A global partnership:

International HIV/AIDS Alliance
Supporting community action on AIDS in developing countries

Civil society organisation capacity analysis series

The Alliance has developed a series of toolkits to support the capacity analysis
and capacity development of the following types of civil society organisation:

community-based organisations (CBOs)

non-governmental organisations (NGOs)

networks

intermediaries (organisations that support CBOs, NGOs and networks).

The Alliance also publishes a range of complementary materials on organisational
development, technical HIV issues, and policy and advocacy which can be used
to support capacity development efforts subsequent to analysis. To view these
resources, please visit the Alliance website: www.aidsalliance.org and the NGO
support website www.ngosupport.net

International HIV/AIDS Alliance
(International secretariat)

Queensberry House, 104-106 Queens Road
Brighton BN1 3XF, United Kingdom
Telephone: +44(0)1273 718900

Fax: +44(0)1273 718901

mail@aidsalliance.org
www.aidsalliance.org

CATCBO 12/07





