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Foreword 

 
Increasing access to contraceptive methods, information and choice is an integral part of IPPF Africa 
Region’s (IPPFAR) work across the Sub-Saharan Africa Region. Playing a key role in helping countries 
realize Millennium Development Goals, as well as Family Planning 2020 and Ouagadougou Conference 
commitments, IPPFAR through its network of Member Associations (MAs) implements several initiatives 
adapted to the context of the region to improve access and use of family planning to help individuals attain 
sexual and reproductive health. One of these initiatives is the partnership between IPPFAR and the 
EngenderHealth-led RESPOND Project.  
 
Particularly concerned with low family planning uptake in West Africa, the two institutions started an activity 
to increase access and use of contraception, with a focus on the highly effective, yet under-used, long-acting 
reversible methods (e.g. IUD and implant) in 2011 in 3 MAs (Benin, Burkina Faso and Togo). A key element 
of the project was the design and testing of the Organisational Capacity Assessment Tool (OCAT) that helps 
MAs assess their own capacity, strengths and technical assistance needs in relation to the supply, enabling 
environment, demand creation and service delivery elements of family planning programming.  
 
As OCAT is an organizational assessment tool, programmatic leadership/management is assessed in 
addition to issues of supply, enabling environment and demand. During the process, MAs self-assess their 
current systems and functions, covering 20 objectives across the four elements. OCAT outputs produce a 
baseline of information, giving MA teams an awareness of where they are and where they need to go to 
improve or add a service. Based on their scores, each MA then designs a strategic plan to strengthen 
weaknesses and build on strengths.  
 
After two years of partnership work, great successes were measured in increasing couple years of 
protection (CYP) with both short- and long-acting contraceptive methods. IPPFAR’s MAs using OCAT, 
reported that they highly value the exercise because it gives them another opportunity to discuss their 
strengths and weaknesses and to work together to map out future directions. After the initial positive 
results, EngenderHealth and IPPFAR (through the RESPOND project) decided to replicate and scale-up 
the process using an IPPFAR peer to peer approach with 3 new MAs (Senegal, Niger and Cote d’Ivoire).  
 
Current results show successes in all six MAs, not only in terms of family planning increases but with overall 
improvement in programme management. IPPFAR believes that additional MAs can pave the way to 
increasing contraceptive use in general, and long-acting methods in particular; by using OCAT coupled with 
IPPFAR new initiatives (e.g. QoC, Social Franchising…) and targeted technical assistance to build MAs 
capacity. In collaboration with our partners in the region, IPPFAR pledged to put in place a clear South to 
South plan to roll out the tool. We will work to reposition the use of long-acting family planning methods in 
our programmes while advocating for enabling environments for the provision of all contraceptive services 
and information to increase our clients’ contraceptive choices.  
 
We in IPPFAR are committed to use the OCAT tool and approach as one of our programming tools in the 
Region. 
 
Sincerely,  
 
 
 
Lucien Kouakou 
Regional Director, IPPF Africa Regional Office 
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Organizational Capacity Assessment 
for Family Planning Programming—  
Long‐Acting Methods (IUDs/Implants) 

 

Introduction  
This assessment approach was developed by the RESPOND Project to enable organizations to 
quickly assess their capacity to provide family planning services, with an emphasis on long-acting 
family planning methods (the intrauterine device [IUD] and implants). It is important to emphasize 
that this tool helps organizations assess their own capacity, with the assistance of an outside facilitator. 
It is intended to capture what systems the organization has in place to support the provision of high-
quality services for long-acting methods. As such, when reviewing the capacity assessment, it is 
important to focus on the systems and functions at the organizational level, not simply at the clinic 
level. 
 
The assessment tool was developed using a framework for programming developed by 
EngenderHealth: the Supply, Enabling Environment, and Demand (SEED) Programming Model.1 As 
this is an organizational-level assessment, a fourth element was added to the assessment tool: 
Programmatic Leadership and Management. For each element, a number of objectives are included, 
each with a range of capacities to be rated. Organizations are able to rate their own capacity, first 
individually, then as a group. Rating scores can range from a clear need for capacity building (1) to a 
high level of capacity in place (8).  
 
Goals of the Assessment 

Facilitate Rapid Assessment 
The Organizational Capacity Assessment is a cross-sectional review of organizational performance at 
one point in time. It provides a snapshot of the strengths of an organization and of the opportunities 
for improvement. As a rapid assessment, it is not an exhaustive review of all performance indicators. 
The assessment tool is intended to guide participants through the process of self-evaluation.  
 
Participants, therefore, are encouraged to not get stuck on any one specific circumstance. Participants 
will not agree on every measure, although to the extent possible, the facilitator should try to reach a 
consensus. Debates over a higher or a lower rating can be resolved by keeping the goal in mind: 
identifying areas in the organization that can be improved. If the organization determines that it would 
like to focus on a particular area for growth and development, its members may be encouraged to 
choose a lower score in that objective.  
 
Measure Change over Time 
Organizations can apply the Organizational Capacity Assessment at any time. Repeating the process 
six months to one year later will enable the organization to review improvements or identify challenges 
or gaps that persist. This will enable each organization to see where they have improved over time and 
to evaluate where more improvements remain needed. 
 
 

                                                 
1 EngenderHealth. 2011. The SEED assessment guide for family planning programming. New York. 
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Foster Candid Dialog  
The process of self-evaluation is critical to the effective use of the assessment tool. The Organizational 
Capacity Assessment is meant to elicit a candid discussion about the organization and its systems and 
processes, to determine where both its strengths and opportunities for improvement lie. With support 
from an outside facilitator, the organization is able to carefully assess its strengths and weaknesses. 
  
While individual scores will become important to measure changes in performance over time, the very 
process of self-assessment and the dialog on each objective is highly valuable. As such, it is essential 
that facilitators build an open rapport that supports and encourages honest participation across 
different staff levels. 
 
Clarify Technical Assistance Needs 
Conducting an Organizational Capacity Assessment enables each organization to consider where there 
is a need for organizational and programmatic improvement and how best to facilitate capacity 
building to fill those needs. The results of the assessment can help organizations objectively determine 
where technical assistance is needed, as well as how to facilitate technical assistance from ministries of 
health or other local and international nongovernmental organizations (NGOs). 
 
Steps 
The instructions below describe in greater detail the steps needed to complete the assessment: 
1. Identify the assessment team. 
2. Individually complete the assessment tool.  
3. Collectively discuss individual assessments and compare differences. 
4. Engage in discussion and planning: 

a. Identify opportunities. 
b. Prioritize action plans. 
c. Identify barriers (root cause analysis) 
d. Identify sources for technical assistance/capacity building 

 
Instructions 

1. Identify Assessment Team 
Organizational leadership identifies staff from a cross-section of the organization to participate in the 
Organizational Capacity Assessment. These staff must to be familiar with the policies, processes, and 
procedures of the organization’s health facilities and clinics. They should also be very familiar with the 
family planning services being provided to clients. As such, they should be diverse in terms of levels of 
staff. Leadership should consider including staff from across the depth and breadth of clinic functions:   
 Director of programs 
 Clinic directors 
 Community outreach specialists  
 Clinic-based family planning counselors  
 Clinic-based family planning service providers (including clinicians) 
 Monitoring and evaluation specialists 
 Clinic supervisors 
 Commodity logisticians and planners 
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It is essential for the organization to include participants from outside the capital or the headquarters 
of the organization. This is critical to capture a representative viewpoint on the state of capacity within 
the organization for supporting the range of family planning services. It is recommended that 8–12 
staff participate in the assessment, so leadership must carefully select the participants from across the 
organization. 
 
2. Individually Complete the Assessment Tool 
Participants should receive the assessment tool with enough time to read the document thoroughly 
and to carefully assess the organization’s capacity needs. While not exhaustive, the assessment is 
thorough. Participants should be very familiar with the organization and will need sufficient time to 
consider each dimension carefully.  
 
Individually, participants are to assign a score for each objective within each dimension (supply, 
enabling environment, demand, and programmatic leadership and management). Scores range from a 
clear need for capacity building (1) to a high level of capacity in place (8). No rating will perfectly 
describe an organization. Therefore, participants should choose the rating that most closely describes 
their existing capacity, from their individual perspective. The assessment should serve as a guide, one 
that will be repeated and discussed over time. It is expected that the ratings are a best estimate, not an 
exact measurement, of an organization’s capacity.  
 
3. Collectively Discuss Individuals’ Assessments and Compare Differences 
Once all participants have completed the assessment individually, they submit their scores to the 
facilitator. The facilitator enters the data into the Scoring Sheet (see Appendix A) to determine areas of 
common weakness or areas on which there is significant disagreement.    
 
During the assessment meeting, all participants who have completed the tool are invited to collectively 
arrive at a consensus score for each objective. It is essential that facilitators set the tone early for 
candid, honest dialogue and analysis. Prior to the meeting, the facilitator should discuss with the 
organization’s leadership the purpose of the assessment and the process to be used during the 
collective discussion. Noting that a cross-section of the organization will be present, it is important to 
create an atmosphere conducive to open dialogue. The facilitator can begin with an icebreaker exercise 
and then lead a discussion with open-ended questions to guide participants to begin candid dialog, to 
reorient conversation, or to help participants talk through points of contention. Potential discussion 
questions are listed on page 10.  
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DISCUSSION QUESTIONS to Facilitate Dialogue  

THE SUPPLY OF IUDS/IMPLANTS 
1. How does your organization ensure availability of all methods in its clinics? 
2. How does the availability of IUDs/implants differ across clinics? What accounts for this 

difference? 
3. What user fees are associated with IUDs/implants? 
4. How are family planning providers trained in counseling for and providing IUDs/implants?  

How (and how often) do they receive refresher trainings? 
5. How (and how often) are training curricula updated? 
6. How does your organization ensure that job aids and guidelines for counseling on 

IUDs/implants are up to date and based on international standards/best practices? 
7. How does your organization ensure quality improvement2 in its clinics? 
8. How does your organization integrate IUDs/implants into other reproductive health services? 
9. How does your organization advocate for national policies that support access to 

IUDs/implants (i.e., advocate for national policies that eliminate eligibility requirements or 
advocate that IUDs/implants be included on the national essential drug list)?  

ENABLING ENVIRONMENT FOR IUDS/IMPLANTS 
1. What are your organization’s current service delivery standard operating procedures or 

guidelines regarding IUDs/implants? 
2. What data does your organization rely on/use routinely for decision making/forecasting for 

procurement or commodity security? 
3. How does your organization ensure access to IUDs/implants for clients who cannot afford 

them? 

DEMAND CREATION FOR IUDS/IMPLANTS 
1. How does your organization ensure that clients can make informed and voluntary decisions 

regarding IUDs/implants? 
2. What kinds of behavior change communication activities is our organization involved in? 
3. What are the most useful communication avenues for generating demand? 
4. What are the biggest barriers to clients’ requesting IUDs/implants? 

PROGRAMMATIC LEADERSHIP AND MANAGEMENT FOR IUDS/IMPLANTS 
1. What types of programmatic plans exist that incorporate IUDs/implants? Are there any long-

range plans? 
2. How does your organization plan to ensure the consistent provision of and access to 

IUDs/implants? 
3. How does your organization incorporate evidence-based data into its decision-making 

processes? 
4. How does your organization support staff and staff development? 
5. How does your organization motivate staff? 
6. What does your organization do to retain high-performing staff? 
 

                                                 
2  Quality refers to providing client-centered services and meeting clients’ needs. The quality improvement process is an 
 effort to continuously do things better until they are done right the first time, every time (EngenderHealth. 2003. 
 COPE handbook: A process for improving quality in health services. New York). 
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The facilitator should open for discussion ratings for which there was little consensus: On which 
dimensions did the group agree, and on which dimensions did individuals rate capacity similarly? On 
which did the individuals rate capacity needs differently? However, teams should not deliberate too much 
on which level to rate themselves. The assessment is a means (a process) to an end (assessing needs for 
capacity building). Lower scores point to greater need for capacity building or to an area upon which to 
focus. Higher scores point to areas where the organization has less need for capacity building.  
 
When the participants have agreed on a score for each objective, the facilitators should document the 
final collective scores. Because the capacity assessment is to be repeated annually, it is important to 
document how the participants arrived at a collective score and what documentation they have drawn 
on to reach it. Facilitators should use the group’s Collective Score Sheets (pages 17–36) to list 
documentation that justifies the rating (including chart-reviews, patient interviews, observation, or 
client flow analysis). They should use the comments section as well, to add other information that 
explains the rating assessed by the group.  
 
In the end, groups will have one agreed-upon score for each objective (20 in total). Facilitators will 
document the final collective agreed-upon scores on the Collective Score Sheet. 
 
4. Engage in Discussion and Planning 
After rating their capacity, organizations are encouraged to begin the process of identifying 
priority organizational improvement actions. At the end of each section, organizations will have 
the opportunity to reflect on the forces that support high capacity and the barriers to high 
capacity, as well as to develop actions that can be taken to improve their organization’s 
performance.  
 
a.  Identify Opportunities 

The Organizational Capacity Assessment provides an excellent forum for organizations to 
reflect on their strengths. This opportunity should not be overlooked (particularly before 
delving into the complexities of organizational challenges). Facilitators are encouraged to 
spend time discussing those dimensions that participants rated highly or felt that their capacity 
was the strongest. Using the Problem Analysis Discussion Worksheet (page 13), the facilitator 
leads a discussion to identify opportunities for action. 

 
b.  Prioritize Action Plans 

After the discussions around scoring and capacity needs, organizations are faced with the 
challenge of prioritizing their action plans—that is, what does the organization most want to 
work on? Once a list of potential actions has been identified, the facilitator leads a discussion 
to prioritize actions.  
 
Ideally, the actions would be categorized by the components of the Organizational Capacity 
Assessment:  
 Supply 
 Enabling Environment 
 Demand  
 Programmatic Leadership and Management   
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However, it is also possible to group actions into the following categories: 
 Institutional and Programmatic—those internal actions that can be undertaken by the 

organization itself 
 Infrastructure and Equipment—those internal actions that require reallocation of resources 

or acquisition of additional resources 
 Training and Development—those actions that require external support 

 
The facilitator should help the organization to develop a realistic schedule of actions over the 
course of one year (or over a period to be determined by the organization). Action plans should 
include timelines and budgets and should identify those responsible for implementing them. 
 

c.  Identify Barriers (Root Cause Analysis) 
The process of self-assessment is likely to uncover many areas for improvement. Deciding where 
to begin and which areas to focus on can be difficult when they are all assessed at the same time. A 
root-cause analysis can enable an objective assessment of the barriers to high-capacity (see example 
below).  

 

 
d.  Identify Sources for Technical Assistance/Capacity Building 

Organizations should identify gaps between their actual systems and the highest standards of 
quality. This will help them evaluate the technical assistance needs that will need to be filled by 
others, such as international projects and programs, the Ministry of Health, or other local and 
international nongovernmental organizations.  

 

Example: Multiple Whys 
Finding:  There is a long delay between the time a complication occurs at the clinic and the time at 
which an appropriate provider arrives on the scene. 

Why?    Clinic staff do not know which providers are on call and how to reach them. 
Why?    There is no duty roster with this information posted in the client-care areas. 
Why?    This information is only available in the matron’s office, which she keeps locked when 
 she is not in. 

Barriers to Moving toward a High Level of Capacity, and Their Root Causes 

Identifying a Root Cause1  
A root cause is the underlying reason or reasons that a problem exists. Root causes should be put 
in terms of specific, concrete issues that lend themselves to doable solutions. There can be more 
than one root cause for a problem. 
 
To identify root causes, use the “multiple whys” method (below). By asking “Why?” at least three 
times and “Are there any other causes?” the team will get closer to the underlying reasons for a 
problem and will find it easier to arrive at an effective solution.  
 
The idea behind the multiple whys technique is to draw out the “what, where, when, and who” of 
the problem. Behind the “why” could be other questions, such as, “When is this a problem?” 
“Who is involved in this activity?” etc. 
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Collective Score Sheets for  
Capacity Assessment 
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Appendix A 
Sample Scoring Sheets 
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Appendix B 
Assessment Tool 
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