
	Session: Conducting an Organization or Business Assessment


	Sector(s):
	
	Community Economic Development

	Competency:
	
	Develop understanding of economic and organizational principles and practices

	Training Package:
	
	Global CED Sector

	Terminal Learning Objective:
	
	By the end of the Global CED Sector Training Package, participants will assess an organization’s or business’ capacity and make practical and culturally appropriate recommendations using detailed Organizational Development or Business Development tools and methods.

	
	
	

	
	
	

	Session Rationale:  
	
	Providing organizational development/business development support to partner organizations and businesses is often a key role of CED Volunteers.  For an organization this could be as simple as suggesting a bulletin board to help manage information or as complex as collectively developing a three-year strategic plan.  Regardless of the type of support Volunteers provide, starting with an appropriate organizational assessment is necessary. 



	Target Audience:  
	
	Peace Corps trainees during PST

	Trainer Expertise:
	
	General Community Economic Development experience working with business and/or with organizations in the host country, and with conducting capacity assessments

	Time:  
	
	90 minutes

	Prerequisites:  
	
	Trainees will have already participated in the previous three sessions of Global CED Sector, and M&E Accomplishing Peace Corps First Goal.

	Version:
	
	Jul-2012

	Contributing Posts:
	
	PC/Albania
PC/Macedonia
PC/Guinea



	Session:  Conducting an Organization or Business Assessment

	Date:  
	Time:  90 minutes
	Trainer(s):  

	Trainer preparation:
1. Review the Organizational Capacity Assessment Tool or Business Assessment Tool

2. Note: Parts of the M&E—How We Use Sector M&E Tools session overlap with this session.  Review the PACA session plans and the M&E session to ensure there is no overlap.
3. Prior to this session, give participants a homework assignment to read the Case Study (Handout 3 or 4), and use the Capacity Assessment Tool (Handout 1 or 2) to assess the business or organization.  They will need to have completed this assignment in order to be prepared for this session. 

4. Depending on the sequencing of the COTE, trainees may have already participated in a PACA session and have received some exposure to needs assessments, and the M&E Session on Project M&E Tools.  If so, make reference to these sessions to reinforce learning.
5. Meet with the LCF to coordinate technical language sessions to prepare for the assessment.

6. Post Adaptation:  Translate Handout 1 or Handout 2 into the local language.  If the tool is too difficult due to language, then work with the LCFs to train participants on the language of the tool for the purposes of this activity
7. Post Adaptation:  Review Handout 3 or Handout 4.  Make adjustments as needed.  

8. Make copies of Handouts—1-2 and (3 or 4) for each participant.

9. Prepare Trainer Material 1:  Flipcharts

10. Post Adaptation:  Make copies of your project framework for each participant or have them bring it to the session.  

11. Post Adaptation:  Prior to the session, arrange for a practicum with organizations or businesses.  Prepare the organizations or businesses for what the practicum will entail.  Introduce the assessment tool to the organizations to be visited, and reassure them that this is not about checking in on them.  It is an exercise to build the trainees’ skills in using an assessment tool.  Assign trainee teams to each organization or business.  Prepare handouts for each team about the organization or business with which they will be working. 

12. Optional:  Consider inviting a Volunteer that has done a successful capacity assessment to participate in this session, providing their lessons learned throughout the session.
Materials:
· Equipment
1. flipchart
2. markers

3. tape
· Handouts
Handout 1: Organizational Capacity Assessment Tool (refer to separate excel file)
Handout 2:  Business Assessment Tool (refer to separate file)
Handout 3: Organizational Case Study
Handout 4: Business Case Study
Handout 5: Project Framework 
· Trainer Materials
Trainer Material 1: Flipcharts
Trainer Material 2: Flipcharts—Possible Answers


	Session Learning Objective(s): 

1. During a group discussion, participants will define the role of Volunteers in organizational/business development and identify organizational or business needs

2. After an introduction to the Organizational Capacity Assessment Tool or Business Assessment Tool, participants will explain how the information captured in each section of the tool could help them advise a business or organization

3. In teams of 2-3, participants will practice asking assessment questions in the local language.



	Phase / Time /
Materials
	Instructional Sequence

	Motivation

15 minutes
Trainer Material 1:  Flipchart 1—Categories of Organizational Capacity of Organizations
OR
Trainer Material 1:  Flipchart 2—Categories of Organizational Capacity of Businesses 
Trainer Material 1:  Flipchart 3
Trainer Material 2:  Categories of Organizational Capacity of Business and Organizations—Possible Answers
Flipchart and markers


	The Parts of a Capacity Assessment

Participants will consider what they would look for to assess an organization’s or business’ capacity in different categories

1. Prior to this session, hang the Trainer Material 1:  Flipchart 1 or 2 on the wall around the training room.  
Note:
Organizations:  If the participants are working with organizations use Flipchart 1
Businesses:  If the participants are working with businesses use Flipchart 2.

2. Hang Trainer Material 1:  Flipchart 3 on the wall.  Remind participants about the following items they have already learned that have prepared them for HOW to work effectively:  

· Various assessment techniques you have already discussed:  SWOT (Strengths, Weaknesses, Opportunities, and Threats) and Appreciative Planning and Action (Discover, Dream, Design, Do).  

· Visited a business/organization
· Thought about how to be effective—Four Elements for Success

· Build a relationship of trust with the client (community)

· Clearly define expectations

· Have excellent observation and interviewing skills to diagnose the problem or issue correctly, and

· Know how to give feedback in a culturally appropriate way
· Cultural values and strategies for being professional

3. Say, “Until now we have been focusing on the HOW.  In this session we are going to focus on WHAT you are going to do regarding building organizational and business capacity.

4. Ask participants to look around the room at the flipcharts.  Tell them that each has a heading of an area of business/organizational capacity.  Ask them to think about each area and what they would look at to assess whether an organization had capacity in that area.  
Note:  

Trainer Material 2 has possible answers for each category.  

5. Give participants markers and post-its or just markers.  Have them go to each flipchart and write down what they would want to see or observe to assess capacity in that area.  

6. When participants have finished this activity, review the responses together.  Discuss.

7. Ask participants, “What questions do you have?”


	Information

15 minutes
Handout 1—Organizational Capacity Assessment Tool
Handout 5—Project Framework 
	Assessment Tools and the Role of the Volunteer in Assessments
Participants will be introduced to the Peace Corps’ assessment tools and will review how each section of the tool relates to the project framework.  

Introduction to the Capacity Assessment Tool

1. Pass out Handout 1 to the participants.

2. Ask participants to read through the tool individually and compare the tool to what they came up with during the previous exercise.  

3. Pass out Handout 5.  Discuss how each category of the tool relates to the project framework.
Role of Volunteers in Organizational capacity assessments

4. Ask the participants individually to write down what they think the role of Volunteers is in an organizational capacity assessment or business capacity assessment.  

Note:  
Possible Responses:  ask questions, be a catalyst, make suggestions, look for what works, build on strengths, find where people’s interests are for making change
5. As a large group, listen to thoughts from individual participants.  Discuss the following questions:

· Why should Volunteers do a capacity assessment with their work partner(s)?
Note:  

Possible Responses:  to build capacity in capacity assessment; strengthen relationship; create buy-in; triangulation – using more than two methods to validate or cross check information
· What responsibilities should the Volunteer take in the assessment?
Note:  

Possible Responses:  sharing the findings with other staff; be transparent; be constructive, be positive; follow the four elements of successful consulting. 
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6. Optional:  Ask a Volunteer that has done a successful capacity assessment to speak about their experience.
Note:  

This activity assesses LO 1.



	Practice

30 minutes
Handout 3—Organization Case Study
Handout 4—Business Case Study
	Assessment By Case Study

Participants will become more familiar with the parts of the assessment tool by reading a case study of an organization/business and doing a theoretical assessment.
1. Explain that for this activity participants will be referring to their homework assignment - the case study reading assignment, review of the assessment tool that they learned about during the M&E session on tools, and worksheet.  Ask them to pull out their completed worksheet, the tool and case study.

2. Ask participants to get into triads and share their assessments.  Discuss their reasons if there is a disagreement on the level of capacity.  What information cannot be assessed based on the information provided in the case study?

Note:  
Possible Responses:  Organization case study

· By-laws: Unclear whether the Policies Manual also functions as a constitution

· Board of Directors: No information as to whether there's any equivalent civic system of checks and balances

· Planning: Nothing explicitly states whether the municipality has goals/mission, which makes it hard.  
· Human Resources: No information about recruitment, payroll, contracts, evaluations, labor laws, salaries, rewards, benefits, grievance policies, employee satisfaction, staffing needs, staff diversity, or employee-supervisor relationships 

· Meetings/Information Sharing: No information – except for the mention of non-collaborative office environment

· Leadership: Unclear whether leaders are accessible or willing to delegate.

· Financial Management: They have a financial department, but the given information doesn’t address charts of accounts, payment vouchers, cash transactions, advances, bank accounts, financial reports, auditing, or budgeting.
· Project Design and Management and Service Delivery: No information about credibility, annual plans, project plans, budgets, funders, indicators of success, data gathering, monitoring, and progress reports
· External Relations and Partnerships: No information on public relations or relationships with donors and other partners

· Institutional Sustainability: Unclear
Business case study
· Economic Performance: Mr. Bah doesn't know his profitability, so the PCV would have to assess that before initiating a program.
· Development of Production and Management Skills: Presumably no savings and investment plan, but not explicitly mentioned 

· Social Gains: Unclear about his family welfare, work within larger system, self-confidence, and community respect 

· Economic Change in the Community: Business linkages- don't have this information
3. While in their triads, ask participants to make a list of five opportunities they see for enhancing the business/org.
4. Ask triads to present their opportunities to the whole group.  
Note:  
This activity assesses LO2.

5. Discuss findings as a large group.  Point out if there were any discrepancies between how individuals rated the capacity of the organization/business.  Ask for reasons.  

Note:  
This activity helps get everyone on the same page as far as how they use the tool and the rating scale.  



	Application

30 minutes

	Preparing for an Actual Assessment

Participants will conduct a practicum during PST.  To prepare for the assessment part of the practicum, participants will plan how they will conduct the assessment and consider potential challenges for gathering the information, and their strategies for each. 

1. Provide participants with information about the organization they will be working with during the practicum.
2. Ask participants to sit in small groups based on the teams assigned for the practicum. 
3. Ask each team to do the following:  
· If you have created handouts or have organizational brochures for each team, review the information provided about their assigned organization/business.
· Plan how they will carry out the assessment (who, what, where, when).
· Consider potential challenges for gathering information.
· Develop strategies for addressing the challenges.
· Practice asking their assigned assessment questions in the local language.
Note:
The last task assesses LO 3.

4. Remind participants that the role of the Volunteer is to facilitate development and build capacity of host country nationals.  Peace Corps Volunteers should not set priorities; host country colleagues should set priorities.  Peace Corps Volunteers work with, not alone.  Peace Corps Volunteers should strive to leave a legacy.  


	Assessment


	Learning Objective 1: LO 1 is assessed during the Information Activity – Role of the Volunteer in Capacity Assessments discussion

Learning Objective 2: LO 2 is assessed during the small group case study assessment activity in the practice

Learning Objective 3: LO 3 is assessed during the Application small team activity


	Trainer Notes for Future Improvement
	Date & Trainer Name:  [What went well?  What would you do differently?  Did you need more/less time for certain activities?]


Resources:  

Peter Block, “Flawless Consulting: A Guide to Getting Your Expertise Used,” (San Francisco: Jossey-Bass/Pfeiffer, 2000). 
	Handout 3: Organizational Case Study - Municipality


Case Study “The Municipality of Himarë”

The municipality of Himarë is a small-size local government unit. There are some positive developments within the municipality, due to entirely new staff and a deputy mayor who comes from civil society. Some of these developments are described below.
The new staff have developed a Policies and Procedures Manual, which regulates the internal communication and responsibilities of the staff. It contains all necessary legal references and some job descriptions (job and responsibilities for each employee). The manual provides models and outlines the internal reporting needs for each office and employee. 
The manual is accompanied by a detailed action plan for training local government staff in the following fields: ethics and conflict of interest; information on legislation; increasing professionalism and staff efficiency.

Another big accomplishment of the municipality is its Local Development Plan.
The municipality of Himarë is structured with the following units:
· Finance
· Urban Planning
· Municipal Police
· Civil Registry
· Tourism and Environmental Protection
· The cabinet of the mayor 

The main services provided by municipality include:

· Urban management of the town
· Land management 
· Social assistance (economic aid)
· Provision of water and the management of urban waste (solid waste and sewage)
· Green areas and street lights maintenance\environmental protection

The municipality of Himarë faces many difficulties due to budget cuts, weak local business, low level of local revenues and a serious lack of organizational memory from the previous administration - there are no documents, reports, and no personnel files. 

Some of the needs identified in Peace Corps staff meetings with the mayor, deputy mayor and the staff of municipality are as follows:
· Design the town’s urban plan with a focus on tourism development as per the new legal requirements. 
· Finalize the project “Improving the Children’s Playground.”
· Strengthen project design and management skills to improve the opportunities of the municipality to access donor funds.
· Maintain the local government webpage and update it with appropriate information.
· Promote appreciation of the cultural heritage of the area.
Some challenges identified from meetings with the municipality staffs are as follows:

· Very top down structure and “hierarchy is to be respected” attitude
· Human resources are not very well developed. Job descriptions and responsibilities are not clearly defined.
· Staff training and professional development is not well developed.
· Inter-office organization is underdeveloped (offices do not cooperate or share information with each other).
· Information technology is underdeveloped.
· Project management is still a new a concept and is not well developed. 
· Planning systems are poorly developed, and there is a different planning culture.
· There are limited resources.
Assessment Exercise:

1. Based on the information provided in the Case Study, use the Organizational Capacity Assessment Tool to assess the municipality.

2. What additional information would you need to know in order to be able to rate capacity in certain categories?

	Handout 4: Business Case Study


Small Business Case Study – Mr. Bah’s Businesses

Mr. Bah owns a shop and café on the outskirts of a large town, Boké, in Guinea’s coastal region.  The town is a main passageway for travelers to Guinea Bissau and Senegal and is surrounded by a number of large-scale mining sites, whose employees travel frequently through Boké en route to the capital.  Mr. Bah’s businesses are conveniently located directly across the street from a taxi station, at which people frequently wait for extended periods of time for transportation.

Mr. Bah’s shop stocks the basic food items typically consumed by Guinean households, as well as school supplies, cleaning products and basic beauty products.  Due to the shop’s location on the main road, products are oftentimes covered in dust.  Also, many older products remain unsold but still displayed on the shop’s shelves, leaving many other popular products hidden from customers.  The café serves coffee, tea and omelet sandwiches and draws in many customers with its large television and comfortable seating area.

Several years earlier, a small shop owned by Mr. Bah failed while managed by another brother.  However, due to familial expectations, Mr. Bah still engages three younger brothers, Mohamed, Alpha and Thierno, to help manage the shop and café.  As younger brothers, they do not receive a fixed salary; rather, Mr. Bah houses and feeds them and pulls from the business’ revenues from time to time to cover other basic needs.  

Mr. Bah and his three brothers are illiterate.  While Mr. Bah is numerate, he keeps no accounting records because he does not know how to and also fears that maintaining records will set him up for exploitation from government officials.  Mr. Bah’s prices are largely set by expected market prices for products that are widely available at other stores across town.  

While considered to be one of the most successful businessmen in town, Mr. Bah has never calculated his profit margin by product or over a period of time.  His current financial management system involves selling products until earning a certain amount of money (typically $250) and reordering products from the capital.  His shop is oftentimes missing products expected by clients and many products remain unsold for long periods of time.

While unfamiliar with marketing principles by the book, Mr. Bah understands the relevance and importance of the business’ location.  He also cites his good reputation in the community as a main reason bringing clients back.  His businesses are decorated with modest signs stating “Boutique” and “Café.”  There are three other shops in the general area selling similar products but no cafés within walking distance of the taxi station.

A principal challenge for Mr. Bah is managing customer debt.  Many of his customers are close friends, family and neighbors; therefore, not offering credit to them is unacceptable.  He has no system for recording debt and also oftentimes gives away basic school supplies to students in need.  Mr. Bah perceives helping those in need as a cultural and religious obligation.

Mr. Bah owns the first two stalls housing the store and café.  A third stall located next to the shop and café has been vacant since Mr. Bah initiated his businesses.  He has ambitions to install a spare parts store in this third stall and has requested help from the Peace Corps Volunteer to make this happen.

Assessment Exercise

1. Based on the information provided in the above Case Study, use the Business Evaluation Form to assess the business.

2. What additional information would you need to know in order to be able to rate capacity in certain categories?

	Trainer Material 1: Flipcharts—Categories of Organizational Capacity


Flipchart 1:  For an Organization (each heading should be a separate flipchart)
	Governance
	
	Internal Management
	
	Financial Management



	
	
	
	
	

	Project Design & Management & Service Delivery
	
	External Relations & Partnerships
	
	Institutional Sustainability




	Human Resources


Flipchart 2:  For a Business (each heading should be on a separate flipchart)
	Product Production
	
	Management
	
	Financial Management



	
	
	
	
	

	Marketing
	
	Service Delivery
	
	Sales




	Human Resources


Flipchart 3 

	HOW to work effectively

· Various assessment techniques you have already discussed:  SWOT (Strengths, Weaknesses, Opportunities, Threats) and Appreciative Planning and Action (Discover, Dream, Design, Do).  

· Visited a business/organization

· Thought about how to be effective—Four Elements for Success

· Build a relationship of trust with the client (community)

· Clearly define expectations

· Have excellent observation and interviewing skills to diagnose the problem or issue correctly, and

· Know how to give feedback in a culturally appropriate way

· Cultural values and strategies for being professional




	Trainer Material 2: Flipcharts—Categories of Organizational Capacity—Possible Answers


Flipchart 1:  Possible Answers—For an Organization (each heading should be a separate flipchart)

	Governance
Organization has by-laws, 
Organization has a board of directors.  
	
	Internal Management
Policies and procedures

Scheduling

Meeting agenda

Internal communication channels
	
	Financial Management

Bookkeeping system
Trained staff
Reporting schedule

Payroll records

Petty cash control

	
	
	
	
	

	Project Design & Management & Service Delivery
Project plan

Project budget

Project schedules

Client satisfaction survey

Project reporting
	
	External Relations & Partnerships
MOUs

Round table meetings

Joint projects
	
	Institutional Sustainability

fundraising plan

organization has capacity to write proposals


	Human Resources

Job descriptions

Salary scales

Performance review

Employee handbook and policies


Flipchart 2:  Possible Answers—For a Business (each heading should be on a separate flipchart)

	Product Production
Quality control

Production schedule


	
	Management
Inventory control

Scheduling

Policies and procedures


	
	Financial Management

Bookkeeping system

Trained staff

Reporting schedule

Payroll records

Petty cash control
Profit/Loss Statement

	
	
	
	
	

	Marketing
marketing plan
marketing survey

	
	Service Delivery
Customer satisfaction survey


	
	Sales

Projections

Pricing strategy




	Human Resources

Job descriptions

Salary scales

Performance review

Employee handbook and policies


























Four Elements for Success


Build a relationship of trust with the client (community)


Clearly define expectations (Is everyone on the same page?)


Have excellent observation and interviewing skills to diagnose the problem or issue correctly, and


Know how to give feedback in a culturally appropriate way








	[image: image1.png]
	



[image: image2.png]


