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for high quality responses to HIV

Rapid assessment guide



Civil society organisation capacity
analysis series

Building the organisational, HIV technical, and policy
capacity of civil society organisations is key to planning
and delivering high quality responses to HIV. The
International HIV/AIDS Alliance (the Alliance) works

with its civil society partners to ensure that they have
the skills and strategies needed to make effective
contributions to national HIV efforts as implementers and
supporters of community-based action.

The Alliance has developed a series of toolkits to support
the capacity analysis and capacity development of the
following types of civil society organisation:

e community-based organisations (CBOs)
e non-governmental organisations (NGOs)
e networks

¢ intermediaries (organisations that support
CBOs, NGOs and networks).

These toolkits provide structured approaches to the
participatory identification of capacity building needs and
planning of responses. They allow users to generate both
quantitative and qualitative baselines which can be used
to track progress in organisational development.

The Alliance also publishes a range of complementary
materials on organisational development, technical HIV
issues, and policy and advocacy which can be used

to support capacity development efforts subsequent
to analysis. To view these resources, please visit the
Alliance website: www.aidsalliance.org and the NGO
support website www.ngosupport.net

Frontiers Prevention Project

The Frontiers Prevention Project is a multi-country
prevention-focused initiative which aims to slow
the spread of HIV and support populations that

are key to the epidemic in responding to the HIV
related challenges they face. It focuses on low
prevalence countries that are put at risk by growing
epidemics, working specifically in Cambodia,
Ecuador, India, Madagascar and Morocco.

Funded by the Bill and Melinda Gates Foundation,
the project has made an important contribution to
increasing knowledge of HIV and how to prevent it,
improving access to and the quality of treatment
for sexually transmitted infections, and the creation
of community-based organisations and networks
of people living with and affected by the virus.
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1 Introduction

What is this toolkit?

The overall aim of this toolkit is to build the skills
required by civil society networks to develop and
strengthen their capacity. It can be used by networks to
help identify their capacity building needs, plan technical
support interventions, and monitor and evaluate the
impact of capacity building. It provides a structured
approach to generating both quantitative and qualitative
information about the situation of the organisation at the
time of analysis. The resulting outcomes can also be
used to track progress when developing capacity.

Why was this toolkit developed?

Civil society networks play a vital role in supporting and
developing key services required to respond to the
HIV epidemic.

Those networks that represent communities key to the
dynamics of HIV transmission are particularly important,
specifically in their involvement in decision making and
programming around HIV. These communities commonly
experience high levels of stigma and discrimination, are
routinely denied services, and are disproportionately
infected with and affected by HIV. The Alliance uses

the term ‘key populations’ to refer collectively to sex
workers, gay and other men who have sex with men,
and injecting drug users because these groups are
significant for two reasons. They are key to patterns of
HIV transmission and to preventing and mitigating the
impact of HIV and AIDS. It is anticipated that this toolkit
will be of particular use to these networks of

key populations.

Networks are traditionally supported by donors and
NGO support organisations through a mix of restricted
project-based funding, advocacy and profile-raising
opportunities. Such support often allows only limited
opportunities for networks to develop their own
institutional capacity. This is partly due to a limited
understanding of the structures, systems and resources
that are important if networks are to meet their
objectives in a sustainable manner.

The intention of this toolkit is to contribute to a better
understanding of what makes for successful, well
functioning networks, and to the development of
methodologies for analysing and building their capacity.

How can this toolkit be used?

This toolkit is the third in a series of civil society focused
capacity analysis toolkits produced by the Alliance

with the support of USAID and The Bill and Melinda
Gates Foundation. The first two toolkits are specific to
community-based organisations (CBOs), and to non-
governmental organisations (NGOs). They are available
to order and download from: www.aidsalliance.org/
publications.

In order to respond to the different needs and situations
of networks, this network capacity analysis toolkit has
been produced as two separate publications. The first
is a detailed workshop facilitation guide and the
second a rapid assessment guide. As a general rule,
the workshop facilitation guide can be used, where
resources and aspiration allow, to structure, deliver and
report on a two to three day workshop. Alternatively,
the rapid guide can be used to plan, steer, and collect
outcomes of a meeting or teleconference where, due to
specific needs or limited resources, the aim is to do a
more rapid capacity analysis.

What do the toolkits cover?

Capacity can be seen as a function of many different
factors: individual capabilities, ways of organising,
cultural norms and physical assets all combine to enable
a network to work towards its mission. The toolkits
emphasise the value of a variety of factors contributing
to capacity and identify six key areas that are particularly
important to civil society networks engaged in HIV
programming and policy work:

Involvement and accountability

Leadership

Knowledge and skills

Internal communication

Advocacy, policy and external communication
Management and finance

Mmoo w>»

For the majority of networks, working in specific
geographical areas or with specific key populations,
all six areas of capacity will complement and reinforce
each other, and together combine to enhance the
sustainability, quality, integrity and impact of activities.



2 Which toolkit is the best for my network?

Rapid assessment guide

Workshop facilitation guide

=% Can be used by all networks to understand
what they are able to do well and what they need
to do better.

=) Can be used by all networks to understand what
they are able to do well and what they need to do
better.

=% For use by new, local level and/or informal
networks. It does not require high literacy levels.

=) For use by new and established networks. It
requires facilitation either by an internal staff member
or by an external facilitator.

=» Can be used during a meeting with a group from
the network. The meeting would last approximately
four hours.

=¥ Involves an initial planning meeting followed by a
workshop lasting roughly two to three days.

=9 Can also be used as a questionnaire for network
leaders, staff, members, and others outside the
network as appropriate. The questionnaire can be
completed by one person interviewing another (face-
to-face or over the telephone), or by an individual
themselves.

=% Uses a cross section of staff from within the
network to work through group exercises and then
score each capacity area. Additionally, there is a
selection of validation tools with external stakeholders
using interview formats to validate results and gain a
different perspective on the network.

=» Has guidance notes to help networks through
the process.

=¥ Has detailed notes on conducting the group
exercises, how to facilitate the workshop and how to
conduct the external interviews.




3 Using the toolkit

There are six subjects in this toolkit, called ‘areas of
capacity’ (see page 12). Each area of capacity begins
with an open-ended question, followed by more
detailed questions. Participants are asked to give their
network a score based on the listed indicators. At the
end of each area of capacity there are two discussion
questions to help the network plan improvements in
any weak areas and find out what resources

are needed.

3.1 How to use this toolkit during a
meeting with a group from the network

=% Preparation
You will need to:

e |nvite five to ten participants. Make sure they are told
when and where the meeting will be held and how
long it will last. Make sure that the participants are
knowledgeable about the network and representative
of different kinds of members and levels within the
network. Plan for meals, refreshments and a place to
stay overnight as necessary. Decide who will pay for
travel costs.

¢ Invite someone to lead the process by asking the
questions and leading the discussions (this person
will lead the process but not take part). This person
can be called the facilitator.

¢ Invite someone to write down the scores, interesting
points from the discussions and collect other relevant
information into a brief report. This person should be
a good listener and writer. He/she will not take part
in scoring and discussions and so does not need to
know the network well. This person can be called the
documenter.

e Reserve a quiet space to hold the meeting. Make sure
that the identities of the participants are protected if
necessary.

e Complete the network organisational profile. The
network leader should do this and make sure it is
checked by at least one other senior network member
or staff.

e Hold a meeting with the facilitator and documenter
to make sure that they understand how the toolkit
should be used, know what level of understanding
to expect from the participants, and what should
be included in the report. Share the network
organisational profile with the facilitator and
documenter. Agree the purpose of the meeting, who
will finalise the action plans and how the information
will be used and disseminated. The facilitator will
need this information to give to the participants.

e QOrganise materials, resources and refreshments
needed for the meeting.

e Make enough copies of the toolkit for the facilitator,
documenter, and participants if you think they will
want or need them.

® Invite a translator to the meeting if necessary.

=» Facilitating the meeting
Step 1

Introduce yourself and ask everyone to share their
names and their roles.

Step 2

Explain the purpose of the meeting. Explain that during
the meeting the participants will be asked a lot of
questions about the network. Encourage them to be
honest in their answers so that the network can improve
and be more effective in the future. Tell participants
whether they will receive a copy of the report and why.

Step 3

Ask the participants to agree that everyone should stay
until the end of the meeting without any interruptions.
Distribute copies of the toolkit if you think this is
necessary.

Step 4

Introduce the first area of capacity (involvement and
accountability) with some basic definitions. Ask the
open-ended question. Facilitate a brief discussion.

Step 5

Ask the first detailed question and read out the four
indicators. Ask the participants to identify the indicator
that describes them the best. Encourage an exchange
of views before agreeing a final score. The documenter
should write down the agreed scores and any points of
disagreement. Repeat this for all the detailed questions.



3 Using the toolkit

Step 6

Ask the participants — “What should the network do
to improve this area of capacity?” Write a list. Ask the
participants to identify which actions might be more
important than others. The documenter should record
this ordered list.

Step 7

Ask the participants — “What resources are needed to
implement these actions?” The documenter should
record the answers.

Step 8

Repeat this process for the remaining five areas of
capacity. Include some short breaks for a drink or ten
minutes to stand up and stretch.

Step 9

Close the meeting by reminding participants about

who will write and see the final report, how actions to
improve capacity will be agreed, and who might be able
to provide training or support to the network to improve
their capacity. Thank the participants for their time and
opinions.

=) Tips for the facilitator and documenter

The facilitator needs to make sure that:

e everyone is involved in the discussions

e the discussions remain focused on the question

e there is an exchange of ideas rather than one person
answering the question (use questions such as,
“What do the rest of you think?”)

¢ the participants are not frightened to be honest and
give weak scores

e difficult terms are explained

e time is allowed for translation, if relevant.

The documenter needs to make sure that he or she:
e can hear the participants from where they are sitting
e has the resources to take notes — paper, pens, etc.

e only uses a computer to take notes if he or she has
good computer and typing skills

e knows what information should be collected -
scores, interesting discussion points or areas of
disagreement, actions that are suggested to improve
areas of capacity and the resources that are needed
for these actions as well as a list of names and roles
of participants, facilitator and documenter.

3.2 How to use this toolkit to interview
individuals

This toolkit might be used as a questionnaire to interview
individuals if the network leader and members are
geographically dispersed and attending a meeting

or workshop together is logistically too difficult or
expensive. The questionnaires would be completed

with support from an interviewer to overcome language
difficulties and to facilitate the timely completion of

the process successfully. The same interviewer should
conduct all the interviews. Remember that the interviewer
will need to spend a lot of time conducting the
interviews, may need to travel large distances to reach
interviewees, or spend a long time on the telephone. This
process may not be cheaper than holding one meeting
for everyone. It does not allow individuals to meet and
talk to each other, which can be an important benefit of
holding one meeting for everyone.

=% Preparation
You will need to:

e |dentify five to ten participants to be interviewed.
Make sure they are told when and where the interview
will be held and how long it will last. Make sure that
the participants are knowledgeable about the network
and representative of different kinds of members
and levels within the network. Plan for refreshments
and a place to stay overnight for the interviewer as
necessary. Decide who will pay for travel costs of the
interviewer or phone call charges.

e Invite someone to be the interviewer. The interviewer
should facilitate the interview and write down the
scores, interesting points from the discussions and
collect other relevant information into a brief report.
This person should be a good communicator, listener
and writer.

e Reserve a quiet space to do the interview.

e Complete the network organisational profile. The
network leader should do this and make sure it is
checked by at least one other senior network or staff
member.

e Hold a meeting with the interviewer to make sure he
or she understands how the toolkit should be used,
knows what level of understanding to expect from
the participants, and what should be included in
the report. Share the network organisational profile
with the interviewer. Agree on the purpose of the
interviews, who will finalise the action plans and
how the information will be used and disseminated.
The interviewer will need this information to explain
to the interviewees. Agree on how the interviewer
should present the information generated during the
interview and how an overall score for each detailed
question should be calculated. This can be done
by either identifying the most common score given
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across the interviews or by averaging the scores
by adding up all the scores in one area of capacity
and dividing this number by the number of detailed
questions for the area of capacity.

e Make enough copies of the toolkit so that the
interviewer can use one for each interview.

e Send copies of the toolkit to the interviewees in
advance.

=) Interviewing the individual

Step 1

Introduce yourself and confirm his or her name, role and
contact details.

Step 2

Explain the purpose of the interview. Explain that during
the interview they will be asked a lot of questions about
the network. Encourage them to be honest in their
answers so that the network can improve and be more
effective in the future. Tell the interviewee whether they
will receive a copy of the report and why.

Step 3

Ask the interviewee to agree to be available until the end
of the meeting without any interruptions. Check that they
have received a copy of the toolkit.

Step 4

Introduce the first area of capacity (involvement and
accountability) with some basic definitions. Ask the
open-ended question. Note the answer.

Step 5

Ask the first detailed question and read out the

four indicators. Ask the interviewee to identify the
indicator that best describes their impression of the
network. Explain that if the answer to some questions
is not known then these will be marked N/K for Not
Known. The interviewer should write down the chosen
indicator score and any interesting issues raised by the
interviewee. Repeat this for all the detailed questions.

Step 6

Ask the interviewee — “What should the network do
to improve this area of capacity?” Write a list. Ask the
interviewee to identify which actions might be more
important than others. Record this ordered list.

Step 7
Ask the interviewee — “What resources are needed to
implement these actions?” Record the answers.

Step 8
Repeat this process for the remaining five areas of
capacity. Include some short breaks.

Step 9
Close the interview by reminding the interviewee

who will write and see the final report, how actions to
improve capacity will be agreed, and who might be
able to provide training or support to the network to
improve their capacity. Thank the interviewee for their
participation.

Step 10

Write the report by reviewing all the interviews, giving a
score for each detailed question in each area of capacity,
and summarising any interesting issues raised. Add a
conclusion and any other relevant information such as a
description of the process used and information about
the interviewees.

3.3 How to use this toolkit as a
questionnaire to be completed by
individuals themselves

This toolkit might be used as a questionnaire to send out
to individuals to complete on their own if literacy levels
among potential participants are high, and if it is not
possible for participants to come together for a meeting.
This approach risks questions being misinterpreted

and it will not be clear how well the participants have
understood the questions before answering them. The
approach is likely to provide scores but include limited
extra information about why the scores were given.

= Preparation

You will need to:

e |dentify five to ten participants to complete the
questionnaire. Contact the participants and ask them
if they would agree to complete the questionnaire in
the time required. Make sure they are told how long
it will take to fill in, when it should be completed by
and who it should be returned to. Make sure that the
participants are knowledgeable about the network
and representative of different kinds of members and
levels within the network.

e Decide who will pay for the postage or faxing costs to
send and return the questionnaires.

e Decide who will have access to the information
contained in the report and how it will be
disseminated.

e Agree on who will read the questionnaires, analyse
the information and write the report.

e Adapt the toolkit if you want the participants to write
down any key points of interest about each area of
capacity.

e Write a covering letter to be sent out with the toolkit.
The covering letter should:

* remind the participants of previous discussions
and agreement to be a participant

e state the purpose of the questionnaire and who
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else will be completing the questionnaire
e explain who will see the information, write the
report, and receive the report
e explain what to do to complete the questionnaire
* encourage the participants to be honest in their

answers so that the network can improve and be
more effective in the future

e explain that if they do not know the answer to any
questions, then these questions should be marked

N/K for Not Known

e detail who should be contacted if he or she has
any questions or needs further explanation

e explain why the network organisational profile has
been sent to them

* remind the participants when the questionnaire
should be returned and to whom

e say who will be responsible for post, faxing or
courier costs.

e Complete the network organisational profile. The
network leader should do this and make sure it is
checked by at least one other senior network or staff
member.

Step 1

Send a copy of the toolkit and network organisational
profile with a covering letter to each participant leaving
plenty of time for it to arrive. The toolkit can be sent by
post, fax, courier, email or by hand, as appropriate.

Step 2

Contact the participants to check that they have
received the toolkit and covering letter and ask if they
have any questions. Remind them when to return the
questionnaire and to whom.

Step 3

Write the report by reviewing all the interviews, giving
a score for each detailed question in each area of
capacity, and summarising any interesting issues
raised. Add a conclusion and any other relevant
information such as a description of the process used
and information about the interviewees. Attach the
questionnaires as an annex to the report if required.



4 Network organisational profile

1. Name/title of the network

2. When established
When was the network set up? ( J

When was the network legally registered (if relevant)? [

3. Contact details of the network

4, Coverage of the network
Where is the network leadership based?
What geographical area does the network try to cover?

-

N

5. Network structure and membership

Who leads the network?

What are the main jobs/roles in the network?

How many full-time or part-time staff are there (paid or unpaid)?
How many members are there?

What is the membership criteria?

-




4 Network organisational profile

6. Overview of the network’s activities
What is the focus of the different activities? Who does the network work with?

-

N

7. Key achievements and main challenges
What have been the network’s key successes?
What have been the main problems or challenges?

-




4 Network organisational profile

10

8. Network resources
What financial and material support does the network receive from a) within the network b) outside the network?

e N

\_ /

9. Future plans
What are the immediate needs/priorities of the network?
If the network received more funding, how would it be used?

e N




5 Areas of capacity

There are six subjects covered in this toolkit. They are
called ‘areas of capacity’.

Involvement and accountability
Leadership

Knowledge and skills

Internal communication

Advocacy and external communication
Management and finance

Mmoo w >

Each area of capacity begins by asking an open-ended
question, followed by a number of more detailed
questions. Participants are asked to give their network a
capacity score based on the listed indicators — 1 being a
weak area and 4 a strong area. At the end of each area
of capacity there are two discussion questions to help
the network plan for improvement and find out what
resources are needed.

How to work through the area of capacity
./[ 1. Ask the open-ended question ]

- e

1. Process for Does the network | Processes do
involvement have consistent not exist
processes to gain
the involvement
of members in
network activities?

How do you encourage the active involvement of network members
and accountability to the members and other beneficiaries?

2. Ask the detailed
question

J

Capacity score

3

Some processes | Processes are
are used but not | consistently

consistently used

Processes are
consistently
used and
documented

4. When you have finished all the
questions and scores, discuss the
two planning questions and note
recommendations

3. Choose the most relevant
indicator and make a note of

the score

What actions should the network take to improve its capacity? (list in order of priority)

What resources are needed to implement these actions?

11



: Involvement and accountability

5 Areas of capacity A
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5 Areas of capacity A
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A global partnership:

International HIV/AIDS Alliance
Supporting community action on AIDS in developing countries

Civil society organisation capacity analysis series

The Alliance has developed a series of toolkits to support the capacity analysis
and capacity development of the following types of civil society organisation:

community-based organisations (CBOs)

non-governmental organisations (NGOs)

networks

intermediaries (organisations that support CBOs, NGOs and networks).

The Alliance also publishes a range of complementary materials on organisational
development, technical HIV issues, and policy and advocacy which can be used
to support capacity development efforts subsequent to analysis. To view these
resources, please visit the Alliance website: www.aidsalliance.org and the NGO
support website www.ngosupport.net

International HIV/AIDS Alliance
(International secretariat)

Queensberry House, 104-106 Queens Road
Brighton BN1 3XF, United Kingdom
Telephone: +44(0)1273 718900

Fax: +44(0)1273 718901

mail@aidsalliance.org
www.aidsalliance.org
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