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Introduction to the Handbook

Each Chapter has referenced footnotes to Boxes or Handouts which appear
at the end of that Chapter, illustrate the point under discussion, and provide
information on the topic from the best reference books available. Boxes are
provided so that they can be photocopied onto transparencies for training
purposes (see the Companion Trainers Guide) or can be photocopied for dis-
semination.

These attachments are available at the end of each of the 8 Chapters. It is
hoped that the material in each section, plus the Boxes and Handouts, will
give a clear idea to the reader of the subject matter and suggest how the
reader can operationalise it.

The Companion Trainers Guide contains exercises that will enable the
readers to try out for themselves some of the ideas contained in the
individual sections and attachments.

Finally the Handbook has drawn heavily on a number of key documents writ-
ten by other authors which are here acknowledged and acknowledged in the
text. It would be valuable for an Advocacy NGO wanting to use this handbook
to compile a very basic reference library composed of these books if it wanted
to go into any of the 8 topics in greater depth.

The books are:

1. Human Rights Institution Building: a Handbook on Establishing and
Sustaining Human Rights Organisations
The Fund for Peace in association with The Jacob Blaustein Institute
for the Advancement of Human Rights, 1994

This book while addressing itself to Human Rights CSOs, has a lot of
very valuable information on institution building.

2. Strategic Thinking for NGO Leaders
Institute for Development Research, Boston, 1996

This is an updated version of an earlier document called "Managing
Organisational Change" 1989, also by the Institute for Development
Research

3. Objectives Oriented Participatory Project Planning
Richard Holloway, Pact 1997

This is derived from GTZ's "ZOPP" (Zielorientierte Projekt Planung)
and the work of Team Technologies Inc.

4, Advocacy in Southern Africa - Lessons for the Future
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10.

11.

12.

13.

Phiroshaw Camay and Anne Gordon, CORE, Johannesburg 1998

The World Wide Fundraisers Handbook - a guide to Fund-raising for
Southern NGOs and Voluntary Organisations

by Michael Norton, Directory for Social Change, and International
Fund-Raising Group, London 1997

Organisational Capacity Assessment Tool (OCAT)
Pact, Washington DC, 1995

Capacity Building for Southern NGOs
Richard Holloway, Pact. 1997

Just About Managing? A guide to effective management for voluntary
organisations and community groups
Sandy Adirondack. London Voluntary Service Council, 1989

Non-Governmental Organisations - Guidelines for good policy and
practice
Colin Ball and Leith Dunn, Commonwealth Foundation, 1995

Striking a Balance - a guide to enhancing the effectiveness of non-
governmental organisations in international development.
Alan Fowler, Earthscan, London.1997

Empowerment of the Blind - A Handbook for Organisations of and for
the Blind and Visually Handicapped by W.Aubrey Wilson, World Blind
Union Institutional Development Project, Massachusetts, USA. 1997

Financial and Accounting Policy Manual for Indigenous NGOs in Ethio-
pia, by KUAWAB Business Consultants, published by Pact Ethiopia,
Addis Ababa 1998.

Towards Financial Self-Reliance — a handbook for civil society organi-

sations in the South by Richard Holloway and published by Earthscan,
London. 2001
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THE CONTEXT

This Handbook is designed to help those who want to change the world for the better
to set up organisations which will provide an effective and sustainable way of doing
this. It suggests that such organisations are likely to be NGOs, and it provides ideas
for setting up NGOs with strong foundations, for managing them well, and make
them effective in the fight against injustice and abuse. The Handbook does not deal
with the particular topics on which you are advocating, be it abuse of the environ-
ment, abuse of human rights, corruption, abuse of children's rights — these are the
province of very different books, and a lot of material is available on the Internet.

This Handbook rather deals with the problems of setting up an Advocacy NGO in
your country, and the problems of running it so that it is effective. No Handbook
which is addressing people in a large number of countries around the world can be
equally applicable to all their circumstances. Where you find this handbook does not
fit your particular circumstances, please feel free to modify and adapt it. Please
translate all or any parts that seem applicable to your country circumstances - and
please note the source of your material.

The Handbook may also cover more ground than is immediately relevant to your
situation. Please look at the Contents list, and choose which part of the Handbook
seems to you to address your needs. If, on the other hand, you are starting fresh,
and are only now planning to establish an Advocacy NGO, then hopefully the whole
book, in the order of its writing, will be useful to you.

This Handbook is directed at citizens who have already come together and realised
that they have a common interest and enthusiasm in fighting for a particular cause.
They are now concerned with the next stage of institutionalising their interest in the
form of an organisation so that they can have some effect on the problems of the
particular cause they espouse in their country. It is hoped that this Handbook will
help concerned citizens move from a generalised enthusiasm to a functioning, effec-
tive, and sustainable organisation.

This book started life with a contract between two organisations, Pact Inc of the USA
and Transparency International whose secretariat is in Berlin. Pact is an American
NGO which specialises in capacity building of civil society organisations in countries
of the South. More information is available on the internet in www.pactworld.org. Trans-
parency International is the renowned anti-corruption organisation with Chapters all
over the world: more information is available on www.transparency.de.

The original contract was to provide training materials for and to conduct capacity
building workshops of Transparency International's Chapters in Africa during 1999.
The Macarthur Foundation paid for the production of this book and the accompany-
ing Trainers Guide, as well as the Training Courses themselves. Transparency Inter-
national and Pact is very grateful to the Macarthur Foundation for its support. The
participants at the Training Courses (in Malawi and Ghana) contributed ideas for this
final version of the books, and | am grateful to them. My thanks to Hansjorg EI-
shorst, Margit van Ham, Jeremy Pope, Gladwell Otieno and Gillian Dell of Trans-
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parency International Secretariat; Nancy Zucker Boswell of Transparency Interna-
tional USA; and Nancy Bradley, Evelyn Miyasato, and Sylvain Browa of Pact Inc.

My role in the compilation of this Handbook is partly writer, partly compiler of
valuable materials from other sources, and partly editor.

Good luck with the use of this Handbook. May your NGO be strong, and may your
important work flourish!

Richard Holloway, Pact Lusaka, 1998



1. WHAT IS AN ADVOCACY NGO?

1.1 What do we mean by Advocacy?

In general the term "advocacy” means "organised efforts to effect systematic or in-
cremental change". This definition could therefore cover the activities of any pres-
sure group within business or government or civil society which is pushing for
change. This might mean pushing for reform within a particular organisation, it might
mean pushing for the interests of a particular group vis-a-vis others, it might mean
the practice of politics. We could say that a chemical company lobbying government
for lower tariffs on the imports that it needs for its production, or a government minis-
try lobbying for a greater share of the national budget - were both undertaking advo-
cacy.

In many cases, particularly in the USA, advocacy is very big business and is carried
out by lobbying firms retained by businesses or governments. They are staffed by
professionals, often lawyers and they try and influence politicians and key govern-
ment officials. The other common understanding of "advocacy" is the profession
practised by lawyers who argue on behalf of their clients in a court of law.

These uses of "advocacy" say nothing about the nature or value of the advocacy un-
dertaken. "Advocacy" in these senses could be (and often is) undertaken to further
advantage rich and powerful clients, and could concern a variety of "causes" ranging
from the ethical to the criminal. This use of advocacy is value neutral, and does not
say anything about the cause that is being advocated or those who will benefit from
the advocacy.

When we use the term "NGO advocacy" to describe the advocacy work of NGOs,
however, we are using it in ways that are importantly different. NGOs are value
based organisations of citizens whose motivation is a desire for a better world for the
poor and disadvantaged. So "advocacy" as the word is used by NGOs, contains two
specific and particular elements which underline the NGO way of doing advocacy:

0] the advocacy effort must involve citizens in the advocacy process. Their in-
volvement should be conscious, intentional and democratic.

(i) the advocacy effort must be directed towards specific and identified disadvan-
taged groups, or must attempt to redress situations which the citizens as a
whole find themselves in - situations which particularly disadvantage the
poorer and less powerful citizens.

Advocacy, therefore, as it is practised by NGOs, is "a systematic, democratic, and
organised effort by NGOs to change, influence, or initiate policies, laws, practices,
and behaviour so that disadvantaged citizens in particular or all citizens in general
will be benefited".



1.2. What kinds of Citizens Organisations are involved in
Advocacy?

Amongst all the different kinds of citizens' organisations, which are likely to want to
create awareness of a problem, lobby for change, and promote new ways of thinking
and acting in accordance with the definition we have agreed above? In order to an-
swer this question we need to look at the different kinds of citizens' organisations
and the different functions they try to perform.

The term “citizens’ organisation™ or the more commonly used term “civil society or-
ganisation” (CSO) is not one that is clearly understood, or understood in the same
way all over the world. Civil society is generally understood to be a Third Sector of
society distinguished from the First Sector (Government) and the Second Sector
(Business). A useful definition of civil society is “that sphere of social interaction (lo-
cated) between the household and the state which is manifest in norms of commu-
nity co-operation, structures of voluntary association, and networks of public com-
munication” (Michael Bratton, 1995). Concerned citizens who get together to change
the world for the better outside the government structure, and without the profit mo-
tive of business, call themselves by many different names in different places — socie-
ties, associations, voluntary agencies, charities, clubs, non-government organisa-
tions, non-profit (and not-for-profit) organisations (and many more). The term "NGO"
has become the most commonly used word to describe such organisations. Some
civil society organisations are formed for mutual benefit of a particular group of peo-
ple and some are formed to benefit the public as a whole or a particular group of the
public. Unfortunately some organisations are also formed which pretend to be civil
society organisations, but which are really using the name for other purposes (bene-
fiting the founders, benefiting the government, benefiting commercial companies).

While concerned citizens are interested in changing the world for the better generally
get together through the form of NGOs, NGOs use many different forms and perform
many different functions®. Such organisations work through care and welfare at one
end of the spectrum through to public information, education, and advocacy at the
other. Any one NGO, moreover, may perform several of these functions at the same
time. An NGO may, for instance, assist people with diarrhoeal diseases, help people
build latrines, educate people about the dangers of water borne diseases, lobby
government for a bigger budget for water and sanitation, and advocate for a change
in hand washing habits amongst the people.

It is likely that advocacy, as a strategy of NGO work, will appeal to the following
kinds of organisations:

1.2.1. Employment Related Organisations
These are membership and mutual benefit organisations which are likely to be inter-

ested in advocating on issues on behalf of their members. They could be trade un-
ions, farmers associations, professional associations, students organisations - and

! See Box 1A: "Civil Society & Civil Society Organisations"
%2 See Box 1B: The Spectrum of NGO Activities



other kinds of organisations which represent the interests of their members
1.2.2. Representative Organisations

These are organisations which represent the interests of a particular class or cate-
gory of people - like the blind, the unemployed, women, youth. They may also repre-
sent the interests of a much more specific group - like the inhabitants of village which
is threatened by the waters of a dam, or consumers who have been afflicted by a
malfunctioning product.

1.2.3. Public Service Organisations

These are citizens organisations that have been formed to help particular groups of
the public, or the public at large, and who carry out this work as delivering services to
the public - like clean water, primary health care, literacy training, agricultural train-
ing, credit. As they carry out their public service work they find that their ability to do
this is constrained by public laws, policies, practices or behaviour which block them.
They are therefore interested in advocating for change in the perceived constraints.

1.2.4. Cause Related Organisations

These are citizen's organisations which have targeted a particular cause where they
consider that abuses are being carried out and reforms are sorely needed. They are
formed specifically to advocate for change in areas which they feel are important.
Likely targets for such organisations are: abuse of the environment, corruption, dis-
crimination against women, consumers rights, democracy and good governance,
human rights.

This Handbook is directed towards this last set of organisations - the Cause Related
Organisations which have identified the cause that they consider important and
whose main strategy in promoting their cause is advocacy. The Handbook may,
however, be useful to the other kinds of organisations as well. There are many works
which address the needs of both service delivery NGOs, and self-help groups, but
few which address themselves to the needs of primarily advocacy NGOs. Such
NGOs, moreover, are often recently formed, formed by enthusiasts without NGO ex-
perience, and are unaware of some of the requirements that experience has taught
are necessary for citizens' organisations.

Their causes are important, and it is very necessary that they should be as effective
as possible. This book, therefore tries to help them to work on the organisational is-
sues which may, if not handled properly, limit their ability to change the world for the
better.

An “NGO” in the sense that we will use the term means a legally constituted group of
concerned citizens who have come together because of their shared values, their
shared concerns, and their shared dreams of a better society. They basically say to
other citizens — “join us and we will together improve the world. We are forming this
organisation not to improve our own lives (except insofar as we are citizens as well),
but to improve the society in which we live”. It is thus very important that the NGO



communicates clearly what it is striving for — so that others can know what it is, and
whether they want to join it or not.

The NGO is also saying "The cause we stand for is worth supporting. We are pre-
pared to ask others to support us so that we can do this valuable work. We are pre-
pared to solicit funds from others, hold it responsibly in trust for the people who have
given it, and spend it according to their wishes to further the objectives of the organi-
sation. We are asking for assistance not for ourselves, but for the cause we repre-
sent”.

Many people, the world over, are suspicious of anyone who stands up and declares
themselves for a cause, and seeks the support of others for that cause. Many people
worry that such a person is covering up some particular advantage for themselves
personally, or has some hidden (and possibly worrying) motive for his or her actions.
For this reason those promoting causes (e.g. anti-corruption, the care of the envi-
ronment, human rights) not only have to have the confidence to stand up and identify
themselves with this particular cause, but also have to be ready for the responsibility
to take others freely given contributions and use them for the cause. They also have
to be ready for criticism - from many different quarters.

A most important first step is clearly to state what the organisation stands for, and
how you intend to carry out the work of the organisation. An important start is to
think through and then write a CONSTITUTION for your NGO.

1.3. A Constitution for Your Advocacy NGO

A constitution is both a clear explanation of what you want to do and how you want
to do it, and also the document that is usually required for you to have a legal iden-
tity, and, where necessary, a government registration®. All too frequently the lawyers
have gained the upper hand in the framing of constitutions, and they become
legalistic documents which the founders have difficulty in understanding, let alone
outsiders. A Constitution should simply state:

what the organisation is for

what sort of things it wants to do

who are going to be responsible for the organisation, and how they are chosen
what their responsibilities are going to be

how it will communicate its activities to the public

what will be its legal identity

how, and under what circumstances, the constitution can be changed

It may be, however, that the forms of legal identity or the forms of government regis-
tration in your country provide for a particular format for the Constitution. If this is the
case, you do not have as much freedom to design the format yourself. Because the
Constitution is a very fundamental document for your organisation, however, it is
worth spending time composing it so that it can be handed out to all interested peo-
ple to prove your bona fides and your good intentions. NGOs should be very con-
cerned with issues of transparency - to make sure that their activities are open and

% See Handout IC: "Checklist for Creating a Constitution”



clear. Such transparency is very important with advocacy NGOs because they are
likely to be embroiled in conflictual situations and to be the target for a variety of both
responsible and irresponsible criticism.

Most constitutions of citizen's organisations — or civil society organisations — provide
for the organisation to have elected leaders, and for those elected leaders to have a
fixed term of office. The thinking behind this is that a healthy organisation should not
become the “property” of a single person, or a small clique of people — but should be
open to the new ideas which spring from new people, and should stand the test of
democratic choice, whereby the supporters can vote to show whether they are happy
with the leaders or not.

At the same time many citizen's organisations have attracted unique and powerful
leaders who can advance the cause of their organisation better than most. Often
their leadership is the glue which keeps the organisation together, and if they are ex-
changed with others, it may harm the organisation. Such problems often arise be-
cause of a confusion between the governing, the advisory, and the executive func-
tions of leadership. Powerful and charismatic people do not necessarily have to be-
come the Executive Directors of organisations.

Let us, therefore, next look at the GOVERNANCE STRUCTURE of your NGO.

1.4. Governance - Being a Member of, Governing, Advising and
Leading your NGO

1.4.1. Membership

The basis for a civil society organisation, as we have said before, is people voluntar-
ily coming together who share a common vision of a better world. Decision making
in such a voluntary group remains in the hands of any of the concerned people who
decide to attend meetings, and activities are carried out by such people on a volun-
tary basis. It does not take long for such people to want to make themselves into a
formal organisation, and to formalise their interest by becoming members of this or-
ganisation®. The members are the most fundamental aspect of an organisation —
they are people who are prepared to pledge themselves in some way to an organisa-
tion and its values. They are also people who are prepared formally to help set up an
organisation. Your advocacy NGO will be no different — it will have enthusiastic sup-
porters who will at some point want to become more formal members. Often these
formal members become the General Assembly of members which in turn has the
authority to elect a Board.

Any advocacy NGO, however, has to consider how it will handle the question of
membership. By its nature, an advocacy NGO can adopt different strategies for its
membership depending on the vision of the founders, the culture of the country, and
the political reality of the state in which you find yourself.

The first question to consider is whether you are seeking members in order to fulfil a

* See Handout 1D: "From Volunteer to Voluntary”



legal requirement (and there may be some guidelines in legal or government docu-
ments) which specify, for instance, 20 or 30 minimum members needed to form a
general assembly and get your organisation up and running - or whether you are ac-
tively seeking a large membership to show the strength of citizens feelings on this
topic — in effect a mass membership.

An alternative question to consider is whether you are seeking a limited membership
of people with particular qualities of status, expertise, influence or wealth so that they
can sustain the organisation and give it visibility, credibility and access.

The third question is to consider whether your membership will be a fund-raising
strategy for the organisation because each member will be required to pay for their
membership, or whether membership fees will be nominal. We will look at fund-
raising later, (See 6.3. and Handout 6D) but this is an important point.

A fourth question is to consider whether your membership will be overt or covert.
There may well be people who support your work, but who are not inclined to pub-
licly link their name with your organisation because of its name, because of the other
people associated with it, or simply because of concerns about their public exposure.
Such people might be very worried about having their name publicly on a member-
ship list. Your NGO may be concerned with some sensitive issues, and has to be
conscious of the feelings of its supporters.

A fifth question is to consider whether anyone can be a member of your organisation,
or whether there are some criteria that need to be applied. If your membership
elects the Board, then it may be very important to be sure that your membership is
not dominated by a particular sector — like government officials, or employees of a
particular company. Connected with the question of criteria is to ask yourselves
whether it should be a condition that your members are well informed about the par-
ticular cause your NGO is addressing, or simply interested in it.

Whatever is your decision about your strategy for seeking and enrolling members,
membership must mean something. The organisation must cherish in one way or
another the people who have shown that they care about your cause, or the people
who have shown that they share certain values with you. Such cherishing may be by
involving them in campaigns, it may be by sending them a newsletter, it may be by
giving them the chance to volunteer in some valuable activity. At its most basic, it is
by giving them the responsibility to elect the people who will be in charge of the or-
ganisation.

1.4.2. Governing

A constitution of a civil society organisation usually involves (as well as the member-
ship) a Board (who are the Governors of an organisation) and the Staff (usually led
by an Executive Director). The Governors are usually (and initially) the people who
have founded the organisation and they are the people who are legally responsible
for it according to the different forms of legal registration that are used. Sometimes
they are called the Trustees, sometimes the Executive Committee, sometimes the

®> See Box 1E: "Ten Governing Responsibilities"



Governing Body, but usually the Board. They appoint the Chief Executive Officer,
they agree the basic directions in which the organisation will travel, and they agree
the resources that will be used by the organisation. If necessary they can also fire
the Chief Executive Officer. Most Boards are elected by the members of the organi-
sation — in effect the supporters of the organisation, but it is possible for the govern-
ing body (as with Trustees) to be self-selected, and self-perpetuating. The Board can
appoint from amongst its number a Management Committee who are the regular
contact between the Board and the Chief Executive Officer or the staff.

The Board will need to be people who have the confidence of the members and who
have the time to attend to the business of the organisation. They also need to be
people who believe in the organisation and are knowledgeable about its work. The
Board members are volunteers (and this is usually fixed in law) — and so they do not
receive any salary for their work. This is a fundamental principle of civil society or-
ganisations — that they involve some voluntary effort on the part of the Governing
Body, and this distinguishes them from Businesses where Board members are paid
for their work. Board members are allowed to receive expenses to cover what they
spend on the Board business (i.e. travel, food etc) but may not be paid a salary.

The Board will need to be people who not only have the best interests of the organi-
sation at heart, but also be people who can work together amicably and come to
conclusions about actions that they will all agree and adhere to®. A Board which can-
not function properly is possibly worse than no Board at all.

1.4.3. Advising

Another useful instrument to help in the management of an advocacy NGO is an ad-
visor (or advisory group). Such people will have particular skills and experience
which are needed for particular topics that your NGO is likely to concern itself with.
Advocacy NGOs are likely to need specialist help with their work from time to time -
an environmental NGO may need water quality experts or pollution scientists; an
anti-corruption NGO may need experts in company law, or managing elections, or
banking; a human rights NGO may need expertise in medical examinations, the law
and international conventions. Such people’s names may not appear on any letter-
head, but such people are of expert assistance when their talents are needed. The
Board and staff of an advocacy NGO need to be pro-active in seeking out such pos-
sible and sympathetic expertise that can be called upon when needed. It is also pos-
sible to have Advisors who are concerned with the whole organisation, but are not
registered Board members, and do not have the responsibilities of Board members.
Such people may act more like Sponsors, or Patrons, or Figureheads who have
largely symbolic roles, but who can be counted upon to support the NGO at time of
crisis, or when access to some difficult circles is required. Some people use the term
“Godfathers” to refer to such people!

1.4.4. Executing

The people who carry out the policies agreed by the Board are the Executive. The
Chief Executive Officer is appointed by the Board, and he or she usually has the

® See Box IF: "Why People Join Boards"



right to appoint other members of staff, if there are the funds for them. These staff
members should draw up a workplan for the organisation with its required budget,
and, once it has the Board's approval, should carry it out’.

The experience of most advocacy NGOs is that the most useful NGOs are those in
which there are full time staff. In the best of all possible worlds, all advocacy NGOs
would have small, but full time staff — however, such staff have to be paid, and the
money has to come from somewhere. We will deal with this more in the section on
Fundraising (Chapter 6). At the moment, let us simply agree that an Executive Di-
rector is a most useful addition to an advocacy NGO, but that his or her role has to
be clearly differentiated from the roles of Members, Board and Advisors. The Execu-
tive Director may well sit on the Board, but “ex officio” i.e. by virtue of the office,
rather than as an elected Board member, and without voting rights.

Let us not underestimate, however, the tensions that can arise when an organisation
begins to hire staff and moves from a purely volunteer driven organisation into one of
paid staff — even if their numbers are small. People who worked “for the good of the
cause” may well be jealous at others receiving salaries — even if they appreciate that
the organisation needs full time people.

1.4.5. Mixing the Functions

New and small organisations do not necessarily have the luxury of clearly defined
Members, Board, Advisors, and Staff. What often happens is that the Founders (that
is, those who have given birth to the organisation) want to take over all functions.
They want to be in charge of policy, they want to appoint Board members, they want
to advise the organisation, and they want to earn a salary and execute the activities
of the organisation. In the early stages of an organisation, the founders may be the
only people prepared to give their time and energy, and so, ipso facto, they do all the
tasks. This is, however, a birthing stage of an organisation, and as soon as possible
an Advocacy NGO should seek to differentiate between the different roles and iden-
tify different people to play these roles.

One problem that often occurs with new organisations is that the organisation is
identified with a small “clique” and does not reach our beyond this clique. Advocacy
NGOs which seek large membership, in particular, have to guard against this. If the
NGO gets the reputation of being a “one man band” or a “closed shop”, not only will
it be open to ridicule as people will criticise the person or persons representing the
NGO rather than the ideas represented by the NGO, but it will also discourage other
people from joining the cause as they see no hope of having a role in promoting it.

It is likely that the driving force of a new Advocacy NGO will be the Chair of the
Board. Such a person is likely to be one of the original founders. Such a person,
however, is not likely to be able to give all their time to the NGO - they are likely to
be fully employed in some other job. Most advocacy NGOs' experience to date has
been that effective organisations are only likely to come about if the Chair of the
Board (together with the other Board members) can find (and fund) a full time pro-
fessional who will manage and put into effect their deliberations and policies. Such a

" See Box IG: "Board/Staff Responsibilities"



person is usually called the Executive Director.

Initially perhaps the Executive Director will spend most of his/her time carrying out
the instructions of the Board, but the Executive Director should be given a seat, ex
officio, on the Board so that he/she can get involved in the policy discussions which
he/she will eventually have to carry out.

A regular complaint from new and small organisations which have been started by a
dynamic founder who then chairs the Board, is that this person cannot keep away
from the day to day management of the organisation, even though people have been
given specific tasks. Time and again experience has shown that a full time profes-
sional with guidance from the Board makes an effective organisation, rather than one
person trying to do and be everything. The difficulty is drawing the line at the place
where “guidance” becomes “management”, and where a person moves from guiding
an organisation to taking on a day by day management function®.

Another complaint that surfaces is when the newly appointed chief executive officer
completely ignores the Board and decides on his/her own what the organisation is
going to do. The purpose of a Board is to give guidance, and assume responsibility,
based on the fact that they are wise and experienced people who have agreed to
take on this responsibility. A Chief Executive Officer has no legal responsibility for
the organisation, and must defer to the judgement of the Board (who, after all, can
fire him). Older and more moribund organisations can find themselves in a situation
where the Board is no longer creative, and all the fresh ideas come from the staff,
but advocacy organisations are likely to be powered by people who have fresh ideas
about the particular cause which inspires them. That is why they are in the move-
ment in the first place.

Sometimes the Board members are very eager to earn a salary because they do not
have a job, or because their existing job pays so little, and seek to become the Ex-
ecutive Director, or another staff member. This raises a conflict of interest: how can
the same person disinterestedly make the policy, and implement it? How can some-
one be asked to judge their own work? At the same time, in the particular field of in-
terest of the advocacy NGO, it may be that a Board member is the most useful per-
son, with the most useful talents to further the work of the organisation. Why, there-
fore, should the organisation not employ him/her, just because they happen to be a
Board member? A possible answer lies in the idea of a consultancy - meaning a
limited time employment contract for a particular piece of work. This can be offered
to the Board member who steps down from his position on the Board while he/she is
undertaking the consultancy, and distances himself/herself from discussions subse-
guently on issues in which he/she had a hand. Once the period of identified work has
been finished (and the fee collected) he or she returns to their full time role on the
Board.

As has been said before, the roles and functions of the actors in an organisation are
sometimes decided by the particular legal instrument that the organisation uses. We
need to look at LEGAL INCORPORATION and GOVERNMENT REGISTRATION to
clarify this.

8 See IH: "Typical Organogram"”



But before we do that, it is important to reflect on the two basic and possible strate-
gies which an advocacy NGO can use, and which will affect its attitude to and use of
members, governors, advisors and staff.

1.5. Two Basic Strategies for Advocacy NGOs
1.5.1. Mass movement:

Here an advocacy NGO will try to identify other organisations that are sympathetic to
what it is doing, and form coalitions with them. The members of all these organisa-
tions become, in turn, members of a coalition, and will form a mass movement that
can be shown to express the concerns of the citizens for or against the cause for
which the NGO stands - environment, corruption, human rights, women etc. An ex-
ample might be a coalition of churches, trade unions, chambers of commerce and
youth clubs — with the advocacy NGO as a catalyst helping to bring them together
and give them direction. The power of the advocacy NGO is thus expressed through
the way it has been able to raise people's awareness about an issue.

1.5.2. Powerful Lobby:

Here the advocacy NGO will try to identify people who are very well placed in key
positions and convince them of the power and right of their arguments. Such few, but
key individuals, once convinced of the power of the cause espoused by the advo-
cacy NGO will be able to effect change because of their reputation and their posi-
tions. They do not necessarily have to have a large membership behind them.

As you will be able to see the first kind of organisation will probably require a broad
based and large membership, and a Board with roots in many complementary citi-
zens' organisations. The second kind of organisation may well have a very limited
membership, but a very well developed set of advisors and a very small staff, or per-
haps no staff at all.

It is useful for those planning to start an advocacy NGO to think of the kind of organi-
sation they are envisaging, but also to have the foresight not to set the organisations
structures in stone - so that it can only ever be one kind of organisation. Who knows,
in five years time, whether other people might have other ideas about how your ad-
vocacy NGO should be run.

1.6. Legal Incorporation

It is important that your organisation becomes a legal entity - sometimes referred to
as “gaining a legal persona”. This shows that you are a serious organisation which
exists within the laws of the country, and which is prepared to be judged by the laws
of the country. It is also very important to have a legal entity if you are considering
raising funds, since potential donors will want to assure themselves that you are not
a purely private, nor a possibly fly-by-night operation, but you are solidly and legally
established. A legal identity is also likely to be required for you to open a bank ac-
count, and conduct business. A legal identity allows you to both sue, and be sued if
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there is some dispute which goes to a court of law.
The particular legal form that you will want for your organisation depends on :

e What legal structures exist in your country for civil society organisations

e How complicated and time consuming it may be to register NGO through each of
these structures

e The degree to which your registration depends on individuals' powers of discre-
tion.

In very many countries of the world the right of association is guaranteed by virtue of
the constitution (and this is supported by the UN Convention on Human Rights), but
once you move from a constitutional right to associate to a desire to establish a legal
personality as an association, in many countries things become more difficult. In
contrast to the forming of a commercial organisation — which is usually a matter of
filing appropriate papers and paying a fee, the forming of a citizens association, or
civil society organisation, is often complicated by Government regulations — often
based on concerns with security.

You may or may not, therefore, have a choice for your legal incorporation, but it is
important to look at the different options. Within the British legal tradition the choices
are to be a society, a non-profit company, a trust, or a co-operative. The most impor-
tant features of legislation for the setting up of citizens' organisations that you should
be looking for, are:

e That it allows you to do the kinds of activities that you want to carry out
e That it does not involve too much Government oversight
e That is provides you with flexibility and a large measure of autonomy.

Try and find a legal persona which fits your case.
1.7. Government Registration

In some countries a legal identity is all that is required for you to be established and
able to start operating. And this is how it should be. It should be every citizens right
to form a legal body to provide a platform for them to act on issues that concern
them (providing of course that they are not breaking the law). In some countries,
however, the Governments have further imposed a government controlled “licence to
operate” which brings with it a further level of Government control on civil society or-
ganisations' operations.

Governments have so brainwashed citizens that many of them believe that the Gov-
ernment’s “licence to operate” in fact defines your legal identity — but this is false: a
governments regulations are an extra level of regulatory control over and beyond the
civil law. Government’s licensing structures often concern themselves with the flow
of money in and out of a civil society organisation, and sometimes they concern
themselves with the kinds of activities of the civil society organisation — in particular
the possibility that the organisation might be or become a political party, and that it
might be a risk to internal security.
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As has been said before, it is unlikely that your advocacy NGO will be breaking new
ground in your country in seeking to set itself up as an advocacy and lobbying or-
ganisation. It is likely that others have established precedents before you, and that
you will be able to follow their lead. The important point is for your NGO to quickly
and with minimum interference establish itself in both the legal and regulatory envi-
ronment so that it can get on with its business.

"Getting on with its business" may in itself be a problem for an advocacy NGO. If the
government perceives that you are likely to be an irritant to it or more particularly to
certain persons and practices in government, and you are asking it for a "licence to
operate”, you may well find your application subject to all sorts of extra-legal prevari-
cations and delays. This is in itself a form of corruption and needs to be exposed, but
pragmatically it is sensible to choose a legal form in which there is the least opportu-
nity for government to interfere in your registration.
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Box 1A

Civil Society Organisations (CSOs)

Position of Advocacy NGOs within the range of CSOs are marked

CIVIL SOCIETY |

Mutual Benefit Organisations
benefiting their members

Public Benefit Organisations
benefiting the public

Private Benefit Organisations
pretenders, benefiting themselves

Churches

Private Philanthropic
Organisations

*Non-Government Individuals*

Indigenous Community
Organisations (CBOSs)

*Brief Case NGOs*

Public Philanthropic
Organisations

*Criminal NGOs"

Induced Community
Organisations (CBOSs)

Location specific Philanthropic
Organisations

Ethnic Organisations/Tribes

Religious Organisations

Political Organisations

Spurious NGOs -
*Politician's NGOs*
*Government Organised NGOs*
*Business Organised NGOs*
*Donor Organised NGOs*

Employment-related Associations
Professional

Trade Unions
Chambers
Trade Assocs.

Farmers, fishers etc.

Cooperatives

Mass Organisations
(Women, Youth, Disabled etc)

NGOs - Implementing devpt
projects

Service delivery

||Civic education

Solidarity building

Research

Advocacy

Service Delivery
"Umbrella"
Federations

Non-Profit Companies

Recreational/Cultural Orgs
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Box 1B

The Spectrum of CSO Activities

CARE & WELFARE

Service & Delivery

CSOs may themselves define the services to be pro-
vided, or do so in consultation with beneficiary
groups, or provide the services for government or
funding agencies which define the services

Mobilising Resources

CSOs mobilise resources at an individual or collec-
tive level and the resources mobilised may be hu-
man, financial, and/or physical. These include pro-
duction activities to generate resources

Research & Innovation

These are activities which aim to get better under-
standing of and/or create or test new ways of re-
sponding to needs and problems affecting society in
general or individuals and groups within it.

Human Resource
Development

Often described as empowerment, these activities
often focus on building the human capacity and skills
of disadvantaged people or communities. Various
methods are used to create consciousness and
awareness and to enable people to participate in
identifying needs, in taking action to address them,
and in owning the process of development

Public information,
education & advocacy

These activities often built upon research. Mobilising
public awareness, campaigning, and advocating
change or reform are important activities of many
CSOs

CHANGE AND DEVELOPMENT

Adapted by Richard Holloway from "Non-Governmental Organisations - Guidelines for Good Policy
and Practice" by Ball and Leith, Commonwealth Foundation. 1994
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Handouts 1C

Checklist for Creating a
Constitution

adapted from:

"Just About Managing? - a guide to effective management for vol-
untary organisations and community groups". London Voluntary
Services Council. 1989

New groups need to create a constitution: established groups may want to change
theirs or have to create a new one if they change their registered status.

Whether drawing up a constitution on its own or consulting a lawyer or specialist
agency which can help with registration, it will help to think through these questions
first:

Legal Structure

Have you learned about the various types of legal structure and considered whether
it is appropriate for the organisation to become one or another? Have you considered
the advantages and disadvantages of the different structures?

Objects

What is the main purpose of the organisation? Why has it been set up? What are the
subsidiary purposes? What does the organisation hope to achieve or do? Why? Who
are the organisation's activities, services, and facilities for? Who are they not for? Are
they only available to members?

Membership

Should it be a membership association? Who should be members? Who should not
be members? Are there different categories of individual membership, for example -
full membership and associate membership? Who is eligible for each?

Can groups or organisations be members? What are the criteria for group (corporate)
membership? How are groups represented? Are the representatives there to repre-
sent the views of the group, or in their own right?

Can staff be members?

How is membership approved or not approved? Can membership be terminated?
How?

Should there be a category of co-opted members? Can co-opted members vote?
(Co-opted members are people who are not regular members or may not be eligible
for membership, who are invited to join because of their particular expertise, com-
mitment or interest)
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Should there be a category of honorary member? Can honorary members vote?
(Honorary members are "names" like the Mayor, actors or other public figures who
can lend prestige to an organisation)

Subscriptions

Should there be a subscription? Should it just be a nominal amount, or enough to
generate some income for the organisation? Should there be different rates for dif-
ferent types of members or for people who are unemployed? What about members
who are unable to pay?

Who sets the subscription? When is it set? When is it due? What about people who
do not pay by the deadline?

AGM and General Meetings

When should the Annual General Meeting (AGM) be held? How long before the
meeting must members be notified? Who is eligible to attend? What is the quorum?
(a quorum is the minimum number of members required for the meeting to make de-
cisions and transact business). What if a meeting is “inquorate” (not enough people
for a quorum)?

Should general meetings (of all the membership) be held at specified intervals? What
is the period of notice for general meetings? What is the quorum for general meet-
ings? What if a meeting is inquorate? How are extra-ordinary (special) meetings
called and what are the procedures for them?

What is the procedure for voting in elections at AGMs and General Meetings? What
is the procedure for voting on resolutions? Can the Chair vote? What happens of
there is an equality of votes (a tie)?

Officers
How should officers be elected? The possibilities are:

o Elect officers and management committee at the AGM. Officers become man-
agement committee members and are officers of the organisation and manage-
ment committee.

e Elect organisation's officers and management committee at the AGM. The or-
ganisation's officers become management committee members, but the man-
agement committee elects its own officers (different from the organisation's offi-
cers)

o Elect management committee at the AGM. The management committee elects
officers who are officers of the organisation and the management committee.

Who is eligible to stand for election as an officer? What officers are needed? What
are the duties of officers? Can officers resign? How are vacancies filled?

Management Committee
How many members should the management committee have? Will you set a fixed

number? If not, will you set a minimum? If you set a minimum, do you also want to
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set a maximum? Who is eligible for nomination? Do Management Committee mem-
bers have to attend a minimum number of meetings? Do they get asked to leave if
they, for instance, miss three meetings in a row?

Should there be provision for co-opted members? Who will decide who is co-opted?
Can co-opted members vote?

What about representatives of the government, the local authority or funders? Can
they be management committee members? Can they vote?

What about representation from other organisations who are not themselves corpo-
rate members of the organisation> Can they vote?

Can staff be members of the management committee? Are they on as individuals or
as staff representatives? Should the constitution say that staff are not entitled to vote
on matters concerning their contracts of employment? (It is not good practice for
committee members to vote on any contract in which they have a financial interest)

If staff are not on the committee, can they attend committee meetings? All staff or
only some? As individuals or as staff representatives? Can they participate in discus-
sion, or only observe and speak when asked to do so?

If staff resign from their job should there be a fixed period (usually six months or a
year) before they can become a management committee member?

How will the first management committee be chosen? How will subsequent commit-
tees be chosen?

How often should the management committee meet? Who calls the meetings? What
period of notice is required? What is the quorum? What happens if a meeting is in-
quorate?

What is the procedure for voting at management committee meetings, for elections
and for resolutions? Are management committee meetings open to other members of
the organisation? Can they participate or only observe? Can the chair vote? What
happens if there is an equality of votes?

Sub-Committees

Should there be a specific provision for an executive committee, made up of officers?
Should there be specific provision for standing (permanent) sub-committees, such as
personnel, finance or development? Should there be provision for sub-committees to
be established as needed? Who decides? (AGM, general meeting, or management
committee?) How are sub-committee members chosen? Can non-members of the
organisation be members of sub-committees? Can they vote?
Amendment/dissolution

How can the constitution be changed?

Who can decide to wind up the organisation? What happens if the assets if the or-
ganisation has to be wound up?
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Rules and Standing Orders

In addition to its constitution, an organisation may have other rules or standing orders
which set out how meetings are to be run, how decisions are made, when and how
subscriptions are set or other procedural matters. These rules should be kept with
the constitution, and if necessary the appropriate section of the constitution should be
cross-referenced to the rule.
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Handout 1D

From Volunteer to Voluntary

Many CSOs started as volunteer groups, with like minded people coming to-
gether for a particular purpose - to organise activities, to help or support each
other, perform a service to the community or campaign for or against some-
thing. In these small, informal groups there are shared philosophies and poli-
tics, and differences are smoothed over in the interests of getting on with
whatever the group has set itself up to do. If differences become irreconcilable
people leave or the groups splits; this can be traumatic but the effects are
generally short lived.

Decision making in volunteer groups is in the hands of any members who
want to attend meetings, and activities are carried out by the members on a
voluntary (unpaid) basis. Money for activities comes from members subscrip-
tions, donations, fundraising events, and grants from foundations or local
businesses.

Many CSOs which are now very large started in this way.

Two factors change a volunteer group into a voluntary organisation. One is if
the group becomes too large for all members to be involved in decision mak-
ing. The members appoint or elect a committee which becomes (whatever it is
actually called) a management committee. Or the group receives a grant
which requires the money to be paid to a formally constituted body which will
take legal responsibility for ensuring funds are properly spent.

Decision making is no longer in the hands of all the members, but is done on
their behalf by a committee. Later paid staff are added. Money provided by
founders is mostly used for hiring staff and power gradually shifts from volun-
teers to paid workers. Volunteers come to resent working on an unpaid basis
while staff receive good salaries, so in many organisations their role de-
creases.

The difficulties faced by many voluntary organisations have their roots in an
unplanned or badly planned transition from a one-tier organisation (mem-
bers/volunteers) to one with three or more tiers (members - committee - sub-
committee - paid staff - volunteer workers)

Adapted by Richard Holloway from "Just About Managing - a guide to effective management
for voluntary organisations and community groups" by Sandy Adirondack. London Voluntary
Service Council.
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Box 1E

Ten Governing Responsibilities
for Boards of CSOs

1. Determine Mission

2. Select Executive Director

3. Review the Executive Directors performance
4. Organisational Planing

5. Ensure Adequate Resources

6. Manage Resources

7. Determine/Monitor Programs

8. Enhance the Organisation's Image

9. Develop Policies

10. Assess it's Own Performance

adapted by Richard Holloway from Pact South Africa "Strengthening Governing Boards of
South African NGOs/CBOs - a workshop for trainers and facilitators" in co-operation with the
National Center for Nonprofit Boards of the USA
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Box 1F

Why People Join Boards

e Desire to Give Community Service

e Desire to Share their Skills and Knowledge
e The Importance of the Particular Cause

e They are Asked by Friends

e There are Business Ties

e They Want to Belong

e They Want to be Needed

e For Recognition and Prestige

adapted by Richard Holloway from Pact South Africa "Strengthening Governing Boards of
South African NGOs/CBOs - a workshop for trainers and facilitators" in co-operation with the
National Center for Nonprofit Boards of the USA
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Box 1G

Board/Staff Responsibilities

Board Responsibilities

Policy Determination

Board Selection

Fiscal Oversight

Hiring, Supervising, Evaluating, and Firing
Executive Director

e Establishing Priorities and Allocating
Resources

Board/Staff Overlapping
Responsibilities

Policy Formulation

Fund-raising

Community Relations

Budget Development and Fiscal Reporting

Executive Director and Staff
Responsibilities

® Program Management
Personnel Administration
Day to Day Agency Operation

adapted by Richard Holloway from Pact South Africa "Strengthening Governing Boards of
South African NGOs/CBOs - a workshop for trainers and facilitators" in co-operation with the
National Center for Nonprofit Boards of the USA

22



Box 1H

Organogram of typical small
Advocacy NGO

Members

Advisors BOARD

Executive Director

Finance & Program
Admin. Director
Director
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2. WHAT YOU DO

2.1. Your Vision of The Future

Most advocacy NGOs are committed to changing some aspect of the current social,
political, or economic reality. For instance, the original impulse of a new anti-
corruption organisation may be to reduce the amount of bribes that poor people are
forced to pay to government functionaries: or it may be to bring accountability to
some "rogue" government department which is being run as a private source of
funds. If it is a human rights organisation, the original impulse may be to reform the
state of the prisons in the country, or to make sure that the country complies with in-
ternational conventions that it has signed.

In time, however, the organisation may find itself involved in a wide variety of other
activities beyond the original impulse - such as surveys, specific cases (of corruption,
or environmental damage or human rights etc), advice to government and private
businesses, book publishing, mediation, and consultancies.

These expanded activities will usually result from the advocacy NGO's expanded
understanding of people's real needs and from people's expanded trust in the advo-
cacy NGO's past successes. There is, however, the danger that the envisaged new
activities may have little to do with the organisation's original purpose, or with the or-
ganisation's existing skills or capacities. If this is the case, there is the danger that
the organisation's energies may be spread very thin, its effectiveness may suffer,
and the organisation's members may begin to wonder about the usefulness of their
work, or about what they should be doing.

Visions are of great use in maintaining an organisation's effectiveness. The vision of
an advocacy NGO is likely to involve the particular cause that it is advocating.

An organisation's vision is its view of how it would like the world to be, its hoped for
"reality to be" as opposed to its recognised "reality that is". Visions are expressions
of ideals - and may not be obtainable in one lifetime, or even many lifetimes. A vision
is expressed as a desired future state®.

Organisational visions often originate with an individual visionary founder, or with a
group of people who have some ideas about how life could be better than it currently
is. These ideas may spring from personal experience, or from a religious or ideologi-
cal source. Whatever the source, visions are the lifeblood of effective development
advocacy organisations in several ways:

e A shared vision is often the initial force that brings people together for collective
action. People with visions of social and political change frequently decide they
must join with others who share their vision if they are to have any hope of attain-
ing it. Thus they join existing organisations, or start a new one

® See Box 2A: "Influences on Vision and Mission"
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e Once joined together in an organisation, members may re-examine or refine their
individual visions until a truly shared or collective vision emerges. It is usually the
role of the visionary founder or founding group to ensure that the vision is kept
alive and stated in a way that it may be broadly shared by other members of the
organisation.

Shared visions are important throughout the life of an organisation. Voluntary devel-
opment advocacy work is often difficult, poorly paid, personally threatening, and re-
sults are sometimes invisible. A clearly articulated vision can provide energy, mo-
mentum, and strength to individuals working in development advocacy organisations.
Visions can be a continuing focus for their social commitment. A shared vision can
also help bind an organisation together in times of crisis, and provide the incentive to
work through internal conflicts™®.

A vision is, however, only a starting point for building and maintaining an effective

organisation. There are many ways in which a single vision can be pursued. There is
plenty of scope for many different ways of trying to reach the desired future state.

2.2. Your Mission

A statement of organisational mission describes the organisation’s purpose for exist-
ing - given its vision of the "reality to be".

It describes in general terms how the vision is to be pursued. A mission is described
as a purpose, using language signifying intention ("to do something....")

For example, if an organisation has a vision of creating "a world where no child ever
dies of a preventable disease", then it may have as its mission: "to reduce infant
mortality by providing health services to women and children in under-served areas".

Another organisation may have the same vision, but instead might choose a different
mission - for example: "to engage in social mobilisation to change the economic
conditions which foster malnutrition and disease". There are different ways to work
towards your vision of the "reality-to-be", and the mission identifies those different
ways.

A third organisation which is an advocacy NGO may have the same vision, but de-
clare its mission to be "to reduce the proportion of the government's health budget
which goes on hospitals in favour of primary health care".

A clear mission connects the vision to a method for achieving that vision: this has a
number of benefits:

e A clear mission can guide an organisation's leaders in major policy decisions
about alternative courses of action. It helps define both what the organisation will
do, and what it will not do.

e |If broadly understood and shared, the mission helps channel collective action in a

1% See Box 2B:"Creating a Vision and Sharing a Vision"
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common direction, so that people's energy and organisational resources serve a
common purpose. Otherwise even people with a shared vision may pursue indi-
vidual paths to the vision and the power of collective action could be lost.

e For people working on day to day operations, a shared mission may provide them
with meaning and motivation since it can help them see how their work contrib-
utes to the attainment of the vision.

The mission is the starting point for keeping an organisation focussed and effective.
A shared mission functions like a compass, bringing the organisation back on course
despite constantly changing demands from constituents, and shifting political and
economic forces.

As with the vision, it is usually the role of the organisation's leaders to articulate the
mission and help others understand it. But including other organisation staff, board
members, and other constituents in formulating the mission can be an effective way
of building joint ownership and understanding of the mission.

An organisation's common understanding of the social and political context is an im-
portant influence on its choice of mission. This can be seen in the different missions
of the three organisations described above. Different theories of how social change
happens and different understandings of the external context in which the organisa-
tion is working can lead to very different missions. One organisation may believe that
the political space and structure exists so that change can be achieved by the exist-
ing avenues for citizens advocacy: another organisation may believe that citizen
education is the most important activity, and will look forward to a day when citizens
are all convinced of a particular idea and will make sure that it happens™*.

Only rarely, and usually after extreme organisational tension and pain, will an or-
ganisation change its vision. Changing the mission is also a major shock to an or-
ganisation, and is a relatively unusual event. However, if there has been a big
change in, for instance

e an organisation's analysis of development problems
e existing political space,
e constituents' demands,

then, a re-examination of the organisation's mission may be in order. This was the
case in South Africa recently when social change organisations reacted to the end of
apartheid by re-assessing their mission from one of confrontation with the state to
one of working within the state in a variety of different ways.

Some people would say that a change in mission (i.e. the purpose for the organisa-
tion's existence) is rarely necessary - all that is required is a change in strategy, or a
change in programs. It is important, however, to regularly test that your mission is
still accepted and useful as a determination of the purpose of the organisation. We
live in volatile times, and the external environment might well change to such a de-
gree that your reason for existing might change. The mission needs to be occasion-

' See Box 2C: "Formulating a Mission Statement"
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ally tested against an analysis of the current situation, to make sure that the organ-
isational mission does not cease to be an effective instrument for realising the vision.

The Mission is also your most public pronouncement about your organisation. It
should be written in your office, appear in your brochures - maybe even on your let-
terhead, and be known by heart by all your staff.

Following on from an organisational mission is the strategy that the organisation
adopts for pursuing that mission

2.3. Your Strategy

Many organisations are quite clear about the vision of the world they want to pursue
(for example "a world that protects the environment for the next generation”, or "a
world in which no bribes are paid"). Many organisations also have a clear under-
standing of their mission or reason for being (for example - "to reduce the effluents
from manufacturing plants in the capital city" or "to reduce arbitrary and corrupt
payments by poor people for government services")

Far fewer organisations have a clear understanding of how they should best use
their resources in order to achieve their mission. In other words they lack a clear
strategy.

A strategy is a set of concepts that guide an organisation's use of its resources to
pursue its mission.

The same resources can be used in many different ways to address development
problems that have been identified. Resources can be targeted to leverage points
which will give maximum results - they can also be targeted to places where little im-
pact results. The choice of how your resources are targeted is the meaning of strat-

egy.

As is true of organisation mission, choice of strategy will also depend in large part on
the organisation's ideas about how social change takes place, and on its analysis of
the problem and contextual forces and trends. An accurate analysis and theory of
social change should help identify leverage points where organisational activity will
have the most impact. It is useful to draw a diagram or map of the context in which
you are working which will help you to clarify which points of leverage are likely to be
most effective®®.

Organisations that are very ideologically driven must be careful that the purity of the
ideology does not get in the way of their strategic options, and result in "knee-jerk" or
irrelevant strategies. A strong Marxist, or a strong free market ideology may prevent
you from seeing all the possible strategic leverage points.

Embedded in a strategy are answers to the questions:

12 See Box 2D "Sample Context Map"
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What is the nature of the development problems the organisation seeks to solve?
How will the activities of the organisation contribute to substantial and sustainable
change in those problems?

How can the organisation use its strengths and avoid its weaknesses to accom-
plish its mission?

Most importantly strategy provides concepts that guide choices about:

What to do:
A Strategy allows decisions to be made about where and how to use scarce re-

sources (time, money, people) for maximum impact towards accomplishing the
organisation's mission.

What not to do:

A Strategy also allows organisations to avoid activities that:

a. require more people, time, skills or funds than it has available

b. will not produce results because of external constraints (such as government
repression or lack of popular support)

c. will have few sustainable impacts

d. will drain energies away from more central concerns

e. for other reasons will not advance the organisation's mission.

All organisations have characteristic ways of using their resources, whether or not
this "strategy” is ever explicitly stated. Some organisations may be successful in
achieving their missions without an explicit strategy - but most will not. Changes in
the problem, or in the external context, or in the organisation's abilities may make old
programs and activities irrelevant to new situations. Organisations will need to re-
think how they should work to achieve their mission, and this becomes their strategy.

For example, an advocacy CSO's strategy might be built up from:

Vision: A world in which government agencies and policy decisions
respond to all citizens needs, especially those of historically op-
pressed groups like women and indigenous people

Mission: To increase the voice of poor people, especially women,
in local policy formulation and implementation

Strategies: (any or all of.....)
"Build organisations and networks to influence political deci-
sions”

"Train activists to be effective policy analysts and lobbyists"
"Mount campaigns to influence policies that affect poor people”

2.4. Your Strategic Fit

Strategies work best that reflect a close fit between:

the problem
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e the external context, and
e the organisation's own strengths and weaknesses.

For example, a strategy that relies heavily on media coverage will not work if the lo-
cal media is antagonistic to the cause being espoused by the organisation. The re-
sult may simply be negative coverage. When, however, the media is sympathetic,
and the organisation is skilled in getting its message across, a strategy involving
media coverage can be very effective. In order to have a good fit, the organisation
must have a clear understanding of these three components.

The process of formulating a strategy then is a process which moves through the fol-
lowing steps™®

1. The Vision
2. The Mission
3 An Assessment of the Situation
a. What new problems are there?
b. In what ways have old problems changed?
C. What external threats and opportunities exist for your
organisation?
d. What internal strengths and weaknesses does your
organisation have?
e. What possible future is there for your organisation?

Possible Alternative Strategies (see Section 4.1.4. later)
Final Choice of Strategy(ies)

Devise programs and implement them

Monitor and Evaluate your strategy for effectiveness.

No ok

'3 See Box 2E: "Overview of Strategy Formulation Process"
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Box 2A

Influences on Vision and Mission

SOCIO-POLITICAL
CONTEXT

PAST
EXPERIENCES

IDEOLOGICAL
PERSPECTIVE

VISION

MISSION

<_

From materials prepared by the Society for Participatory Research in Asia (PRIA) appearing in "Man-
aging Organisation Change - a module for facilitators and trainers" by Jane Covey, David Brown, and
Mark Leach, Institute for Development Research. 1989.
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Box 2B

Creating a Vision

Imagine the "reality to be" that you would like to
see. Try closing your eyes and paint a picture in
your mind of this reality.

What are people doing and feeling?
What do their surroundings look like?

What changes have their been in the institutions and
systems that effect people's lives?

What are the most important ways that the world
would be different from what it is now?

After you have created this picture, write down the
key elements of this vision, or, if you prefer, draw a
diagram or a picture that represents these central
ideas.

How much agreement exists within your organisa-
tion on this vision of the future?

Adapted by Richard Holloway from materials prepared by the Society for Participatory Research in
Asia (PRIA) appearing in "Managing Organisation Change - a module for facilitators and trainers" by
Jane Covey, David Brown, and Mark Leach, Institute for Development Research. 1989.
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Box 2C

Formulating a Mission Statement

An organisation's Mission is it's purpose for exist-
ing, given its vision of the "reality to be".

The Mission is more concrete than the Vision, since
the Mission describes:

a. the method for moving toward the "reality to be"
b. the expected results of the method.

Try writing a statement of your organisation's
Purpose, using "to....... ", and how it hopes to
achieve the "reality to be". Make it one paragraph,
no more than 50 words.

To what extent is your mission shared by the or-
ganisation as a whole?

How can you build a shared mission for your or-
ganisation?

Adapted by Richard Holloway from materials prepared by the Society for Participatory Research in
Asia (PRIA) appearing in "Managing Organisation Change - a module for facilitators and trainers" by
Jane Covey, David Brown, and Mark Leach, Institute for Development Research. 1989.
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A Sample Context Map

A Strategy is a set of concepts that guide an organisation's
use of its resources to pursue its mission.

A context map can help you clarify the context in which
you need to make strategic choices.

MEMBER ORGANISATIONS

-

LEGISLATURE |
PEOPLE'S OTHER
4 EMPOWERMENT < ISSUE-
COALITION BASED
COALITIONS

HOSTILE
POLITICAL
PARTY

SYMPATHETIC
BUREAUCRATS

MAJOR
FOREIGN
DONOR

From Managing Organisation Change - a module for facilitators and trainers" by Jane Covey, David
Brown, and Mark Leach, Institute for Development Research. 1989.
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Box 2E

Overview of Strategy
Formulation Process

STRATEGIC ASSESSMENT

PROBLEMS
- New
- Changed old

ORGANISATION
- Strengths
- Weaknesses

EXTERNAL
CONTEXT

- Threats
-Opportunities

DESIRED
FUTURE

IMPLEMENT
PROGRAMMES

Adapted by Richard Holloway from materials prepared by the Society for Participatory Research in
Asia (PRIA) appearing in "Managing Organisation Change - a module for facilitators and trainers" by
Jane Covey, David Brown, and Mark Leach, Institute for Development Research. 1989.

GENERATE
ALTERNATIVE
STRATEGIES

IDENTIFY
STRATEGIC
ISSUES

CHOOSE
STRATEGIES
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3. HOW YOU DO IT

If you have a legal and independent existence, a good governance structure, and if
your advocacy NGO is clear about its vision, its mission, and its strategies, how do
you go about operationalising these concepts in and through a sustainable organisa-
tion? How do you try and ensure that the organisation has consistency, solidarity,
confidence, and effectiveness - and is unlikely to be rendered impotent by squab-
bles, rivalries, and divisions?

It is important for civil society organisations to reflect that internal divisions are one of
the major (perhaps the major) reasons for their lack of impact and effectiveness in
their chosen work. If you do not want your organisation to break up through in-
fighting and factionalism, it is sensible to be clear, from the beginning, about values,
structures, organisational rules and internal democracy.

3.1. The Values of your advocacy NGO

Your advocacy NGO may be bringing together a wide range of different kinds of
people, and they may have a wide range of motivations and operating styles. It is
very worthwhile to consider systematically the kind of organisation that you want to
be and the kinds of values that you would like your organisation to have'*.

Rather than assume that everyone is in agreement on this, it is very valuable to for-
mally agree and state these values. Once this has been done, such a statement of
values can act as guidelines to people involved with the NGO, and can act as refer-
ence points if certain individuals start to behave in ways that conflict with the agreed
group norms®>.

If the values have been formally agreed, then challenges to individuals who are
breaking them become an organisational matter and not a personal matter. For ex-
ample, if a Board member seems to be using the organisation for his/her own advan-
tage, rather than advancing the purposes of the organisation, it is useful to have al-
ready agreed some statement like "This NGO agrees to maintain high ethical stan-
dards at both an organisational and personal level".

Statements of values might include reference to the following points:

e respect for human rights

e respect for gender equity

devoting the maximum possible proportion of the resources to advance the or-
ganisation's mission

adopting a thrifty and simple organisational life-style

regular consultation with constituents

respect for issues of conflict of interest

respect for the law

! See Box 3A: "Organisational Values"
!*> See Handout 3B: "Typical Management Problems"
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e commitment to transparency

3.2. Structures and Systems

Any organisation which wishes to implement its mission successfully must have a
functioning internal structure. There are no formulas for internal structures. Each or-
ganisation must carefully assess its mission, its composition, its constituency, and
the prevailing social, cultural, political and economic conditions in determining how to
structure its procedures, relationships, and decision making structures. However, we
can learn from experience, and many Civil Society Organisations have faced com-
mon problems and regularly repeated issues.

One regular problem has already been discussed in Section 1 - that is, the relations
between the different parts of the governance of the organisation. An effective or-
ganisation will think carefully about the relations between its members, its volun-
teers, its staff, its Board, and its constituents. An effective organisation will clarify
these relations in writing, and will also write out the duties and responsibilities of
each part of the organisation. Our suggestion was that this should be handled in the
Constitution.

When we move onto the daily running of the organisation as it is handled by the staff
of the organisation, it is important to be systematic and methodical. Methodical pro-
cedures are important because they have a direct impact on an organisation's ability
to be efficient, trustworthy and credible - pre-requisites of their effective functioning.
There are a large number of elements in an organisation and all of them have to be
managed well.

Will anyone trust the efforts of an organisation with a reputation for being perpetually
disorganised and in turmoil? Can Donors trust NGOs which submit incomplete finan-
cial reports with missing receipts? Your NGO's staff need to be methodical in their
work because they risk discrediting their efforts if they are not.

Most advocacy NGOs start with only a few initiating members. In the early days the
initiators may not have an office, but are generally in constant contact, working to-
gether to get the organisation off the ground. At this stage it may seem unnecessary
to develop formal procedures. It may seem a waste of time to worry about who
should be doing what and where or how information should be stored.

As a group grows, however, and accumulates both people and data, the absence of
specified procedures can lead to disorganisation, as time is wasted looking for
documents, and duplicating the work of colleagues. Although it takes a little time and
a strong commitment, establishing formal procedures, in the long run, enhances effi-
ciency and minimises conflicts about how things should be done.

Finally, it is very helpful if an organisation, while it is in the process of establishing
formal procedures, develops a manual to describe these procedures. Such a manual
is very useful as staff can easily refer to it when they are not clear, and new mem-
bers can quickly orient themselves by it. The process of preparing a manual can also
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bring to light areas where no procedures exist, but where they may need to be de-
vised®®.

If such a manual is devised it is very important to periodically review, and (if appro-
priate) revise the procedures listed - to make sure that the manual is helping the of-
fice to be more efficient, and not simply making it more bureaucratic'’.

A special mention must be made of meetings - one aspect of organisational life that
causes the most stress, and probably wastes the most time. Meetings do not have to
be awful. They can be useful, informative, challenging, and even exciting. But good
meetings do not magically happen. They need careful planning and managing.

3.3. Internal Democracy

Organisational styles of governance fall somewhere on a spectrum between the
"hands off" and the "autocratic” approaches - with "democratic” somewhere in be-
tween'®,

e "Hands off": In the 'hands off' approach, leadership is essentially avoided. The
Executive Director feels uncomfortable making demands, and is more interested
in the staff simply liking him or her. This type of director tends to avoid problems
and lets members of the staff fend for themselves. Such a decentralised system
may at first look democratic, but is, in fact, a system in a vacuum. Without clearly
defined leadership roles in place amongst the staff, and a clear and unified vision
for the organisation, members of the organisation are likely to be working at
cross-purposes without co-ordination or mechanisms for sorting out conflicts
when they arise. Especially in new groups, when staff may feel a keen desire for
leadership at the top, they may feel cheated of the guidance and mentoring they
expected. The "hands off* approach can lead to chaos, internal strife and paraly-
sis, prematurely grinding an organisation to a halt.

e "Autocratic": the autocratic model usually involves one person who wields abso-
lute authority. Goals and standards may be kept largely to him or herself, enhanc-
ing the exercise of unilateral decision making power. The autocratic leader gen-
erally keeps his or her eye on every detail, regardless of its importance, in an ef-
fort to control all aspects of the organisation's functioning. Everyone is completely
dependent on his or her judgement and go-ahead. Although very common in
NGOs, this style of management creates enormous problems which generally
become more and more acute over time. It leads to resentment, low morale, de-
creasing productivity, and high staff turnover.

While it is understandable that decisions on program related matters may need to
be handled by those people in the organisation who are directly involved with
those programs, it is not so understandable to strip staff members of the right to
participate in decisions that affect them. This nearly always results in employee
dissatisfaction and internal strife.

!¢ See Handout 3C: "What kinds of procedures should be considered?"
" See Box 3D: "Meetings Cycle"
'8 See Handout 3E: "Styles of Management"
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e "Democratic": democratic governance supports staff consultation and broad
participation in policy and decision making, even if the Executive Director or
Board have the last say. In the democratic model, staff are accountable to each
other as well as to the Executive Director, and the Executive Director is account-
able to the staff, board and membership. This is done by insisting on responsive-
ness and transparency from Executive Director and staff alike, and by establish-
ing mechanisms for effective redress. By all accounts, building a truly democratic
organisation is a difficult (though extremely worthwhile) process, especially if its
members have little personal or societal experience with democratic governance.
This is especially true of many NGOs in Asia and Africa coming out from one
party or autocratic states.

3.4. Accountability

This word is one of the most difficult to see actually being implemented. Many or-
ganisations speak the rhetoric, but offer only the appearance of accountability. Ac-
countability means being prepared to set up (and live by) mechanisms, which will al-
low duly appointed people to evaluate the work that you are doing, and make deci-
sions based on that evaluation.

If people's views are sought, but then ignored, accountability is not taking place -
only token accountability. If people are consulted, but decisions have already been
made before that consultation, again accountability is not taking place.

Accountability is partly clarified in the CSOs' constitution where the voting rights and
the governance structure are laid out. It is also part of the working procedures of the
organisation which may require staff decisions to be endorsed by other groups within
the organisation.

Be warned, however, about ways in which the concept of "accountability" can be
subverted for other purposes. Be aware that membership organisations which have
strong procedures for accountability to its membership can be hijacked by "hostile
take-overs". In such cases unsympathetic parties can pack the members lists with
their own supporters, and then effectively control the work of the organisation, using
the name of accountability.

Be aware also that organisations which require all organisational matters to be ac-
cepted by a larger governance body and which surrender the leadership's ability to
take decisions itself, may well paralyse the organisation - again in the name of ac-
countability™.

3.5. Effective Leadership

In most cases the leader of a group tends to one of its founders who has assumed
the position of Executive Director. This is most often the person with the vision,
commitment, and ability to inspire and mobilise people to get the group off the

19 See Box 3F: "Effective Leaders"
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ground. But organisations cannot ultimately rely on the talents and skills of one per-
son alone. Leadership is ideally shared by a number of people within an organisa-
tion, delineated according to people's specific talents and areas of responsibility. A
good leader will be committed to build an institution that can outlast him or her. To do
this s/he must be willing to develop other leaders within the organisation?.

Partly this is helped if the leader is determined to build staff competence. The
chance to attend training workshops and seminars should not be monopolised by a
few people, but shared around, in order to build leadership in a variety of different
fields.

It is useful to develop a list of all the aspects of your advocacy NGO in which leader-
ship is needed - for instance, some leadership is needed in the specific subject mat-
ter of the cause that your NGO is associated with, some leadership is needed in di-
plomacy, some leadership in public relations, some leadership in staff management.
Then try to identify which people are most likely to lead the organisation in these dif-
ferent but necessary spheres.

It is not necessary for one person to have all those attributes himself or herself. Few
people possess all these qualities and abilities in one person. Organisations, there-
fore need to prioritise them according to what they think the organisation needs and
assemble a staff that collectively possesses as many of them as possible. These
lists of organisational attributes should not discourage or overwhelm us - they are
ideals that few of us may reach: striving for them, however, makes our organisations
run more smoothly and efficiently.

3.6. Good Team Work

If internal democracy, accountability, and effective leadership are in place, good
team work is sure to follow. Teamwork thrives in an environment of collaboration
rather than competition. All members of the organisation, through they may be work-
ing in different areas, are willing to help out in each other's areas because they rec-
ognise that they have a stake in the success of the organisation as a whole?*.

3.7 Good Management

At its most basic, management can be defined as ensuring that an organisation
makes the most effective and efficient use of resources (people, money, time, prem-
ises, equipment, materials) in order to achieve agreed objectives. Within this lie the
rudiments of good management:

e a clear understanding of why the organisation exists and its overall aims or long
term objectives

e clear - and shared - shorter term objectives or goals

e a good understanding of the resources available

e an ability and willingness to plan, organise, and co-ordinate the use of these re-

2 see Box 3F: "Effective Leaders"
2L see Handout 3G: "Team-work"
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sources to meet the objectives

clarity about how the organisation will know that it has met its objectives

an ability and willingness to set and try to meet expectations and standards
flexibility to change plans or objectives when circumstances change

being clear about who has responsibility for making decisions or taking action
being clear about the information that is required for effective and efficient deci-
sion-making or action

e being clear about who deals with situations if things go wrong.

3.8. What Needs Managing?

Management operates on many levels simultaneously. Some of the
areas which need managing are:

e Resources: staff, volunteers, money, premises, time, equipment, materials

« Work: tasks (what needs doing), process (how the tasks are done),
standards (how well they have to be done)

« Development creating and following appropriate policies, setting long, medium,
and short-term objectives

« Decision making

« Information and communication
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Box 3A

Organisational Values

A common bottleneck with defining organisational values
Is that the task is not taken seriously enough because it is
not recognised as building the foundations of effective-
ness.

Instead it is perceived to be an abstract, academic luxury.
A lesson when defining values that underpin Vision, Mis-
sion, and Identity is therefore that:

e Clarifying values must be seen and treated as an organi-
sation-wide priority endeavour, and

e Allocating time and resources to dissemination must be
built in. The process of grappling with values amongst
the stakeholders is more important in the long run than
the actual working of value statements.

Value statements are not an optional extra for professional
NGOs.

Taken from "Striking a Balance - A Guide to Enhancing the Effectiveness of Non-Governmental Or-
ganisations in International Development" by Alan Fowler. Earthscan, UK. 1997
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Box 3B

Typical Management Problems (1)

It seems that certain problems appear in voluntary organi-
sations of all shapes and sizes:

e Lack of clarity about, or an unwillingness to set long-
term, medium term, and short term objectives and priori-
ties

e Confusion about the boundaries and relationships be-
tween management committees, sub-committees, staff,
and volunteer workers

e Unconfident and/or over-committed management com-
mittee members

e Badly planned, badly run, and badly minuted meetings

e Unclear decision-making and management structures
within the staff

e Unclear job descriptions and job expectations for staff
and volunteers
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Typical Management Problems (2)

e Unclear or inadequate procedures for dealing with un-
satisfactory work performance or behaviour

e Haphazard administrative systems which hinder rather
than help effective running of the organisation

e Inadequate procedures for financial management and
control

e Unwillingness to recognise and deal with disagreements
or conflict within the organisation

e Unwillingness to look after each other, thus contributing
to stress and burn-out

e Unwillingness to address any of the above problems, or
Inadequate procedures for dealing with them

From "Just About Managing - a guide to effective management for voluntary organisations and com-
munity groups" by Sally Adirondack. London Voluntary Service Council. 1989.
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Handout 3C

What Kinds of Procedures Should
be Considered?

The nature of each group's procedures and which ones it decides to employ will de-
pend on its unique structure and mandate. Although it is impossible to suggest spe-
cific procedures that will be relevant to all groups, we thought it might be helpful to
highlight some of the areas which typically benefit from systemisation. The following
is a modified version of an Amnesty International memo entitled "Organisational Mat-
ters".

1. Incoming Materials
a. Who deals with what?
b. What is the procedure for opening/registering/handling the different
categories of materials (correspondence, newspapers, requests for
help etc.)?

2. Outgoing Materials
a. What outgoing materials need to be approved beforehand ? (i.e. what
are the rules regarding press releases: letters to government officials:
board of directors or membership: campaign documentation etc.)

b. Who gets copies of what?
C. Where are copies of outgoing materials filed?
d. Is there any standard format for letters, documents etc.?
3. Storage and Retrieval of Information
a. Where are press clippings, case files, statistics, information on abuses,

background information, employee and fund-raising information etc.
filed and by whom?

b. Are there any general guidelines regarding information storage and re-
trieval? (i.e. centralised or decentralised, chronological with most re-
cent documents at the front or the back of the file etc.)?

C. Will specific issue or project files be kept?
d. Where will the files be located and who will have access to them?
4. Financial Procedures

a. Who is authorised to sign cheques?

b. Who is authorised to make purchases? How is this done? Is prior ap-
proval necessary?

C. How are incoming funds handled?

d. How can petty cash reimbursement be claimed? What petty cash ex-
penditures are justifiable?

e. How are salaries paid?

P

How will the budget be monitored and by whom?
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5. Employee Procedures
a. How will staff, board, members etc. be recruited and by whom? Are
there any special considerations such as minority status? What will be
the conditions of service?

b. Under what conditions can a member of the Board or Staff be re-
moved? Are warnings necessary?

C. Will staff performance be regularly reviewed? According to what criteria
and how often?

d. Who will handle employee grievances and how?

e. How will the staff, board, and membership be kept appraised of each

others' activities? (i.e. regular or periodic mailings, newsletters, annual
meetings, staff meetings etc.)?

f. What vacation and sick day policies will be instituted?

g. How will a prolonged absence (due to illness, family emergency, etc.)
from the organisation be dealt with?

6. Other Procedures
a. How will requests for information that do not directly pertain to your
mandate be handled?
b. If the information you handle is sensitive or you are working in a hostile

environment, what security precautions need to be taken?

From "Human Rights Institution Building - A handbook on establishing and sustaining human rights
organisations" by the Fund for Peace, New York, 1994,
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Box 3D

Meetings Cycle

PLAN
AGENDA
TAKE DRAW
ACTION up
AS AGENDA
AGREED

\ /

THE
MEETING
with good
chairing &

clear decision

making

From "Just About Managing - a guide to effective management for voluntary organisations and com-
munity groups" by Sally Adirondack. London Voluntary Service Council. 1989.
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Handout 3E

Styles of Management

Authoritarian

Repressive:

Benevolent
Dictatorship:

Authoritative

Individualistic

Management Vacuum

Intrusive

Participatory

Consultative

Democratic

Representative

Abdicative

Denial

False Democracy:

"We have this problem, and here's what | have decided
to do about it".

"We have this problem, and | am sure that this
is the way you would like us to proceed".

"We have this problem, and its my responsibility to decide
what to do about it. Here's what | have decided: are there
any questions or comments?"

"We have this problem, and no one seems to be doing
anything about it. So I've stepped in and decided....... "

"l know you are supposed to be dealing with the problem,
but you seem to be having difficulties. I'll do it for you".
(or, even more intrusive: "I've dealt with it for you")

"We have this problem and its my responsibility to deal
with it. Whose ideas or opinions do | need before | decide
what to do?"

"We have this problem and the whole group should be
involved in finding a solution. What information do they
need before the next meeting?"

"We have this problem and the representatives from vari-

ous departments should be involved in finding a solution.
What information do they need before the next meeting?"

"We have this problem, but | don't think we need to do
anything about it. If we leave it alone it will sort itself out".

"We have this problem and its my responsibility to do
something about it, but | want people to feel involved so
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I'll mention it at the next staff meeting" (without providing
appropriate information or ensuring adequate time for
discussion)

Chaotic "We have this problem and I'm not sure who supposed to
deal with it. I'll mention it to the management committee
chair...no, perhaps it should go to a staff meeting first ... |
wonder if it's the sort of thing that | should deal with?"

Authoritative and participatory styles are good. The others are not.

From "Just About Managing - a guide to effective management for voluntary organisations and com-
munity groups" by Sally Adirondack. London Voluntary Service Council. 1989.
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Box 3F

Effective Leaders

"Effective Leaders formulate and articulate a clear
picture, a vision of where the organisation is headed
and of what is important. In achieving this mission,
making the vision a reality, the leader builds trust
and commitment and is the architect of coalitions of
support for the vision.

Through the exemplary deployment of his or her
own talents, and the nurturing and development of
the talents of others, this leader seeks to lead by vi-
sion, inspiration and the empowerment of others"

"Leaders: the strategies for taking charge" Bennis and Nanus, quoted in "Human Rights Institution
Building - A handbook on establishing and sustaining human rights organisations" by the Fund for
Peace, New York, 1994.
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Handout 3G

Teamwork

If internal democracy, accountability, and effective leadership are in place, good
team work is sure to follow. Team work thrives in an environment of collaboration
rather than competition. All members of the organisation, though they may be work-
ing in different areas, are willing to help out in other areas as necessary because
they recognise that they have a stake in the success of the organisation as a whole.

Unfortunately a competitive rather than a collaborative spirit plagues many larger
human rights groups with multiple projects. It is easy for those working on a project
to feel that theirs is the most vital to the organisation. Competition between project
leaders within the same organisation often develops - for funding, greater recognition
from leadership and peers and/or greater control over decision making. Unchecked
competitive attitudes can lead to communication breakdown, as information is
hoarded to maximise control over "private domains" and people no longer feel that
they can rely on each other. Solidarity may even break down to the extent that activi-
ties begin to give priority to, and stress to outsiders the importance of their own par-
ticular program over the rights group itself. The integrity and future of the whole or-
ganisation may be jeopardised as trust evaporates.

A human rights group can avoid such a situation by ensuring that all projects and the
organisation itself are designed to necessitate teamwork. Team work is facilitated by
many of the same mechanisms cited earlier in connection with developing internal
democracy and good leadership.

1. Enthusiasm and a sense of belonging are usually prerequisites to building
team spirit. Persons exercising leadership within an organisation can help to
foster a positive group dynamic from the beginning by taking an interest in
staff workers as people and not just as human rights activists: exercising tol-
erance and understanding and offering constructive criticism when staff make
mistakes: treating staff with equal respect no matter what their position: and
providing for equal access and opportunity for development among staff

members.

2. Employee opinions and ideas should be regularly solicited and the maximum
number of staff possible should be included in discussions and decision mak-
ing

3. Compartmentalisation should be avoided from the start. Everybody working

within or associated with a human rights group should have a shared under-
standing and unified position on the overall mission and work of the organisa-
tion. For this to happen, it may be necessary to periodically review the goals
and objectives of the group. It is easy to lose sight of your founding principles
when you are caught up in the day-to-day work, so there needs to be a con-
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tinuous process of verification that everyone shares the same values and
agenda.

4, All staff and in some cases volunteers should be informed on a regular basis
(for example through staff meetings) as to what the various projects are doing,
and informal networking within the organisation should be stressed as
strengthening everyone's work.

5. Care in the recruitment process should be taken to hire activists with comple-
mentary skills and talents so that they have a personal interest in collaborat-
ing.

6. Human rights organisations should, to the maximum extent possible, reflect

expertise, high levels of responsibility, and commitment in the salary and
benefits given to staff so no-one feels that his or her effort is unrecognised or
undervalued.

7. Conflicts that arise between staff members should be immediately and openly
addressed, encouraging compromise and co-operation.

From "Human Rights Institution Building - A handbook on establishing and sustaining human rights
organisations" by the Fund for Peace, New York, 1994,
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What Needs Managing ?

The Contents list of "Just About Managing" sums up what
needs managing:

Managing Team-work and Decision Making
Managing Meetings

Managing Stability and Change
Managing Monitoring and Evaluation
Managing People

Managing New Workers

Managing Performance

Managing Training

Managing Time

10. Managing Administration and Paperwork
11. Managing Money

12. Managing Differences and Conflict

13. Managing Stress

14. Managing Management

©0ONOORAWNE

From "Just About Managing - a guide to effective management for voluntary organisations and com-
munity groups" by Sally Adirondack. London Voluntary Service Council. 1989.
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4. PROGRAMS AND PROJECTS

It is likely that you will use the terms "programs" and "projects"” for the activities of
your advocacy NGO. This is particularly so if you are looking for some external fund-
ing for your activities. Nearly all founders think in terms of programs and projects -
particularly projects. (see later in 6.1). They will probably make sure that you are
forced into thinking in the same terms.

A program is a linked series of activities that have some common objective to be
achieved over time. It is expressed in general terms and does not presuppose that
the organisation can control all the components. A project is, on the other hand, a
shorter time limited activity with a very specific objective and a planned and agreed
budget which will lead to measurable beneficial impacts. It assumes that the organi-
sation can control all the components. As has been well pointed out by Alan Fowler
in his book "Striking a Balance" (1997), "Projects' are most suitable when we are
considering physical infrastructure, and least suitable when we are considering com-
plex change involving human beings. However, we have to get used to it because
the unit of development that is used so commonly is "the project” and the project
mode is unlikely to be replaced by something more suitable".

Your advocacy NGO may be thinking of a longer and more general program of alter-
ing human behaviour or it may have a specific time limited objective in mind (i.e. a
"project”). We would like to encourage advocacy NGOs to consider the former, but
appreciate that the dictates of donors often mean that an NGO will have to negotiate
the latter. Let us spent some time looking at the two alternatives:

4.1. The Program Approach:

Here you start with a vision of the role that the organisation will have in the next five
years as it tries to deal with the cause that it has taken up and consider what your
NGO can do to move towards this vision. You also consider what other actors might
do to deal with this cause, and where you can collaborate with them. Your aim is to
have a sustainable impact on the cause you espouse (be it corruption, environment,
human rights etc.), and both your NGO and other organisations have a role to play.

You realise that your NGO has certain strengths and capacities (mostly based on the
fact that it has identified the particular cause as the main target for its energies) but
that making an impact on the situation of that particular cause will require changes in
human behaviour (which in turn involves changes in power relations, motivations,
and cultural values). You can have an impact on some of these changes, but many
of them will require the involvement of other actors that you cannot control, although
you may influence them.

You are interested in the final impact that your organisation is making on the prob-
lems of the cause you espouse, but you appreciate that an assessment of that im-
pact will involve looking at the many other actors than just your NGO. The skill of
your NGO will be in identifying the most pertinent set of collaborators you can find
who will, together with your NGO, make the most impact.
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4.2. The Project Approach

Here you assume that you can design certain inputs (or activities) for the problem
area of (e.g.) corruption which will logically result in certain outputs which are under
your control. These outputs will then result in development outcomes which will
change the problem of corruption as you have defined it.

The Project approach puts the NGO at the centre of the operation. It concentrates on
what the advocacy NGO will do and assumes that if it carries out these activities
then the development outcomes are guaranteed. It tends to ignore the large number
of uncontrollable other factors that impinge on whether the activities of your NGO will
actually translate into a lessening of corruption.

NGOs and the donors who fund them seem to prefer a situation in which they can
determine what they want to do and can be held responsible for certain results. It is
based on a view that a planned project can determine future outcomes, and that the
planner and executor of the project can be held responsible for the realisation of
these outcomes.

4.3. Combining the Two

The Program Approach looks towards future impact on a problem and considers
mobilising whatever collaborators it can work with to add their strength to its own. It
also tends to work opportunistically, taking advantage of the changes in the external
environment that may open up an avenue or approach, or, alternatively close one
down. The key words are Vision, Collaborators, Opportunity and Impact.

The Project Approach looks towards future outcomes which have been planned, and
considers the ways in which the particular organisation can optimise the resources
that it can bring to bear in solving achieving objectives that it has defined. Its key
words are Goal, Purpose, Outputs, Inputs and logical connections between them all.
It is quite difficult for a relatively new organisation, like your advocacy NGO, to han-
dle the program approach. It requires on the one hand skills in the Board and Staff
which may not be present, and on the other hand, trust and confidence in your new
organisation from those who are being asked to fund it that may not be there. Donors
are very wary of anything else but a project approach, because this is administra-
tively convenient for them, and because it allows them to monitor and assess your
organisation's performance according to benchmarks of what you say you will do.

Because your NGO is unlikely to be able to mobilise resources from donors without
presenting your ideas in the form of a project, and a project proposal, that is what is
presented in the rest of this Chapter - the elements of "Project Thinking". The tool of
Logical Framework Analysis and the construction of a Logframe are skills that are
suggested as being necessary for you to get funded. They are also skills which are
valuable for clear thinking about your work irrespective of the funding consideration.
The advantages of the Program Approach should not however be forgotten, how-
ever, and they are incorporated wherever possible in the Project Approach. Be pre-
pared, however, to engage your potential donor in "Program Thinking" whenever you
see the opportunity.
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4.4. Project Thinking

Project Thinking involves the four elements of planning, implementation, monitoring
and evaluation, as follows:

e Planning - to make sure that you have thought through all the elements in your
project in advance so that the planned activities are likely to achieve the intended
result

¢ Implementation - to carry out your plans as they were designed

e Monitoring - to check that the elements in your project are being carried out as
planned

e Evaluation - to check that the planned (and implemented) activities are having the
result intended

"Project thinking" can help you to think clearly and logically, and to make sure that
your planned activities are connected to your longer term objectives. This is some-
thing that many NGOs do not get right. It is not unusual for an NGO to get involved in
a long list of activities without reflecting whether these activities do actually contrib-
ute to the mission of the organisation. They may just be activities which occupy the
NGO, without having the hoped for impact. The NGO may have no way of checking
that they do have the intended impact. A good way to make sure that your activities
will support your mission is deliberately to design them that way. The technique
called Objective Oriented Project Planning (OOPP) helps you to do that - and will be
described here. Most donors now use a variant of this technique which incorporates
the concept called "Logical Framework Analysis" (LFA or Logframe).

The design process for a project needs a trained facilitator, and will take 1-2 days.
There are trained facilitators available in most countries these days who can help
you with this exercise. The process involves brainstorming and then modifying and
synthesising the ideas of a group of people: these ideas are written and displayed on
cards which can be moved around and clustered in different combinations.

4.5. Objective Oriented Project Planning
4.5.1. Stakeholder Involvement:

An advocacy NGO which is planning a project should bring together a varied collec-
tion of its stakeholders to help it design the project. Provided that they are sympa-
thetic to the vision and mission of the NGO, a greater variety of different people
gives a greater variety of perspectives, who can think through the different possible
outcomes of the activities. It is best if the group can stay together for the whole exer-
cise. It is worthwhile thinking through who should be invited to participate in the
planning exercise. The stakeholders should, wherever possible involve other organi-
sations and people which your NGO thinks it may collaborate with in the future to
have a combined impact on the problem of the cause with which you are con-
cerned®.

22 See Box 4A: "Stakeholders”
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In the following pages participants will be able to practice project planning by working
through an example - in this case, the problem of bus accidents in Manila, Philip-
pines. In each case you will be shown the stages in Objectives Oriented Project
Planning as it relates to this example, and asked to think how you would do a similar
exercise for your own advocacy NGO.

4.5.2. ldentifying Problems:

At the start of a 1-2 day planning session, the facilitator should help the group brain-
storm all the problems within an agreed problem area by asking participants to write
their ideas of problems on cards. These cards are then displayed for the whole group
to see and think about. Depending on the cause you are concerned with, the prob-
lem arzega may be corruption, or environment, or human rights, or consumers or many
others®”.

Participants will then look at the problem ideas they have generated and think
through which problem is the cause of another one and which is the effect - i.e link
the problems logically. They will re-arrange the cards to show these links. Finally the
group will re-arrange their cards in the form of a Problem Tree - identifying the main
and focal problem and the relations between the different parts of the problem. The
example® that is shown gives the results of brainstorming the problem area of bus
accidents in Manila and produced a board full of unorganised problems: The next
example shown is the Problem Tree which systematises the problems from the
brainstorming into relationships of cause and effect.

4.5.3. Problems into Objectives

Following this exercise, participants are asked to think of what they would like to see
happen in the future which would cause these problems to be solved. This is done
by taking all of the problems shown on the problem tree and changing them into their
opposites - re-writing them as cards which express a desired future state. These
cards are then displayed to take the place of the problem cards. Such new cards
now become a collection of your objectives. They may easily follow the same logical
relationship ("cause and effect" now becomes "ends and means"), or they may need
to be looked at again to see they are logically connected.

Participants will end up with an Objectives Tree. The Objective Tree will show the
main2 (focal) objective, what are the means towards this objective what are the
ends®.

4.5.4. Choosing Alternative Strategies
It is likely that the Objectives Tree will show groups of objectives. These are, in fact,

alternative strategies to reach the main or focal objective. At this point the group's
participants need to think through which is the most appropriate strategy for their or-

23 See Box 4B: Brainstorming problems with cards"
** See Box 4C: "The Problem Tree"
%% See Box 4D: "The Objectives Tree"
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ganisation, looking for the strategic fit, as we have noted before, between the prob-
lem, the external context, and the organisation's own strengths and weaknesses.
Once they have thought this through they must choose which of the strategies is the
one they want to use in their organisation®®.

This is the moment to reflect on other possible collaborating organisations: what
strategy can other organisations employ to collaborate with you in reaching the ob-
jective? This may be the moment in which the comparative advantage of your or-
ganisation and the comparative advantage of other organisations becomes clear.

4.5.5. Hierarchy of Objectives:

Once your group have chosen the cluster of objectives that seems to have the best
strategic fit to your organisation, it now needs to clarify which Activities fit the Out-
puts of the project, and think what are the contributory objectives that help you to
reach the Purpose. These should be written as a series of four levels (or hierarchies)
of objectives. Each of these levels of objectives is logically connected to the next.
Starting at the top?”: -

e Goal - this is the highest level objective. It is the future state desired by the or-
ganisation to which several other projects might also contribute. This general
goal of the project is probably not seen in the Objectives Tree and will have to be
clarified by the participants.

e Purpose - this is the future state that will be the result of this specific project, and
will be taken from the Main Objective shown in the Objectives Tree.

e Outputs (or Intermediate Results) - these are the results which together will
achieve the result desired. This will be taken from the "means” section of the Ob-
jectives Tree.

e Activities - these are the elements of work that must be done to achieve the out-
puts. Some of them may be present in the Objectives Tree, but most likely the
participants will have to brainstorm what activities are needed to cause the output
to happen. They need to be checked for logical fit by asking "If the Activity hap-
pens, will the Output result?"

This list of Objectives, organised logically by cause and effect, is the start of a Logi-
cal Framework Analysis or Logframe. Its value is that it keeps in mind the purpose of
your activities, and makes sure that the activities lead somewhere - specifically to the
output, purpose and goal that you have previously identified. It helps you avoid the
"NGO disease" - which is activities that do not add up to anything.

Your plans, however, do not exist in isolation. You need to think through what will be
done by other people within your problem area that may help or hinder your plans.

%% See Box 4E: "Alternative Strategies"
" See Box F: "Objectives Established in Logical Sequence”
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This involves making assumptions about the process you have drawn up - assump-
tions about what other external actors may need to do.

4.5.6. Assumptions:

One of the best features of the Objectives Oriented Project Planning process is that
it makes us accept that the project designers cannot control everything themselves.
The process recognises that actions carried out by other people who are not under
the control of the project will also influence the success of the project. This is not
such a surprising thought since in real life our plans are often changed by the influ-
ence of other people, but this "common sense" approach is often ignored in many
projects. Project planners often make the mistake of thinking that they control all the
components. It is very valuable deliberately to consider other components that you
cannot control®.

This also brings us back to the Program Approach mentioned in 4.1. above. A pro-
ject, however hard it tries, cannot control all the elements that will result in develop-
ment impact. The assumptions column allows you to consider, as far as you are
able, the other factors that you will not be able to control.

OOPP therefore considers these possible actions separately and works out what as-
sumptions have to made about these possible actions if the project is going to suc-
ceed. It looks at these possible actions at each level, thus:

e Activity level - apart from what the project is going to do at this level, what else
is necessary from elements that lay outside the control of the project which will allow
us to reach the Outputs?

e Output level - apart from what the project is going to do at this level, what else is
necessary from elements that lay outside of the control of the project which will allow
us to reach the Purpose?

e Purpose level - apart from what the project is going to do at this level, what else
is necessary from elements that lay outside the control of the project which will al-
low us to reach the Goal?

Once you have got your hierarchy of objectives decided, and you have linked them
to necessary assumptions, then you are ready to construct a Logframe - and this will
be your guide to implementing, monitoring and evaluating your project. A Logframe
takes your 4 levels of Goal, Purpose, Outputs, Activities (and the assumptions you
have identified at those levels) and looks at them in terms of "Indicators" and "Verifi-
cation”.

4.6. Implementing

Once you have written down your plans for what you would like to happen in the pro-
ject, you must realise that that is all they are - only plans. Implementing a plan may
not necessarily result in what you expected - and you need to know whether your

8 See Box G: "Assumptions about External factors"
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plans have had the intended impact or not. You need to think what will prove that the
plan has actually been implemented in the way you wanted and achieved the objec-
tive you had in mind. You need to consider what will indicate to you that success has
been achieved, the hoped for result has indeed taken place, and you have had the
intended impact.

This is called establishing indicators, and you need to think of an indicator for each of
your planned objectives.

4.6.1. Indicators :

An indicator is a piece of information that signifies that an intervention has been suc-
cessful - and that an objective has been reached®. It is not just to say that an inter-
vention has taken place - but that an intervention has had the desired result. This is
not the same thing as you can see from the following example:

For instance, the objective may be "creating trained people”, and the activity to
achieve this objective may be "carrying out a training course". It is not enough, how-
ever, to say that a training course has taken place as an indicator of success - the
training course may indeed have taken place, but (for instance) the teachers may
have been useless, the trainees not interested, and the course badly designed. If
that was the case, the objective of creating trained people may not have been
achieved. An indicator of success is not whether or not the training course took
place, but whether the trained people are able to carry out what they have learned.

Indicators therefore help you to see whether you achieved something - not just
whether something you planned actually happened.

You need to think through what could be an indicator of success at the Activity, Out-
put and the Purpose level. Each time you implement an activity you must check to
see whether the activity achieved its objective or not. This is a very important way of
making sure you are not simply carrying out ineffectual activities that have no impact
on the problem®.

Indicators should be as specific as possible, and should include some information
which tells you how you can measure them, and from what sources. We need to
know what means we can use to get the measurements we need. This is called
"Means of Verification" and is the last column in the full logframe>".

4.7. Making Workplans

Once you have your Objectives, Assumptions, Indicators, and Verification in place
arranged in the form of a Logframe, you need to provide yourself with a useful tool
that will help you to implement the project, and monitor its implementation. This "tool"

% See Box 4H: "Indicators”
% See Box 4l: "The Complete Log Frame"
% See Box 4J: "The Logframe Format"
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is a Workplan®. It is derived from the Logframe, and has a few more pieces of infor-
mation added to it to help you in implementation and monitoring.

A Workplan links all the elements of a logframe to a time schedule and also clarifies
whose is responsible for each intervention and how much it is scheduled to cost. A
workplan has:

The Outputs

The Activities linked to each output

The Tasks (a new category breaking down activities into smaller units)
A Time schedule (in months, or weeks)

The Responsibility (who is going to carry out each task)

The Budget (what money is allocated for each task)

A workplan is a document that should be regularly consulted so you can check:

1. Are the tasks being done on time, by the right people, within the agreed

budget?
2. Are the completed tasks contributing to the achievement of the activities?
3. Are the activities contributing to the achievement of the outputs

4.8. Monitoring:

Monitoring®® is the process by which you keep checking that the implementation is
being done in accordance with your plan - i.e. "are we doing the project right?". It is a
comparison between planned and actual results at the level of activities and outputs.
It means that you check regularly that the activities and outputs have actually oc-
curred as you planned them (using the workplan to help you do this) and also that
they have achieved the indicators that you planned for them (using the Logframe to
help you)

It is sensible to check this every three months - to make sure that things are going as
planned, and in accordance with the design of the project.

If problems arise with your monitoring - if things do not get done, or if they are done
badly and do not produce the planned result, or if they are done beyond budget, then
you need to re-think your workplan, and consider the reasons for your problems. It
may be that you were too optimistic in your planning, and estimated too little time for
the task or activity: it may be that outside events stopped you from carrying out your
planned activity (natural disasters, for instance, or the arrest of one of your staff). In
such a case think through how you would re-work your workplan, and alter it to re-
flect your new plan. It is very important to re-write your work plan every three months
to reflect your actual monitoring experience - it is pointless to be using a workplan
which is out of date and no longer reflects reality.

%2 See Box K: "Workplans”
% See Box L: "Monitoring”
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49. Evaluation

Evaluations®® are larger and more thorough investigations into the difference be-
tween planned and actual results - and they look at the difference at the level of Pur-
pose and Goal. An Evaluation is actually checking to see whether the project was
well designed - did the activities lead to the Outputs? Did the Outputs lead to the
Purpose? Did the Purpose contribute to the Goal? In other words it asks "Are we do-
ing the right project to get the Purpose and Goal we wanted?" or "Did we design this
project properly?".

An Evaluation questions the Purpose of the project to see if, in fact, it helped in
reaching the Goal. Monitoring accepts the Goal and the Purpose as given, and just
guestions whether the Activities and Outputs were achieved. Evaluations should be
done after the project has been running some time, and has had a chance to show
results - typically after two years or more. Evaluations can be done by insiders (i.e.
project stakeholders) or by outsiders who are brought in to make such an evaluation.
Evaluations should not be thought of as judgements. They can:

e Guide and improve project implementation
e Assess overall project success at completion
e Improve future design work.

Too frequently they are considered as a trial with the donor as judge, juror and exe-
cutioner. They really can be a help to learning as you try and establish what worked
as intended and what did not in your project.

% See Box M: "Evaluating”
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Box 4A

Stakeholders

The best plans are formulated by those involved and
by a variety of different backgrounds.

e Who is affected by the problem environment that
your organisation is concerned with?

e Whose voice is usually heard - and whose voice is
usually not heard?

e Who will be on our side - and who will be against
us?

e Whose views will we give priority to?
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Box 4B

Brainstorming Problems with Cards
Manila Bus Problems - illustration

no maintenance of
vehicles
high insurance
Frequent bus premiums
accidents
worn out careless
vehicles drivers
absences
from work
poor condition
of vehicles
passengers
roads in bad hurt
repair
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Box 4C

A Problem Tree
Manila Bus Problems - illustration

Passengers high insurance absences
hurt premiums from work

frequent coach

accidents
careless poor condition roads in bad
drivers of vehicles repair
worn out no maintenance
vehicles of vehicles

Adapted by Richard Holloway from "Goal Oriented Project Planning" by UNDP/GTZ
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Box 4D

An Objectives Tree

Manila Bus Problems - illustration

less absentee-
ism from work

fewer passen- cheaper

gers hurt insurance
less frequent

coach

accidents

careful improved
driving condition of

vehicles

roads in
better repair

shorter aver-
Shorter aver-
age life time of
vehicles

Adapted by Richard Holloway from "Goal Oriented Project Planning" by UNDP/GTZ

serviced more

vehicles
Vehicles

regularly
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Box 4E

Alternative Strategies
Manila Bus Problems - illustration

(Choosing the Training Strategy)

fewer passen- cheaper Less absentee-
gers hurt _ ism
insurance from work

less frequent
coach
accidents

Fc;eful
driving

shorter average vehicles
life time of serviced more
vehicles regularly

improved roads in
condition of better repair
vehicles

Strategy 1:
TRAINING

Strategy 2:
GARAGE

Strategy 3:

INFRASTRUCTU
RE

Adapted by Richard Holloway from "Goal Oriented Project Planning" by UNDP/GTZ
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Box 4F

Objectives Ranked in Logical Se-

quence

Manila Bus Problems - illustration
(Using the Training Strategy)

Goal Produce a new high level objective
Safe Roads in Manila which is the end result of the objectives
Purpose

Less Frequent Bus Accidents |Put the Main Objective as the purpose
of the project

Output

Drivers of buses driving Make the "Means" into the "Output"
carefully

Activities

1. Conduct Surveys Brainstorm lower level activities which
of accident areas will contribute to achieving the Output

2. Set up incentive scheme
for careful drivers

3. Introduce legislation for
licensing bus drivers &
driving schools

4. Apply stronger fines to
careless bus drivers

5. Set up bus driver training
Schools

6. Build capacity of existing
bus driver training schools

7. Develop media campaign
to create awareness of
road safety

Adapted by Richard Holloway from "Goal Oriented Project Planning" by UNDP/GTZ
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Box 4G

Assumptions about External Factors

Manila Bus Problems - illustration
(look for external factors that are important for project success)

OBJECTIVES ASSUMPTIONS
Goal
Safe Roads in Manila Police will assist project
Purpose
Less Frequent Traffic laws enforced
Coach Accidents
Output
Drivers of coaches vehicles in better repair
driving carefully roads in better repair
Activities
1. Conduct Surveys of Police will assist
accident areas
2. Set up incentive scheme Source of money found
for careful drivers
3. Introduce legislation for Parliament will pass bills

licensing drivers &
driving schools

4. Apply stronger fines to Police and courts willing
careless drivers to get involved

5. Set up driver training Enough driver trainers
schools exist

6. Build capacity of existing Existing driving schools
driver training schools will join scheme

7. Develop media campaign Media willing to

to create awareness of participate

road safety

Adapted from "Objectives Oriented Participatory Project Planning" by Richard Holloway,
Pact Ethiopia
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Box 4H

Indicators

Manila Bus Problem - illustration
(How you know you have had the desired result)

OBJECTIVES INDICATORS ASSUMPTIONS
Goal
Safe Roads in Manila Police will assist project
Purpose
Less Frequent 10% fewer accidents Traffic laws enforced
Coach Accidents over 2 years
Output
Drivers of coaches 50% less people vehicles in better repair
driving carefully injured in accidents roads in better repair
Activities
z_i:_Conduc_t"S"L]fveys of Good information Police will assist
iLaccident areas assembled
2. Set up incentive scheme 1000 drivers success- Source of money found
Ef_qf careful_g_r_i_\{(_ers fully rewarded
:3. Introduce legislation for Legislation passed and Parliament will pass bills
llicensing drivers & implemented
idriving schools
?é_l:_AppIy sffb_ﬁ_g_er fines to revenue increased by Police and courts willing
ELcareIess drivers 50% to get involved
5. Set up driver trainingf]m 2 driver training schools Enough driver trainers
Eschools set up and running exist
6. Build ca{b_éb_i_ty of existing 50% more capacity Existing driving schools
fdriver training schools built will join scheme
7. Develop media campaign Public more aware of Media willing to
to create awareness of road safety participate
road safety

Adapted from "Objectives Oriented Participatory Project Planning (OOPPP)" by Richard Holloway,
Pact Ethiopia
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Box 41

Logframe Format

OBJECTIVES INDICATORS VERIFICATION ASSUMPTIONS

GOAL

PURPOSE

INTER-
MEDIATE
RESULTS

(or OQUTPUT)

ACTIVITIES

Adapted from "Objectives Oriented Participatory Project Planning (OOPPP)" by Richard Holloway,
Pact Ethiopia
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Box 4J

Complete Log Frame

Manila Bus Problems - illustration
(Verification shows how you can check on your indicators)

OBJECTIVES INDICATORS VERIFICATION ASSUMPTIONS |
Goal
Safe Roads in Manila Police will assist project
Purpose
Less Frequent 10% fewer accidents Survey Traffic laws enforced
Coach Accidents over 2 years
Output
Drivers of coaches 50% less people Accident vehicles in better repair
driving carefully injured in accidents statistics roads in better repair
Activities
1. Conduct Surveys of Good information Data Police will assist

assembled

1000 drivers success-
fully rewarded

Lists of awardees

Source of money found

:3. Introduce legislation for Legislation passed and Parliament Parliament will pass bills
ilicensing drivers & implemented records

jdriving schools

‘4. Apply stronger fines to revenue increased by Accounts Police and courts willing
iggreless drivers 50% to get involved

5. Set up driver training 2 driver training schools Records of Enough driver trainers
iLs_c_:hools _____________ set up and running schools exist

6. Build capacity of existing  |50% more capacity records of Existing driving schools
iLq[iver training schools built graduates will join scheme

7. Develop media campaign |Public more aware of Survey Media willing to

to create awareness of
road safety

road safety

participate

Adapted from "Objectives Oriented Participatory Project Planning (OOPPP)" by Richard Holloway,

Pact Ethiopia
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Box 4K

Workplans

Manila Bus problem - lllustration
(adding Tasks, Responsibility, Budgets and Schedule)

Output Activity Task Who | Budget [Schedule
Year 1 Year 2
112 |3 112 (3
Drivers of |1. Conduct Surveys of 1.1. Choose sites MJ  |? X | X
buses accident areas 1.2. Find surveyors wb X | X
driving 2. Set up incentive scheme |2.1. Design scheme whb X | X
carefully |for careful drivers 2.2. |dentify funds mj X
3. Introduce legislation for  |3.1. Draft bill cc X
licensing drivers & 3.2. Get MP to sponsor cc X | X
driving schools 3.3. Draft rules mj X
4. Apply stronger fines to 4.1. Draft rules whb X | X
careless drivers 4.2. Train Police whb/mj X
5. Set up driver training 5.1. Advertise cc X
schools 5.2. Set standards cc X
6. Build capacity of existing |6.1. Get more cars mj X
driver training schools 6.2. Train more drivers mj X
7. Develop media campaign |7.1. Contract advertiser| mj/cc X
to create awareness of 7.2. Buy TV space wb

road safety

Adapted from "Objectives Oriented Participatory Project Planning (OOPPP)" by Richard Holloway,
Pact Ethiopia
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Box 4L

Monitoring

Manila Bus Problem - illustration
Checking on Project Activities and Outputs

OBJECTIVES

INDICATORS

VERIFICATION

ASSUMPTIONS

Goal

Purpose

Outputs

Activities

Adapted by Richard Holloway from Team Technologies Inc.
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Box 4M

Evaluation

Manila Bus Problem - illustration
Checking on Project Purpose and Goal
(Did we design the project properly?)

OBJECTIVES

INDICATORS

VERIFICATION

ASSUMPTIONS

Goal

Purpose

Outputs

Activities

Adapted by Richard Holloway from Team Technologies Inc.
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5. RUNNING AN ADVOCACY NGO

Individuals with views about the direction society should be headed often choose to
associate together and join civil society organisations as a means of affirming their
views. They like to join with others in a common identity and give their views some
substance through an organisation specifically created for that purpose. They recog-
nise that by adding their voice to others who hold similar values and beliefs, they will
have both a stronger voice and greater impact, often choosing to work in the field of
advocacy.

Individuals (and the NGOs to which they belong) choose to engage in advocacy be-
cause they are dissatisfied with certain aspects of the society in which they live. If
they find that their values and beliefs are not reflected in society, they will seek to
persuade others and bring about appropriate change. This is the basis of advocacy.

5.1. What is Advocacy?

Advocacy is a sustained effort, organised by NGOs (sometimes by others), in co-
operation with other like minded groups or individuals, for systematic, peaceful
change to policy or other conditions which affect peoples lives. It seeks to involve
citizens in the process of change, especially as regards their participation in policy
making processes on matters which directly affect their lives. It implies the use of in-
fluence to persuade others (Government, MPs, judges, opinion leaders) to change
their previous position to one which is consistent with the mission and the objectives
of the advocating NGO. Advocacy is not, however, just about public education. Ad-
vocacy has specific targets of laws or policies that it wants to change. Tl may be en-
gaged in both public education and advocacy, but needs to be clear about the differ-
ences between the two.

Advocacy is not against any person or institution, nor is it specifically against gov-
ernment. It is against policies which are hampering development - while supporting
those policies which benefit the people and reinforce the purpose of the NGO. Advo-
cacy is a positive force because it brings like-minded people together in a common
interest. It also promotes the co-operation of different segments of civil society to
some useful end. Advocacy builds support for change through dialogue and persua-
sion, not coercion. It uses a wide range of methods and approaches to communicate
its message, but eschews violence. Rather, it uses - and thereby strengthens - the
instruments and practice of democratic governance™.

5.2. The Principles and Policies of an Advocacy Organisation

Your NGO is likely to spend much of its time in advocacy work. There are certain
principles and practices which need to be understood

% See Box 5A: "The Risks and Benefits of Advocacy Work"
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5.2.1. Independence

The advocacy NGO must be credible as an independent organisation, and must
regulate its own affairs in such a manner as to maintain its independence and auton-
omy. It should not accept the imposition of external conditions, local or foreign, es-
pecially those which might compromise their stated mission. It should feel free to de-
velop its own positions or responses on policy issues - and, if necessary, to take on
new issues which it has not dealt with in the past.

5.2.2. Non-Partisanship

The Advocacy NGO should be non-partisan and ensure that the cause which it is
advocating is advanced without favours to any political party. This will protect it from
accusations by other stakeholders that it is pursuing a party political agenda in its
advocacy campaigns, or that it is 'anti' the government of the day. If its advocacy
work is politicised, this may severely limit its ability to persuade both politicians and
civil servants (as well as other stakeholders) of its integrity and credibility in pursuing
a particular issue>®.

5.2.3. Peace Obligation

An Advocacy NGO should attempt to find peaceful solutions to contentious issues. It
should anticipate and head off any violence which may result from advocacy work. It
is therefore essential to monitor the effect its campaign is having on the community.
It needs to be aware if, for instance, expectations are raised and results are slow -
for people can then become frustrated and even angry. An advocacy NGO should
use its influence to limit such tensions, but at the same time press for a resolution of
the issue at hand. It should try to find creative and constructive uses for the energies
it encourages so that people do not turn to violence.

5.2.4. Governance

An Advocacy NGO must have democratic, transparent, and accountable internal
governance. It should have an independent governing body making policy which is
separate from the staff which run the day to day operations (see Section 1). Both the
Board and the Management must be involved in key strategic decisions regarding
the NGO's advocacy activities in order to fully assess their potential implications for
the organisation. This should not be left to just one or the other.

5.2.5. Resources

An Advocacy NGO must try to understand its own capacity to undertake advocacy
activities at any given time. It should be realistic about the resources that are re-
quired. It must ensure that the specific resources which are needed are currently
available - or know where/how/from whom to obtain them, such resources to include:
finance, expertise, skills, materials, transport etc. The NGO should plan carefully and
budget for their advocacy in advance. Otherwise it may find itself unable to continue

% See Handout 5B: "Credibility Questionnaire”
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its campaign at a crucial stage for lack of resources. It should also make provision
for unexpected expenses.

5.2.6. Realistic and Winnable Issues

An advocacy NGO should assess each potential advocacy issue in terms of its own
capacity to bring about the desired change and its ability to mobilise the support of
others. The NGO requires a broad understanding of the socio-economic and political
context in which NGOs operate. It also needs to be aware of the challenges that ex-
ternal factors pose to the potential success of an advocacy strategy. An NGO needs
to determine what observable short term objectives it might be able to achieve with a
limited investment of time and resources. It has to consider whether such short-term
gains will build the momentum of the campaign and attract broader support for the
future. Winning short-term achievable gains will also give it an opportunity to assess
the situation before allocating further resources for the longer term. It will also pre-
vent failures due to some of the common problems of NGOs - selection of "lost
causes"”, too long a menu of objectives, bad timing, lack of resources, or changing
external conditions.

5.2.7. Making Plans of Action

An Advocacy NGO must clarify the actions that need to be taken towards achieving
the campaign objectives, and how each action should help to do this (see use of the
Logframe 4.5.5.).

Your advocacy NGO should construct plans which reflect the need to ensure that the
first activities show initial success and thereby build momentum in a campaign. The
schedule of activities should of your NGO. It should be selective in the timing of ac-
tivities and use scheduled events (relevant holidays, rallies, budget speeches, par-
liamentary hearings, etc.) to attract additional attention reflect a realistic assessment
of the time required to prepare and under-take each activity (see Workplanning 4.7.)
and the capacity

5.2.8. Identifying Messages

An Advocacy NGO should make sure that the messages on which a campaign will
be based are correct, clear, concise, concrete, complete and communicable, and
should be directly relevant to the target audience(s). The message may need to sim-
plify the problem so that it can be understood among the general public. It may also,
for instance, need to be expressed differently for different audiences. The message
should reflect the complexity of the problem and be designed to convince specifically
the policy and decision makers. Most importantly the messages should lay out a
specific desired outcome or result.

5.2.9. Identified Potential Support Groups
An advocacy NGO should identify potentially supportive organisations which might

share broad interests and values with it - or might have a specific interest in the par-
ticular issue being addressed. The NGO's strategy should assess how such groups
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may be able to contribute to the campaign (e.g. through mobilisation of their con-
stituency and provision of volunteer support, through provision of funds, materials,
transport, through research or information, access to media, access to decision
makers and so on).

At the same time the NGO should identify potential opposition groups that may feel
their interests will be harmed and they will be the losers, if the campaign succeeds.
The NGO's strategy should also assess how these groups will likely articulate their
opposition e.g. what arguments they will make, what evidence they may claim to
have, what tactics they will use, and who they are likely to target to gain support.
This anticipation of opposition activity will allow the NGO to prepare its responses in
advance and thus argue more effectively against the opposition.

5.3. Using the Media

The media which is to be used in an advocacy campaign should match the message
and the target groups. The media can play the role of an educator through informa-
tion dissemination, or the role of an opinion maker through persuasion. Before
choosing the most appropriate media, there are a number of criteria to apply, viz:

Avalilability (to whom is the media available?)

Effectiveness (does this media have any impact on its audience?)
Accessibility (Can we get our material into this media?)

Outreach (How far does this media extend?)

Once an NGO has considered the potential effectiveness of a particular medium for
use with different target groups, it should take into account literacy levels, language,
social status, age groups, culture and religion. This is generally the field of the adver-
tising profession and the NGO can help itself considerably if it can recruit into its
ranks as a volunteer someone with experience in this field. Several media can be
used in a single campaign and each type of media should be used where it has the
greatest impact. Your NGO should be creative and strategic in the ways they use the
media for advocacy purposes.

Advocacy NGOs should sensitise the media to the specific advocacy issue they are
concentrating upon, and, if possible, involve the media in their campaign. For exam-
ple, they can lobby the media to contribute to the campaign through offers of free
spacel/time, or expertise to help with campaign publicity. Alliances can be created
with media organisations or individuals, especially those who are affected by the is-
sue or who can articulate the problem well.

This is not likely to be a problem since the media usually enjoys the kinds of issues
or causes that NGOs espouse (e.g. corruption, environmental pollution, human rights
abuses etc). Problems may occur, however, if you are criticising government and try-
ing to use Government controlled media (Newspapers, TV, Radio) to do so.

Some of the specific types of media that can be considered are:
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e Audio-visual materials - posters, leaflets, badges, audio cassettes, video cas-
settes

Newspapers

TV or Radio - news coverage, debates, documentaries

Community radio programmes

Drama and music

Paid advertisements

Good relations with the media are most important for your advocacy NGO and your
Board and staff need systematically to meet and educate the media about the par-
ticular cause you are interested in. The media are, however, a two edged sword and
should be handled with circumspection.

a. Some media organisations have their own agenda and can distort issues or
stories to serve their own interests - or can simply be incompetent in putting
over the story you want them to. Advocacy NGOs should retain as much con-
trol as possible over the message and related content of media coverage of
the advocacy issue.

b. In some countries the media will be looking to your NGO as a source of "ex-
posure” stories: Such "exposure stories are two edged weapons - they may
be very powerful in exposing a shameful and abhorrent practice - but they
may also bring a load of vicious attacks on the NGO from those exposed. The
NGO has got to consider whether it is ready and able to defend itself. It may
consider that the place for such exposure stories is the press, and that its role
is to feed the information to the press. NGOs should certainly support the
work of investigative journalists, but consider whether it is in their best inter-
ests to take on that role themselves.

It is best to try and control, where possible, the information that the media uses. Try
to carry on the campaigning work through the provision of press releases, manifes-
tos, texts, newspaper articles and so on that your NGO has written. Your NGO can
suggest angles for media coverage and/or provide information, data, cases etc. It
can ask to see articles or programs before they are made public, but the media will
not always agree to this. Wherever possible your NGO should produce it's own pub-
licity materials.

5.4.10. The 10 Elements for an Advocacy Strategy

Before an NGO starts an Advocacy Strategy it is very important to think systemati-
cally about what needs to be done, and in what order®’.

NGOs need a range of skills if they are to work in Advocacy, which they may not al-
ways possess at the start of the process. They are not the sort of skills that can be
obtained from manuals or training courses, either. They probably have to be learnt
by apprenticeship to other advocacy organisations®.

%" See Box 5C: "The Ten Elements for an Advocacy Strategy"
% See Box 5D: "Six Organisational Factors"
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Advocacy NGOs are not likely to be short of issues about which they wish to advo-

cate. However it is very important, particularly for a young organisation, to choose

winnable issues, as we have said before. Care should be taken in choosing the is-
39

sue

5.5. Collaboration with other NGOs and CSOs

There are three general ways in which NGOs and other CSOs group together:

e An Alliance - this is a union or agreement to co-operate, without necessarily obli-
gating any resources or having any formal rules

e A Coalition - this is a temporary alliance for combined action, in which each of the
coalition members obligates some resources (financial, human, in-kind) without a
formal structure.

e A Network - this is a group of individuals or organisations who share information,
contacts, and experiences for specific purposes. They may have established a
set of rules and protocols to assist them.

Building alliances, coalitions, and networks amongst NGOs and CSOs around an
advocacy issue is a complex and fluid process. Such groupings offer a number of
advantages to an advocacy campaign

e They provide strength in unity and numbers, and therefore facilitate greater im-
pact

e Broad based campaigns which are national in character gain greater legitimacy
with the public and decision makers

e They enrich advocacy campaigns through the pooling of resources and the avail-
ability of a broader range of services and skills

e They provide sharing of information and experience

e They offer additional capacity for nationwide monitoring

e They help to build support within and across sectors.

The requirements for creating and maintaining successful alliances, coalitions and
networks will vary depending on the context, purpose and the stakeholders involved,
but some effective guidelines for most situations are:

e Members of alliances, coalitions or networks should agree a plan of action based
on shared values and objectives, and a time frame. Members should not, how-
ever, compromise their long term goals through short-term alliances - their work
in any of the three groupings should be compatible with their own organisational
mission and goals. Members should be warned, however, that they are collabo-
rating for a specific advocacy action - they do not need to agree with all the ac-
tions of the other members of the grouping.

%9 See Box 5E: "Checklist for Choosing an Issue"
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e The capacities and constraints of each member should be determined and tasks
assigned accordingly making realistic time and resource commitments. Members
should be held accountable to these commitments.

e Some kind of secretariat, formal or informal, should be created to manage, co-
ordinate, and control joint efforts, on the basis of clear operating guidelines.

e These groupings should be democratically run, inclusive and transparent. Provi-
sion should be made for regular consultation and information dissemination
amongst members.

e A distinction should be made between core groups that make decisions and pe-
ripheral support groups that help with specific activities.

e Mechanisms should be agreed for intergroup bargaining and conflict resolution.

Many things can go wrong as NGO/CSO groupings undertake their joint activities -
especially if key issues are not dealt with initially. Some of the often reported prob-
lems to watch out for are:

Uneven commitment by members

Power struggles over ownership or inequality of power

Lack of co-ordination

Difficulties in reaching consensus and/or the need for too many compromises in
order to keep all members happy

Territorialism and competition amongst members

Domination by experienced NGOs

Hijacking of the grouping in pursuit of individual or organisational objectives
Conflicts of interest

Unnecessary bureaucracy in decision making

A few members burdened with too much work, especially where members have
different capacity levels

Inadequate sharing and mutual building of capacity

e Expense of maintaining long term groupings

e Derailment of individual CSO objectives

Alliances, coalitions and networks may be short or long term, specific or general.
They may provide for very positive results, or they may only divert energies and re-
sources from the real issues at hand. Your advocacy NGO potentially has a lot to
learn from other advocacy organisations (particularly if it is newly formed). It might
well be useful to attach a staff person to another advocacy organisation (particularly
one that has been longer established) to learn the "tricks of the trade", or to ask for
one of their staff people to be seconded to your NGO.

5.6. Linking yourselves to International Advocacy Organisations

There are likely to be international organisations which are fighting internationally for
some of the same issues that you are fighting for nationally. Examples might be
Transparency International on issues of corruption, Greenpeace on issues of the en-
vironment, Amnesty on issues of human rights, Consumer International on issues of
consumer interests - and many more. Such organisations may have a lot of informa-
tion that could be useful to you, and many people sympathetic to your situation. It
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may be that there is some way for you to affiliate yourself to such organisations - it
may even be that you can join such an organisation as a local chapter. This may or
may not be to your advantage, depending on local circumstances, and the ways in
which these organisations are regarded in your country.

Increasingly valuable information for advocacy organisations is handled through
computer communication, particularly e-mail and the Internet. Advocacy NGOs are
well advised to try and acquire the hardware, the software, and the familiarity with
the techniques so that they can access the information that will be useful for them.
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Box 5A

Risks and Benefits of
Advocacy Work

Risks

NGO becomes the target of attacks by opposing forces

NGO needs more resources than expected

Negative perceptions develop about the NGO's political affilia-
tion or other biases

Alienation of some target groups

In case of a failed strategy, NGO becomes demoralised

Benefits

Popularity or public recognition of the NGO

Positive impact on policy - achievement of desired policy change
NGO's ideas put on the policy agenda

NGOs belong to a larger group, coalition or network

Improved policy environment for NGOs' work

Has positive influence with donors or government

Adapted from CORE, South Africa Training Materials
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Handout 5B

Credibility & Legitimacy Checklist

Rating

Size of Membership
Status of Membership (e.g. professional status)
Provider of Quality Services
Links with client group or community
Size/status of client group
Mechanisms of internal accountability
Links with funding agencies
Links with supporter or affiliated bodies
Status of Board members or patrons
Perception of staff integrity and competence
Perception of leaders' integrity and competence
Links/contacts with government
Executive
Legislature/Parliament
Agencies/Ministries
Judiciary
Police/Military
Local government officials
Contacts with political parties
Quiality of information: research, publications, briefings
Recognised theoretical or practical experience in a given field
Age of organisation
Size of organisation
Wealthy of organisation
Efficiency of organisation
Financial transparency of organisation
Legally incorporated organisation
Perceived independence of organisation
Level of positive media exposure
Level of public recognition of organisation

Rate your organisation from one (low or poor) to three (high or excellent)

From the "Advocacy Sourcebook" of IDR, Boston
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Box 5C

10 Elements for an
Advocacy Strategy

1. State the problem
2. Develop a set of goals and objectives
3. Identify the target audience(s) to engage

4, Identify other groups who are affected or could be affected
through your advocacy campaign

5. Formulate the advocacy message and identify the media
needed to get the message out to the target audience

6. Prepare a plan of action and schedule of activities

7. Identify resource requirements: human, organisational, and
financial

8. Enlist support from other key players, other NGOs, the Public,
the government

9. Identify monitoring and evaluation criteria and indicators

10. Assess success or failure and determine next steps

From: "Advocacy in Southern Africa - Lessons for the future" by Camay and Gordon. CORE, Johan-
nesburg. 1998

85



Handout 5D

Six Organisational Factors

Untainted Leadership

This does not mean someone with no allegiances of affiliations, but a leadership
which - while perhaps radical - cannot be legitimately accused of personal promo-
tion, egotism, and pursuit of self-interest on the backs of those in whose name policy
change is advocated

Development Legitimacy
This derives from the quality of the work being done, with practical alternatives to ex-
isting policies being one of the most powerful features for leverage

Analytical Ability

To be heard by policy makers, CSO staff have to be able to use compelling argu-
ments, which usually calls for a high level of abstraction and analytic powers often
spanning more than one discipline: because professionals feel a natural affinity to-
wards those with the same training, they are more likely to listen to and respect
CSOs who provide a professional match

Relational Capital

This is drawn up from collaborative experience generating the trust which can be
drawn on when mobilising pressure on many fronts. Creating this capital requires
previous investment in networks, coalitions, and exchange of assistance. While op-
portunistic links are obviously useful, they cannot be relied on in the same way.

Professional Competence as Advocates

Policy influencing is also a specialism where professional competence is vital. This
includes: intellectual integrity, good interpersonal verbal and written skills, links to a
variety of organisations including the media, and ability to conceptualise complex
processes, a sound grasp of technical details and evidence, good judgement of tim-
ings for actions, and a clear analytic framework. Also critical is respect for those at
the periphery who are not in the public eye, but on the edge where the struggle to
meet the organisation's mission is less glamorous, conditions are harsher, and per-
sonal harassment a real concern.

Documentation Ability

Often CSOs need to prove what leaders and officials have said or committed them-
selves to, which calls for the ability to document information and retrieve it accurately

From "Striking a Balance - a guide to enhancing the effectiveness of non-governmental organisations
in international development" by Alan Fowler. Earthscan London. 1997
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Box 5E

Checklist for Choosing an Issue

Will the Issue:

1. Be widely felt? By many people?

2. Be deeply felt? Are people angry, frustrated etc.?

3. Result in real improvement in peoples lives?

4, Provide opportunities for people to learn about and be involved in poli-
tics?

5. Give people a sense of their own power?

6. Challenge the relations of power?

7. Be Winnable?

8. Raise awareness about politics and power?

9. Help build alliances with other groups and CSOs?

10. Have aclear time frame that advantages you?

11. Link local concerns with broader issues?

12.  Build grassroots leadership?

13. Strengthen CSOs' links/accountability to the grassroots?
14. Be consistent with your values and vision?

15. Provide an opportunity to promote peoples rights and challenge stereo-
types (e.g. of women)?

From : "Advocacy in Southern Africa - Lessons for the future" by Camay and Gordon. CORE, Johan-
nesburg. 1998
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6. FUNDING AN ADVOCACY NGO'S
ACTIVITIES

Most advocacy NGOs will immediately think of seeking foreign funding for their ac-
tivities, and they have a good chance of getting such funding since the issues with
which they are concerned are attracting a lot of international interest at the present
(1999) under the overall donor interest in good governance. This Handbook will sug-
gest ways of seeking foreign funding, but it will also point out the limitations of for-
eign funding, and the need for NGOs to consider alternatives to it - particularly do-
mestic funding. It is important to appreciate the range of funds available North and
South - from the gift economy, government, and the market.

6.1. Foreign Funding

Foreign funding is, in theory, available to your advocacy NGO from any or all of in-
ternational NGOs, international foundations, bilateral aid agencies, and multilateral
development agencies. Some of these agencies are likely to have offices in your
own country - and this is obviously the place to start. Others do not have a local
presence, and need to be contacted through their head offices. You should discuss
funding sources with other advocacy NGOs in your own country and follow up on
their suggestions.

There is need for some realism, if not scepticism, in dealing with foreign donors. The
best situation is where your organisation and the foreign donor organisation are
united in a common desire to fight abuses in the field you have identified for your
work, and decide to work together. Be aware, however, that foreign donors' actions
do not always stem from simple altruism. They may be prepared to help your or-
ganisation for a number of other reasons. You need to be aware of these since they
may affect your relationship with them.

e A political decision in the donors' own country (and this decision may subse-
guently be reversed)

A desire by the local representative to impress his head office

A desire by the local representative to expand his/her portfolio

A political signal to the government of your country

A desire to use up "left over" funding from some other project

An attempt by the organisation to involve themselves in some development "fad"
or fashion

Try and assess the motivation of the donor you are dealing with. If you are satisfied
with it, and you are clear that you want to raise foreign funding, then you need to
make the approach. An advocacy NGO's ability to raise foreign funding depends on
factors both internal and external to the organisation. To start with the first:

2 See Box 6A: "The Big Picture of Funding"
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6.1.1. Factors internal to the organisation
(i.e. questions that the prospective foreign donor will be asking about your
NGO)

Is the organisation independent and non-partisan?

Is the organisation effective? What is its track record?

Is the organisation credible?

Is the organisation well-managed?

Does the organisation have a clear idea of where it is going?

Is the proposal clear and well-written?

Does the proposal provide all the information that the prospective donor needs to
know?

e Does the proposal reflect a planning process?

6.1.2. Factors external to the organisation
(i.e. questions that your NGO will be asking about the prospective donor)

Is the donor interested in the subject of advocacy?

Does the donor have funds available in your country?

Does the donor provide funds in the amounts that you are asking?

Does the donor provide funds for the time periods you are asking for?

Are you prepared for the rules and regulations of this particular donor?

Does the donor have a good track record of keeping its word, delivering on time
etc.?

e Are you prepared to take money from this particular donor?

As we have mentioned earlier, donors think in terms of projects - time limited specific
activities with fixed budgets. You will almost certainly have to request support for the
work that you want to do in terms of a project, even if what you really want is long
term budgetary support for your organisations program - particularly when you are
starting. It is very likely that a foreign donor will want to start small with a short time
scale project. This, if carried out successfully, will get you established, and you can
build on the success of this to request larger funds and more general programmatic
funds.

Occasionally you may find a donor who will be prepared to talk to you about long
term sustainability for your organisation - such as an endowment or the gift of a
building which could be used both for your office, and also be rented out for organ-
isational income. Be prepared to raise such issues, emphasising the need for sus-
tainability of your NGO, but such donors are indeed rare.

Be aware of the following factors that limit the attractiveness of foreign funding:
e International aid is fickle: it changes with political considerations in the donors

home country, and development "fashions". You may find that support is with-
drawn, or not renewed for factors unconnected with the success of your work.
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e International aid comes as projects - this may not fit what you need, and you may
find yourself having to twist and shape what you really want to do so that it fits
donor options.

e International aid does not build up support for your NGO within your own country.
It can make you vulnerable to accusations of being a stooge of a foreign govern-
ment or organisation.

e International aid generally does not help you to become more self-reliant. It usu-
ally makes you dependent for your activities on resources which you cannot con-
trol. Most people would say that this is developmentally unsound. It is possible to
get funding to build up self-reliance, and you should ask for this where possible -
see later - but it is difficult.

6.2. Foreign Non-Funding Support

Although it is foreign money which is normally the most attractive aspect of foreign
development organisations, your NGO should also consider some of their important
non-monetary aspects. These can be:

e Technical help with the subject of corruption - either through information, books,
technical data, or people

e Solidarity - the readiness of foreign organisations to stand with you and back you
- through defending your work, affirming your commitment, publicising your
achievements, helping you when you are attacked.

e Links to other sources of help or information overseas

e Collaboration in pursuing information from their own country which has repercus-
sions in your country.

6.3. Foreign Companies

Increasingly foreign businesses are open to proposals to help NGOs in the South. In
most cases this follows their expansion in setting up manufacturing plants in the
South, and their desire to be recognised as a good corporate citizens just as they
hope to be back in their own country. In some cases local branches or affiliates are
given the authority to use their promotions or advertising budget to help NGOs, in
other cases, proposals have to be made to the headquarters of the company or the
foundation that the company has set up.

6.4. Alternative Resource Mobilisation

When we look away from international funding to domestic sources of support we
must be clear that we are looking at all kinds of resources - not just money. For this
reason it is important to think of "resource mobilisation" not just "fund raising". Part of
these resources are volunteers, part are donations in kind, part are local goods and
services - like land or free vehicle maintenance, part can well be simply useful ad-
vice. Learning how to ask for and get various kinds of free goods and services locally
is potentially much more important when you are looking for local resources.
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Whether you are asking for money or other resources, you will find that the psycho-
logical dynamics change considerably when you are seeking resources in your own
country. You will be trying to persuade your own countrymen and women, either per-
sonally, or organisationally, to support your work - and this becomes a personal mat-
ter. This is quite a different situation from seeking funds from foreign donor organi-
sations whose job it is to give out funds to NGOs in the South. Part of the psycho-
logical dynamics is that you will be, in effect, and in part, asking local people or or-
ganisations to pay for the costs of your salaries, or your NGO's staff salaries - and
some people see this as begging. Many people do not like to be seen as a beggar.

To be a successful fund-raiser in your own country it is very important to overcome
this prejudice - you are not begging for money for yourself - you are offering people
the opportunity to become involved in a cause that you believe in, and which you
hope they will also believe in. If you strongly believe in ridding your country of cor-
ruption, or preserving the environment, or making sure that human rights are re-
spected, then you will be interested to provide your countrymen or women, in what-
ever way you come across them, with the opportunity to become involved in this
same noble cause. You are actually allowing them to do something concrete about
a topic which may have excited them for many years, but about which they felt pow-
erless.

Let us look at the variety of different ways that you may mobilise resources locally.
To some extent this depends on your country's laws and regulations as well as its
culture and the existing patterns of philanthropy: Different countries have different
attitudes and habits about giving for public causes. It may be that in some countries
part of your work will be to educate people about how they can support worthwhile
causes (like fighting corruption, preserving the environment, or maintaining human
rights) through a local NGO.

It is unfortunately true that, apart from traditional contributions to religion and chari-
table good works, many people in the South do not see the need to raise money lo-
cally for development projects. Easy access to foreign aid has meant that many peo-
ple feel that this is the job of foreign aid.

6.4.1. Asking the Public for Money (or other Resources)

At its simplest this would involve soliciting for help to the general public through
street collections or house to house collections, but could also involve appeals for
help to specific groupings of the public - via clubs, associations, or other membership
groups. A specific version of this could be collecting from places of employment
through agreed pay roll donations. Some fund-raising can also be done by events
(sponsored walks, auctions etc). Do not forget the very basic way of raising money
by selling membership in your organisation*.

Another way of fund-raising is by providing some special service for which a price is
paid, knowing that the funds will go to your organisation. Such special events could
be sponsored entertainment (concerts, parties, walks, sports). Yet another way of

*1 See Handout 6D: "The Benefits of a Membership Scheme"
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requesting help from the general public is targeted advertising in which your organi-
sation simply requests support for the work that it is doing via the media, or invites
people to join your organisation and by doing so, pay a membership fee. The aims of
a membership scheme are, however, not necessarily just to raise money. They may
also be targeted at people who are interested in doing something to help your NGO
more generally.

Many of these approaches require the help of considerable numbers of volunteers
who are needed to organise them. They also require considerable expertise as it is
easy to lose money in the process of trying to raise money, particularly when organ-
ising events.

The other aspect of public fund-raising is that in the process of fund-raising, you will
be announcing the existence of your organisation, and sympathisers may well bring
you information valuable for your work.

6.4.2. Asking the Business Sector for Money (or other Resources)

It is possible that the cause your NGO espouses would appeal to the business sec-
tion in your country, and they may be interested either in making a donation to your
NGO, or in sponsoring some event which will bring you income (as well as highlight-
ing their own corporate identity). It may be that businesses would feel that their pub-
lic identification with your NGO would be politically unwise, but they are still willing to
help surreptitiously - perhaps with such useful items as furniture, second hand com-
puters, or use of a building*?. Perhaps the most useful kinds of support that a busi-
ness can give you is in information pertinent to your cause, and help with the running
of your organisation. A gift of the time of specialised people (e.g. lawyers, advertis-
ers, artists, accountants) could be very valuable for your NGO.

The NGO, of course, has to weigh up the possible benefits of help from the business
sector with the disadvantages that may come from too close an association with a
particular firm. The firm may be using the NGO to "clean" its name, but your NGO
may find its public identification with the business unhelpful.

6.4.3. Asking Government for Money (or other resources)

Since much of your NGO's campaigning is likely to be against the government or de-
partments of the government, this may seem an unlikely source for help. Govern-
ments are, however, not monolithic and it is possible that some parts of government
would support your work - they can help with second hand goods, property, even
land - as well as inside information about the subject with which you are concerned
as they see it.

Just as with businesses, your NGO may think that any association with them is likely
to be harmful to its own image. This will very much depend on the local circum-
stances in each country.

*2 See Handout 6E: "Why Companies Give"
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6.4.4. Generating your own Income

Too often thoughts about fund-raising overshadow thoughts about fund-generating.
Many NGOs feel that ownership of a sustainable source of income in the form of a
profit making enterprise is one of the best ways to assure themselves of an income
that is not compromised, that gives them a platform to publicise their movement, and
that can ensure sustainability. The difficulty comes in identifying an enterprise which
is likely to make a profit and whose profits can be passed over to the work of the
NGO. It is very easy to get involved in an intended money making enterprise which
not only does not make money, but which also sucks people, time and money away
from the real work of your NGO.

However income can be generated from enterprises either through those connected
to the work of your NGO (books or reports for sale, commissioned research) or
through enterprises unconnected (sale of T-shirts, key rings, providing Internet ser-
vices, renting property etc). If you are fortunate to have members which have definite
business acumen, and if your NGO has the capital to invest, your NGO can go into
any business which will make money, will not detract from the main work of the or-
ganisation, and does not harm your image. It is important to remember, however,
that running an enterprise to make money for your organisation can finally harm the
organisation by taking so much time on the business that the organisation's original
mission suffers.

One form of business that is very attractive to NGOs is the investment business. If
an NGO were successful in persuading a benefactor to give it a trust fund, or prop-
erty, or stocks and shares, then the NGO can receive income in perpetuity from the
investment of those funds, or the renting of those properties (providing they are well
managed) without further fund-raising efforts. In Islamic countries, NGOs might seek
to persuade Muslim donors to provide a wagf endowment.

6.5. Problems and Issues in Alternative Resource Mobilisation

1. Deciding to try and raise funds locally is a big decision for a local organisation
- particularly one that has previously been accustomed to raising funds from
foreign donors. The biggest issue for such organisations is deciding that they
will actually take on this way of resource mobilisation, and they will commit
themselves to making it work. It will require a strategic re-orientation of their
organisation to include people responsible for membership, and fund-raising
etc., and it will change the way you do business.

2. Another problem for many organisations is worrying that the fund raising and
resource mobilisation side of their work will divert the organisation from its
main role of advocacy on the issues that it has identified. It is quite possible
that the organisation will put too much effort in running sponsored events, or
selling T shirts, to the detriment of their main mission

3. A third problem is keeping on the right side of the law. In many countries the

idea of a non-profit organisation earning income for itself has no legal prece-
dent, and such an organisation may find itself paying tax like a for-profit busi-
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ness - to such an extent that trying to earn income no longer makes economic
sense.

4, A fourth consideration is the worries that non-profit organisations have in as-
sociating with for-profit businesses. All too frequently they feel that the image
which is portrayed by such an association will reflect negatively on their or-
ganisation. They are not happy to have be associated with a profit making en-
terprise.

5. Lastly are internal organisational problems: as your organisation grows it may
need to hire staff dedicated to the fund-raising and income generation side of
things. Will they be paid the same as the people working on the anti-
corruption side of things? Will they be under the same system of supervision?
Such issues can divide an organisation and cause all sorts of tensions which
divert the organisation from its main mission.

6.6. Tax Exemption

It is, of course, very helpful if your NGO can obtain from the Government of its coun-
try some form of tax-exempt status, which will allow it not to pay import duties, in-
come tax, VAT or any other taxes that are current in the country concerned. Such
exemption would mean that any money raised or generated would not be reduced
through the payment of tax.

The principle involved here is that your NGO is doing something useful for the gov-
ernment, something that the government would otherwise have to do itself (and use
its own resources on). Therefore it is logical and sensible for the Government to free
the NGO from paying the taxes that would supply the government with the income to
do this work itself.

However logical is the case that the NGO can make, this issue is not one that will be
decided on the basis of your NGO alone. Many NGOs can make the same argu-
ment, and the government policy on tax exemption for non-profit organisations with a
social purpose is often complicated and has a long history. Your NGO will probably
be best served by joining its efforts to the arguments being made by other NGOs.

6.7. Making a Proposal

Whether you are seeking funds internationally or locally, a common feature will be a
good proposal. A proposal is very simply a good argument which will persuade
someone or some organisation to help your organisation. It needs to cover all the
kinds of questions that a donor is likely to ask, and it needs to be clear, well-
presented, and logical. Do not forget that the donor may be a foreign agency, a local
business, your government, a local club, or Mr and Mrs down the street™.

The main elements in a proposal are:

*® See Box 6F: "Checklist of things to include in your Proposal”
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Description : who you are: the problem your organisation was established to
solve: what you have established to date

Objectives: what you hope to accomplish, and what results you hope to
achieve

Methods: How you intend to achieve the stated objectives - and why you have
chosen these methods

Monitoring and Evaluation: how you intend to evaluate the effectiveness of
your work - both in terms of process and impact

Money: what do you need and for what period?

Funding strategy: how you intend to raise the funds required, and how you in-
tend to continue after the present funding period is over

Budget: the amounts of money you need broken down into Capital and Recur-
rent expenditure over the period requested. Make sure you include Budget
Notes which explain why you need certain goods, or how the prices are identi-
fied. Also make sure you include an allowance for inflation on multi-year pro-
jects, and an overhead rate or administrative fee.

A summary of all the above on one page.
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Box 6A

The Big Picture of Funding

GIFT ECONOMY

Personal Giving

Indirect Direct
1
OFFICIAL AID THE MARKET
. Corporate
Bilateral Support
> Northern 3
NGOs
. NGO Enterprise
Multilateral and Investment
DIRECT
FUNDING

Corporate
Support

Southern
and Eastern
NGOs

NGO Enterprise
and Investment

Tax Revenue

THE MARKET

SOUTHERN
and EASTERN
GOVERNMENTS

Personal Giving

GIFT ECONOMY

From Striking a Balance by Alan Fowler
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Box 6B

The Usual Picture of NGO Funding

Financial
Resources
Income from External Aid
Large Project
Medium Project
Micro-
Project
Self-generated Income

Time

Low level of self-generated income
High level of external aid

Increasing dependence on external aid
All work project based

No organisational sustainability

Adapted by Richard Holloway from "Towards Financial Autonomy" by Campbell and Fernand, IRED,
Geneva. 1988.
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Handout 6C

Fundraising is Selling

Fundraising is a two-stage process. The first stage is showing peo-
ple that there is an important need which you can do something
useful about. If they agree that :

e the need is important,
e that something should be done:

and if they agree that your organisation is doing something signifi-
cant to make a difference; and if you can show them how some ex-
tra support could be used to do even better - then the second
stage, asking for money, becomes easy.

Fund-raising is more about selling the idea that the donor can make
a difference, than about asking for money. Once people have been
sold the idea, then they will want to give.

Fund-raising is also more about "selling" than "telling". It is about
persuading people to give, and showing reasons why the work is

important. Your success depends on your ability to get people to
do something to help.

People prefer to give to causes and organisations that they have
heard of. This means that the organisation's credibility and good
public relations are extremely important.

Press coverage of your work, trumpeting your successes in the
newsletters you send to supporters, getting endorsements about
the quality of your work from experts and prominent figures can all
encourage people to realise the importance of what you are doing
and to have the confidence that you are doing a worthwhile and
successful job - which makes it much easier for them to support
you.

From: The World Wide Fundraisers Handbook - a Guide to fund-raising for Southern NGOs and Vol-
untary Organisations - by Michael Norton. International Fund-Raising Group. London 1996
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Handout 6D

The Benefits of a
Membership Scheme

There are 3 main benefits which you can derive
from having a membership scheme:

1.Commitment: a membership scheme offers a
convenient peg upon which to obtain committed
long-term support for your organisation

2.Involvement: Membership opens up and pro-
vides a mechanism for democratic control
through the right to vote at annual meetings (if
this is included in the constitution of the or-
ganisation), thereby giving the members some
influence over the direction of the organisation.

3.Money: The annual membership fee (and per-
haps the joining fee) provides an income, and
the membership list is an ideal hunting ground
for further donations. Members have demon-
strated their interest in the organisation, so be-
come likely prospects for obtaining further fi-
nancial support

from: The World Wide Fundraisers Handbook - a Guide to fund-raising for Southern NGOs and Volun-
tary Organisations - by Michael Norton. International Fund-Raising Group. London 1996
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Handout 6E

Why Companies Give

There is no particular obligation for companies to give their money to
support the work of NGOs. But they do give. The main reason for
their giving is often said to be enlightened self-interest, rather than
pure altruism. And the following are some of the reasons for giving:

e To create goodwill: to be seen as good citizens in the local community where
they operate and as a caring company by society at large. But also to create
goodwill amongst employees, who will get a good impression from the good
works that the company supports

e To be associated with certain causes: Mining and extraction companies often
like to support environmental projects, pharmaceutical companies health projects,
banks economic projects, and so on. This may be to enhance their image, but it
could also be to find out more about matters that interest them from another per-
spective.

e Because they are asked and it is expected of them. They also don't want to be
seen to be mean. If a major bank supports an important cultural project, then
other banks might want to give their support, and to be seen to be generous in
how much they give.

e Because the Chairman or other senior managers are interested in that cause
(and perhaps support it personally). There is also the senior managers' wives
who can play and important part through their interests and influence

e Tax: Giving to NGOs can sometimes ensure tax advantages. This will be an

added benefit to the company (if this is the case), but seldom the determining fac-
tor.

From: The World Wide Fundraisers Handbook - a Guide to fund-raising for Southern NGOs and Vol-
untary Organisations - by Michael Norton. International Fund-Raising Group. London 1996
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Handout 6F

10.

11.

12.

Checklist of things
to include in your proposal

Do you really believe in what you are doing and the value of the pro-
ject?

Have you got a strategy?
Have you planned ahead?

Have you selected a good project which will appeal to that particular
donor (if you have a choice of things to fundraise for)

Have you tailored your proposal to address the particular interests and
priorities of the recipient?

Have you done enough to establish your credibility?

Have you any personal contact? And have you plans for using this to
progress your application?

Have you prepared a realistic budget?
Have you been specific (and asked for what you need?)

Have you a target for the amount you need to raise to get the project
started?

Is your proposal concise, factual, and to the point?
Have you assumed people know what you are talking about? Check for

jargon, initials and acronyms, and other things that people may not un-
derstand

from: The World Wide Fundraisers Handbook - a Guide to fund-raising for Southern NGOs and Volun-
tary Organisations - by Michael Norton. International Fund-Raising Group. London 1996
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/. FINANCIAL POLICIES AND
FINANCIAL ACCOUNTABILITY

The field of financial policies and accounts is one which often causes a large
amount of heartache for those in charge of NGOs. If the NGO is large and well-
funded, then it can afford to pay for a professional accountant and book-keeper,
but in the earlier days, the Executive Director takes a lot of the direct responsibil-
ity for the financial aspects of the organisation. If the Executive Director is
someone experienced and proficient in accounting matters, then difficulties are
few. All too frequently, however, the Executive Director is chosen because of his
or her skills in advocacy and he or she may be lacking skills in financial man-
agement. To outsiders, financial management often seems a frightening field
with many possible pitfalls.

If the Executive Director has very little experience with financial management, it
is sensible for him or her to undertake some form of orientation or training so that
he/she feels comfortable with the concepts and practices of financial controls and
financial management: it is also a good idea to make sure that one of the Board
members has financial experience, and can advise the Executive Director. A
third possibility is to contract out the book-keeping of the NGO to an accounting
firm from the very start, in which case an accounting company keeps the books
of account of the NGO from the very start. There will, of course, be a cost to
such service, but it may make more sense than hiring your own accountant.

7.1. The Importance of Clear Financial Policies and Good
Accounts for an NGO

Everyone realises that accounts have to be kept, but it is sensible to review the
reasons for this.

7.1.1. Fiduciary Responsibility

Your NGO has put itself forward as an organisation which is ready and eager to
do valuable and important things in the field that you have chosen. It has told the
people and government of its country that it is prepared to request funding from
citizens, governments, businesses, foundations so that it can carry out this valu-
able and important work, and it is prepared for the responsibility that comes with
taking other people's money to carry out such work. Your NGO is prepared to
take on the fiduciary responsibility of being entrusted with funds by other people
in order to spend them wisely and sensibly on the causes that both the donors
and you believe in - and it is prepared to be held accountable by those donors for
having done so. In a few rare cases will the NGO spend its own money - in most
cases it is spending other people's money, and it has implicitly agreed to be a re-
sponsible user of that money.
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7.1.2. Accountability and Transparency

Your NGO, being aware of its fiduciary responsibility, is prepared to be able to
tell its donors at any time how it has spent and is spending their money. This
means setting up systems which allow a third party to examine the accounts and
be satisfied that the money is being sensibly, thriftly and professionally ex-
pended. Usually donors are satisfied with having an intermediary (like an ac-
countant or an auditor) explain and document your financial dealings, but you
should have systems that are accessible to anyone who is your supporter and is
interested to satisfy him/herself that you are behaving responsibly with their
money. This means having

e a transparent Financial Management Manual which explains your internal
rules and regulations for receiving and expending money,

e clear Books of Account which reflect these rules and regulations,

e regular Financial Reports which reflect a summing up of the position at a fixed
interval (usually monthly, quarterly and annually)

7.1.3. Board Oversight

The Board of your NGO, as mentioned previously in Chapter 1, are the legal
governors of your NGO and they take responsibility before the law for the work
that your NGO does. They need to be clear about how the finances are kept,
what money is coming in and what money is going out. It is usual for the Board
to:

e appoint a Treasurer from amongst their number whose specific responsibili-
ties is to satisfy himself/herself (and thus the Board through him or her) on the
probity of the financial transactions of the NGO, on the present and antici-
pated future financial position of the NGO, and its compliance with whatever
regulations exist for financial controls and reports

e require the Executive Director to present an annual Budget for their approval
before spending any money

e require the Executive Director to present an annual statement of accounts for
their agreement

e request an update on the financial position of the organisation at the times of
their Board meetings to allow them the comfort of knowing what the financial
position is and to be fore-warned of any problems that are likely to be coming

up.
7.1.4. Peace of Mind for the Executive Director

While the Executive Director is getting on with the programmatic and managerial
work of the organisation, he or she needs to be satisfied that the organisation is
well planned in financial terms (i.e. has a sensible and relevant revenue and ex-
penditure budget) and that it is both receiving funds and expending funds in line
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with that budget. He or she also need to be satisfied that the rules and regula-
tions agreed for receiving and expending the money are clear, sensible, capable
of being followed, and indeed are being followed. The common features of a fi-
nancially poorly managed NGO which prevent peace of mind of the Executive
Director and interfere with the important programming work that the NGO was set
up to do, are:

e having an unrealistic budget which you are forced to contradict

e having no systems or unworkable systems that you are forced to ignore or
contradict

e having untrustworthy staff who you cannot trust to use the system that has
been devised for people who are honest and responsible

e being out of touch or out of date with what is happening financially so that im-
portant events take place which you only know about afterwards.

Financial policies and financial accounting systems are thus set up to ensure to
the extent possible the peace of mind of the Executive Director and the Board so
that they:

e know that they have good, workable, and effective systems in place which
comply with whatever legal requirements obtain in your country, and which
have internal checks and balances built in so that no-one person controls all
the access to funds

e know the position of the finances of the organisation on a regular and up to
date basis.

It is important to stress that the main work of the NGO is pursuing its mission and
working for the advancement of the cause that it has chosen. The finances are a
means to enable it to do this - and, in a well managed NGO, the finances are a
support to the work of an NGO. In a badly managed NGO, however, the finances
grow to become a nightmare in which managing the finances becomes itself the
main work of the NGO, taking away time and energy from the its main purpose.

7.1.5. Other Purposes

Good accounts also allow an Executive Director to have:

e sources of information for future projections for the organisation

e sources of information for performance indicators and measurements of eco-
nomic value of different parts of the organisation

e sources of information for managerial controls
e sources of information for statistical information and data for decision making

7.2. Getting Started Step by Step
7.2.1. Bank Account

An NGO will need a bank account so that:
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e its funds can be kept in the security of a bank,

e the bank will keep records of the incomings and outgoings of money in that
account for you,

e your donors have a place for their money to be reliably and responsibly de-
posited.

In most countries and most banking systems the NGO will have to be a legal en-
tity before it can open a bank account, and will have to prove this to the Bank.
Some banks also require proof of a Board resolution to open a bank account at
such and such a Bank before they will do so.

Be choosy about which bank you are going to favour with your custom, and ask
for a meeting with a bank official so that you are well informed about the costs
and practices of different banks before making a choice:

e Banks charge for their services. These services vary in quality and cost

e Banks are more or less efficient, and more or less trustworthy. The most im-
portant choice is of a bank that will not collapse and loose all your money

e You want a bank which will give you a monthly statement promptly at the end
of the month

e You may also want a bank which is prepared to give you overdraft facilities.
This means that the bank will continue to honour your cheques against the
bank even if there is (temporarily) no money there. This can very usefully
cover problems when promised funding is late in arriving.

e You also want a bank that is easy of access. If all transactions at the bank
(particularly depositing or withdrawing money on a regular basis) take many
hours of waiting, that is a good reason for finding another bank.

7.2.2. Signatories on that Bank Account

Organisational bank accounts require two or more signatories on the account to
ensure that more than one person knows about and commits themselves to fi-
nancial transactions every time the account is used. It is common for the signato-
ries to be the Board Treasurer and the Executive Director. In larger organisations
the Accountant is usually a signatory. It is sensibly to set up a system by which
two out of any three people can sign cheques so that transactions are not inter-
rupted if one of the signatories is unobtainable - sick, out of the country, travelling
etc.

7.2.3. Financial Management Manual

If you have the opportunity, it is best to work on the Financial Management Man-
ual before devising the budget. This is the place where you decide on your inter-
nal rules and regulations about how you spend money and, of course, the deci-
sions you make influence the budget in respect of the costs of, for instance, au-
dit, staff salaries and benefits. This Manual, after drafting, should be agreed with
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the Board since it has implications for how the organisation is run, and it provides
the Board with protection about this process*.

7.2.4. Annual Revenue and Expenditure Budget

Your budget is your plan for what money will be coming into the account and
what money will be expended. This very much derives from your Mission, your
Strategy, your identified Outputs and Activities and your Workplan (see Chapter
4). You need to sit down and think through what is your anticipated income for a
year, and what is your anticipated expenditure against the programs and activi-
ties for that year. It is most helpful for the NGO manager if the Budget, the Work-
plan and the Logframe all reflect each other, and you can track how they interact.

This immediately brings up one problem, however: your Logframe usually does
not have any space for an Output which reflects the regular expenditures of an
organisation - on such recurrent costs as rent, salaries, utilities. It is therefore a
good idea to introduce a final Output into your Logframe, called something like
"An efficient and well functioning organisation"*> which will allow you to have a
number of activities like: "Rent premises”, "Pay staff", "Pay utilities", "Manage of-
fice", "Manage transport” in the log frame - which can then be reflected in the
Logframe, Workplan, and Budget*°.

In constructing the budget think comprehensively, think conservatively, and think
forward*’. If your country has a substantial problem of inflation, include a factor
for inflation. If you have a vehicle, estimate a likely level of expenditure for repairs
as well as the likely cost of the fuel and maintenance. Where possible, think of
goods and services that you may be able to get free. The following are some
problems that you will face in constructing budgets:

e The level of affluence
Are you going to situate your office in the most expensive or the cheapest
part of town? What factors influence this decision - image? Security? Access
to services? Nearness to staff housing?

Are you going to be computerised? At what level?

What communications will you require? Post, phone, fax, email, courier ser-
vices? Email increasingly seems the communication service of choice

Are you going to pitch your salaries and benefits at a level that will attract the
highest paid in the market, or do you expect staff to work for the organisation
at a lower salary because of their commitment to the cause?

** See Handout 7A: "Contents of a Financial Management Manual"

*> See Handout 7B: “Logframe with additional Output”

*® See Handout 7C:"Workplan reflecting additional Output”

*" See Handout 7D: "Sample Budget following Logframe and Workplan
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Staff Benefits

Complete staff benefits packages in affluent organisations could cover sala-
ries, annual bonuses, inflation indexing, pensions, allowances, severance
pay, medical insurance, leave, and transport allowance. What level are you
going to accept in your NGO? To some extent this will be already set by the
standards of other NGOs already working in your country. Beware, however,
of pitching your standards at the expensive and unsustainable levels of inter-
national NGOs. Your standards should be those which make sense in the
context of local businesses and organisations, not foreign ones.

Details

It is easy to forget essential but small details when constructing a budget. If
you have a photo-copier, for instance - then the cost of toner replacement is a
significant cost: if you have equipment, the cost of insurance for that equip-
ment is a sensible precaution. If you are hiring staff, then certain payments
may be compulsory to State provident funds or tax authorities. Since you
have a bank account, there are bank service charges and the costs of using
an overdraft facility. If you intend to have an audit, this has to be paid for
(unless you can get someone to provide this service free). Don't forget the
travel costs of Board members to come to Board meetings.

Goods and Services in Kind

As we mentioned in the Chapter on Resource Mobilisation, support for the
cause you are espousing is a reason why some people are willing to provide
goods and services to you free or at a reduced rate. Be conscious of this and
look entrepreneurially at the possibilities that exist. Can you get second hand
furniture, computers, photocopiers donated? Can you get book-keeping or
auditing done free? Will anyone pay any of your staff's salaries?

Overheads

When you are asking for additional project funds for your NGO to add to its
existing funds, and when you asking for these from an organisation (foreign
aid agency, government or business) you have two possibilities to cover the
organisational costs of taking on extra work:

a. you can itemise every likely cost of the project in the budget you attach to
your proposal, including a percentage of the fixed costs of the organisation
(e.g. 15% of the rent, 10% of the costs of the Executive Director — if you
think this additional project will need that amount of his/her time, 20% of
the Accountant’s time)

b. you can ask for the actual costs of the project, plus an amount for "over-

head". This overhead represents the cost to your organisation of the addi-
tional work that is required to take on the extra project - which is repre-
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sented by such features as a percentage of the cost of the organisation's
staff, facilities, premises etc. This is often expressed as a percentage of
the total budget of the project proposal - and often works out as a figure of
about 15%. Some donor organisations require a careful breakdown of this
"overhead" or "indirect cost", others accept a certain percentage figure as
a legitimate supplement to the direct project costs.

The implications for accounting and financial reporting is that you may, or may
not be required to itemise the overhead costs. NGOs should make sure, wher-
ever possible, that they charge overhead costs; and they should be clear whether
they are required to itemise these expenses in financial reporting, or whether the
donor will accept a percentage added onto the actual project costs.

Once the budget has been worked out by the staff of the organisation it needs to
be agreed and formally adopted by the Board.

7.2.5. Devise Cash Flow Projection

Once the annual budget is agreed, the NGO needs to plan at what rate it will re-
guire money during that year. Certain costs, like rent, will be standard throughout
the year, but other program costs will need to be available at certain points dur-
ing the year. This means that a plan of how much money will need to be avail-
able in each month of the year needs to be devised - which will allow the manag-
ers of the organisation to see in advance when extra amounts of money are
needed®.

This information also needs to be shared with the Board but is a matter of provid-
ing them with information, rather than requiring their formal approval.

7.2.6. Designate a Person responsible for the Accounts

Often an NGO which can afford to do so will hire a book-keeper to record the ac-
counts of the organisation. If it can afford to do so it might hire a Financial Man-
ager who will be more than a recorder, he/she will actually manage the accounts
of the organisation. It might also hire an Accountant, depending on what it can
afford. Another possibility is to hire the services of an accounting company who
will provide you with an accounting service against an agreed scale of payment,
but which will not involve you in having an employee on your payroll.

Whoever is actually recording the accounts of the organisation, you are also go-
ing to have to designate someone who will have the authority to visit the bank on
behalf of the organisation and make withdrawals and payings-in. Depending on
the size of the organisation this may be the book-keeper, the accountant or
someone else.

Whichever route you decide to go, it is very important that you can trust this per-
son because you are entrusting this person with cash and with certain duties

*8 See Handout 7E: "Sample Cash Flow Projection”
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which, if the person was dishonest, he/she could use to enrich themselves at
your organisation's expense.

If you can afford to do so it is sensible to hire someone with enough experience
and knowledge that they can handle the full range of tasks associated with keep-
ing good accounts. What this means is: the maintenance of a double entry sys-
tem of records for transactions which are substantiated then analysed, classified
and summarised by journal vouchers and accumulated in ledger accounts for fur-
ther analysis and usage.

If you can find someone who can handle accounting up to the level of trial bal-
ance, then a lot of pressure is taken off the Executive Director. If you cannot af-
ford such a person, then a very solid book-keeper is required with some help at
the start to set up your accounting system™®.

7.2.7. Develop a Chart of Accounts

An important part of book-keeping and accounting is analysing expenditure by
categories that provide you with information you need to know how money is be-
ing spent against budget. The chart of accounts, therefore, should have a close
correlation to your budget. Think before drawing up a chart of accounts of the
level of detail you wish to understand. You could, for instance, have a chart of
accounts which had a category called "Communications”. In this you would have
to place the costs of phone calls, faxes, post, courier, emails. You might, as a
manager, be interested in knowing how much was spent on phones, separately,
and therefore you would want to have a category in your chart of accounts just
for phone calls. Devising very small categories for your accounts makes a lot of
work, but, on the other hand, too large categories do not give the manager the
information that he/she needs to adequately manage the organisation®’.

7.2.8. Start Spending Money
The important things to remember when you start spending money are:

e to make sure that proper records of the expenditure are ke pt. Basically this
means a receipt which shows (a) The date (b) A description of the goods or
service purchased (c) The name of the buyer (d) The cost of the goods (e) A
signature or other kind of sign (e.g. stamp) which documents that the money
was received for the purpose noted.

e to make sure that the reasons for purchasing this particular good or service
over another are clear. In many cases where expenditure is low, this does not
need to be documented - it is assumed that you have shown thrift and bought
from a vendor or a supplier shop with the lowest/ price. Where, however, ex-
pensive items are purchased it is important to demonstrate that you looked at

*® See Handout 7F: "Job Description of a Financial Manager
% See Handout 7G: "Example of Chart of Accounts
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some variety, and decided on a purchase based on good judgement about
guality, availability, and price — and put a note in the file to show this.

In all expenditures and documentation of such expenditures it helps to develop a
frame of mind by which you imagine that a suspicious auditor is looking over your
shoulder. Think of all the possible accusations such an auditor could lay against
you in that purchase, and attempt to cover yourself by documenting all the argu-
ments you need to prove that you were thrifty, conscientious, and cost conscious.

It also helps to establish in your Financial Management Manual a level of expen-
ditures below which a simple receipt is needed, and above which a more detailed
set of documents are required.

7.2.9. Keep an Inventory

As soon as your NGO starts acquiring equipment, whether it is a new computer
or a second hand chair and table, it is important to start keeping an inventory of
the goods so that the value of your organisation, composed of cash and the
value of the property that it owns, can be calculated, and so that you are aware
of the property that belongs to your NGO.

7.2.10. Reconcile Your Bank Account

It is good and sensible to have a bank account, and to have the bank act as your
book-keeper. This does, however, require two extra tasks:

e Put as many transactions through the bank as possible, so that the bank
keeps a record of them for you. This means banking any income, paying for
goods and services to the greatest extent possible by cheque, and using a
petty cash float with the float being topped up by a cash cheque. The more
you route your transactions through the bank, the more your bank will do your
book-keeping for you.

e Reconcile your accounts with the bank statement. At the end of the month
when you draw a line and total your income and expenditure, you may find
that certain transactions that have been made through the banking system
have not been shown on the monthly bank statement.

It may be that a cheque which you used to pay for a good or service has not yet
been presented to the bank, and so the bank has not yet paid it: it may be that
some payments were made at the end of the month and have not been proc-
essed by the bank fast enough to show up on the statement. It is therefore nec-
essary to augment the bank's monthly statement by showing what transactions
have taken place in that month, but which do not yet show on that statement.
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7.2.11. Audits

After one year it is likely that you should think about an audit of your accounts.
Auditors are accountants who have a high level of inspection skill and a high
level of professional standards. They are hired to inspect your accounts and,
through a sampling of the total volume of transactions, to satisfy themselves that
your books of accounts are accurate and that your statements of the accounts
are legitimate.

Auditors are often expensive. If possible, try to find an auditor who, after doing
his inspection job and making his report, will also advise you on how you can do
things better. Part of an auditor's job is, it is true, to check for malfeasance and
impropriety: part of it, however, is to check on the way that the accounts have
been documented - and the auditor may very possibly be able to give you some
hints about how to do this better.

7.3. Other Factors
7.3.1. Off the Shelf Software

There are available on the market a large number of off-the-shelf accountancy
software packages which do a lot of the sorting, analysing, and reporting work for
you provided you feed the right information into them. These software packages
(which have usually been designed for small businesses) can be very useful in-
deed for small NGOs which have a computer.

7.3.2. Particular Donors' Conditions

Some international donors have very specific criteria and instructions that refer to
the ways that their funds are to be expended - for instance, they may insist that
you purchase goods or services from their own country - or they may insist that
you set up a depreciation fund for equipment so that by the time its working life is
over, enough money has been saved to make a new purchase. Try and find out
about these conditions before you take their money so you can make a judge-
ment as to whether you want to be bound by such rules.

Further sometimes governments impose rules and regulations about the type
and frequency of financial reports that it requires.

As in many places in this Handbook, a new NGO is advised to talk to and visit

other operational NGOs to see how they handle their accounting, and learn from
them wherever possible.
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Handout 7A

Contents of a Financial Management
Manual

Introduction

Accountable Documents

Receiving, Banking, and Cash Recording
Check Run Procedures

Petty Cash Management

Advances

Payroll Process

Income

Authorisation of Expenditure to sub-grantees
Authorisation of Expenditure - Travel
Procurement

Fixed Assets

Budgets

Cash Analysis and Forecasts

Monthly Closing and Reporting

From: Financial and Accounting Policy Manual for Indigenous NGOs in Ethiopia, by KUAWAB
Business Consultants, published by Pact Ethiopia, Addis Ababa 1998.
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Box 7B

Logframe with Additional Output
to Cover Financial Management

accident areas

assembled

OBJECTIVES | INDICATORS VERIFICATION ASSUMPTIONS
Goal
Safe Roads in Manila Police will assist project
Purpose
Less Frequent 10% fewer accidents Survey Traffic laws enforced
Coach Accidents over 2 years
Output
1. Drivers of coaches 50% less people Accident vehicles in better repair
driving carefully injured in accidents statistics roads in better repair
2. Training project
functioning well
Activities
1.1. Conduct Surveys of Good information Data Police will assist

1.2. Set up incentive scheme
for careful drivers

1000 drivers success-
fully rewarded

Lists of awardees

Source of money found

2.2. Manage office

2.3. Manage staff

2.4. Manage transport

i all systems operating well

staff well motivated & happy

|few breakdowns

1.3. Introduce legislation for Legislation passed and Parliament Parliament will pass bills
licensing drivers & implemented records

driving schools

1.4. Apply stronger fines to revenue increased by Accounts Police and courts willing
careless drivers 50% to get involved

1.5. Set up driver training 2 driver training schools Records of Enough driver trainers
schools set up and running schools exist

1.6. Build capacity of existing |50% more capacity records of Existing driving schools
driver training schools |built graduates will join scheme

1.7. Develop media campaign |Pub|ic more aware of Survey Media willing to

to create awareness of road safety participate

road safety

2.1. Rent premises acceptable premises found contract acceptable premises exist

no breakdowns

good maintenance exists

good personnel

_|evaluations

staff satisfied with benefits

garage bills

maintenance exists
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Box 7C

Workplan

Output Activity Task Who | Budget |Schedule
Year 1 Year 2
g1|92|93 |g4|91|92(q3 (g4
1.Drivers of |1. Conduct Surveys of 1.1. Choose sites PD 3000| x | x
buses accident areas 1.2. Find surveyors PD X | X
driving 2. Set up incentive scheme |2.1. Design scheme ED/PD 500 X | X
carefully for careful drivers 2.2. Identify funds ED X
3. Introduce legislation for  |3.1. Draft bill PD 1000 X | X
licensing drivers & 3.2. Get MP to sponsor ED X | x
driving schools 3.3. Draft rules PD X
4. Apply stronger fines to 4.1. Draft rules PD 500 X[ x|x
careless drivers 4.2. Train Police ED 500 X
5. Set up driver training 5.1. Advertise PD 250 X
schools 5.2. Set standards PD 500 X
6. Build capacity of existing |6.1. Get more cars ED 25000 X | x
driver training schools 6.2. Train more drivers PD 2000 X | X
7. Develop media campaign |7.1. Contract advertiser PD 5000 X[ x|x
to create awareness of 7.2. Buy TV space ED 3000 X
road safety
2. Training |1. Rent Premises 1.1.Look for good place FD X
Project 1.2.Contract landlord FD 12300(x
functioning |2. Manage office 2.1.Pay operating costs FD 18985(x |x |x [x |x |x |x [x
well 2.2.Buy/install equip. FD 11500(x
3. Manage staff 3.1.Advertise ED/FD 500|x
3.2.Contract/pay salaries| FD 68150|x |x |x [|x [|x |x [x [x
4. Manage transport 4.1.Buy vehicle FD 10000(x
4.2 Arrange servicing FD 7585|x |x X |x |X |X [x [x
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Box 7D

Sample Budget
(following Logframe and Workplan)

Budget Notes

2.1.1. Furniture This will be second hand and will comprise chairs and desks
for each of three staff persons, 3 filing cabinets, 3 sets of
shelves, 3 fans

2.1.2. Equipment This will comprise 1 computer, three monitors, one calculator

2.1.4. Vehicle This will be a second hand sedan car

115



Handout 7E

Budget

No. Item Unit Unit cost 1st Year 2nd Year Total Logframe
1 Personnel
1.1. Executive Director year 12,000.00 12,000.00 12,600.00 24,600.00|Activity 2.3.
1.2. Program Director year 8,000.00 8,000.00 8,400.00 16,400.00(Activity 2.3.
1.3. Finance Director year 8,000.00 8,000.00 8,400.00 16,400.00(Activity 2.3.
1.4. Office Assistant year 5,000.00 5,000.00 5,250.00 10,250.00(Activity 2.3.
1.5. Advertisement one time 500.00 500.00 500.00(Activity 2.3.
Sub Total 33,500.00 34,650.00 68,150.00
2 Office
2.1. Capital
2.1.1. |Furniture see note 5,000.00 5,000.00 5,000.00(Activity 2.2.
2.1.2. |Equipment see note 6,000.00 6,000.00 6,000.00(Activity 2.2.
2.1.3. |Phone Installation one time 500.00 500.00 500.00(Activity 2.2.
2.1.4. [Vehicle see note 10,000.00 10,000.00 10,000.00|Activity 2.4
Sub Total 21,500.00 21,500.00
2.2. Recurrent
2.1.1. [Office rent year 6,000.00 6,000.00 6,300.00 12,300.00(Activity 2.2.
2.1.2. [Utilities month 200.00 2,400.00 2,520.00 4,920.00|Activity 2.2.
2.1.3. [Phone month 200.00 2,400.00 2,520.00 4,920.00|Activity 2.2.
2.1.4. [Vehicle Fuel and Lub. month 250.00 3,000.00 3,150.00 6,150.00(Activity 2.4
2.1.5. [Vehicle Tax year 200.00 200.00 210.00 410.00|Activity 2.4
2.1.6. [Vehicle Insurance year 500.00 500.00 525.00 1,025.00]|Activity 2.4
2.1.7. |[Office & equip. insurance |year 200.00 200.00 205.00 405.00|Activity 2.2.
2.1.8. [Stationery month 200.00 2,400.00 2,520.00 4,920.00(Activity 2.2.
2.1.9. |email server month 25.00 300.00 315.00 615.00(Activity 2.2.
2.1.10 (Board travel expenses year 100.00 100.00 105.00 205.00
Sub Total 17,500.00 18,370.00 35,870.00
3 Program
3.1. Survey Consultancy one time 3,000.00 3,000.00 3,000.00(Activity 1.1.
3.2. Costs of certificates one time 500.00 500.00 500.00|Activity 1.2.
3.3. Legal drafting consultant one time 1,000.00 1,000.00 1,000.00|Activity 1.3
3.4. Legal drafting consultant one time 500.00 500.00 500.00(Activity 1.4.
35 Police trainer one time 500.00 500.00 500.00(Activity 1.4.
3.6. Advertisement one time 250.00 250.00 250.00(Activity 1.5
3.7. Standards drafter one time 5,000.00 500.00 500.00(Activity 1.5
3.8. 5 x 2nd hand buses each 5,000.00 25,000.00 25,000.00]Activity 1.6
3.9 Driver Trainers Training one time 2,000.00 2,000.00 2,000.00(Activity 1.6
3.10 TV promotion consultant one time 5,000.00 5,000.00 5,000.00(Activity 1.7
3.11 1 months Cost of TV slots [month 3,000.00 3,000.00 3,000.00(Activity 1.7
Sub Total 32,000.00 9,250.00 41,250.00
TOTALS
1 Personnel 33,500.00 34,650.00 68,150.00
2.1 Office Capital 21,500.00 21,500.00
2.2. Office Recurrent 17,500.00 18,370.00 35,870.00
3 Program 32,000.00 9,250.00 41,250.00
GRAND TOTAL 104,500.00 62,270.00| 166,770.00
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Handout 7F

Sample Cash Flow Projection

Activity Task |Schedu|e
Year 1 Year 2
ql q2 g3 [ g4 | g1 | g2 | g3 | g4
1. Conduct Surveys of 1.1. Choose sites 1500| 1500
accident areas 1.2. Find surveyors
2. Set up incentive scheme |2.1. Design scheme 250 250
for careful drivers 2.2. Identify funds
3. Introduce legislation for 3.1. Draft bill 500 500
licensing drivers & 3.2. Get MP to sponsor
driving schools 3.3. Draft rules
4. Apply stronger fines to 4.1. Draft rules 200 200 100
careless drivers 4.2. Train Police 500
5. Set up driver training 5.1. Advertise 250
schools 5.2. Set standards 500
6. Build capacity of existing |6.1. Get more buses 25,000
driver training schools 6.2. Train more drivers 1000( 1000
7. Develop media campaign |7.1. Contract advertiser 2000{ 2000 1000
to create awareness of 7.2. Buy TV space 3000
road safety
1. Rent Premises 1.1.Look for good place
1.2.Contract landlord 3000{ 3000{ 3000| 3000/ 3150| 3150| 3150| 3150
2. Manage office 2.1.Pay operating costs 1950 1950 1950| 1950| 2046 2046| 2046 2046
2.2.Buyl/install equip. 11500
3. Manage staff 3.1.Advertise 500
3.2.Contract/pay salaries 8250 8250 8250 8250| 8663| 8663| 8663| 8663
4. Manage transport 4.1.Buy vehicle 10000
4.2 Arrange servicing 925 925 925 925 971 971 971 971
TOTALS 37625| 15875| 40375| 15625( 16280| 17530/ 16930| 18830
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Handout 7G

Duties and Responsibilities of a
Financial Manager

Regular Program Accounting
1.  Obtains receipts/financial reports relating to each transaction

2.  Carries out all banking transactions on NGO X accounts of
which he is a signatory

3. Reconciles and prepares advance reports relating to such
transactions.

4, Maintains petty cash and prepares payment vouchers.
5. Prepares employee mid-month and monthly payroll and pay

slips, and with the approval of the Executive Director, pays
salaries

6. Prepares cheque, petty cash payment vouchers, travel vouch-
ers and all journal vouchers including accounts coding before

approval

7. Verifies timeliness and correctness of bank reconciliation

statements; agrees month - end balance of memorandum bank

book with bank general ledger account balance

8.  Verifies the correctness of cash, general ledger account bal-

ance with balance carried forward according to the month end

cash collection and deposit reports

9.  Checks the correctness of petty cash payment invoices

10. Prepares monthly payroll; journalises payroll and verifies clear-

ance of salary advances and payroll fund accounts

11. Follows up to ensure that taxes, insurance payments, and col-
lections are handled on time and verifies that insurance claims
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13.

14.

15.

16.

17.

18.

19.

20.

are submitted in respect of all missing/damaged goods and
checks correctness of claim computations

Examines the property log to ensure that all goods received
have been recorded in the financial accounts

Examines the Delivery Order Memorandum Register to ensure
that all goods delivered have been properly invoiced and fol-
lows up on any uninvoiced deliveries

Reviews Insurance Claim Memo Register, agrees unsettled
claims with ledger balance and follows up where necessary

Examines and checks all registers for correctness and journal-
ises the register totals for general ledger posting

Follows up with the bank regarding missing bank advices or
deposits not cleared within a reasonable time

Reconciles monthly totals of subsidiary ledger balances with
general ledger balances and prepares general ledger trial bal-
ance

Regularly reviews subsidiary ledger accounts for correctness of
entries and for any debtors/creditors balances

Prepares monthly, quarterly and annual statements needed to
show the financial position and operations of Pact Ethiopia and
such other financial statements/reports as requested

From: Financial and Accounting Policy Manual for Indigenous NGOs in Ethiopia, by KUAWAB
Business Consultants, published by Pact Ethiopia, Addis Ababa 1998.
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Handout 7H

Sample Chart Of Accounts

(for Manila Bus Training Project)

No. Name Reference to Budget
101 Executive Director 1.1. Personnel

102 Program Director 1.2. Personnel
103 Finance Director 1.3. Personnel
104 Office Assistant 1.4. Personnel

105 Casual Labour 1 Personnel

106 Taxes 1. Personnel

107 Contribution to Provident Fund 1. Personnel

108 Medical Insurance 1. Personnel

109 Recruiting staff 15 Personnel

201 Furniture 2.1.1. Office Capital
202 Computers 2.1.2. Office Capital
203 Software 2.1.2. Office Capital
204 Computer Installation 2.1.2. Office Capital
205 Phone installation 2.1.3 Office Capital
206 Vehicle purchase 2.1.4 Office Capital
301 Office Rent 2.2.1. Office Recurrent
302 Water 2.2.2. Office Recurrent
303 Electricity 2.2.2 Office Recurrent
304 Phone calls 2.2.3. Office Recurrent
305 Vehicle Fuel 2.2.4. Office Recurrent
306 Vehicle Servicing 2.2.4. Office Recurrent
307 Vehicle Tax 2.2.5. Office Recurrent
308 Vehicle Insurance 2.2.6. Office Recurrent
309 Office premises insurance 2.2.7. Office Recurrent
310 Equipment Insurance 2.2.8. Office Recurrent
311 Stationery 2.2.9. Office Recurrent
312 Photocopying 2.2.9. Office Recurrent
313 Board Travel Costs 2.2.10. Office Recurrent
401 Consultancy - Survey 3.1 Programme

402 Consultancy - Legal Drafting 3.3. Programme

403 Consultancy - Legal Drafting 3.4. Programme

404 Consultancy - Police Trainer 3.5. Programme

405 Consultancy - Standards Drafting 3.7. Programme

406 Consultancy - Driver TOT 3.9. Programme

407 Consultancy - TV Promotion 3.10 Programme

408 Certificates 3.2. Programme

409 Advertisements 3.6. Programme

410 2" hand Buses 3.8 Programme

411 TV Air time 3.11  Programme
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8. ONGOING MANAGEMENT OF AN
ADVOCACY NGO

Once you have established your advocacy NGO and have a body of experience
behind you, you will probably want to assess what impact you are having in the
field that you have chosen, or the cause that you espouse. This will involve an
evaluation of the particular program or project that you are undertaking. Sugges-
tions on how to do this appear in the Evaluation section of Programs and Projects
(4.9).

This Section is less to do with evaluating the outcomes of a particular Program or
Project and more to do with assessing your on-going organisation so that you
feel sure:

it is (or still is) a healthy organisation,

it is sustainable,

It will be able to handle a variety of projects over time,

It will be able to develop more of its own programs and projects, once the par-
ticular project (and project funding) under discussion is completed.

e ltis effective

8.1. Components of Organisational Effectiveness

One of the difficulties in such assessments is getting basic agreement about what
a "healthy" NGO is. Pact, a US NGO working in building capacity of NGOs, has
done a lot of work in identifying what are the elements of a competent develop-
ment NGO and has come up with a list of 7 categories and 36 sub-categories
that a well-rounded and mature NGO needs to have (see later). Based upon long
observance of NGO management, Pact has identified the capacities that one
should expect from a "healthy" NGO which is well-managed, effective and sus-
tainable.

Realising that not all NGOs are at the same level of organisational development,
Pact has also identified 4 stages in the development of an NGO - Nascent,
Emerging, Expanding or Mature - together with explanations of the meaning of
these different terms>2,

The components of organisational effectiveness, listed in Box 7A, need some fur-
ther explanation. In Pact's experience, the necessary elements of a "healthy”
NGO are:

*1 See Box 8A: "Major Required Competency Areas"
°2 See Box 8B: "Stages in Organisational Development"
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8.1.1. Governance:
This is the provision of leadership and direction to an organisation

8.1.2. Management Practices
These are the mechanisms intended to co-ordinate the activities and facilitate the
processes within an organisation

8.1.3. Human Resources
Management, Staff, members, volunteers. Constituents, donors and Board mem-
bers who have skills, motivation, and opportunity to contribute to an organisation

8.1.4. Financial Resources

The resources required to purchase goods and services needed to conduct its
affairs, record and account for financial transactions and monitor and report on its
financial status. It involves adequate resources, and necessary cash flow, a di-
verse resource base and long term plans for meeting resource needs

8.1.5. Service Delivery
The programs and services carried out by the NGO that are appropriate, cost-
effective, and of quality

8.1.6. External Relations

Interaction between an organisation and other development partners in the con-
text in which it carries out its activities which ensure that it is noting and respond-
ing appropriately to the social, political, ecological, economic, and other forces
and events around it.

8.1.7. Sustainability

The long-term continuation of an organisation, program or project. It identifies
and measures the extent to which local partners of an NGO will continue to pur-
sue and support the objectives after a project is over and involves the continua-
tion of programs, institutions and funding

8.2. Assessing your Organisation's Competence

If you want to know how well your NGO is measuring up against an ideal or
"healthy"” NGO, then Pact has developed a checklist which will allow you to score
your organisation, and identify which component parts of the organisation are, in
the eyes of the NGO, weak, and which parts are strong. This checklist is scored
by the organisation itself - its members, its staff, its Board, however you want to
apply it, and thus reflects your own organisations view of itself, against the ap-
plied criteria of a "healthy” NGO.

It thus enables your NGO to diagnose its own areas of weakness - and decide to
do something to improve them. This checklist is called OCAT (Organisational
Capacity Assessment Tool) and provides a checklist of statements which, it is
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suggested, NGOs score in terms of whether their NGO needs attention, or does
not need attention to improve itself in each of these areas®°.

To carry out this very useful exercise and organisation requires an OCAT check-
list, the organisations' stakeholders who are prepared to take part in the exercise,
and a facilitator - someone to add up the scores, provide this information to the
stakeholders and help them interpret the findings. The exercise gives a snapshot
at a moment in time of how the stakeholders of an organisation view that organi-
sation according to some agreed ideals.

After the stakeholders have filled out the checklist, and a facilitator has aggre-
gated the scores, it is important to have a visual picture of the organisation that
everyone can understand. This is usually and best done in the form of a bar
graph. (see Handout 7D)

After the NGO has looked at its OCAT bar graph, it can think about its lowest
scoring capacity areas, and what it needs to do to improve those weak areas™. A
young advocacy NGO, for instance, should hopefully have a high score on ele-
ments essential to an advocacy NGO, like Vision / Mission, Planning, Sectoral
Expertise, the Media, and Involvement in NGO Fora. It need not be too con-
cerned with such elements as Supervisory Practices or Government Collabora-
tion which are more important to a mature and long established NGO. With the
help of this useful checklist, the NGO needs to think through what should be its
strengths, and then check to see whether these are indeed its strengths, in the
eyes of its stakeholders.

If, after going through the exercise, the advocacy NGO sees that it has scored
low on, for instance, issues to do with Personnel, then this gives the organisation
a signal that it needs to pay attention to this issue, and try and improve its per-
sonnel practices. Similarly if it scores low on financial sustainability, the NGO
should consider ways in which it can address this issue and seek more sources
of funding which will enable it to be sustainable.

A very useful document, from the same source at Pact, is the "Checklist of Or-
ganisational Development - Characteristics of NGOs at Different Stages". An
NGO can look up the area in which they are weak and see what might be ex-
pected of an NGO in this area at their level of development (Nascent, Emerging,
Expanding, Mature)®.

Following the diagnosis, the organisation needs to prescribe a course of treat-
ment for itself which will improve its weak areas. It is, however, useful to look at
the whole organisation before devoting resources to a particular element of ca-

*% See Handout 8C: "OCAT Checklist"

>* See Handout 8D: "Scoring & presenting OCAT"

*® See Handout 8E: "Checklist of Organisational Development Characteristics of NGOs at Differ-
ent Stages
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pacity building. It is fruitless to devote resources to building capacity in a particu-
lar area if the context for that capacity to be used is not there. If someone is sent
for a skills training course in the hope of making up a weakness in the organisa-
tion, it is important to think whether the structures to use those new skills are in
place. If they are not, it is possible that the new skills will not be able to be ap-
plied.

One year later, and following some capacity building interventions designed to

build its weak areas up, the organisation can undergo another OCA and see if
there is a perceived difference.

8.3. Building Capacity where it is Needed

If an NGO has found itself weak or deficient in a particular part of this checklist,
what can it do about it? The answer lies in one or all of the following:

a. recognising the problem, and addressing it within the NGO to try and im-
prove the situation

b. recognising the problem and seeking outside assistance in building skills
or competencies to improve the situation - typically by attending a training
course

C. recognising the problem, and seeking help from an outside source who will

help your specific organisation with the problem - typically by getting tech-
nical assistance from a consultant

d. generally recognising the problem, but being still unclear about its details,
and seeking help from an organisational development consultant who can
assist you to further clarify the problem.

Too many NGOs, when faced with the identification of a problem, respond by
sending someone on a training course. This may be an answer, but is not always
the answer. A newly trained person, for instance, cannot use his or her training if
the job description and working structure to which he/she returns does not allow
them to do so. This requires a deeper look into how work is organised in the
NGO, or it may require a closer look at how staff are managed. It may be that the
identified weakness needs some work on organisational foundations before that
particular weakness can be dealt with™®.

8.4. Who can Build Capacity?

Since NGOs are now a common phenomena in most countries of the world, so
organisations and people whose purpose is to develop NGOs are also relatively

* See Box 8F: "Deciding on Priorities in Capacity Building”
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common. These may be organisations specifically set up for NGO development,
or there may be individuals who work as consultants to the NGO sector. There
are also organisations and people who are not specifically connected to the NGO
world, but who have organisational development skills usually directed to the
commercial world, which may well be useful to NGOs - such as help with book-
keeping, computer skills, report writing etc.

There are also Government institutions which train government civil servants in
work management, planning, project supervision and such kinds of skills. These
can also be useful to NGOs™’.

One of the problems is the cost of such services - costs which are sometimes
way beyond what a new NGO can afford. There are two ways to deal with this:

1. In your initial proposal for funding, to include costs which relate to organ-
isational development and capacity building. If the donor agrees that these
are useful elements of your proposal (and you can make the case that
building a new organisation requires these more than most), then you will
have the money to pay for such interventions

2. to try and get such services free from volunteers, advisers and members
of your NGO - as their contribution to furthering the goals of the NGO.

8.5. Ways of Building Capacity

All too frequently NGOs think that the only way in which capacity can be built is
through people attending training courses and workshops. All too often the par-
ticular problems of the NGO are not dealt with in this format, or dealt with at too
abstract a level. There are many different ways for capacity to be built>®,

8.6. Reality Checks

Even if your advocacy NGO is well-structured and managed organisationally, its
effectiveness as an organisation is dependent on its ability to be relevant to the
problems as they are happening currently. The NGO needs to keep up to date
with what is happening, particularly as this refers to the issues with which it is
concerned. A most useful exercise which an organisation should carry out at
least annually is the SWOT analysis. SWOT stands for Strengths, Weaknesses,
Opportunities, and Threats, and is a systematic brainstorming process whereby
the stakeholders of your NGO consider in turn these different issues for the NGO.
They ask:

e What are our Strengths as an organisation?
e What are our Weaknesses as an organisation?

" See OHT 8G: “Who can build Capacity?"
*8 See OHT 8H: "Ways of Building Capacity"
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e What Opportunities in the external environment now exist for us to be effec-
tive (updating this from the last time you carried out the exercise)

e What Threats are there from the external environment which can hinder our
effectiveness (again updating this from the last time you carried out the exer-
cise)

The results of your brainstorming need to be shared widely in the organisation as

they will give you suggestions about modifications to your activities, possibly to
your strategies, and even perhaps to your Mission.
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Major Required Competency Areas

Governance

Executive Committee/Board/Trustees
Vision/Mission

Constituency

Leadership

Legal Status

Human Resources

Human Resource Development
Staff Roles

Work Organisation

Diversity Issues

Supervisory Practices

Salaries and Benefits

Service Delivery
Sectoral Expertise
Constituency Ownership
Impact assessment

Sustainability
Program/benefit Sustainability
Organisational Sustainability
Financial Sustainability
Resource Base Sustainability

From: Pact: OCA
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Management Practices
Organisational Structure
Information Systems
Administrative Procedures
Personnel

Planning

Program Development
Program Reporting

Financial Management
Accounting

Budgeting

Financial & Inventory controls
Financial Reporting

External Relations
Constituency Relations
Inter-NGO collaboration
Government Collaboration
Donor Collaboration
Public Relations

Local Resources

The Media



Stages in Organisational Development

Nascent: The NGO is in the earliest stages of development,
All the components measured by OCAT are in rudimentary
form or non-existent.

Emerging: The NGO is developing some capacity. Structures
for governance, management practices, human resources, fi-
nancial resources and service delivery are in place and func-
tioning.

Expanding: The NGO has a track record of achievement; its
work is recognised by its constituency, the government, the
private business sector, and other NGOs active in the same
sector.

Mature: The NGO is fully functioning and sustainable, with a
diversified resource base and partnership relationships with
national and international networks.

From: Pact OCA
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Handout 8C

OCA Checklist

Each statement should be scored with a number from 1 - 6 denoting the following:

1. Needs Urgent attention and improvement
2. Needs attention
3. Needs improvement on a fairly wide scale, but not major or urgent
4, Needs improvement in limited aspects, but not major or urgent
5. Room for some improvement
6. No need for immediate improvement
1. Governance
1.1. Executive Committee/Board/Trustees
1.1.1. Anindependent governing body (Executive Committee/Board/Trustees) 123456
provides oversight to the NGO
1.1.2. The Executive Committee/Board/Trustees) makes policy for the NGO 123456
1.1.3. The Executive Committee/Board/Trustees represent the interests of the 123456
constituency
1.1.4. The Board helps the NGO with fund-raising, public relations, lobbying 123456
1.1.5. The Board makes sure that the NGOs activities reflect Board policy. 123456
1.2. Vision/Mission
1.2.1. There is a clear and understandable vision and mission for the NGO 123456
1.2.2. The Vision and Mission are clearly understood by the staff, the Board/Executive
Committee/Trustees, the constituents, the volunteers, and sympathetic outsiders 123456
1.2.3. The activities of the NGO reflect and focus the vision and mission of the NGO 123456
1.3. Constituency
1.3.1. The NGO has a recognised constituency 123456
1.3.2. The NGO has regular and participatory links to its constituency 123456
1.3.3. The NGO helps the constituency to manage their on affairs 123456
1.3.4. The NGO recognises its constituency as partners in its work 123456
1.3.5. The NGO combines advocacy for its constituents along with its service
delivery work. 123456
1.4. Leadership
1.4.1. The NGO is clear about the functions of the Director and the functions of the
Executive Committee/Board/Trustees. 123456
1.4.2. Decisions are clearly communicated to those they affect 123456
1.4.3. Leaders take decisions after consultation with those who will be affected 123456
1.4.4. Leaders help staff understand their contribution to the NGOs mission/purpose. 123456
1.5. Legal Status
1.5.1. The NGO is legally established. 123456

129



1.5.2.

1.5.3.

2.1.

2.1.1.
2.1.2.
2.1.3.

2.2,

2.2.1.

2.2.2.

2.2.3.

2.2.4.

2.2.5.

2.3.

2.3.1.

2.3.2.

24,

24.1.

2.4.2.

2.5.

2.5.1.
2.5.2.

2.5.3.
2.5.4.

2.6.

2.6.1.

2.6.2.
2.6.3.
2.6.4.

The NGO complies with all the legal requirements of its legal identity and
registration

The NGO is aware of any concessions and allowances that it has a right to
(tax etc.)

Management Practices
Organisational Structure

The NGO has a clear and communicated organisational structure
The staff of the NGO have clear job descriptions
The Job Descriptions are used in staff appraisal

Information Systems

The NGO collects base line information about its constituency before

starting work

The NGO has a regular system for collecting information on their program
activities

The NGO regularly collects information on the impact of its work following the
base line information.

The information collected guides the program review and the development of
new programs.

The information collected is used in advocacy on behalf of the constituency.

Administrative Procedures

The NGOs administrative procedures are clearly stated, and are communicated

to all staff.
Any changes in administrative procedures are discussed with the NGOs staff.

Personnel

The NGO has written terms and conditions of service for its board, staff, and
volunteers, and keeps to them

Hiring and firing of staff should be implemented by the Director following
consultation

Planning

The NGOs plans are consistent with its mission and strategy

Planning has a great deal of input from the staff and constituency, particularly
those who will be implementing the plans.

Planning is carried out based on available resources

The NGOs plans are reviewed regularly.

Program Development

the NGO designs and implements a program based on its own assessment of
the need, and of its own competence.

The development of a program includes a regular review of the program

The NGO involves its constituency in program design and implementation
The NGO identifies indicators of program success
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2.7.

2.7.1.

2.7.2.

3.1

3.1.1.
3.1.2.

3.1.3.

3.2.

3.2.1.

3.2.2.

3.2.3.

3.3

3.3.1.
3.3.2.

3.3.3.

3.4.

3.4.1.
3.4.2.

3.5.

3.5.1.
3.5.2.
3.5.3.

3.6.

3.6.1.

3.6.2.

3.6.3.

Program Reporting

The NGO reports on its work (in a variety of styles) to its donors, to its
constituency, to NGOs involved in the same kind of work, to the local council,
involved government ministries/departments, to MPS.

When the NGO has a patrticularly interesting experience, it communicates this
to other involved people and organisations.

Human Resources
Human Resource Development

NGOs have regular staff appraisals

Training opportunities are linked to the requirements of staff and their ability to
improve the NGOs performance

Staff capacity assessments are carried out regularly and guide management
in the ways they organise development activities

Staff Roles

Staff have clear job descriptions and responsibilities and these are observed
by management

The management analyses the work that needs to be done and allocates it
according to the skills of the staff.

The NGO identifies ways of improving staff skills where gaps have been
identified

Work Organisation

The NGO holds effective, efficient, and productive staff meetings

Staff do not simply wait for orders, but plan their own work, and consult with
others about it.

The NGO holds regular inter-staff meetings

Diversity issues

The NGOs board and staff has members from both sexes.
The Board and Staff consult the NGOs constituency, but not all sectors of the
constituency are represented in the staff and Board.

Supervisory Practices

The NGO pays attention to cordial and productive relations amongst staff.
Conflict is dealt with quickly, firmly and fairly
Staff members feel free to discuss problems with their fellow workers openly.

Salaries and Benefits

The NGO pays salaries and benefits at the rate prevailing in private industry,
with increased and improved benefits for the lowest paid.

The NGOs staff are aware that they are working for the disadvantaged,

and do not look to the NGO as a source of wealth.

The highest salary in the NGO is not more than 5 times the lowest salary

in the NGO (although there is an allowance for responsibility
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4. Financial Resources

4.1. Accounting

4.1.1. The NGO keeps good, accurate, timely and informative accounts 123456
4.1.2. The Director and the senior staff are able to understand the NGOs accounts 123456
4.1.3. Separate projects have separate accounts 123456
4.1.4. Financial information is used in future planning. 123456

4.2. Budgets

4.2.1. The NGO prepares annual budgets and uses them as a management tool

for monitoring expenditure against budget. 123456
4.2.2. The Budgets are planned/drafted by those responsible for spending them,

but the final authority lies with the Director and the Board. 123456
4.3. Financial and Inventory Controls

4.3.1. The NGO keeps clear records for payables, receivables, stock, and inventory 123456
4.3.2. The NGO has an external audit (unless its annual expenditure is quite small) 123456

4.4. Financial Reporting

4.4.1. The NGO produces accurate financial accounts annually, not later than three

months after the end of the financial year. 123456
4.4.2. The NGO uses the financial report for future planning 123456
4.4.3. The NGO copies its financial report to the Board, the Donor(s), the registering

Authority, and makes it available to the public. 123456

5. Service Delivery

5.1 Sectoral Expertise

5.1.1. The NGO contains people with experience and expertise in the relevant field. 123456
5.1.2. The NGOs is able to adapt itself to the changing needs of its constituents 123456
5.1.3. The NGO is prepared to expand where this is indicated. 123456

5.2. Constituency Ownership
5.2.1. The NGO dialogues with the constituency, but also brings its own experience

and expertise to bear. 123456
5.2.2. The NGO helps its constituency to become self-reliant, and do without the NGO 123456

5.3. Impact Assessment

5.3.1. The NGO has a system in place to monitor and evaluate its program/project

achievement. 123456
5.3.2. The NGO knows how to get baseline data, develop indicators, monitor progress
against indicators, and evaluate programs. 123456

6. External Relations

6.1. Constituency Relations

6.1.1. The NGO is accessible to its constituency 123456
6.1.2. The NGOs listens to its constituency and does not operate in a top-down 123456
manner.
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6.2.

6.2.1.
6.2.2.

6.2.3.

6.3.

6.3.1.
6.3.2.

6.3.3.

6.4.

6.4.1.

6.5.

6.5.1.
6.5.2.

6.6.

6.6.1.
6.6.2.

6.7.

6.7.1.
6.7.2.

7.1

7.1.1.

7.1.2.

7.1.3.
7.1.4.

7.2

7.2.1.
7.2.2.
7.2.3.
7.2.4.

7.3.

7.3.1.
7.3.2.

Inter-NGO Collaboration

The NGO belongs to inter-NGO organisations/networks in its own sector.

The NGO is ready to consider belonging to coalitions of NGOs in their own area,

in the country as a whole, or for a limited objective.
The NGO is respected by its peer organisations

Government Collaboration

The NGO is seen as a full and credible partner by the Government

The NGO collaborates with the government in the same sector and in the same

geographical area
The NGO puts forward advocacy suggestions to the Government

Donor Relations
The NGO has a relationship of mutual respect with the donor
Public Relations

The NGO has, and makes available a public information document on itself.
The NGO is well-known for its activities in its own area.

Local Resources

The NGO has good relations with the private business sector
The NGO accesses local resources

The Media

The NGO is known to the media and is respected by them
The NGO introduces itself to the media

Sustainability
Project/Benefit Sustainability

The NGO systematically checks with the constituents that they have received
benefits from the NGO

The constituency acknowledges that they have benefited from the NGO's
program

The NGO works with local organisations and institutions

The NGO has plans for its own continuity.

Organisational Sustainability

The NGO builds partnerships with other organisations

The NGO understands what its role and the role of others is in development
The NGO is involved in coalitions, networks, and umbrella organisations.
The NGO has links to specialised institutions that may be useful to it.

Financial Sustainability

The NGO is able to explain its need for funds to potential donors
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The NGO realises the need for a variety of both foreign and local funding sources1 23456
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7.3.3.

7.4.

7.4.1.
7.4.2.

7.4.3.

The NGO has a varied resource base.
Resource Base Sustainability

The NGO realises the importance of financial sustainability

The NGOs has some savings and reserves to cushion it at a time of funding
shortfall

The NGO has a variety of funding sources.
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Handout 8D

Checklist of NGO Organisational Development
Characteristics of NGOs at different stages

Nascent Organisations

Emerging Organisations

Expanding Organisations

Mature Organisations

GOVERNANCE

Board

¢ No board of independent body is

providing oversight

¢ The Board does not differentiate between
oversight and management roles

¢ If the Board is beginning to provide over-
sight, it may not represent the interests of the
constituency.

e The Board is not assisting management to
identify legislators, influence public opinion or
raise funds

= Members of the Board or independent
body have been identified but have not yet
assumed a leadership role.

= The Board is attempting to micro-manage
rather than provide oversight.

= The Board is not influencing public opinion
or legislators.

= The Board is not aware of the needs of
constituency or role it could play.

* The Board's membership is stable and func-
tioning.

» The Board is able to differentiate between
its role and that of management.

* The Board has some members who are
leaders in relevant fields but it lacks broader
representation.

» The Board is aware of its responsibility to
provide oversight and represent the interests
of constituents but is not consistently doing
S0.

« The Board's composition includes leaders in
the field of the NGO's mission as well as
those capable of carrying out such roles as
policy direction, fund-raising, public relations,
or lobbying.

* Mechanisms are in place to obtain appro-
priate input from constituency and to assure
that organisational planning reflects Board
policy.

Mission/ e The NGO has a vague idea of its = The mission may be clarified internally, but | ¢ The vision and mission are clear to staff, * The NGO's vision of the future and specific
Goal « mission and the contribution it is it is not widely understood by the public. constituents and outsiders; strategies and mission are clear to staff, constituents and
e attempting to make = The mission is not reflected in planning or objectives are in alignment with the mission. outsiders.
e The Mission is understood by only job functions. * Operational planning may be conducted by | « The NGO's strategies are aligned with the
¢ one or a few members of the Board senior management and linked to the budget- | mission and state how it will be achieved.
e Or senior management ing process but with little input from staff or « Strategies are realistic in the context of the
« The activities carried out by members constituents. NGO's activities and can be translated into
« of the NGO may have little relation to clear program objectives.
e the mission
Constitu- e The NGOs links to its constituency are = « The NGO's outreach to its constituency is | The NGO's constituency is well defined and * The NGO's constituency is well-defined and
ency weak. improving. its needs and views are considered in plan- regularly involved in planning process.

e The NGO views its constituency as passive
beneficiaries rather than as potential part-
ners.

e The NGO does not serve as an advocate
for its constituency.

= « Certain influential members of the con-
stituency may be consulted or invited to par-
ticipate in some decisions because they are
seen to have a stake in the outcome.

= « Some awareness exists of the possible
role of the NGO as an advocate for the con-
stituency

ning and decision-making.

* The NGO is involved in lobbying and  other
advocacy functions on behalf of the constitu-
ency.

* NGO support to build self-help capacities
among constituents are still sporadic

» The NGO recognises constituents as part-
ners.

» The NGO supports the creation of commu-
nity structures and develops constituents'
capacity in planning and decision-making

« The NGO engages in advocacy and lobby-
ing activities on behalf of constituents.
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Nascent Organisations

Emerging Organisations

Expanding Organisations

Mature Organisations

Leadership

* There is an individual or a few individuals in

the NGO who control most functions.
* Management style is directive and staff
members provide primarily technical input.

* Management does not articulate clearly to

staff the NGO's purpose or individual staff
members' contribution to the purpose.

=Most decisions are made by the Board,
sometimes with input from one or two
staff members.

=Staff has little understanding of how
management makes decisions.
 Leadership is still seen primarily as
directive and controlling, rather than pro-
viding meaning and enabling self-
direction to employees and monitoring
their performance.

« The NGOs links to its constituency are
weak.

* The NGO views its constituency as
passive beneficiaries rather than as po-
tential partners.

* The NGO does not serve as an advo-
cate for its constituency.

 Senior management's relationship to
staff is more consultative and manage-
ment decisions are delegated.

« Staff increasingly understands, but are
not systematically involved, in decision-
making.

* Leadership understands that its primary
role is to provide overall direction and
monitor performance, but it is still con-
cerned with control.

Legal Status

* The NGO may or not be legally registered

and nor have obtained whatever fiduciary

and taxation status is required by local law.
» Management has yet to identify sources of
legal, financial and labour management ad-

vice.

* The NGO is registered but has not yet
integrated financial and legal advice into
planning and management decisions.

* The NGO is not in compliance with
some local reporting and labour re-
quirements.

» Appropriate expert advice is integrated
into planning and management systems.
* The NGO is generally in compliance
with local reporting, tax and labour re-
quirements.

» Appropriate expert advice is fully inte-
grated into management decisions.

* The NGO is in full compliance with lo-
cal reporting, tax and labour require-
ments.

« The NGO assists constituency organi-
sations to obtain the same legal status
and compliance capacity.

MANAGEMENT PRACTICES

Organisat-
ional
Structures

* The NGO has no clearly defined organisa-

tional structure and lines of authority and
responsibility are not clearly defined.

* The NGO has a defined organisational
structure but line of authority remain un-
clear and authority tends to be exercised
by an individual or a few individuals.

» The NGO has a defined organisational
structure with clear lines of authority and
responsibility.

» The administration of the NGO places
emphasis on the areas of responsibility
but does not confer the necessary au-
thority on individuals to permit them to
operate effectively.

» The NGO is not effectively incorporat-
ing the organisational structure into as-
signed tasks nor using it to evaluate staff
performance.

* The NGO has a defined organisational
structure with clear lines of authority and
responsibility.

» The NGO's organisational structure has
been implemented and is incorporated
into job descriptions and work assign-
ments.

* The NGO's organisational structure is
used in supervisory sessions and per-
formance evaluations.

Informa-
tional
stems

* No system exists within the NGO to collect,

analyse or disseminate data.
« Information is collected randomly and
manually.

« A rudimentary electronic Management
Information System (MIS) is in place but
it is not accessible to all staff.

 Data utilisation potential is not under-
stood.

« Computers are used primarily for word-
processing and book-keeping.

* An MIS is operational and most staff
have access to it.

» The MIS is still primarily used for word-
processing and book-keeping but indi-
vidual staff understand and use data on
an ad hoc basis.

* There is no mechanism for integrating
MIS information into the NGO's planning
process.

» The MIS has the capacity to store and
process baseline and survey data.

« Data analysis capability is relatively
sophisticated.

 There is improved project planning
based on analysis of data provided by
the MIS.

» MIS data has been integrated into op-
erational planning and decision-making.
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Nascent Organisations

Emerging Organisations

Expanding Organisations

Mature Organisations

« Administrative procedures are informal

» Administrative procedures are increas-

« Administrative systems are formalised

« Administrative procedures are well de-

Administra- | and NGO staff lack a common under- ingly formalised. and functioning. fined, flexible and used to clarify situa-
tive standing of them. * Filing and recording systems are not * An administrative manual exists butitis | tions.
Procedures being fully utilised. not referred to regularly. » The Administrative manual is included in
» No administrative manual exists. the strategic review process and updated
as needed.
 There are no formal personnel proce- * Basic personnel administration systems | ¢ All necessary personnel systems are « Personnel systems are understood by all
Personnel dures to administer salaries and benefits exist but informal employment practices formalised and implemented. staff.
or to record personnel data. continue. ¢ Occasionally informal mechanisms are « Staff opinion of human resource policies
» Formal employment procedures do not * Positions are not advertised externally used. and procedures is regularly sought.
exist. and there are no common NGO-wide pro- | * The strategic value of human resources | ¢ Formal employment practices are uni-
cedures for determining qualifications for and the need to integrate personnel prac- | formly followed and regularly reviewed to
employment, recruitment, hiring, and ter- tices into the strategic planning process ensure consistency with the mission and
mination. are not fully understood. policies of the NGO.
Planning « Some planning is carried out but with » Annual operating plans are developed « Strategic and short-term planning is  There is an annual review of the NGO's
limited input from staff and constituents. and reviewed primarily by senior staff conducted primarily by senior manage- achievements and an analysis of resource
« Decisions are made and activities without reference to the previous year's ment. availability.
planned without reference to the agreed- planning, analysis of resource availability, | * Staff and constituents may have some « All parts of the organisation develop an-
upon strategies to achieve the mission. or other factors which could affect imple- input in the planning but they are not in- nual operating plans aligned with the
 There is little assessment of the re- mentation. volved in decision-making. NGO's mission and strategies.
sources required to undertake activities. » Annual plans are developed with little or | « There is occasional review of workplans. | ¢ There is regular review of long-term
« One or a few people may make deci- no input from constituents or staff. plans.
sions and plan activities, giving little ex-
planation to those responsible for imple-
mentation.
* Program development is largely donor or | « Individual projects are developed within * A comprehensive system exists for pro- « Constituents serve as partners in pro-
Program staff-driven and funded and it is managed | an overall programmatic framework. gram development and implementation. gram design, implementation and evalua-
Develop- on a project-by-project basis. » Occasional evaluations are conducted at |  This system is sometimes one imposed tion.
ment « Program design, implementation, and the request of donors and undertaken by by the donor or one that has been devel- « Key indicators have been identified for

monitoring and evaluation, if done, are
carried out based on the donor's require-
ments.

« Often the donor's system is not well un-
derstood, is poorly implemented and badly
managed.

outsiders.

* Constituents are involved only as recipi-
ents of a program.

» No comprehensive system exists for
determining the purpose and objectives of
program/projects or for monitoring and
evaluation.

oped by the NGO itself.

« Either system can provide the informa-
tion required by the donor and allows for
monitoring and evaluation to be carried
out by the staff.

« Constituents are consulted on program
design and involved in implementation
and evaluation.

monitoring and evaluation.
* Lessons learned from M&E are applied
to future activities.
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Nascent Organisations

Emerging Organisations

Expanding Organisations

Mature Organisations

Program
Reporting

« The NGO does not report on the results
of activities or evaluations to constituents.
The NGO is not sharing information based
on lessons learned from activities and
evaluations.

» The NGO provides information on activi-
ties and evaluations only when requested
or required by a donor.

» The NGO shares information on lessons
learned only as required.

« The NGO occasionally publishes the
results of its activities and evaluations but
it does not have a system for distribution.
* The NGO does not yet have an effective
system through which to share information
on lessons learned from its experience.

* The NGO has a system in place to regu-
larly publish and distribute information to
donors, constituents, government and
other interested NGOs on the results of its
activities and other relevant issues.

HUMAN RESOURCES

* The NGO conducts no systematic as-

» There is a better match between staff

« The NGO has a performance-based

« A performance-based management sys-

Human sessment of staff performance on which to | responsibilities and skill requirements. appraisal system in place. tem exists to meet the needs of the
Resource plan for changes or improvements. * A staff evaluation system may exist but it | « Staff are assigned and promoted accord- | NGO's human resource development.
Develop- * The NGO is unable to plan for change to | is not necessarily based on job perform- ing to their job performance. « Training plans are regularly updated
ment improve the performance of individuals ance. « Staff development needs are assessed according to the performance improve-

through better work planning, training, » The NGO has identified resources with and used to develop training plan. ment and career development needs of

development and promotion. which to conduct ad hoc training of staff. the staff, and a human resource develop-

* There is little or no understanding of the ment plan exists.

relationship between staff performance » The human resource development plan

and the achievement of NGO objectives. is integrated with the NGO's strategic

plan.

* The NGO has no particular process to » The NGO has no process of analysis to  Jobs are well-defined and documented » The NGO conducts, reviews and up-
Staff determine the relationship between hu- identify work requirements and job func- in job descriptions and work assignments. | dates an organisation-wide analysis of
Roles man resource needs and program objec- tions. « All core skills required to perform job work requirements.

tives. * There is beginning to be a link between functions exist within the NGO. « This analysis of work is linked to the

« The roles and job responsibilities of ex- senior staff responsibilities and their ex- « A performance-based appraisal system NGO's planning priorities and serves as

isting staff are unclear and changeable. pertise but some gaps continue to exist in | is in place and staff are assigned and the basis for work assignments.

« The limited staff are expected to carry skill requirements. promoted according to their performance. | « All skill areas required to carry out the

out responsibilities beyond their expertise | ¢ Job descriptions do exist, usually based | « Some human resource planning does NGO's work are covered by staff and the

and some essential tasks are not done by | on a supervisor's idea of the work to be take place but is still not integrated with resources exists to contract out for other

anyone. accomplished. job performance or the strategic planning needed skills.

 Job descriptions and work responsibili- * A staff evaluation system may exist but it | process. « Staff performance is monitored and de-

ties are not documented. is not necessarily based on job perform- « A training plan exists based on an as- cisions about training and promotion are

« Job performance is not assessed and ance as defined in a job description. sessment of staff development needs. based on ability and needs.

there is no planning done to improve the » The NGO has identified some resources * Human resources planning is integrated

performance of staff through better work for ad hoc training of staff. with the NGO's strategic plan.

planning, training, development or promo-

tion.

* The relationship between staff perform-

ance and the achievement of NGO pro-

gram objectives is not understood.

Nascent Organisations Emerging Organisations Expanding Organisations Mature Organisations
* There is little understanding of the ne- » Work is organised by supervisors. « A variety of work methods are utilised. « Staff teams are self-directed and organ-
Work cessity to organise work beyond the issu- | e Little attention is paid to work flow or to « Staff are recognised as being able to ise their work around a clear understand-

Organ- ing of directives. consciously organising work beyond work | make useful suggestions about how their ing of the NGO's mission and strategies.
isation « No mechanisms are in place to co- plans. own work should be organised. « Staff is skilled in, and appropriately use,

ordinate work activities of different staff.

« Individual, unit or project work plans are

» Team work is encouraged and work

a variety of techniques and methods to
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« There is little understanding of the need
to work as a team or what it means.

* Meetings are irregular, dominated by
interests of a few, and do not have a pre-
determined purpose and agenda, nor do
they not reach concrete conclusions.

« Staff provide technical input only and are
not involved or informed of decisions.

» No formally recognised lines or mecha-
nisms exist for intra-NGO communication.

developed but these plans are not co-
ordinated across functions.

» Regular meetings of staff are conducted
according to known procedures.

* Selected staff are consulted on some
decisions.

* Intra-NGO communication is conducted
on informal basis.

 Consciousness is developing on part of
staff and management that communica-
tion breakdowns and overlaps occur.

plans are shared across units and work
sites.

« Communications are open and inter-
hierarchical.

« Staff know how to participate in meet-
ings and are aware of how decisions are
made.

* Mechanisms exist for vertical and hori-
zontal communication and link organisa-
tional unit/project structures.

meet the NGO's program objectives.

* There is a formal mechanism in place for
inter-team planning, co-ordination and
work review.

« Staff is able to shape the way in which
they participate with management in mak-
ing decisions about planning and program
implementation.

« Constituents are involved with manage-
ment in making decisions that directly
impact them.

« The staff and Board do not represent the

* No policy exists but among some levels

« Policies exist to diversify the Board and

» The composition of the Board and staff

Diversity diversity of their constituency or the inter- | of the NGO there is some awareness of staff but their composition does not yet fully represent gender and other diversity
Issues ests of their stakeholders. and interest in the value and need for rep- | fully reflect that of the constituents. among constituents.
* Women receive different status than resentation of the various members of the
men and their particular needs are not yet | constituency.
addressed.
« Relationships among staff members are | « There is some awareness of the impor- * The NGO has established and docu- * Supervisors recognise organisational
Super- not yet recognised as an important factor tance of staff being able to work together mented grievance procedures. development as an important NGO man-
visory that can impact achievement of the NGO's | and with diverse groups but it is not yet « Some supervisors have received training | agement function.
Practices program objectives. understood that these skills can be taught | in mediation techniques and inter- » The NGO has established policies and
« Conflict among staff members or con- and such activities managed. personal and group work skills. methods to develop skills, manage rela-
stituents is not effectively dealt with. » Some supervisors attempt to mediate tionships and measure performance.
* There is little or no awareness of the conflict but techniques and mechanisms » The NGO understands that clear work
available practices and techniques with for conflict resolution are not understood. assignments and good implementation by
which to develop the NGO's organisa- self-directed staff usually results in fewer
tional capacities. conflicts.
.+ Staff has been trained in conflict
recognition and resolution technigues.
* The NGO has not developed a mutually | ¢ The staff salary and benefit system is « Jobs have been classified and salaries » The NGO's salary and benefit
Salary and understood system of staff salaries and based on position and responsibility. established according to a system estab- system is sufficiently competitive to attract
Benefits benefits. « Salaries not necessarily competitive with | lished by the NGO and understood by and retain skilled and competent staff.

« Jobs have not been classified internally
according to required skills and responsi-
bility.

« Staff salaries are not based on work
requirements or the level of performance.

those in the external market.

staff.
 Salary increases are based on job per-
formance.

Nascent Organisations

Emerging Organisations

Expanding Organisations |

Mature Organisations

FINANCIAL RESOURCES

Account-
ing

« The NGO's financial procedures are
incomplete.

* The NGO's accounts are not yet set up
for individual projects and operating funds
are not separate.

* The NGO's financial reports are incom-
plete, difficult to understand, and not be-
ing produced in a timely way.

« Basic financial recording systems are in
place.

« Account categories exist and project
funds are separated but some cross-
project funding takes place.

« Financial reports are clearer but still in-
complete and with errors.

« Financial reports are usually produced
on time.

« Financial reports are clear and
complete, even as the NGO's fund-
ing sources become more complex
and varied.

* Most of the NGO's funds are
separated and it generally tries to
avoid cross-project financing.

« The NGO has separate project funds
and adequate controls exist to avoid fund-
ing across projects.

* Reporting and data system is able to
provide useful and timely financial infor-
mation.

* Reports are timely and accurate and
provide information useful to the financial
planning process.
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» Budgets are inadequate or if they do

» Budgets are developed for project activi-

« Total expenditure is usually within

* The NGO's budgets are integral to pro-

Budgeting exist are produced because required by ties, but are often over or underspent by 20% of budget, but actual activity ject management and adjusted as re-
donors more than 20% often diverges from budget projec- quired by project implementation devel-
 Their use as a management tool is not » The executive director or accountant are | tions. opments.
understood, and the reliability of the pro- the only staff who know and understand » Department and organisational » The budgeting process is integrated with
jections questionable. budget information unit heads are consulted by finan- an annual operating planning process.

cial manager(s) about budget plan- | ¢ Senior staff are responsible for prepara-
ning and expenditures. tion, justification and management of pro-
ject budgets.
* The NGO has no clear procedures for * The NGO has established financial con- | « The NGO has adequate financial * The NGO has an excellent system for

Financial/ handling payables and receivables nor do | trols but has not yet implemented proce- and stock control systems. stock and cash controls and for payables

Inventory stock_controls exist. _ _ _ dures. _ _ _ . Independe_nt audits or external and receivables. _ _ _

Controls « Audits or external financial reviews are * Independent audits or external financial financial reviews are performed « Independent audits or external financial
not performed. reviews are rarely performed and only at periodically at donor request. reviews are performed regularly and ap-

the request of a donor. propriately.
* The NGO has no system for reporting on | « The NGO has a system in place to pro- » The NGO occasionally produces * The NGO regularly produces accurate,

Financial its financial status. duce financial reports but these are still accurate and complete financial complete and timely financial reports,

Reporting « If financial reports are produced, they produced in response to donor demand. reports, which it makes available to | which it makes available to all appropriate

are donor-driven.
« Financial reports are not accurate, com-
plete or timely.

« Financial reports are not timely or com-
plete enough to be used in long-term
planning.

the Board and management.

« The NGO uses financial reports,
when available, in long-term plan-
ning.

levels.
« The NGO uses financial reports in de-
veloping long-term plans.

SERVICE DELIVERY

Sectoral
Expertise

* The NGO has little operational or pro-
gram experience.

» The NGO has no sectoral expertise or
track record.

* The NGO has some good ideas about
how to meet needs of targeted constitu-
encies.

* The NGO has growing expertise in its
targeted sector.

* The NGO has the capacity to access
additional expertise in the area of exper-
tise as required.

* The NGO is recognised as having
significant expertise in it's targeted
sector and is being invited to con-
tribute to sectoral discussions.

* The NGO is able to deliver effec-
tive and appropriate services to
constituents.

« The NGO is beginning to build
fee-for-service and other cost re-
covery mechanisms into it's service
delivery.

*The NGO is able to adapt program and
other service delivery capacities to reflect
the changing needs of it's constituency.
*The NGO is beginning to extend service
delivery to other constituents.

*The NGO is recognised as an expert in
it's sector by donors, government and
other NGOs.
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Nascent Organisations

Emerging Organisations

Expanding Organisations

Mature Organisations

* The NGO's services are defined

* The NGO seeks constituent input into

* The NGO has mechanisms in place to

* The NGO considers its constituents to

Constit- by donors or managers with no defining services but does not do so in a involve its constituents in project planning | be equal partners in defining services to
uency involvement from its constituency. systematic or comprehensive manner. and implementation and monitoring and be provided and in the management of
Ownership * The NGO has no plan to support *The NGO has identified resources for ad | evaluation. projects.

the development of its constituents | hoc training of constituents in program or » The NGO has plans to transfer man- « The NGO updates its training and organ-

organisational capacity as an objec- | technical areas. agement responsibilities to constituents isational development plans according to

tive for sustainability. « The NGO has not identified resources to | and to provide training and organisational | the improved performance and capacity

* The NGO is not providing capac- support organisational capacity-building of | development support to build its capacity. | building needs of its constituency.

ity-building training/technical assis- | its constituents.

tance to its constituents.

* The NGO does not have a system | « The NGO is able to evaluate individual » The NGO has not identified indicators or | « The NGO has identified indicators of
Impact to monitor and evaluate pro- projects to determine if projected activities | collected baseline data with which to success for each project goal and carries
Assess- gram/project achievements. took place as planned and if specific pro- monitor project activities. out activities to gather baseline data
ment * The NGO has no mechanism with | ject objectives were achieved. » The NGO is aware of the need to de- which is used to measure project impact.

which to determine impact indica-
tors, establish baseline measures
or assess the impact of its activi-
ties.

* The NGO has no baseline data or sys-
tem to monitor its activities.

velop project sustainability and measure
impact but has not established a system.

* The NGO has a plan to sustain its pro-
gram achievements and transfer owner-
ship for activities or services to constitu-
ents.

EXTERNAL RELATIONS

* The NGO's agenda is largely do-

* The NGO's work is focused in the field

» The NGO operates from a field project

* The NGO is seen as a valuable resource

Constit- nor and management driven with and it is viewed as an ally by constituents. | site. by its constituents.
uency little or no input from its constitu- . The_NGO has credibility with_ its target _ . _The NG(_) involves constituents in deci- * By b_eing _field based, thg NGO i_s able_ to
Relations ents. constituency and with donors interested in | sion- making. effectively integrate constituency input into
« The NGO is located in an urban the same program areas. » The NGO views constituents as being management and program decisions.
centre and its headquarters are a responsible for providing counterpart re- « The NGO regards its constituency as a
long distance from where it carries sources. full partner.
out activities, making it difficult to » The NGO provides resources to enable
involve constituents effectively. constituents to develop organisational
* The NGO develops systems and capacity.
programs in a top-down manner.
« The NGO does not have experi- * The NGO is increasingly known and » The NGO works with international or « The NGO plays a leadership role in
Inter-NGO ence in working with other NGOs, trusted by others in the NGO community other local NGOs. promoting coalitions and participates in a
Collab- either local or international. but as yet has little experience in working | « The NGO participates in and supports formal association of NGOs.
oration * The NGO is not known or trusted collaboratively with others. NGO networks but as yet does not play a | *« The NGO can help mediate NGO-NGO

by the NGO community.

* The NGO has no plans to work in
collaboration with other NGOs ac-
tive in the same region or same
sector.

leadership role in any NGO coalitions.

or NGO-Government conflicts.
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Nascent Organisations

Emerging Organisations

Expanding Organisations

Mature Organisations

* The NGO's relationship with gov-

¢ The NGO has identified common inter-

» The NGO's relationship with government

* The NGO is seen as a full and credible

Govern- ernment is adversarial. ests which it shares with government and | is friendly and often informal. partner by the government.
ment * The NGO does not collaborate relations are friendly. » The NGO is sometimes called upon by * The NGO has formal mechanisms which
Collab- yvith government agencies Workir_lg * The NGO coIIabo_rates with differen_t government to carry out specific projects it uses to collaborate with government,
oration in the same sectors or geographical government agencies or representatives or collaborate on sectoral issues. donors and othe_r NG_Os. _ _
area. on issues or activities in specific sectors. * The NGO provides input into policy mak-
* The NGO has little understanding ing on issues elated to it's area of exper-
of its role in advocacy or develop- tise.
ment of public policy.
* The NGO sees donors as a * The NGO has received funding from » The NGO has a proven track record and | « The NGO is viewed as an authority and
Donor source of financing activities and donors but has yet to establish a track established it's credibility and is invited by | leader in its sector of expertise and is
Collab- has not yet developed a relation- record or to acquire sufficient credibility to | donors to contribute to discussions on considered a spokesperson and resource
oration ship or made contributions to donor | be invited to participate in donor forums. sectoral issues. by donors.
forums or agendas.
* The NGO is not well-known out- * The NGO is known in its own commu- » The NGO has limited contact with key * The NGO has a clear image and mes-
Public side the range of its activities or nity, but does little to promote its activities | decision-makers and has limited lines of sage and a policy platform.
Relations constituents. with the public or with key governmental communication with the public. » The work of the NGO is well-known to
» The NGO has no clear image decision makers. » The NGO has clear ideas on issues but the public and policy makers, and it is able
which it articulates or presents to * The NGO understands that public rela- has yet to develop them into a policy plat- | to use this reputation to attract support
the public. tions are important but has no ability to form. when necessary.
* The NGO has not prepared a carry out PR activities. * The NGO is able to engage decision-
document for dissemination that makers in dialogue on policy issues and
provides information about its ob- may have identified Board and staff mem-
jectives or activities. bers to fulfil this function.
* The NGO tends to view the pri- * The NGO has began to identify local » The NGO draws support from the local * The NGO's projects are supported by
Local vate business sector with suspicion | volunteer support in addition to that which | private sector and government agencies local entities who contribute to project
Resources and distrust. it receives from the constituency. but project sustainability still depends on results and their sustainability.
« The NGO does not work in co- « The NGO seeks technical assistance continued support from external donors. * The NGO has staff members who are
operation with any part of the pri- from some private sector and government | « The NGO has recruited individuals from aware of and have contacts within the
vate sector to draw on resources, resources. the private business sector to serve on its | private business sector and among do-
technical expertise or influence. * The NGO purchases goods and services | Board or as technical advisors. nors.
* The NGO's programs are not from the private sector. « Collaboration between the NGO and the
based on local resource availability. private business sector is strong and the
NGO is considered a community devel-
opment partner.
« The NGO has no relationship with | « The NGO'’s activities are not known out- | * The NGO has contacts in the media * The NGO knows how to work collabora-
Media nor is its work well known to the side of its constituency. which it uses when it wishes to inform the | tively with the media.

media

* The NGO does not yet know how to ac-
cess or use media to inform the public
about its work.

public about an important issue.

* The NGO is well known and its opinions
and experience are solicited by the media.
* The NGO uses the media as a means to
inform the public about its work and/or
mount public education campaigns.
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Nascent Organisations

| Emerging Organisations

Expanding Organisations

Mature Organisations

SUSTAINABILITY

* The NGO'’s constituents do not

* The NGOQO'’s constituency recognises the

» The NGO's constituency recognises the

* The NGOQO'’s program activities are impor-

Program/ see or feel that they benefit from benefits from services and programs but benefits of and is involved in decision- tant to and owned by the constituents.
Benefit services or programs. does not yet have the means to continue making for services and programs but * The NGO program activities can con-
Sustain- * The NGO has no understanding them without assistance from the NGO. does not yet have the mechanisms to tinue due to behavioural changes in the
ability or plan for continuity. _ . T_he N_GO has_ yet to dev_el_op relatlo_n- continue them without assistance form the | constituency.
* The NGO is not working with local | ships with and is not providing capacity NGO. * The NGO has developed systems for
institutions. building assistance to local organisations. | « The NGO has developed relationships short and long-term continuity.
with local organisations and is providing * The NGO has developed relations with
Training/TA to build capacity but as yet local organisations and phasing out
has no phasing-out strategies. strategies.
* The NGO lacks a shared vision * The NGO has a shared vision but as yet | « The NGO has a clear vision of its role * The NGO has a clear vision and under-
Organiz- and skills to interact with other de- lacks the understanding and skills to in- and the skills to participate in develop- standing of its role as a development
ational velopment partners in civil society. teract with other development partners. ment activities. partner in building civil society.
Sustain- . The NGO has no qnderstanding of | * The NGO is.a member of coalitior]s and *The NGO participates in NGO.networks . The NGO is a Ieade.r in forming coali-
ability its role as a partner in development. | networks but is not yet able to provide and coalitions but it not yet playing a tions and networks with other local NGOs
* The NGO is not involved in coali- leadership. leadership role in the NGO community. and participates in activities concerning
tions, networks or umbrella organi- * The NGO is acknowledged to have ex- the NGO sector.
sations. pertise in a sector but is not recognised as | « The NGO has developed relationships
a leader or consulted by donors or gov- with universities, research institutions and
ernment. international NGOs.
« The NGO has limited capacity to * The NGO has begun to understand the » The NGO has begun to explore alterna- | « The NGO has a developed and diversi-
Financial access funding and does not rec- need to develop alternative resources but | tive resources through developing rela- fied resources base to continue longer-
Sustain- ognise the need to diversify its re- has no concrete direction or plan. tionships with government and the private | term activities.
ability source base. * The NGO has no relations with local business sector. * The NGO had developed fee-for-
* The NGO has limited capacity to government or private business sector * The NGO has secured alternative re- services and/or other cost-recovery
develop project funding proposals. organisations. sources such as in-kind and commodities | mechanisms built into service delivery.
* The NGO is able to develop project donations and membership fees. * The NGO has developed and relies on
funding proposals but does not have » The NGO has begun to diversify its fund- | local support for its ongoing activities.
ready access to the donor community. ing base and to develop cost-
recovery mechanisms and programs.
* The NGO's operating funds come | « The NGO has funding to cover short- » The NGO has funds for short-term * The NGO has adequate funds to meet
Resource from only one source and are term project costs and overhead. expenses but has also developed a me- current program needs, and basic pro-
Base raised for one short-term project at | « The NGO can prepare a multi-year pro- dium-term funding plan and strategies. gram delivery can continue even if there is
Sustain- atime. _ _ gram budget but_ is_ still dependent on a *The NQO is not dependent on a single a shortfall in_ funding.
ability * The NGO has little understanding | single donor or limited funds. donor either for overhead or for program * The NGO is not dependent on any one
donor or source of income for overhead or

of the need to eventually become
self-supporting and has not yet at-
tempted to identify local resources.
* The NGO's funding is insufficient
to meet plans or to provide project
services.

* The NGO is beginning to become aware
of local resource generation possibilities
but has not yet identified or mobilised
them.

expenses.
» The NGO is able to recover a percent-
age of core costs through locally gener-
ated resources (membership dues, fee-
for-services, regular fund-raising, etc,).

program expenses.
* The NGO has a longer-term plan and
strategies exist to become more self-

supporting and financially independent.
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Handout 8E

Scoring and Presenting OCA

Introduction to and use of the questionnaire:

The facilitator passes out the questionnaire and asks people to write their role in the or-
ganisation (Board, staff, volunteer, target group/beneficiary) on the paper - not their
name. The facilitator explains that he/she will read out a statement that is concerned
with each component (or sub-component) of the questionnaire. He/she will then ask the
following questions:

a. Is the statement clear and understandable? (If not, this needs to be clarified - and
maybe re-stated. Try putting it into the vernacular as a way of getting clarity)

b. Is the statement relevant to this organisation? (If some participants think it is not,
probe with others to make sure that this is a genuinely irrelevant question, and
not just a difficult question which one section of the participants would like to
have removed.) If the question is agreed to be irrelevant, then ask everyone to
strike it through on their paper.

C. Will you circle the number which best reflects your feeling about this statement in
relation to the organisation? The answers should be from 1 (needs urgent atten-
tion and improvement) to 6 (No need for immediate improvement).

At the end of each component the facilitator asks whether this has covered the topic, or
whether there are other topics that the participants think require a statement and a
score. Make sure that this does not overlap later statements.

At the end of the whole exercise the facilitator asks the same question - has this exer-
cise covered all the elements of a healthy NGO? If someone proposes another element,
and if there is general agreement to it, the facilitator formulates a new statement, asks
everyone to write it in the appropriate section, and scores it. An example might be on
the topic of a pro-women policy, for instance.

Possible responses:

a. in many cases it is possible (or even likely) that participants will be surprised at
what is suggested for the ideal NGO (for instance - "Any changes in administra-
tive procedures are discussed with the NGOs staff" - see 2.3.2. in the question-
naire). The subject then needs to be debated - what happens when this is not the
case, what happens when this is the case? Until there is agreement that such a
feature is indeed a part of a model NGO, or not. If it is agreed it can be scored: if
not it must be struck out.

b. In some cases participants will agree that something is important for a large
NGO, but not for them. They should still be asked to score it, emphasising that
this is not a test, but building a consensus. Their NGO may well grow bigger in
time.
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Collecting and Displaying Totals:

The totalling of scores can either be done by the participants, or by the facilitator. After
the participants have gone through the whole questionnaire, (with whatever extra ques-
tions or deletions are agreed) the participants are asked to total their scores for each
sub-category and divide by the number of questions in each sub-category. Scores will
thus be somewhere along a spectrum from 0 to 6 for each sub-category (round up to
one decimal place).

The facilitator will then gather each participant's sub-category scores - either openly or
in confidence, and calculate an average score for that sub-category (total score divided
by number of participants) which he/she displays to the participants.

The facilitator then asks the participants to total their scores for each category (7 in all)
and get an average for each category. In the same way the facilitator gathers each par-
ticipants category scores and the facilitator can display the average score that the par-
ticipants have given for each category.. It works best if both the sub-category and cate-
gory score can be displayed visually - as a bar graph, for instance (see later)

The Facilitator may also find it useful to disaggregate the scores by each of the four
groups of participants (Board, staff, volunteers, clients/beneficiaries) and display these
totals to the whole group and ask for comments.

It is useful if the scoring is done in one day, and the discussion of the results on the next
day. This gives the facilitator the evening to do the calculations and develop the bar
charts.

Debating the results and the significance of the results:

At this point begins the most useful part of the workshop. Participants reflect on which
categories (or sub-categories) have the lowest scores (i.e. signifying that they are the
issues on which the greatest amount of improvement is needed by the organisation).
They also debate any differences in the results between the different groups of partici-
pants. They deliberate why and how this is so, and they think what can be done to try
and improve the organisations competence in that area.

The facilitator should pay attention to any places where the scoring is wildly different be-

tween individuals or between groups. It may display different perceptions, but it is more
likely to display misunderstanding of the statement
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OCAT Bar Chart

Results 1 3 4 5
12345678901234567890123456789012345678901234567890

GOVERNANCE Executive Committee |

Vision/Mission |

Constituency |

Leadership |

Legal Status |

MANAGEMENT Organizational Structure |
PRACTICES Information Systems |
Admin Procedures |

Personnel |

Planning | |

Program Development |

Program Reporting
HUMAN RESOURCES [HRD

Staff Roles
Work Organisation

.

Diversity Issues

Supervisory Practices

Salaries & Benefits

FINANCIAL Accounting |
RESOURCES Budgets
Fin & Inventory Controls |

Financial Reporting |

SERVICE DELIVERY Sectoral Expertise |

Constituency Ownership |

Impact Assessment |

EXTERNAL RELATIONS [Constituency Relations |
Inter-NGO Collaboration |
Government Collaboration |

Donor Relations

Public Relations |

Local resources |
The media |

SUSTAINABILITY Project sustainability |

Organisational sustainability |

Financial Sustainability |

Resource base Sustainability
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Use of a Bar Chart

A Bar Chart can help visually display the results of the OCA scoring so that people can easily
see the implications of their scoring. It is easiest to set up on a computer using an Excel pro-
gram. Depending on the skills of the Excel user, the bars can be put in manually or through a
bar-chart creation facility.

The Bar Chart works can display either the major categories, or the sub-categories (or both).
We provide examples here of major categories and sub-categories.

1. Major Categories

This helps participants to look at the relative strengths and weaknesses (i.e. the lengths of the
bars) in the major 7 categories and reflect on which is longest (denoting least need for im-
provement) and which is weakest (denoting most need for improvement).

Unfortunately the averages that are calculated to produce the major category bar chart can
obscure important differences in the sub-category bars. The averaging process can "smooth
out" the differences.

2. Sub-Categories

It is therefore important to show the sub-category bars in the bar chart as well. These are able
to illustrate more precisely the areas with most need of improvement (shortest bars) and the
areas with least need of improvement (longest bars)

Even the sub-category bars in the bar chart have been averaged (although to a lesser extent
than the major categories) and so have a "smoothing out " effect. It is therefore useful to be
able to look back at the individual indicators or statements and see if there are any which are
consistently low or high. This can be done by looking at the work sheet for scoring OCA. It is
not difficult to trace out the consistently low scoring statements or indicators.

When presenting the bar chart it is important for the facilitator to give time for the participants
to work out the implications of the bar chart for themselves - not to inform them of the implica-
tions that he/she has worked out for themselves. Valuable interpretations are likely to be
forthcoming from the participants as they take a position which at one extreme is "This is what
| expected" to "This is a surprise” and many points in between.

Variations between different sub-sets of the organisation (e.g. between Board and Staff or be-
tween Staff and Constituency) can also be very vividly demonstrated through the bar chart.
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Box 8F

Deciding in Priorities
In Capacity Building

In this pyramid the most important elements of capacity are at the head.
Capacities at the upper levels must be well developed before any capacity
building interventions are offered for capacities further down

Vision

Mission
Strategy
Structures
Systems
External Skills Programme
Relations Abilities Performance
(donor, govt.,

(effectiveness
and impact)

other NGOs,
he public)

Material and Financial
Resources

From "Capacity Building of Southern NGOs and CBOs" by Richard Holloway. Pact Zambia
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Box 8G

The Different Kinds of Capacity Building

Formal training courses away from the work place
(organisation specific or shared with other organisations)

Formal training followed up by consultancy in the work place

Technical/managerial/OD assistance at the work place for a
concentrated spell by consultancies

Technical/managerial/OD assistance at the work place on a re-

peated serial basis ("accompaniment")

Exposure visits and study tours

Secondments

Workshops organised at the workplace for staff

Workshops organised for organisations with similar problems

Home study

..and combinations of these

from "Capacity Building of Southern NGOs and CBOs" by Richard Holloway, Pact Zambia.
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Box 8H

Who does Capacity Building
of CSOs?

e Northern Support Organisations

e Southern Support Organisations

e Donors
(but people for organisational development should be independently identified by
the NGO, not done as a condition of funding)

e Universities

e Consulting Organisations

e Business Firms

e Training Institutions

e Individual Consultants

from "Capacity Building of Southern NGOs and CBOs" by Richard Holloway, Pact Zambia.
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