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Chapter I.
The Benefits of an Organizational Assessment

Private voluntary orgaﬂizations (PVOs) have traditionally
made significant contributions to family planning programs
throughout the world, and their importance is growing. As
national programs increase in size ard diversify in terms of
projects and services, the range of activities in which PVOs
participatr is rapidly expanding. For example, organizations
once devoted primarily to supplies distribution are now combin-
ing these activities with information, education, and communi-
cation (IE&C) campaigns. Others that began in general community
development are now specializing in health. Still others, whose
programs have not changed in nature, are serving increasing
numbers of clients, extending their geographic coverage, and
interacting with a wider range of organizations participating in
family planning activities.

Changes in services, introduction of new technologies, and
increases in responsibilities challenge the PV0O to broaden its
expertise, both technical and managsrial. Egqually important is
the need tu ensure that all of the organization's assets are as
highly developed and well used as possible. While expansion of
PVO activities in family planning has been supported in part by
increased funding and technical support from international

donors and national governments, these increases have generally
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been dispropertionate to the growing demands placad on FY0s.
Meeting thes. demands requires that the PVO take careful stock
of itself, assess its strengths, and take advantage of

opzertunities for change.

This manual meets that heed. It offers the PVO manager a
simple, practical, structured way to (1) identify and analyze
all of the assets available to the orgarization and (2) identify
opportunities for change or improviment with the potential to
sirengthen the organization's centribution to the spectru: of
family planning programs and servictes. The analysis focuses not

on "outputs" or achievements, but on what assets the organiza-

Assets are traditionally thought of as people, money, time,
and materials. This manual takes a much broader view, extenrnding
the assessment to consider reputation, relationships, and other
factors that have a major impact on the organization's vitality
and performance. In examining opportunities for change, the
manual allows you to determine your organization's needs in the
framework of what you already have and in the context of your
own operating environment. It also helps you recognize the
importance of your own leadership and choose the ways you will
lead the institution into the future. It is a thoroughly
practical tool, directing you toward whzt can be done within the

specific constraints that apply to your organization.
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How the Assessment Works

This manual guides you through a straightforward organiza-
tional assessment process. After introducing the concept of
assets, Chapter II helps you to assess those that pertain to
your organization in terms of their level of development and
their importance to the organization. You may then select the
areas you would like to examine and proceed in any order you
choose. If you decide to look at all of your assets, then the
Ssequence presented in the manual will probably work best.

Chapter III suggests ways in which the assessment can be
conducted and how you can stimulate support for it from within
the organization. The development of one or more assessment
teams is recommended. Teams give participants a stake in the
findings and generate broad-based commitment to organizational
change. They also enrich the process itself by bringing to it
wide-ranging information and diverse points of view.

Chapters IV through XIII address each asset type
separately. Each chapter begins with a discussion of how the
asset can contribute to the organization and suggests the kinds
of things you might look at to see whether or not maximum use is
being made of that asset. The purpose is to help you unde:rstand
how broadly a single asset, such as the organization's goals or
its network of relationships, can affect operations and perfor-
mance, and how you can take better advantage of it. That
discussion is followed by exercises *hat will guide you through

the assessment process, where you identify important strengths
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as well as opportunities fcr change and improvement. While the
manual stops short of Proposing solutions to prchlems you may
identify, it does provide a framework in which you can make
decisions regarding appropriate strategies for change.

The final chapter focuses on reviewing assessment findings
and identifying ways to move forward. It also suggests the
kinds of assistance that may be available to you in your
community or through donors and how yYyou can use them. The
Appendix contains a list or readings and other referenre

materials that you may wish to consult.

Why this Approach Works

° The assessment is simple and straightforward and
can_be conducted successfully without outside
assistance. You know your organization, and you can
apply that knowledge. Although consultants can
collaborate with you and lend Yet another perspective
to your organizational review, You can complete the
process independently. No special training is required.

° There are no fixed stundards against which you
MUst measure your organiz.tion. Rather, you develop
your own targets based on your analysis of what you
have to work with, the unique characteristics of your
local environment, and what kinds of change you want
to achieve.

° The approach_recognizes the unigue character and
environment of your organization. Instead of
Presenting "model" structures or systems toward which
You must strive, it allows you to analyze and react to
what you find in the context of your own organiza-
tion's history, style, position, resources, and
aspirations. You choose the areas in which you want
to grow.

® The approach is flexible. VYou can decide how to
conduct the assessment. You can also select discrete
areas for study and schedule the process as you see fit,
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) No _theoretical background in organization
development 9r znalysis is required. While a list of
suggested readings is included in the aopendix for
those who are interested in organization theory, the
approach is eminen*'y practical aad immediately
focuses on the reaiities that exist within your
organization.

What You Will Gain frem the Assessment

You will be devoting time and effort to the assessment, and
you should therefore expect to reap some important benefits,

The kinds of gains you can realize are:

° A new appreciation for your assets and a
better understanding of their strengths and
interrelationships.

° Targeted opportunities for change and
improvement that will guide you in deciding
how to use your assets,

° Enhanced analytic skills and a new method
for self-assessment.

] Increased awarerniess of how important regular
self-assessment is to organizational growth
and achievement.

. Baseline information that can be used in
periodic assessments to monitor change.

° New avenues of cocmmunication within the
organization that strengthen the in-house
problem-solving capability.

° A pragmatic understanding of what you can
control and dc in leading the organization
forward.

° A strong and common commitment to changea

within the organizaxion.

S
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Chapter II.
Identifying Your Organizational Assets

Every organization has a wealth of assets. One of the
major factors in an organization's success is its ability to
make and keep its assets strong and to use them in meeting the
organization's challenges. Continuous challenges are an
organizational fact of life, especially for family planniny
PVOs. Sometimes these challenges are the result of your own
sSuccesses. Satisfled clients urge new people to come to yeu for
services, and you stretch to accommodate them. Similarly, the
success of another organization with related services may
increase your clientele. The availability of dQnor support is
another potential challenge; it may influence avchange in
existing programs or the establishment of new ones. Government
social and economic policies are another example of challenges
you may face. You can surely add others to this list.

The point is that the environment is dynamic, and the
organization must marshall all its available resources to keep
up t'ith it. Howaver, strong organizations do not simply react to
changes. They also creatively use their assets to influence the
environment and increase their ability to control it. Knowing
what you have to work with is the first step in developing this

ability.
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What Kinds of Assets Does an Organization Have?

Most organizations have ten kinds of assets. These
categories are briefly defined below. Since every PVO is
different, you may discover that your organization has
additional assets on which to draw. The exercise at the end of
this chapter encourages You to identify those factors and add
them to the list in completing a profile of your organization.

In looking at these definitions, You will notice that many
assets are closely related to others. Your funds and people
Support your programs; your programs and relationships affect
your reputation; and so on. This is important because when you
decide to improve one asset, your actions can also affect others.

1. Workers

Your staff and volunteers are the organization's lifeline.
They bring to it a combination of skills, knowledge, relation-
ships, values, and aspirations that make the organization what
it is.

2. Goals

Every organization has goals, or a misslion. Goals state
why the organization exists, or what needs it exists to meet,
and what it is supposed to accomplish. Goals are an asset
because they help determine direction and drive critical deci-

sions about how to use your other assets.

3. Programs
Programs -- sometimes called services or activities -- are
the expression of the organization's conmitment. In one sense,
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they are users of other assets. They require money, people, and
supplies. They also are assets in their own right because they
build your constituency and establish your reputation.

4. Network of relationships

No organization exists in a vacuum. There is a network of
relationships with the Board, other organizations in competition
or collaboration, clients, commercial enterprises, donors,
public policymakers, community leaders, and others. The network
is an asset because it helps build your constituency and gain
support.

5. Reputation

Given the increasingly dynamic and competitive environment,
a PVO's reputation can mean the d!fference between support and
non-support by local governments, other local ageacies, donors,
and clients. This asset can be aggressively promoted to
increase the organization's stature.

6. Financial assets

Financial assets include cash funds, supply stozks, and
things the orgenization owns, like buildings, vehicles, and
equipment. These assets allow You to operate. The way they are
used affects both the guantity and quality of your programs.

7. Pacilities and equipment

The organization's facilities and eguipment are a major
factor in its ability to deliver services and in the quality of
those services. They also infiuence your reputation in the

community since they affect hoth coverage and client

satisfaction.

8
THE ENTERPRISE PROGRAN



8. Information

You need information to monitor organizational performance
and progress and anticipate future needs, When information
assets are well developed, the right information is available to
the people who need it when they need it. This increases your
control over what the organization does and over the outside
influences that can affect it.

9. Systems

Systems are ways to organize and control what your organi-
zation does. The most obvious ones are financial systenms,
information systems, management systems, evaluation systems, and
the like. Your assets also include "informal" systems that
affect how the organization cperates. One of the most common is
the informal communication system -- how information spreads
through the organization -- that may be quite different from
what the organizational chart shows.

10. Plans

Plans describe how the organization will use its other
assets to meet its goals and fulfill its mission. They reflect
careful evaluation of alternatives and thus represent the
organization's "kbest guess" about what to do and how to do it.
With good plans, you can anticipate how much effort the
organization will put into various activities, and you know what

you expect it to accomplish.
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Deciding How to Focus Your Assessment

This exercise guides you in defining your organization's
assets and assigning preliminary ratings to them, based on their
importance to the organization and on their guality or
productivity. The purpose is to help you develop a broad view
of the organization and an initial understanding of its
strengths. Remember that this is a preliminary exercise; you
may change your views as you work through the rest of this
marnual. At the end of the assessment, you will re-examine your
findings in deciding what kinds of change you want tc achieve.

The exercise is a four-step process. You may work through
it by yourself or invite other key staff either to participate

With you or to review your findings.

Step 1. Identifying Your organization's assets

Carefully review the list of assets shown on the worksheet
that follows. Put a check mark in column A for every category
of asset you believe the organization has. Also, reflect on
your organization to see if You have additional assets. If so,

enter them in the blank Spaces at the bottom of the left hand

column, and check column A.
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ASSETS Existence Importance Quality

A B C

- X > - bl
TOST TmpIUtant £ = eovze’ ent

sretty impgttant
= somewnat imporcent
= nct very imdsrtant

- - ‘- -
= untmoerniant = e7, 220

s €3 ¢ = N

>t o~

wWorkers
Goals

kelationships
Reputation
Financial assets

Information .
Systems
Plans

Step 2. Rating the importance of each asset

Using the scale of 1 to 5 shown in Column B, rank how
important you believe each asset is to your organization. For
example, if you run a community-based distribution program, your

inventory and your vehicles are critical. Similarly, if your
organization is heavily dependent on community support, your
reputation and your network of relationships are critical. Note

that you are rating each asset individually and independently.

Step 3. Rating how well the asset now serves the organization

Using the scale of ] to 5 shown in Column C, rank the

quality of the asset. In ranking quality, consider how well the
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asset contributes to the organization. For example, if your
personnel have the right combination of skills and abilities and
demonstrate strong commitment to the organization and its pro-
grams, you would rate your workers high on the scale.
important to note that you are rating current status here, not

potential. These estimates of status will help you establish

priorities for opportunities for change.

Step 4. Making a prelirmigary assessment

Study the completed worksheet carefully and look at the

Assessment Table that follows.

IMPORTANCE

low

high

Resources that might
be directed elsewhere

Strengths that need
to be maintained

QUALITY
4. 2.
Weaknesses that are not Priorities that need
particilarly damaging improvement
low

Your strengths are the areas where both importance (column

B) and gquality (column C) are highly rated

While these areas may not need change, they will need

12
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maintenance. Thus, you will want to find out why these assets
are strong so that you can continue to nourish them.

Your major challenges are where importance is high but
quality is low (Box 2). These will probably be your priority
arzas for improvement.

Assets that are weak but relatively unimportant (Box 4) may
merit no special attention right away, particularly if resources
are scarce,

In the case of assets where guality is high but importance
is low (Box 3), you may want to determine whether or not there
are resources used here that could be more effectively and

efficiently used elsewhere for de reloping more important assets.

Moving on

You now have a broad-brush picture of the organization's
assets and their current value to the organization. The next
step is to decide how to conduct your assessment and to begin

examining each specific asset and row its contribution can be

increased.
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Chapter III.

Guidelines for Initiating and Conducting
the Assessment

The self-assessment is a new look at your organization. It
takes time, effort, and an interest in finding out where your
strengths are and how you can take better advantage of what you
have. Unlike an outside evaluation that focuses on things the
evaluators want to know, this process lets you focus on what you
want to know. This chapter helps you prepare for the assess-
ment.

You have a lot of flexibility in choosing your approach.
The assessment can be conducted by a senior manager with a broad
knowledge of all facets of the ocrganization, or by several
senicr managers. However, it is an ambitious task for one
person alone, or for a small group. Also, sharing this
experience widely will expose all participants to new infor-
mation and ideas about the organization and stimulate their
thinking about how to strengthen it. In addition, it will
result in wider channels of communication that take better
advantage of the creativity of all your workers. Finally, it
will lend credibility to the conclusions reached and to sub-
sequent decisions made about what to do next, with the entire

organization committed to change.

24
THE ENTERPRISE PROGRAM



Ways to Conduct the Assessment

A single team

One way to conduct the assessment is to assemble a single
team that represents many parts of the organization. This team
might include department directors, heads of service units, lirne
workers who have a strong interest and a major stake in what the
organization does, knowledgeable and experienced volunteers, or
other key people who know and care about the organization. It
is very helpful to mix service providers with administrators,
support personnel with managers, and the like, because these
groups often communicate infrequently and sometimes do not
understand each other. The assessment process can help develop

the common understanding that makes organizations strong.

Multiple teams

Another way is to initiate multiple teams, each of which
would assess one or two different assets, and then have each
team report to you or to the staff as a group. This option
depends on how much time is available and how much special
expertise you think will be needed. For example, you might want
to limit the financial asset assessment mainly to finance staff
who have the essential information znd know how to interpret ancd
evaluate it, but involve a few others with them to learn about

this important aspect of operations. The multiple team strategy
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will allow greater participation than a single team. It wi.l
also spread the time and effcort more widely through the

organization.

You Make the Decision

It is up to you to choose how you will proceed. 1In making
this decision, it is important to consider a number of factors.
as what you want out of the assessment itself. If YLl want to
use it to generate commitment and consensus within the
organization, then the team approach will work best. This
approach also ensures that the assessment considers the full
range of informatirn and thought that exists in the
organizatien.

The second factor is who should participate. This depends
in turn on how your staff is organized, how much time they can
devote to it, and what you think they can bring to it. For
example, if you have service units spread out through a wide
geographical area, it is probably too costly and disruptive to
bring lots of staff in for long periods of time. However, you
could involve a few of these people for brief periods. This
would argue for the multiple team approach.

The third factor is time. Most family planning PVOs

already work long, hard hours, especially the direct service

providers, and staff are reluctant to leave their posts for

other cduties. However, these indivicduals are a critical part of
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your organization, and they want to participate in helping the
organization grow. Again, a limited assignment to an assessment
team might be workable.

Another factor to consider is knowledge and expertise. As
you review the other chapters in this manual, you will see that
some chapters are more "technical" than others. This is true
particularly in the areas of finance and facilities and eguip-
ment. Therefore, you may want to have people with specialized
experience take the .ead. However, it is important to remember
that these assets and decisions made about th~=m affect every-
body. Wher they are more widely understood, workers are much
less apt to complain about what they thought were irrational or
counterprocuctive policies and practices in these areas.

Finally, you may choose to mix your assessment methods.

You may want to assess some areas yourself and delegate others
to groups. You may want to assign a principal assessment team
for a number of areas and assign the remainder to specia: teams.
The choice is yours, because you know what ycur resources are,
hcw the organization can best handle the process, and what you

want out of the assessment.

Choosing Assets to Assess

This manual suggests an order for asset assessment,
beginning with workers and ending with plans. Based on your
self-analysis in Chapter II, you can choose to change the order
and focus on the highest priority items first. You can also

17
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omit areas that are unimportant or not relevant to your organi-
zation. Further, you can decide initially to focus on only one
or two areas to see how well the process works for you, and then
proceed further if you believe it is productive. One thing to
keep in mind when you make this decision is the relationships
between assets mentioned in Chapter II. 1If you do a limited
assessment and then develop action plans in a particular asset
area, your action plans may have unanticipated effects in other

areas that you did not examine.

Preparing the Organization for the Assessment

Regardless of the method you select, it is important that
everyone understand what the assessment is, why it is being
done, how it is being done, and how it will be used. As the
manager, it is up to vou to introduce it in a way that stresses
the positive things that will come out of it. 1In preparing for
the presentation, it helps to be aware of several things you
will face.

First, all organizations initially resist change. Even
workers who complain bitterly about certain aspects of the
organization tend to prefer to keep what they are familiar with
rather than begin something new. Second, a process like thié
often stimulates unreal expectations. While people resist
change, at the same time they expect quick results and
substantial improvement in areas they believe are important.
The assessment may not meet these expe.tations. Third, there

le
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are always some people :tho feel that an organizational self-
assessment is a way to "get rid of" people or to direct the
organization less toward gquality of service and more toward
"systems" and "efficiency", at the expense of clients.

It is your job to present the process in a favorable light.
Here are some ideas you migh£ incorporate into your

presentation:

IDEAS TO HELP YOU

1. If the team approach is used, you
can stress the fact that many people
will be involved in looking at the
organization and making decisions about
priorities for change. 1If another
approach is used, you can tell workers
in advance that they can meet with you
to discuss and react to results.

2. This is a self-assessment for the
organization's own purposes, not an
outside evaluation. Therefore, you can
reassure people that nothing negative
will happen as a result of the findings.
The purpose is not to find fault, but
to see how to take better advantage of
assets that exist, and to identify
opportunities for change. It may be
helpful to talk about some of the
priority areas you identified in Chap-
ter II and explain how changes in these
areas will improve the work environment

Znd the quality of services to your
clients,

3. The self-assessment is not an
immediate "cure." It stops short of
action planning. What it does is
prepare the organization to begin
action planning in an informed way.
You can reassure your staff that the
process identifies opportunities for
change, but does not dictate exactls
what those changes should be or how
they should be achievegd.

19
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4. If your organization is facing
something new, like additional or
expanded programs, you can capitalize
on that opportunity by pointing out
that the assessment can help the
organization decide how to take on new
roles and responsibilities. You can
easily show that what comes out of it
will help everyone respond tc the new
challenges.

5. The assessment involves many work-
sheets that document the findings and
the thought process behind them. You
can oifer to share these with workers
bafore decisions are made about what
happens next.

6. The assessment process takes time.
Even though people may support it
initially, they may become "nervous" as
time goes on, wondering about what the
findings are and often anticipating

"the worst."” 7To counteract this, you may

want to announce that you will report
periodically on how the assessment is

going and present preliminary findings
for open discussion.

No matter how well you make the presentatfon, there are
bound to be many gquestions from your staff. You should
encourage people to ask these guestions and carefully answer
each and every one as best you can. If You are considering the
team approach, you might also allow workers to volunteer as team
members.

Depending on the size and structure of your organization,
YOU may want to present the assessment first to senior managers
and supervisors to gain their understanding and commitmen<t.

They will then support you when you introduce the process to the

rest of the organization.
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Next Steps

The presentation will create expectations on the part of
the staff, so it is important to get started quickly. Based on
the decisions you have made about how to conduct the assessment
and what to assess, you should make sure that time, space, and

materials ar= available for all those involved.

21
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Chapter IV.
Assessing the Organization’s Workers

This chapter takes you .through an assessment of your
workers from various perspectives -- hcw they are organized,
what their talants are, how well they perform and why, and how
well the organization develops and uses their talents. It

covers both staff and volunteers.,

About Workers

What workers bring to the organijzation

Every worker brings many things to the organization. Some

are easily described:

° skills needed to run the organization and
its activities

° knowledge needed to run the organization and
its activities

[ ] relationships with the community, public
officials, donors, clients, and other local
family planning organizations

° commitment to the organization's goals and
values that match those of the organization

° aspirations to advance, make an ever greater
contribution to the organization, and enjoy
satisfaction from the job

In addition, every individual brings gualities that are not

reflected in a record of education and experience, and these are
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not easily measured. They include intuition, a sense of humor,
compassion, independence, an entrepreneurial spirit, common
sense, integrity, and others. They make a difference in how,
and how well, the worker performs the job. It is hard to define
and assess these qualities directly. However, you should keep
in mind those that are desirable for your organization as you

begin to assess the strength of your worker assets.

Making the most of what workers bring to the organizatiop

It is up to the organization to take advantage of every-
thing workers bring to it, and to help workers grow. There are
many ways to do this. One is to make sure that workers can
express and use all of their talents. This means placing
workers in the right jobs, constantly encouraging them to do
their best, rewarding their performance, and eﬁriching their
jobs by allowing them to participate periodically in activities
that go beyond the routine of their regular jobs. Another is to
help them develop additional talents that they can apply in the
organization. This means training, counseling, exposing them to
cifferent parts of the organization, and encouraging them to
learn on their own. Yet another is to involve workers in
thinking creatively about organizational challenges and
suggesting ways to improve. This means gathering people
together for discussions and listening carefully to what they

have to say.
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Every organization has its own methods. The point is that

workers are an asset, and there are things the organization can

do to increase the value of this asset.

What is special about family planning PVO workers?

PVO workers are known everywhere for their pioneering
spirit and their commitment to service. There are sume other
common differences between family planning PVO worke;s and
others that you should keep in mind during the assessment.

First, many managers didn't plan to manage. They are
professionals, like doctors, nurses, and midwives, who are in
managerial positions because the organization needed then.
These people generally do not bring managerial training or
experience to the job, and have learned by doing. The same is
true for supervisors. This is important to remember when you
begin to look at how work is organized and the fit between
workers and the positions they are in, because the managerial
and supervisory jobs in your organization may look different
from the same jobs elsewhere.

Second, many managers work part-time on management and
part-time on other "service" or "program" tasks with their
colleagues. Thus, they have two roles, and this, too,
influences the organization of work at PV0s.

Third, for many PV0Os "success" is hard to measure because
goals -- and the results of activities and services -- are hard
tc quartify. The same is true at the individual level. Thus,
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workers are often unsure about what they are supposed to
achieve, and supervisors face special challenges in making
judgments about their performance.

Fourth, because PVO salaries are often lower than those of
other organizations and because of the environment in which many
family planning PVOs operate, it is Qifficult to compete for,
recruit, and keep highly qualified staff. Thw potentially high
turnover rate often affects job structure, with simple, limited
jobs established so that new people can be brought on boarad
Guickly and without excessive training. VYet these positions may
fail to interest and motivate those who stay, so it is important
to achieve a balance betweer. these two competing factors. 1In
addition, PVOs need to develop other rewards, such as an
exciting, supportive work environment, to compensate for low
salaries.

Finally, most PVOs use both staff and volunteers. These
two groups share many things -- their desire to serve, a multi-
tude of talents, the need to be supported and rewarded,
ambition, the need for leadership, the need for training and
supervision, and an interest in participating in preparing for
the organization's future. There are alsoc some important
differences that affect the relationship between the organi-
zation and the workers. Because they are donating their
services to the organization, volunteers may feel they are
entitled to special privileges. Further, some volunteers may
also be Board members and as such may have an ambiguous
relationship with staff. Also, since most volunteers are part-
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time workers, their jobs sometimes need to be specially
structured. These differences are important, but volunteers can
be developzd and managed by an organization that chooses to

capitalize on them.

Preparing for the Assessrnent

The first step is to assign responsibility for these acti-
vities. 1f you are using a team or otherwise delegafing it to
others, you should brief them on your understanding of the
process and what you believe the organization should get out of
it. Team members might include the individual with overall
responsibility for personnel administration, representatives of
the largest groups of workers, representatives from different
clinics or other service locations, and volunteer workers.

This is not a statistical exercise that involves detailed
review of records. While those kinds of activifies can be
valuable, they are beyond the scope of this manual. The
Appendix lists books and other materials that can guide you in
analyzing worker statistics. This assessment can take advantage
of some simple documents that may be available. 1If your organi-
zation has these, they should be gathered before you begin. The

following are recommended:

° an organization chart
° job descriptions
° 2 sample of personnel files to
indicate what workers bring to the
job
26
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° staff work schedules
] performance evaluation reports

® other forms used in supervising
and managing workers

Also, there are a number of worksheet formats shown in this
chapter. These should be drawn on large pieces of paper and
posted so that all participants can see and work on them

together,

Assessing the Organization’s Worker Assets

This assessment helps you study six questions:

(1) Are workers organized appropriately for the tasks the
organization has to perform?

(2, Are workers placed in jobs that take advantage of
their talents?

(3) How well do workers perform, and how can you
tell? '

(4) Are volunteers in jobs that take advantage of
their talents?

(5) How well do volunteers perform, and how can you
tell?

(6) How well does the organization use the Creativity
of its workers?

Irn exploring these questions, you will identify areas where the
organization is strong and examine how those strengths can be

used to achieve change in other areas. The exercises below can

be conducted by an individual or by a team.
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EXERC.SE 1: ASSESSING HOW WORK IS ORGANIZED

The purpose of this exercise is to see how well the
orgarization of your workers fits what the organization does.
This is ;1st 4 broad picture to begin with. You will analyze it
more closely in the exercises that follow.

The easiest way to complete the exercise is to post a large
copy of your organization chart on the wall for review. (If you

do not have a chart, then this is the time to draw one.)

First examine the chart to see whether or not it is
current. If not, make whatever changes are required. Make sure
there is some indication of how many people are in 2ach
position. If volunteers do not appear on your chart, add them
in rext to the staff they work with or assist, and estimate
their numbers. Some may work only part-time. In this case,

count a half-time worker as 1/2, a guarter-time worker as 1,4,

and so on.
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Now examine the way your workers are allocated in

functional groups. Explore the following kinds of questions:

1. In general terms, do we devute the highest numbers
of workers to our priority tasks? If not, is there a
reason? If there are differences of opinion among
team members, discuss them fully.

2. Are there areas that are overstaffed or understaffed”?
Mark them with an "Q0" or a "U" on the chart.

3. Look at your supervisors. Do you feel there are too
many, too few, or a workable numbar? Why?

4. Are there tasks the organization does that are not
reflected on the organization chart? If so, list them.

5. Are there tasks the organization should do but cannot

be done the way workers are organized now? If so, list
them.

€. Does today's organization chart match today's

functions and tasks? If not, where are the

inconsistancies?

Examine these issues in detail. Summarize the strengths of
the structure in terms of using workers efficiently to get the

important jobs of the organization done. Then draw up a

Separate list of problems that you see,

Strengths Problems
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Analyze those problems to see why they might exist, and
identify things that you believe can be changed. Record your
findings and conclusions carefully for use at the end of this

exercise series.

FINDINGS AND CONCLUSIONS

EXERCISE 2: ASSESSING THE FIT BETWEEN
STAFF WORKERS AND POSITIONS

The purpose of this exercise is to see whether your staff

workers have the necessary preparation, gualifications, and

skills to perform their jobs successfully. In other words,

you will determine how well the people match the positions.
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Step 1. Defining job reguirements

Enter major job titles on the "Staff Worker-Position

Comparison Table"

that follows.

STAFF WORKER-POSITION COMPARISON TABLE

JOB TITLE

JCB FUNCTIONS

(A)

SKILLS & OTHER
CHARACTERISTICS
NEEDED

(B)

EXISTING SKILLS &
OTHER
CHARACTERISTICS

(C)

If you have job descriptions, you may be able to use them

to list the functions of workers in that position (column A) and

the skills and other worker characteristics needed for the job

(column B).

tasks rather than on each and every function the worker has.

It is important to focus on major categories of

If

you do not have job descriptions, take a few minutes to describe

each position and develop brief lists for entry on the chart.
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Step 2: Determining what your workers bring to the job

In this step, you look at your staff workers to see what
preparation, qualifications, and skills they bring to the job so
that you can later c¢ompare what You need to what you have. You
will enter this information in column C.

You may be able to draw on personnel files if you have them
to find this information. Also, vyour organization may have a
list of "entry requirements” for each job that you could use.
However, when you look at the list, consider whether or not
workers meet those requirements. 1If not, then adjust the list
accordingly.

When no reliable documentation exists, develop lists of

skills, knowledge, experience, and other attributes you believe

your workers bring to each job.

Step 3. Comparing your staff workers to what you need

In this step, you compare column B with column C to see how
well your staff workers fit the jobs they are in. Taking each
job in turn, analyze the two columns for matches and mismatches.
The latter may include underqualified workers, overqualified
workers, or workers whose qualifications indicate they should be
in a different job altogether. Summarize your conclusions in
writing. Also try to assign a priority to each problem

identified.
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MATCHES MISMATCHES PROBLEM PRIORITY

Review the conclusions carefully. See if you can determine
why some of the mismatches exist. 1Is it because there is no
local training in the professions you need? Because the organi-
zation doesn't recruit widely enough? Because some positions
offer no advancement opportunities? In considering these kinds
of questions, look at where the matches are to see why there are
differences. Identify opportunities for change and save your

findings for review at the end of this chapterf

FINDINGS AND CONCLUSIONS
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EXERCISE 3: ASSESSING STAFF WORKER PERFORMANCE

In this exercise, you are assessing two things: (1) how

well workers perform and (2) how the organization evaluates

worker performance.

Step 1. Seeing what kind of information is available

In this step, vyou identify what kind of information the
organization has to assess staff worker performance, and where
that information is. While statistics are important, such as
number of households visited or number of new acceptors
enrolled, worker performance may also depend on non-statistical
indicators, like reputation in the community, ability to work
Cooperatively with others, and the 1like. Therefore, do not
restrict your attention to things that can be measured by
numbers alone.

First, using the format that follows, list on the upper
half of the worksheet all the kinds of information ncw ccllected
and used, and where it comes from. For example, number of
households visited may come from a self-report, while assess-
ments of ability to work with clients may come from a super-
visor's report, verbal or written.

Second, develop a list of other information that is
available, but not current;y used. This might include client
feedback or external evaluations. Enter it on the lower half of

the worksheet.
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STAFF WORKER PERFORMANCE INFORMATION WORKSHEET

INFORMATION SOURCE
1. Information now m‘
collected and used
S
f
|
2. Information available!
but not used

il
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Step 2. Estimating staff worker performance

The purpose of this step is to make a broad assessment
about how well the workforce serves the organization and its
clients. Although you may review whatever documentation is
available in terms of performance evaluation reports, a thorough
statistical analysis is not necessary.

Using the format that follows, enter job categories in
column A, and then rate performance, on a genersl basis, in
column B using the scale of 1 to 5 on the worksheet. Be as
objective as you can. In the next step, you will be studying
why performance may be high or low. At this pecint, you are

fccussing only on what it actually is.

STAFF WORKER PERFORMANCE ESTIMATE WORKSHEET
§ o= osutstanong
&= very 3o
7% azzestart’e
2 = supstanca-:
t o= very ogon
JOB TITLE PERFORMANCE RATING
(A) (B)
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Step 3. Analyzing staff worker performance

Now is the time to examine why workers perform at the
levels you * * .ermined. Develop two lists: (1) things the
organizati- Joes to encourage performance and (2) things the

organization does to discourage performance.

To encourage To discourage

Think carefully about how people act towards one another,
physical working conditions, opportunities for reward or
advancement, frequency and quality of supervision, the fit
between workers and jobs that You reviewed in Exercise 2 -- the
broadest possible range of factors you can come up with.

Next, develop a list of things the organization could do to

motivate workers and encourage their performance.

What could be done to encourage performance

This might irclude eliminating some of the "negatives" you have
just identified as well as introducing new ideas. With regard
to new ideas, stay as open-minded as possible, and do not reject
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anything because you believe it is impossible or impractical.
At this point, you are just developing options, not evaluating

whether or not they are realistic options f¢- your organization.

Step 4. Identifying opportunities for improvement

Using all the materials you have developed, summarize your
findings in two lists, each in priority order: (1) categories
where worker performance needs improvement and (2) things the
organization can do to stimulate improved performance. Save

these lists for later review.

IMPROVEMENTS NEEDED

WHAT THE ORGANIZATION CAN DO
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EXERCISE 4: ASSESSING THE USE OF VOLUNTEER WORKERS

The purpose of this exercise is to see how well volunteers
fit the positions to which they are assigned. Follow the

directions for Exercise 2, using the "Volunteer Worker-Position

Comparison Table" format that follows.

VOLUNTEER WORKER-POSITION COMPARISON TABLE

JOB TITLE JOB FUNCTIONS| SKILLS & OTHER EXISTING SKILLS &
CHARACTERISTICS OTHER
NEEDED CHARACTERISTICS
(A) (B) (C)
39

THE ENTERPRISE PROGRAM




EXERCISE 5: ESTIMATING VOLUNTEER WORKER PERFORMANCE

The purpose of this exercise is to see how well volunteers
perform in their jobs. Follow the instructicns for Exercise 3,
using the "Volunteer Worker Performance Information Worksheet"
and "Volunteer Worker Performance Estimate Worksheet" formats

that follow.

VOLUNTEER WORKER PERFORMANCE INFORMATICN WORKSHEET

INFORMATION SOURCE

1. Information now
collected and used

2. Information available
but not used

| |
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VOLUNTEER WORKER PERFORMANCE ESTIMATE WORKSHEET

outstanctng
very gooc
aczeptat’e
si.ostancarc
very poor

e P o I N

JOB TITLE PERFORMANCE RATING
(A) (B)
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EXERCISE 6: ASSESSING HOW WELL THE ORGANIZATION USES ITS WORKERS

Up to now, you have been focusing mainly on workers in
terms of their functional positions in the organization. You
have also considered how the organization can affect how well
workers perform in these positions. This exercise helps you
look at another aspect of the relationship between workers and
the organization -- the extent to which thk=2 organization
stimulates and uses its workers' ability to think about new
directions, new approaches to doing things, and new ways to
strengthen the organization's vitality. The objective is to
determine how well the organization takes advantage of the
creativity within it.

This is a very large question, and it deserves a lot of
thought and discussion. This exercise suggests some practical
ways to explore it. However, this is also the time to use your
intuition, your "gut feeling" about how things operate in your
organization, and to be creative yourselves in identifying
better ways to use the many talents of your people.

One practical tcol is to refer back to your organization
chart and draw lines on it showing how people actually communi-
cate, not how they are supposed to communicate or how they
report. Determine whether the communication between supervisors
and workers is one-way or two-way. Also examine whether peers
communicate with each other, within their unitsAand between
units. Study the completed diagram. See if the communication
lines that now exist allow the creativity of individuals to be

discovered and used.
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Organization Chart

Another practical %tool is to rate the organization on
characteristics that promote expression and use of ideas. For

example, there must be opportunities to exchange and discuss

ideas. Also, workers must believe that people will listen to
them when they express ideas. FPurther, there must be a spirit

of "give and take", where a new idea can be accepted in part or

on a trial basis. Develop a list of characteristics that you
believe promote expression and use of creativity. Next, rate
your organization on the scale of 1 to 5 shown on the worksheet

that follows.

highly developes
we ! developer
acequate

poctiy ceve.opec
unceve 'opes

ce B3 o M~ N
" n 1] " "

Characteristic Rating
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When you have fully explored the question, develop a
summary statement of the organization's ability to use its

workers' creativity and a list of areas that need improvement.

Present ability improvement targets

44
THE ENTERPRISE PROGRAM


http:creativ4.ty

Summarizing Opportunities for Improvement

You now have a wide-ranging picture of how well developed
the organization's worker assets are, and how well the organi-
zatiol uses those assets. This is the time to review all the
information you have and suﬁmarize strengths and opportunities
for improvement. Some areas are more critical than others, and
some actions will have greater effects than others. Reflect
carefully on all that you have done, and develop a list of
opportunities for change, in order of priority, indicating what

the expected benefits will be.

OPPORTUNITIES FOR CHANGE BENEFITS
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Chapter V.
Assessing the Organization’s Goals

About Goals

A goal defines what the organization exists to do, or what
its role is. Some organizations have a single goal; others have
several. Goals may alsoc be called "missions" or "purposes".
They are usually written down in a charter, articles of incor-
poration, or other documents that established the organization.
Usually they were developed when the organization was founded

and may not have been reviewed since that time.

Why goals aire assets

Regardless of what goals are called in your organization,
they are an asset because they can be used in many ways:

(1) They tell people within and outside of
the organization what the organization does.
In effect, they give your organization an
"identity" that distinguishes it from other
organizations. This identity is important
in developing your constituency and estab-
lishing your network of relationships.

(2) Goals guide you in making decisions
about what kinds of services, activities,
and programs you will offer. By comparing
what the organization does with what it is
supposed to do, you can determine the fit
between your activities and your goals.

(3) Goals help you decide how to allocate
and use your other assets. Usually
resources are limited, and the organization
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cannot do everything it would like to do.
By comparing competing demands with your
goals, you can establish priorities and
determine what is most important.

(4) Goals unify ycur workers and your
supporters. They help everyone understand
the purpose of the contribution they are
making and establish a common sense of
commitment.

(5) Goals help you establish targets or
objectives. These are relatively short-run

statements of concrete ends you want to
achieve.

Using goals as assets

Maintaining and making use of this asset are not easy.
There are lots of pressures on family planning PVOs to change
goals frequently, to adcpt goals that are so broad they permit
virtually everything and provide no guidance at all, or
essentially to ignore their own goals and respond instead to the
needs, interests, and goals of other organizations. Changes in
government policies can make it easier or harder to achieve the
organization's goals, and are beyond the organization's control.
Donors may predicate their support on the organization's
willingness to develop a program that is inconsistent with the
goals, or a low priority in relation to then. Most important,
the organization is never really fully "independent" from its
constituent groups, and one or more of these may exert influence
on the organization from time to time to change or depart from
its goals.

Assessing your organiza<tion's goals and increasing your
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awareness of their potential value will help you deal with these
kinds of pressures and establish goal statements that are help-

ful and workable within your environment.

Characteristics of useful goal statements

There are many factors that determine how strong an asset
your goal statement is, and to what exXxtent you can use it. Some
of these factors will be more applicable and easier to incor-
porate than others. Each organization needs to determine its
own goal statement standards, based on the particular environ-
ment in which it operates and the delicate balance that exists
between the PVO, local government, and the community at large.

A preliminary review of these factors will help shape your
assessment.

A strong goal statement is clear, specific, and functional.

It defines what the organization is trying to éthieve and
generally how it will do so. 1Its language is clear to everyone
who reads it. It describes both the organization's role and the
people it serves.

A strong goal statement distinguishes your organization

from others. Given the increasing competition for funds, your
supporters need to know what your unique role is in your service
community.

Many goal statements reflect the past. They were developed

when the orgarization was founded, and they do not reflect the

many changes that have taken place. A strong goal statement is
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urrent. It also reflects your estimate of what the future holds

so that it will remain as valid as possible. This is hard to
predict, but continuously changing goal statements upset the
organization instead of stabilizing and guiding it.

The scope of a strong goal statement is both sufficiently

narrow and sufficiently broad. Breadth increases the number of

constituent groups the organization is likely to attract.
However, overly broad goals lead to expectations that the
organization will have far more programs and services than it
can control and afford. A narrower statement, on the other
hand, can limit your potential for support and your flexibility
to respond to change. Flexibility is especially important for
family planning PVOs that must be adaptable in the face of
environmental changes. Therefore, a strong goal statement
achieves a balance based on the specific needs and interests of

the organization.

Preparing for the Assessment

The first step is to assign responsibility for goal assess-
ment. The team approach may be especially useful here, since
one of the things you will be examining is the extent to which
there is agreement within the organization about its goals.

Team members might include representatives of various staff
units at different levels of skill and responsibility, long-term
volunteers, and Board members. You might also wish to include

representatives from the community at large.
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If you have a written goal statement, sufficient copies

should be made available to all members of the team.

Assessing the Organization’s Goals

If your organization's goals are documented, proceed with
Exercise 1. This exercise helps you (1) assess how useful your
goals are and (2) identify opportunitiszs for change. If there
is no written goal statement, Exercise 2 helps you develop one,
considering the same questions presented for review in Exercise
1. It is not unusual to lack a written goal statement, so do
not be concerned if your organization does not have one.

Both exercises assume the use of a team and are therefore

presented as structured discussions. 1If you are conducting the
assessment by yourself, then use the exercises to guide your own

thinking.

EXERCISE 1: ASSESSING WRITTEN GOAL STATEMENTS

Post the goal statement on a large piece of paper so that
all participants can review it together. 1If the statement is

very long, select key words and phrases that summarize its content.

Goal Statement
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What you will do in this exercise is review the factors
that determine how well the goals serve the organization.

Discuss the following series of questions:

1. 1Is the goal statement clear, specific,
and functional? Does it tell you what the
organization does and whom it serves? Do
you believe others outside the organization
interpret it the same way you do?

2. What groups have a stake in the
organization's goal statement, and why?

3. Do the goals give the organization the
kind of identity it wants and needs to have?

4. 1Is the goal statement current? 1If not,
how have the goals changed, and why? Were
the changes initiated by the organization,
or were they influenced from outside the
organization?

S. Can the goals be used to make decisions
about programs and services and about how
other assets should be allocated? Are they
used for this purpose? If so, who uses them?

€. Do the goals help you in establishing
objectives or concrete things you want to
achieve?

7. Is the goal statement too narrow or too
broad? 1In what ways?

8. Is there agreement about the goals among

the following groups: staff, Board members,
clients, and volunteers? List areas of
agreement and disagreement.

9. Based on your assessment of how the environ-

ment might change in the future, will your goal
statement remain useful and relevant?

Record the results of your discussion. If there are signi-
ficant differences among members of the assessment group, make

sure that these are clearly stated.
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Results of discussion

EXERCISE 2: DEVELOPING AND ASSESSING A GOAL STATEMENT

People in organizations without written goal statements
usually have an understanding of what the goals are. Sometimes
it is a common understanding. More otten, groups of people have
different ideas about what the goals are. These differences are
often the root of inconsistencies in organizational directions
and conflicts on decisions about the organization's future,.

To begin this exercise, each individual should take a few
moments to think about and record his or her own interpretation

of the organization's goals on a separate wall chart.

Review these charts to see what the commonalities and
differences are. Resolve the differences if you can, so that

the group can agree on a single statement. If this cannot be
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done, then develop two or three statements that reflect the
views of the group.

If you have reached agreement on a single statement, review
that statement in terms of the questions listed in Exercise 1.
If several statements remain, examine each of them in the same

way. Carefully record your findings.

Findings
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Summarizing Opportunities for Improvement

You have now considered how well your goals reflect the
organization's purpose, and how well they serve the organi-
zation. Review their strengths and identify areas in which you
believe they can be improved. Also, indicate what the benefits

of those changes will be.

Opportunities for Change Benefits
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Chapter VI.
Assessing the Organization’s Programs

About Programs

Programs are the concrete expression of the organization's
commitment to serve. Your organization may call them services
or activities. 1In any case, they are the means to achieve the
organization's goals and can complement the asset value of your

goals. In this sense, programs are something that the

organization gives to or does for the commun:ty, and the

emphasis is on serving others.

Programs as assets

Programs can also serve the organization. ‘From this
perspective, they are an organizational asset. For example,
strong programs that satisfy the people they serve make the
organization popular. This popularity results in power and
influence in the community. It also helps gain financial
support, because many donors want evidence that the organi-
zation's clients like and use its programs before providing
funding. Strong Programs also earn the attention and respect of
professicnals and others in the community. This gives the
organization stature, which again promotes its power and

influence. It can also stimulate other organizations to
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collaborate with you, thereby improving your organization's
network of relationships. Further, programs affect the morale
of workers. When clients are satisfied, workers are happy in
their jobs and are motivated to use all of their skills and
abilities on behalf of the organization. Finally, programs are
the building blocks of the organization's identity. They
express the organization's role, distinguish it from others, and
establish its credibility. They speak for the organization.
This chapter starts you thinking about how you can control what

they "say."

Factors that influence the asset value of your programs

Most organizations are very concerned with assessing how
well programs serve recipients. This chapter helps you focus on
how well! the programs serve the organization. Clearly, these
two aspects are closely related. They both depend largely on
how strong the programs are, and how well the organization's
programs achieve its goals. However, the value of programs to
the organization requires looking at them from a different
perspective.

Many things influence how well programs serve the organi-
zation. How you choose to use and control them depends very
much on your own environment and on the organizational image you
wish to project. For example, if political, cultural, or other
constraints require a relatively low organizational profile,

then you might not want to use the potential of your programs
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actively to promote the organization. On the other hand, where
a high profile is desirable, Your programs can "market' the
organization and establish for it a leadership position in the
kinds of family pPlanning services it provides.

There are a number of common factors that affect the asset
value of your programs. These are described below. In the
exercise section at the end of this chapter, you will decide
which ones apply in your setting and to what extent they charac-

terize your programs.

1. Degree of consistency with orqganizational goals ~--

Programs that work directly and in concert toward achievement of

organizational goals speak to the credibility of the organi-
zation. An organization that says one thing and does another is
taken less seriously and understood less well than on2 that
consistently works toward the same ends. This does not mean
that programs should be inflexible or that all programs have to
be the same. 1In fact, flexibility and diversity may be
desirable gualities you want the organization to show. It
simply means that programs should reflect common directions and
provide a clear, unified image of what the organization stands

for.

2. Extent to which programs take advantage of other assets

== At the sta:rt of the assessment process, you noted the

relationships between your organizational assets. These

relationships are especially clear in the program area, because
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your ability tc deliver good programs depends on the gquality of
your other organizational assets and how well you use them --
workers, supplies, faciliities, money, relationships, and others.
If you completed Chapter IV, you reviewed the match between your
workers and the positions they hold. Later chapters offer an
opportunity to look at other assets. What is important to note
here is that programs that use these other assets well provide
quality services to recipients and in turn become assets to the

organization.

3. Extent to which programs are identified with the

organization ~-- Your programs can market and promote your
organization, but a popular, well respected program serves the
organization only when people know whose program it is. There
are many ways to make sure that people who receive services know
who is delivering them. Where a high profile is acceptable,
your efforts in this area can be vigorous and overt. Even if
you elect to maintain a low profile, your programs can guietly
establish a constituency that knows what the organization is,

apprecliates what it does, and supports its efforts.

4. Degree of emphasis on quality -- There are great

pressures on family planning PVOs to pay attention to quanti-
tative measures, to show consistent increases in numbers of
acceptors, for example, or to open new or extended facilities.

These gains are important. However, quality is equally
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important. You want your services to be "right," and you want
each client to be well treated. You show an emphasis on quality
through careful monitoring and control of your programs and by

responding to what your monitoring efforts tell you.

S. Degree of responsiveness to recipient needs -- Family

planning PVOs everywhere have an excellent reputation for
developing and delivering programs that attract target
recipients and meet their specific needs. This is because most
PVOs have a community or grass roots orientation, and they are
in touch with the important attitudes and other factors that
affect acceptance of services. These factors change over time.
Some of the changes are obvious, and others are very subtle. It
is not easy to finetune programs in response to them, but doing
So makes the organization a well respected and powerful force in
the community. Careful monitoring and attention to your clients

increase your ability to respond in this way.

6. Record of achievement -- This is the most powerful

indicator of a program's strength. When it achieves what it set
out to achieve, it shows that the organization is commnitted and
competent and firmly establishes its credibility. It is up to
the organization to make its record known and to use that record
to motivate workers, enhance its reputation, and broaden its

base of support.
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Preparing for the Assessment

The first step is to assign responsibility for the assess-
ment. If you are using a team, you should meet with team mem-
bers to review the concept of how the programs, services, or

activities serve the organization as well as recipients so that

participants understand how to approach this task. Team members
might include a selection of service providers, including volun-
teers, and administrators who make major decisions about the
kinds of programs the organization will offer. You might also
invite a community representative, a local professional from
another organization, or a Board member to participate. This
individual can help assess how the programs and the organi-
zation's use of them are perceived on the outside.

Although this assessment focuses on the asset value of
programs to the organization rather than to recipients, you may
be able to make use of evaluations that have been conducted from
the other perspective. Therefore, it will be helpful to
assemble any program evaluation documents you may have. Other
articles or reports that describe or comment on the organi-
zation's programs can also be used. These documents will be
useful in assessing the organization's reputation in Chapter

VIII as well.
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Assessing the Organization’s Programs

This set of exercises guides you in defining your prograns,
identifying the factcrs that affect their asset value, and
assessing how well the programs serve the organization. It
assumes the use of a team but can be conducted individually,

using the same thought process,

EXERCISE 1: DEFINING PROGRAMS

Your organization may have only one kind of program, such
as community-based distribution, or several kinds, such as
social marketing, distribution, and information, education, and
communication (IE&C). Alternatively, you may Lave a single
program with many components. 1In addition, you may have a
single location or several. These factors affect how you will
choose to list your programs.

The purpose of this exercise is to identify "program
units." Program units are programs, components of programs, or
locacions that are clearly identifiable, relatively independent,
can be used as assets by the organization, and can be directly
affected by strateqies for change you identify later. For
example, if you have several community-based distribution
programs and they are operated quite differently and/or indepen-
dently, you may want to consider each one separately.

Similarly, if you have a number of facilities, you may want to
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consider each one individually. If you have a single program,

You may want to divide it into its components and assess each
component independently.

It is up to you to decide how you will classify and list
your programs. Review your program spectrum to decide what
these units should be. Then list each one vertically next to

the numbers on the left side of the "Program Assessment Work-

sheet"” format that follows.

PROGRAM ASSESSMENT WORKSHEET

ver,

= mamm

a2 = o

"ow

ve-,

L)
nwoon

FACTORS

b iy

T molenale

ow

PROGRAMS

1.

2.

All programs

62
THE ENTERPRISE PROGRAM




EXERCISE 2: IDENTIPYING FACTORS THAT AFFECT
PROGRAM ASSET VALUE
The introduction to this chapter suggested a number of
things that affect how well programs serve the organization.
Review that list and discuss how significant each factor is in
terms of your local organizational environment. 1In addition,
consider whether there are others that are applicable and should

be added. Write factors you select in the slanted areas across

the top of the "Program Assessment Worksheet" you initiated in

EXxercise 1.

EXERCISE 3: ASSESSING THE ASSET VALUE OF YOUR PROGRAMS

Carefully consider the first program unit on the worksheet
and rate it for each of the factors listed using the scale of 1
to 3 shown. Then proceed with each of the other program units
in turn. These ratings should reflect current status; you will
consider potential for improvement at the end of this exercise
series,

If you have more than one program, consider all of them as

a_whole when you have finished the individual program review,
Rate this "global" picture of your organization's programs on
the same scale at the bottom of the worksheet. In making this
assessment, consider the mix of programs in terms of each fac-
tor, but do not simply average the numbers assigned earlier.
The purpose of this step is to see how strong your entire

program spectrum is, without regard to its individual
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components. You may have found some weaknesses at the program
unit level but rate your total program spectrum highly. Or the
opposite may be true, where each program unit appears strong but
there is something lacking in the combination. These discrepan-
cies are important, because they will affect later decisions

about how to change.

Identifying Opportunities for Improvement

The concept of programs serving the organization as well as
clients may be new to you. You have now examined it carefully
in terms of the specific activities your organization under-
takes. Starting with your overall assessment of all your
programs together and then moving to each program in turn,
identify areas that could be improved so that your programs will
make a stronger contribution to the organization. List these in
priority order, indicating which programs are involved and what

You expect the benefits of change will be.

Opportunities for change Benefits
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Chapter VII.

Assessing the Organization’s Network
of Relationships

About Relationships

Many family planning PVOs were pioneers, offering family
planning services for the first time to people who had no other
access to them. The organizations were in large part on their
own, with little competition or cooperation from others. The
family plarning environment is different now, and it continues
to change. 1Its complexity varies greatly from one country to
another, but the number of pPlayers is generally growing. It is
common now to find at least governments, PVOs, donors, schools
and universities, private health care providers, and commercial
organizations involved in some aspect of family planning. There
are also religious, political, and community groups that are not
directly involved in family pPl2nning, but have a strong
influence on the kinds of programs family planning PVOs can
promote. The media, too, are sometimes important players since
they can influence public attitudes and behaviors regarding
family planning.

Both PVOs that have been operating for many years and those
established more recently are working to establish their place
in this environment and to develop and maintain a variety of

linkages with other organizations. These linkages are assets,
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Used well, they strengthen the organization's position, make it
easier to achieve goals, and help the organization take

advantage of the strengths of its other assets.

Kinds of relationships

There are many kinds of relationships that can exist. For
example, there are collaborative relationships where organiza-
tions join together to make sure their services are comple-
mentary or to advocate for positive public policy on family
planning. There are functional relationships where one organi-
zation provides a service to another, such as training, ware-
housing, transport, or financial auditing. There are
professional relationships where one organization consults to
another, serves on the Board of another, or works together with
other organizations on a coordinating council. There are
cooperative relationships where organizational representatives
simply keep in touch with each other to discuss things of mutual
interest. There are financial relationships, where one organi-
zation is funded by and accountuble to another. Finally, there
are political or representational relationships where the
objectives are to show that the organization is an important
part of the local family planning service system and to promote
its views and interests.

The nature of relationships between organizations is
generally fluid. A linkage may be collaborative at one time and

functional at another. It changes as the environment changes.,
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It also changes as the organization grows. Developing and
maintaining the network take a great deal of effort. This
effort pays off because of the tremendous potential asset value
of strong relationships. The following are some examples of how

these assets can be used:

® Strong relationships with other professional
organizations, such as health provider
groups and educators, can be a source of
technical expertise. They also show others
that the organization is accepted by these
groups and is respected for its own
professionalism.

° Collaborative relationships with community
leaders and organizations help build the
credibility and respectability of the
organization. This acceptance makes it
easier to work in the local environment.

° Strong relationships with a range of
organizations help keep family planning
issues in the forefront. They also build
the stature and reputation of the
organization and help establish for it a
secure and important role. 1In addition, you
can use these relationships to keep informed
about new developments -- political, social,
and technological -- that may affect you.

° Strong relationships with commercial sector
groups involved in family planning are
relatively new for family planning PVOs.
They expose the organization to new
approaches for promoting and delivering
family planning services. They also make
available additional expertise that can
benefit your own operations. Most
important, relationships with commercial
suppliers affect the organization's ability
to provide uninterrupted service.

e Strong relationships with education and
training institutions help you attract their
graduates. You can also use the resources
of those organizations to help de* 2lop your
workers.
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Strong relationships with donors and other
contributors provide steady sources of
funding.

As you think about your organization and how it operates, you
can easily identify other benefits your relationships bring.
Since relationships always involve "give" as well as "take", you
also know how much the orgaﬁization has to put into the develop-
ment and maintenance of the network. What You want out of it
depends on the role of your organization, the climate in which

it operates, and the effort you choose to devote to it.

Sources of relationships

PVOs are fortunate because they have many avenues to
develop and maintain relationships. Boards, for example, often
consist of influential individuals from covernment and the
private sector. These individuals afford immediate status to
the organization. Very often, they represent other important
organizations involved in some way in family planning. 1In any
event, they can usually provide access to various sources of
power and influence and help the organization participate
actively with others in the family planning field. Other
sources of relationships include staff and volunteer workers,
colleagues in organizations that are part of the network, and
clients. These sources can be used naturally, in the course of
other activities, to develop and maintain important organiza-

tional linkages.
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It is up to the organization to use these sources well,
This means making sure peoplz understand the value of institu-
tional relationships, encouraging them to reach out, helping
them strengthen relationships they already have, and rewarding
them for their efforts. It also means using the relationships
well so that everyone can see the benefits they bring to the

organization.

Preparing for the Assessment

If you elect to use the team approach, it will be helpful
to discuss with team members the concept of institutional
relationships and the many ways they can work for the organiza-
tion. Team members might include a selection of service
providers and administrators. You might also choose to include
a Board member who is aware of the potential for relationships
and is familiar with the organization's role and linkages within

the local family planning service community.

Assessing the Organization’s Network of Relationships

This series of exercises helps you identify (1) the
organizations that are now part of your inscitutional network,
(2) the ways those relationships were developed, how they are
used, and how strong they are, and (3) additional organizations
with which relationships should be developed. These exercises
are designed for use by a team. However, they can be carried

out by an individual, using the same thought process.
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EXERCISE 1: ASSESSING THE CURRENT NETWORK

The purpose of this exercise is to define your organiza-

tional network and see how well it serves the organization.

Step 1. Defining the current network

Using the "Network Assessment Worksheet" format that
follows, develop a list of organizations with which you have
relationships. Be sure to go beyond strictly "family planning"
organizations if your organization has these kinds of linkages.

Enter each organization in the left-hand column.

NETWORK ASSESSMENT WORKSHEET

£ = very stirorg

&= etrong

? = mogerate

2 = wea

T T overy weak

Organization Purpose of Strength of
Relationship Relationship

(A) (B)
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Step 2. Describing how relationships are used

Discuss the kinds of relationships your organization has

with each organization listed, focusing on what the relationship

is for, or what it does for you. Some of the relationships will

probably have more than one purpose, so be sure to list all of

them. Enter brief phrases describing the purposes in column A.

Step 3. Assessing the strength of the relationships

In this step, you estimate how strong each relationship is
on the scale of 1 to 5 shown on the worksheet. Enter ratings in
column B. In assessing strength, there are a number of things
to consider -- how firmly you can "count on" the organization,
its past record in supporting or collaborating with your organi-
zation, how long the relationship has existed, how often your
organization actually communicates or interacts with the other
organization, your record in supporting others, the extent to
which you share common interests, the potential for competition
for clients, funds, or influence, and whether the linkage
deperds on a narrow relationship between individuals or on a
solid institutional relationship. Before you assign ratings,
discuss the factors that determine relationship strength in your

environment.

Step 4. Seeing what it takes to develop and maintain
relationships

The completed worksheet shows the results of your efforts

up to now. Knowing how the organization got to this point is
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important in deciding whether it is using its other assets well
in developing relationships. This knowledge will also help you

decide later on strategies to strengthen these relationships and

initiate new ones.
First, post a blank sheet of paper and write "How Relation-

ships Were Developed" at the top.

How Relationships Were Developed

Write on it a list of strategies the organization has used
up to now in establishing the network. These might include
talking regularly with key members of the community, asking
Board members to introduce you to other organizations, attending
professional meetings, developing joint prograﬁs or collabora-
ting in some other way with other organizations, or serving on &

multi-organizational council. In developing this list, consider
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what all of your workers do. You may discover that both staff
and volunteers are assisting the organization in ways you were
not aware of before.

Second, post another blank sheet of pPaper entitled "What It
Takes to Maintain Relationships." What you want to do now is
determine what kind of effoét. and how much of it, you devote to

keeping your network strong and useful. Think about all of the
activities associated with networking, and list them on the

sheet.

What It Takes to Maintain Relationships
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EXERCISE 2: IDENTIFYING OTHER RELATIONSHIPS NEEDED

The purpose of this exercise is to determine whether or not
there are additional organizations in the community with which
linkages ghould be developed. A sample chart follows. First
develop a list of the organizations that did not appear on the
worksheet you used in Exercise 1, but that you believe should be
part of the network. Discuss (1) reasons that these relation-
ships have not yet been developed, (2) what the potential
benefits would be, and (3) how important you think it is to
pursue additional relationships. Summarize these findings

under "Comments'" on the chart.

Organizations Comments
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Identifying Opportunities for Improvement

You now have a clear nicture of your current network and
the strengths of the relationships that exist. You also know
what 1t takes to develop and maintain them. In addition, you
have identified additional relationships that could benefit your
crganization. Carefully review what you have now and what you
would like to have, and identify priority opportunities for
change and the benefits expected. These gpportunities may lie
in strengthening your existing network and/or extending its
Scope. You are looking specifically for potential ways to
increase the strength of this asset. At this point, do not be
constrained by the level of effort you believe it will take.
Through other parts of this assessment, you may find that you
have more assets than You realized that could be applied to this

imporrant area.

Opportunities for change Benefits
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Chapter VIII.
Assessing the Organization’s Reputation

About Reputation

An organization's reputation is its image. It is the
opinion others have of it -- clients, colleagues, government
officials, donors, other professionals, competitors, community
leaders, and other members of your organizational network.
These opinions develop in very complex ways. In large part,
they result from what people know about the organization -- its
goals, its pregrams, its record . achievement, its staff, the
extent of its community support, and the like. ~Reputation is
also affected by what people think they know, or what they
assume about the organization. Thus, no organization can have
complete control over its image. However, pPaving careful
attention to the process of image development and to all of the
factors that affect it increases your potential for control.
Striving for excellence, building on successes, and "marketing"
the organization in whatever ways the environment permits are
key to developing this capacity.

Every organization wants a good reputation, to be well
thought of. Organizations that develop, maintain, and use this

asset well have a strong competitive position and face fewer
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unnecessary obstacles than others in working towards achievement

of goals. For example, an organization known for excellent
programs is more likely to receive funding than one with only
marginal success. In addition, both workers and clients are
attracted by a well known and respected organization. Further,
an organization that is viewed as highly competent and
professional can often take stvands on important issues and
persuade others to adopt the organization's position. As you
think about your environment, You can surely see other ways also

that reputation can serve the organization.

Choosing and using your image

Each organization must decide what image it wants, or what
it wants to be known for. First and foremost is usually the
guality of its programs. If you completed Chapter VI, you saw
that there are things you can do to build your program assets
and use them to benefit the organization. One of the important

benefits is a good organizational image.

FR
-

There are many other things that contribute to the
organization's reputation as well. For example, the extent to
which you are seen to collaborate and cooperate with related
organizations will influence their opinion of you and your
stature in the community. Yow freguently and how loudly the
organization speaks out is another factor. All family planning
PVOs run the risk of alienating government, religious, and other

institutions if they advocate for things that are inconsistent
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with prevailing policies or cultural norms. On the other hand,
there are many situations where the organization wants to estab-
lish a leadership position, and leadership may depend on how
outspoken the organization is, even on controversial issues,

The attitude of workers toward the organization also contributes
to reputation. Worker enthusiasm shows clients and others that
the organizztion cares about its programs and is an exciting
place to work. Further, the degree of professionalism shown by
the organization affects the respect other professionals have
toward it. The balance between flexibility and consistency is
another potential component of reputation. An organization that
Seéems to switch its priorities and interests frequently may be
viewed as unstable and not taken seriously; on the other hand, if
it is perceived as refusing to change when change is warranted,
it is viewed as insensitive to the community it serves.

Thinking about the image of your own orgahization and
others that you know, you can add other examples of things on
which your reputation depends. The first challenge is to choose
what you want your image to be and then make sure everything
about your organization contributes to developing that image.
The second is to use your reputation in whatever ways you can tc

Strengthen the organization.

Preparing for the Assessment

This assessment can take excellent advantage of a wide

range of sources. The eXercises are difficult for one person
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alone to work through, so the team approach is recommended. VYou
may want to select individuals from all parts of your organi-
zation and also include one or two representatives from the
network you described if you completed Chapter VII. It is true
that you want to be careful about outsiders participating in an
analysis that may show some Qeaknesses in the organization. oOn
the other hand, since the image is something that outsiders
have, it is important to identify and understand their views.
Depending on your organization's relationships with others, you
may be able to find qualified individuals whose participation
will represent little or no risk to the organization.

The reports and other documents recommended for considera-
tion in Chapter VII may also be useful here. Therefore, if they

are available, they should be given to team members for review,

Assessing Your Organization's Reputation

This series of exercises helps you (1) define what you want
the organization's image to be, (2) examine what your reputation
is and why, and (3) see what tne organization currently does to

develop and maintain its image.

EXERCISE 1: DEFINING A DESIRABLE ORGANIZATIONAL IMAGE

The purpose of this exercise is to determine exactly what

image the crganization wants to prcject, cr how it wants to be

79
THE ENTERPRISE PROGRAM



viewed by outsiders. Review the factors described earlier in
this chapter. See how many of them apply to your organization.
For those that do, decide what they should specifically say.

Por example, in the area of speaking out, decide to what degree
you want your organization to be viewed as outspoken,
considering the potential benefits and consequences of this
aspect in your own environrent. Then consider whether there are
additional factors that you believe are important to your
organization's reputation. Post a list of all the factors you

have selected. VYou will refer to this list in Exercise 2.

Factors important to reputation

EXERCISE 2: DESCRIBING THE ORGANIZATION'S REPUTATION

The purpose of this exercise is to develop an estimate of
how your organization is viewed by groups whose opinions are

important. The first step is to identify these groups. Think
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carefully about the kinds of people and organizations that car
potentially affect your organization, making it easier or more
difficult for you to achieve your goals. Also consider the
network of relationships described in Chapter VII, since inter-
actions with others are both causes and effects of yo.r organi-
zational image. Develop a iist of groups in priority order,
with the most significant groups at the top. Enter the list in
column A of the "Reputation Assessment Worksheet” format that

follows.

REPUTATION ASSESSMENT WORXSHEET
= oexce'lens
¢ = g000
3 - -‘E.-
toEovery 2o:
Group Estimate of
Reputation
(A) (B)
]
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Taking each group in turn, rate your reputation in column B
using the scale shown, referring to the factors you listed in
Exercise 1. These ratings are clearly estimates, so yYyou should
not devote a great deal of time to them. You probably don't
kKnow exactly how the organizatimn is viewed by others. Also,
not all factors may apply to every group. However, you can make
the estimates by considering things like how much that group
kKnows about you, how it reacts to what your organization does,
its record of support for you, your record of support for it,
i*s willingness to cooperate with you, and how sympathetic you
believs it is with what you are trying to accomplish. 1In
assigning ratings, note 1riefly on a separate sheet of paper
the reasons for the ratings. You will use these notes later to

identify opportunities for change.

Reasons for ratings

82
THE ENTERPRISE PROGRAM



Now look carefully at the completed worksheet and consider

it in terms of the table that follows:

IMPORTANCE
low » high
high
A 3. 1
Resources that might Strengths that need
used elsewhere to be maintained
RATING
4 2.
Weaknesses that are not Priorities that need
particularly damaging improvement
low

Your strengths are where both rating and importance are high
(Box 1), and the organization needs to maintain its image with
these groups. Box 2 indicates where efforts probably should te
focused: it may be possible to put less emphasis on Box 3 groups
and reallocate resources tn improving your image with higher
priority organizations. Where your image is high among groups
that are relatively unimportant -- those that are near the
bottom of the worksheet -- you may decide to limit your

promotional activities.
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EXERCISE 3: DESCRIBING HOW THE ORGANIZATION
DEVELOPS AND MAINTAINS ITS REPUTATION

The purpose of this exercise is to analyze what you currently
do to establish the image you want. Documenting these efforts
will help explain why your reputation is what it is and estimate
how hard the organization is working to develcp and use this
important asset.

Review the results of Exercise 1 so that you have a clear
picture of the image you want %o project. Then think carefully
about the strategies the organization uses to project this
image. For example, do you "advertise" your successes to the
extent you can? Remind your workers that they represent the
organization to clients and others and therefore help shape its
reputation? Show your respect for community leaders? Keep
interested groups informed about what your organization is
doing? Actively cooperate with and support other organizations?
Work with groups that might Oppose you to explain your position
and persuade them to work with you? Encourage allied groups to
tell others about your organization? Try to find out how the
organization is viewed by others and develop ways to strengthen
positive opinions? List all of the strategies the organization

now uses to develop and maintain this important asset,
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Strategies

Identifying Opportunities for Improvement

You now know what kind of reputaticn you want and the
factors on which it depends. VYou alsoc know whéf the organiza-
tion is doing to promote its image and have estimated how
successful these efforts have been. You can see what has worked
well, and where additional attention could help. Now is the

time to identify opportunities for change. Review your findings

and conclusions from all three exercises and dev..op a list, in
priority order, of areas in which the organizaticn's reputation
could be improved. Also indicate how the organ’zation could
make better use of its reputation and what benefits you would
expect from the changes. 1In making these decisions think about

the relative importance of the groups you are dealing with and
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how much control you can really have over the elements that make
up your reputation. This will help you later on when you decide

what you will do to improve tke strength of this asset.

Opportunities for change Benefits
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Chapter IX.
Assessing the Organization’s Financial Assets

About Financial Assets

An organization's financial assets include its cash funds
and its equity, or the value of major items it may own, such as
land, buildings and vehicles. In-kind or donated labor and
materials are also often considered financial assets, as are
stocks of contraceptives and other supplies. No organization
will dispute the value or importance of these assets. You
pProbably study them frequently, always looking for ways to
extend services and cope with rising costs.

This assessment is not an examination of your accounting or
financial management procedures. The Appendix'contains
references to other manuals that can help you in that way. The
focus here is on looking at how these assets are used in terms
of what the organization is trying to achieve. As every PVO
manager knows, there are always painful choices to make about
how funds should be allocated, and competing priorities are an
organizational way of life. This assessment helps you identify
options, review choices already made, and determine how much
flexibility you have in improving the use of these assets.

While the assessment does rot focus directly on the details

of your accounting and financial management systems, it is
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important to remember two things. First, these systems -- what
they look like and how they work -- can influence the confidence
and flexibility you have in making financial decisions. Second,
the accounting and financial reporting reguirements of donors in
many cases dictate what these systems must be. Often these
reguirements conflict with each other. 1If you are receiving
suppert from more than one international donor, you may well
find that you are running more thar. one system, and that they
are .inconsistent. Compliance is critical to continuation of
support, so it is important that you find out what is expected

cf you.

Preparing for the Assessment

You will need at least some summary budget information to
conduct this assessmenct. “deally, records showing how your
financial assets have bee' allocated for the paét two or three
years should be available for review. The form this information
takes will depend on your own internal accounting procedures and
how you keer your records. What you should have here is a
description of how, or for what purposes, your funds have been
spent. For example, you want to know how much went toward
salaries of service providers, managers and supervisors, worker
training, family planning supplies, rent for facilities, ancd
other activities. You also want to know how much egquity you had
ir lana, buildings., or major eguipment and whether or not this

was used in securing loans to support other aspects of your
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operations. 1In addition, yYou will need whatever future budget
summary information is available, indicating what income you
expect and how you plan to use it.

Because of the nature of the guestions you will be looking
at, it will help to have individuals familiar with your organi-
zation's finances participate in this process. It is also
useful to involve others who can benefit from knowing about the
financial choices the organization has to make and on what basis
they are made. Therefore, if you choose to assign a team to
this part of the assessment, You may want to include a cross-

section of workers to explore these important gquestions.

Assessing Your Financial Assets

This series of exercises is a straightforward approach to
defining what your financial assets are, how they are currently
usec, and how close the fit is between the use of these assets
and what the organization wants to achieve. The objective is to
discover areas where you have some flexibility and could make
changes that would benefit the organization.

You can decide how detailed You want your study to be.

This depends in part, of course, on the records available to
you. Even if your records permit a very detailed analysis, you
may choose to make informed estimates rather than to spend a
great deal of time developing absolutely accurate figures for
every item you will review. That approzch is perfectly workable
here. You are looking for general natterns and for obvious
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differences between priorities and expenditures. Informed

estimates are accurate enough for these purposes.

EXERCISE 1: DEFINING SOURCES OF INCOME AND OTHER ASSETS

Using the "Financial Asset Summary Worksheet" format that
follows, first review your budget documents to see where your
funds come from, what the financial value is of major items you

currently own, and what your in-kind contributions amount to.

FINANCIAL ASSET SUMMARY WORKSHEET

Funding Source Amount Restricted
(A) (B) (C)

|

Other Financial Assets “l
—
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[ CE——
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In-kind Contributions ——]

Enter the source of funds in column A and the cash value in

column B on the upper half of the worksheet. Some of your funds
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may be "restricted." That is, they must be used for only one
purpose or devoted to only one area, such as supplies, salaries,
a particular location, or one kind of service. This is fre-
quently the case with certain types of grants, where the donor
and the organization agree to limit the use of the funds for
specified purposes. 1If any of your income falls in this
category, enter a checkmark in column C.

On the lower half of the worksheet, enter the asset values
of items you own, such as land, buildings, and vehicles. Your
ability to borrow funds against these assets depends on local
banking laws and practices. Even where it is feasible, your
organization may not make active use of these assets in this
way. However, they should be listed so that you are aware of
their potential, as you may be able to use them in the future to
increase your flexibility. Also include your supply stocks in
this section.

At the bottom of the worksheet, estimate fhe value of your

in-kind lator and materials.

EXERCISE 2: DESCRIBING HOW YOU USE YOUR ASSETS

The purpose of this exercise is to look at how your finan-
cial assets are spert, and to see whether or not the
organization's spending patterns reflect what it says its

priorities are.
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The first step is to develop the broad categories of
expenditures you want to work with. Your budget records
probably already have some categories, such as salaries, rent,
supplies, eguipment maintenance, and transportation. You may
want to change or expand these categories. For example, you may
feel that recruitment and management of volunteers, worker
training, or client follow-up should be reviewed individually.
Think carefully about what the organization wants to do, and
then list the categories You have chosen in column A of the

"Expenditure Category Worksheet" format that follows.

EXPENDITURE CATEGORY WORKSHEET

Categories Amount Spent
(A) (B)

The next step is to estimate in column B how much money is

being spent on each category. This may take a good deal o#

thought and discussion. For example, if you choose to focus on
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recruiting and managing volunteers, you will probably find that
your budget records do not account for this activity. Instead,
you can estimate how much time selected staff spend doing this,
and then compute the cash value of that time.

After you have developed your estimates, study the
completed worksheet carefully and consider the following kinds
of gquestions:

1. Does the amount spent on each category match its
priority? List areas where the match appears poor, and

discuss possible reasons for the imbalances.

2. Could money now spent in one area be transferred to
another with higher pricrity? What would the con-
sequences be?

3. Is anything "not covered?" Does this mean it is
not being done?

4. If you have restricted funds marked in column C,
what is the effect of the restrictions on the organiza-
tion as a whole?

S. Have there been any major changes recently? If so,
why, and what are the effects?

€. Was there anything unusual about the year you are
looking at?

7. How well does the expenditure pattern match the
organization's goals?

Summarize your thoughts on a separate sheet for review at the

end of this chapter.

Ideas about expenditures
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EXERCISE 3: PREDICTING FUTURE FUNDS AND EXPENDITURES

The purpose of this exercise is to compare your future
financial needs with your anticipated income. Assume the future
is two years from now. There are certainly many unknowns -- the
extent of continued support from donors and other contributors,
the future rate of inflation, the level of demand for services,
and others. However, looking to the future will help you plan
for the things that you can control.

The first step is to estimate your future income. Refer to
the worksheet you developed in Exercise 1. If you anticipate
the same sources in the future, enter them in column A of the
"Future Projections Worksheet" format that follows, together

with the amount. Add any additional sources you believe you

YUTURE PROJECTIONS WORKSHEET
FUTURE ESTIMATED INCOME FUTURE ESTIMATED COSTS
(A) (B)
Source Amount Category Amount
T
_J q
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will have, and the amount of money they will provide. If you
are not certain about future income, make an educated guess

based on past experience.

The second step is to estimate your future expenditures.
Refer to the worksheet you developed in Exercism 2. Look at the
categories, and decide whether you expect *hem to con“inue.

Make whatever changes you think are necessary. and enter them in
column B, together with what you think they will cost. Add up

totals at the bocttom of each column, and see how well they match.

ldentifying Opportunities for Improvement

You now have an overview of what the organization's
financial asswets are and how they are used. You also have a
sense of whut the future holds, and what your future needs and
resources will be. Review carefully all of your findings and
conclusions to identify areas where the Jorganization can make
better use of its financial assets. Develop a list of these
areas in priority order, indicating what ycu expect the benefits

w.ll be.
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Opportunities for change Benefits
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Chapter X.

Assessing the Organization’s
Facilities and Equipment

About Facilities and Equipment

Facilities and equipment are essential to support your
programs. Vehicles for transport, contraceptive supplies for
distribution, storage for supplies, and places to provide
services to your clients are examples of the kinds of support
programs can reqguire. You also need arn organizational home --
space, office eguipment, desks ang chairs, and office supplies.
No matter how modest an organization is, some of these "basics"
are always needed.

Your facilities and equipment are assets in one sense
because they are worth money. They are assets in many other
ways as well For example, they affect the morale of workers,
Yaving adeguate supplies on hand, being able to get to clients,
or having a serviceable place to meet with clients increases
workers' confidence in themselves, the program, and the organi-
zation. Facilities and equipment also contribute to Your image
in the community and thus to your reputation for being able to
do well what you say you do. In addition, depending on the
kinds of programs you have, these assets can be a major factor

in determining whether or not yYou can deliver services.
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Vehicles that break down or do not run on schedule interrupt
your supplies; poor warehousing causes waste; inadegquate inven-
tories disrupt services; and medical equipment that does not
work well prevents good treatment. Finally, the facilities and
equipment at your organizational home make a difference to
everyone because they affect your ability to oversee and control
everything the organization doees.

These kinds of assets, and the way they are used, therefore
make a critical difference to many aspects of your organization.
This chapter focuses on assessing how well they serve you. It
helps you zonsider the many tasks associated with making sure
these assets are used well -- knowing what you have, planning
for maintenance, and seeing that these assets are allocated
fairly and sencibly. It also helps you identify opportunities
for change that will benefit both your programs and your organi-

zation in general.

Preparing for the Assessment

Virtually everyone in yocur organization uses some of these
assets. Therefore, if you choose the team approach, you might
include representatives from various parts of the organization
to make sure that the assessment covers all of the assets in
this category and all of the uses to which they are put.
Service providers are especially important here, since they are
the people who depend on equipment and supplies to bring

services to clients. Since th~ assessment will invclve esti-
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mating maintenance costs, you might also include an individual

whe knows what your costs are or has special skill in this area.
In terms of documents, a list of the organization's eqguip-
ment and facilities would be helpful if it is available.

Records of maintenance costs would also be useful.

Assessing the Organization’s Facilities and Equipment

These exercises help you define what your organization's
assets are in tlis category, examine their use, and assess the
fit between the way they are used and what the organization
wants to accomplish. They may be conducted by an indivicdual or

by a team.

EXERCISE 1: DEFINING YOUR ASSETS

The purpose of this exercise is to develop”a list of all
the equipment and supply assets the organization has so that you
can assess how well they are used in working towards achieving
your goals. 1If you have a list available to you, review it for
accuracy and see if there are any items that should be added or
removed. If not, think about what the organization has and
develop a list yourselves.

The next step is to decide on cateqgories of items. For
example, you may want to combine all of your desks, chairs,

lamps, file catinets, and bookcases into one category called

"Cffice Furniture." A similar category might be "Examining Room
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Equipment." It is not necessary to list every item separately,
This assessment is not a detailed inventory. It is a broad look
at what kinds of facilities and equipment you have and how you
use ‘ham.  Enter categories you choose in column A of the

"Equipment and Supplies Assessment Worksheet" format that

follows.
FACILITIES AND EQUIPMENT ASSESSMENT WORKSHEET
Category User-Uses Estimated
Maintenance
Costs
(A) (B) (C)

ZXERCISE 2: DEFINING THE USE OF YOUR EQUIPMINT AND SUPPLIES

The purpose of this exercise is to see how your eguipment

and supplies are used to Support your programs and your organi-
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zational home. It is important to keep two separate functions
in mind ~-- (1) delivery of program services and (2) nverall
management of the organization. Both of these functions need
and use various combinations of these assets.

Taking each category developed in Exercise 1, enter the
ways the items are used -- both by programs and by management -
in column B of the worksheet. Some items will have multiple
uses, so be sure to list all of them. Also indicate who uses
the item for each purpose. For example, you might show "travel
to clinic - nufses" as one entry for vehicles. You will use
this information later in deciding whether the use of these
assets makes sense in terms of what the organization is trying

to do and is fair to your workers.

EXERCISE 3: ESTIMATING RAINTENANCE COSTS

It costs money to buy equipment and facilities. It also
Ccosts money to maintain them. Maintenance costs also apply to
equipment donated to you. They are therefore an important
factor in analyzing how well items are used. For example, if
You have something that is very expensive to maintain but is of
limited or marginal use to the organization, you may consider
not using that item in favor of other things that are more

essential.

Develop maintenance estimate costs for each category and
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enter them in column C of the worksheet. Use records
these estimates if you have them. If not, then Jjust
guess as to the annual expenditures involved. It is
necessary that vour figures be highly accurate. You
develop a picture of about what things cost, and how

one category compare with those of others.

EXERCISE 4: ASSESSING HOW WELL THESE ASSETS ARE

Review the completed worksheet carefully to see
organization is taking maximum advantage of what it h

sider the following kinds of guestions:

1. Does it make sense to use things the way
they are used now?

2. Are use patterns fair to everyone, or ar
some people better supported than others?

3. Is anything being wasted? 1Is there any
due to theft?

4. Are there any gaps, where an item should
used for some purpose but is not being usea
that purpose now?

5. Are any of the costs too high for what t
assets bring to the organization in return?

6. Are programs better supported than manag
or vice versa? Should the balance change?
in what way?

7. Do the uses of these assets and the mone
to maintain them reflect accurately what the
organization ic trying to achieve?
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Record your conclusions on a ceparate slieet of pager

for review later in identifying cpportunities for improvement.

Conclusions about uges

EXERCISE 5: PROJECTING FUTURE REQUIREMENTS

On the basis of what you have done up to this point, con-
sider the future -- two _years from now -- and estimate what
equipment and facilities you think the organization should have
at that time and how it should use them. Using the "Future

Facilities and Equipment Projection Worksheet" format that

follows, use the same procedures you used in Exercise 1 through

3 -- defining categories, defining users and uses, and
estimating maintenance costs. If the organization is rlanning
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to espand its programs ‘o new locations or develop new kinds of

programs, be sure to consider these additional requirements in

developing your projections.

FUTURE WACILITIES AND EQUIPMENT PROJECTION WORKSHEET

Category User-Uses Estimated
Maintenance
Costs
(A) (B) (C)

Identifying Opportunities for Improvement

You now know what kinds of facilities and equipment you
have, how you use them, and what it costs to keep them up. You
also have an idea of what your future needs will be. Using all

of this information, identify opportunities for improvement that
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you think would have major effects on the organization's ability
to achieve its goals. List these areas in priority order and

indicate what the expected benefits would be.

Opportunities for change Benefits
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Chapter XI.
Assessing the Organization’s Information Assets

About Information

Accurate, current informatior is an important organiza-
tional asset. The assessment activities yYou have conducted so
far show how useful it can be. It helps you analyze what you
have and what you do. It also helps you make choices about how
to use your other assets and about how *o achieve organizational
goals. It increases the scope of your control over the organi-
zation and over many of the things that affect it.

To keep the organization strong, you need information both
about the outside world and about your own orgaﬁization. With
regard to the outside world, for example, knowing about your
area's demographics helps you estimate how much demand there is
for your services and design your programs to appeal to your
particular clients. Knowing what related organizations are
doing helps you collaborate, cooperate, and compete with them.
Knowing about international family planning norms and policies
and about the requirements and regulations of donors helps you
gain and maintain support. Knowing about new techniques or
approaches in family Planning helps you constantly upgrade your

services. Knowing what the political climate is helps you
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decide how high a profile you want and how to promote your

organization in a positive way. In general, the more you know

about your own environment and beyond, the better able you are
to decide what your contribution is and how to make it.

In terms of your own organization, you need to know what
all of your other assets are, and how they are used. You need
to know how much money you have and how it is being spent. who
your workers are and what they are doing, what your implementa-
tion problems are and what feasible options you have to solve
them, what your programs are achieving, what you can expect in
the future, and what the organization needs to do to maintain
and improve its overall performance. This knowledge helps you

make the most of what you have.

Choosing and using information

The value of your information assets depends on what infor-
matior. you have and how you use it. Deciding what you need to
know, and what information you can really use, is the first
step. These decisions need to be reasonable. You will probably

never have all the information you need. Some of it may not

even exist. Even if it does, it may cost so much and take so
long to get it that it will not serve you well. Many organi-
zations of all kinds collect massive amounts of informatior and
are then unable to take advantage of it. Either there is so
much information that it overwhelms people who try to use it, it

isn't organized in the right way, it is too late, or it is not
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relevant to the organization's real information needs. Valuable
time and money are spent on collecting information, but there is
no payoff for the organization. The information assets are
plentiful, but they are not valuable.

Choosing what you want and need to know takes a lot of
thought. While some information needs are shured by most family
planning PVOs, others are specific to each organization. It is
up to you to decide what your needs are. This decision rests on
what you will do with the information when you have it. For
example, there is no sense in collecting focus group information
unless you are going to use it in structuring your programs and
services. Once you know how you will use the information, then
you can decide when it should be available, and to whom. Strong
information assets are chosen carefully and used well. An
organization with these kinds of assets has better control over
its present and future and can make informed decisions. That is

the main purpose of information.

Preparing for the Assessment

Information needs affect the entire organization.
Different people need and use different information, but
everyone has a stake and an interest in this asset. Therefore,
if you choose to use the team approach, you might include a
cross-section of workers from different parts of the organiza-
tion with different views of what information the organization

should collect and distribute. It is important to note that the
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assessment does not focus on "informaticn systems," but more
broadly oa information in general. Thus, knowledge about the

mechanics of information systems is not necessary.

Assessing Your Information Assets

This exercise guides ynu through identifying information
needed for managing the organization and its programs or activi-
ties, seeing whether or not it is now collected, analyzing where
it comes from and how it is used, and deciding what additional

informatiun the organization needs.

EXERCISE: ASSESSING INFORMATION ASSETS

The purpose of this exercise is to determine (1) what
information you need (2) how you use program it. You will be
thinking about what you have now as well as what you would like

to have,

Step 1. Defining information needs

The first step is determining all of the information you
think you need. Carefully consider all aspects of your organi-
zation and develop a list of important information items. For
example, the list might include demographics of your service

community, budget data, use patterns and service figures, market
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demand statistics, the current and planned activities of other
organizations, status of facilities and equipment, the way tasks
are assigned and carried out by your workers, donor funding
policies and accounting requirements, and current family
planning research findings. Remember that this list is what you
need, not just what you have now. Enter categories of infor-
mation you select in the top half of column A of the

"Information Assessment Worksheet" that follows.

INFORMATION ASSESSMENT WORKSHEET

Information Have? M/P Source(s) For whom?/Why?
(A) (B) (C) (D) (E)

Information needed:

Information collected
but not needed:
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Step 2. Defining what you have

The second step is analyzing the list to see what infor-~
mation is now regularly available to the organization. Look in
turn at each item you have entered in column A. If it is now
routinely collected by the organization, enter a checkmark in
column B. If not, leave column B blank.

Aiso, review the list to see whether or not there is any
information the organization now collects that you did not
include. This would be information you do not need. Enter
these items in the bottom half of column A. Put a checkmark for
each one in column B, since this information is avaiiable to the
organization. It is important to note these items now, because
you may later decide that the effort put into collecting them
can be directed toward gathering other information that is more

important.

Step 3. Deciding what kind of information you-heed

Information can meet "management" needs, "program" needs,
or both. For example, information about worker performance --
attendance, relationships with clients, productivity -- is
relevant in both areas. 1+ affects the quality of services as
well as the organization's ability to manage its assets. This
step involves determining the primary uses of the information
you have entered in column A. Taking each item in turn, enter
"M" in column C if it is primarily for management purposes,
"P" if it is primarily for program purposes, and "M/P" if it

meets both kinds of needs. At the end of the exercise, you
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will be taking an overall look at the organization's infor-
mation assets to identify opportunities for change, and knowing
how broadly certain kinds of information assets serve the

organization can help you assess priorities.

Step 4. TIdentifying where you get your information

Look at all the items you checked in column B. Decide
where the information comes from and who collects it, and enter
your findings in column D. For example, column D for distri-
bution information might read "outlets - clerks." For client

attitudes, it might read "focus groups - interviewers."

Step 5. Assessing how much information you use

Review carefully every item you checked off in column B and
see whether or not that information is actually used by anyone
in the organization. Pay particular attention_to the items you
added in Step 2 that you thought the organization did not really
need. Sometimes old procedures to generate information stay in
place longer than they are needed, and organizations continue to
collect information that they no longer use. For every item in
column B that you believe is used, determine who uses it and
enter the title(s) of the user(s) in column E. Some information
will have multiple users, so be sure to enter all of them.

Also, make a brief note after each user about why he or she

needs the information and how it is used.
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Identifying Opportunities for Improvement

Review the completed worksheet carefully. It will show you
how well developed the organization's information assets are,
and how well the organization uses them. Identifying oppor-
tunities for change, consider how well the organization's infor-
mation needs have been defined up to now and whether the way
information is used makes sense. List your conclusions in

priority order, and indicate what the expected benefits would be.

Opportunities for change Beneflits
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Chapter XII.
Assessing the Organization’s Systems

About Systems

Systems are the ways that things get done in the organiza-
tion. An organization may have systems (o organize and produce
information or to manage money, inventories, workers, distri-
bution, services, client follow-up, equipment maintenance,
pProgram monitoring and evaluation, reporting, or other
functions. There are more generalized systems as well -- for
making decisions, planning, sharing information, and
communicating with others. All of these systems affect how the
organization operates and how it gets things done. Thus, they

affect the organization's ability to achieve its goals.

Formal and jnformal systems

Some organizational systems are "formal." These systems

are usually written down in the form of regulations or pro-
cedures. Sometimes the systems are computerized. Even if they
are not documented, they are the organization's "official"
statement on how things are supposed to be done, and people know
what they are. Organizations also have "informal" systems;

these represent the way things actually get done. Sometimes
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they match or support the formal systems. 1In other cases, they
may conflict with them. Communications are a good example of an
informal system. News travels through the organization in many
ways, not all of which are consistent with official communi-
cations channels. Decision-making is another kind of svetem
that may have both formal and informal components. There may be
formal requirements regarding who makes a decision, and on what
information an< criteria it should be based. In reality, some
decisions may be made at different points, and they may be based

on other factors.

§ystems as assets

Systems can be either an asset or a burden to the organi-
zation. Systems developed for their own sake, or according to
inapplicable standards established elsewhere, usually fa’l in
the latter category. Systems that are tailored.to the organi-
zation's specific needs, that are usable by its workers, and
that help get work done are assets. The general characteristics
of these kinds of systems are described below. As you review
Your own systems, you may discover additional ways they serve
your organization.

Helpful systems organize and simplify a process. They make
complex tasks easier to carry out and manage. While they may
not reduce the amount of work required, they make it more

meaningful and productive. Inventory management is a good

example. A helpful system tells you what you have, where it is,
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when it should be moved, and when you should reorder.

Helpful systems also set relevant standards. Routine

tasks, such as equipment maintenance, are standardized to make
sure that the equipment adequately supports your activities, A
treatment protocol is another form of standardization. Its
purpose is to ensure quality treatment for each client.
Standards tell workers what is expected of them, and they are a
reference point when people have a question about what they
should do. Standards also promote fairness to both clients and
workers. 1In addition, standards limit flexibility to some
extent. Therefore, each organization needs to decide how much
of a "system" is desirable in each area of its operations.

In addition, helpful systems aid in making decisions. They

tell you what you need to know when you need to know it. For
example, your financial system tracks y~ur budget and expendi-
tures and warns you when you are running short of funds. Your
personnel system tells you who your workers are, what talents
they have, what they are doing, and how well they are doing it
so that you can decide whether or not the organization is making

the most of then.

Finally, helpful systems are worth the effort it takes to

run them. Unused systems, like unused facilities, workers, or
relationships, are of no value to the organization. All systems
require work and money, regardless of how simple they are. What
the organization gets out of them should justify what it puts

into them. Very often, an informal system develops because a
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formal system doesn't seem to work. In these cases, the formal
system does not appear to be worth the effort to the people who
are supposed to use it.

Every organization has different system needs. The numbers
and kinds of systems you have depend on what your organization
does, the number and level of workers you have, and reporting
regquirements that may be imposed on you by local government,
donors, or other institutions. All of these considerations are
important in determining what you need to systematize, how
extensive your formal systems should be, the kinds of informal
systems you want to encourage, what you want to standardize, how
much the organization can put into its systems, and what it
expects to get out of them. This manual helps you look at these
kinds of guestions. It does not attempt to guide you through a
detailed analysis of each system. There are a number of books
listed in the Appendix that can help you in that way. The focus
here is on gaining a broad understanding of how well your

systems work for you.

Preparing for the Assessment

Systems, formal and informal, affect everyone in the
organization and every aspect of its operations. People in
higher positions tend to use some systems, such as personnel
management, financial management, and monitoring ard evaluation,

but these systems affect workers at lower levels. Other systems
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may actually be implemented by lower level workers, such as
inventory management and distribution. Therefore, if you choose
the team approach, you may want to select representatives from

various parts of the organization and from various levels.

Assessing the Organization’s Systems

This exercise assumes the participation of a team. 1If you
are conducting the assessment by yourself, then use the exercise

to guide your own analysis.

EXERCISE: ASSESSING THE ORGANIZATION'S SYSTEMS

The purposes of this exercise are to define the organiza-
tion's current systems and analyze how useful they are --
whether they seem to help the organization and are worth what it
takes to maintain them. You will also consider whether the
organization could benefit from additional systems covering

other aspects of operations.

Step 1. Defining the organization's current systems

The first step is to develop a list of all systems the
organization now has -- financial management, personnel manage-
ment, information management, communications, inventory manage-
ment, equipment maintenance, and the like. It is important that

You consider all of the organization's systems, both formal anc
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informal, since both sets affect how work is done. If you
believe that an informal system conflicts with a formal systenm,
mark both of them with an asterisk (*) for further consideration
at the end of this exercise. Enter the list in column A of the

"System Assessment Worksheet" format that follows.

SYSTEM ASSESSMENT WORKSHEET
System Name System Strength
S = very strong
¢ = streng
3 = adequaze
2 = weak
1T overy weak
(A) (B)
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Step 2. Assessing the strength of the systems

Taking each system individually, rate its strength on the
scale of 1 to 5 shown at the top of column B. Strength is a
measure of how valuable and useful the system is to the organi-
zation. In judging value, consider the ccncepts presented in
the introduction to this chapter -- how systems can help
organize and simplify work, set useful standzrds, and help you

meke decisions -- and review the following kinds of questions:

1. Does the system simplify or complicate work?
2. 1Is it used? 1If so, by whom, and for what?

3. 1Is the system itself as simple and
streamlined as it can be?

4. Does it organize important information
and get it to people when they need it?

5. It is expensive to maintain, in terms of
time and money? It is worth it?

6. Does it limit flexibility where flexibility
is needed?

7. If the system is informal, should it be
formalized?

8. Why do conflicts, if any, exist between
formal and informal systems?

Step 3: Identifying areas where additional systems are needed

In reviewing the prganization's current systems, you may
have discovered a need for systems in areas that are presently
uncovered. List these separately, along with the ways you think

they would help the organization.
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New Systems Needed How They Would Help

Identifying Opportunities for Improvement

You now know which systems help you, which ones get in
the way, and whether the benefits they bring are worth the
costs. You also know where new systems would be useful. Review
all of your findings carefully to identify ways your systems
could be improved. List the opportunities for change in

priority order, indicating what the expected benefits would be.

Opportunities for change Benefits
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Chapter XIII.
Assessing the Organization’s Plans

About Plans

Plans are the link between what the organization wants to
achieve and what it does, between its goals and its activities.
Like an accurate map, good plans show you where you are going
and how to get there. They also tell you how far along you are
and when you have choices about which route to take. All of the
assessment activities conducted up to now have suggested oppor-
tunities for change. Achieving and maintaining the changes you
select depends in part on the organization's ability to develop
and use plans.

Like systems, plans help organize things. Also like
systems, they can be assets or burdens. They are assets when
they help you organize and move ahead. They are burdens when
they simply take time to prepare but serve no useful purpose, or

when they confuse people about what they are doing and why.

Kinds of plans

Organizations usually have many kinds of plans, either
formalized in writing or simply understood by workers. There

may be a "grand plan" showing what the organization wants to do
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in the next three years and how it will accomplish those things.

There may be a plan for opening a new clinic six months from
now. There may be a plan for ongoing worker training. There
may e a plan for how the organization will participate at a
conference nert week. Thus, plans vary in scope, complexity,
and the numbers and types of people in the organization they are

supposed to guide.

Plans as _assets

Plans can be used in many ways -- to set targets, to show
the relationships between the organization's goals and what it
does, to guide workers, to monitor progress, to make sure that
other assets are used well, and to help coordinate, integrate,
and put into perspective the many activities that go on in the
organization all at the same time. There are always things you
cannot control, such as outside influences or unpredictable
events. Plans can be even useful in that regard. They show
clearly how much you can control, help you analyze what effect
these other things will have on the plans you have already made,
and guide you in developing alternative strategies to achieve

your goals.

Characteristics of useful plans

There are many factors that determine how much of an asset
the organization's plans are. Common ones shared by PV0Os are

discussed below. As you review your own plans later in this
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chapter, you will discover others that affect the value of plans
in your organization. Knowing what these factors are means that
you can pay careful attention to how your plans are developed
and make them as strong and useful as possible.

Useful plans reflect realistic targets that the organiza-

tion can meet. A target tha% is too ambitious is discouraging.
On the other hand, one that zan be achieved with little effort
does not challenge the organization and take advantage of its
strengths. Plans with realistic targets can help motivate the
organization, and achievement is its own reward.

Useful plans can be implemented, given the organization's

other assets. An overly ambitious Plan is as discouraging as an
overly ambitious target. A plan that is challenging but
reasonable in terms of what it takes to carry it out is likely
to succeed. Often plans can benefit greatly from the partici-
pation of those who will be responsible for implementing them.
Those workers understand what the everyday implications of the
Plan will be. They also have good ideas about how the targets
can best be ac! ieved. Finally, when they do participate, they
have a stake in the plan's success and are committed to making
it work.

Useful plans provide clear direction as to what needs to be

done, and why. They also define rnles and responsibilities.

Some flexibility is always desirable. It encourages workers to
use their creativity. A plan with vague targets and directions,
however, provides no guidance at all. At best, it is ignored. At

worst, it confuses people and interferes with their ability to work.
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Useful plans reflect the organization's best Jjudgment about

how to use its other assets to achieve its goals. If plans are
arbitrary, their weaknesses will rapidly become clear, and they
will not be effective tools. When they result from conscious,
informed choices, they are likely to work well because their
pluses and minuses have been analyzed and weighed in advance.

Useful plans have milestones for monitoring. They define

intermediate targets against which You can measure progress and
evaluate achievement. They also break down major and complex
tasks into more manageable units that are easily understood.
The milestones are freguent enough so that obstacles are dis-
covered right away and you have an opportunity to change your
strategy before your resources are unnecessarlly wasted. Also,
as they are achieved, workers are encouraged to continue.
Finally, all of the organization's plans taken together are
most useful when they are consistent. Every part of the organi-
zation needs a view of the future and guidance as to what its
contribution is expected to be. Therefore, the various kinds
and levels of plans need to fit well together, and all of them
should have a clear relationship to the organization's goals,
How comprehensive your plans are depends on many aspects of
your organization -- how large it is, the scope and complexity
of your programs, how independent the organization is, the time
you have to plan, and the like. The point is that your plans
should be useful, whatever form they take, and knowing what

makes them work will help you in developing them.
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Preparing for the Assessment

Plans affect everyone and can benefit from a wide range of
ideas about what they should say and how they should be used.
Therefore, the \eam approach may be very successful here. You
might include people who currently make plans as well as those

who carry them out. This will give the assessment the broad

perspective it needs to determine how well this asset is used.
If you have written plans, they will be a helpful starting
point and should be available for review. However, the assess-
ment can be carried out without them. 1If the organization has a
wide variety of plans, it would be fdvisable to select a sample
that represent differences in scope and complexity and apply to
different groups of workers within the organization. 1In
addition, if your organization has a goal statement, organi-
zation chart, and job descriptions, these can be helpful as

reference materials.

Assessing the Organization's Plans

The purpose of the exercise here is to determine how useful

the organization's plans are, and why. It is not a detailed
analysis of each plan that you have. Rather, it is a broad look
at the current value of this asset. It is designed as a
structured discussion. If you are conducting the assessment by

yourself, then use the exercise to gnide your own thinking.
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EXERCISE: ASSESSING THE ORGANIZATION'S PLANS

If you have written plans, review their contents so that
you are familiar with what they say and how they say it. If no
written plans are available, briefly discuss the kinds of plans
the organization does have,.and how they are expressed. Then
look at the factors mentioned earlier in this chapter -- charac-
teriscics of good plans -- and think about how well they are
incorporated into your plans. Also discuss whether or not there
are others that should be added.

The remainder of this exercise is devoted to determining
how well the plans serve the organization. With your own plans
in mind, discuss the following kinds of guestions:

1. Do staff know what the plans say?
2. Are the plans followed?
3. Are they clear?

4. Do they provide enough direction? Too
much? Too little?

5. Are they reasonable in terms of targets
and strategies?

6. Are they developed by the people who are
responsible for implementing them? Or do

those people participate in the planning
process®?

7. Who uses the plans?

8. Are the time frames reasonaktle? Too
long? Too short?

9. Do the plans have milestones that are
useful in monitoring?

10. Are the plans consistent with each other
and with the organization's goals?
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Record the results of your discussion. If there are sig-

nificant differences among members of the assessment group, make

sure that these are clearly stated.

Findings
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Identifying Opportunities for Improvement

Plans will be a critical part of following through on the
assessment process. Carefully consider both the guality of your
plans and the way the organization uses them. Identify oppor-
tunities for change that you'believe will help the organization
take better advantage of these assets. Develop a list in

priority order, indicating benefits that can be expected.

Opportunities for change Benefits
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Chapter XIV.
Fcillowing Through

The assessment has introduced you to a new way of looking
at your organizational assets. This manual was developed for
use by a wide range of PVOs. Therefore, you may have found that
some parts of it were less applicable than others to your
organization, or that not all of the worksheets could be
completed. If these things happened, do not be discouraged.

The assessment activities you did complete have shown you the
orgarnization's many strengths. These strengths can be used to
continue the organization's development. The assessment has
also suggested many opportunities for change. The gquestion now,

of course, is how to take advantage of those opportunities.

Gains You Have Already Achieved

It is important first to look at what you have gained
through this process, because the process itself is a kind of
change. You have gained information about your assets that you
can use in all aspects of your organizational activities. VYou
have opened the organization up to new ways of thinking about
itself, and you have gained the interest and commitment of those

who worked with you. You have developed a new perspective on
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how the organization works, how each part affects the others,
and how everything you do is related. You are skilled in identi-
fying both the strengths of your assets and the organization's
ability to use them. You have a clear sense of the organiza-
tion's mission and of the way its assets can help you achieve

your goals.

Guidelines for Choosing Additional Opportunities for Change

All of the gains suggested above indicate that your organi-
zation has already begun to change. You can keep the process
going by responding to what the assessment found. Clearly, no
organization is able to take advantage of every single oppor-
tunity for change all at once. Resources are far too limited,
and choices must be made.

The choices you make will be specific to your
trganization -- what it has, what it does, what.it wants, where
it is, and where it aims to be. There are two general
principles, however, that can apply universally. First, it is
important that the injtiatives you select have an impacf on the
organization. A lot has been invested in the assessment, and
the organization needs to get something positive in return.
Therefore, in examining all of the opportunities, it is helpful
to start out with those that have the greatest impact on the

organization. These are sometimes called impact points. As you

look at the assessment findings, you will note that some actions

will have broader effects than others. For example, a change in
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the worker area might affect workers, clients, programs, expen-

ditures, and systems. You will also see that some changes are
far more expensive than others. An impact point also represents

a cost-effective opportunity for change. What you invest in it

will be returned to you in the form of important organizational
gains.

The second principle involves building on and repeating
Successes you have enjcyed in the past. You have identified
things that the organization does well. These need to be main-
tained. Also, by analyzing why those things are successful, you
can identify strategies that can be transfarred elsewhere to
help improve the organization. This approach is relatively
inexpensive. It also motivates workers, since they see that

their past efforts are valued by the organization.

Choosing Additional Opportunities for Change

Choosing your priorities is the next step, Since you may
already have a core of knowledgeable, interested workers in the
organization, you may elect to involve some of them with you in
reviewing the total picture developed by the assessment and
selecting your initial target areas. These individuals may also
be able to make valuable contrioutions to developing specific
Plans for change. Their creativity may enable you to accomplish
even more than you thought you could with the limited resources

that you have.
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EXERCISE:

As stated in Chapter I, this manual stops short of action

pPlanning. The purpose of this exercise is to help you analyze

SELECTING OPPORTUNITIES FOR CHANGE

what you have found and decide where your change efforts are

likely to bring the greatest rewards.

Step 1. Reviewing initial thoughts

Review the worksheet you developed in Chapter II.

ASSETS Existence Importance Quality
A B Cc
§= most important = exce ent
&= pretty 1mporant = goes
? = somewhat impcrtans = fat-
25 NSt vety imperant Cllielools
*zunimportant = veny oIzt
Workers
Goals
Programs
Relationships
Reputation

Financial assets

Facilities/equip.

Information

Systems

Plans

Look at columns B and C to see if the asset "importance" and

"quality" ratings still hold.

are warranted based on the assessment activities you have com-
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pleted. Then study the relationship between columns B and C

to see what your priorities should be.

Step 2. Selecting priority opportunities for change

Look at the "Opportunities for change - Benefits" work-
sheets you developed for each asset you identified as a priority

in Step 1.

Discuss the options they represent, and identify impact points
that are cost-effective opportunities for change. Also consider
how you can take advantage of past achievements and successes in
stimulating future gains. Summarize your conclusions, {n

priority order, in an integrated list of targets for improve-

ment, indicating what benefits are expected. This list will

help you establish goals and directions for your action plans.

Targets for improvement Benefits
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Moving Forward

To see wr' ner you can maintain the gains you have already
made and achii - *those you target for the future, you may want
to schedule a follow-up assessment six months or a year from

now. This will help you monitor your development and institute

a regular system for self-review.

Knowing what vour assets are now, and knowing how well the
organization uses those assets, you can estimate how much the
organization can achieve on its own. You may also want to take
advantage of outside expertise that may be available to you.
This includes local consultants, training programs, colleagues
in related organizations, local institutions that understand
family planning PVOs and assist them in various aspects of

development, technical assistance available through

international donors, and reference materials.

Meeting the Challenge

The tasks ahead may seem overwhelming. You can control
them. If the choices you make accurately reflect what your
organization can do, then the successes you enjoy will create an
atmosphere of ongoing, positive change. That is the sign of a
healthy, vital organization. Regardless of where you are
starting from, you can develop that kind of atmosphere and make

it work for your organization.
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Appendix A
References

The books and pamphlets listed below may help you as you
move toward a more in-depth assessment of certain of your

organizational assets:

Managing the Non-Profit Organization. Manitoba Institute of
Management.

MAPS Module on Organizational Design. Association of University

Programs in Health Administration (AUPHA), Office of Inter-
national Fealth Administration, Washington, D.C.

MAPS Mocule_on_ Personnel and fuman_Resources Management. AUPHA.

MAPS Mocdule on Financial Management. AUPYA.

MAPS Mocdule on_Community and External Relations. AUPHA.

MAPS Mocdule on_Materials and Facilities Management. AUPEA,

MAPS Module on Options Analysis_and Implementation. AUPHA,

Anthony and Herzlinger, Management Control in Nonprofit
e

Crganizations, Richard D. Irwin, Inc., 1980 (Revis d).

Abramson and Halset, Planning for Imp
mance: _A_Guide for Managers and Co
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