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Day 1 Capacity Assessment

Session 1:Positioning capacity assessment (Fons van de Velde)
Where does the debate on capacity assessment come from?
External factors identified by buzz groups:
· Demand from local partners/members

· Shifts in approach to ODA: from service delivery to institutional support; rights based approach; CCCD (Plan)

· Donor demands and policies

· Quest for more sustainable interventions and effectiveness
· Increased influence of networks

· Aid effectiveness agenda

Session 2:Introduction of the 5C model (presentation by Geert Phlix, ACE Europe - attached in PDF)

What is capacity?

· Capacity development is an endogenous and on-going process that takes place in organisations; supporting CD hence implies supporting on-going processes.
· Most organizational capacity assessment (OCA) tools focus on “hardware”: staff, procedures, physical infrastructure, project management. One advantage of the 5C model is that it explicitly addressed “software”: motivation, commitment, organizational culture, etc. The 5C model can be applied to organisations, networks and systems. 
· For a proper understanding of the 5C model, it is important to note that the definitions of the 5 core capabilities are context specific and can differ per country and organization. There is no order (of importance) in the 5 core capabilities; quantitative indicators are less important and it is the combination of capabilities that shapes the effectiveness of an organization.
· MFA has made the 5C model an obligatory reporting instrument for all MFSII funded programmes. The risk is that the model turns into a pre-defined list of indicators – contrary to the philosophy of ECDPM.

· Capacity development is often donor driven, also because partners tend to think donor-driven. The 5C model can help bring about dialogue and the emergence of alternative CD needs.

Group exercise: identify characteristics that organisations need to effectively meet their objectives.
	Capability
	Examples of organizational characteristics (may fit under various capabilities)
	Explanation

	To commit to its actions  and act accordingly
	· Motivation

· Business strategies

· Vision

· Creativity

· RBA

· Engendered staff

· Ambition

· Endurance

· Good governance
	Here, you find much of the “software” of an organization. If all procedures and resources are in place and the organization is still not able to act and commit, lack of motivation may be the underlying problem.

	To deliver on development objectives
	· Procedures
· Resources

· Knowledge and experience

· Competent staff

· PME
	Here, you find much of the organisations’ “hardware”. 

	To relate (to external stakeholders) and attract financial resources
	· Internal and external communication
· Access to resources and active in networks

· Legitimacy

· Relationships
	The capabilities are interrelated. To be able to relate, an organization also needs to be able to deliver (e.g. competent staff) and to ac and commit (e.g. management style that enables people to relate)

	To adapt and self-renew
	· Learning culture
· Self-reflection

· Flexibility
	Mostly “soft” skills

	To balance diversity and achieve coherence
	· Consistency between mission and vision
· Creative tension

· Example in Plan: “One Plan One Goal”
	Very important for CRA! Too much coherence can lead to suffocation; fear to express different views. 


Experiences with the 5C model by the CRA member organisations:

· Plan: 

· Introduction of the 5Cs concept to partners during inception phase of the GP programme 

· In the baseline the 5Cs were used quite instrumental; external consultants were hired and instructed to go through a 5C capacity assessment exercise with all partners. Output was a list of scores on pre-defined pointers/indicators; preceding dialogues were not captured

· During country visits, the 5Cs are used as a tool for dialogue with partners. It is challenging for partners to give themselves “low” scores; the idea behind it needs to be explained (“room for improvement”)

· Free Press Unlimited:
· Four-day workshop with partner organisation
· One on one self-assessment with one partner during partner visits

· CHI:

· Checklist with principles and standards is used per partner/member.

· This checklist is used by the Conn@ct.Now alliance and is linked to the 5C model
· DCI-Ecpat:

· Process approach; we use a model to start the dialogue and come to capacity development trajectories (priorities and possibilities).

· Invite all partners to the Netherlands and discuss with several partners together; also an element of exchange and learning

· Women Win:

· Addition of 2 C’s to the 5C model (specific for WW’s programmes) 

· 5C dialogue/assessment with partners every time we meet (also per phone)

· Online questionnaires are not considered useful
Session 3: Applying the 5C model to the Child Rights Alliance
Reflections on the application of the 5C model, including the pointers and indicators used in the CRA baseline, to CRA-cases (partner organisations or networks) – group work

Group 1: Capability to commit and attract

· To what extent can we expect that an organisation can analyse its own stakeholders?

· Stakeholder analysis can be seen as a stepping stone for assessment, for example by:
· Mapping of “opposing”,” favourable” and “neutral” stakeholders 

· Stakeholders with high and low impact

· Assess the kind of relationship between the stakeholder and the organisation/network

· Diversification: is an organisation able to cope with a variety of different stakeholders?
· Relate to target group/beneficiaries: is this the same dimension as stakeholders?

The stakeholder analysis tool by DFID
 distinguishes two axes: importance and influence. High importance and low influence = beneficiaries.
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Group2: Capability to deliver
Questions/observations
· How to ask questions in a non-suggestive or leading way, especially on sensitive issues?

· Trust is a prerequisite, which can be built over time. But what about new partners? Should the process be facilitated by an external party?

· How not to impose our assessment but to use it in the organisational process?
Suggestions
· Ask for training manuals and other forms of document based evidence

· Ask partner organisations to validate and triangulate their own standards
· Use specific additional tools, e.g. to assess organisational learning capabilities

· Use previous organisational assessments done by the partner (for other partners/donors) as a starting point for your capacity assessment baseline; “translate” if necessary

Group3: Capability to balance diversity & achieve coherence

· Add an indicator on creative tension to the CRA 5C pointers/indicators
· Add a balanced approach towards stakeholders

· Add: alignment and internal communication

· Allow for different perspectives per stakeholder

(Plan did make the framework gender sensitive)

Group 4: Capability to act and commit

· What about the relationship between pointers, for example ambition and resources?

· Analyse the organisational decision-making process in relation to the local culture (hierarchy, gender issues), e.g. by adding an indicator on adaptation to local context

· How to monitor?

· Make sure that self-assessment is most important

· How can we use the 5C model as a basis for dialogue and genuine partnership?

Group 5: Capability to adapt & self-renew

· Consider “to act and engage”, rather than “to act and self-renew”
· Is confidentiality a prerequisite for a good assessment? It clashes with donor requirements.

· Importance of transparency and making it a two-way dialogue

The 5C guide/manual from ECDPM is available online at www.ecdpm.org: Bringing the Invisible into Perspective.  Reference document for using the 5Cs framework to plan, monitor and evaluate capacity and results of capacity development processes (December 2011)
Session 4: Poster session – CD policy per CRA organisation (why, what, how, activities and with whom)
FPU – Kids News Network

Why: give kids a voice

What: making news and relevant information available for kids

How: enable local partners to make news

Activities: skills training, format development, organisational development, sustainability and strategy, network hosting, setting standards through co-production, audience survey, feedback, coaching and consulting

With whom: producers, TV stations, teen reporters 
Plan Nederland
Why: changing paradigms, both internally (Plan) and externally (donors)

What: a civil society that actively ensures equal rights and opportunities for girls and young women
How: partnerships with Country Offices, local governments, private sector and knowledge institutes
Strategy and activities: four pathways 1) capacity assessment of CS partners; 2) networking and alliance building; 3) promoting a conducive environment; 4) action research
Focus on gender issues, marginalised girls and learning 

Child Helpline International

Capacity assessment is based on the principles, standards and practices (PSP). The PSP are worked out in manuals, basis for training. The PSP are also rolled out through peer exchange, conferences and other knowledge sharing opportunities, and during the International Consultation/Regional Consultations. Peer exchanges, trainings and the IC/RC are subject to evaluations.
Day 2 Capacity Enhancement

Session 1: Capacity Enhancement

Experience with capacity enhancement in participants’ own practice with the aim to identify ‘good practices’

Good capacity development is about ….

= long term

= mutual trust

= ‘two way process’ 

    Dialogue communication

= risk taking 

= peer to peer – ‘twinning’ 

= innovation

= personal

= ‘need based’

= agreement on outcome

= overcoming ‘friction’ 

Session 2: Presentation Capacity Development

Presentation by Fons van de Velden (Context International. Capacity Development Support): Learning from others – attached in DF. 

When working on a capacity development policy, keep the following things in mind:

· Speaking of capacity enhancement/strengthening/development – it is important to acknowledge that there’s always capacity in place that you start building from

· Capacity is part of ‘us’ and ‘them’ – Ministry does not fully acknowledge the complexity of capacity development,  but they do try to enable in various ways (i.e. learning agenda, finance conditionality’s on overhead etc.)

· International agencies are going back to technical capacity support, ‘quick fix’ instead of long term investment what the aim is of capacity development support

· Choice to be made where to place ‘capacity development’ – depending on view ‘programme performance – to do’, external linkages – ‘to relate’, or internal organisation – to be’.

· Choice to be made on how you view an organisation; linear or a living entity, this influences your efforts on capacity development support

Notes on the 5C model

· In part still results-based input/output linear reasoning

· Look at the stage of the organisational development to assess whether capacity development support efforts will be effective and what outcomes you can expect

· Project results versus personal growth  - role grid

· Are the roles of funder and capacity development facilitator compatible? You have to address the complexity around these issues: what conditions will be useful in this case?

· Use of proxy indicators to measure outputs of capacity development and how this leads to enhanced capacity development – implicit assumption, of the causal relationship, although this is not confirmed by Baser & Morgan

· Consideration to use the 5C model to assess the progress of the ‘learning agenda’ on the issue of effective alliance building (and build a trajectory from there)

	Pro’s
	Con’s
	practice

	Ability to finance capacity development
	Ownership: ‘fake’ priorities, management of expectations, organizational development versus programme delivery
	Enabler

	Being able to finance long term and soft skills
	Distribution of the local market
	Combine

	Enable the capacity to deliver

Risk reduction
	
	Equality vs. power, have awareness and act accordingly

	Quality 
	Top – down driven
	Long term commitment

	Legitimacy to ask questions, capacity is not always an endogenous process, but we can assist to help realise change
	
	Limit financial dependency

	Facilitates mutual trust
	
	Golden rule: do not link your outcome of capacity development to funding

	
	
	Proposal development through joint participation

	
	
	Be clear about what you want: written procedures

	
	
	Separate the capacity development officer different from the grant making officer


Session 3: Case work

Application to CRA practice and differentiating interventions

Through discussion on various cases of capacity development by the various CRA members the following issues were highlighted as relevant: 

· Timing of the capacity development

· What institutional parameters are in place to ensure that you can implement what the organization has been trained on: human resources, commitment, financial resources, infrastructure

· Level of ambition of the organisation should be in line with the actual available resources and opportunities for the organisation

· Ownership of the process (too often donor/consultant driven) 
There is need for donor harmonization, different donors driving various capacity development efforts
· Format for development trajectory? Assessment can be done with the 5C, but the trajectory cannot be standardized, as it remains a flexible process, only measure the progress of the process

· Process can be a peer learning opportunity

· Assessment with the whole organisation

· Get the problem right – before the start of any process

Day 3 Consolidation & Dissemination

Communication - Helga van Kempen

Clear communication:

· Start with what someone  knows

· Be precise and short (language matters)

· Listen actively, observe and respond

· Ask questions, challenge (your own) assumptions 

· Inspire and give confidence

Active listening:

R
-
Respond to the content by summarising and paraphrasing (“so, …”)

A
-
Acknowledge the feelings of what is being said (“it sounds like…”)

S
-
Show that you understand and accept what is said

E
-
Encourage further information

Common challenges for partnerships
· Power imbalances and the fact that not all members have the same image of the power relations

· Lack of transparency on contributions, intentions etc.

· Each partner aiming to “win” at any cost

Core principles of partnership (and communication):

· Equity > respect for the added value of each partner

· Transparency > trust, more willingness to innovate and take risks

· Mutual benefit > engagement

Taking stock

Each organization reflected on what they would take back from the 5C model. Main focus on starting up the dialogue with partner organizations based on 5C model, taking a holistic approach and the various levels the 5C model can be applied for different levels in the Girl Power Programme (both Southern partner and Country Steering Committee).
Session 1: Preparing for dialogue with partners
Group work: identify strategies/communication tools to address the main challenges in capacity assessment & development within the CRA Girl Power program.

· Set goals and targets on CD for CRA, make SMART for different levels and staff 
· Set the framework: clarify which kinds of CD we can offer within GP and which ones not; what are the roles of the various (Dutch) alliance members and their staff and the partner organisations (especially in “deeper”, more sensitive issues of organisational development)

· Develop a simplified checklist or model to clarify what the 5Cs mean in practical terms for the GPP and the organisations involved

· Specify for CSC level + Southern partner level

· With partners have a dialogue on what they wish to achieve in terms of capacity development based on the 5C model, then what needs are identified, what expectations can be realized within the GPP, what agreements need to be made 

· In case of Plan: capacitate the Country Office to have the dialogue on the 5C model with their partners

· Need for support for gender and PME was an outcome of practically all OCA’s in GP so far. Why not just start with these?

· Work through local consultants. Especially for Plan this can be a way to realise “coaching” trajectories - which DCI-Ecpat for example could do directly with their partners
· Long-term commitment

· Include management level (ensure management buy-in)

· Focus on one issue and gradually extend to other topics

· How to create local ownership?

· How will we measure progress on CD?

· Capacity assessment through face-to-face/Skype dialogue based on 5C model, per 5C description of the need and what the capacity development support is needed to realize this.

Levels of capacity development in the Girl Power program:

1. CRA memberstowards Southern partners. For Plan, capacity development by Plan NLNO is aimed at Plan CO’s (strengthening CO’s to build capacities of their partners); capacity development by Plan CO’s is aimed at the local partners

2. Southern partners towards other CSO’s/CBO’s

3. Country Steering Committees peer to peer discussion on capacity within GPP> should be leading

Session 2: CRA ambitionson Capacity Development
To set the scope of Capacity Development work within the Girl Power Programme, the following criteria were defined: 

· MFSII regulations: all Southern partners have undergone a 5C analysis,  reported on in baseline (2011), midterm 2013 (May 2014) andend term (2015)

· Objective: strengthened capacity of local partner organisations by 2015
· Measuring of CD will be done through the 5C model + effects on outcome level

· The 5C model will be applied at
· SP-level

· CSC – level

· Dutch CRA- level?Discussion needs to be held on whether to apply the methodology to the Dutch CRA members and their collaboration itself. 
· Strengthening capacities on thematic areas:
· Participation

· Protection

· Education

· Economic empowerment

· Strengthen southern partners in their role as civil society organisations working for the rights of young women and girls

Session 3: Practical implementation of capacity development support for GPP

Group work on next steps in the (further) practical implementation of capacity development in the Girl Power programme. 
Group 1.Generalised approach. 

Partner organisation

	Step
	Note

	1. Dialogue based on baseline per country
	Chase consultants for results of the baseline on 5C, including background information per organisation (not just the scores!)

	2. Dialogue can start with Annual Reflection meetingand/or next field visit via a quick scan in each of the 5C areas inventory on capacity development – continuous process (Skype/mail)
	

	3. Plan has done assessment of partners (on hard skills), comparison with 5C model, use as enrichment for baseline conclusions
	

	4. The 5C model has been operationalized into pointers and indicators for the GPP – review these, based on the discussion of the first day and reviews of other methodologies
	

	5. Integration into the regular process of field visits: BtO reports, minutes meetings (not automatically to GPD), included in annual report (inclusion in bi-annual report – cases)
	Challenge for Plan integrated annual report for several partners, needs to be disaggregated for each of the Plan partners


CSC level

	Step
	Note

	1. CSC meeting reflect on capacity development needs based on 5C model to implement the GPP on country level to create harmonisation and synergy
	Point of attention: initiative needs to be with GPP Plan staff, due to size, but equity principle remains

	2. Development of capacity development plan, recurring agenda item on CSC meetings, integrate with learning agenda needs
	


Group 2.Case of Sierra Leone
1. Taking stock at all SPs (by CRA members) and CSCs (by GPD/DSC/country teams)
a. What has been done in terms of OCA ad how (methodologies)?

Plan SLE: 5C assessment of all partners in 2011 by external consultants for GP baseline; new partners since? All information available? Other assessments by Plan CO? 

b. What has been done in terms of CD?

Plan SLE: Training of partners has taken place, but not specifically in relation to the GPP, and probably mostly instrumental rather than holistic 
c. CD needs to be addressed
Plan SLE: Also related to different sizes and capacities of organisations
d. Assessment of OCA tools and methodologies used
2. Informed dialogue with all SPs (by CRA members) and CSCs (by GPD/DSC/country teams)

a. Determine goal of capacity development within the ambition of the GPP

b. Needs based vs. ambition
c. Agree on priorities

d. Agreed work plans at SP and CSC levels: who will do what, using local expertise

3. Practical implications for Dutch CRA members
a. Clarify ambitions and expectations on CD within Girl Power (instrumental towards more holistic)

b. Practical translation of each C of the 5C model intoconcrete pointers/examples (e.g. the exercise with Geert on day 1). NB. for Plan NLNO officers to instruct COs to work with their partners 
Note that capacity assessment and development by Plan NLNO towards Plan COs is not part of the Girl Power program. The SPs of the COs are the SPs of Plan, but Plan NLNO works through the Plan COs.

Further suggestions (for Plan):
· Linking with Plan International, which other NOs have a civil society agenda? 
· BIAAG: cases of gender transformative programs

· Partnership policy? 

· Pilot an SP which is partner to two CRA members – joint CD

· Compare existing capacity development instruments of Plan offices as part of stocktaking in relation to Girl Power Programme
· Connect to other ‘assessment’ and capacity building processes such as GESA
END
Workshop participants
	
	Name 
	Organisation
	Position
	Details

	1
	Jos van Heijingen
	Plan
	Int. Progr. Manager
	Only 11 & 12 Dec

	2
	Inge Verdonk
	Plan
	Progr. Officer (FNS)
	

	3
	Samira Al-Zwaini
	Plan
	Progr. Officer (Protection)
	

	4
	Jet Bastiani
	Plan
	Progr. Officer (Gender/Health)
	

	5
	Tanja van de Linde
	Plan
	Progr. Officer (Participation)
	

	6
	Mascha Singeling
	Plan
	Progr. Officer (WatSan)
	Only 10 Dec

	7
	Sharon Roose
	Plan
	Progr. Officer (WatSan)
	Only 11 Dec

	8
	Jan Til
	Plan
	PME
	

	9
	Marije Nederveen
	Plan
	PME
	

	10
	Helen Evertsz
	Plan
	Coordinator GPD
	Only 10 & 12 Dec

	11
	Aude Diepenhorst
	Plan
	Progr. Officer 
	

	12
	Nafila Maani
	CHI
	Progr. Manager (MENA)
	

	13
	Theo Noten
	DCI-Ecpat
	Progr. Manager
	

	14
	Manu Wildschut
	WW
	Progr. Manager
	

	15
	tbc
	WW
	PME
	

	16
	Chermène Fisser
	FPU
	Producer Kids News 
	

	17
	Katja Michael
	FPU
	Progr. Manager
	

	18
	Daan van Bree
	FPU
	Progr. Manager
	Only 10 Dec

	19
	Alice Kubo
	CHI
	Progr. Manager (Africa)
	


� DFID stakeholder analysis tool/influence & importance matrix
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