





Part 1

1.1

Assessment of the Employer
Organization

Section 1.1:
Assessment of the Employer Organization
Purpose
Assessing the EO’s overall strength and organizational capacity is the
necessary first step in ascertaining the basic competences, strengths
and weakness of the organization to carry out assessment or
advocacy work. There are three steps to this assessment processes.
Step one is to ascertain the current strength and makeup of the
organization‘s membership, step two is to audit the organization
across specific components, while step three is to evaluate and make
recommendations.

How to use this tool
ÌÌ This assessment should be done by an independent and impartial
individual (referred to hereafter as “the assessor”).
ÌÌ ACTEMP’s background notes on the organization, which are
updated annually, are a vitally important background resource for
the individual carrying out this assessment.
ÌÌ This assessment will provide important intelligence on the current
capacity of the organization and its ability to utilize assistance
effectively.
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Introduction
An EO’s capacity, in simple terms, is its potential to perform; more specifically, its ‘ability to successfully
apply its skills and resources to accomplish its goals and satisfy its stakeholders’ expectations’.1 The
skills and resources include staffing, infrastructure, technology, financial resources, strategic leadership,
process management, networks, and linkages with other business groups.
There are three ways of looking at organizational capacity:
1. Group the elements that constitute organizational capacity under the categories of resources,
management, and members. Resources constitute the staff, the infrastructure, technology, and
financial ability. Management includes strategic leadership, programme and process management,
networks and linkages. Members, or rather the strength of their engagement with the EO, is the
base that underwrites both management and members. All three elements make up the overall
organizational capacity.
2. A secondary way of looking at organizational capacity is to distinguish between the capacities that
an EO needs to carry out its day to day activities and the capacities needed for an EO to learn and
change in response to changing circumstances. These have been referred to as adaptive capacities.
3. Organizational capacities have also been distinguished between individuals, groups, and team
capacities. Individuals possess capacities in the form of knowledge, skills, and attitudes. These are
1

A. Ker: Evaluating Capacity Development: Experiences from Canada, Chile, the Dominican Republic, South Africa and South
Korea, 2003, http://www.crdi.ca/en/ev-43616-201-1-DO_TOPIC.html (accessed 6 February 2008).
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usually made available to the EO but are always lost when such individuals leave the EO. When
knowledge, skills, and attitudes are shared with others, such capacities become embedded in
processes, and when these are widely shared in the entire EO, they then become incorporated in the
EO’s culture.
Overall, the capacity of an EO cannot be taken in isolation, as it is deeply embedded in the social,
economic, and political environment in which it operates (Assessment Tool 7 EESE Landscape is a
separate tool to assist EOs carry out this exercise).
Before the commencement of the audit exercise the assessor will need to define the objectives. This
should be done collaboratively with specific personnel in the EO. The following points can assist:
•

Is this a complete assessment of the EO across all its functions, or is it limited to a specific area(s)?

•

Identify the appropriate individuals in the EO who can accurately answer these questions.

•

Take on board any recent or likely future developments.

•

Identify external individuals who can provide additional information and analysis on the EO.

These will help you determine the scope of the intervention, the depth of the data to be collected, the
focus, and the cost (DFID 2006).2
The sets of questions below are designed to assist the assessor get an accurate picture of the organization
– some may be easy to answer, while others may be not possible. The assessor should try and get as
complete a picture as possible, cognizant of these limitations.

2

30

Department For International Development: Developing Capacity?, 2006 http://siteresources.worldbank.org/INTCDRC/
Resources/Developing_Capacity_DFID_Report.pdf

Enabling Environment for Sustainable Enterprise Toolkit

Part 1 - Assessment of the Employer Organization

Section 1.1

Step 1: Current strength of the EO3
OVERALL REPRESENTATIVENESS
Total Number
of Enterprise
members

Total Number of
Enterprise members
by percentage
breakdown, including
a breakdown of
the percentage
of women-owned
and male-owned
enterprise members

Total membership
as approximate
percentage of
private sector
employment

Total Number of
sectoral association
members (list
associations)

Associations
members only

Mixed association
and enterprise
members

List any particular
services tailored to
SMEs, including any
services specifically
targeted to womenowned SMEs

Does the EO
have a particular
department or
section devoted
to servicing SME
members

Does the EO have
an SME outreach
strategy? (and
does this include
reaching out to
women-owned
SMEs)

In last 24 months
membership
decreasing (provide
% estimate)

EO revenue from
members in this
sector (provide %
estimate)

Growth in sector
output in least 24
months

Total membership
as approximate
percentage of
national GDP

MEMBERSHIP STRUCTURE
Direct enterprise members only

ENTERPRISE SIZE
Percentage of
SMEs in the
membership,
with a
breakdown of
the percentage
owned by
women and by
men

SME members
predominantly from
any particular
sectors

MEMBERSHIP BY SECTOR3
In last 24 months
membership
increasing (provide
% estimate)

Basic metal
production
Chemical
industries
Mechanical
and electrical
engineering

3

Define the sectors applicable to your country and/or organization – this list was devised by the ILO sectoral activities
department.
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Mining (coal;
other mining)
Oil and gas
production; oil
refining
Textiles; clothing;
leather; footwear
Transport
equipment
manufacturing
Agriculture;
plantations;
other rural
sectors
Construction
Food; drink;
tobacco
Forestry; wood;
pulp and paper
Commerce
Education
Financial
services;
professional
services
Health services
Hotels; tourism;
catering
Media; culture;
graphic design
Postal and other
communication
services
Public service
Transport
(including
civil aviation;
railways; road
transport)
Utilities (water;
gas; electricity)
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Shipping; ports;
fisheries; inland
waterways
Other (specify)

INFLUENCE
List all
public-private
committees
and bodies
that the EO is
represented on

This would include...
 Economic and social councils
 Competitiveness councils
 Skills bodies
 Curricula development councils
 Industrial tribunals & associated bodies
 Labour courts
 Business- Education linkages
 Public employment services
 Social security bodies
 Pension bodies

PARTNERSHIPS
List all other
national
representative
organizations
of business,
including
any national
representative
organizations of
businesswomen/
women
entrepreneurs,
and briefly
outline EO’s
relationship with
each

This would include...
 Overlapping membership of each other’s organizations
 Recent examples of collaboration/conflict

Step 2: Capacity Audit
The capacity audit below is broken down into ten components and these are further subdivided into
sub-components. For each sub-component a set of four criteria are provided: levels 1 - 4. They are done
in an ascending order of the robustness of each sub-component. The audit is structured by providing
four ascending “pictures” of an organization across the various components. The assessor should make
a judgement on which rank is most appropriate. Some sample questions are also provided to assist The
Assessor in the process.
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Level two

No written mission or limited
expression of the EO’s reason
for existence (lacks clarity,
specificity); either held by very
few in the EO or rarely referenced

No clear vision articulated; little
shared understanding of what
EO aspires to become or achieve
beyond stated mission

No common set of values exists
or is documented within the EO

Limited ability and tendency
to develop strategic plan,
either internally or via external
assistance; if strategic plan exists
it is rarely or never referenced

Mission

Vision

Values

Enabling Environment for Sustainable Enterprise Toolkit

Strategic
planning
Some ability and tendency to
develop high-level strategic plan
either internally or via external
assistance; strategic plan
sometimes directs management
decisions

Common set of basic values
exists but is not shared broadly;
values are only partially aligned
with EO’s purpose and are rarely
harnessed

Somewhat clear or specific
understanding of what
organization aspires to become or
achieve; held by only a few or ‘on
the wall’, but rarely used to direct
actions or set priorities

Some expression of EO’s reason
for existence that reflects its
values and purpose; held
by some within the EO and
occasionally referenced

1. Mission, Strategic framework & Policy objectives

Level one

Ability and tendency to develop
and refine concrete, realistic
strategic plan, some internal
expertise in strategic planning
or access to relevant external
assistance; strategic plan used to
guide management decisions

Common set of values exists
but not universally known; they
are partially aligned to the EO’s
purpose

Clear and specific understanding
of what EO aspires to become or
achieve; held by many within EO
and often used to direct actions
and set priorities

Clear expression of EO’s reason
for existence which reflects
its values and purpose; held
by many within EO and often
referenced

Level three

Ability to develop and refine
concrete, realistic and detailed
strategic plan; critical mass of
internal expertise in strategic
planning or efficient use of
external sustainable highly
qualified resources; strategic
planning exercise carried out
regularly; strategic plan used to
guide management decisions

Common set of values exists
and is widely known throughout
the EO, helps provide a sense of
connection and a clear direction
for behaviours; values are also
timeless and stable across
leadership changes; values
clearly support EO’s purpose

Clear, specific and compelling
understanding of what EO aspires
to become or achieve; universally
held within organization and
consistently used to direct
actions and set priorities

Clear expression of EO’s reason
for existence which describes an
enduring reality that reflects its
values and purpose; universally
held within EO and frequently
referenced

Level four

Rating
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1. Is the mission statement clear and understood by all relevant parties?

SOME
SUGGESTED
QUESTIONS

Vision translated into small
set of concrete goals, but
goals lack at most two of the
following four attributes: clarity,
boldness, associated measures,
or timeframe for measuring
attainment; goals are known by
many within the EO and often
used by them to direct actions
and set priorities

Coherent Strategic policy
framework has been developed
and is linked to mission and
vision but is not fully ready to be
acted upon; strategy is mostly
known, and day to day behaviour
is partly driven by it

5. Does the EO have appropriate organizational structures to conduct advocacy activities?

4. Are the EO’s policy objectives tightly tied to its broader mission and vision?

e. How is it measured in terms of impact?

d. Is it communicated effectively to all relevant parties?

c. Does it incorporate a mixture of short, medium, and longer term priorities?

b. How is it operationalized into the EO’s daily operations?

a. How was it developed in terms of membership consultation and input from other stakeholders?

3. Does the EO have a clear, realistic, time bound strategic plan?

b. Is this closely connecting to the priority setting?

a. When and how was it developed?

2. Is there a clear and compelling vision statement?

a. When and how was it developed?

Vision translated into concrete
set of goals; goals lack at
least two of the following four
attributes: clarity, boldness,
associated measures, or time
frame for measuring attainment;
goals known by only a few; or
only occasionally used to direct
actions or set priorities

Vision (if it exists) not translated
into set of concrete goals,
though there may be general
(but inconsistent and imprecise)
knowledge within organization
of overarching goals and what it
aims to achieve

Policy goals

Strategic policy framework exist
but is either not clearly linked
to mission, vision and policy
goals or lacks coherence; or it
is not easily actionable; strategy
is not broadly known and has
limited influence over day to day
behaviour

Strategic policy framework is
either non-existent, unclear, or
incoherent (largely scattered
policy initiatives); it has no
influence on day to day behaviour

Strategic Policy
framework

Vision translated into clear,
bold set of realistic goals that
the EO aims to achieve, within
specific time frames and concrete
measures for each goal; goals
are universally known within EO
and consistently used to direct
actions and set priorities

Clear and coherent medium
to long term strategic policy
framework developed that is both
actionable and linked to overall
mission, vision and policy goals;
strategy is universally known and
helps consistently helps drive day
to day behaviour at all levels of
the EO

Part 1 - Assessment of the Employer Organization

EESE Toolkit

Section 1.1

35

36

1. Does the EO regularly conduct assessments of its perception amongst members?
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b. How regularly is this done and how are the results acted upon?

a. How is this done (e.g. by the EO itself or through independent company)?

3. Does the EO regularly conduct assessments of its perception by key stakeholders including the general public?

b. How regularly is this done and how are the results acted upon?

a. How is this done (e.g. by the EO itself or through independent company)?

2. Does the EO regularly conduct assessments of its perception by policymakers?

b. How regularly is this done and how are the results acted upon?

a. How is this done (e.g. by the EO itself or through an independent company)?

Membership growing across
sectors; no real issues with nonpayers; solid recognition of EO’s
‘offer’ amongst membership;
members’ satisfaction surveys/
focus groups undertaken;
enterprise member CEOs & senior
board figures engaged with EO

SOME
SUGGESTED
QUESTIONS

Some membership growth
in some sectors; consistent
problem with non-payers;
inadequate recognition of EO’s
‘offer’ amongst membership ;
HR enterprise directors are the
principal point of contact

No or very little membership
growth in any sector; consistent
problem with non-payers;
poor recognition of EO’s ‘offer’
amongst membership

The EO is regarded by the
business community, government
and other, relevant stakeholders
as an effective voice for business
in the country across all policy
areas but seen as particularly
strong on specific policy issues

Brand impact

The EO is regarded by
the business community,
government, and other relevant
stakeholders an effective voice
for business in the country on
specific policy issues

The EO is regarded by
the business community,
government, and other relevant
stakeholders as an ineffective
advocate for business with only
some expertise on specific policy
issues

Brand
recognition

2. Brand

Membership steadily growing
across sectors; no problems
with non-payers; excellent
recognition of EO’s ‘offer’
amongst membership; members’
satisfaction surveys/focus groups
regularly undertaken and acted
upon; enterprise member CEOs
& senior board figures engaged
regularly with EO

The EO is regarded by the
business community, government
and other, relevant stakeholders
as the most effective voice for
business in the country across
all policy areas; other business
organizations look to EO for
leadership
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Core activities, policy proposals
and services are often vaguely
defined and lack clear alignment
with mission and overarching
goals; EO’s approach seems
scattered and its public
pronouncements seem vague and
lack cohesion

Little and poor quality
communication with the
membership on policy
developments, if any; information
to members is random and
often irrelevant; No surveys
carried out; policy objectives are
developed in an ad hoc fashion
and are always reactive; no
strategies to mobilize member
support for policy objectives; no
ability to resolve policy pressure
points amongst members nor
resolve divisions between small
and large members; major
issue of capture by a few large
members

Member driven

Assessing
members needs

3. Membership

Communication with the
membership on policy
developments is random and
mostly lacks sufficient analysis;
information to members is
haphazard; Very rarely are
surveys carried out; policy
objectives are developed in an
ad hoc fashion; some strategies
to mobilize member support for
policy objectives; poor ability to
resolve policy pressure points
amongst members and resolve
divisions between small and large
members

Core activities, policy proposals
and services are well-defined and
linked with the EO’s mission and
overarching goals; EO’s approach
still seems scattered and not fully
integrated into a clear strategy

Regular communication with
the membership on policy
developments; information to
members is mostly up to date;
surveys carried out; policy
objectives are developed as a
result of analysis of membership
needs; strategies to mobilize
member support for agreed policy
objectives; ability to resolve
policy pressure points amongst
members; ability to resolve
divisions between small and large
members

Core activities, policy proposals
and services are well-defined and
aligned with the EO’s mission
and overarching goals; EO’s
approach is generally consistent
with the overall EO’s strategy

Regular high quality
communication with the
membership on policy
developments; information to
members is always up to date;
frequent and well timed surveys
carried out; policy objectives
are developed as a result of
comprehensive and detailed
analysis of membership needs;
strategies to mobilize member
support for agreed policy
objectives; ability to resolve
policy pressure points amongst
members; ability to resolve
divisions between small and large
members

All activities, policy proposals
and services are well-defined
and fully aligned with the EO’s
mission and overarching goals;
EO’s approach is coherent and
consistent with the EO’s strategy
overall; synergies are captured;
EO’s public pronouncements are
timely, clear, and impactful
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1. Is membership growing?

SOME
SUGGESTED
QUESTIONS

Members engaged but confined
to limited number of companies
as most active and also limited
in sectoral reach; poor processes
in place to track turnover and
ensure member retention; poor
strategy for membership growth
in areas where EO is less strong;
sectoral associations as members
but poor engagement; no track
record in overcoming divisions
between sectoral members

Variety of enterprises from
across membership active in
EOs work; Processes in place
to track turnover and ensure
member retention; strategy
for membership growth in
areas where EO is less strong;
engaged sectoral associations as
members; ability to overcome
divisions between sectoral
members

a. Provide recent examples?

5. Are all members fully briefed on policy developments in a timely fashion?

b. Is there sufficient regular turnover of personnel on these committees?

a. Is a position on these committees highly sought after?

4. Are there a number of policy committees with active cross-sectoral membership engagement?

3. Are there robust systems in place to track membership satisfaction?

2. Is there a senior member of staff that is charged with membership development and management?

a. In which sectors is membership growing?

Some active members but largely
disengaged membership; no
processes in place to track
turnover and ensure member
retention; no strategy for
membership growth; no sectoral
associations as members

Cross-sectoral
engaged
members
Variety of enterprise form
across membership active in
EOs work; strong and robust
processes in place to track
turnover and ensure member
retention; membership retention
is a objective that runs right
throughout the culture of the
EO; effective strategies for
membership growth across
sectors, including sectors in
which women-owned businesses
are dominant; strong engaged
sectoral associations as
members; ability to overcome
divisions between sectoral
members

International Labour Organization
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Membership criteria is not
clearly defined; annual general
assembly rules are unclear; a
system of EO rules, consisting of
a constitution/statutes, exists but
is not an effective guide for the
organization; eligibility criteria for
board members and procedure
for electing members of the board
is in effect a closed shop; there
are no policy or committees

Membership with limited
diversity (e.g. sectoral,
geographical and firm size);
commitment to EO’s vision,
mission and strategic objectives
is unclear; meetings are sporadic
and attendance is sometimes
poor

Governance
structures
ensure that
members
interests
collectively are
put first

Board
composition

4. Governance Structures

Membership with diversity (e.g.
sectoral, geographical, firm size
and gender) but with unhealthy
imbalances; some commitment
to EO’s vision, mission and
strategic objectives are unclear;
meetings are well planned and
attendance is adequate

Membership criteria is defined;
annual general assembly rules
enable representation of all
members; a system of EO rules,
consisting of a constitution/
statutes is in place; eligibility
criteria for board members
and procedure for electing
members of the board is open
to the entire body of member
companies but the reality is
that the processes are mostly
captured by small groups of large
members; mechanisms by which
membership fees are determined;
there are no policy or other
committees

Membership with diversity (e.g.
sectoral, geographical, firm size
and gender) but some (perhaps
inevitable) imbalances; solid
evidence of commitment to EO’s
vision, mission and strategic
objectives; purposeful meetings
are well planned and attendance
is consistently good and engaged

Membership criteria is clearly
defined and is voluntary;
annual general assembly rules
clearly enable fair and balanced
representation of all members; a
system of EO rules, consisting of
a constitution/statutes, by-laws
is in place; eligibility criteria for
board members and procedure
for electing members of the board
is open to the entire body of
member companies; mechanisms
by which membership fees are
determined; there some policy
and other committees

Membership with diversity (e.g.
sectoral, geographical, firm size
and gender) includes specific policy
expertise from members; proven
track record of addressing issues
immediately and resolving as quickly
as possible; strategically-driven;
all members highly engaged, and
membership of the board is highly
valued throughout membership

Membership criteria is clearly
defined and is voluntary; annual
general assembly rules clearly enable
fair and balanced representation of
all members; a system of EO rules,
consisting of a constitution/statutes,
by-laws and, as need be, codes
of conduct is in place and these
rules are in line with the national
legal framework; eligibility criteria
for board members and procedure
for electing members of the board
is open to the entire body of
member companies, including those
owned and managed by women;
transparent mechanisms by which
membership fees are determined;
there is a range of policy and other
committees such as remuneration
and auditing
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Roles of Board and management are
clear and function well; management
given clear direction; EO performance
regularly evaluated by Board; Board
reviews budgets, audits, etc., (or
reviews subcommittees who undertake
this work); annual review of DGs
performance; clear guidelines on board
membership and formal procedures;
Board empowered and prepared to
hire and fire DG if necessary; board
periodically evaluated; summary of
the work of each committee within the
organization is presented periodically
(at least annually) to the board.
Effective processes by which the board
of directors is elected/removed along
with time limits; certain categories
of people disqualified from board
membership (e.g. currently-serving
members of government); effective
processes to ensure that the board
is not dominated by larger members
or regional/sectoral groups, and that
women are represented; term of
office for the president (and the board
members), is fixed and the number of
consecutive terms that can be served
by the same person(s) is limited; the
EO does not serve as a platform for the
president/board members to promote
their companies to the detriment or
exclusion of other member companies;
there is a code of ethics that applies to
all board members

Enabling Environment for Sustainable Enterprise Toolkit

a. Do these functions effectively and greatly assist in the smooth running of the organization?

2. Is there a range of policy and other committees?

a. Is there a healthy turnaround of office bearers that reflects the diversity and talent of the membership?

1. Is a position on the Board of Directors and other office-bearing functions in the EO highly sought after and influential?

Roles of Board and management
are clear and function well;
Board reviews budgets, audits,
etc., (or reviews subcommittees
who undertake this work); annual
review of DGs performance; clear
guidelines on board membership
and formal procedures; work
of each committee within
the organization is presented
periodically to the board;
effective processes by which
the board of directors is elected/
removed along with time
limits; certain categories of
people disqualified from board
membership (e.g. currentlyserving members of government);
processes to ensure that the
board is not dominated by
larger members or regional/
sectoral groups, and that women
are represented; the EO does
not serve as a platform for the
president/board members to
promote their companies to the
detriment or exclusion of other
member companies

SOME
SUGGESTED
QUESTIONS

Roles of Board and management
are clear, management given
unclear direction by board
but does review the DG’s
performance and monitor
potential conflicts of interest;
budgets are reviewed and
provision for audits also ensured
by board supervision; clear
guidelines on board membership
and formal procedures, but
not always adhered to; weak
processes by which the
board of directors is elected/
removed; certain categories of
people disqualified from board
membership (e.g. currentlyserving members of government)
but in reality this is not adhered
to; similarly, processes to ensure
that the board is not dominated
by larger members or regional/
sectoral groups are not adhered
to

Roles of Board and management
are unclear, and management
given weak direction; board
rarely scrutinizes budgets or
holds DG to account; no clear
guidelines on board membership
and formal procedures; nonexistent or ineffective processes
by which the board of directors
is elected/removed; no time
limits; no processes to ensure
that the board is not dominated
by larger members or regional/
sectoral groups; the EO is used
as a platform for the president/
board members to promote their
companies to the detriment
or exclusion of other member
companies

Board
Governance
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Commercial approach to the
pricing of services, i.e. they must
make a profit and services are
well regarded and used; services
are always based uniquely in
areas of EO’s comparative
advantage, mandate and
expertise; assessment of value of
services and ability to scale up
current offer

6. What new services are planned?

5. Are services part of a membership package or a standalone service offering?

4. Are services for members only?

3. What decision making processes are in place to decide on how to operate a new service?

2. What is the percentage income of services to income from membership fees?

b. How profitable are they?

a. How long have they been in operation?

1. What kind of services does the EO offer?

SOME
SUGGESTED
QUESTIONS

Commercial approach to the
pricing of services, i.e. they must
make a profit; services are not
always based uniquely in areas
of EO’s comparative advantage,
mandate and expertise; some
limited assessment of value of
services and ability to scale up
current offer

No purely commercial approach
to the pricing of services,
i.e. they must make a profit;
services are not based uniquely
in areas of EO’s comparative
advantage, mandate and
expertise; services if offered are
ad-hoc; no assessment of value
of services nor of ability to scale
up current offer

Service offer

5. Services
Highly competitive first class
services, deeply-rooted in
areas of the EOs comparative
advantage, mandate and
expertise; services are highly
regarded and widely used; there
is continual assessment of the
value of the EO’s service offer
and adjustments are made when
needed; new opportunities are
always sought

Part 1 - Assessment of the Employer Organization

EESE Toolkit

Section 1.1

41

42

Sporadic use of data from
outside sources to support
proposals; limited capacity to
work with research data; little
understanding of where to find
useful data or how to assess its
quality; surveys of members on
policy issues never undertaken

Poor ability to influence
policy makers; rarely called to
participate in substantive policy
discussions; policy proposals not
taken seriously by government;
no policy committees; policy
objectives are ad hoc; no
briefing documents or position
papers developed; representation
to government is infrequent and
ad hoc; no regular channels of
consultation any ministry

Research
and factbased policy
interventions

Policy influence

6. Policy

Aware of means to influence
policy makers; some impact
in policy discussions but
mainly reactively ; one of
several business representative
organizations active in
policy discussions; no policy
committees; policy objectives
are ad hoc but agreed by Board;
no briefing documents but
some position papers developed;
representation to government
is (mostly) unstructured and
through informal channels
of consultation with some
ministries

Basic data used to support
advocacy work; ability to read
research reports and evaluate
quality of data exists, but data
is not relied upon as part of
regular decision making; there
is familiarity with one or two
sources of data especially
relevant to EO’s policy work; little
capacity to analyze raw data or
present it in graphical engaging
ways

Fully aware of influence channels
to government and active across
these channels; a key business
organization active in policy
discussions; policy committees
exist; policy objectives are agreed
by the board; briefing documents
for some policy objectives
published; position papers
developed ; representation to
government is (mostly) structured
and formal; regular channels of
consultation with all relevant
ministries

Familiarity with useful data
sources in relevant policy areas;
data used to support decisions,
proposals and throughout
advocacy work; employs staff
with research and survey skills
although they may not conduct
analysis full time; capacity to
assess data and good analytical
capacity; ability to effectively use
data in policy arguments

Proactively influences policy
making in highly effective
manner; always seen as the ‘go
to organization’ for a business
voice across policy areas; policy
proposals always considered
and respected by policy makers;
robust policy committees exist;
policy objectives are agreed by
the board; structured series of
briefing documents for all policy
objectives published; position
papers developed and widely
disseminated; representation to
government is structured and
formal; regular and effective
channels of consultation with all
relevant ministries at all levels

Respected by peers as consumer
and producer of quality data;
excellent survey capability which
provides real emphasis to policy
proposals; dedicated research and
survey skills capable of working
with complex data; important
organizational questions answered
through research; proven track
record of convincing policy makers
of the validity of the EO’s proposal
based on its research and data
analysis; respected as a source
of key information across policy
issues
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4. Does the EO have clear mechanisms to measure the impact of its policy work?

3. Does the EO have a clear set of policy briefs that outline its proposals across all areas it seeks to influence?

2. Is policy formation genuinely organic from the membership and are there clear processes in place to ensure that policy objectives are always tightly connected to actual
membership needs, including those of women members?

Advocacy work is focused
on both short and long-term
objectives; long-term strategy is
integrated into overall strategic
advocacy approach; policy
objectives are clear and regularly
measured for impact

1. Does the EO actively promote its own policy positions and proposals and is it recognized as a proactive influence in the policy making process?

Advocacy work is focused
on both short and long-term
objectives; long-term strategy
is integrated into overall
strategic advocacy approach;
policy objectives are clear
but measurement and impact
analysis are not as strong as they
should be

SOME
SUGGESTED
QUESTIONS

Advocacy work is generally
focused only on short-term
objectives; long-term strategy
does exist but is not integrated
into overall strategic advocacy
approach; policy objectives are
clear but not always followed in
strategic fashion

Advocacy work is focused only
on short-term objectives; longterm strategy does not exist in
meaningful way; policy objectives
are vague

Advocacy
approach
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a. Do the rules enable it to function effectively?

3. What is the relationship between the Director General and the board like?

2. Is the position of Director General considered as an important and visible ‘voice’ of the organization?

Ability to develop and refine
concrete realistic operational
plan; some internal expertise in
operational planning; operational
plans linked to strategic
objectives and overall mission;
high level operational plan
either internally or via external
assistance; operational plan
linked to strategic planning and
used to guide operations

Robust, lean and well designed
set of processes in place in all
areas to ensure effective and
efficient running of the EO;
processes are widely known used
and accepted and are key to
ensuring full impact; continual
monitoring and assessment
of processes, with systematic
improvements made; operational
plan tightly linked to strategic
planning and used to guide
operations

1. Does the Director General have sufficient scope, autonomy, and the resources necessary to implement the agreed strategic plans?

Some ability to develop high level
operational plan either internally
or via external assistance;
operational plan loosely linked
to strategic planning and used
roughly to guide operations

SOME
SUGGESTED
QUESTIONS

Broad and deep background
and range of experiences; clear
evidence of innovative thinking;
excellent management skills;
100% clear on the importance
of understating of members
needs and the need to be a
membership-driven organization;
Top level interpersonal and
networking skills; recognized
throughout the country as
innovative respected business
leader

Operations run on a purely day to
day basis with no short or longer
term planning; no experience in
real operational planning and any
operational plans not linked to
strategic objectives nor the EO’s
overall mission

Broad background and range
of experiences; clear evidence
of innovative thinking; good
management skills; solid
understating of members
needs and the need to be a
membership-driven organization;
good interpersonal and
networking skills; recognition of
leadership ability amongst peers
and members

Operations
planning

background and range of
experiences reflects some
depth; some evidence of
innovative thinking; management
skills need to improve; not
sufficient understating of
members needs and the need
to be a membership-driven
organization; some interpersonal
and networking skills; some
recognition of leadership ability
amongst peers and members

Narrow background and range
of experiences; little evidence
of innovative thinking; poor
management skills; no
understating of members
needs and the need to be a
membership-driven organization;
very poor interpersonal and
networking skills; limited
recognition of leadership ability
amongst peers and members

Director
General

7. Management
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Few in number and drawn
from a narrow range of skills
and experiences; abilities
limited to current job; zero
time to look beyond day to day
immediate issues; staff have
no understanding of the EO’s
mission and strategic objectives

EO uncovers and/or addresses
HR needs only when too large
to ignore; lack of HR planning
activities and expertise; job
descriptions to not exist

Staff

HR planning

8. Resources

Some ability to develop HR plans
either internally or via external
assistance; HR plan loosely or
not linked to strategic planning
activities and only roughly guides
HR activities; job descriptions
tend to be static

Drawn from a broader range
of skills and experiences such
as economics, legal, research;
some scope for mobility within
staff structures and to upskill
current staff; some ability of
staff to look beyond day to
day immediate issues; some
understanding of the EO’s
mission and strategic objectives
and but little sense of what they
mean for their role

Ability to develop and refine
concrete realistic HR plan;
some internal expertise in HR
planning; HR plan linked to
strategic planning activities and
used to guide HR activities;
job descriptions periodically
updated and revised in response
to changing organizational
needs and to support the growth
and development of the staff;
commitment to gender balance in
staffing as an equal opportunity
employer

Sufficient staff numbers drawn
from a broad range of skills and
experiences such as economics,
legal, research; scope for mobility
within staff structures and to
upskill current staff; good ability
of staff to look beyond day to
day immediate issues; staff fully
understand the EO’s mission
and strategic objectives and
what they mean for their role but
challenges exist in translating
this into day to day realities;
roles and responsibilities of staff
members are mostly linked to
action plans
Ability to develop and refine
concrete realistic and detailed
HR plan; critical mass of internal
expertise in HR planning; or
efficient use of external highly
qualified resources; HR plan
tightly linked to strategic planning
activities and systematically
used to direct HR activities; job
descriptions regularly updated;
commitment to gender balance in
staffing as an equal opportunity
employer

Highly professional staff
encompassing the complete a
range of professional kills and
experiences in economics, law,
research, and HRM; continual
emphasis on and investment in
skills; staff always take strategic
view and look beyond day to
day immediate issues; staff fully
understand the EO’s mission
and strategic objectives and
what they mean for their role;
roles and responsibilities of staff
members are linked to action
plans
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Current revenue mix to facilitate
growth is sustainable in the longer
term; there is an audit committee;
external auditors are commissioned
by the board at least annually to
review the finances; income comes
from across the membership
and not a small proportion of
members; robust membership
strategy for increasing revenues
which is always under review

Enabling Environment for Sustainable Enterprise Toolkit
Communications plan and
strategy in place; key messages
defined; policy messages are
generally consistent; active in
media across policy issues

4. Does the EO regularly produce high quality policy publications?

3. Does the EO have clearly articulated messages that it customizes to different audiences?

a. How is coverage of the EO usually portrayed?

2. How consistently does the EO feature in the media?

1. What is the EO’s media profile like?

FOUR
SUGGESTED
KEY
QUESTIONS

No communications plan or
articulated strategy in place,
but key messages defined;
policy messages are not always
consistent; occasionally active in
media across policy issues

No communications plan or
articulated communications
strategy in place; key messages
not defined or articulated; EO’s
policy messages are inconsistent;
no media profile

Strategy

9. Communications

4. How sustainable are revenue streams currently?

3. Is a job in the EO widely sought after by graduates?

2. Are work plans tightly connected to the organization’s overall strategic plan and vision

Communications plan and
strategy in place, and are
updated on a regular basis;
key messages defined and
messages customized to different
audiences; policy messages are
always consistent and powerful;
consistently active in media
across policy issues; successful
media strategy in place to make
EO the “media choice” for
expressing the views of business

1. Are there sufficient high quality professional staff, including a balance of women and men, across all areas of the EO’s operations?

Current revenue mix is
sustainable in the longer
term; there is an audit
committee; external auditors
are commissioned by the board
at least annually to review the
finances; income comes from
across the membership and is
not entirely dependent on a group
of larger companies; membership
strategy for increasing revenues

SOME
SUGGESTED
QUESTIONS

Current revenue mix will not
facilitate any growth in the
organization; there is no audit
committee; income comes from
a group of larger companies;
poor membership strategy for
increasing revenues in areas
where the EO already has strong
representation

Current revenue mix is not
sustainable; there is no audit
committee; income entirely
dependent on a group of larger
companies ; no membership
strategy for increasing revenues

Financially
robust
organization
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Comprehensive, integrated
system used for measuring EO’s
performance and progress on
continual basis; internal and
external benchmarking used by
management and staff in target
setting and daily operations;
clear and meaningful outcomesbased performance; indicators
exist across all EO areas of
activity; periodic reviews of
the EO’s effectiveness by
external impartial sources;
systematic practices across
the EO of making adjustments
and improvements based on
impact assessments which are
an integral part of the EO’s
operations and culture; resources
are devoted to measuring and
documenting the EO’s impact;
information systems in place
to capture and measure the
EO’s impact across all areas of
operations

2. Are regular reviews conducted of the EO’s activities and are robust mechanisms in place to evaluate and adjust activities based on the findings?

1. Is impact assessment of the EO’s activities, particularly evaluation of its policy work, imbedded in the culture of the organization?

Performance measured and
progress tracked in multiple
ways on a regular basis;
effective internal and external
benchmarking occurs but may be
confined to select areas; multiple
indicators used in evaluation
used in evaluation with primary
focus on outcomes; independent
nature of evaluation is missing;
Impact assessments used by
staff and management and often
help makes adjustments and
improvements; management
and staff do recognize impact
assessments as important to
the EOs work; some information
capture systems in place

SOME
SUGGESTED
QUESTIONS

Performance partially measured
and progress partially tracked;
some external performance
comparisons made; organization
regularly collects information on
its activities and outputs and
has begun measure outcomes;
impact assessments occasionally
used by management and staff
to improve EO’s activities or
approaches; management and
staff do not recognize impact
assessments as integral to the
EO’s work; information capture
systems not in place

Very limited measurement and
tracking of performance and
progress; all or most evaluation
based on anecdotal evidence;
no external performance
comparisons made; organization
collects some information on its
activities and outputs but has
no measurement of outcomes;
impact assessments rarely used
to improve EO’s activities or
approaches; information capture
systems not in place

Performance
appraisal

10. Measurement & Evaluation
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Step 3: Analyse Gaps and Propose Solutions

1

Abiltiy to absorb
technical
assistance5

Urgency of action

Recommended
Action (1 – 4)4

How will the gap
affect performance
in the medium to
longer term

How does the
gap affect current
performance

Overall assessment
Level (1 – 4)

Having completed the capacity audit, the table below will enable the assessor to map out the most
pressing and urgent issues that need to be addressed and make recommendations. This will assist the
45
specialist in deciding with the organization a programme of work.

Mission,
Strategic
framework, and
Policy objectives

Mission
Vision
Values
Strategic policy
framework

Strategic planning
Policy goals

2

Brand
Brand recognition
Brand impact

3

Member driven
Assessing
members needs,
including those of
women
Cross-sectoral
engaged
members
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4

Levels: (4): urgent and is affecting organizational development in the immediate term; (3): urgent; (2); needs to be looked at
but not a factor; (1): not an issue.

5

The assessor should provide in this box his or her analysis of what kind of assistance the organization is capable of utilising
effectively. It should be a judgement call on the part of assessor based on the information he or she has been able to gather.

Enabling Environment for Sustainable Enterprise Toolkit
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Governance
Structures
Effective and
fair governance
structures
Board
composition
Board
Governance

5

Services
Service offer

6

Policy
Research
Policy influence
Advocacy
approach

7

Management
Director General
Operations
planning

8

Resources
Staff
HR planning
Financial robustness

9

Communications
Strategy

10

Measurement &
Evaluation
Performance
appraisal
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