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INTRODUCTION

This Guide for Trainers is based on the ‘CSO Management— Practical Tools for Organisational
Development Analysis’ Manual and the subsequent e-learning course of the same title
conducted April-July 2011. In order to benefit fully from this Guide, users are strongly
recommended to familiarise themselves with the above Manual itself!, as this will be used
as the main reference throughout for instructions and training materials.

The intended audience for the Guide includes trainers, consultants and CSO staff with an
interest in the topic of CSO Management. It is assumed that the users would have had some
previous exposure as trainers or facilitators, and that they would be familiar with the basic
elements of preparing and delivering training and workshop sessions to a wider audience.
It is also assumed that the users would be in possession of basic insights and practical
experiences with Institutional Development and Organisational Development (ID/OD) in
order to bring the material to life. Ideally, users would have followed TACSO’s e-learning
course on the same topic, though this is not a prerequisite.

Structure of the Guide

The Guide has been divided into seven modules:

= Module 1: Introduction to ID/OD

*  Module 2: Basic Question (BQ)

=  Module 3: Quick Scan

®=  Module 4: Environmental Scan

*  Module 5: Institutiogramme

*  Module 6: Integrated Organisation Model
*  Module 7: Strategic Orientation

1 http;//tacso.org/documents/otherdoc/?id=4071
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To make cross-referencing easy for the user, each module follows the same fundamental
structure as below.

Name of module Title

Brief summary What is the module about?

Learning objectives What should participants learn?

Which tools are being introduced?
Tools and exercises

Which exercises are being offered to participants?

Duration How long will the module take to deliver?

Which presentation materials and references are required
reading?

References

ek What are useful tips which will help facilitation of the module?
steps Which steps should be followed when facilitating the tools?

These questions are meant to stimulate discussion in plenary
among participants and with the trainers. They are optional and
can be used before or during a presentation to help reflection.

Questions for further
reflection

These are questions the trainer may ask participants in order
to check learning. They are optional.

Recap or quiz

The modules presented in this Guide can either be delivered as stand-alone half or full day
sessions or as a full five-day training course. The latter would probably only apply to experienced
trainers or would require a Training of Trainers in the topics in advance.

All modules are supported by full PowerPoint (PPT) presentations. That means that by using
the PPT presentations the trainer should be able to present the gist of each module, including
proposed group exercises and questions for reflection. However, it is ultimately up to the
individual trainer whether they wish to use the PPTs in their entirety or whether to apply a
more selective approach. It is also up to the trainer whether they prefer to use flipcharts for some
of the illustrations or key points instead of only PPTs. Generally, it is recommended to vary the
training delivery by a mix of PPT, flipcharts, storytelling, plenary reflection and group work. In

—(32)



Introduction

Annex 1 you will also find a list of possible quiz questions you can use as a trainer to check the
participants” understanding of the various tools.

In order to help you as a trainer to explain the tools presented we will provide you with a step-
by-step approach to guide your session and the practical application of the individual tools. The
step-wise approach implies a certain sequence in the tool application based on several years of
practical experience with what works best. However, this should not mean that you must apply
the tools mechanically. It could be that specific steps do not apply in your case or that you will
invest less or perhaps more time during various stages in the process. The choice is yours.

All tools assume that you have reserved between two-four hours for each tool. Participants
used to trainings and with experience in organisational analysis may need less time than other
people. Similarly, if participants expect ample time for extended debate where people are used
to exchanging views at length you will, of course, need more time. It is most important that after
learning about each tool participants walk away with a feeling that they spent their time well
and that the outcome has generated new insights into their own organisation.

In order for the users of the Guide to gain more confidence in delivering the various modules
it is recommended that trainers start off by delivering individual sessions. This will enable the
trainer to receive feedback from participants and get more familiar with the practical application
of the various modules and tools and the most effective learning styles before offering a full
course.

A useful way to create a ‘safe environment’” for the less experienced trainer, who may already be
working in a CSO or know colleagues doing so, would be to conduct individual modules together
with their own staff and colleagues. The advantage is that the trainer and the participants already
know each other, which may make communication easier, while the staff from the organisation
in question may already be somewhat familiar to the trainer, making it easier for the trainer to
relate to the practical experiences that participants would likely be sharing.

Participatory interactive training

The modules presented here are designed to increase participation and interaction amongst
participants. It is NOT meant as simple lectures where participants are merely passive recipients
of information. On the contrary, all modules and exercises are developed in order to maximise
participation and learning.

An important way to stimulate learning is to make consistent use of participants’ own
experiences, taking examples from their own organisations. It is only when people can relate
and use a tool or an instrument within their own context that learning is maximised. It also
means that the trainer does not have to have all the answers to any question imaginable, like
a university lecturer, but instead should focus on improving the collective learning process of
participants at all times.



Guide for Trainers on “CSO Management”

The exercises in this Guide are all based on group work where the trainer will start by
delivering a set of instructions to the participants, after which participants are expected to
interact with each other in order to come up with collective answers for plenary discussions.
It is recommended that case work be based on real life cases. What this means is that the
tools and exercises should focus on cases of the participants themselves, not text book cases.
In practice, after a tool has been introduced and demonstrated by the trainer participant
groups would then apply the tool to a real setting of their own. In that way it is ensured that
everything going on during the training relates to the participants” own contexts.

Another aspect of participatory training is for the trainer to encourage the full participation
of all participants. Some people find it easy to share their views or opinions whereas
others may be more hesitant to do so. It is the responsibility of the trainer to stimulate the
participation of everybody. This means asking quieter participants their opinion as well as
ensuring that very talkative participants do not dominate everybody else.

Workshop materials and resources required

In order to create the best environment it is recommended to arrange the training in a well-
lit room with plenty of wall space available for posters and space for people to move around.
Normally a U-shaped table and chair setting is a good option because it allows everybody to
see what is going on and makes it easier for participants to interact.

The following materials are required for all training sessions. It may be that it is not possible
to access all of these materials in which case the trainer should think of suitable alternatives.

= training room;

"  tables and chairs for all participants;

* 10 thick marker pens (black, blue, red, green);

*  two flipchart papers/pads;

*  two flipchart stands;

= 50 coloured cards (10 x 5 cm);

*  blu-tack (reusable adhesive for sticking paper onto the walls, often also white);
*  ball-point pens for all participants;

"  writing pads for all participants;

=  PPT projector or LCD for presentations;

*  masking tape for putting flipchart sheets on the walls;
m SCiSsors;

"  stapler.



Introduction

Training needs assessment

Before conducting a training it is important to ensure that the people that are approached or
have indicated an interest in the training are also the ‘right people’. In other words, the trainer
would need to assess the learning needs of participants in advance to increase the likelihood
of a successful training. This can be done simply by asking people what they expect from the
course in terms of learning objectives and what they are willing to contribute as individuals
and then compare this with the learning objectives of the specific modules themselves. It
is better to spend time in advance ensuring that the training will be directed towards the
relevant people with a need and desire for the training than to only find out later that the
audience was not the intended target group for the training. A simple example of a training
needs assessment is given below:

*  why would you like to participate in a course on CSO management?
*  what is your experience with management within an organisation?

*  what is your specific experience within the field of organisational development
and institutional development?

*  what are your personal learning objectives for this course?

*  how do you hope or expect to be able to translate your learning objectives into
real action within your own working setting?

*  in which of the topics of this course do you expect to be able to contribute the
most as a resource person?




Evaluating the training

After the completion of the course it is important to evaluate what people thought of the
training. The feedback from participants is very valuable to check what worked well, as well
as which adjustments may be required for future trainings in order to get an even better
result. A simple example of an evaluation form is provided below:

overall, what have you learnt from this course?

how will you apply your learning in practice?

to what extent did it meet your expectations? (rate 1=top to 4=bottom)
which sessions were most useful to you and why?

how did the background materials assist your learning?

what is your feedback to the trainer?

how could this course be improved?

Preparation by participants prior to the training

In order to focus most of the time on practical exercises during the training itself it is expected
that participants would have received and familiarised themselves with relevant chapters
from the ‘CSO Management—Practical Tools for Organisational Development Analysis’
Manual in advance. Though it is not realistic to expect people to have read the entire manual
in advance they should at least have read the relevant chapters before the sessions begin.
Without this the trainer will most probably have to set aside more time during the training
itself for introducing the various tools than they would if people come into the training

prepared.

Let’s get started!

—(39)
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Summary

Learning objectives

Tools and exercises

Duration

References

A general introduction to the field of ID/0OD;
debates the increasing importance of ID/OD and the role of
CSOs;

examples of institutions and organisations are provided in
order to distinguish these and to demonstrate various forms of
both;

the various stages of the ID/OD process are introduced for
overview.

To know the background for an increasing ID/OD focus;
to reflect on the role and position of CSOs in society;

to agree on some basic definitions of institutions and
organisations;

to introduce the ID/OD process and its specific elements.

Matrix distinguishing institutions from organisations;
definition of abstract and concrete institutions;

definition of institutional development and organisational
development.

Approximately three hours, including group exercises.

Pages 14-29 in the Manual on ‘CSO Management’;
PPT slides.

(30—
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Facilitation tips and steps

This is the first module of the course and it is therefore important that you ensure
that all participants get an opportunity to reflect together on the concepts of ID/
OD presented in the slides. It may be that people need some extra time to digest all
the new information. The slides propose a certain flow to the presentation that you
can use to guide the session;

in our experience, participants often struggle with distinguishing organisations
from institutions and support to OD or ID, which is why this module spends a
good amount of time trying to clarify this. People may often be using the terms
interchangeably which is unhelpful for clarity as well as for an ID/OD analysis.
As a trainer you should ensure that you can help participants to distinguish the
various concepts from the start;

the matrix ‘Distinguishing institutions from organisations” is very useful to
this end if you ensure full participation from everybody. Instead of showing the
complete matrix immediately it is recommended that you construct the matrix on
the wall in advance with the four categories but leave the content of each of the 24
examples blank;

the trainer first introduces the four categories to participants to ensure they are well
understood. Thereafter the trainer distributes to the participants all 24 variations
which have been written up on individual cards beforehand and asks participants
to place them in the proper categories on the wall with blu-tack;

initially the cards may be placed wrongly here and there: this normally generate
lots of useful discussion. Asking the groups to agree on where to put the cards as
the discussion continues means that participants are usually able to place most
cards correctly. The exercise ensures that participants can distinguish the concepts
confidently;

the last part of the session provides an overview of the various stages of the ID/
OD analytical process. It is important that this is explained clearly by the trainer
because the modules also follow this sequence. The overview also demonstrates
our interpretation of what a full ID/OD analysis contains, emphasising internal as
well as external aspects of the organisation under analysis.



Questions for further reflection

Do you also think that CSOs are well positioned to support capacity development
on behalf of the government? What gives CSOs an advantage?

Have you had any experiences with working with the government in partnership
via your CSO? How did it go and was it an equal partnership?

Who is to decide whether any organisation has become an institution?

Would you consider CSOs themselves to have become an institution in society?
What is required to justify this? Please debate for and against this proposition.

(20—
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i The Basic Question



Summary

Learning objectives

Tools and exercises

Duration

References

An introduction to ‘how to focus an ID/OD analytical process’;

ensures that the problem owners of an ID/OD process are
clearly defined from the start, including beneficiaries;

identifies critical factors which will help monitor whether the
ID/0OD analytical process and planned actions lead to actual
improvements;

explains how to identify a real life case for tool application.

To learn about the key elements of Basic Question (BQ)
formulation;

to formulate a BQ in a real own context;

to distinguish internal from external organisational factors in a
BQ;

to critically assess BQs for improved clarity and to eliminate
common mistakes in BQ formulation.

BQ core elements;
critical factors in BQ formulation;
criteria to measure success.

Approximately four hours, including group exercises.

Pages 30-39 in the Manual on ‘CSO Management’;
PPT slides.
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Facilitation tips and steps

Formulating a BQ may take quite some time, depending on how many people
are involved, how comfortable they are at speaking in public, and whether there
is general trust. Therefore set time aside for preparation and explain the overall
purpose to the participants;

a thorough BQ session normally takes between two-four hours, depending on the
facilitation skills of the presenter as well as the contribution of the participants. If
some of the issues brought up are considered sensitive or controversial this may
make the session more difficult to facilitate and require more time to prepare;

when you have presented the BQ as a tool, using the PPTs, ask participants which
organisation(s) will be used for a real life case (instructions are found in the slides).
The session cannot continue before a real life case has been identified. In larger
groups, either choose more than one case or have the groups working on the same
case since they will often come up with different answers;

people should discuss in small groups (three-five people) for 30 minutes what
they see as the most significant challenges for their organisation which would
necessitate conducting an ID/OS process. Tell the groups to use markers to write
down on coloured cards (in clear writing) and with only a few words (three-five)
what they have identified;

put up the cards on a flipchart that everybody can see and read them aloud to
check if their meaning is understood. Discuss what the background or root causes
for these challenges are to ensure a common understanding and see if everything
has been captured on cards. Add new cards if necessary;

now discuss whether the problems are mostly due to actors and factors outside the
organisation or are more based on internal challenges. The problems may involve
a combination of the two. Ask people to reflect on and write down on cards what
differences they would like to see in their organisation and why. Put the completed
cards up on a flipchart;

based on the previous discussions ask each group to formulate a BQ of one or
two sentences within 30 minutes and check if the provided contributions from
participants have been properly incorporated. This step normally leads to lots of
discussion as people will most likely emphasise their points to be highlighted and
as such it requires patient and competent facilitation;

after an energetic discussion it should be possible to formulate draft BQs that
everybody can ‘live with/, though they may not yet be perfect in their wording. Ask
each group to record the agreed draft sentence BQ on a flipchart so that everybody
can read it.



the BQ formulation will subsequently be presented by each group explaining the
background for their final formulation. Ask if all people can approve of the BQ and
whether the BQ answers all the criteria required. Remind people that the BQ is the
start of the ID/OD process and that it may need further adjustments as you move
through other tools which may generate new information.

Questions for further reflection

What would you consider a relevant issue for your organisation to explore in more
detail through the use of a BQ in order to begin an ID/OD process?

is your BQ likely to be mostly an internally directed question or is it also about
your relations to external actors or organisations?

who should take part in formulating your BQ, i.e. which stakeholders should be
involved in order to get their views in order to ensure relevance and ownership?

what would be the most important performance criteria to be able to judge whether
you have answered the BQ later on, and what will be different afterwards?

are there internal or external politics you need to be aware of which may make it
difficult to formulate the BQ the way it actually should be? What can you do about
this?

(20—
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Basic Question
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Common mistakes in BQ formulation
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= itk et probiemi: no e, ho w66,
= ok pre who will be rerponsible; poinding fingen:
& Sphaien slresdy eddest: rhetorosl guestion.

. MIS. TARE

Make it a common produsct

= B mast sleally represent CHNMON agresment STONg CELE-TRATETE
on purpose, Focus and results o the procesi.

& Pewertul wary 1o identify 1he atual challengs thal will dive the
DD process shd ssaby.

+  lomulsted by 3 group of ey scton, The B0} can e @9 3 dommon
ietermncs poant Urough,

Were we successful?

* o 1o i i we Bues svowered the B0,

= What will be differant is the future—evidence?
*  Hirw Lanwe mesiund this abject ey ?

* Wi e it inbo the IO from the Flart

Criteria to measure success—1
Suasbikcy;
* mihe 2 o pusirably heitie i ordar
-3 enginiiation i or 4 B £8rTY DUl reguingd aY

LegRtimascy:

& theis general and g of e oips in ity
mmhmﬂihmﬂﬁ?

Felevance

 dup i atien B0 o rwechy and deiines
dn%mammmﬁ
Effeciventss:
*  Wthe crganivation sbie b M-—dﬂt-d—lrm-wi
o wrahile it 1o da whan @ By planned? a

. -

Criteria to measure success—2
EMickency:

*  AE FEIOUTERS Used mmaﬂummwum
at the smallen penaible oo witile smurng quality?

Flexibdity:

# b ihe orjanihation able 1o adapl Biell o chinging ciitumstance,
including rew Lirged oo, and ks Be wme performince

Traraparend and demooratic:

- H!Mwmmmllhm
in @ transpanent participabory manner, opee 1o pobhs scruting?
Contnuty 3nd wasanabilty:
* Ay producks ahdl seners delsensd
and eominuity ol the aiganisstion?
.

ERaUHng suslainabiity

Core elements of BO—2

%, Stakribcldorny.

= gondiden irbin takeholden, such &4 chants of L EFougs with
IFRErEdEL, R Rkt feterd 60d (on.

EM“ML
l-:runlwllrufmﬂc

Ny, mowy ety s,

7. Abways formulate & open guestion:
= Hiowy L7 Areodd yesfno BOs.

[ 3
= hepy ballessna o Thally' imima; ibert sfd preche o beied (Ran long and
.

Core elements of BO—1

1. Define tha desked fubwee siustion inMo o geeviio
— iy i or prioblem 1o b sdd diar d mayia underlying
aue bl

L Problam cwmaen]s)
= oeraraiip; who wants o keow, whao i sble b0 do romething about €7

X Forus:
= determming wheiker mainly imermal ergasisationsl or exiemal
instivetiznal facus oF SVen d mie

AL [ntsty o wmit of by
= A an ofpanndtion, depattment, e, network, lange group, eie?

What qualifies as a good BQ?

"Wawe gor MALAGA maintain ¢ goad Balner Bitwodn Ehel programy,
capaaties and mailails AEIoUREEs in arsler b IcTease Mew impact o0 IR

narget group®
Mu-mmmmm-dmmmm
i P o L -mmh
bl wh o pential?

= I the B0 i mesningful and clear 1 Ehe argannation il ) goaod esough to
puide aml
& Coen the B0 be improved during the 00D peoces? Aksohnely|
.

31



32

In order to prepare a BO, we need to identity

real-life cases [RLCS) to practise on: please

wolunteer]

A useful ALC will have a change process
planned or ongoing.

Beiefly describe your proposed RLC and why it

ts Imteresting to explore. T —
Try ta farmulate your BLC in one sentence.

Thir RLC sheuld ba a mis of internal and extemal
facters.

Case cwner (who volunteers the case) must be
knowledgeable about the ALC, will shane
information with groups.

Groups expected to challenge case owner
through questioning relevant to exercises.
HMobody is an expert, including the case camner,

and there i no ONE right answer!

Agree on the ALCS you find mast interesting
which we will then work on during this week.
=

Group reflection:

*  Inyour arganisation ane there perhaps some internal
politics or interests which may influence the
formulstion of the Basic Question?

= ‘What can you do about it, in order to still end up with
the best possible Basic Question, owned by masz of
the stakeholders?

Group task:

= Formulate & Basic Question for your case onganisation

= Use all eight elements of the Basic Question formulation
process, incduding the criteria to help us later measure if
we wane successful

= Present your B lor reflection and leedback







i Quick Scan



Summary

Learning objectives

Tools and exercises

Duration

References

Quick Scan helps to take a limited but focused perspective on
an organisation;

it is an objective factual approach that assists in categorising
information;

is light in approach, stresses publicly available information;

may be helpful in identifying further information needs for the
ID/OD analysis.

To be able to conduct a Quick Scan in a real own context;

to determine what is enough information for an initial
impression of an organisation;

to know how to identify information gaps which may need to be
addressed later on.

Quick Scan;
definition of core elements of Quick Scan.

Approximately three-four hours, including group exercises.

Pages 40-49 in the Manual on ‘CSO Management’;
PPT slides.

on



Guide for Trainers on “CSO Management”

Facilitation tips and steps

The ‘trick” with conducting a Quick Scan is to ensure it is indeed rather quick,
factual and objective, without costing too much time and effort. In reality, a Quick
Scan can be carried out by a small team of staff using mostly published information
or limited own observations;

depending on the size of the organisation, the scan should not take more than a
couple of days. Getting the information may initially take some time but once you
have it, scanning the information and organising it into mission, inputs, outputs
and users/effects should be possible without too much additional effort;

a Quick Scan remains at the borders of the organisation, looking at input, output,
mission and effects at user level. It can never be a substitute for a detailed
organisational analysis but it may help getting some initial impressions established.
For training purposes you can use any organisation from one or more participants
as a case and let that be the focus of the Quick Scan;

as a trainer, once you have introduced the background for the tool the best way
to describe the Quick Scan is to show the scan elements as on the slide, since this
immediately shows what to focus on and what not. Make sure to clearly distinguish
input, output, mission and effects at user level from the start as done on the slides.
Experience tells us that knowing the difference between outputs and effects/users
presents trouble for most participants. The various steps in presenting the tool are
further elaborated on below.

when instructing the participants, first ask them to choose an organisation in
each group that they are familiar with. Then ask each group to first draw a big
Quick Scan model on a flipchart paper for an overview. Then let them identify the
following elements:

o what is the mission of the organisation?
o what are the main inputs of the organisation?

o what are the outputs of the organisation (products/services, quantity and
quality). In other words, what does it deliver in concrete terms?

o who are the intended users/target groups of the organisation?

o what are the intended or actual effects and impact of what the organisation
does, i.e. what has changed as a result of the organisation’s outputs?

each group will write their findings on coloured cards indicating positive or
negative aspects concerning inputs, mission and outputs, and users and effects and
then stick the cards onto their Quick Scan model on the wall. Ensure they discuss
whether they have a clear understanding of all cards;



Quick Scan

in the end, each group presents the results of the scan back in plenary, as well as an
initial impression of the overall health or performance of the organisation as seen
from the outside.

Questions for further reflection

What is the reason for the existence of your organisation? Why was it set up in the
tirst place? Do you have a mission statement? Are you happy with this or is it not
precise enough. If not, what is missing? A good mission statement is one that your
intended users or beneficiaries can identify with and understand as well;

what does your organisation actually do? How can we tell what comes out of your
organisation, i.e. your outputs? Are they easy to identify? Are they products or
services, or perhaps even networking activity? Is there a clear link between your
inputs and outputs?

how would you describe your organisation’s own inputs which make it possible for
it to function? Please describe staffing, knowledge, financial resources, dependency
on donor funding or other sources. Is your staff qualified enough, are they working
full time or are they mostly volunteers? What does that mean for the functioning
of your organisation?

though you may have a clear idea about who your users are, are they also fully
aware that you are working for them? How do you know that they benefit from
your outputs? Are they just passively receiving your outputs, for example, attending
your trainings, or do they actually do something with it afterwards, such as use
their knowledge to do something they would otherwise not have done? How do
you know for sure that you are making a difference?

if somebody were to conduct a Quick Scan of your organisation what do you think
they would find, and would that provide them with a fair picture of what you do?
If not, why do you think that is? Maybe you are not well known or perhaps there is
very little information available about what you do. This could even be something
to address as part of your ID/OD process.



Quick Scan

Module 3

Dbjectives:

* To e able to conduct o Quick Scam in @ neal cwn contest;

= Todeterming what Is enough information for an initial
impression of §n orgEnisation;

* To be able to constructively sxamine Quick Scans of
peers fof improvement and sdded clarity,

What it s:

. ﬂgmuﬂ#ﬂlmlm organisational

= Focuies on the borders of an organisation and the
ErATOnmEnt;

= Leaves the inside of the organisation urtouched for the:
moment;

Is non-intrusive, doed not raise expectations;

Reviews inputs, mission and Dutputs, users
and elfects.

Quick scan elements

Usage and advantages

* Heldps with preparing and deciding on the need for
further analysis befone committing substantial resources.
For example, quich stan fior short listing of small grants
reciplents;

= Particularly helplisd i considering partrerships o witber
networking:

* Duite abjective, lactual.

Core elements
Mlisdian:

= Wy was the organisation founded, main purpose?
* \What does the organisation believe infcone valses?

= ‘What target groups does it intend fo serve of collabomte
with?

= ‘What is the main approach to
accomplishing the mission?

Core elements

Irlﬂl.l‘t
* Main type of resources used 1o produce products or
Senvies,

* Money, staff, means of transport, bulldings, kncwledge,
technology, socess to information.

* Input sources: donors, woluntary condributions,
povEmment, private investon, members,
OWT IISOUTES.

+ Scabe of inputs, size of organisation,

+ Subilityand lonpevity. L g

The challenge of CS0s

] ol £50% vawies priathy, pobentisl huge, bui how io
bmdﬂ

& Prole 1 ead ssaling -up ¥ capacity
and Hewibilily;

+ LS00 need lomg-teren virategers and plis 10 temain releaant snd
10 ue bk b revupeent;

©  ChaBENgES Fmsis nivero or C50s Dut mos! Cheecity Cis in
et e " o ,

» YO0 oo insights inta how C505 can analyse own SEUITON
and Baow o respoed edfectively B0 intomal and esternal changes.




Core elements

Usarsfaffuct:

-

.

.

‘Whi are the intended beneficianies of services of products?
Are users passive recelvers or active partners?

Arg target groups general or very specific?

Public image—what is perception by users and other
stakeholders?

Is there a link between mission statement and
actual target group?

Actual effect of delivering the outputs;
dothey change anything? _

Institutions more concretely

¢ Lt diatingeah "abatrsn” s concrebe’ malinetend;
= Abwiract imthutions = sonms snd bebaviours Ehat pershd over thme;
*  Comcrete iniilutions = delined i phynacsl arganiuations with fonmal
Mnatuies, wileim ahd masdsiey
*  Comqrete instiutions represent of regulate absirael mstitutions —an
enpression of absract instiution,
Vaarrpls:
= Abuirsct instiution = politics;
= Comcrete in@ilubon = paiitical parties;
*  Alnaract indflulion = money;
= Comcrete rsaRubon = bank.
.

How to collect information

* Information resdily sailsble from internet or
FEpOrts

= Talk to users of services, read newspapers

* Ll yoOus own Retworks too

= fwoid an in-dopth study—a “slow scan’

= Mo need for & visit at this

L

Group reflection:

= H on outsider were 1 conduct & Quick Sean of your
organtsation, what do you think they would find?

* Do you think your organisation would appear like you
waould want or hope it to, based on publichy-available
information?
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Environmental Scan



Summary

Learning objectives

Tools and exercises

Duration

References

A simple yet powerful tool that spots and categorises external
factors and actors;
a systematic overview of external factors and actors of

importance to an organisation’s ability to achieve long-term
objectives;

divides into categories supplies, demand, policy setting and
collaboration/competition;

presents a picture of opportunities and challenges within and
outside the influence of CSOs.

To learn how to conduct an Environmental Scan in a real own
context;

to identify demand, supply, policy and competitive/
collaborative environment factors;

to distinguish opportunities and challenges within and outside
the influence of the organisation.

Environmental Scan model;
definition of scan categories;
circle of influence.

Approximately four hours, including group exercises.

Pages 51-59 in the Manual on ‘CSO Management’;
PPT slides.

@



Guide for Trainers on “CSO Management”

Facilitation tips and steps

The Environmental Scan is at first glance a simple yet complex tool which can
help create a powerful overview of an external setting for an organisation. As a
trainer, proper facilitation is key to a useful exercise, particularly when it comes to
defining the four categories: supplies, demand, policy setting and collaboration/
competition. The categories are all external to the organisation which for many
newcomers to ID/OD represents an entirely different mindset;

most participants tend to focus more on what goes on inside their own organisation
and what they do in terms of activities and less on the external environment in
which they operate, apart from some vague considerations or when they have no
choice but to respond to an often negative factor. The challenge of using this tool is
to become more aware of what goes on around an organisation AND to ask oneself
how much influence you can exercise over external factors;

thus the circle of influence is in fact more important for participants to be aware
of than simply identifying the external factors during the application of the tool.
The circle of influence is another way of assessing control by the organisation
and to reflect on how to exercise more influence in future by taking advantage of
opportunities and protecting against threats;

for participants working for organisations operating in a networking fashion or in
a multi-actor setting, an Environmental Scan may be relatively easier to conduct.
But if most participants have never really had to deal with other organisations as
partners or competitors the scan may take more time and effort to conduct;

when applying the tool in practice, it must first be agreed which organisation
participants are going to scan. In the PPTs an example is provided to demonstrate
the tool. When asking participants to form groups use the same real life cases (RLC)
as selected during the Basic Question formulation process. Using the same RLC has
the benefit of building on the insights already gained by the groups during Basic
Question and then taking another step toward Environmental Scan, which is our
first instance of an external analysis;

once the groups have been confirmed ask them to draw the Environmental Scan
with the required lines and categories. They should put the name of the organisation
in the middle of the paper and the circle of influence on the wall;

in a brainstorm fashion, let the groups explore all the various factors and actors
that they consider to have a positive or negative impact on their Basic Question.
Use yellow cards for threatening factors and actors and green cards for positive
opportunities which have not yet been made use of;



Environmental Scan

ask groups to put the cards in the correct categories and decide whether they are
to be placed inside or outside the circle of influence. Groups should check if the
cards are clear or, if there is disagreement amongst participants, explore why that
is. Groups should preferably limit themselves to a maximum of ten yellow cards
(threatening factors) and ten green cards (opportunity factors) in order to keep it
manageable;

ask groups to mark their chosen yellow and green cards on the wall according to
which of them they find will have the highest relevance to answering their Basic
Question and which you therefore have to take into consideration;

analyse which of the identified factors and actors are possible for the organisation
to influence and how, in order to improve the performance and impact of the
organisation. Also identify which actors and factors cannot be influenced directly
and what implications this may have;

all groups present their findings in plenary for feedback from other groups, as well
as questions and answers. Each group takes note of feedback and decides whether
to make adjustments to their analysis. Ask for any lessons learnt which may be of
relevance to answering the Basic Question.

Questions for further reflection

Which external factors do you see as the biggest challenges to your organisation
which you need to keep in mind in order to not let them make you too weak? How
will you protect yourself against them?

what are the most promising external opportunities which you could take advantage
of in order to increase your impact and make a difference to your intended users?

consider which of your identified factors are within your potential influence
and identify exactly how you will exercise this influence in order to benefit from
opportunities or to reduce the potential negative impact of a threat;

to what extent has your current way of operation taken full account of all external
factors surrounding you? Why do you think this is so and what do you need to do
to adjust your way of working in the future?
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Environmental Scan

Module 4

Objecthves
* Toleam how to conduct an environmental scan na
real ewn comtext;

= To ldentify demand, supply, policy and competitive/
collaborative ermdmnmental factoes;

* To déstinguish oppertunities and challenges within
and outside the influence of the crganisation,

Why an Environmental Scan?

* Dften prople complain sbout feeling powerless againa
negative factors in their emvinonment or pet frostrated
when other organdsations take advaniage ol positie
euternal developmants.

and takn act

your arvinsament

= Conducting an Emdronmental Scan helfps you in
Idenditying the patential positive or negative knpact of
relevant Lactors in the envinonment.

What is an Environmental Scan?

= A perawriul ool that spoty ssd categesiues Bacion snd aciors

e of exberrad factons and actor 1Hat ane ol imporance
16 i ganiation’s ahiley i achire rrm bl

= A scan of external tecbors concerning access to supples, demand,
pallcy setting a&nd collabocationCompetfion that help or hinder
the delivery of CS0's outputs.

= A pecimrne of -
iHlise
mportant external factnn

po

1 and challen
il Bt e

al TS

How does it work?

Let's take an example of the Bxic Question:

Wiy can we eraure anienable and effective

delisety of tralnéng servio B0 wihile dibrg:

Intarest in the haalth sector is de [

Mow we need 1o axplore the extemal factors that coma
nto play in relation to this Baslc Cueition

Factor categories

‘W congider lactors and actoes in four main categosies:
* Demand

= Supply

* Policy/genersl

= Cofaboratiw/competitive actors

Demand factors

Facicey that influence an existing demand for your services, or reseal
& e 1o conslder ways 1o creste such a demand:

ple, positive interest af the target grous for project

® feer g, Beniied Enoswlengs oF irinres from tegnt grmup

Forthe C v 0 thicse ane

* increasing demand fior diverse training subjects from CBOs;
= ihaie e Tew (raining iervices on subjects ol policy influencing
obirying and advocacy]
.




Supply factors
Faciuws Thai influsnce the resource base nesded b produce products o
TR

P
*  guiitmg finks with sersice providery sbroosd
*  jniomations) donor sie tetuzing Uheir Rondieg fer G0 ahd CBOY,
*  vary iew bocal evperts on palicy mhuenang aailabie.

.

Policy or general factors

Pelicy o parsirad Tacton thit afe of relevance 1o your el of work ane
related to the prewnce or sbsence of iImportant Dhormeal and informad)
Mgt v oF -#m Trarsspwantion that s af imponEnce (o (e

dwlml [0 o H
* ot mample po ity vl rodies tical inderference;
v o przmple, lack of povernonest raentive for icsl businesi

Foar 1o 508 I i D) Sl i
5 perAtel dnd local gowernment i apen ks Eooparabcn with chil sackety
ongariation;
*  governmant feds ane lmited and mainky finseord from external
WU

.

Competitive, collaborative or opposing actors

A asevsmant of the presencg and behaviour of sttors | ocrganisations
and individaaic] in terma of potentisl colaboration, competition or
appcdtian

®  foresample, commatmest of the govemment to opeiite;
* finr esample, competinion from ofher CS0s Ehat provide similar
]

For thee C50 in owt K1 these are

= oo relatsons with Minktry of Healrh

= many competithee NGO arp offering the same training servioes.
.

Circle of influence: in or out?
This Indicates whiethes the ientified faciors can be

= pariby or fully sfluenced by the orgarsation in queilion: o,
® whivther the Ractor 15 to0 distand, meaning that the organisation
can menehy appreciats it edvtende though not really esercise

Infsmhe,
Noe: the same lactor can be influenced by difkerers ongantustiona
bo & cifferent extent:

lrw' 1N DuUREIoE The Cir

o If i wertion sesch a ©

& for enrepie, changing of ©
fior @ mingle oo
el alilgn:

Influence: opportunity or challenge?

Thae potertial influence of & factor can be distirguished ina:

& pouitive {potentialy helping » opportunity], and,
= negaiben |penermaialy hindering = challenge|.

Fisass reflect in proupn:

= Provade feve exampley of abrtract mmbSutions in your couniry,
L] muu—mmmmmmm
with an
= What pouliive or negatie roles do thess instifulions pliy with
pelevance o the work of your prgasiiatcn®

Growp task:
= Based on your BO, for wach of the four cetegories of

Inctor {ccess o tuppbies, demand, polkty weiting and
enflaboration/competition), identify at loast two
opportunitied and Two threals using the
environmental scan.

= Select the most important factors that help |=
oppartunity) and knder (= challenge) the delivery of
50 outpuls of relevance o your DO
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Group reflection:

«  Who would you typically want to irvalve in
the Environmental Scan exercise?

= Usually there are many opportunities and

challenges. How do you reach consensus over
thi: Fost imporant ones?







0 Institutiogramme



Summary

Learning objectives

Tools and exercises

Duration

References

A tool which creates a visualisation of the relations between
various parties active in a certain area or sector;

helps to identify relevant actors in the institutional setting and
to depict the nature of their relations and interdependencies;

results in a map of actors with key positions and power that
helps in analysing potential for developing and/or improving
relations.

to make an institutiogramme in a real own context;

to identify and analyse relations with and among actors who
can influence the performance of your organisation positively
and negatively;

to define possibilities for cooperation and assess risks of
competition/conflicting interests in the institutional setting.

Institutiogramme model;
radian institutiogramme;
network institutiogramme.

Approximately three hours, including group exercises.

Pages 61-66 in the Manual on ‘CSO Management’;
PPT slides.

TACSO Regional Training ,CSO Management“, Macedonia, 2010

@



Guide for Trainers on “CSO Management”

Facilitation tips and steps

Creating an institutiogramme should not take more than around two-three hours.
However, application of the institutiogramme requires good knowledge of the
existing actors and their relations. As a trainer you should ensure that the groups
will base their institutiogramme on their RLCs where they are supposed to have
some knowledge about the existence of external actors and their relationships;

It is recommended for the purposes of practice to start with creating a radian
institutiogrammebefore movingontoamorecomplexnetworkinginstitutiogramme.
This is because a radian institutiogramme is normally easier to do as it describes
existing relations between your organisation and other organisations. A networking
institutiogramme, on the other hand, requires knowledge of relations between
several other actors which is harder to identify but nevertheless important to
know in a highly competitive or politically sensitive setting. The steps are further
described below;

ask the groups to put up a flipchart paper on the wall and to put the name of
their RLC on a card to be placed in the middle. Then ask participants to identify
actors considered important to the organisation and the BQ (maximum of ten).
This includes actors supportive of what the organisation does but also actors
in opposition to what you do or even neutral actors with a potential role in the
achievement of long-term goals. Put all the names of organisational actors on cards;

ask the groups to place the actors around the case organisation on the wall and
have them check if the names of all actors are clear (no abbreviations!). You may
also ask participants to place the actor cards near to or further away from the case
organisation in the centre to indicate how close the relationship is at this moment;

now ask participants to indicate with arrows the types and directions of relations
between their organisation and other actors. If you have different coloured markers
available ask them to use colours to indicate types of links. For example, green may
mean ‘money flows’, red could be “politics” or “power’, blue could be ‘information
exchange’, and so on. Ask groups to indicate if arrows are one-way, e.g. service
provided from one to another, or if the relation is perhaps mutual, where an actual
exchange takes place, indicated by an arrow pointing in both directions;

when all actors have been connected appropriately have the groups agree on the
intensity of the relations at this moment, with thick arrows indicating high intensity
and thin arrows indicating limited intensity;



Institutiogramme

* finally, ask groups to discuss what the institutiogramme tells them about their case
organisation and its relations with others, such as:

o which types of information are surfacing which may provide input to
answering your Basic Question?

o which types of relations do you need to pay more attention to in the future,
why and how?

o if you were to create an institutiogramme with relations the way you would
want them in the future, what would it look like and what would you have to
do to make this happen?

* if you decide to develop a networking institutiogramme and not a radian
institutiogramme, the approach remains the same with the following differences:

o instead of putting your organisation at the centre, start by putting all actors
on cards on the wall in no particular order;

o link all actors with each other, including actors which you may at present
have no links to but where their mutual links may have positive or negative
influences on your own goals;

o in order to avoid ending up with an image resembling a ‘spaghetti’ of actors
with arrows all over the wall, start with a few actors only (five-six) and link
them appropriately before you move on to including other actors in order to
maintain a good overview of your networking institutiogramme.

Questions for further reflection

*  Who are the most powerful actors operating in your working area, what makes
them powerful, and have you already established good relations with them? Why
or why not?

*  looking at the various actors around you, are the relations between some of them
of potential benefit to your long-term goals and, if so, what could you do to benefit
fully from their presence?

*  where do you feel that you need to establish contact with important actors with
whom you have so far not been dealing and what makes you an attractive actor to
them, i.e. what is it in for them?

*  do you think other actors would agree with how you have depicted them in your
institutiogramme and why do you think they may see things differently?
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Institutiogramme

Module 5

Objectives
= To make an institutiogramme in 3 neal own context;

= To idenify and analyse refations with and smong actors
who (can] influence the perfarmance of your
crganisation;

+ To defng possibilities for cooperation snd aisess risks of
compatition/tonflicting interests In the mstitutional
pelting.

Why institutiogrammes?

. f)rziﬂli-lllﬂ'l!. that indersmand and conscioutly creste
and make use of relationships with other actors are mone
suceessful than others,

W el youi b visuaine ihe re
e with and betwenn variows act
work

= Malong an institubiagramme 55t you fD map your
institutionasl setzing, clarity the intersity and nature of
relationships among the actors, and spot the gaps
[opportunities),
.

What Is an institutiogramme?
* A viumBuation of the relstions betwesn vafious parties
active Im a certain area or secior,

« & tool to identify relewanat actors i the inetituticonsl
setiing nature of their relation
irmterdiepe
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= A map of actors with key positions and power than
helps I analysing the potential for developing and for
Improving relations,

Wil i Inflittisgramme ueehul?
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CORSUMEY INBETests = Redewant Brrory kecal suthoeilies, other e

Thar Imstituthogrmenma ks 3 mag depicting:

= felewant actors in the ervironment

* rypes of relationships (hiersnchical, finoncial, cooperation,
operational)

= the intensity of existing relationships

* The basis for analysts 1o idemily potential for improved
relagionuhips

It can be used i a snagshot of existing relations or & a desed
future depiction of haw you would like to see institutional
relations betwesn you and other aclon.
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Institutiogrammes can be radian or network

* Radian: your organisation is placed in the middie, any
depicting your links to external actors. Simple overview which
does not explong other relations between the actors
themsehes,

= Metwork: hene you add the relationships between the actors
1o bearn mone haw they operate together. Mare complex and
Informathve ovendiew but may be defficult to read —too many
arows.

* Choice of radian or network depends on what Is important for
you o know,

* The following slides show the differonces graphically,
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Institutions more concretely

= Abwiract imthutions = sonms snd bebaviours Ehat pershd over thme;
Cemcrete imitutions = dslined s phynicsl organitation with fonmal
Mnatuies, wileim ahd masdsiey
= Comgrene ireuiutions represen of repuliie shairaet maireties —an
o ganaational expression of absiract iutiution,
Vaarrpls:
Absirsct instiution = politics;
Comcrete inditution » palitical parties;
Alraract inllitulion = money;
Comrene inmiution = bank.
.

Group task

= Make 3 radian institutiogramme putting your
own arganisation in the cemre {maximum ten
actors}

s Analyse the mstituliogrsmine and idemtily ihe

it important opportunitiesthreat

M reledance o your BO

& Summarise your key learmings from the
instinogramme: wiat your organisetion

o da to respond effectively

Growp reflection:

= What are the most imporiant actors that
currently afioct the work of your organization?

= How o you rdrrmally moniton and manage
the quality of your relationship with them?

* Do you ever mag external acton
systematically?
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Summary

Learning objectives

Tools and exercises

Duration

References

A tool to describe, analyse and diagnose organisations in their
immediate environment;

summarises five external and six internal elements that jointly
determine the performance of an organisation;

complements other external analysis tools and helps to
recheck external factors (opportunities and threats) identified
to far;

complements external assessment tools by identifying
internal organisational factors that help or hinder performance
(strengths and weaknesses).

To be able to conduct a full IOM assessment in a real own
context;

to be able to assess strengths, weaknesses, opportunities
and threats (SWOT analysis) and how these relate to the Basic
Question;

to finalise a complete SWOT analysis in preparation for
Strategic Orientation.

IOM model;
full SWOT analysis.

Approximately four hours, including group exercises.

Pages 69-94 of the Manual on ‘CSO Management’;
PPT slides.

on



Guide for Trainers on “CSO Management”

Facilitation tips and steps

IOM is a comprehensive tool yet it can also be used to simply establish an overview
of the vital elements of an organisational analysis. Thus you can choose to apply
parts of the IOM or to do a full IOM diagnosis;

depending on where you arein your ID/OD process you may already have conducted
an analysis of factors and actors using the Quick Scan, the Environmental Scan and
the institutiogramme. Whereas the external analysis of factors and actors prompts
us to identify opportunities and threats, looking inside the organisation enables
us to identify current strengths and weaknesses, ultimately leading to a complete
SWOT analysis;

as a trainer, the best value you can offer is to introduce the IOM framework and
then let participants reflect on the various elements from an organisation known to
them, either as a RLC or simply by considering their own organisation;

one way of introducing the tool is to start the session by asking participants to
imagine they have been offered to join an attractive new organisation. Put people
in small groups of two-three and instruct them that they are allowed to ask three
questions each to help them decide whether or not to join this new organisation.
Ask the groups to write their questions on coloured cards;

now put the questions up on the wall and group them against each of the IOM
elements whereby you demonstrate the different categories in practice, using
people’s own contributions. This is normally the most effective way to introduce
the tool before going into case work;

now it is time for real group work. Ask groups which have worked together on
the BQ until now to get back into their groups and identify strengths, weaknesses,
opportunities, and threats. Have them write these on cards using different colours.
Each group should then draw an IOM on flipchart paper and place the cards on
their drawing according to the IOM elements;

to keep things manageable you may ask people to identify two cards for each IOM
element. Check all the cards one last time to ensure the colour coding is correct and
they are clear to everybody. Once all cards have been duly debated and clarified,
indicate which cards are most relevant to potentially provide answers to the Basic
Question;

this session is an important preparation for completing the SWOT analysis and is
essential in order to provide input to the next step in the ID/OD process: Strategic
Orientation. In the Manual you will find an annex with an elaborate IOM checklist
of questions people could ask under each category. However, remember that you
will never need to ask all the questions proposed: they are only meant to inspire;



Questions for further reflection

How can we ensure that we make use of current strengths in our next strategy? If
we were to ask outsiders to indicate what they thought of as our strengths, would
they mention the same points? Are some of our weaknesses so prominent that
they make us extra vulnerable to external threats? What would it take to turn a
weakness into a future strength?

have we already covered all external actors and factors using previous tools or
does the IOM come up with additional information which we should take into
consideration?

do we generally agree on the findings of our IOM analysis? If we have strong
disagreements, how come? Is it because we use different words or is it perhaps
because we have different perspectives?

based on our IOM model with all the cards, does our organisation look healthy
or do we have serious challenges we need to face up to, and what would those
challenges be?

(s7)—
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Integrated Organisation
Model (IOM)

Module &

Dbjectie:

* o be able to conduct an KOM assessment in s real own
context;

= Toy be alile 10 assess Arengihe, weaknesied,
opportunities and threats and how these relate 1o the
Basie Questian.

Why an integrated Organisation Model?

= Ppople by natune are Binsed towards cerinen
elements they consider to be of crucal
importance (o the ofganisstion.

= Using an HOM
comprshen

fielg n ensuring 4 complete end

weTument,

& The IOM stresses that the different elements
nfiuence each ather |= integrated)

What is the integrated Organisation Model?

= A ool [0 Ecribe, analvee and Cagnol oIEAnIEaLong in e
immediate smironment.

it five external and six interma

& the parformarce of an

& A fool thet semmarises e

= A tool that complermesnts earfber I00 incky that weee inbroduced
and helps endane a complete and compeeherabve overdew al
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that help or Funder performasice

|stresigiba and weaknerum)

SWOT defined

Strengitn—internsl factors within the control of the
organssation that are cumently heiping performance.

‘Wirakmrsses-= ind
the organation

i factors withd spe of control of
L ane cunfently hindesing perfenmance

Dpportisnities—external fectors that if taken acvanags ol
may help performance in the future.
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—enl Fact
el Froen mary hine

How does it work?

® The |00 introsduces fve | and six i i el B
that jointly determine organisation performance.

# (Questioning theve elements, in fight of vour BCL helps you
wdentily those mpects of the organisation that halp and
those that himdes

* The helping and hindering aspects, both external and
internal, provide & so-cilled SWOT inventory which
beromes key ingut o a strategic orientation cueroie.

.

The Integrated Organisation Model
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Steps in applying the IOM

Defing the performance [4iue 1o be sddreased —thes thodld
b found imide the B0

Identify the rebevant extennal snd Intemal slements ta be
rvimaed

Describe the actual situation with regand (o these slements.
Id h eheme "]
the organisation in achle
Assess these in terms of strengths, woaknesses,
opporunities or threats.

Compiate the SWOT inverbony

Gaoup task;:

® Ui the results from the earlier exencises |Quick Scan,
Environrmental Scan, 1r|:|.'|.|'|.1.|l|n;nr|1mef| to identily &
minimum of three epportunities and three threats.

el slemmenty ideniify o aen
cular imema
scribie why,

. Forcach of the wix
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ment app
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ars npt 1o be relevant, d

*  Presant in plonary Tor feedback

Group reflection:

Have you ever worked with an crganisation model
before?

‘What are the proa and cons of applying an organisation
maocel ke the IOM for your organbational assessment ?

Which elemants are most often omitted when
ofganBMion ook 51 themselved'?

TACSO Regional Training ,CSO Management*,
Former Yugoslav Republic of Macedonia, 2010
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[ Strategic Orientation
and Planning



Summary

Learning objectives

Tools and exercises

Duration

References

SOR is a tool that finalises an ID/OD analytical process by
translating previous analytical work into strategy formulation;

it is a systematic tool which concretises the consequences of
a SWOT analysis by formulating it into a concrete strategic plan
for action;

SOR helps to check overall relevance of proposed strategic
options against BQs to ensure a focused response;

SOR ensures that the feasibility of strategic options are

checked against the existing organisational capacity before a
final decision is taken.

To be able to conduct a strategic orientation and planning
process for institutional and organisation development;

to be able to assess strengths, weaknesses, opportunities and
threats and how these may inform the identification of strategic
options;

to translate strategic options into strategic planning with
outputs and activities for implementation.

Strategic options matrix clustering opportunities and threats;

SOR matrix assessing the feasibility of proposed strategic
options against internal strengths and weaknesses;

Overview of entire Strategic Orientation and Planning process.

Approximately six hours, including group exercises.

Pages 97-105 in the Manual on ‘CSO Management’;
PPT slides.

(o)



Guide for Trainers on “CSO Management”

Facilitation tips and steps

This tool presupposes that participants have already been through several other
analytical steps and exercises. Thus it is assumed that participants have already
developed a Basic Question, identified opportunities and threats as well as strengths
and weaknesses for a complete SWOT analysis using various tools, such as IOM,
Quick Scan, the Environmental Scan and/or the institutiogramme;

as a trainer you must make sure that a full SWOT analysis is already available
to each group which will work on developing a strategic orientation process. The
information generated through the SWOT analysis is a prerequisite before you
can proceed with SOR: without this information analysis you are not yet ready
to conduct a SOR, let alone instructing participants how to do so! Key facilitation
steps are outlined below;

SOR is the most challenging of all the tools presented in this Guide and normally
presents obstacles and hurdles to participants before they start getting a clearer
overview. Therefore, hands-on facilitation is a must. In the PPTs ample instructions
have been provided but they may require careful demonstration examples before
they are clear to participants;

however, before initiating exercises first reconfirm that all participant groups have
a Basic Question which will guide the entire analysis. Reconfirm that a full SWOT
analysis has been conducted, including identified external opportunities and
threats as well as internal strengths and weaknesses;

then ask groups to first cluster or group their identified opportunities and threats
which may have things in common. It is possible that some opportunities and
threats may be grouped together. It may also be that some of these may stand out as
single opportunities and threats thus justifying their own cluster. Once clustered,
ask the groups to give each cluster a heading as a way to get an overview;

the next step is for the groups to formulate a response to each cluster to address
identified opportunities and threats. These responses, in fact, become draft strategic
options which would best help the organisation protecting itself against threats
and taking advantages of opportunities;

groups should review their draft strategic options against their Basic Question in
terms of relevance to answer the BQ. The trainer must help the groups to score each
strategic option against the key criteria of the BQ to determine if the options will
have a high, medium or low significance in answering the BQ. Select the options
with high or medium probability only, typically two-three options;

next, groups must check the feasibility of selected draft strategic options against
the existing capacity of the organisation. This is where identified strengths and



Strategic Orientation and Planning

weaknesses come in. Each strategic option must be scored against existing strengths
and weaknesses to determine to which extent they will further (strengthen) or
hinder (weaken) the organisation’s realisation of the options in question (see SOR
matrix in PPT slides). In the end, select the options with the highest scores;

it may be that groups come across a significant weakness which may result in low
scores for all options. This does not in itself mean that all options are not feasible,
but that the organisation may have to start by addressing this particular weakness
before it proceeds with selecting and implementing chosen strategic options;

once strategic options have been chosen groups must confirm what their strategic
goals are going to be. In fact, the selected strategic options will in most cases, by
implication, become your strategic goals. However, ask the groups to check if the
final formulation of the strategic goals is clear to all group members, including
what they would mean when put into practice;

finally, if time permits, ask groups to conduct detailed strategic planning where
they identify a limited number of results to be achieved for each strategic goal,
as well as associated activities. Have groups check whether they will be able to
resource the chosen priorities with staff, money, etc, including who will lead on
their implementation and realistic deadlines for their completion.

Questions for further reflection

Have we already covered all external actors and factors using previous tools, or
does the IOM come up with additional information which we should take into
consideration?

do we generally agree on the findings of our IOM analysis? If we have strong
disagreements, how come? Is it because we use different words or is it perhaps
because we have different perspectives?

based on our IOM model with all the cards, does our organisation look healthy
or do we have serious challenges we need to face up to, and what would those
challenges be?

how can we ensure that we make use of current strengths in our next strategy? If
we were to ask outsiders to indicate what they thought of as our strengths, would
they mention the same points? Are some of our weaknesses so prominent that
they make us extra vulnerable to external threats? What would it take to turn a
weakness into a future strength?
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Strategic Orientation
and Planning

Module 7

Objectives

* To be able to conduct a strategic orientation (SOR)
and planning process for institutional and
organisation development.

= To be able to assess strengths, weaknesses,
opportunities and threats and how these may
inform the identification of strategic options.

= To translate strategic options into strategic
planning with outputs and activities for
implementation.

Why Strategic Orlentation and Planning?

= Safar we hive done an assessmaent of tha cumment
situation |SWOT invertory].

nt of the present & meant as a hasis foe
ding about the re [strategieing]
? b cln wetth wehat ity

& Ause
s
terms of

= The 508 i1 a wystematic approach 1o move fraom
assEssEmaent io strategy formalation for
institutional ard organisationsl development.

What can be done with it?

® Ensuring the development of a relevant and
ambitiouws but feasible strategy for
organisational improvement.

= Getting clarity on which options you have in
dealing with curment situation/s

= |na systematic way, come to an informed
selection and prioritisation of your options in
light of available capacity,

.

g = = hi;-

How does it work?

1. Recoalfinm your Bk Question, kor example, How can the
Minvtry of Edecotion become more effeciive in oddeeniing the
edusation needs of sthmic minorhes ™
ket ily wwlermal dppaitondies and this et

5, denily indemal strengifa and weaknesses

This i youwr SWOT inventory which will serve as a basis for the
Tutie ibrabegy develapmsnl proceiis.

How does it work (cont.)?

4 Chewer oppoTiusties and fhevai

How does it work (cont.)?
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o -
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How does it work (cont.)?

B  Formulate drslegic goat

Chvadt Srracegie Pla

Case-based homework/group assignment

B How con the District Health Department ia Provinee
Favaweay ascerioin the effective ond affordabile delivery
of primary heoith services to the rursl pepuiation in the
provinoe?*

Step 1: Formulation of sirMegic optons
Step 2: Draft Strategic Plan

Case-based homework—SWOT inventory

Deportuniien Thrtats.
1 Disiriey Commiisiones gvey 1. Rawid population growsh:
e [rpphoid, dasmtery)
2. Health butge grovan @ leait 1. Public healh yenvions hove 8
10 per Dent Pl e ST bl fmprid aoe
‘the coming thres yean; & Fragmentation of donee effarts.
L Helth serices of non-
EOVEITHTMENIA R N
are wal aporeoated,
decentralisation.

Case-based homework—SWOT inventory

Srrengths: Wirgknesses.

ployees 1. Operational strategies not
= i:;nmm;“ avallable;

2. Division of . Management has litthe
respansibilities is clear experience with policy
and logical; development;

3. Transparent budgeting 3. Weak monitoring system;
procodunes; 4. Many civil servants aspire

4. Dedicated and to position in capital,
trustworthy
MARAREMEnt. o

Group assignment step 1

B "How qon by Déstrict Heolth Depantment in Arovince
Fareway oscertain the effective cnd affordable defivery of
primary heolth services o e rural population i the

proviner

51enl anhﬂalmnli.mngh:mu:ru

Ries mhil 12vmats

. Irhﬁvudumr rm-nulm at lnasi thres urlutﬁ: aptong
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v B b |;|:.--.|.'..|.¢--- ik

mnthy sheck
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Group assignment step 2

Step 2: Draft Strategic Plan
& Enter the sslected sirategic opticns in the Stratogic
Orientation Matrix

%  Put the scones togather
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ANNEX 1

Trainer recap or quiz to check learning (correct answers highlighted in yellow)

Module 1: Introduction ID/OD

An abstract institution can be defined as:
= politics, marriage, money;
"  aninternational supermarket chain;
® avery important organisation.
Explanation:

Abstract institutions such as politics, marriage and money have been around for a long time
and most people appreciate or accept their existence. If they would suddenly disappear we
would in most cases feel something was missing. However, as abstract institutions, they do
not in themselves have a concrete form.

A concrete institution is:
*  complexes of norms and behaviours that persist over time;
* alocal credit organisation;
* abank, government, council of elders.

Explanation:

Concrete institutions are the formalisation of abstract institutions into something resembling
organisational forms, i.e. they represent abstract institutions. An international bank is
the concrete representation of the abstract institution of money. Government is the same
representation of politics or the rule of law, etc.

An organisation is:

* agroup of people meeting by chance;

* fans at a football match shouting slogans;

»  agroup of people working together to achieve long-term goals.
Explanation:

An organisation will represent a more formal set up, often at a physical location with an
office or the like, where people have decided to work together to accomplish common goals.
Initially, an organisation can consist of just a few people but as organisations grow they will

(&)



normally develop procedures, structures, systems, hire more staff, and so on in order to
function increasingly effectively and efficiently.

The ID/OD process consists of (please list them):
=  four steps;
= five steps;
=  sixsteps.

Explanation:

The six steps are Basic Question, Quick Scan, Institutional Analysis, Organisational Analysis,
Strategic Orientation, Strategic Planning.

CSOs are:

=  politically independent;

=  politically dependant;

= can be both, depending on the local context.
Explanation:

CSOs are as different as any other type of organisation, depending on their leaders, their
staff and the political context they have to operate in. Sometimes CSOs may be forced to
enter into the political scene to effect real change. At other times, CSOs may feel they need
to maintain their independence to secure their credibility, and therefore stay away from
politics.

Module 2: Basic Question

Basic Question is about:

=  defining the solution from the beginning;

=  something that helps you to focus;

*  ensuring that you can control the opinions of others.
Explanation:

Basic Question is a starting point for an analysis when you may not yet know the solution
to the problem. By asking the question, you at least know what to focus your analysis
on. Basic Question is, in fact, a way to ensure that we capture the opinions of others and
reach a common understanding of the problem, which also increases the ownership and
commitment to find answers to the question.

—(70)



The best Basic Question will contain:

*  mostly an internal focus on the organisation;
*  mostly an external focus on outside the organisation;
*  acombination of the two.

Explanation:

The hard part is to obtain a balance between an internal and external focus. If too internal,
then we may only learn about what goes on inside but not necessarily what external effect an
internal improvement may have for performance. If too external, on the other hand, it may
no longer be a question that concerns or can be addressed by our organisation but more a
general problem that may be outside the influence of the individual organisation.

A Basic Question is best developed by:

= external stakeholders;

= external consultants;

»  staff of the organisation in question.
Explanation:

In most cases staff will be the ones who will have to find the answers. Though they may need
to consult with external stakeholders and consultants to ensure a well reflected focus, the
staff must make sure that they themselves own, understand and are willing to do something
about finding the answers.

A Basic Question will:

*  always stay the same;

*  will change all the time;

*  will sometimes require adjustment.
Explanation:

Though it is not recommended to change your Basic Question every week, because it then
loses its strength, you should be open to making adjustments. For example, it could be that
your analysis has alerted you to new information and perspectives that you might not have
considered in the beginning but which you now realise are important in order to ensure a
meaningful Basic Question.

()



Module 3: Quick Scan

A Quick Scan helps you to:

* identify the answer to your Basic Question immediately;
= getan initial impression before you proceed further in your analysis;
*  spy on another organisation without them knowing it.

Explanation:

A Quick Scan it not a full analysis: it is simply a way to get a quick impression or overview.
The advantage is that you can do it from a distance without raising any expectations or
taking up people’s time if you are not yet sure what it is you are after.

A Quick Scan looks mostly at the:
* inside of the organisation;
*  outside of the organisation;
®  borders of the organisation.
Explanation:

A Quick Scan is not an in-depth internal analysis of the organisation nor is it a detailed
external analysis. Instead it is an analysis used to get an initial impression by looking at the
borders only. If, after this initial analysis, you decide that you need more information, you
may have to decide to use more detailed tools.

Core elements of a Quick Scan are:
= mission, input, output, users/effect;
* as much as you can cover in a short time;
= strategy, systems and structure.
Explanation:

This should be your main source of information at this stage.

Module 4: Environmental Scan

An Environmental Scan is used to:
=  protect the organisation from pollution;
®  identify threats and opportunities;

=  generate frustration.

—(72)



Explanation:

The most important outcome of an Environmental Scan is to identify significant opportunities
and threats which the organisation needs to be aware of. If you are not aware of these you
may suddenly find yourself vulnerable to events that you never realised might influence you
or you miss out on realising opportunities that would have made you stronger.

An Environmental Scan consists of:
»  four categories: policy, demand, supply, competition/collaboration;
" three categories: demand, supply and inputs;
"  two categories: threats and opportunities.

Explanation:

By using these four categories you do, in fact, become able to identify threats and opportunities
for later use and get a better overview.

Circle of influence means:
* that you are under the influence of others;
* that you can influence others;
=  acombination of the two.

Explanation:

The circle of influence is your own assessment of what your options are for influencing
matters around you. Instead of simply assuming that you have no influence, you will often
be able to respond and perhaps even turn a threat into a future opportunity. Where you
draw the circle also indicates your level of confidence. However, whatever confidence you
may have it will only be through actual action that you can verify your real influence: it is
not a given but will in most cases be a combination of influencing and being influenced by
others.

Module 5: Institutiogramme

An institutiogramme shows:
*  who the most important current partners are to you;
*  who the most important future partners are to you;

* all organisations operating within the general environment of importance to you.

O



Explanation:

Aninstitutiogramme demonstrates both existing and potential future partners who may play
arole for the organisation in question. How you rate the importance of other organisations is
ultimately up to you, based on your analysis. The tool itself helps you get an overview of the
general environment, not your answers.

In an institutiogramme it is useful to:
= determine what kind of exchanges exist between your own organisation and others;
* emphasise the political influence that is most important;
= realise that in the end only financial flows matter.

Explanation:

You will decide what is most important to pay attention to. As a tool it simply helps you to
structure the type of exchanges. It does not tell you what is best, only you can do that based
on your context.

Module 6: Integrated Organisation Model

An IOM model consists of:

® nine elements (minus external ones);

= 11 elements (including external ones);

*  six elements (only the black box internally).
Explanation:

Eleven is the answer. An IOM model includes internal elements, those on the border, and
external elements.

When conducting an IOM analysis, a healthy organisation would be one which shows that:

= the organisation or its director manage to keep all of the IOM elements in good
balance;

*  the organisation does not have any weaknesses to hinder its progress;
= there are clear answers to all the questions you may ask.
Explanation:

No organisation is perfect: they will all have their strengths and weaknesses. That is normal.
A healthy organisation is one where it is possible to openly discuss all elements and find a
way to maintain a balance so that all IOM elements may support each other, even if there
may be problems that still need to find their right solutions.

@



Module 7: Strategic Orientation

A SOR analysis is especially useful in order to:

* finalise your basic question;

* eliminate threats to your organisation by avoiding them;

*  weigh your best options before you decide your course of action for the future.
Explanation:

SOR is primarily a tool to help you systematically reflect on your available options. By listing
those options and scoring them against your criteria for success and your Basic Question
you should have a better chance of addressing key issues facing you than, for instance, if you
would only have tried to protect yourself against threats.

Grouping threats and opportunities into options as part of SOR helps to:
* ensure you get depressed about how bad things really are;

* get a realistic picture of how they may be related and could be addressed in
combination;

*  lose the overview completely.
Explanation:

However worried you may at times get as you look at threats, or how exciting your
opportunities may appear, the real trick about strategic planning is knowing how all factors
relate and how they can be effectively addressed together.
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