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Summary of the SCOPE programme design and outcomes evaluation highlights

The SCOPE project

The Tindall Foundation (TTF) has been supporting SCOPE – a pilot capacity-building programme to assist not-for-profit organisations (NFPs) to build organisational capacity – over approximately two years (2005-2007). The project was implemented in three phases:

· The establishment of the project’s structures and systems

· Recruitment of participating organisations
 through an organisational capacity review

· The provision of funded consultant support for selected organisations.

The project also envisaged the establishment of a learning circle, consisting of the consultant team, to provide a forum through which participating consultants would share their experiences of delivering SCOPE capacity-building to NFPs and learn from those experiences. From approximately June 2006, organisations which had undergone SCOPE organisational reviews (ORs) began to receive consultancy support – that is, targeted assistance from approved SCOPE consultants in specified areas of capacity-building identified as needed through each organisation’s OR.  By the end of November 2007, consultant support had been completed with a majority of the organisations, with just a few that applied later still in process. 

Purposes of the evaluation

The SCOPE evaluation has had four main phases:

1. Evaluating the programme’s establishment phase

2. Evaluating the organisational review stage

3. Evaluation of the SCOPE consultancy process

4. SCOPE design and outcomes evaluation.

The objectives of the design and outcome evaluation were to:

· Evaluate the SCOPE project design and model, together with its structures, systems and processes, for (1) effectiveness and (2) appropriateness

· Obtain robust data on the outcomes and impacts of SCOPE participation for both participating organisations and SCOPE personnel
 

Assess the nature and extent of capacity and capability gains for participating organisations

· Construct an effective practice model for a project to support capacity-building for small NFPs, based on the accumulated SCOPE evaluation data and additional input from all key stakeholders.

Evaluation methodology

A mixed method approach was adopted, using a combination of documentation review, interviews with 15 SCOPE-funded organisations, the SCOPE advisors, reviewers, project manager and others, and a questionnaire survey of all organisations that had completed their SCOPE consultancy.
SCOPE programme outcomes

Questionnaire survey data

Organisations were asked to rate 30 parameters of organisational capacity in terms of how much a range of gains “have occurred for your organisation as a result of support from SCOPE advisors”. Mean ratings are moderate to high on all parameters, suggesting a significant level of gain on all of the parameters surveyed. The average rating across all parameters was 3.9 (where 1=no gains and 5=major gains), and the range of means across parameters was 3.3 to 4.4, which indicates a generally high level of identified gain.

In summary, the areas of greatest benefit identified were in relation to:

· Achieving a better sense of the organisation’s direction and goals

· Helping the organisation to ‘get on track’

· Getting clear strategy in place

· A raised awareness of the ‘big picture’

· Management and governance skills

· Infrastructure development

· Stability and accountability.

Significant gains were also identified in relation to the following:

· Teamwork

· Morale and confidence.

Areas where organisations identified fewer gains (although these still received moderately good ratings) were with:

· Reporting skills

· Funding and fundraising ability

· Problem-solving strategies and lateral thinking

· Confidence in relation to service provision.

The degree of benefit appeared to vary according to:

· Organisational income level – greater income level generally resulted in greater gains

· The duration of the consultancy – longer duration resulted in greater gains

· The number of advisors involved – working with fewer advisors generally resulted in greater gains.
Interview data

Feedback was obtained from both organisations and SCOPE advisors as to areas of benefits for the organisations.  There was a clear consistency between the areas of gain identified by advisors and those identified by the organisations themselves. The main areas of gain and benefits were as follows
:

Identification of problems and problem resolution – Gains commonly identified by both organisations and advisors in this area were:

· Clarifying what the “real” problems were (that is, underlying problems not yet identified by the organisations themselves) meant that the organisations could deal with and resolve those issues; for several organisations, this was essential to being able to move forward at all

· Achieving clarity around the extent and type of their problems, so that decisions could be made about the viability of the organisation overall

· Being forced to face up to sometimes chronic problems that had been recognised but avoided.

Clarity in relation to vision, direction, functions and roles – Gains from visioning and strategic planning included:

· Clarity and a shared understanding of the organisation’s goals, purposes and direction

· Understanding the importance and relevance of policy and strategy

· Understanding of the sector and their organisation’s place within it
· Clarity about the purposes and functions of governance versus management

· Understanding by Board/Committee members of their roles, adherence to the boundaries and less frustration.

Strengthening of organisational structures and systems – The area of gain mentioned most commonly and as having the greatest value was improvement to the structures and systems of the organisations. Organisations benefited from improvements to their financial, legal, management, governance and general systems. Gains in terms of more robust and efficient systems were seen as especially valuable in terms of several factors, including saving people’s time and energy, reducing confusion, helping people to feel that they were effective, and “doing the business better”.
Strengthening of organisational relationships – All of the organisations interviewed identified improved relationships within the organisation as a major benefit of the SCOPE consultancy support. Gains that organisations reported in terms of relationships included:

· Clearer and friendlier communications within the organisation

· A better understanding of how to work as a team

· “Old issues put to rest”

· A greater sense of cohesiveness

· Greater clarity as to roles, resulting in fewer opportunities for conflict

· A greater sense of harmony and “pulling together”.
Acquisition of knowledge and skills – Knowledge and skills were acquired by organisations variously in each of the areas described in the foregoing sections. Tools of diverse kinds were developed in areas of strategy and planning, financial systems, reporting, and project construction and planning, with members of the organisations learning how to use those tools again in the future. As a result of learning planning skills, many organisations described themselves as no longer reactive to circumstance, and more in control of their futures.

Enhanced morale – All of the organisations interviewed described increased morale – confidence, motivation and optimism – as outcomes of the SCOPE intervention. Most organisations identified improved morale as a result of having a clear direction, a better understanding of each person’s roles, the resolution of chronic problems, improved relationships, and the establishment of structures and systems that made them feel more professional and confident.

“We feel like we’re a professional outfit now, not just pretending that we were…”    Organisation Manager
Organisational sustainability – Improvements in each of the areas described above had led to a perceived greater organisational sustainability for the all of the organisations interviewed. Other areas of gain that were seen as contributing to greater sustainability included the following:

· Access to resources

· Funding and fund-raising improvements
· Organisations now equipped with infrastructure adequate to support their growth

· Organisations enabled to deliver on funding contracts essential to their survival

· Improved ‘job satisfaction’, for both management and governance personnel

· Several organisations interviewed had found that having engaged in the SCOPE process was an evident endorsement to funders, including TTF, in terms of the perceived stability and viability of the organisation.
Flow-on impacts – Flow-on impacts were identified in several areas, as follows:

· Increased numbers of volunteers in two organisations, due to improved recruitment systems

· While the majority of organisations interviewed felt that it was too early to comment on impacts on their service delivery, three organisations did identify benefits, in terms variously of:

· Increased referrals, from funders and through marketing
· Easier access for clients due to improved internal communications

· Greater service volumes (food baskets) through more efficient systems

· The majority of organisations interviewed believed that there would be flow-on benefits to clients and others within the next 3-6 months.

Do the gains constitute ‘capacity-building’?

None of the evaluation participants was in doubt that the gains amount to increased capacity for the organisations, as well as increased capabilities. Advisors were clear that they had required significant input from the organisations into all consultancy activities, and often left them with tasks to complete without assistance. Some of their input was ‘hands-on’ demonstration of skills, for example, sitting in on Trustee applicant interview panel, or providing templates that the organisation could then customise to its own context. As evidence of increased capacity and capabilities, people highlighted the evident improvements for organisations in terms of:

· Enhanced knowledge and skills

· Confidence and enthusiasm to grow their services

· Growing confidence individually and collectively to take on new development activity and ventures

· Increased transfer of skills internally and externally following SCOPE consultancy

· The establishment of robust systems able to support growth

· The continuing viability and improved sustainability of the organisations.

“You’ve only got to look at us – our admin person has been promoted to Manager because she can do it now; any one of us can chair the meetings; we’ve all got proper portfolios and we’ve got back-ups for them; and we’ve hung onto all our experienced people as well as getting some new ones [on the Board].”    Organisation Chair

“[Advisor] certainly didn’t spoon feed us – it was bloody hard work a lot of the time. But we could see the benefits and it rallied everyone around…” Organisation Chair
“Given the mess that some of them were in when we started working with them, I think it’s remarkable that several of them didn’t fall over. Having help from SCOPE was definitely a lifeline for quite a few of them.”   SCOPE advisor

Members of at least three of the organisations are now undertaking the Not-For-Profit Management Diploma Programme at Unitec.

Issues in programme implementation

Evaluation participants identified issues with SCOPE in the following areas:

· Organisations maintaining control over the SCOPE consultancy

· Allocation of SCOPE reviewers and advisors to organisations

· Timing of SCOPE consultancies

· Gaps in SCOPE services

· Organisational obstacles to effective capacity-building.

Each of these is covered in detail in the main body of the report.

� Organisations participating in the SCOPE programme are referred to throughout this report as “the organisations”.


� SCOPE personnel include SCOPE governance, management, applications committee members, reviews and consultants.


� Note – not all organisations obtained gains in all of the following areas; rather, these sections describe the range of gains made and gains commonly voiced.
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