Annex 1

The Organizational Capacity Assessment Tool (OCAT)

A Brief Introduction

The OCAT is primarily a tool that enables the measurement of change over time in organizational management.  It also enables comparison of organizational capacity across organizations.   The process of working with an organization to complete the OCAT is a capacity-building event, since it introduces the organization to the various components of management.  The tool is divided into six key areas of organizational management:  Governance, Programs, Funds and Materials Management, Human Resource Management, External Relations/Partnerships and Sustainability.  Often organizations will begin making organizational changes, long before they participate in any training events, simply based upon what they learn during the OCA process.

The Organizational Capacity Assessment process involves a team of 2 trained OCA facilitators who spend at least 2 days with the organization (If they have already had a number of contacts with this group, this period may be shortened).  During this period, they meet with the members and leadership, visit projects, speak with beneficiaries, and other partners.  At the end of this period, the two facilitators lead a session involving a mixed group of members and leaders in a self-evaluation of their organization’s capacity.  During this 3 – 4 hour meeting, the members discuss each of the OCA indicators and rank themselves on a scale of 1 and 6, “1” being the lowest and “6” the highest.  The facilitators make sure everyone understands the indicator before they negotiate agreement on a ranking.  This whole discussion process is where organizations learn a great deal about management for the first time.  The facilitators’ opinion only comes into play if they feel the group is way off the mark based upon what they have seen during their visit.

Once each of the indicators has been ranked, the results are calculated for each of the five main management components and for their respective sub-components.  These quantitative results can also be displayed in a graphic form, which makes it easier to visualize the organization’s strengths and weaknesses.  The report is then presented back to the organization to get their feedback and answer their questions.  The results of the OCAs can also be consolidated into one profile for a group of organizations in a given geographic area or sector.  The results of the OCA are the basis upon which a capacity-building program is developed for an individual organization or for a group of organizations.  

The organizations are re-OCATed at the end of the capacity-building program, usually 12 – 18 months after the original OCAT.  The process is repeated as described above. Since organizations are generally much more self-critical after receiving training and technical assistance, they tend to rank themselves lower the second time around, even though their capacity has increased.  To address this problem, they are first asked to review the ranking they gave themselves during the first OCAT and revise it, if necessary, before they rank themselves for a second time.

Once the results of the second OCAT are in, they can be compared with the first OCAT results, which may have been revised by the organization’s members during the second OCA process.  The differences between the first and second OCATs can be easily displayed in a graphic form, enabling the organizations themselves to see how their management has improved as a result of their involvement with FAES.  

The Organizational Capacity Assessment Process – The Key Steps

Profile of the OCA Facilitators

A team of two trained OCA facilitators should conduct the Organizational Capacity Assessment.  The facilitators should ideally have at least a high school level education and have experience working with community-based organizations in low-income communities.  They should have experience in facilitating focus group meetings, in analyzing and presenting data in graphic form, and in using Word and Excel to prepare written reports.   

Advance Preparation

The facilitators should give the organization advance notice and ask them to prepare any documentation they have on their organization, organize a meeting of their Board of Directors and their Staff and to set up appointments with any key partners or local officials with whom the organization has engaged.  It should be explained to the organization’s leadership, that the findings of the OCA will in no way affect the decision to fund their organization, which will already have been made by this point.  The leadership should be encouraged to be as honest as possible, since the program will be better able to help the organization become stronger if it has an accurate understanding of what its strengths and weaknesses are at this point. 

Review of Secondary Information

The facilitators should ask the organizations to gather the following types of documents:  

· By-laws

· Documentation of Legal Status

· Membership Lists

· Meeting notes documenting election results

· Project Plans

· Project Reports

· Financial Records

If possible, the OCA facilitators should try to have access to these documents prior to their visit, so they can reduce the time they spend reviewing documentation while in the field.  Some organizations may be informal and have no documentation available for review.  

In-depth Interviews

The facilitators should ask the organizations to schedule interviews with the following types of people:

· Each member of the Board of Directors, most importantly the President, the Treasurer, and the Secretary.  

· Key representatives of the Fiscal Committee, if one exists.

· Key representatives of the staff.

· Local Government Officials.

· Any NGO representative in the area who has experience working with the organization.

· Other important community representatives such as traditional leaders, parish priests, or headmasters.

The objective of these in-depth interviews is to gather information relevant to the OCAT indicators from various different perspectives in an effort to come up with an independent and accurate understanding of the organizations’s capacity before the ranking session.

Focus Groups

Focus groups should be conducted with the following types of people:

· Male community members, including some who directly benefited from a project.

· Female community members, including some who directly benefited from a project.

· Youth community members, including some who directly benefited from a project.

· People who are members of the organization, but not part of the elected leadership.

As in the case of the in-depth interviews, the purpose of the focus groups is to gather information relevant to the OCAT indicators from several different sources prior to facilitating the organization’s capacity ranking session.

The facilitators should develop a rough interview guide with one key lead off question for each of the five main topic areas of the OCAT to stimulate discussion.  The focus groups will be helpful in filling in information gaps still remaining after the individual interviews.
Project Visits

The two facilitators should visit at least two or three projects implemented by the organization assuming that they already have experience implementing projects.  If possible, speak to people who are directly benefiting from the project that you find on site.  Observe the quality of the project and the degree to which it being utilized by the targeted beneficiaries. 

The Ranking Process

This meeting should include a mix of organization members, leadership, and any people you felt particularly informed and helpful during your interview process.   The group should be somewhere between 7 and 15 in size.  The two facilitators should trade off between themselves playing the role of discussion leader and listener/note taker.  The ranking process should be explained at the beginning of the meeting and people should be reminded to be as honest as possible, because it would help the program better support them in the future if it has an accurate understanding of the strengths and weaknesses of the organization.  Each indicator should be reviewed and explained and participants should be asked to share their views about how they would rank themselves on the indicators and explain why.  The facilitators should make sure that everyone in the meeting participates.  The results of the OCA process should reflect the opinions of the whole group, not just the top leadership.   If opinions are widely divergent on any particular indicator, the facilitators will need to move the group towards a consensus.  If they feel that the ranking given by the participants is very different from what they would give themselves if they were doing the ranking, the facilitators must weigh in on the discussion and may insist that a ranking be increased on decreased based upon their own impressions.    

The Report

The OCA facilitators should calculate the ranking averages for each sub-component and component of the OCAT and prepare the graphics as soon as possible after completing the ranking meeting.  

Their written report should be roughly 7 – 14 pages in length and include information on the following points:

I.
Background on the Organization

· It’s origin and history

· It’s mission

· It’s targeted beneficiaries and their characteristics

· The geographic area that it serves

· The types of project activities it implements

· The size of the organization in terms of staff and budget

II.  
Results of the Organizational Capacity Assessment – Description of what exists and 


key strengths and weaknesses for each of the following components:

· Governance

· Program Management

· Financial Management 

· Human Resource Management

· External Relations and Partnerships

· Sustainability

III.
Recommendations

Based upon the results of the assessment, what capacity-building activities are recommended.

Feedback to the Organization

They should plan a follow-up meeting within one week of the ranking meeting to present the OCA results back to the organization’s membership and to discuss a capacity-building plan for addressing deficit areas.  Those weaknesses that need to be addressed prior to receiving any project funds. 

