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Executive Summary

Introduction

The Zurich Community Trust’s India Programme has been running since 1994, working with NGO partners to reach some of the most disadvantaged people in India.  The Programme operates on the assumption that by increasing the NGOs’ capacity, we increase the number of people we are able to reach.

By 2001, several issues had arisen with our approach to capacity building.  So, in 2002, 4 of the Programme’s NGO partners came together to try and find a way to solve them.

The overall aim of the resulting Capacity Building strategy was to increase the Programme's ability to fund effectively and the ability of our partners to respond effectively to that funding.  Specifically, 

· to increase our partners' capacity to make autonomous decisions about how they operate and

· to think more long-term about capacity building issues.

This report sets out to evaluate our experience over the 3 years that followed the introduction of the strategy.

Key Findings

Increased Capacity leads to increased Reach.

Our NGO partners credit 10-25% of the increase in their reach to an increase in capacity.  This finding reinforces the Programme's underlying assumptions.  From this, we conclude that it is right for us to continue to focus on working with NGOs in this way.

To increase capacity, first define what it is.

We have accelerated the pace of change in our partners because together we defined what we meant by capacity building.  The partners believe that they would eventually have taken the actions that have led to their development, which demonstrates that the development takes place on the partners’ terms, not imposed by an outside funder.

Objectively measure organisations against a standard

We have regularly reviewed the organisations, objectively, using a Peer Review mechanism.  This has led to a more robust view of each organisation and its development needs.  It has also helped to maintain focus, which has continued to drive and sustain change.

Flexible funding brings benefits, but how much?

As part of the Strategy, we took the decision to provide support for core costs with no restriction on how that funding was applied.  This approach has been welcomed by all of the partners partly because it gives flexibility over funding decisions and develops capacity to make them and partly because it supports an area that most funders won't.

The evidence that it has had the desired affect on decision-making is inconclusive.  Whilst we would like to see autonomy of decision-making, we need to also be more involved so that we can judge whether that is the right use of the money - and capacity is being developed as a result.

Grants can be effective if they sustain the organisation

The evidence that funding core costs is necessary is very clear.  Most funders will not pay to help sustain the organisations, preferring to fund services instead.  We will continue to support a portion of core costs and seek to make the argument with other funders that unless you help sustain the organisations, all of the service work will stop.

Sustainable change develops if you know when to let go

A previous evaluation of some of the Programme’s longer-term partners concluded that we eventually reach a point where we should redefine our relationship – implementing an “exit” strategy.  By clearly defining the level of capacity an organisation has reached, we have a strong measurement of that point.

Recommendations

This evaluation set out to see what we could learn from the Capacity Building strategy we had been following since 2003.  We have concluded that the strategy was a success and has helped to develop capacity within our partners at a faster rate than would otherwise be expected.  Our funding approach is welcomed, but we need to tighten up on accountability issues to really test the assumption that the approach will help develop autonomous decision-making.

The key recommendations from the evaluation would be:

1. With both existing and new partners, use the definitions of capacity to help identify development needs.

2. Work with partners to facilitate an annual Peer Review of the organisations, against these capacity definitions.

3. Develop future funding proposals for any partner, existing or new, which respond to the changing capacity position of the organisation.  For example, at outset fund using a broad definition of core costs.  As time passes and certain needs emerge, adapt the funding pattern to promote improvements.

4. Maintain flexibility of funding decisions, but improve reporting to demonstrate how the decisions have been made and how the money is helping to develop the appropriate capacity areas.

5. Use the outcomes of the Peer Review to drive annual conversations around “exit”.  For new partners, link “exit” strongly to the whole capacity building strategy.

6. Develop a second stage of measurements for use as an organisation reaches sophistication under this model.

Appendix 1:  Capacity Definitions

A: Management and Governance

	
	Planning
	Crisis management
	Monitoring & evaluation
	Policies

	EMBRYONIC
	No business planning.

React & respond only.
	Small crisis results in

collapse of the activity
	No M & E.
	No policies or at best unwritten but understood.

	EMERGING
	Short term planning e.g. 1 year written plan.
	It  takes 6 – 8

months to recover and it’s a scramble.
	Purely need based and almost exclusively Funder driven.
	Small notes in a few areas but largely unstructured.

	GROWING
	Organisation reviews plans regularly and acts on those reviews.

Evidence of learning.
	Better coping mechanisms in place and better experience.  The Org. has learnt to act quickly.
	Specific measures are in place.

Changes are based on feedback from all stakeholders including external evaluations. 
	Written service rules exist and are shared with staff.

Other policies are in place.

	WELL DEVELOPED
	Strong 3 – 5 year

Planning cycle.
	Large spread of talent, skills & responsibility allows most crises to be absorbed easily.  
	Active and Structured use of M & E by many departments.
	Policies on almost all areas are clear, in use and regularly 

Reviewed. 

	MATURE
	Clear long term business plan, which is central to all org. activity.

Many/all personnel involved.
	Org. is confident to face crises and has a backup plan including how to cope with the departure of key personnel.
	Org. does their own M & E and this feeds into the planning cycle.

Inclusion of all stakeholders

is the norm.
	Policies are broad based.

Staff are involved in the creation and review of these policies.


B: HR and Training

	
	Overall
	Training
	Documentation

	EMBRYONIC
	No HR
	Informal learning on the job as the job requires it at the moment it is required.
	No documentation of HR practise or at best unwritten but understood.

	EMERGING
	Organisation identifies an HR need
	Semi structured learning
	Small notes in a few areas but largely unstructured.

	GROWING
	Basic policy and procedures are in place*
	Small amounts of formal training in line with the policies and procedures*
	Written service rules exist and are shared with staff.

Some staff documentation exists.

	WELL DEVELOPED
	HR produces results in improved retention, staff growth and morale. There are adequate numbers of staff in terms of number and skills and plans to keep those numbers balanced
	Training budget allocated and spent. The organisation responds to identified training needs via discussions between staff and managers. Internal staff have formal training skills.
	Policies on almost all areas are clear, in use and regularly reviewed. Staff files are in place.

	MATURE
	There’s a good match of roles and people. HR management is delivered in spirit and in practice and the organisation offers good growth for its personnel
	The organisation provides training for future needs and is proactive in identification and provision.
	Policies are broad based.

Staff are involved in the creation and review of these policies as well as in regular appraisal etc.

	* policies and procedures might include: recruitment, induction,  appraisal, leave, handbooks, promotion, development, gender, race, exit. 


C: Communication and PR

	
	Internal
	External

	EMBRYONIC
	Basic and reactive. Mostly oral
	

	EMERGING
	Comms don’t always reach people its intended for. Focus on internal comms. Tends to be top down
	Little feedback

	GROWING
	Built in system. Begin external comms and some written and oral comms
	Open to feedback

	WELL DEVELOPED
	Proactive. Systems in place to ensure effective communications. Better use of wider range and type.
	Strong PR links with media & donor

Seek feedback

	MATURE
	Two way and more open

Has impact. Constructive involvement of stakeholder Many channels. Many media in use. Effective internal and external. 
	Learn from feedback

Conscious focus on communication


D: Finance

	
	Money Management
	Funding

	EMBRYONIC
	No proper accounting system and no guidelines. There is likely to be unplanned expenditure
	0-1 grant. No fundraising plan no regular schemes and few people involved.

	EMERGING
	Statutory audited accounts in place and a basic accounting system. However control systems, checks and balances are limited.
	Organisation has few regular donors plus some in kind donations. Ad hoc needs based fundraising.

	GROWING
	Accounts available to people who ask. Control systems are stronger and the organization begins to budget and forecast not just account.
	A fundraising plan is in place and more people are involved in this activity. Better acknowledgment of donors i.e. donor management

	WELL DEVELOPED
	Accurate and timely reports are produced including forecasts to be linked to the business plan. Proactive publication of accounts e.g. in annual reports plus a fully transparent process with strong controls. Key staff are involved in decisions on planning, budget and spend.
	Assured funding from a few sources. Longer term fundraising plan is in place with a future focus. Some established and self-sustaining schemes.

	MATURE
	Established and efficient accounting system and cost control which feeds into wider MIS across the board. Key staff empowered to control and fix budgets where appropriate.
	Several assured sources of income and a wide donor base. Clear fundraising plan with significant local fundraising. A large % of staff are involved and/or a separate unit has been formed to handle this function. There is potential to self-fund activity and strong (2 year?) reserves.


E: Service Delivery

	
	Personnel
	Customer satisfaction
	Sustainable and Replication

	EMBRYONIC
	Insufficient trained  personnel
	Little focus on customer satisfaction. No follow up.
	Org is person centred and any small change may impact delivery.

	EMERGING
	Personnel unable to handle complex cases or situations
	Systems emerging. Follow up limited as staff over stretched. Limited understanding of clients time frame.
	It  takes 6 – 8 months to recover from change.

	GROWING
	Sufficient trained personnel who handle majority of situations without referral
	Systems in place to assess client satisfaction. Sporadic follow up. Have systems that help focus on clients timeframes.
	Better coping mechanisms in place more depth of staff. Delivery will continue for medium term.

	WELL DEVELOPED
	Trained Professional personnel. Internal and external training available to improve skills
	Learning takes place as a result of feedback and systems change. Systems in place but follow up can vary dependant on conditions.
	Large spread of talent, skills & responsibility allows change and new ideas to be handled easily.  Informal for role model of others who are given unstructured assistance.

	MATURE
	Perceived as expert by outsiders. Good ratio of personnel to clients and to untrained personnel 


	Customer satisfaction drives delivery. Sustainable holistic approach to client welfare. Systems in place and follow up is consistent. Reaching the targeted group. Able to deliver to clients timeframe in 80% of cases. Responsive.
	Org. is confident to face crises and has a backup plan including how to cope with the departure of key personnel.

Replication of the model by the organisation or someone else.


F: Advocacy

	
	Community Engagement
	Broad Picture
	Materials Used

	EMBRYONIC
	No focus on this activity.
	No focus on this activity.
	No focus on this activity.

	EMERGING
	Aware of issues sporadic activity
	Focusing on organisational activity.
	Becoming aware of issues

	GROWING
	Beginning to raise issues and awareness in the community
	Working within local geographical boundaries.
	Has a collection of data and materials

	WELL DEVELOPED
	Increased level of engagement with state/govt and implementers
	Looks beyond local issues
	Consolidation of data and has material available to others

	MATURE
	Facilitating the community to engage with state/govt
	Has ability to convey and focus on the broader picture
	Has well developed materials on specific issues and uses them

Clear methodology. 


G Research, Development and Documentation

	
	Meetings, Documentation
	 Data Availability
	Donor Files
	Info. on issues and research

	EMBRYONIC
	Meetings generally informal with oral decisions 
	No/ hardly any data available.
	Don’t exist in written form
	Does not exist

	EMERGING
	Meetings not planned in advance, held when needed. Little follow up or feedback.
	Limited data available
	Some lists available. 
	Some info on issues of immediate relevance.

	GROWING
	Regular meetings. Minutes noted. 

Sporadic follow-up.
	Data not fully catalogued. Some past data available. Systems being formulated. Used by few people.
	Lists documented but not updated.
	Info. available, but only on limited subject/ scope and not always documented. Initial efforts at research in place

	WELL DEVELOPED
	Regular meetings, well planned. Good minutes circulated with frequent feedback & follow-ups


	Much data available. Systems in use regularly and can be upgraded. 
	Lists available and carry useful data. Past/ old list of donors accessible, but not accurate 
	Collection of info on issues around the major service being provided. Some efforts to use this data to improve service and to share with others.

	MATURE
	Well planned. Agenda set and circulated in advance Minutes circulated amongst participants including info on follow-up actions. Maintains a visitors book
	Well documented systems for recording and retrieval of data. Information updated at regular pre-determined intervals. Data is used often by a wide variety of staff.
	Well maintained database with no errors and duplications. Donor suggestions and feedback captured. Systems can be upgraded. 
	Detailed and well documented info not only on the core issues, but on the field of related issues supported with publications and paper presentations at seminars/conferences/ workshops etc.


R&D of New Products

	
	R&D of new products*            

	EMBRYONIC
	Does not exist

	EMERGING
	Sporadic R&D not well understood and not widely researched

	GROWING
	Recognition of R&D as part of core activity for the organisation but limited resources. Initial steps taken to set up R&D dept.

	WELL DEVELOPED
	Collates existing data and undertakes research projects systematically. Evidence of new products and ways of working as a result of activity.

	MATURE
	Separate dept. with adequate training and resources. Undertakes regular studies and links these to development. Regular output in a structured manner with high impact. Perceived as an innovator by others.


* We recognise that not all organisations will choose to move into full R&D as per this definition. This should only be applied where the organisation has a stated intention to build an R&D function.
