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Well managed institutions are a fundamental building block for promoting changes that have positive 
ƛƳǇŀŎǘǎ ƻƴ ǘƘŜ ƭƛǾŜǎ ƻŦ ŦŀƳƛƭƛŜǎ ŀƴŘ ŎƻƳƳǳƴƛǘƛŜǎΣ ǇŀǊǘƛŎǳƭŀǊƭȅ ǘƘŜ Ƴƻǎǘ ǾǳƭƴŜǊŀōƭŜΦ tŀŎǘΩǎ ǇǊƻƎǊŀƳǎ 
invest heavily in building the organizational capacity of our partners, who include community-based 
organizations (CBOs), nongovernmental organizations (NGOs), and government agencies. These invest-
ments help the public and private sector deliver better quality services in a more efficient and effective 
manner. 

tŀŎǘΩǎ hǊƎŀƴƛȊŀǘƛƻƴŀƭ 5ŜǾŜƭƻǇƳŜƴǘ ¢ƻƻƭƪƛǘ ƛǎ ŘŜǎƛƎƴŜŘ ǘƻ ƘŜƭǇ tŀŎǘ ƻŦŦƛŎŜǎ ǿƘƻǎŜ ǇǊƛƳŀǊȅ ǇŀǊǘƴŜǊǎ ŀǊŜ 
NGOs.  These materials will be most useful to Pact offices that are just getting started or are new to 
implementing a project which includes Organizational Development (OD).  For more established of-
fices, the package will help new staff members responsible for implementing OD activities to hit the 
ground running.  Finally, the guidance included in this package will help Program Managers to better 
design their OD activities within their programmatic objectives and allocated budgets.   

¢ƘŜ ŘŜŎƛǎƛƻƴ ǘƻ ƳƻǾŜ ŦƻǊǿŀǊŘ ǿƛǘƘ ǘƘƛǎ h5 ¢ƻƻƭƪƛǘ ǿŀǎ ƳŀŘŜ ōȅ tŀŎǘΩǎ h5 /ƻƳƳǳƴƛǘȅ ƻŦ tǊŀŎǘƛŎŜΣ 
made up of a worldwide network of 90 Pact staffs who are actively engaged in implementing OD inter-
ventions on a day-to-day basis.  While Pact has been managing OD programs for over ten years, we 
have not had a standard approach that can serve as a starting point for new programs.  The outline and 
materials themselves reflect the best practices and lessons learned over the years, with contributions 
from Community of Practice members.  Nevertheless, Pact offices should feel free to use and adapt 
these materials as they see fit, ensuring that the end product is contextually appropriate.  

The Toolkit has a modular design.  Each module focuses on a single topic of Organizational Develop-
ment (such as Strategic Planning, Project Planning, Monitoring and Evaluation, Financial Management) 
and seeks to develop specific competencies and behaviors.  Each module includes a package of inter-
ventions that a Program Manager can pick and choose from to achieve the desired outcomes.  Not all 
bDhǎ ǿƛƭƭ ƴŜŜŘ ŀƭƭ ƛƴǘŜǊǾŜƴǘƛƻƴǎΣ ǎƻ ƛǘ ƛǎ ǘƘŜ tǊƻƎǊŀƳ aŀƴŀƎŜǊΩǎ Ƨƻō ǘƻ ǇƛŎƪ ŀƴŘ ŎƘƻƻǎŜ ǿƘŀǘ ƛǎ ƴŜŜŘŜŘ 
while adapting to local context and needs.   

This Introduction to Organizational Capacity Development module is a foundational module that intro-
ŘǳŎŜǎ ǇǊŀŎǘƛǘƛƻƴŜǊǎ ǘƻ tŀŎǘΩǎ ŀǇǇǊƻŀŎƘ ǘƻ hǊƎŀƴƛȊŀǘƛƻƴŀƭ /ŀǇŀŎƛǘȅ 5ŜǾŜƭƻǇƳŜƴǘ ŀƴŘ ǘƻ ƻǳǊ h5 ¢ƻƻƭƪƛǘΦ 
Unlike other modules in this series, which are designed primarily for Pact practitioners to deliver capac-
ity building to our partner organizations, this module is aimed primarily at the capacity building practi-
tioners themselves ς whether they are Pact staff or consultants. The module is intended for use with 
ƴŜǿ ǎǘŀŦŦ ƻǊ ƴŜǿ ƻŦŦƛŎŜǎΣ ǘƻ ƎƛǾŜ ŀƴ ƻǾŜǊǾƛŜǿ ƻŦ tŀŎǘΩǎ ŀǇǇǊƻŀŎƘ ǘƻ ŎŀǇŀŎƛǘȅ ōǳƛƭŘƛƴƎ ŀƴŘ ǘƘŜ ǊŜǎƻǳǊŎŜǎ 
that are available to them. It is also designed to be used by existing field offices that are looking to re-
design or scale-up the capacity building component of their programs.   

¢ƘŜ ƳƻŘǳƭŜ ōŜƎƛƴǎ ǿƛǘƘ ŀƴ ƻǾŜǊǾƛŜǿ ƻŦ tŀŎǘΩǎ ƻǾŜǊŀƭƭ ŀǇǇǊƻŀŎƘ ǘƻ ŎŀǇŀŎƛǘȅ ōǳƛƭŘƛƴƎΣ ƻŦ ǿƘƛŎƘ h5 ƛǎ ŀ 
key component. Trainees are then introduced to key concepts in adult and organizational learning. The 
majority of the module takes practitioners through a typical OD intervention from start to finish. Train-
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ees are introduced to each stage of an intervention and given examples of the key tools and ap-
proaches used by Pact at each stage. Following this, participants are introduced to a range of delivery 
modalities for OD services ς training workshops, mentoring, technical assistance consultancies, and 
peer exchange. The module ends with ideas for working with local capacity building partner organiza-
ǘƛƻƴǎ ŀƴŘ ŀƴ ƻǾŜǊǾƛŜǿ ƻŦ ǘƘŜ ǊŜǎǘ ƻŦ ǘƘŜ ƳƻŘǳƭŜǎ ƛƴ tŀŎǘΩǎ h5 ǘƻƻƭƪƛǘΦ     

If you are using this module and have any questions or suggestions for how we might improve on the 
existing content please let us know. This is the first edition of the module, and we will improve it over 
time, based on your experiences in the field. 

Sincerely, 

 

 

 
 

Mark Viso      Catherine Gibbons 
President & CEO, Pact, Inc.    Vice President, Programs 
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-ÁÎÕÁÌ Ȱ3ÎÁÐÓÈÏÔȱ 
 

 

 

 

 

Introduction to Organizational Capacity  

Development Module 

Competencies 

This introduction to organizational capacity development manual is designed for partici-
pants to: 

· ¦ƴŘŜǊǎǘŀƴŘ ŀƴŘ ŀǊǘƛŎǳƭŀǘŜ tŀŎǘΩǎ ƻǾŜǊŀƭƭ ŀǇǇǊƻŀŎƘ ǘƻ ŎŀǇŀŎƛǘȅ ōǳƛƭŘƛƴƎ ŀƴŘ ǘƻ ƻǊƎŀƴπ
izational development in particular 

· Be able to articulate the key steps in an organizational development intervention, 
including why each is important 

· Have access to organizational development tools and approaches that have been 
field tested by Pact practitioners worldwide 

· Identify potential delivery mechanisms for and providers of organizational develop-
ment services that best meet the needs of local civil society partners    

 

Practitioner Skill Development 

This manual seeks to build OD practitioner competency in:  

· !ǊǘƛŎǳƭŀǘƛƴƎ tŀŎǘΩǎ ŀǇǇǊƻŀŎƘ ǘƻ ŎŀǇŀŎƛǘȅ ōǳƛƭŘƛƴƎ ŀƴŘ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ŘŜǾŜƭƻǇƳŜƴǘ 

· Understanding the needs of adult learners and learning organizations 

· Identifying and utilizing a range of pre-award assessment tools 

· Developing a suitable assessment tool and facilitating a comprehensive Organiza-
tional Capacity Assessment (OCA) process 

· 5ŜǾŜƭƻǇƛƴƎ Lƴǎǘƛǘǳǘƛƻƴŀƭ {ǘǊŜƴƎǘƘŜƴƛƴƎ tƭŀƴǎ ǘƘŀǘ ŘǊŀǿ ǳǇƻƴ tŀŎǘΩǎ h5 ¢ƻƻƭƪƛǘ ŀƴŘ 
other resources 

· Identifying suitable delivery mechanisms and service providers for organizational 
development 

· ¦ƴŘŜǊǎǘŀƴŘƛƴƎ ǘƘŜ ŦƻǊƳŀǘ ƻŦ tŀŎǘΩǎ hǊƎŀƴƛȊŀǘƛƻƴŀƭ 5ŜǾŜƭƻǇƳŜƴǘ ¢ƻƻƭƪƛǘ 
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Capacity Building ς ¢ƘŜ άǇǊƻŎŜǎǎ ƻŦ ŘŜǾŜƭƻǇƛƴƎ ŀƴŘ ǎǘǊŜƴƎǘƘŜƴƛƴƎ ǘƘŜ ǎƪƛƭƭǎΣ ŀōƛƭƛǘƛŜǎΣ ǇǊƻŎŜǎǎŜǎ ŀƴŘ 
ǊŜǎƻǳǊŎŜǎ ǘƘŀǘ ƻǊƎŀƴƛȊŀǘƛƻƴǎΧƴŜŜŘ ǘƻ ǎǳǊǾƛǾŜΣ ŀŘŀǇǘ ŀƴŘ ǘƘǊƛǾŜ ƛƴ ǘƘŜ Ŧŀǎǘ-ŎƘŀƴƎƛƴƎ ǿƻǊƭŘΦέ 

Capacity Building Accounts (CBAs) ς CBAs are small grants or vouchers that Pact provides to part-
ners in order that they purchase their own capacity building services. CBAs increase the involve-
ment of partners in making their own decisions about capacity building activities.  

Capacity Building Action Plan ς A document developed by an organization following a capacity assess-
ment. This document describes all of capacity building activities that an organization will do internally 
to build its own capacity, as well as support that it needs from external sources. 

Civil Society Organization ς An organization that is indigenous to a particular context and is neither a 
for-profit institution, nor an institution of government. Civil Society Organizations include Community 
Based Organizations (CBOs), Non-Governmental Organizations (NGOs), and Faith Based Organizations 
(FBOs). 

Cohort ς A cohort is a group of peer organizations. Pact often conducts organizational development 
activities with a cohort of organizations. The advantages of doing so include, efficiencies of scale and 
the fact that organizations can learn from one another. 

Institutional Strengthening Plan (ISP) ς An ISP is a program management document that describes 
what Pact will do to build the capacity of a partner organization within the context of a project, and 
what the outputs and outcomes of this effort will be. 

Linking NGOs with Capacity Services (LINCS) ς LINCS is a Pact signature methodology where CSOs are 
brought together with local capacity building service providers in a marketplace for capacity building. It 
is an opportunity for CSOs to interact directly with local service providers, discussing organizational 
needs and customizing services to meet these needs. 

Organizational Capacity ς !ƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŀōƛƭƛǘȅ ǘƻ ŀŎƘƛŜǾŜ ƛǘǎ Ƴƛǎǎƛƻƴ ŜŦŦŜŎǘƛǾŜƭȅ ŀƴŘ ǎǳǎǘŀƛƴ ƛǘǎŜƭŦ 
over the long term.  

Organizational Development ς Pact defines Organizational Development as the process of building the 
functional capacity of individual CSOs or government agencies. Functional capacity refers to the sys-
tems and processes that an organization needs to work efficiently and effectively, thereby maximizing 
their impact.  

 

 

Glossary of Terms 

1Philbin, Ann (1996) Capacity Building in Social Justice Organizations. Ford Foundation 
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Pact Series Publications Module 1 

άIndividuals, groups, and communities are actively engaged in and have brought about sustainable 
improvement in the quality of their lives.  Collaborative, effective and accountable public and private 
entities actively promote and support community self-determination, access to quality services and 
ǎƻŎƛŀƭ ŀƴŘ ŜŎƻƴƻƳƛŎ ƧǳǎǘƛŎŜέ 

Pact believes that sustainable development can only be achieved when it is demanded and locally 
driven - led by high performing Civil Society Organizations (CSOs), government institutions and private 
sector entities, as well as the beneficiaries themselves. Our organizational development (OD) activities 
around the world seek to strengthen these groups, so that they are able to operate more efficiently, 
sustain themselves financially, and serve their own beneficiaries more effectively. More effective and 
efficient organizations are, in turn, better able to bring about improvements in the quality of life of the 
families and individuals in the communities where they operate. Our organizational partners work to 
άƛƳǇǊƻǾŜ ǉǳŀƭƛǘȅ ƻŦ ƭƛŦŜέ ǘƘǊƻǳƎƘ ƛƳǇǊƻǾŜƳŜƴǘǎ ƛƴ ƘŜŀƭǘƘΣ ŜŘǳŎŀǘƛƻƴΣ ƭƛǾŜƭƛƘƻƻŘǎΣ ŀƴŘ ŀƭǎƻ ƛƴ  ŎƛǾƛŎ 
elements such as having a greater voice in the political system.  It is not enough for Pact to leave 
ōŜƘƛƴŘ ōŜǘǘŜǊ ƳŀƴŀƎŜŘ ƛƴǎǘƛǘǳǘƛƻƴǎ ƛŦ ǘƘƻǎŜ ƛƴǎǘƛǘǳǘƛƻƴǎ ŘƻƴΩǘ ǇǊƻǾƛŘŜ ƘƛƎƘŜǊ ǉǳŀƭƛǘȅ ǎŜǊǾƛŎŜǎ ǘƻ 
beneficiaries; nor is it enough to help put a policy into law, if the benefits of that law do not trickle 
down to citizens. 

1. 0ÁÃÔȭÓ 6ÉÓÉÏÎ ÏÆ 3ÕÃÃÅÓÓ 
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Introduction to Organizational Capacity Development 

In order to achieve this vision, Pact builds capacity in partner organizations worldwide through inter-
ventions in our five core competency areas: organizational development; network strengthening; advo-
cacy; learning and knowledge management; and grant making.  

CƛƎǳǊŜ мΥ tŀŎǘΩǎ !ǇǇǊƻŀŎƘ ǘƻ /ŀǇŀŎƛǘȅ .ǳƛƭŘƛƴƎ 

 

We carry out these interventions to achieve positive change in five technical platform areas: HIV/AIDS; 
Peace Building; Livelihoods; Good Governance; and Natural Resources Management.  Thus, for Pact, 
capacity building is a means to an end, not an end in itself. 

tŀŎǘΩǎ ƻǾŜǊŀƭƭ ŀǇǇǊƻŀŎƘ ǘƻ ŎŀǇŀŎƛǘȅ ōǳƛƭŘƛƴƎ ƛǎ ŎŀǇǘǳǊŜŘ ƛƴ ŦƛƎǳǊŜ м ŀōƻǾŜΦ ²Ŝ ōŜƭƛŜǾŜ ǘƘŀǘ ŘƛǊŜŎǘ ŀƴŘ 
proactive investment in both organizational and technical capacity building leads to increased levels of 
organizational efficiency, local ownership, sustainability and more effective service provision whereby 
capable local partners function at a higher level and in a sustainable manner. These investments also 
support local partners to have sufficient credibility within the donor community to access funds di-
rectly from multiple sources.  

2. 0ÁÃÔȭÓ !ÐÐÒÏÁÃÈ ÔÏ  

Capacity Building 
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Pact Series Publications Module 1 

2.1 0ÁÃÔȭÓ #ÏÒÅ #ÏÍÐÅÔÅÎÃÉÅÓ 
Pact is recognized globally as a capacity building organization, and our tagline which appears on our 
organizational logo is ά.ǳƛƭŘƛƴƎ /ŀǇŀŎƛǘȅ ²ƻǊƭŘǿƛŘŜΦέ Pact provides capacity building to our partners 
through services in five core competency areas: Organizational Development, Network Strengthening, 
Advocacy, Knowledge Management and Grant Making.   

Organizational Development 
Well managed institutions are a fundamental building block for promoting change in societies.  For this 
reason, the majority of Pact projects invest in building the organizational capacity of our partners, 
which include CBOs, NGOs, and government institutions.  These investments help partners deliver 
higher quality products and services in a more cost effective manner.  For partners seeking to achieve 
policy change, well-managed, sustainable organizations are better positioned to work with their peers 
to build long-term campaigns for change. 

tŀŎǘΩǎ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ŘŜǾŜƭƻǇƳŜƴǘ ƛƴǘŜǊǾŜƴǘƛƻƴǎ ŀƭǿŀȅǎ ōŜƎƛƴ ǿƛǘƘ ŀ ǇŀǊǘƛŎƛǇŀǘƻǊȅ hǊƎŀƴƛȊŀǘƛƻƴŀƭ /ŀπ
pacity Assessment (OCA) which enables us to identify partner strengths and weaknesses and generate 
partner buy-in for capacity building. OCA covers a range of organizational functions generally including 
strategic direction, organizational structure, governance, planning, fundraising, financial and grants 
management, human resource management, and monitoring and evaluation. The results of the OCA 
help us to develop customized Institutional Strengthening Plans which outline a set of organizational 
development activities. Some of these activities are implemented internally by our partner organiza-
tions, while other are achieved with Pact support. Organizational development activities are most suc-
cessful when delivered through a variety of mutually reinforcing mechanisms which include training 
workshops, mentoring, peer sharing and learning, and technical assistance consultancies.  

¢ƘŜ ŦƻŎǳǎ ƻŦ ǘƘƛǎ ƳƻŘǳƭŜΣ ŀƴŘ ƻŦ ǘƘŜ h5 ¢ƻƻƭƪƛǘ ƛƴ ƎŜƴŜǊŀƭΣ ƛǎ tŀŎǘΩǎ hǊƎŀƴƛȊŀǘƛƻƴŀƭ 5ŜǾŜƭƻǇƳŜƴǘ ŎƻǊŜ 
competency.         

Network Strengthening 
In many of our projects, Pact helps our partners to nurture networks of organizations within a sector or 
unified around a common concern. These networks serve a variety of purposes.  An advocacy network 
of civil society groups, who speak with one voice, is more effective in successfully promoting policy 
change than a disparate group of NGOs.  Likewise, service quality can be greatly improved if providers 
coordinate seamlessly through a service delivery network.  This is particularly important in communi-
ties heavily impacted by HIV/AIDS, where families are facing multiple challenges at once ς economic, 
health and social discrimination.  Strong knowledge networks can also facilitate the flow of informa-
tion, enhancing the economic power of producers and promoting the uptake of promising practices.   

tŀŎǘΩǎ ƴŜǘǿƻǊƪ ǎǘǊŜƴƎǘƘŜƴƛƴƎ ƛƴǘŜǊǾŜƴǘƛƻƴǎ ǳǎǳŀƭƭȅ ōŜƎƛƴ ǿƛǘƘ ŀƴ hǊƎŀƴƛȊŀǘƛƻƴ bŜǘǿƻǊƪ !ƴŀƭȅǎƛǎ όhb!ύ 
designed to visualize and generate discussion around the current patterns of inter-organizational inter-



Page 4 

Introduction to Organizational Capacity Development 

action.  Network strengthening activities often involve multiple events (trainings, panel discussions, 
idea markets2, etc.) where the leadership and staff of organizations meet regularly to learn together.  
These shared experiences serve to develop relationships that later serve as the basis for coordinated 
action. In some cases, Pact encourages the formation of local sharing and learning teams and offers 
small grants to catalyze collaborative action.   

Advocacy 
Empowered citizens, who are networked and speaking with one voice, have the potential to serve as 
powerful change agents and have an impact on policy making and the enforcement of existing policy.  
While most often associated with our Good Governance work (described in the following section), ad-
vocacy is critical to the other sectors in which Pact operates.  

In the HIV/AIDS arena, associations of People Living with HIV/AIDS (PLHIVs) may help to influence poli-
cies that defend the rights of HIV positive citizens or that promote universal access to ARVs; in the 
NRM sector, networks of environmental NGOs might work together to pass policies to protect forested 
land from clear cutting, while guaranteeing the economic well-being of the communities in these areas. 

tŀŎǘΩǎ ŀŘǾƻŎŀŎȅ ƛƴǘŜǊǾŜƴǘƛƻƴǎ ƘŜƭǇ ƻǳǊ ǇŀǊǘƴŜǊǎ ƛŘŜƴǘƛŦȅ ƛǎǎǳŜǎ ƻŦ ŎƻƳƳƻƴ ŎƻƴŎŜǊƴΣ Ǉƭŀƴ ŜŦŦŜŎǘƛǾŜ ŀŘπ
vocacy messages and campaigns, build coalitions and networks that can clearly articulate these mes-
sages, identify and target decision-makers who have the power to change policies, and implement suc-
cessful campaigns.  

Knowledge Management 
In order to bring about sustained improvements in their quality of life, communities and organizations 
Ƴǳǎǘ ƘŀǾŜ ŀŎŎŜǎǎ ǘƻ ǘƛƳŜƭȅΣ ƘƛƎƘ ǉǳŀƭƛǘȅ ƛƴŦƻǊƳŀǘƛƻƴ ŀƴŘ ƪƴƻǿƭŜŘƎŜΦ  tŀŎǘΩǎ ǇǊƻƧŜŎǘǎ ŘƛǊŜŎǘƭȅ ƻǊ ƛƴŘƛπ
ǊŜŎǘƭȅ ǎŜǊǾŜ ǘƻ ŜƴƘŀƴŎŜ ƻǳǊ ǇŀǊǘƴŜǊǎ ŀƴŘ ōŜƴŜŦƛŎƛŀǊƛŜǎΩ ŀŎŎŜǎǎ ǘƻ ƛƴŦƻǊƳŀǘƛƻƴ ŀƴŘ ǘƻ ǇǊƻƳƻǘŜ ƛǘǎ ǳǎŜ 
for improved decision-making.  

Pact adapts its approach to knowledge management and information dissemination to best meet the 
needs of the target audience in a given context.  In more technically advanced countries in Latin Amer-
ica, for example, we have used web-based platforms to encourage effective interaction among com-
munities of practice in local governance and natural resource management to increase the sharing and 
use of best practices and lessons learned.  In Mongolia, cell phones, radio and television have been 
used to share timely market information and disseminate behavior change messages.  In parts of Af-
ǊƛŎŀΣ ǿƘŜǊŜ ǘƘŜ ƛƴǘŜǊƴŜǘ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ ƛǎ ƭŜǎǎ ŘŜǾŜƭƻǇŜŘΣ tŀŎǘΩǎ ²hw¢I ǇǊƻƎǊŀƳ ǿƻǊƪǎ ǿƛǘƘ ƴŜǿƭȅ ƭƛǘπ
erate women to communicate information about a wide array of topics through networks of micro-
savings groups.   

2!Î Ȭ)ÄÅÁ -ÁÒËÅÔÐÌÁÃÅȭ ÉÓ ÁÎ ÅÖÅÎÔȟ ÅÉÔÈÅÒ ÉÎ ÐÅÒÓÏÎ ÏÒ ÖÉÒÔÕÁÌȟ ×ÈÅÒÅ ÏÒÇÁÎÉÚÁÔÉÏÎÓ ÃÏÍÅ ÔÏÇÅÔÈÅÒ ÔÏ ÓÈÁÒÅ ÔÈÅÉÒ ÉÄÅÁÓȟ 
innovations and promising practices. It is an opportunity to gather new ideas, make connections and engage in peer 
review of promising approaches. 
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Grant Making 
¢ƘŜ ƳŀƧƻǊƛǘȅ ƻŦ tŀŎǘΩǎ ǇǊƻƧŜŎǘǎΣ ǇŀǊǘƛŎǳƭŀǊƭȅ ƛƴ ǘƘŜ IL±κ!L5{ ǎŜŎǘƻǊΣ ƛƴǾƻƭǾŜ ƎǊŀƴǘ-making to local part-
ners.  Most grants are between $50,000 and $150,000, and are awarded through a competitive bidding 
process to NGOs with a successful track-ǊŜŎƻǊŘ ƛƴ ǘƘŜ ǊŜƭŜǾŀƴǘ ǎŜŎǘƻǊΦ tŀŎǘΩǎ ǊƻƭŜ ƛƴ ƳŀƪƛƴƎ ǎƳŀƭƭ ƎǊŀƴǘǎ 
to local NGOs is not only an important service valued by large donors, who do not have the administra-
tive infrastructure and local networks to make these smaller grants, but also serves to build the capac-
ity of local NGOs who are able to apply the capacity building lessons they learn in our trainings and 
later access larger donors funds directly. 

Pact ensures success in grant making through competitive processes that select promising and ac-
countable partners. Our programs employ transparent and efficient grant mechanisms coupled with 
ongoing technical assistance to grantees to ensure donor compliance and build critical capacities in 
program management, monitoring and reporting. 

2.2 0ÁÃÔȭÓ 4ÅÃÈÎÉÃÁÌ 0ÌÁÔÆÏÒÍ 3ÅÃÔÏÒÓ 
The core competencies described above are the things that Pact does in our projects to achieve im-
pacts in a given technical platform sector. The majority of our projects fall into one of the following five 
technical sectors:  Good Governance, HIV/AIDS, Natural Resource Management, Livelihoods, and 
Peacebuilding.  In the past donors gave Pact funding to build the capacity of civil society, as an end in 
itself.  Today, donor funds tend to be tied to sector outcomes and capacity-building, if included, is seen 
as a means to an end, rather an end in itself.  As an example, in the HIV/AIDS sector, Pact works 
through local NGO partners, providing them grants combined with organizational development and 
network strengthening support, which promotes more effective NGOs that are better able to serve 
ƘƻǳǎŜƘƻƭŘǎ ŀŦŦŜŎǘŜŘ ōȅ IL±κ!L5{Φ .Ŝƭƻǿ ƛǎ ŀ ōǊƛŜŦ ƛƴǘǊƻŘǳŎǘƛƻƴ ǘƻ ŜŀŎƘ ƻŦ tŀŎǘΩǎ ǘŜŎƘƴƛŎŀƭ ǎŜŎǘƻǊǎΦ   

HIV/AIDS 
Pact believes that the most successful responses to HIV/AIDS are built upon the commitment and own-
ership of local leaders and communities. Our strategy links support to community-based organizations 
through grants and the provision of technical, organizational and institutional capacity building that 
enable communities to develop and sustain appropriate responses in HIV prevention, care and mitiga-
tion. Community-level responses can only be sustained, however, by influencing broader contextual 
factors, such as improved health infrastructure (including access to key services) and social norms. To 
this end Pact also engages with key stakeholders to create a supportive policy environment whereby 
individuals' and communities' commitment to developing a comprehensive response to HIV/AIDS is 
reinforced by public policy. 

Good Governance 
Pact's goal in promoting Good Governance is to build the capacity of NGOs and their community lead-
ers to address local development problems. Pact works to create an enabling environment for effective 
governance, resulting in linkages between government, private business and civil society at national, 
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regional and local levels. We assist our partners to establish legal frameworks to protect and promote 
civil society, increase citizen participation, improve institutional and financial viability of civil society 
organizations (CSOs), enhance the free flow of information, and strengthen democratic political cul-
ture. Through its expertise in networking, coalition building, and advocacy, Pact introduces key tools to 
local stakeholders to enable them to take on a larger role in the governance of their society. 

Peacebuilding 
Pact leads efforts to create a demand for peace, enhance stability, and manage conflict. Our approach 
is threefold: to increase the ability of local communities to plan and manage activities that build peace; 
to increase the ability of local organizations to assist communities in implementing peace-building 
plans; and to increase the ability of civil society and faith-based networks in building, consolidating and 
safeguarding peace. Our approach encourages reconciliation and healing as soon as possible, even be-
fore larger-scale conflicts are fully resolved, and favors traditional conflict resolution methods over im-
ported ones.    

Natural Resources Management 
Natural Resource Management is a broad category of activities focused on improving how people in-
ǘŜǊŀŎǘ ǿƛǘƘ ŀƴŘ ǳǎŜ ǘƘŜƛǊ ƴŀǘǳǊŀƭ ŜƴǾƛǊƻƴƳŜƴǘΦ  tŀŎǘΩǎ ŎƻƴǎŜǊǾŀǘƛƻƴ ƻǊƛŜƴǘŜŘ bwa ƛǎ ƎŜƴŜǊŀƭƭȅ ŦƻŎǳǎŜŘ 
on changing human behaviors in order to improve the conservation of wild animals, plants, and/or 
natural landscapes or seascapes.  Livelihoods oriented NRM tends to focus more on sustainable eco-
nomic development based on the range of resources available to a community.  While these are not 
mutually exclusive categories they do represent the major orientations to NRM by international NGOs 
ŀƴŘ ŘƻƴƻǊǎΦ  tŀŎǘΩǎ bwa ŀŎǘƛǾƛǘƛŜǎ ŀƴŘ ǇǊƻƧŜŎǘǎ ƘŀǾŜ ƎŜƴŜǊŀƭƭȅ ōŜŜƴ ƛƳǇƭŜƳŜƴǘŜŘ ƛƴ ǎǳǇǇƻǊǘ ƻŦ ŘƻƴƻǊ-
ŘǊƛǾŜƴ ōƛƻŘƛǾŜǊǎƛǘȅ ŎƻƴǎŜǊǾŀǘƛƻƴ ǇǊƻƎǊŀƳǎΦ  tŀŎǘΩǎ ǎǳŎŎŜǎǎ ƛƴ ǘƘŜǎŜ ǇǊƻƎǊŀƳǎ Ƙŀǎ ƭŀǊƎŜƭȅ ōŜŜƴ ŘǳŜ ǘƻ 
ƻǳǊ ŀōƛƭƛǘȅ ǘƻ ǘŀƪŜ ŀ άǇŜƻǇƭŜ-ƻǊƛŜƴǘŜŘέ ŀǇǇǊƻŀŎƘ ǘƻ bwa ǘƘŀǘ ŀƭƭƻǿǎ ŎƻƳƳǳƴƛǘƛŜǎ ǘƻ ōŜ ƛƴŦƻǊƳŜŘ ŀƴŘ 
make their own decisions concerning their livelihoods and the management of their resources. 

Livelihoods 
Pact responds to economic challenges faced by the poor through savings mobilizations, microenter-
prise development, and market-based livelihoods development activities that increase household in-
come. Pact's strategy links support to community-based organizations through targeted training, tech-
nical assistance and grant making with efforts to enhance the organizational and technical sustainabil-
ity of our partners. Our approach provides sustainable financial services and business opportunities for 
the poor, as well as support for financial institutions to strengthen their capacity to effectively manage 
ongoing microfinance programs and rural business information systems.  
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tŀŎǘΩǎ ǘȅǇƛŎŀƭ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ŘŜǾŜƭƻǇƳŜƴǘ ƛƴǘŜǊǾŜƴǘƛƻƴ Ŧƻƭƭƻǿǎ ǘƘŜ ǇŀǘǘŜǊƴ ƻǳǘƭƛƴŜŘ ƛƴ ŦƛƎǳǊŜ нΣ ōŜƭƻǿΥ  

CƛƎǳǊŜ нΥ ¢ƘŜ !ƴŀǘƻƳȅ ƻŦ ŀ tŀŎǘΩǎ ¢ȅǇƛŎŀƭ hǊƎŀƴƛȊŀǘƛƻƴŀƭ 5ŜǾŜƭƻǇƳŜƴǘ LƴǘŜǊǾŜƴǘƛƻƴ  

A. Before any OD intervention, organizations that are identified as potential partners undergo a 
series of rapid pre-award assessments. These facilitator-scored, data-guided assessments as-
sist Pact to determine whether an organization has the necessary financial and management 
capacity to comply with donor rules and regulations. 

B. Once an organization is selected, Pact works with the partner to facilitate a comprehensive, 
participatory organizational capacity assessment (OCA). The purpose of this participant-
guided self-assessment is to identify organizational strengths and challenges, as well as to build 
ownership of and buy-in for OD within the partner organization. 

C. The results of the rapid pre-award assessments and organizational capacity assessment are 
used to generate an institutional strengthening plan (ISP). An ISP lists the needs identified 
through the assessment process and indicates what the partner organization will do to over-
come these needs over a period of time. It also details how Pact will assist in building capacity 
and what the expected outcomes of capacity building activities are. The contents of the ISP are 
negotiated between Pact and the partner organization. 

3. 4ÈÅ !ÎÁÔÏÍÙ ÏÆ 0ÁÃÔȭÓ 

Typical Organizational  
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D. Targeted capacity building is provided to partners according to the activities listed in the ISP. 
Capacity building is best provided through a range of interconnected engagement mechanisms 
including, but not limited to, training workshops, technical assistance consultancies, mentor-
ing, and peer sharing and learning. Each of these interventions serves to reinforce the others. 

E. At key stages in the capacity building process we monitor progress using ISPs, service quality 
surveys and quarterly reports. At periodic intervals we evaluate changes in partner capacity by 
repeating the OCA process3. In addition, we use quantitative and qualitative techniques to 
evaluate changes in organizational behavior, service reach, service quality and beneficiary qual-
ity of life. In order that we can continue to improve our programming and share findings with 
others, we also engage in a range of reporting and learning activities.  

Throughout the OD initiative, it is essential for Pact to focus on building and maintaining strong rela-
tionships ǿƛǘƘ ƻǳǊ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ǇŀǊǘƴŜǊǎΦ ¢ƘŜǎŜ ǊŜƭŀǘƛƻƴǎƘƛǇǎ Ŏŀƴ ƎǊŜŀǘƭȅ ƛƳǇŀŎǘ ǘƘŜ ǇŀǊǘƴŜǊΩǎ ŀōǎƻǊǇπ
tion of capacity building interventions and make or break the success of the overall initiative. 

The next section of this introductory module introduces practitioners to some of the theories of adult 
and organizational learning. These theories form the foundation of any OD initiative. The remainder of 
ǘƘŜ ƳƻŘǳƭŜ ŦƻŎǳǎŜǎ ƻƴ ǘƘŜ ŦƛǊǎǘ ǘƘǊŜŜ ǎǘŜǇǎ ƻŦ ŀ ǘȅǇƛŎŀƭ h5 ƛƴǘŜǊǾŜƴǘƛƻƴΦ {ǘŜǇ пΣ ά¢ŀǊƎŜǘŜŘ /ŀǇŀŎƛǘȅ 
.ǳƛƭŘƛƴƎέ ƛǎ ŀŘŘǊŜǎǎŜŘ ǇǊƛƳŀǊƛƭȅ ǘƘǊƻǳƎƘ ǘƘŜ ƻǘƘŜǊ ƳƻŘǳƭŜǎ ƛƴ tŀŎǘΩǎ h5 ¢ƻƻƭƪƛǘΣ ǿƘƛŎƘ ŦƻŎǳǎ ƻƴ ǎǇŜŎƛŦƛŎ 
organizational functions including Strategic Planning, NGO Governance and Financial Management. 
These modules can be accessed through by clicking this link.  

This module does, however, provide an introduction to delivery mechanisms for OD services, answer-
ing the questions how (training workshops, technical assistance consultancies, mentoring and peer 
ǎƘŀǊƛƴƎ ŀƴŘ ƭŜŀǊƴƛƴƎύ ŀƴŘ ǿƘƻ όǇŀŎǘ ǎǘŀŦŦ ǾǎΦ ƭƻŎŀƭ ŎƻƴǎǳƭǘŀƴǘǎύΦ {ǘŜǇ рΣ άaƻƴƛǘƻǊƛƴƎΣ 9ǾŀƭǳŀǘƛƻƴΣ wŜπ
ǇƻǊǘƛƴƎ ŀƴŘ [ŜŀǊƴƛƴƎέ όa9w[ύ ŦƻǊ h5 ǿƛƭƭ ōŜ ŀŘŘǊŜǎǎŜŘ ǘƘǊƻǳƎƘ ŀƴ ŀŘŘƛǘƛƻƴŀƭ ƳƻŘǳƭŜ ŘŜǾŜƭƻǇŜŘ ƛƴ Ŏƻƭπ
ƭŀōƻǊŀǘƛƻƴ ǿƛǘƘ tŀŎǘΩǎ a9w[ ǳƴƛǘΦ  

With any organizational capacity development activity, it is important to note that context plays a key 
ǊƻƭŜ ƛƴ ōƻǘƘ ŘŜǎƛƎƴ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴΦ ¢ƘŜ ǎŀƳŜ ƛǎ ǘǊǳŜ ŦƻǊ tŀŎǘΩǎ ǿƻǊƪΦ ¢ƘŜ ƳǳƭǘƛǇƭŜ ŎƻǳƴǘǊȅ Ŏƻƴπ
texts in which we operate offer different opportunities and constraints, be they political, social, envi-
ronmental or cultural.   

Practitioners using this module should always take account of their country and program contexts 
when using this module. This module focuses on explaining best practices in OD, which are widely used 
and have had great success in many Pact programs. The structures and approaches described are not 
the only options for building organizational capacity, however. Certain activities may be more or less 
appropriate in different contexts and it is up to the country office practitioner to decide what aspects 
of the module to use, modify or avoid in their program activities. 

3OCA scores do not necessarily increase in a linear manner over the course of an intervention. Because OCA is a self-
assessment, we often see an initial decrease in scores as partners develop a stronger understanding of OD issues and 
judge themselves against higher standards. Moreover, as capacity increases  
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3.1 Stages in Organizational Development 
Every organization that Pact partners with is different. Each partner has different goals, works in a dif-
ferent context, and is at a different stage in its development. In order to assist our partners in better 
understanding the opportunities and challenges at different stages in their development, Pact uses the 
following four-stage typology based on work by Bernard Lievegoed and Fritz Glasl:   

Pioneering (Nascent) ς Pioneering Organizations are usually very flexible and full of energy. 
They do not yet have systems or processes in place and are often highly dependent on their 
founder or pioneer. 

Rational (Emerging) ς Rational Organizations start to become better organized, formalizing 
policies, systems and division of labor.  

Integrated (Expanding) ς Integrated Organizations mix strong systems with flexibility. Planning 
is usually undertaken through participatory processes, and cross-fertilization occurs between 
different departments.  

Associative (Mature) ς Associative Organizations collaborate successfully with other institu-
tions their environment to minimize competition and maximize impact. 

Organizational change is not a simple, linear process, and over the course of its lifespan an organization 
will likely move in both directions along the developmental typology. Moreover, it may not necessarily 
ōŜ ƛƴ ǘƘŜ ōŜǎǘ ƛƴǘŜǊŜǎǘǎ ƻŦ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴ ǘƻ ƳƻǾŜ ΨǳǇΩ ǘƘŜ ǘȅǇƻƭƻƎȅΦ ¢ƘŜ Ǝƻŀƭǎ ŀƴŘ ƻǇŜǊŀǘƛƴƎ ǎǘȅƭŜǎ ƻŦ 
government departments, for example, are well suited to the rational stage. Likewise, small CBOs or 
advocacy organizations may never need to progress beyond the pioneering stage. Thus, the typology is 
a useful pedagogical tool, but must be carefully explained when used with partners.     

For more information on  
http://www.barefootguide.org/Book/Barefoot_Guide_to_Organisations_Chapter_4.pdf 

3.2  Fundamental Principles of Organizational Capacity  

Development 
! нллт ŜǾŀƭǳŀǘƛƻƴ ƻŦ tŀŎǘΩǎ hǊƎŀƴƛȊŀǘƛƻƴŀƭ /ŀǇŀŎƛǘȅ 5ŜǾŜƭƻǇƳŜƴǘ ŀŎǘƛǾƛǘƛŜǎ ƛƴ 9ǘƘƛƻǇƛŀ ƛŘŜƴǘƛŦƛŜŘ ŀ ǎŜπ
ries of fundamental principles of capacity building that all OD initiatives should seek to uphold. Pact 
practitioners have adapted this list into the following nine principles which inform the strategies and 
approaches detailed in this foundational module. Practitioners might consider some or all of these 
principles when planning and implementing an OD initiative.  

1. Timeliness: The balanced space between actions which are taken too slowly or too quickly  
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2. Peer-Connected: There are opportunities for peer-to-peer networking, mentoring and informa-
tion sharing 

3. Builds Local Ownership: Builds organizational ownership capacity building efforts through a 
comprehensive and participatory assessment process  

4. Contextualization: Occurs in the larger context of other strengthening services a not-for-profit 
is receiving. Incorporates an ǳƴŘŜǊǎǘŀƴŘƛƴƎ ƻŦ ǘƘŜ bDhΩǎ ŜƴǾƛǊƻƴƳŜƴǘΦ  

5. Customization: wŜǎǇƻƴŘǎ ǘƻ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ŎǊƛǘƛŎŀƭ ǉǳŜǎǘƛƻƴǎ ς and to strengthening needs iden-
tified by the organization  

6. Multi -modal: ¢ƘŜǊŜ ƛǎ ǎƻƳŜ ŘŜƎǊŜŜ ƻŦ άƻƴŜ-ǎǘƻǇ ǎƘƻǇǇƛƴƎέ ŦƻǊ /ŀǇŀŎƛǘȅ .ǳƛƭŘƛƴƎ ǎŜǊǾƛŎŜǎ 

7. Demand Driven: The not-for-ǇǊƻŦƛǘ άŎƭƛŜƴǘέ ƛǎ ǊŜŀŘȅ ŀƴŘ Ƙŀǎ ŎƘƻǎŜƴ ǘƻ ǊŜŎŜƛǾŜ ǘƘƛǎ ǎǇŜŎƛŀƭƛȊŜŘ 
kind of service  

8. Competence-Based: The capacity building services are offered by well-trained providers and 
requested by knowledgeable, sophisticated customers 

Scalability: Activities are well documented and assumptions are tested in order that the project and 
the broader development community may benefit from efforts 
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tŀŎǘΩǎ h5 ǘƻƻƭƪƛǘ Ƙŀǎ ōŜŜƴ ŘŜǾŜƭƻǇŜŘ ŀŎŎƻǊŘƛƴƎ ǘƻ ǘƘŜ ǇǊƛƴŎƛǇƭŜǎ ƻŦ ŀŘǳƭǘ ŀƴŘ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ƭŜŀǊƴƛƴƎΦ 
Each module is structured to help the participants acquire the knowledge, skills, and attitude necessary 
to achieve success for their organization.   

Adult learning is critically important to organizational capacity development. It states that the teaching 
of adults is based on different values, needs and assumptions than those assumed in the teaching chil-
dren.   

In most cases, the adult learning is most effective when it fills a professional or personal goal. Adult 
learning generally occurs in an informal, comfortable, safe space, is active and participatory, and is 
guided but not forced.  In general, adults learn well when they are able to connect their experiences 
and knowledge to a specific goal or objectives. Since adults are practical and relevance-oriented, they 
ƴƻǊƳŀƭƭȅ ǿŀƴǘ ǘƻ ƭŜŀǊƴ ǎƻƳŜǘƘƛƴƎ ŦƻǊ ŀ ǊŜŀǎƻƴΦ ¦ǎǳŀƭƭȅ ǘƘŜǎŜ ǊŜŀǎƻƴǎ ǿƛƭƭ ŀǇǇƭȅ ǘƻ ŀ ǇŜǊǎƻƴΩǎ ǿƻǊƪ ƻǊ 
other responsibilities.  

Some core principles in adult learning include: 
Learning is self-directed; the learner is responsible for his/her own learning 
Learning fills an immediate need 
Learning is participatory 
Learning is experiential 
Learning is reflective 
Learning methods provide feedback 
Learning shows respect for the learner 
Learning occurs in a safe and comfortable environment 

 

4.1  Motivating Adult Learners 
In addition to learning in a different way from children, adults face certain constraints to their learning.  
Adults normally have both personal and professional responsibilities to fulfill while they pursue new 
learning opportunities. These responsibilities may discourage some individuals from participating in 
learning activities because of a lack of time, money, confidence, interest, a lack of information about 
opportunities to learn, scheduling problems, bureaucratic "red tape," and/or problems with childcare 
and transportation.  

4. How Adults and  

Organizations Learn 
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In order for a facilitator or trainer to aid adult learners to overcome these barriers, it is important to 
keep in mind some common motivations for learning. Typical motivations include: 

Obtain resources or funding 
A requirement for competence, licensing or to fulfill a new organizational policy 
To achieve an anticipated (or realized) promotion 
A need to maintain current skills or learn new ones 
A need to adapt to changes in the operating environment 

The best way to engage with adult learners is to respond to their needs by finding out what their moti-
vations are, and what barriers may exist to keep them from learning or participating. In general, the 
best motivators for adult learners are interest and perceived self-benefit. If the facilitator is able to 
demonstrate the pragmatic value of what they are teaching, then adult learners will participate at 
higher levels and will gain the maximum benefit from the learning opportunity. 

4.2 How People in Organizations Learn 
Every organization is a collection of adult learners, all of whom learn according to the basic set of prin-
ciples described above. In addition, there are a number of factors that affect how adults learn in or-
ganizations. For example, real learning in organizations tends to be social, either taking place in groups, 
in shared practices, or other networks of people. Staff or team meetings, for example, are key venues 
for group members to tell stories about their work and reflect on what works and areas for improve-
ment. This kind of discussion may occur, either in-person, or through distance methods such as the 
telephone, or internet, and serves to educate workers on current issues that are deemed timely and 
important.  

Team meetings normally have greater buy-in from participants than any classroom or formal training 
session. Accordingly, meetings usually focus on issues that are timely and relevant to team members. 
As on the individual level, adult learners in an organization learn more effectively in an environment 
that fosters mutual respect, trust, and where diverging opinions are valued. New knowledge and/or 
outcomes from these meetings are usually subtle and flexible, while more global, systemic changes 
tend to evolve over a longer time period. 

4.3 Organizational Learning 
If adults learn according to certain principles and organizations are composed of adults who learn to-
gether in a distinctive way, than how do organizations learn?  

Learning in organizations is the result of continuous testing of experiences and the transformation of 
those experiences into knowledge. Real learning happens when new experiences and discoveries are 
disseminated throughout the organization, and tested to determine their value-added properties.  
Learning in organizations flourishes when the leadership recognizes the importance of continual self-
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reflection and drives a movement to focus on positive organizational change. New knowledge is woven 
into the fabric of an organization if it helps an organization to deliver its core business. 

The following exercise is designed to help an organization think about whether it is a learning organiza-
tion. This exercise may be used to stimulate thinking about what an organization is already doing to 
promote learning, and how greater learning may occur in the future.
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PURPOSE  

To test partici-

ÐÁÎÔÓȭ ÖÉÅ×Ó ÏÎ 

whether their own 

organization is a 

learning organiza-

tion. 

 

TIME NEEDED  

20 minutes 

 

MATERIALS 

One flipchart 

with the word 

Ȱ.Ïȱ ÏÎ ÉÔ  

One flipchart 

with the word 

Ȱ9ÅÓȢȱ 0ÌÁÃÅ 

flipcharts at 

opposite sides 

of the room.  

A third flipchart 

(or Power Point 

presentation) 

with pre-

prepared state-

ments about 

learning organi-

zations. 

Exercise:  
Is my Organization a Learning Organization 

 
AGENDA 
Facilitator shares with participants a series statements about learning organiza-
tions. The room is divided in two ς ƻƴŜ ǎƛŘŜ άȅŜǎέΣ ǘƘŜ ƻǘƘŜǊ ǎƛŘŜ άƴƻΦέ LŦ ǇŀǊǘƛŎƛπ
pants agree with the statement in terms of their organization, they move to the 
άȅŜǎέ ǎƛŘŜ ƻŦ ǘƘŜ ǊƻƻƳΦ LŦ ǇŀǊǘƛŎƛǇŀƴǘǎ ŘƛǎŀƎǊŜŜ ǿƛǘƘ ǘƘŜ ǎǘŀǘŜƳŜƴǘ ƛƴ ǘŜǊƳǎ ƻŦ 
ǘƘŜƛǊ ƻǊƎŀƴƛȊŀǘƛƻƴΣ ǘƘŜȅ ƳƻǾŜ ǘƻ ǘƘŜ άƴƻέ ǎƛŘŜ ƻŦ ǘƘŜ ǊƻƻƳΦ ¢ƘŜ ŦŀŎƛƭƛǘŀǘƻǊ ǿƛƭƭ 
interview different participants to find out more about their thoughts during 
the activity. 

PARTICIPANTS 
This activity has been written for several representatives of a single organiza-
tion, but can also be easily adapted to work with groups of representatives from 
several organizations. 

ACTIVITIES 
1. Tell participants that you are going to read a series of statements, and after 
ŜŀŎƘ ǎǘŀǘŜƳŜƴǘΣ ǇŀǊǘƛŎƛǇŀƴǘǎ ǎƘƻǳƭŘ ƳƻǾŜ ǘƻ ŜƛǘƘŜǊ ǘƘŜ ά¸Ŝǎέ ƻǊ άbƻέ ǎƛŘŜ 
of the room, depending on whether they agree or disagree with the state-
ment in terms of their own organization. 

2. Read a series of statements, ask participants to indicate their responses by 
moving around the room. 

3. After each question, the facilitator should ask a few participants why they 
ƘŀǾŜ ŎƘƻǎŜƴ ǘƘŜ ŀƴǎǿŜǊ ǘƘŜȅ ŘƛŘΦ !ǎƪ ŀ ŦŜǿ ǇŜƻǇƭŜ ƻƴ ǘƘŜ ά¸Ŝǎέ ǎƛŘŜ ŀƴŘ ŀ 
ŦŜǿ ƻƴ ǘƘŜ άbƻέ ǎƛŘŜΦ LŦ ǘƘŜǊŜ ŀǊŜ ǇŜƻǇƭŜ ǿƘƻ ŀǊŜ ǳƴŘŜŎƛŘŜŘΣ ŀǎƪ ǘƘŜƳ ŦƻǊ 
their feedback, too. Spend about five minutes per question. 

4. Some suggested questions are as follows: 

In our organization, we sufficiently and routinely examine our work 
and challenge what we know and do. 

Our organization produces knowledge that helps everyone in the 
organization to be more effective in their work. 

hǳǊ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƪƴƻǿƭŜŘƎŜ ƛǎ ǎƘŀǊŜŘ ŀƴŘ ŀŎŎŜǎǎƛōƭŜ ǘƻ ŀƭƭΣ ŜǾŜƴ 
new or junior team members. 

The resources, time and money, that our organization spends on 
sharing knowledge and learning are used in the most relevant and 

effective way to help us achieve our mission. 
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4.4 Resources to Explore Adult and Organizational  
 Learning 

The following is a short bibliography of resources for those interested in doing additional reading about 
adult and organizational learning: 

Freire, Paulo.  2000 30th Anniversary Edition.  Pedagogy of the Oppressed. 
Knowles, Malcolm.  1998 Fifth Edition. The Adult Learner: The Definitive Classic in Adult Educa-
tion and Human Resource Development. 
Lieb, Steven. Principles of Adult Learning. http://honolulu.hawaii.edu/intranet/committees/
FacDevCom/guidebk/teachtip/adults-2.htm.  
Vella, Jane.  1994. Learning to Listen, Learning to Teach. 
Senge, Peter. 1994. The Fifth Discipline: The Art and Practice of the Learning Organization 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Page 16 

Introduction to Organizational Capacity Development 

The following section examines each stage in the typical organizational capacity development interven-
tion introduced in Section 3. 

5.1 Rapid Pre-Award Assessment 

 
Prior to accepting an organization as a partner, Pact applies a series of rapid pre-award due diligence 
assessments. These assessments may lead to a decision not to take on a partner, but in most cases 
they inform the grantmaking process, establishing grant requirements that minimize risks identified 
and plans to mitigate against those weaknesses. The particular assessments undertaken depend upon 
the goals of the program and requirements of the donor. Rapid pre-awards assessments should be cus-
tomized by a team of grants management, program and OD staff to ensure that they are appropriate to 
the technical, managerial, and financial requirements of the program.  

tŀŎǘΩǎ aŀƴŀƎŜƳŜƴǘ /ŀǇŀŎƛǘȅ !ǎǎŜǎǎƳŜƴǘ ¢ƻƻƭ όa/!¢ύ ƛǎ ǳǘƛƭƛȊŜŘ ǘƻ ŀǎǎŜǎǎ ǘƘŜ ŦƛƴŀƴŎƛŀƭ ŀƴŘ ƳŀƴŀƎŜπ
ment capabilities of partners, our Program Capacity Assessment Tool (PCAT) assesses the technical/
service delivery capacity of partners, and our Monitoring, Evaluation and Reporting Organizational Ca-
pacity Assessment Tool (MEROCAT) is designed to assess strategic information and data quality assur-
ance systems. It is usually unnecessary to complete all three of these assessments in full, and the level 
of detail that you choose to assess should be determined by the length of a project, level of funding 

5. Stages in an Organizational 

Capacity Development  

Intervention  

     

Rapid Pre-Award 

Assessment 

Organizational 

Capacity Assess-

ment 

Institutional 

Strengthening 

Planning 

Targeted Ca-

pacity Building 

Monitoring, 

Evaluation, Re-

porting & Learning 

Relationship/Partnership Building 
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and intended outcomes. However, completion of the MCAT is essential for any partner due to receive a 
grant.  

The results of these assessment highlight areas of organizational capacity (such as financial and pro-
curement management) that require strengthening in order for the partner to achieve donor compli-
ance. In grant making programs, these assessments serve as a pre-award review for grant worthiness. 
Grant worthiness indicates sufficient technical, managerial, and financial capacity to carry out program 
ƻōƧŜŎǘƛǾŜǎ ŀƴŘ ŀŎƘƛŜǾŜ ǎǘŀǘŜŘ ǊŜǎǳƭǘǎΦ !ǎǎŜǎǎƳŜƴǘ ƻŦ ǘƘŜ ŀǇǇƭƛŎŀƴǘΩǎ ǎǘǊŜƴƎǘƘ ƛƴ ǘƘŜ ǘƘǊŜŜ ŎŀǇŀŎƛǘȅ ŀǊπ
easτtechnical, financial, and organizationalτwill result in an overall assessment of risk level. The risk 
level will inform decision-making on the appropriate type of grant instrument, the appropriate level of 
ƻǾŜǊǎƛƎƘǘ ŀƴŘ ǊŜǇƻǊǘƛƴƎΣ ŀƴŘκƻǊ ǘƘŜ ƴŜŜŘ ŦƻǊ ǎǇŜŎƛŀƭ ŀǿŀǊŘ ŎƻƴŘƛǘƛƻƴǎΦ tŀŎǘΩǎ {ǳōƎǊŀƴǘǎ aŀƴŀƎŜƳŜƴǘ 
Manual, available from the Grants and Contracts Department at Pact HQ, should be your main source 
ŘƻŎǳƳŜƴǘ ƻƴ a/!¢ǎ ŀƴŘ tŀŎǘΩǎ ƎǊŀƴǘƳŀƪƛƴƎ ǿƻǊƪ ƳƻǊŜ ƎŜƴŜǊŀƭƭȅΦ 

5.1.1 Introductory Meeting 
Before beginning any organizational development activities with a partner, it is helpful to arrange an 
introductory meeting to introduce Pact, explain our organizational development, and build buy-in for 
and ownership of capacity building activities. This visit is critical to the starting off the relationship with 
the partner in a positive manner, as it shows the partner that Pact perceives the need to build a rela-
tionship as superseding the need to complete required assessments. 
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PURPOSE  

1. To introduce Pact 

and our capacity 

building approach 

to key stakeholders. 

2. To generate buy-in 

for the organiza-

tional development 

process 

3. To identify possible 

capacity building 

needs 

4. To explain and 

build comfort with 

the pre-award sur-

vey process  

5. To establish realis-

tic expectations for 

next steps, includ-

ing the possibility 

that a decision will 

be made not to pro-

ceed 

TIME NEEDED  

2 hours 

MATERIALS 

Introduction to Or-

ganizational Capac-

ity Development 

with Pact Power 

Point Presentation 

(Annex 1),  

Pact Annual Report,  

Country Office Mar-

keting Materials,  

Sample Pre-Award 

Surveys  

Introductory Meeting for  
Capacity Building Activities  

 

AGENDA 
Meeting with Executive Director, Deputy, lead finance, operations and pro-
gram staff  

PARTICIPANTS 
Executive Director, Deputy Director, Lead Finance Staff, Lead Operations 
Staff & Lead Program Staff 

SUGGESTED PACT LEAD 
Program Manager/Chief of Party 

ACTIVITIES 
1. Meet for a two hour session with key stakeholders from the organiza-

tion 

2. Use the Power Point Presentation as a general introduction to Pact 
and our work in OD.  

3. ¦ǎŜ ŎƻǳƴǘǊȅκǇǊƻƎǊŀƳ ǎǇŜŎƛŦƛŎ ƳŀǘŜǊƛŀƭǎ ǘƻ ŘŜǎŎǊƛōŜ tŀŎǘΩǎ ǿƻǊƪ ƛƴ ǘƘŜ 
country in which the partner operates. Introduce the various aspects 
of the program, including grantmaking, capacity building, technical 
platform activities, etc.  

4. Explain the major activities and processes within the program includ-
ing pre-award assessments, grants management, capacity diagnostics, 
capacity building, MERL, etc. 

5. Take questions from participants. 

6. Ask participants to think about areas in which their organization 
might potentially need strengthening (This is a particularly helpful 
activity for gathering early baseline data and facilitating buy-in for 
capacity building activities).   

7. Provide participants with a list of the documents needed by Pact for 
the pre-assessment process. 
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5.1.2 Management Control Assessment Tool (MCAT) 
tŀŎǘΩǎ aŀƴŀƎŜƳŜƴǘ /ƻƴǘǊƻƭ !ǎǎŜǎǎƳŜƴǘ ¢ƻƻƭ όa/!¢ύ ƛǎ ǳǎŜŘ ǘƻ ŘŜǘŜǊƳƛƴŜ ǇǊŜ-award grant risk or 
grant-worthiness of a partner. Management control refers to the managerial and administrative ex-
perience and expertise, as well as the financial and accounting systems needed to assure compliance 
with a grant award and achieve program objectives. MCAT is the baseline and end line measurement 
for financial and management capacity, and can be tied to the internal performance monitoring indica-
tor of % of current and new grantees with increased MCAT scores.   

Capacity areas measured using the MCAT include: 
Accounting procedures:  general system, receipts, disbursements, bank accounts, petty cash 
records, ledger, journal, trial balance, payroll and salary 

Internal controls:  approval controls, segregation of duties, design and use of records, safe-
guards over assets and records, independence checks,  

Budgeting, reporting & auditing:  budgeting and reporting, auditing, cost share/match 

Policy environment:  ethics, organizational policy, personnel policy and management, travel/
transport policy and management, property policy and management, procurement policy, sub-
grant management, project management 
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PURPOSE  

1. To assess the 

grant-worthiness of a 

potential partner or-

ganization, and iden-

tify potential areas of 

risk. 

2. To assess organ-

izational capacity in 

financial manage-

ment and operations 

management. 

3. To screen poten-

tially problematic 

partners     

TIME NEEDED  

1-2 days of advance 

preparation at Pact 

office, 8 hours of in-

terviews with key 

stakeholders   

MATERIALS 

 Copy of MCAT 

Assessment Survey 

(Annex 2),  

 Copies of the fol-

lowing documents 

from the organiza-

tion: annual report; 

last three years of 

audits; copy of regis-

tration;  

 VAT number; 

organization chart; 

 And copies of any 

procedural manuals.  

Management Capacity  
Assessment Tool (MCAT) 

 

AGENDA 

PARTICIPANTS 
Executive Director, Deputy Director, Lead Finance Staff, Lead Operations Staff 
& Lead Program Staff 

SUGGESTED PACT LEAD 
Program Officer 

ACTIVITIES 
1. Gather copies of the necessary documents from the organization 

2. MCAT facilitators (usually Pact program, finance and/or contracts staff) 
analyze all documents and score MCAT indicators according to the re-
sponse scale in the questionnaire. 

3. Meet with critical stakeholders at participant organization (either indi-
vidually or in small groups around appropriate functions). Discuss find-
ings from documents, negotiating scores when applicable. Complete 
any remaining gaps in the assessment.  

4. Analyze results and prepare results report (See Annex 3 for a copy of an 
MCAT results report).  

Activity Time Needed 

Gather critical financial and operations management docu-
ments from organization (done at Pact office) 

4 hours 

Analyze documents from organization (done at Pact office) 1 ½ days 

Meeting with Executive Director and Deputy 2 hours 

Meeting with lead finance staff 2 hours 

Meeting with lead operations staff 2 hours 

Meeting with lead program staff 2 hours 
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5.1.3 Program Capacity Assessment Tool (PCAT) 
The Program Capacity Assessment Tool (PCAT) is used to determine the technical capacity of organiza-
tions in the platform sector or subsector in which they operate. PCATS are tailored to focus on the par-
ticular sector and context in which an organization operates. For example Pact applies Orphans and 
Vulnerable Children (OVC) and Voluntary Testing and Counseling (VCT) assessment tools in the HIV/
AIDS sector, and Advocacy and Clout assessment tools in the Good Governance sector. PCATs are the 
baseline and end line measurement for technical capacity, and can be tied to an internal performance 
indicator of % of current and new grantees with increased PCAT scores.   

5.1.4 Monitoring, Evaluation and Reporting Organizational Ca-
pacity Assessment Tool (MEROCAT) 
The MEROCAT is an assessment of strategic information and data quality assurance systems adapted 
from assessment tools developed by Pact programs in Kenya and South Africa.  The MEROCAT assesses 
Monitoring Evaluation Reporting and Learning (MERL) capacity of grantees as measuring outcomes of 
capacity building programs for monitoring, evaluation, reporting and learning and can be tied to an 
internal performance indicator or % of current and new grantees with increased MER OCA scores in key 
areas of organizational capacity.   

The capacity areas measured under this tool are: 
General MERL systems:   
Data management systems and practices 
Data quality management 
Program management and decision making 

 

5.1.5 Customizing a Rapid Pre-Award Assessment Tool 
The MCAT is a standardized assessment tool, applied in a common manner across all Pact projects with 
a grants management component. The other assessment tools discussed over the previous chapter, 
however, are examples of good practice. They need not be used wholesale and should be tailored and 
customized to meet the specific needs and goals of your project. 

One particularly useful example of a tailored pre-award assessment tool is the Pact Cambodia 
ά{ǳōƎǊŀƴǘ tǊŜ-!ǿŀǊŘ !ǎǎŜǎǎƳŜƴǘ ¢ƻƻƭέ ό!ƴƴŜȄ млύΦ ¢Ƙƛǎ ǇǊŜ-award assessment combines the full 
MCAT survey with cross-sectoral aspects of a PCAT tool. It is a good example of how a program has 
taken pre-existing assessments and created its own customized tool.  
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PURPOSE  

To assess the capac-

ity of a potential part-

ner organization 

within the technical 

platform sector (or 

subsector) of the pro-

ject  

TIME NEEDED  

1 day of advance 

preparation, 4 hours 

of interviews with 

key stakeholders   

MATERIALS 

 Copy of PCAT 

Assessment Survey 

(Annex 4 is a copy of 

the BONGA Advocacy 

Index Tool (BAIT) 

from Tanzania, and 

Annex 6 is a copy of 

the Orphans and Vul-

nerable Children As-

sessment from Ma-

lawi) ,  

 Copies of the fol-

lowing documents 

from the organiza-

tion: Program de-

scription, reports 

related to program 

activities 

Program Capacity  
Assessment Tool (PCAT) 
AGENDA 

PARTICIPANTS 
Executive Director, Deputy Director, & Lead Program Staff 

SUGGESTED PACT LEAD 
Program Officer 

ACTIVITIES 
1. Gather copies of the following documents from the organization:  

2. Analyze all documents and score PCAT indicators according to the re-
sponse scale in the questionnaire. 

3. Meet with critical stakeholders at participant organization. Discuss find-
ings from documents, negotiating scores when applicable. Complete 
any open ended questions or further gaps in the assessment.  

4. Analyze results and prepare results package (See Annex 5 for a copy of a 
BAIT results report and Annex 7 for a copy of an OVC Assessment Re-
sults Report). 

Activity Time Needed 
Gather and analyze critical programmatic documents 

from organization 

1 day 

Meeting with Executive Director and Deputy 2 hours 

Meeting with lead program staff 2 hours 
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Monitoring, Evaluation & 
Reporting Organizational 
Capacity Assessment Tool 
(MER-OCAT) 

 

AGENDA 

PARTICIPANTS 
Executive Director, Deputy Director, Lead M&E Staff 

SUGGESTED PACT LEAD 
MERL Officer 

ACTIVITIES 
1. Gather copies of the following documents from the organization: moni-

toring and evaluation plan, strategic plan, indicator protocols, data col-
lection tools, data quality management plan, evaluation reports    

2. Analyze all documents and score MEROCAT indicators according to the 
response scale in the questionnaire. 

3. Meet with critical stakeholders at participant organization. Discuss find-
ings from documents, negotiating scores when applicable. Complete 
any further gaps in the assessment.  

4. Analyze results and prepare results package (See Annex 9 for a copy of a 
MEROCAT results report).  

Activity Time Needed 
Gather and analyze critical MERL documents from or-

ganization 

4 hours 

Meeting with Executive Director and Deputy 2 hours 

Meeting with lead monitoring and evaluation staff 2 hours 

PURPOSE  

To assess the ca-
pacity of a potential 
partner organiza-
tion in monitoring, 
evaluation and re-
porting 

 

TIME NEEDED  

1-2 days of advance 
preparation, 4 
hours of interviews 
with key stake-
holders   

 

MATERIALS 

Copy of MERO-
CAT Assess-
ment Survey 
(Annex 8),  

Copies of Docu-
ments from Or-
ganization  
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5.2 Organizational Capacity Assessment (OCA) 

Once a grant has been awarded to a partner, Pact completes an Organizational Capacity Assessment 
(OCA)4 that takes a comprehensive look at the functional capacity of the organization. OCA typically 
focuses on helping organizations assess the following functional capacity areas:   

Governance, Strategic Planning and Policy Framework  
Financial and Grant Systems and Administrative Policies  
Human Resources Development, Management and Policies 
Program Planning, Management and Supervision Practices  
External Relations and Partnership Development / Interaction  
Program Institutional and Financial Sustainability ς Resource Mobilization  

tŀŎǘΩǎ h/! ƳŜǘƘƻŘƻƭƻƎȅ ǳǎŜǎ ŀ ǇŀǊǘƛŎƛǇŀǘƻǊȅ ǇǊƻŎŜǎǎ ǘƘŀǘ ŜƴŀōƭŜǎ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ǎǘŀŦŦΣ ōƻŀǊŘ ƳŜƳōŜǊǎ 
and volunteers to reflect upon and explore various organizational systems, and learn by performing a 
self-assessment of their strengths and weaknesses. The inclusive and participatory nature of OCA is 
critical for generating buy-in for ensuing organizational development efforts.   

When beginning a project, Pact conducts OCA in a coordinated manner to ensure rapid delivery of as-
sistance during startup: the aim is to minimize time spent assessing and maximize time available for 
interventions. To this end, an initial OCA is generally conducted within three months of signing a grant. 
A second assessment is often conducted later in the project, to measure changes in organizational ca-
pacity over time. To this end OCA scores can be tied to an internal performance indicator % of current 
& new grantees with increased OCA scores in key areas of organizational effectiveness.   

The OCA process is designed for a variety of purposes.  It can be used in whole or part to: 
Serve as a diagnostic instrument to determine the stage of organizational maturity and the 
ǎǇŜŎƛŦƛŎ ŎƘŀƴƎŜǎ ƴŜŜŘŜŘ ǘƻ ǎǘǊŜƴƎǘƘŜƴ ŀ bDhΩǎ ŘŜǾŜƭƻǇƳŜƴǘ 
Establish a baseline measure of the existing structure and capability of a NGO 
Monitor and evaluate progress toward the organizational development objectives of a NGO 

     

Rapid Pre-Award 

Assessment 

Organizational 

Capacity  

Institutional 

Strengthening 

Planning 

Targeted  

Capacity  

Monitoring,  

Evaluation,  

Reporting &  

Relationship/Partnership Building 

40ÁÃÔȭÓ /ÒÇÁÎÉÚÁÔÉÏÎÁÌ #ÁÐÁÃÉÔÙ !ÓÓÅÓÓÍÅÎÔ ɉ/#!Ɋ ÁÎÄ /ÒÇÁÎÉÚÁÔÉÏÎÁÌ #ÁÐÁÃÉÔÙ !ÓÓÅÓÓÍÅÎÔ 4ÏÏÌ ɉ/#!4Ɋ ÍÅÔÈÏÄÏÌÏÇÉÅÓ 
are discussed in this module under the single umbrella of OCA. Variations in process that reflect the different method-
ologies are explained in the text.  
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Serve as a means to educate NGO board members and staff about the components and charac-
teristics of an effective NGO 
Create a strong and shared commitment to change within the NGO 
Assess training needs of the staff of a NGO and provide a framework for a training curriculum. 
Identify quick wins for organizational change that can be implemented by the organization it-
self with little external assistance. 
Act as an internal communication tool. 
Serve as a basis on which to design improved systems and procedures. 

It is important to fully explain the purpose of the OCA to partners, and discuss how the assessment dif-
fers from the pre-award assessments that they have already undergone. Partners may feel a degree of 
fatigue if they perceive that they are undertaking a large number of assessments within a short period 
of time and without a full understanding of the purpose. 

The OCA process should be led by a team of at least two experienced and trained facilitators.  These 
facilitators should have the necessary skills to: collect and review relevant project documents; inter-
view board and staff members; visit project sites and interview project beneficiaries; facilitate a scoring 
session involving 10 ς 20 board, staff members, and volunteers; explain complex organizational devel-
opment issues in simple terms; ensure that all stakeholders are given the opportunity to participate; 
and write a complete report that objectively presents the results of the assessment, while analyzing 
those results and making concrete and practical recommendations for steps for improving each area of 
management.   

OCA facilitators may be Pact country staff, a local organizational development partner/consultant, Pact 
regional or global resource staff, or any mixture of the above. Because of the critical role of OCA in gen-
erating buy-in for organizational development and setting the stage for capacity building interventions, 
it is very important that OCA facilitators be trained. Training is offered by both HQ and ResNet staff and 
involves a mixture of both theory and practical experience.   

There is no one standardized methodology for completing an OCA. However, a typical OCA process in-
cludes a number of key stages: 

1. Creation or contextualization of the OCA tool  
2. Piloting the assessment 
3. Preparing partners for the assessment 
4. Completing the OCA assessment 
5. Processing results and preparing the report 
6. Results debrief and action planning 
7. Re-OCA for evaluation 

Pact has two primary methodologies for designing and conducting an OCA ς Data Guided OCA and Par-
ticipant Guided OCA. These are compared in the table below and differences between the two meth-
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odologies highlighted over the following section. Depending on the goals of your project, you may wish 
to use either one of these methods, or possibly a mixture of both. 

 

5.2.1 Creation or contextualization of the OCA tool  
Pact already has a wide range of capacity assessment tools, developed for projects encompassing nu-
merous technical sectors and country contexts. If either time or budget is constrained, it may be feasi-
ble to use a one of these pre-existing OCA tools for your own assessment. However, as every project 
has different goals, it is highly recommended that you tailor your OCA tool to the needs of the organi-
zations that you will be working with.  

Past experience has helped us to develop several different options for creating or contextualizing OCA 
tools ς you may wish to use one of the following methods or possibly a mixture when developing your 
own tool. 

Contextualization by Facilitators 

One option for developing your OCA tool is to have Pact staff or facilitators contextualize an OCA tool 
to be used in with project partners. If you are contextualizing an OCA tool without involving partici-
pants, it is important to share the draft tool via email, or in a meeting, and seek feedback. The advan-
tages and disadvantages of facilitator contextualization are as follows: 

 

Data-Guided OCA Participant-Guided OCA 

Facilitators use written documents to com-
plete preliminary scoring and guide discussion 

Facilitators use discussion techniques to bring 
out objective data around organizational capac-

Scores are negotiated and agreed upon by all 
stakeholders 

Each stakeholder scores individually 

Results are reported as capacity scores Results are reported as capacity and consensus 
scores 
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Advantages Disadvantages 

Expert design ensures that indicators are consis-

tent with program theory, international standards 

Partners may not feel full ownership of the result-

ing assessment tool, and may view it as an exter-

Cheapest and quickest way to develop an assess-

ment tool. 

The process of designing a tool is a capacity build-

ing intervention in and of itself. This aspect is lost 

where the tool is developed by facilitators. 

The same tool is used for all NGOs assessed, al-

lowing for comparisons across a cohort of organi-

Every program is different and will have different 

goals and challenges. It may not be a good idea, 

 Does not contribute to building the relationship 

between Pact and our partners. 

PURPOSE  

Involve Pact staff 
and/or OCA facili-
tators in the con-
textualization of 
capacity areas and 
indicators to be in-
cluded in the OCA 
tool 

TIME NEEDED  

6 hours 

MATERIALS 

Sample OCA tool (s) 
from similar coun-
try/sectors  

OCA Tool Contextualization 
by Partners  
 

SESSION OVERVIEW 
1. Introduce  

2. Contextualize OCA tool through review and development of capacity 
areas and statements of excellence (indicators)  

PARTICIPANTS 
Pact staff involved in implementing the program, including, but not limited 
to the program manager, program staff, finance staff and M&E staff. Any 
staff or consultants who will be involved in facilitating/implementing the 
OCA process.  

SUGGESTED PACT LEAD 
Program Manager/OD Manager  

CONTEXTUALIZATION OF CAPACITY AREAS AND INDICATORS 
1. Ensure that all participants are fully oriented to the purpose and princi-

ples of OD in Pact, and to the role that OCA plays within that process. 
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2. In small groups of around 3-4 people, review sample OCA tools from similar programs and 
country contexts. 

3. Each group should identify up to 8 major capacity areas that are particularly relevant to 
the program context, and write these clearly on flip charts. Capacity areas, are broad, 
overarching concepts (such as Strategy and Planning, Leadership and Governance, Human 
Resources Management, etc.). Capacity areas may be: 

a. Draw directly, as appropriate, from existing tools 

b. Taken from other tools, and reworded/contextualized  

c. Developed by merging or separating concepts from other tools 

d. New concepts that are not included or featured in other tools 

1. Post the flip charts, and compare the results developed by different groups. Ask the fol-
lowing questions. 

Is everyone clear on the meaning of each capacity area? 

Are the capacity areas identified consistent with the goals of the program?  

What overlap is there between the capacity areas developed by different groups?  

Of the remaining capacity areas developed by the different groups, are the capac-
ity areas similar enough to one another that they can be collapsed? 

Is anything important missing?  

5. Follow up with the group around any missing content that they added. Ask them to ex-
plain the capacity area they added, and ensure that others understand. 

6. The questions above should help the group move towards a single, consensus list of ca-
pacity areas. If necessary, the group should vote on a final list of areas for the OCA tool 
using sticky dots. Based upon prior experience, around 8 capacity areas is an ideal number 
for an OCA tool for a one-day assessment. 

1. Statements of excellence (or indicators) should be developed for each capacity area. This 
may be done through the following process. 

Divide participants into four groups. Give each group two capacity area to work 
on, and that the aim is to develop between five and ten statements of excellence 
for each capacity area. 

Have participants review sample OCA tools for statements of excellence that are 
relevant in the context of their program.  

Tell them that they may either take existing statements in their current form, 
tweak existing statements, or develop new statements of excellence from scratch. 

Have groups present back their statements of excellence for each capacity area. 
Assist the group to achieve consensus around the most important statements ς 
adding, deleting or editing statements as necessary.  

Aim for about five to ten statements of excellence for each capacity area. 
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Contextualization by Partners 

A second option is to involve partners in contextualizing the OCA tool. If you already have partners 
identified, organize and invite them to a one-day working session to go over the tool, contextualizing it 
as you go. 

If you do not yet have a pre-identified group of partners, then invite a group of 8 ς 10 national NGOs 
with the help of your donor or the national NGO forum. In choosing the NGOs, try to get NGOs active in 
the sector(s) of the program. The NGOs invited should be relatively well established and with some 
knowledge of good management.   

This session should be led by an experienced participatory facilitator, with active involvement of the 
Pact staff or consultants, who will be accountable for implementing the OCA process.  In addition to 
contextualizing the tool itself, this session should be used to get input from the national NGOs on the 
proposed process for applying the OCA to each NGO.   

The process for contextualizing an OCA tool with partners is the same as that for contextualizing the 
tool with facilitators, and you can use the session design above. The advantages and disadvantages of 
partner contextualization are as follows:  

 

Creation by Partners 

A third option is to bring representatives of each partner organization together to develop a frame-
ǿƻǊƪ ƻŦ άƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ŜȄŎŜƭƭŜƴŎŜέ ǿƘƛŎƘ ƛǎ ŎǳǎǘƻƳƛȊŜŘ ǘƻ ŀ ƎƛǾŜƴ ŜƴǾƛǊƻƴƳŜƴǘ ƻǊ ŎƻƴǘŜȄǘΦ ¢ƘǊƻǳƎƘ ŀ 

Advantages Disadvantages 

Takes advantage of work done on previous tools 
in similar country/sectoral contexts 

The process of designing a tool is a capacity build-
ing intervention in and of itself. This aspect is lost 
where the tool is contextualized rather than built 
from scratch. 

Involves partners in developing their own OCA 
tool. This can be critical in building ownership of 
the OCA process and ownership for capacity 
building activities in general. 

Every program is different and will have different 
goals and challenges. It may not be a good idea, 
therefore, to begin with preexisting OCA tools. 

Assists in building the relationship between Pact 
and our partners 

Partners with low capacity may need assistance to 
identify the most important capacity areas in their 
context 

The same tool is used for all NGOs assessed, al-
lowing for comparisons across a cohort of or-

Relatively expensive way to develop an OCA tool.  
wŜǇǊŜǎŜƴǘǎ ŀƴ ƛƴǾŜǎǘƳŜƴǘ ƻŦ ōƻǘƘ tŀŎǘΩǎ ǘƛƳŜ ŀƴŘ 
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one-day structured brainstorming workshop, organizations identify and define the factors that are es-
sential for making an organization successful in the context in which it operates.  

If conducting OCA with an individual organization, participants should represent each of the organiza-
ǘƛƻƴΩǎ ŘŜǇŀǊǘƳŜƴǘǎ ƻǊ ŦǳƴŎǘƛƻƴŀƭ ǳƴƛǘǎ ŀƴŘ ōƻŀǊŘ ƳŜƳōŜǊǎΣ ǾƻƭǳƴǘŜŜǊǎΣ ƻǊ ŎƻƴǎǘƛǘǳŜƴǘ ǊŜǇǊŜǎŜƴǘŀǘƛǾŜǎ 
as appropriate. For a cohort, or group of organizations, each organization should have representatives 
in attendance.  

If appropriate, this one-day session can be lengthened to include additional days for discussing capacity 
building and building ownership and excitement around the capacity building process. 

The advantages and disadvantages of tool creation by partners are as follows: 

 

 

 

 

 

 

Advantages Disadvantages 

¢ŀƪŜǎ ŀŘǾŀƴǘŀƎŜ ƻŦ ŀƴ ǳƴŎƻƴǎǘǊŀƛƴŜŘ ΨōƭǳŜ 
ǎƪȅΩ ŀǇǇǊƻŀŎƘ ǘƻ ǘƻƻƭ ŘŜǾŜƭƻǇƳŜƴǘΣ ŜƴǎǳǊƛƴƎ 
that the resulting OCA tool fully reflects the 
context of the program.  

Partners with low capacity may need assistance 
to identify the most important capacity areas in 
their context 

Involves partners in developing their own OCA 
tool. This can be critical in building ownership 
of the OCA process and ownership for capacity 
building activities in general. 

Relatively expensive way to develop an OCA 
ǘƻƻƭΦ  wŜǇǊŜǎŜƴǘǎ ŀƴ ƛƴǾŜǎǘƳŜƴǘ ƻŦ ōƻǘƘ tŀŎǘΩǎ 
ǘƛƳŜ ŀƴŘ ǇŀǊǘƴŜǊΩǎ ǘƛƳŜΦ 

The process of developing the OCA tool is a 
capacity building exercise in and of itself. 

If partners each develop their own tool, it is 
difficult to compare results across organizations 

Where partners work together to create a sin-
gle too, opportunities exist for comparisons 
across a cohort of organizations. 

 

Assists in building the relationship between 
Pact and our partners 
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PURPOSE  

Introduce part-
ners to the OCA 
process 

Involve part-
ners in the crea-
tion of capacity 
areas and indi-
cators to be in-
cluded in the 
OCA tool 

Build owner-
ship of and ex-
citement for the 
OCA process 

TIME NEEDED  

8 hours 

MATERIALS 

Power point 
explaining the 
OCA Process,  

Sample OCA 
tool(s) from 
similar coun-
tries/sectors, 
draft OCA tool 
prepared by 
pact staff 
(where combin-
ing with facilita-
tor contextuali-
zation).  

5x7 index cards,  

marker pens,  

sticky blue wall 
or press-stick.  

OCA Tool Creation by Partners  
PARTICIPANTS 
One or two representatives from several partner NGOs (5 partners mini-
mum). Representatives of other established national NGOs or strategic part-
ners) 

 SUGGESTED PACT LEAD 
Program Manager/OD Manager (Facilitation should be led by an experienced 
participatory facilitator, with participation of the full OCA implementation 
team). 

 A.  INTRODUCTION TO THE OCA PROCESS 
1. Welcome participants 

2. ²ƘŜǊŜ ŀǇǇǊƻǇǊƛŀǘŜΣ ƛƴǘǊƻŘǳŎŜ tŀŎǘΩǎ ǿƻǊƪ ƛƴ ŎƻǳƴǘǊȅ ŀƴŘ ǘƘŜ ǇǊƻπ
gram in which partners are participating 

3.  Introduce the OCA process, and its role in the organizational devel-
opment component of the program 

 B.  CONTEXTUALIZATION OF CAPACITY AREAS AND INDICATORS 
1. tƻǎǘ ǘƘŜ ŦƻƭƭƻǿƛƴƎ ōǊŀƛƴǎǘƻǊƳ ǉǳŜǎǘƛƻƴ ƻƴ ǘƘŜ ŘƛǎǇƭŀȅ ōƻŀǊŘΥ ά²Ƙŀǘ 

are the core capacities (skills, knowledge, abilities) of a high perform-
ing NGO operating in the (enter name of sector) sector in (enter 
ƴŀƳŜ ƻŦ ŎƻǳƴǘǊȅύΚέ DƛǾŜ ŀ ŦŜǿ ŜȄŀƳǇƭŜǎ ǘƻ ǎǘƛƳǳƭŀǘŜ ǘƘƛƴƪƛƴƎΦ 

2. Give individuals a few moments to organize their thoughts. Ask them 
to rapidly write down key organizational functions on an individual 
basis. Ask participants to star their 3 most important ideas. 

3. Participants get into small groups (three or four participants per 
group is optimal). Have groups identify 5-7 ideas and write them on 
index cards. Make sure that each card has no more than one idea per 
card and is written in clear, large letters. Ask each of the groups to 
give you approximately 3 cards. 

4. Place the cards from each group on the board in a random pattern 
for viewing by the large group. Read each card as you place it on the 
board and ask the participants if the intent of the card is clear to eve-
ryone. If not, allow the group responsible for the card to clarify. Do 
not allow debate or discussion at this time ς there are no right or 
wrong suggestions. 

5. Repeat steps three and four above two or three times until you have 
between 30 and 50 cards. 
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6. Perform a silent grouping process: without talking, participants will step up to the 
board and arrange the cards in like clusters. 

7. Apply a meaningless symbol (geometric figure, simple drawing, etc.) to each cluster to 
allow for a way to refer to the clusters. 

8. Review cards in each cluster out loud. Ask the group if any cards should be added or 
moved. Do not add or move any card until you have group consensus. 

9. Put clusters in columns and ask group to change symbols to names to represent the 
core areas demonstrated by each column. Explain that these core areas will be used as 
the capacity areas to be measured by their tool and that the individual index card will 
become indicators. 

10. Ask the group if some capacity areas are too large and should be split, need more ele-
ments added to them to complete the concept, or are over-arching. 

11. Finalize naming of columns and location of all cards. Ask the group to rethink the col-
umn titles. Is the name appropriate for each? 

12. Review the group work. Read the titles of the clusters, and confirm that the group has 
reached consensus on capacity names/clusters. Discuss the product, asking partici-
pants the following questions: 1) What were our breakthroughs? 2) How does this 
work move us closer to our OCA tool? (See Annex 11 for a sample framework that 
might be generated through this discussion). 
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5.2.2 Completing a Participant Guided OCA Tool 
In addition to capacity areas and statements of excellence, a participant guided OCA tool includes ac-
tivity based discussions, one for each capacity area. Over the course of the assessment, the facilitator 
leads the team through the OCA tool - facilitating discussion of each capacity area, and instructing indi-
vidual scoring of the indicators for that area using individual score sheets. Through this process, the 
ŦŀŎƛƭƛǘŀǘƻǊ ŦƻŎǳǎŜǎ ŜŀŎƘ ŘƛǎŎǳǎǎƛƻƴ ƻƴ ŀŎǘǳŀƭ ŜǾŜƴǘǎ ŦǊƻƳ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŜȄǇŜǊƛŜƴŎŜ ƻǾŜǊ ǘƘŜ Ǉŀǎǘ мн 
months, ensuring that the self-assessment is less subjective and more rigorous. By using activity-based 
discussion techniques, participants are encouraged to express their views safely through a variety of 
media. 

OCA facilitators should take time to develop appropriate activity based discussions for each capacity 
area. The discussions should include questions that bring out information relevant to each of the state-
ments of excellence to be scored.   

ORID, or the Focused Conversation method, is the basis for all OCA discussions. ORID is a method of 
leading a group of people through certain phases of reflection in a way that allows them to process 
their experiences and opinions as a group. The focused conversation is led by a facilitator who asks a 
series of questions to elicit responses that take a group through a simple process of four levels, from 
the surface of a topic to its deep implications. The four levels are: 
ω Objective ς questions about facts and external reality. 

ω Reflective ς questions to call forth immediate personal reaction to the data, an internal re-
sponse, sometimes emotions, feelings, hidden images and associations with the facts. When-
ever we encounter an external reality, we experience an internal response. 

ω Interpretive ς questions to draw out meaning, values, significance and implications. 

ω Decisional ς questions to elicit resolution, bring the conversation to a close, and enable the 
group to make a decision or action about the future. 

These four levels of reflection form a template or pattern from which innumerable conversations can 
be designed. It is important to note that in the OCA process, when conducting the assessment the con-
versation is almost always suspended at the end of the interpretive level. In a sense, the act of scoring 
constitutes the decisional level. In another sense, we pick up the discussion again and complete the 
decisional level during the action planning phase of the process. Also note that OCA tools often do not 
include an explicit question at the reflective level. Generally the facilitator must decide if the partici-
ǇŀƴǘǎΩ ƛƴǘŜǊƴŀƭ ǊŜŀŎǘƛƻƴ ǘƻ ǘƘŜ Řŀǘŀ ƛǎ ǎǘǊƻƴƎ ƻǊ ŘƛǾŜǊǎŜ ŀƴŘ ƛŦ ǎƻΣ ŀǎƪ ǘƘŜ ǇŀǊǘƛŎƛǇŀƴǘǎ ǘƻ ǎƘŀǊŜ ǘƘŜƛǊ 
feelings or reactions to the objective level data. 

Here are some examples of typical OCA discussions using the ORID method: 
Example 1: 

a) When was our most recent staff training? (O) 
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b) How often over the last 12 months have we held staff training events? (O) 
c) For our three most recent staff training events, what evidence is there that they strengthened 

staff capacity and performance? (O-I) 
d)  To what extent were the areas of improved staff capacity relevant to our human resource 

needs? (I) 
e)  To what degree did these training events prepare staff to respond to our strategic objectives? 

(I) 

Example 2: 
a)  What are three recent procurements? (O) 
b)  Did procurement follow written procedures? (O-I) 
c)  What was the impact of these procedures on costs? (I) 

Example 3: 
a) Select three representative projects that have been conducted in the last 3 years. Who are the 

target groups/beneficiaries for each project? (O) 
b) What technical assistance have we provided to our target groups? (O) 
c) To what extent has this assistance been provided in a timely and useful fashion? (I) 
d) ¢ƻ ǿƘŀǘ ŜȄǘŜƴǘ Ƙŀǎ ǘƘƛǎ ŀǎǎƛǎǘŀƴŎŜ ƛƴŎǊŜŀǎŜŘ ǘƘŜ ǘŀǊƎŜǘ ƎǊƻǳǇΩǎ ŀōƛƭƛǘȅ ǘƻ ŀŎƘƛŜǾŜ ƛǘǎ ƻōƧŜŎǘƛǾŜǎΚ 

(I) 

Discussion activities build upon the ORID as a foundation for focused discussion, but use a dynamic ac-
tivity as a catalyst for conversation and broader participation. Some of these activities are also useful in 
ŎǊŜŀǘƛƴƎ ŀ ǘŀƴƎƛōƭŜ άŀǊǘƛŦŀŎǘέ ƻŦ ǘƘŜ ŘƛǎŎǳǎǎƛƻƴΦ ! ǎŜǊƛŜǎ ƻŦ ŘƛǎŎǳǎǎƛƻƴ ŀŎǘƛǾƛǘƛŜǎ ŦƻǊ h/! ŀǊŜ ǇǊŜǎŜƴǘŜŘ ƛƴ 
Annex 12 and a completed example of a participant guided OCA tool is presented in Annex 13.   

5.2.3 Piloting the Assessment 
Once a tool has been developed for the local context, it needs to be translated into the local language.  
In parallel, it is useful to get a copy of the local NGO law, assuming one exists, and check the govern-
ance sector indicators against the law.   

If time allows, test the OCA process on two volunteer NGOs (for a full description of how to conduct an 
OCA assessment see Completing the OCA Assessment, below). Once the pilot is complete, ask partici-
pant NGOs for feedback:  

On the tool itself 
o Which indicators did you not understand or seem irrelevant?  

On the process 
o Was it enough time? 
o Did it involve the right preparatory activities? 
o Were the right people involved? 
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o Was the scoring system transparent? 
o Was the role of the OCA facilitators appropriate?  

Use this feedback to adapt the tool and the process.  

When choosing OCA pilot organizations, one option is to test the tool on NGOs that are not program 
partners, but are at roughly the same level of development as partners and have expressed an interest 
in better understanding their strengths and weaknesses. If you do this, it needs to be made very clear 
to these NGOs that they will not benefit from any follow-up training, but will receive a report on the 
results of the assessment that will include some practical advice that they can carry out on their own 
without external help. A second option is to test the tool on program partners. If you do this and pro-
ceed to make significant changes to the OCA tool, however, this will hinder comparison across part-
ners.    

5.2.4 Completing the OCA Assessment 
Partners need to be given at least two weeks notice before the OCA team visits.  The first contact, ide-
ally done face-to-face, should clarify the objectives of the OCA and clarify how the OCA is different 
from the MCAT and the PCAT that many NGOs may already have experienced.  This can be done 
through a one-on-one meeting with each targeted NGO or through a group meeting of all the NGOs 
that will be participating in the program.  During the meeting, it should also be made very clear that 
ǘƘŜ ǊŜǎǳƭǘǎ ƻŦ ǘƘŜ h/! ǿƛƭƭ ƴƻǘ ŀŦŦŜŎǘ tŀŎǘΩǎ ŘŜŎƛǎƛƻƴ ǘƻ ǿƻǊƪ ǿƛǘƘ ǘƘŜ bDh ŀǎ ŀ ǇŀǊǘƴŜǊΦ   

In addition, the NGO should be informed of any documents that need to be assembled and reviewed 
by the facilitators prior to their visit; who needs to be available during the site visit and at what times; 
and how the assessment will be conducted.  A specific date and time should be set for all documenta-
tion to be delivered to the facilitators, ensuring that they have it at least a week ahead of time in order 
to review it prior to the meeting.   

The number of days spent data gathering on site varies from one Pact country office to another.  At a 
minimum, one day of meetings is required, but in some cases two is preferable.  The decision on how 
many days should be spent at each NGO gathering data is largely a function of how much the donor is 
willing to spend on each OCA process. Invariably, NGOs find that they learn a great deal about them-
selves and about NGO governance and management during the process of the two to three day OCA 
process.   

For smaller organizations, all members of the staff should participate in the assessment team if possi-
ble. If the organization has more than 15-20 staff, facilitation can become challenging and it may be 
difficult for everyone to participate fully. In this case, an assessment team should be formed that best 
ǊŜǇǊŜǎŜƴǘǎ ŀ άƳƛŎǊƻŎƻǎƳέ ƻŦ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΦ ¢Ƙƛǎ ƳŜŀƴǎ ŀƭƭ ŘŜǇŀǊǘƳŜƴǘǎ ƻǊ ŦǳƴŎǘƛƻƴŀƭ ǳƴƛǘǎΣ ŀƭƭ ƭŜǾŜƭǎ 
of staff (junior to senior), a mix of male and female staff, a mix of newer and more tenured staff, etc. 
The more representational your assessment team is, the more reliable your results will be. You may 
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also want to invite representatives from the board of directors or your constituents to participate. If 
your organization typically uses volunteers, you should also include one or two on the assessment 
team. Not everyone on the team will know about the details of every success factor. That is why the 
discussion activities are so important. This is a very valuable way for staff to learn about the organiza-
ǘƛƻƴ ŀƴŘ ŜȄŎƘŀƴƎŜ ŀƴŘ ǳƴŘŜǊǎǘŀƴŘ ŜŀŎƘ ƻǘƘŜǊǎΩ ŜȄǇŜǊƛŜƴŎŜ ŀƴŘ ǇŜǊǎǇŜŎǘƛǾŜΦ 

Data Guided OCA 
This methodology provides facilitators with a framework for organizational development around which 
they contextualize a relevant assessment tool for their partners. The assessment is completed through 
a series of interviews with key organizational stakeholders. Scoring is done by facilitators through ne-
gotiation with organizational stakeholders.  

The documentation provided by the organization should be reviewed to by the facilitators to help them 
assign preliminary scores for certain sections of the OCA.  They should take note of these proposed 
scores on the OCA Tool scoring sheet.  Prior to their arrival on site, the two OCA facilitators should 
agree who will take the lead on each section of the OCA (e.g. Governance, Project Planning, Monitoring 
and Evaluation, Financial Management, etc.), this will determine to some extent how to divide up the 
review of the documents as well as the on-site data gathering. 

! ŎƻƳǇƭŜǘŜ ŦŀŎƛƭƛǘŀǘƻǊΩǎ ƎǳƛŘŜ ŦƻǊ ŎƻƴŘǳŎǘƛƴƎ ŀ 5ŀǘŀ DǳƛŘŜŘ h/! ƛǎ ŀǾŀƛƭŀōƭŜ ƛƴ ΨtŀǊǘƛŎƛǇŀǘƻǊȅ aƻƴƛǘƻǊπ
ƛƴƎΣ 9Ǿŀƭǳŀǘƛƻƴ ŀƴŘ wŜǇƻǊǘƛƴƎΥ !ƴ hǊƎŀƴƛȊŀǘƛƻƴŀƭ 5ŜǾŜƭƻǇƳŜƴǘ tŜǊǎǇŜŎǘƛǾŜ ŦƻǊ {ƻǳǘƘ !ŦǊƛŎŀƴ bDhǎΩ ƻƴ 
tŀŎǘΩǎ {ƘŀǊŜtƻƛƴǘ ŀǘ ǘƘŜ ŦƻƭƭƻǿƛƴƎ ŀŘŘǊŜǎǎΥ https://solomon.pactworld.org/programs/Competencies/
od/Shared%20Documents/Organizational%20Assessments/Pact%20PMER%20Manual%20-%
20Original%20OCAT.pdf 

 A summary of the main steps follows on the next page: 

https://solomon.pactworld.org/programs/Competencies/od/Shared%20Documents/Organizational%20Assessments/Pact%20PMER%20Manual%20-%20Original%20OCAT.pdf
https://solomon.pactworld.org/programs/Competencies/od/Shared%20Documents/Organizational%20Assessments/Pact%20PMER%20Manual%20-%20Original%20OCAT.pdf
https://solomon.pactworld.org/programs/Competencies/od/Shared%20Documents/Organizational%20Assessments/Pact%20PMER%20Manual%20-%20Original%20OCAT.pdf
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PURPOSE  

To work alongside 
a partner assisting 
the organization to 
assess its own ca-
pacity in key func-
tional areas 

TIME NEEDED  

1 day of small 
group interviews 
with key stake-
holders, 4 hours of 
facilitator scoring 
of assessment, 1 
day scoring meet-
ing with all key 
stakeholders  

MATERIALS 

Prepared ques-
tions for inter-
views.  

Copy of OCA 
Survey  

Data Guided Organizational 

Capacity Assessment (OCA) 
AGENDA 

PARTICIPANTS 
Executive Committee of the Board, Executive Director, Financial Manager, 
Program Manager(s), Human Resources Manager 

A. BACK TO BACK INTERVIEWS 
These meetings should serve to gather enough information relevant so that 
the OCA facilitator feels able to objectively rank each of the OCA state-
ments. 

1. Facilitators should not bring the OCA tool to these meetings. Rather 
they should come prepared with a variety of open-ended questions to 
stimulate discussion. Ideally questions should follow the ORID 

Activity Time Needed 
Back to back meetings with: 

¹ Executive Committee of Board ς focus should be on 
governance issues. 

¹ Executive Director ς all aspects of the OCA should 
be explored during this meeting 

¹ Financial Manager ς financial sections of the OCA 
relevant 

¹ Program Manager (s) ς Program sections of the OCA 
as well as some aspects of HR, Finance and Govern-
ance 

¹ Human Resource Manager (if there is one) ς HR sec-
tion of OCA 

¹ Visit 2 ς 3 projects in primary sectors that are of 
interest to Pact 

1 day 

Facilitators analyze documents and interview notes and 
score OCA indicators 

4 hours 

Scoring meeting involving a group of 10 ς 25  
organizational stakeholders, at a minimum all the staff 
and board members that you met with 

1 day 
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(Objective, Reflective, Interpretive & Decisional) structure described previously. A sam-
ple Data guided OCA tool is included in Annex 14. 

2. In each interview, facilitators should ask questions relevant to the organizational roles of 
the interviewees. For example, the interview with the financial manager should focus on 
financial processes and systems. 

3.  Open-ended questions should stimulate enough discussion that facilitators can get the 
information they need to score the OCA statements. Facilitators should gather copies of 
documents where they support an answer. 

B. FACILITATOR SCORING OF OCA INDICATORS 
Before going into the scoring meeting, the co-facilitators need to sit down together and one 
by one agree on how they would score the NGO on each indicator. Co-facilitators should tri-
angulate information, comparing notes from one interview to the next and comparing what 
is said in the meetings and what is written in documentation. Scoring ranges vary by OCA 
tool, but usually run either from 1 (lowest) to 5 (highest) or 1 (lowest) to 6 (highest) 

C. OCA SCORING MEETING 
The more people you involve in this meeting, the more challenging it is to facilitate, since you 
are likely to have multiple levels of education and understanding, but also the more likely 
you will get an accurate ranking of the organization that does not just reflect the opinion of 
the leadership. 

1. Facilitators go through the ranking process section by section and indicator by indicator. 

2. The facilitator must start by explaining each indicator so it is understood by all stake-
holders present at the meeting. 

3. Participants are asked to rank the indicator and then share and justify their ranking.  This 
can be done by asking people to raise their hands if they gave it a high or low score and 
to clarify why they feel that the ranking is justified.  Through this process you will narrow 
in on the consensus score. 

4. The facilitators should be checking their own ranking during the process and enter into 
the ranking discussion as participants if they feel that the consensus score is not reflec-
tive of the reality they saw through the documents they reviewed and the meetings they 
held.  They need to present their evidence and then ask the participants to reconsider 
their consensus score accordingly.  

5. If they participants are unwilling to change the score, the facilitators report needs to re-
flect this disagreement. 

6. During the meeting, the facilitators need to keep an accurate record of the scores and 
justifications given. 
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Participant Guided OCA 

This methodology describes how to work with partner organizations to design a capacity assessment 
tool from scratch. Prior to the assessment, facilitators should review the documentation provided by 
the partner in order to familiarize themselves with the nature and work of the organization.  

During the assessment facilitators bring together a large group of organizational stakeholders and lead 
them through a series of guided discussions around different capacity areas. Following the discussions 
ŜŀŎƘ ǇŀǊǘƛŎƛǇŀƴǘ ǊŜŎƻǊŘǎ ŎŀǇŀŎƛǘȅ ǎŎƻǊŜǎ ƻƴ ǘƘŜƛǊ ƻǿƴ ǎŜƭŦ ŀǎǎŜǎǎƳŜƴǘ ǎƘŜŜǘΦ ! ŎƻƳǇƭŜǘŜ ŦŀŎƛƭƛǘŀǘƻǊΩǎ 
ƎǳƛŘŜ ŦƻǊ ŎƻƴŘǳŎǘƛƴƎ ŀ tŀǊǘƛŎƛǇŀƴǘ DǳƛŘŜŘ h/! ƛǎ ŀǾŀƛƭŀōƭŜ ƛƴ ΨtŀŎǘΩǎ hǊƎŀƴƛȊŀǘƛƻƴŀƭ /ŀǇŀŎƛǘȅ !ǎǎŜǎǎπ
ƳŜƴǘ CŀŎƛƭƛǘŀǘƻǊΩǎ aŀƴǳŀƭΩ ƻƴ {ƘŀǊŜtƻƛƴǘ ŀǘ ǘƘŜ ŦƻƭƭƻǿƛƴƎ ŀŘŘǊŜǎǎΥ ƘǘǘǇǎΥκκǎƻƭƻƳƻƴΦǇŀŎǘǿƻǊƭŘΦƻǊƎκ
programs/Competencies/od/Shared%20Documents/Organizational%20Assessments/
OCA_MANUAL.pdf 

 A summary of the main steps follows:  

PURPOSE  

To work alongside 
a partner assisting 
the organization to 
assess its own ca-
pacity in key func-
tional areas 

TIME NEEDED  

1 or 2 day scoring 
meeting with all 
key stakeholders  

MATERIALS 

Copy of OCA Sur-
vey,  

Materials for 
discussion ac-
tivities (may in-
clude flip charts, 
index cards, 
sticky dots, 
beans, etc.)    

Participant Guided  
Organizational Capacity  
Assessment (OCA) 
AGENDA 

PARTICIPANTS 
Board Members, Senior and Junior Staff, Volunteers 

OCA SCORING MEETING 
The more people you involve in this meeting, the more challenging it is to 
facilitate, since you are likely to have multiple levels of education and un-
derstanding, but also the more likely you will get an accurate ranking of the 
organization that does not just reflect the opinion of the top leadership. 

Activity Time Needed 
Scoring meeting involving a group of 10 ς 25 organiza-

tional stakeholders, representing a cross-section of or-

ganizational functions and levels. Participants should in-

clude board members, staff and volunteers (where appli-

cable) 

1 or 2 days 
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1.  First participants must be familiar and comfortable with the workshop guidelines, 
processes and use of the OCA tool and score sheets. For a productive and accu-
rate assessment, it is essential that participants have a clear and common under-
standing of the terms, the scoring scale and scoring procedures, and that an envi-
ronment of respect for differing opinions and conducive dialogue is created. 

2. Over the course of the workshop the facilitator leads the team through the OCA 
tool - facilitating discussion of each capacity area, and instructing individual scor-
ing of the indicators for that area using individual score sheets. 

3. The facilitator opens the discussion of each capacity area with some general 
questions on the topic, and leads the team into a discussion activity. By using ac-
tivity-based discussion techniques, participants are encouraged to express their 
views safely through a variety of media. A range of discussion activities are in-
cluded in Annex 12, and a sample Participant Guided OCA tool is included in An-
nex 13. 

4. ¢ƘŜ ŦŀŎƛƭƛǘŀǘƻǊ ŦƻŎǳǎŜǎ ŜŀŎƘ ŘƛǎŎǳǎǎƛƻƴ ƻƴ ŀŎǘǳŀƭ ŜǾŜƴǘǎ ŦǊƻƳ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 
experience over the past 12 months, ensuring that the self-assessment is less sub-
jective and more rigorous. Discussions are facilitated using the ORID (Objective, 
Reflective, Interpretive, Decisional) question structure, described previously. 

5. Team members are asked to view the discussion activity as an opportunity to 
share ideas, and the private scoring as an opportunity to express individual re-
sponse to the indicator statement. Scoring is generally done on a scale of 1 (low) 
to 5 (high). 
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5.2.5 Processing Results and Preparing the OCA Report 
Once the OCA meetings are complete, the OCA facilitators need to prepare a report for each Partner. 
Reports are usually around 10 ς 20 pages long and often begin with some basic facts about the NGO ς 
mission, geographical target area, beneficiary group, sectors of operations, annual budget, and staff 
size ς as well as a brief history of the organization.  Then the report will be organized by OCA capacity 
areas, with graphs presenting the results and facilitator comments around strengths and challenges. 

 With a Participant Guided OCA, where each participant gives different scores, data is entered either 
into an Excel spreadsheet or the OCA Online system, a web-based program that facilitators can use to 
quickly and easily generate comprehensive report packages. OCA Online produces graphs along two 
axes: Capacity ς which reflects the average score of participants for indicator; and Consensus ς which 
reflects the variation in indicator scores for different participants. A sample Participant Guided OCA 
report is included in Annex 15.  

With data guided OCA, facilitators need to calculate the average score for each capacity area (and sub-
capacity area, of the OCA Tool.  These should then be displayed using a simple bar graph. A sample 
Data Guided OCA report is included in Annex 16. 

Facilitators need to agree on what observations to present in each section of the report to further illu-
minate results and assist the NGO leadership as well as the Pact capacity-building team to begin taking 
steps to build capacity in the NGO.   

If you are working with a cohort of NGOs, it is sometimes useful to develop a consolidated OCA score 
sheet and graphs that shows the collective strengths and weaknesses across your cohort.  This will re-
port should ideally be accompanied by a narrative that follows a similar structure as the individual NGO 
report, but highlights the common strengths and weaknesses found within the cohort.  This report can 
be shared with the NGOs as well as with the donor.  You may want to include the cohort scores as part 
of your individual NGO reports so that each NGO knows where it stands in comparison with the rest of 
the cohort.  The cohort report will be very useful as you design and prioritize capacity-building inter-
ventions. 

5.2.6 Alternatives to OCA 
While OCA has been used very successfully in several country and project contexts, it may not be an 
appropriate assessment tool in all cases.  

The Rapid Organizational Scan (ROS, Annex 17) is a quick and easy assessment tool that can be adapted 
to meet the need of various contexts. It is a capacity checklist tool that can be completed through an 
interview process with two or more senior staff in an organization. The assessment takes around an 
hour to complete and is particularly useful when you do not have the time to complete a full OCA or do 
not have funding for significant capacity building activities. This type of assessment is not recom-
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mended, however, with organizations that you intend to have build a long-term partnership with for 
capacity building. 

A number of other organizations have also developed capacity assessment tools. If you find that the 
OCA is not appropriate in your context, we recommend that you time the time to look at some of the 
following tools as they provide useful inputs for developing your own assessment tool and process: 

McKinsey Capacity Assessment Grid ς This is an organizational self-assessment checklist tool designed 
to be completed internally, by organizations wishing to analyze themselves against accepted standards. 
The assessment tool is focused at a relatively high level, and ideal for use by mature organizations that 
already have a strong understanding of organizational capacity (http://
www.venturephilanthropypartners.org/learning/reports/capacity/capacity.html).   

The HIV/AIDS Alliance Capacity Analysis Toolkit ς [ƛƪŜ ǘƘŜ ǇŀǊǘƛŎƛǇŀƴǘ ƎǳƛŘŜŘ ǾŜǊǎƛƻƴ ƻŦ tŀŎǘΩǎ h/!Σ ǘƘƛǎ 
assessment tool is designed around facilitated, participatory discussions and activities. In contrast to 
the McKinsey Grid, this assessment tool is designed for use with relatively small, nascent organizations, 
and is ideally used where capacity is low. The assessment is intended for NGOs and CBOs working in 
the HIV/AIDS technical sector, but could easily be adapted to meet the needs of other sectors (http://
www.aidsalliance.org/custom_asp/publications/view.asp?publication_id=125). 

5.2.7 Results Debrief and Action Planning 
Once the OCA has been completed and the results analyzed, schedule a follow-up meeting with the 
NGO partner during which facilitators will present the results and begin to develop action plans with 
ideas for organizational strengthening activities. These steps are critical for taking the assessment data 
and transforming it into meaningful, productive, and relevant action. Through results analysis, partici-
pants gain an understanding of and draw meaning from OCA data. Through action planning, partici-
pants come to consensus on their most pressing organizational challenges (as determined by the as-
ǎŜǎǎƳŜƴǘύ ŀƴŘ ƛŘŜƴǘƛŦȅ Ǉƭŀƴǎ ŀƴŘ ǊŜǎƻǳǊŎŜǎ ǘƻ ƘŜƭǇ ǘƘŜƳ ŀŘŘǊŜǎǎ ǘƘƻǎŜ ŎƘŀƭƭŜƴƎŜǎΦ ¢ƘŜ ŦŀŎƛƭƛǘŀǘƻǊΩǎ ǊƻƭŜ 
is to help the organization interpret the data and ensure the contextualization and validation of the 
results.  

Be sure to incorporate any other clarifications or corrections noted by the NGO during the feedback 
meeting when you prepare the final OCA report. 
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PURPOSE  

1. To review OCA 
results and iden-
tify organiza-
tional strengths 
and challenges 

2. To prioritize ar-
eas for organiza-
tional strength-
ening 

3. To develop ac-
tion plans that 
outline capacity 
building actions 
to be taken both 
internally and 
with external 
assistance 

TIME NEEDED  

1 day meeting with 
a diverse group of 
organizational 
stakeholders all 
present in a single 
meeting  

MATERIALS 

Copies of OCA 
Results Pack-
age,  

flip charts,  

marker pens 
and sticky dots.   

OCA Results Debriefing and 
Action Planning  
AGENDA 

PARTICIPANTS  
Board Members, Senior and Junior Staff, Volunteers (Ideally the same par-
ticipants as the OCA assessment) 

RESULTS DEBRIEF AND ACTION PLANNING: 
1.  Review what has taken place thus far in the OCA process. The facili-

tator can ask members of the group to describe what they recall 
from previous workshops and the assessment session. 

2. Discuss what will be happening during this workshop ς review the 
ƻōƧŜŎǘƛǾŜǎ ŀƴŘ ǘƘŜ ŘŀȅΩǎ ŀƎŜƴŘŀΦ ¢ƘŜ ƻōƧŜŎǘƛǾŜǎ ǎƘƻǳƭŘ ƛƴŎƭǳŘŜ ǳƴπ
derstanding and interpreting OCA results, and using OCA results to 
guide action planning. 

3. Introduce the OCA results packets to participants. Ensure that eve-
ryone remembers the capacity areas and that visual representa-
tions of OCA results are clear to all. 

4. Using a model capacity area or two, work through the results and 
ǇƻǎŜ ǘƘŜ ǉǳŜǎǘƛƻƴ άǿƘŀǘ ŦŜŀǘǳǊŜǎ ƻŦ ƻǳǊ ƻǊƎŀƴƛȊŀǘƛƻƴ ŜȄǇƭŀƛƴ ǘƘŜ 
ǊŜǎǳƭǘǎ ƛƴ ǘƘƛǎ ŎŀǇŀŎƛǘȅ ŀǊŜŀΚέ tŀǊǘƛŎƛǇŀƴǘǎ Ŏŀƴ ƴƻǘŜ ōƻǘƘ ƻǊƎŀƴƛȊŀπ
tional strengths and challenges which the facilitators write up on a 
flipchart. 

5. Have participants work through the other capacity areas asking the 
ǉǳŜǎǘƛƻƴ άǿƘŀǘ ŦŜŀǘǳǊŜǎ ƻŦ ƻǳǊ ƻǊƎŀƴƛȊŀǘƛƻƴ ŜȄǇƭŀƛƴ ǘƘŜ ǊŜǎǳƭǘǎ ƛƴ 
ǘƘƛǎ ŎŀǇŀŎƛǘȅ ŀǊŜŀΚέΣ ŀƴŘ ǿǊƛǘƛƴƎ Řƻǿƴ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ǎǘǊŜƴƎǘƘǎ ŀƴŘ 
challenges on flip chart paper.  

6. Place the lists of organizational strengths and challenges around the 
walls of the room. Give participants 4-6 colored dots, and ask them 
to place the colored dots around the room, next to organizational 

Activity Time Needed 

Review OCA Results 

Identify Organizational Strengths and Challenges 

Develop capacity building action plans 

2 Hours 

2 Hours 

4 Hours 
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5.3 Developing Customized Institutional Strengthening 

Plans (ISPs) 

 

Whereas an action plan is a tool for the partner organization to design and implement their own capac-
ity building initiative, an Institutional Strengthening Plan (ISP) is a program management tool for Pact, 
indicating what role we will play as well as the inputs, outputs and outcomes of our efforts. The dia-
ƎǊŀƳ ōŜƭƻǿ ŘŜǎŎǊƛōŜǎ ǘƘŜ ǊƻƭŜ ǇƭŀȅŜŘ ōȅ ŀƴ L{tΣ ŀǘ ǘƘŜ ƛƴǘŜǊǎŜŎǘƛƻƴ ƻŦ ǘƘŜ ǇŀǊǘƴŜǊΩǎ ŀŎǘƛƻƴ Ǉƭŀƴ ŀƴŘ 
tŀŎǘΩǎ ǇǊƻƧŜŎǘ ŀŎǘƛǾƛǘƛŜǎΦ  

ISP development is where the participatory planning of the OCA process meets the realities and con-
straints of the project ς in terms of time, budget and donor priorities. Although we try to help our part-
ners achieve all of their goals, we also have to work within certain parameters. The ISP is therefore a 

challenges that they believe are critical to address. They may place as many dots as 
they choose next to each challenge. 

7. Taking the challenge with the largest number of dots as a model, explain the action 
planning matrix (Annex 18). 

8. Work through the development of one action plan. Enter the name of the capacity 
building challenge at the top of the action plan. Enter the priority score ς the number 
of dots that stakeholders gave that particular challenge. Work through actions that 
organizational stakeholders can take themselves to overcome the challenge (try to 
place these actions in the order they must be completed). Work through capacity 
building assistance that the organization needs to overcome the challenge.     

9. Have participants break into small groups (these can be self-selected as long as groups 
are more or less evenly balanced in size). Each group picks a problem with high (or me-
dium) priority, and completes the Action Planning Matrix. Encourage participants to 
focus initially on things that they can do to build capacity internally before moving to 
activities that require external assistance.  

10. Have groups present back to the whole, giving time for questions and comments. 
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tool that allows us to maximize the impact of 
our OD initiatives given our available re-
sources. In particular, the ISP does this by 
articulating steps that the partner can take to 
build capacity internally, regardless of any 
external assistance. Two sample ISP formats 
are included in Annexes 19 (Pact Malawi) and 
20 (Pact South Africa).  

In situations where Pact does not have a sig-
nificant capacity building component in their program, an action plan may provide a partner organiza-
tion with all of the information is needs to implement its own capacity building. Likewise, in contexts 
where Pact offers a relatively limited set of capacity building service, some practitioners have found 
that a memorandum of understanding is a useful alternative. 

Where an ISP is deemed appropriate, Pact works with each partner following the OCA assessment and 
action planning to develop a comprehensive plan that lists the gaps identified through the assessment 
and pairs them with a series of interventions intended to assist the partner in overcoming these chal-
lenges.  Usually, Pact program staff and organizational development partners assist in developing the 
ISP.  

ISPs typically contain the following elements:   
Summary of capacity building needs by capacity area 
The level of priority associated with each need 
How to address the needs (interventions) 
What steps the partner will take to meet these needs 
What steps Pact (or other external actors) will take to assist in building capacity 
What the organization will look like when these steps have been taken (indicators of success) 
Timeframe 
Sources and amount of funding 
A signed commitment from Pact and the participating NGO to fulfill its part of the ISP agree-
ment 

The starting points for developing ISPs are the action plans produced by OCA participants during results 
debrief and action planning workshops. These plans detail the high-priority organizational challenges 
and also provide suggestions for how to meet those needs. The interventions described by partners 
should be reviewed and augmented by the OD experts involved in developing the ISPs. 

In addition to the action plans, the OCA facilitators and the Pact staff who conducted the MCATs, 
PCATs and MEROCATs will probably have noted a number of additional areas of need within partner 
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NGOs. These should be added to the ISPs, as should any critical OD needs identified during the rapid 
pre-award assessment process. 

Activities prioritized through ISP activities should follow SMART criteria. In other words, ISPs should be: 
Specific: The improvement area needs to be concrete and practical; otherwise the following 
criteria will not apply. 
Measurable: There should be some way of verifying that the improvement area has been met 
or addressed.  How will the organization know that they have grown in that area? 
Achievable: Each improvement area should be realistic, within the context of everything else 
that the organization has to do in the next periods, such as training, project implementation, 
etc. 
Relevant: Each improvement area should be directly related to a challenge or need that the 
organization is currently facing.  How does the organization need to get stronger in order to 
ensure their survival a year from now?  How does the organization need to grow in order to 
successfully implement their project? 
Time-bound: The improvement areas should be achievable within the identified period. 

ISP developers should complete each of the remaining columns in the ISP matrix. Once completed the 
draft ISP is shared and negotiated with the partner NGO until it the steps are agreed upon by all par-
ties.  

The NGO partners, Pact staff and organizational development partners use the ISP to develop capacity 
building interventions and to track achievements. Often, the organizational capacity building needs 
across a cohort of Pact partners are similar. In such cases, economies of scale and benefits of peer 
learning may be achieved by developing an additional cohort level ISP, with cross-cutting interventions 
targeted at multiple partners.  
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5.4 Targeted Capacity Building 

 
Capacity building for organizational development can and should be delivered using a range of differ-
ent delivery modalities. A one-off event or intervention, while often a powerful catalyst for change, is 
rarely enough to engender systemic change in the capacity of a partner organization. Capacity building 
delivery modalities used by Pact include, but are not limited to: training workshops, technical assis-
tance consultancies, mentoring and peer exchange. The following pages describe some of these com-
mon delivery modalities, highlighting where they are most useful, and some of their challenges.  

5.4.1 Training Workshops 
Training workshops are the most commonly used capacity building intervention. They involve bringing 
together several participants to a single event for the purposes of transferring skills and/or informa-
tion. Workshops may either cater to several individuals from a single organization, or a small number 
of individuals from multiple organizations. For information on workshop logistics and budgeting please 
see Annex 21.  

In line with adult learning principles, the best training workshops cater to multiple learning styles and 
generally include significant experiential elements. Often participants take time to apply new skills to a 
real-life issue related to their organization. They may, for example, use information from the workshop 
to begin to draft plans or policies for implementation following the workshop. 

Training workshops are particularly useful when they focus upon cross-cutting issues or skills of rele-
vance to multiple stakeholders. They are also useful where participants can learn from one another. If 
you are seeking to generate social capital among several partners for the purpose of building a net-
work, for example, you may want to consider delivering capacity building through workshops in order 
to promote the development of relationships among the individuals and organizations being trained.    

The advantages of training workshops include: 
Opportunity to build capacity in several individuals or organizations at one time 
Cost and time savings of reaching multiple partners at once 
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Greater control over the quality of the capacity building intervention (training workshops are 
often held in a central location and for a limited time period, enabling several key Pact staff to 
attend) 
Once a training curriculum is developed it is highly replicable 

The disadvantages of training workshops include: 
Bringing staff away from their organizational activities for several days 
Danger of skills and information not being transferred over to the whole organization ς either 
because sharing does not occur at the organizational level, or because trained staff leave the 
organization 
hǾŜǊǳǎŜ ƻŦ ǿƻǊƪǎƘƻǇǎ ŀǎ ŎŀǇŀŎƛǘȅ ōǳƛƭŘƛƴƎ ƛƴǘŜǊǾŜƴǘƛƻƴǎ Ƙŀǎ ƭŜŘ ǘƻ ΨǘǊŀƛƴƛƴƎ ŦŀǘƛƎǳŜΩ ƛƴ ǎƻƳŜ 
contexts  
Workshops can be expensive 
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5.4.2 Mentoring  
Mentoring is a process in which an individual or an organization (the mentor) serves as a role model, 
trusted counselor, or teacher who provides opportunities for development, growth, and support to less 
experienced individuals or organizations. Mentoring may respond to specific challenges, or alterna-
tively help individuals and organizations to re-examine their own ideas come up with solutions.  Men-
tors share tacit knowledge that has a bearing on what the individual or group is experiencing. Mentors 
often assist individuals with personal and professional development. 

A mentor is "a trusted counselor or guide." Good mentors exhibit the following characteristics: 
Previous, practical experience leading or doing a similar activity; 
Looked up to by the mentee, either because of age or recognized experience; 
Patient, adaptable and a good listener; 
Sets clear targets and a schedule for achieving them; and 
Has time to devote to carrying out the mentorship role. 

Anybody who has attended a training workshop knows that it is not always easy to put into practice 
what was learned during a one-week workshop.  It requires commitment from management to imple-
ment the lessons learned, and time away from regular activities to put new practices in place.  Having a 
regular visit from a mentor greatly increases the likelihood that a partner will put into practice the 
theories and skills learned during workshop sessions.   

CǳǊǘƘŜǊƳƻǊŜΣ ǘƘŜǊŜ ǿƛƭƭ ōŜ ŀ ƴǳƳōŜǊ ƻŦ ƛǘŜƳǎ ƻƴ ŀƴȅ ǇŀǊǘƴŜǊΩǎ L{t ǘƘŀǘ ǘƘŜȅ ǿƛƭƭ ŎƻƳƳƛǘ ǘƻ ǘǊȅƛƴƎ ǘƻ 
achieve internally, without attending a training workshop or other Pact sponsored intervention. To as-
sist with these activities, it is helpful to assign a mentor, whose support may include answering queries, 
providing reports or other intellectual capital, brokering connections, reviewing documents, etc. For a 
sample mentoring checklist please see Annex 22. 

The advantages of mentoring include: 
Opportunity to provide ongoing capacity building assistance including workshop follow-up and 
support to internal capacity building process 
Relatively low cost activity that can be conducted primarily via email or telephone 
Point-person for a partner to contact when they have questions or need resources 

The disadvantages of mentoring include: 
The need to set clear boundaries regarding the type of activities and amount of time available 
for mentoring 
Difficulty of electronic communications in certain country contexts 
Capacity builders have less control over the impact of mentoring activities than other, more 
hands-on interventions 
Challenge of finding qualified mentors 
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5.4.3 Technical Assistance Consultancies  
Technical assistance consultancies are targeted operational or management assistance, designed to 
enable a partner to complete and implement a specific and significant capacity building task. They can 
focus on any of a wide range of capacity building issues, including, fundraising assistance, budgeting 
and financial planning, program planning, policy or systems development, marketing and other aids to 
management.  

Because technical assistance consultancies are intended to help a partner achieve a major task, they 
generally take a significant amount of time to complete (usually from around one week, up to several 
months). Technical assistance of this kind may be provided by Pact staff, consultants, or by individuals 
seconded by other organizations. Guidance on identifying high-quality local consultants is provided in 
ǘƘŜ ŦƻƭƭƻǿƛƴƎ ŎƘŀǇǘŜǊΣ ŜƴǘƛǘƭŜŘ Ψ5ŜƭƛǾŜǊƛƴƎ /ŀǇŀŎƛǘȅ .ǳƛƭŘƛƴƎ LƴǘŜǊǾŜƴǘƛƻƴǎΦΩ   

The advantages of technical assistance consultancies include: 
Longer term, targeted interventions allow for completion of significant capacity building tasks 
Single partner intervention allows capacity building to be fully customized to recipient organi-
ȊŀǘƛƻƴΩǎ ƴŜŜŘǎ 
Capacity building provider can be chosen for close fit with needs and culture of recipient or-
ganization 

 

The disadvantages of technical assistance consultancies include:   
Relative high cost in comparison to other capacity building methods 
Follow up is essential to ensure that the product of the consultancy is implemented within the 
partner organization 
Non-Pact capacity building consultants must be properly vetted and monitored to ensure qual-
ity 

5.4.4 Peer Exchange 
Peer exchange interventions involve bringing two or more partners together to share knowledge, ex-
periences and/or challenges. These interventions build capacity by creating spaces and providing op-
portunities for partners to share and learn through interaction with one another. For the best results 
partners must feel comfortable with one another, so it is important to focus first on activities that build 
trust, before moving on to capacity building issues.  

Peer exchange interventions take numerous forms. They may be ongoing throughout the life of a pro-
ject, or may be one-off events. They may include a large group of organizations, or focus on just two 
partners. Typical examples include: communities of practice, sharing and learning teams, exchange vis-
its, marketplace events, open space activities, and future search. For more information on any of these 
specific intervention types please contact the Programs Department at Pact Headquarters. 
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The advantages of peer exchange activities include: 
Partners learn from one another, validating local expertise and ensuring that issues relevant to 
the local context are considered 
Relatively inexpensive intervention, only cost is that of bringing partners together 
Move from building the capacity of individual organizations to building social capital among a 
group of partners 
Builds capacity in a way that may easily be sustained beyond the life of a project 
Contingent on the willingness of peer organizations to share information transparently 

The disadvantages of peer exchange activities include:   
Need to ensure that the quality of information being exchanged is high 
Partners must be encouraged to focus on critical issues and commonalities 
May be dominated by more powerful, larger organizations  

5.4.5 Making the Partner Accountable for being the Change Leader 
Pact has found that a partner that has not chosen to participate in a capacity-building program is 
unlikely to benefit greatly from the interventions.  For this reasons, it is always preferable to conduct a 
competitive application process to select partners to benefit from capacity building interventions.   

We have found repeatedly that partners that are accepted in our program based solely on the recom-
mendation of our donor, for example, are less motivated to follow through on the actions required of 
them in the ISP.  In order to ensure that investments made in training workshops lead to organizational 
improvements, we have found that having participating organizations make written commitments to 
carry out specific follow-up actions enhances the likelihood of follow through.  In some countries, Pact 
will only provide follow-up technical assistance if the organization has fulfilled its own ISP commit-
ments. 
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In many cases, capacity building interventions are provided directly by Pact country staff. However, in 
ƭƛƴŜ ǿƛǘƘ tŀŎǘΩǎ ŎƻƳƳƛǘƳŜƴǘ ǘƻ ǎǳǎǘŀƛƴŀōƛƭƛǘȅ ŀƴŘ ƭƻŎŀƭ ƻǿƴŜǊǎƘƛǇ ƻŦ ŘŜǾŜƭƻǇƳŜƴǘ ƛƴƛǘƛŀǘƛǾŜǎΣ ǿŜ ƻŦǘŜƴ 
work to develop the capacity of local capacity building service providers to fulfill partner needs during 
the life of a project and beyond. Pact has several different models for recruiting, brokering, preparing 
and managing local capacity building consultants. These are described over the following pages and 
include: competitive awards for local capacity building service providers, capacity building accounts, 
LINCS marketplaces, and associations of local capacity building service providers. 

6.1 Competitive Awards for Local Capacity Building Organizations  
Where appropriate, Pact uses a request for proposals (RFP) to identify local capacity building service 
providers to implement key aspects of capacity building programs. Pact partners with these local or-
ganizations and builds their capacity in conducting OCAs and developing ISPs.  Local partner organiza-
tions additionally assist Pact staff members and conduct formal training, mentoring and coaching to 
strengthen Pact partners in the areas of governance/leadership, human resource administration, pro-
gram design and implementation, sustainability, resource mobilization, strategic planning, and net-
working. An example RFP from Pact Malawi is included in Annex 23. A simpler RFP developed by Pact 
Vietnam to identify a provider for a one off training is included in Annex 24. 

6.2 Capacity Building Accounts (CBAs) 
Capacity Building Accounts are small grants, generally in the region of $2000 - $5000, provided to local 
NGOs to obtain capacity building services from the capacity building service provider of their choice. In 
many cases the grants are given to partners as vouchers, and Pact handles all of the financial transac-
tions related to the CBA grant. Where Pact uses CBAs, we work to match partner needs with service 
provider competencies, and also to monitor the quality of service provision.  

Pact believes that the CBA approach gives local NGOs greater control over their own organizational 
development, and helps to foster a local marketplace that links those needing high quality capacity ser-
vices with those capable of delivering them. In order to assist partners to make informed purchases, 
CBAs are usually provided following an organizational capacity assessment and action planning proc-
ess. 

6. Delivering Capacity 

Building Interventions 
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Pact has had previous success using CBAs with participants in its Zambia HIV/AIDS Learning Initiative 
ό½I[LύΣ ¦ƪǊŀƛƴŜ bŀǘƛƻƴŀƭ LƴƛǘƛŀǘƛǾŜǎ ǘƻ 9ƴƘŀƴŎŜ wŜŦƻǊƳǎ tǊƻƧŜŎǘ ό¦bL¢9wύ ŀƴŘ [ƛƴƪƛƴƎ bDhΩǎ ǿƛǘƘ /ŀǇŀŎπ
ity Services (LINCS) marketplace events. 

6.3 Capacity Building Marketplaces  

(LINCS ɀ Linking NGOs with Capacity Services) 
The need to build upon local competencies and strengthen linkages between local CSOs and service 
providers presents a complex and ongoing challenge. In response to this challenge, Pact has developed 
the LINCS (Linking NGOs with Capacity Services) methodology, an approach for mapping the needs and 
capacities of local NGOs, and connecting local demand for capacity building services with local supply. 
The centerpiece of LINCS is an event brings CSOs together with local capacity building service providers 
in a real-time marketplace. It is an opportunity for partners to get essential organizational strengthen-
ing services, and for all participants to build relationships that strengthen the local market place for 
capacity building services in the future. 

At LINCS, service provider participants are assigned market stalls, at which they are encouraged to pro-
vide marketing materials and detailed descriptions of their services. CSO participants circulate, discuss-
ing the details of services with providers. They then use CBAs to bid on those services that they feel 
offer the greatest value given their particular organizational needs. Once the marketplace is closed, 
partners are matched with the service providers that they feel are best able to meet their needs. An 
overview and agenda of a LINCS event is included in Annex 25. 

6.4 Networks of Local Capacity Building Service Providers 
In many places where Pact works, we find that there is few qualified capacity building service providers 
capable of conducting training workshops, providing mentoring support, and/or delivering technical 
assistance. In these cases, Pact may have the opportunity to play the dual role of training our partners, 
at the same time as we build a network of capable consultants.  Usually, this will require bringing in a 
ǎǘŀŦŦ ǇŜǊǎƻƴ ƻǊ Ŏƻƴǎǳƭǘŀƴǘ ŦǊƻƳ ŀƴƻǘƘŜǊ ƻŦ tŀŎǘΩǎ /ƻǳƴǘǊȅ hŦŦƛŎŜǎ ǘƻ ŎƻƴŘǳŎǘ ŀƴ ƛƴƛǘƛŀƭ ǊƻǳƴŘ ƻŦ ǘǊŀƛƴπ
ings.  During these trainings, participants who have a good grasp of the material as well as good com-
munication skills can be targeted for training in facilitation skills (CLICK HERE for a Training Module on 
Participatory Facilitation Skills).   

Once targeted individuals have been trained in basic facilitation skills, we can then build their capacity 
in delivering the particular training modules that we plan to use and in which they demonstrate a good 
understanding of the subject matter.  The TOT is ideally done immediately before a workshop involving 
our partners, at which time the newly trained facilitators co-facilitate the training in partnership with 
the trained facilitator, who must both assure that the workshop objectives are achieved, while evaluat-
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ing the graduates of the TOT to determine whether they will be ready to co-facilitate a similar session 
with a peer at a future training event.   

It may be that some of these newly trained facilitators can also be prepared to function as mentors or 
on-site technical assistance providers.  Some may prove not well suited to be stand up trainers, but 
very good at providing mentoring or TA support. Ideally, a system for certifying trainers, mentors, and 
TA providers should be developed to ensure that Pact can guarantee a consistent quality of service 
across all the workshops it delivers.  
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tŀŎǘΩǎ h5 ¢ƻƻƭƪƛǘ Ƙŀǎ ŀ ƳƻŘǳƭŀǊ ŘŜǎƛƎƴΦ  9ŀŎƘ ƳƻŘǳƭŜ ŦƻŎǳǎŜǎ ƻƴ ŀ ǎƛƴƎƭŜ ǘƻǇƛŎ ƻŦ hǊƎŀƴƛȊŀǘƛƻƴŀƭ 5ŜǾŜƭπ
opment (e.g. Strategic Planning, Project Planning, Monitoring and Evaluation, Financial Management) 
and seeks to develop specific competencies and behaviors related to that topic. 

Each module includes a package of interventions that a Program Manager can pick and choose from to 
achieve the outcomes identified in action plans and ISPs.  The financial management module, for exam-
ple, may include a curriculum for a workshop on financial management for NGO leaders and account-
ants, as well as a technical assistance intervention to set up the financial management system and pro-
vide some initial training to the NGO staff in how to use the system, and, finally, some on-going men-
toring support to make sure that the system is producing accurate financial reports that meet donor 
ǎǘŀƴŘŀǊŘǎΦ  bƻǘ ŀƭƭ bDhǎ ǿƛƭƭ ƴŜŜŘ ŀƭƭ ƛƴǘŜǊǾŜƴǘƛƻƴǎΣ ǎƻ ƛǘ ƛǎ ǘƘŜ tǊƻƎǊŀƳ aŀƴŀƎŜǊΩǎ Ƨƻō ǘƻ ǇƛŎƪ ŀƴŘ 
choose what is needed.  Likewise, training modules can be adapted to the local context and to the 
needs of the NGOs being targeted.   

The table below illustrates how these various interventions can be delivered as part of an integrated 
OD Toolkit designed to achieve specific outcomes at the level of the targeted NGO(s). 

7. )ÎÔÒÏÄÕÃÔÉÏÎ ÔÏ 0ÁÃÔȭÓ 

OD Toolkit 

Topic Training 
Workshop 

Technical 
Assistance 

Mentoring Peer Ex-
change 

Desired Competencies or Out-
comes from Interventions 

Strategic 
Planning 

X  X X NGO is guided by a clearly de-
fined strategic plan that was 
developed through a participa-
tory process involving all key 
stakeholders. 

Project Plan-
ning 

X  X X NGO can write a clear project 
plan using a logframe format. 

Financial 
Management 

X X X  NGO has a functional financial 
management system that is 
understood by all managers, 
has built-in separation of pow-
ers, and produces up-to-date 
and accurate financial reports 
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Whether or not you decide that you are going to implement a workshop serving a group of NGOs at 
one time or to train each NGO individually, you can build your agenda around the training curriculum 
included in the module, keeping in mind that some of the activities will need to be adapted if you are 
delivering to a group of five participants instead of 20. 

All of the OD modules share the following characteristics: 
They use participatory, adult education approaches, with a high dose of learning by doing. 
They assume that the facilitator is skilled in participatory facilitation skills.   
They are practical and tailored to a relatively inexperienced NGO audience, so they assume 
very little prior knowledge. 
They are organized in sessions that last anywhere from two to five days, but can be easily 
broken down into shorter half-day sessions. 
They usually assume that there will be some follow-up work with the NGOs to cement con-
cepts and skills introduced through action at the NGO level. 

CƻǊ ŦǳǊǘƘŜǊ ƛƴŦƻǊƳŀǘƛƻƴ ŀōƻǳǘ ǘƘƛǎ ƻǊ ŀƴȅ ƻǘƘŜǊ ƳƻŘǳƭŜ ƻŦ tŀŎǘΩǎ h5 ¢ƻƻƭƪƛǘΣ ǇƭŜŀǎŜ ŎƻƴǘŀŎǘ ǘƘŜ /ŀǇŀŎπ
ity Building Team at Pact HQ. For links to the other modules in the toolkit click here. 

https://solomon.pactworld.org/programs/Competencies/od/default.aspx?RootFolder=%2fprograms%2fCompetencies%2fod%2fShared%20Documents%2fPact%20OD%20Training%20Modules&FolderCTID=&View=%7b038178E9%2d07ED%2d4A7A%2d921B%2d52C4B9550721%7d
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Annex 1:  Intro to OD Power Point 
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Annex 2:  Stages of Organizational  

Development Typology 


