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Executive Summary

The Federation of Community Legal Centres (Victoria), (FCLC) has a commitment to working with its members in order to build a strong and effective community legal sector.
  This Sector Development role is one of the FCLC’s four strategic directions.
To ensure that the FCLC’s Sector Development activities meets the needs of the sector and reflect best practice in this area, the FCLC, with the assistance of the Victorian Law Foundation, undertook a project to explore the capacity building needs of FCLC members and identify opportunities to meet those needs. 


“Capacity building in community organisations aims at improving the ability of the organisation to take the lead in their own development and growth through enhancing their expertise and knowledge about relevant issues.  Capacity building involves activities, resources and support that strengthen the skills and abilities of community organisations to take effective action.”

It is clear that Community Legal Centres (CLCs) have significant existing capacity and are essentially well governed and administered agencies operating within very challenging environments.   The goal of the FCLC’s capacity building work is to support CLCs to build upon these existing strengths so as to take their organisations up to the next level of effectiveness.  This strengthening will open up even more opportunities for CLCs to achieve their basic mission and purpose.
  To its credit, it is clear from our consultations and discussions that the Victorian CLC sector is open to this challenge and is keen to embrace such opportunities. 

The literature review highlighted some key elements of capacity building including:

1.
Capacity building is a long term and ongoing commitment.  It requires an organisational culture that values ongoing learning and improvement.

2.
Capacity building needs to be taken beyond the annual planning day and needs to become part of the organisation and its culture, so that it is incorporated into the day- to- day operation of the agency.

3.
Capacity building takes dedicated time and resources.  Without being ‘driven’ it can easily lose momentum and fall off the list of priorities.

4.
Capacity is not just a function of management, it something that must be owned by the whole organisation.

5. Where the culture of the organisation may not support change, it may require

leadership to encourage and promote capacity building activities as a priority.
6. It involves a holistic approach, one that clearly aligns all aspects of the 
organisation.

The FCLC Capacity Building Project developed a framework for capacity building in CLCs – the “CLC Health Check”.  This framework draws upon best practice and identifies eight areas for organisational health – Aspirations, Strategy, Governance and Management, Human Resources, Systems and infrastructure, Program Delivery, External Relationship (incl. funding) and Organisational Culture.   The Health Check provides a framework for FCLC’s future capacity building activities.  It also provides individual CLCs with a tool by which they can check the health of their organisation and identify areas where the organisation would benefit from capacity building.
Consultations using the CLC Health Check identified that a leading priority for those community legal centres consulted, included increasing the capacity in the following areas:

· Management committees (governance & management);
· Training, professional development, mentoring and support of staff (human resources);

· Diversification and increase of funding (external relationships).
In terms of where to direct future FCLC strategies and resources, the following core areas have been identified:

1.
Sector Awareness: strategies here need to be developed, which raises the profile of capacity building issues at a sector level.  It is important for there to be a common understanding at a sector level of what we mean by capacity building and why it is important for us to engage in such activities at a sector level. 

2.
Leadership: developing strategies and actions, which increase the capacity of FCLC members to drive and lead such processes within their own organisations is critical.

3.
Governance, Human Resources and External Relationships: have each been identified as priority areas in which centres are seeking particular support and resourcing.  Here actions would focus on the development of various 
resources, training and support activities.

The proposed Action Plan provides strategies and actions that address these three priorities, but which at the same time seeks to promote and increase the level of awareness and understanding of how capacity building approaches and activities can value add and increase the effectiveness and sustainability of centres.   The Action Plan focuses upon the following key objectives:

1.
To increase the profile and understanding of capacity building processes within 
the community legal centre sector.

2
To strengthen management and governance with the community legal sector.

3.
To strengthen the human resource capacities of the community legal sector.

4.
To increase funding and resources for the community legal sector and continue to improve funding reporting compliance.

In June 2006 Victoria Legal Aid announced it would fund a sector development position on an ongoing basis.  This commitment will not allow the FCLC to implement the Action Plan but will also assist in the realisation of the following outcomes:
1. 
Develop a strategic vision for the CLC sector to provide a framework for future investment.
2. 
Strengthen CLC capacity by contributing to awareness, knowledge and skills across all areas of the “CLC Health Check” framework.

3.
Explore and promote alternative CLC sources and funding, in kind and pro bono support.


The Federation of Community Legal Centres acknowledges the support and foresight of Victoria Legal Aid in the funding of this important initiative.

Glossary of Terms and Abbreviations

CLC

Community Legal Centres

FCLC (Vic)
Federation of Community Legal Centres (Vic)

NACLC
National Association of Community Legal Centres
VLA

Victoria Legal Aid

VLF

Victoria Law Foundation

1.1 Background and objectives

Funded by the Victorian Law Foundation and managed by the Federation of Community Legal Centres (Victoria) (FCLC) this project brief was to support strong community legal centre governance, management, administration and service delivery through the development of an overarching strategy and action plan for the Federation’s organisational capacity building and sector development work.
A part-time Sector Development worker, Maxina Martellotta was appointed in late March 2006 to lead the project with the FCLC. Following initial discussions and project briefings, the following key activities and documents for the project were identified:

Key Activities 

1. Literature Review of relevant and related materials as they pertain to capacity building.

2. Consultation with Community Legal Centres in relation to capacity building needs.

3. Analysis and writing up of findings to be presented in a report format including an action plan.

Key Documents

A capacity building report containing the following sections:

a. Overview of capacity building.

b. Capacity framework or capacity assessment grid against which CLCs can measure/identify capacity building needs.

c. Analysis of the outcomes of the consultations with CLCs.

d. Analysis and prioritisation of capacity needs and gaps.

e. Action plan identifying capacity building opportunities and prioritising areas for future action.

1.2 
Reference Group

The FCLC Sector Development working group together with the FCLC Executive Officer was the reference group for this project. 

1.3 
Methodology
The methodology for the capacity building project involved the following steps:

1.
Initial briefings.

2.
Literature review.

3.
Consultations and discussions with reference group and attendance at the Planning for Organisations workshop at the State Community Legal Centres Conference in May/June 2006.

4.
Scoping of issues.

5.
In consultation with the reference group, development and drafting of the Community Legal Centres Health Check document.

6.  
In consultation with the reference group selection of twelve sample Community     Legal Centres.

7.
 Contact and discussion of participation in the project with the twelve centres.

8.
Mailing out of the Health Check document to selected centres followed by face- to - face consultations throughout July 2006.

9.
Analysis of data.

10.
Final Report and Action Plan.


2.1
Definitions of Capacity Building

There are many different definitions and ways of referring to capacity building.

1. (It is the) Process of assisting individuals or groups to identify issues and gain insights, knowledge and experience needed to solve problems and implement change.  It is the combined influence of an organisation’s ability to govern and manage itself, to develop assets and resources to forge community linkages and delver valued services – all combined to meaningfully address its mission. 

2. Capacity Building is the ability of non-profit organisations to fulfil their missions in an effective manner. 
 

3. An ability of individuals, organisations or systems to perform appropriate functions effectively, efficiently and sustainable.  This involves the continuing process of strengthening of abilities to perform core functions, solve problems, define and achieve objectives and understand and deal with development needs.
 

4. It is a process by which an organisation develops the internal capacity to be the most effective it can be in its mission work and to sustain itself over the long term.  This definition highlights the connection between organisational development and the achievement of an organisations mission.
 

2.2
The Benefits of Capacity Building

“Capacity building in community organisations aims at improving the ability of the organisation to take the lead in their own development and growth through enhancing their expertise and knowledge about relevant issues.  Capacity building involves activities, resources and support that strengthen the skills and abilities of community organisations to take effective action.”

 Community Legal Centres operate within challenging environments with limited funding and resources to respond to ever increasing demands on their services and programs.  Having said that, it is also the case that all organisations have existing capacity.  Building on this existing capacity, to develop and improve upon it further, allows the organisation to go to the next level of effectiveness and so increase it’s ability to address its mission or purpose. 

It is the direct connection between capacity building and the impact that this has upon the organisation achieving its goals and missions that convinces stakeholders to buy into capacity building processes.  The stronger and more robust the organisation, the greater it’s ability to successfully execute its mission, and sustain ably negotiate change and the challenges that confront the community legal sector.

Concerned and committed people form organisations to achieve missions.  Therefore, if the organisation is the main vehicle by which to achieve that mission.  Then a top priority must be the development and nurturing of that organisation and all of the processes systems and people it comprises.  You must have in place a strong organisation in order to be able to pursue your objectives.

Some key elements of capacity building include the following:

1.
It is a long term and ongoing commitment.  It requires an organisational culture that values ongoing learning and improvement.

2.
Capacity building needs to be taken beyond the annual planning day and needs to become part of the organisation and its culture, so that it is incorporated into the day- to- day operation of the agency.

3.
It takes dedicated time and resources.  Without being ‘driven’ it can easily lose momentum and fall off the list of priorities.

4.
Capacity is not just a function of management, it something that must be owned by the whole organisation.

5.
Where the culture of the organisation may not support change, it may require leadership to encourage and promote capacity building activities as a priority.

6.
It involves a holistic approach, one that clearly aligns all aspects of the organisation.
2.3
Some Barriers to Capacity Building

Some barriers to CLC’s engaging or investing in capacity building are discussed in the McKinsey report into “Effective Capacity Building in Non-Profit Organisations”
.

They note barriers as including:

· We see the cost of investing in capacity building as a low priority when those funds could be directed into program delivery.

· We have a cultural bias that tends to focus primarily upon program delivery over ‘back room’ functions such as strategic planning, which is sometimes viewed as a distraction from the ‘real business’ of the agency.

· There may be a lack of shared knowledge and understanding within the sector about capacity building with no shared conceptual framework or approach that can be applied across the whole of sector.

Other factors hampering capacity building may include:

· Lacking the resources, both in terms of staff, time and funding, that can be dedicated to capacity building initiatives.

· Lack of clarity within organisations as to whose responsibility it is to initiate and lead a capacity building agenda.

The Social Policy Unit of the Department of Premier and Cabinet (Western Australia) conducted a study in 2004 to scope the availability of capacity building services for the not – for – profit sector.
  It found and documented a number of barriers identified by the sector in accessing capacity building resources, which included amongst other things:

· Affordability in terms of cost, individuals time and the organisation’s capacity to

actively support such processes;

· Lack of funding opportunities for capacity building activities;

· Lack of knowledge of where to access support for capacity building;

· A fear that to acknowledge there are capacity building needs is a sign of 
‘weakness’;

· Remoteness of some regional locations

It is interesting to note that the consultations confirmed the literature review as similar themes emerged in discussions with the sample centres.
  The issue of barriers is discussed in detail further later in this report.

2.4
Models and approaches to Capacity Building

Much of the literature surveyed moves from discussion of the rationale for capacity building to the very practicable step of trying to identify what characteristics distinguish a high performance social service organisation from a merely good one.
 There are a number of frameworks or models that have been developed to assist organisations identify the common elements that can be used to assess organisational capacity.
One approach taken by Alan Greig in an articled published by Community Builders in 2005, refers to a grid developed by a range of stakeholders in New South Wales. It notes the following distinguishing features of high performance community organisations.

High performance organisations:
:

· Are mission driven not crisis driven;

· Hold a common vision with a sense of purpose as opposed to conflicting goals with unclear direction;

· Embrace rather than shun accountability;

· Prioritise corporate governance over administration;

· Prioritise development over maintenance;

· Seek to develop a diverse role over a predicable one;

· Seek innovation over risk avoidance;

· Is consumer driven over provider driven;

· Link into the broader community and is not insular;

· Are multi- cultural not mono-cultural;

· Have a broad rather than narrow ownership;

· Rely upon multiple sources of information;

· Make decisions based on facts and data not assumptions;

· Employ staff based on skills and competencies not just on experience;

· View complaints as opportunities and not attacks;

· Facilitate cross functional cooperation over ‘turf battles’;

· Lead in their sector and does not lag;

· Strategically utilises funding rather than just managing funding;

· Rotates board and office holders in preference to keeping on familiar faces.

Another approach is to identify the core components of an organisation and having done this develop a set of indicators for each of those components against which the existing capacity of the organisation can be assessed.  Examples of different models and classifications are summarised below.

2.4.1       Examples of classifications of Organisational core components



2.4.2   Eight Common Elements

Drawing upon the above models we can extract some common elements.  The following sets out eight core components that make up an organisation.

1. Vision, Values and Mission (Aspirations)

· These collectively articulate the purpose and direction of the organisation.

· Vision is the organisations preferred future that it wishes to create.

· Values are the core beliefs that shape the vision and guide the day to day 
actions of the organisation.

· Mission is the role the organisation will play in creating the preferred future.

2. Strategy (Strategic thinking & planning)

· Coherent set of actions and programs aimed at fulfilling the organisations 
     goals.

· It is the roadmap, which informs the annual, monthly and daily work-plans.

3. Governance and Management (Organisational structure)

· This is how the organisation makes decisions.

· The structures and policies by which decision are made.

· Sets out the role and function of the Board of Management and overall management structure of the organisation.

4. Human Resources 

· Captures the collective capabilities, experiences, potential and commitment of the organisations board, management team, staff and volunteers.

· People are a valuable resource; the way in which they are developed and managed is critical to their productivity and in turn the success of the organisation.

5. Systems and infrastructure

· These are the processes by which the organisation functions, the way it works eg: administrative systems.  Infrastructure is the assets that support the organisation both technologically and physically.

· It includes legal and fiscal systems and accountability.

6. Program Delivery (Products and Services)

· This includes program development, implementation, evaluation and accountability.

7. External Relationships

· How the organisation collaborates with other agencies.

· How effective is it in building relationships with external stakeholders.

8. Organisational Culture

· This is the written and unwritten rule that shape and reflect the way an organisation operates.  It is the sum of all the components.  It is the environment within which decisions are made and conflict resolved.

Using these core components we can then ask what are some key indicators against which the capacity of organisations can be measured?  There have been a number of different indicators developed as tools to assist.  
As will be seen in the following section these different examples were drawn upon to help develop a self assessment tool for community legal centres as a means to assist the Federation in identifying the capacity building priorities of its members.


3.1
Developing the Health Check Tool

The Health Check document was developed in conjunction with the reference group who viewed initial drafts and provided comment and feedback.  A copy of the document and the accompanying background document sent to centres is located at Appendix B1.
The purpose of the Health Check was to provide a tool by which to:

· Scope the capacity building priorities of Federation of Community Legal Centre.

· Provide Community Legal Centres a framework by which they could check the health of their organisation and identify areas where the organisation would benefit from capacity building.

The document was designed to take participating centres through four steps:

1.
Identify core components of organisational operation.

2.
Work through the key indicators and conduct an in-house health check.

3.
Having worked through the key indicators, summarise the areas in which the organisation could benefit from additional capacity.

4.
Feedback to the FCLC the top three priority areas through face to face interview with the project worker.
3.1.1 Selection of participating centres

A sample group of twelve centres were selected in consultation with the reference group.  The only criteria, was to ensure representation of rural, regional and remote (RRR) centres, metropolitan based centres, specialist and outer metropolitan centres.  A table showing the centres involved and consultation dates is set out at Appendix B2.

Each of the selected centres were initially contacted by phone and asked if they wished to participate.  Those who did were sent a copy of the Health Check document with a covering letter located at Appendix B3.

The project worker then contacted centres and made appointments to attend the centre to receive feedback.  Consultations were largely unstructured in that it was left to the centres how they wished to provide feedback.  For example some centres carried out the feedback with a cross section of staff whilst other chose to carry out feedback with the coordinator or manager of the centre.  Apart from a standard set of questions covered at each consultation, Appendix B4, consultations were otherwise unstructured.

Most interviews took approximately 1.5- 2 hours.  All consultations were conducted at the centre premises.

3.2
Consultation Findings

3.2.1 Overview

The FCLC 52 members are varied and diverse in terms of their size, structures, areas of speciality and location.  At the same time, members share in common a commitment to principles, which facilitate access to justice through a holistic approach to service delivery, which is premised upon a community development framework. 
  As stated, a sample group of 12 centres were selected to participate in the Health Check.  These centres covered both specialist and generalist services as well as metropolitan, outer-metropolitan and regional centres.  The sample group also were reflective of a variety of organisational structures.
3.2.2 Response to the health check document as a tool

The majority of centres consulted found the health check document a useful tool.  It seems that in particular it provided an opportunity for centres to reflect upon concepts concerning their organisation in a format that was relatively easy to navigate and comprehend.  As one participant stated: “It helped me articulate things I had been thinking and feeling.”
Likewise the majority of respondents saw value in the document as a planning tool to be used for strategic planning days and indicated that they would make repeated use of such a tool if it were available in a template form for their centre.  A number of centres also stated that the health check was a useful exercise that they would like to undertake with their management committee.

One respondent, noted that whilst the health check provided a good prompt they had reservations as to whether their committee of management would consider undertaking such an exercise as a priority or core issue but rather may view it as “an airy thing that is too much to take on in addition to other work facing the organisation.”
Three centres were unable to give specific feedback on the usefulness of the exercise having either not gone through the document before the consultation or having done so only in part.  In the later instance, the participant noted how they could see such a process would be useful particularly in relation to planning processes.

The frequency of responses and comments regarding the usefulness of the exercise is set out below in Table B1.

Table B1

Did you find the Health Check document a useful tool?

	Responses
	COMMENTS

	YES

8
	 “It was good as it contained reflective concepts which made me think about organisational issues it was a good prompt.  I would like to use it with the management team and committee of management. If it was available on line would use this as part of our planning processes.”

“Yes, but issue for us whose responsibility is it to do this type of thing.  Other than that this would be a useful tool for strategic planning.”

“ The document was a good process which helped to highlight the areas in which we could develop greater capacity. Would use something like this as part of general planning and with board of management.”

“It provided a great overview and really helped in getting me thinking about the organisation as a whole and on particular issues.”

“It was great, got me thinking about things.  A good document to keep as template for preparing for strategic planning days.”

“Overall staff found it very affirming, with some changes would be a useful planning tool.”

“It was useful.  At first found the classification of core components a bit overwhelming but the actual health check was valuable.  Really appreciated the process of working through the indicators and then the summary.  I really got a sense of the issues for the centre, the document helped me articulate things I had been thinking and feeling.  Would like to give it to the management committee.”

“It was a very useful document, the indicators were a good prompt and it would be great for the staff to go through this exercise as well.  If available as a template would use it, probably more for the three-year plan process rather than annual planning day.  It was very readable and it summarised the background to why capacity building is important in a very concise way.”

	NO

0


	No comments.

	OTHER

4
	 “The scenario was very useful to start thinking about these issues and it was a good prompt but believe most of the Committee of Management would not see these as core issues but ‘airy’ things that are too much to take on in addition to other work facing the organisation.”

“Unable to comment as did not work through the document.”

“Did not completely work through it, but could see how it would be useful especially in planning.”

“Did not work through it.”


The majority of centres noted that the tool could be improved, predominately by providing a greater choice of options when working through the key indicators.  The indicators provided to participants were grouped either as ‘indicators of a healthy organisation’ or ‘indicators suggesting a need to address capacity’.  As such the indicators presented options at either end of the spectrum which limited the choice of centres who felt that their centre fell somewhere between the two indices.  The range of indicators was limited in order to try and present a document that was not too ‘overwhelming’ for centres and to also emphasis the areas in which the centres saw a need for further capacity.

In terms of future templates, there would be a need to balance the need to keep the document manageable in terms of size while at the same time providing centres a broader range of choice in the indicator of health-check table.  Perhaps presenting either a range of indicators that states a middle position or providing a scale upon which centres could mark their existing capacity from 1-5 could address this particular issue. Table B2 sets out responses to how the Health Check could be improved.
Table B2

 Could the tool be improved? If so, in what way?

	Responses
	COMMENTS

	YES

9
	Scaling:
“Scaling the choices in the indicators might be useful it could be placed in table three in the summary.”

“Use of a sliding scale for the indicators.”

“Providing a scale in the indicators.  At times it was difficult to choose between the two options.”

“The two options in the indicators were extreme perhaps could use scale of 1-5.”

“A sliding scale would be a useful addition in the indicators.”

“Providing examples of what other centres have drafted in terms of vision, values and mission would be useful.”

“Maybe a three point scale would have assisted eg: applicable, partly applicable not applicable as it stands some statements were relatively ‘black or white.”

Unpacking statements:

“Some of the statements (in Table 2) need unpackaging (sic) – ie: there were too many statements within the one whereby one could agree with part and disagree with another part.”

“Perhaps splitting the indicators in table two- the statements are good. Perhaps providing a bit more background information would have been useful.  Better matching of the indicators so that they represented alternative views with the checkboxes on either side so at a glance we can see where the issues are it would be a visual prompt.”

“Only suggest to separate out some of the statements in the indicators as some contained more than one proposition.”

	NO

1
	“Not really, would definitely use it as an ongoing planning tool if available on the toolkit.”

	OTHER

2
	“Unable to comment.”

“No comment.”


3.2.3 Priority Capacity Building Areas Identified by Participants

Centres were asked to identify their top three priorities for organisational development or capacity building.  The feedback here is presented in two parts.  The first reports back on responses identified in relation to the core areas of the organisation.  The second part then goes on to breakdown these broad areas and identifies the particular areas or issues that centres have identified to be a priority for them.  

To get a sense of what areas have overall emerged as priorities the frequency with which particular issues were identified by centres has been noted.  In terms of frequencies recorded, it should be noted that some centres identified more than three priorities and some centres identified multiple issues within those priorities.

Capacity Building Priorities identified by Core Organisational Areas
Governance and Human Resources emerged as the predominate areas identified by centres in which their centre could benefit from additional capacity.   This was closely followed by Systems and Infrastructure then by External Relationships, Program Delivery, and finally Culture and Vision, Values and Mission.  The only core area not to record a response was Strategy.  Frequency of responses is set out in Graph B1.
Graph B1- Priority Areas Identified
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Capacity Building Priorities Areas identified by Issues

The top three priorities most frequently identified by the centres consulted are:

1. Governance and Management

2. Training and professional development of staff (Human Resources)

Support /Mentoring for staff (Human Resources)

3. Funding (External Relationships)

Graph B2 shows a breakdown of the issues that emerged from consultation.


3.2.3.1 Governance and Management

The single leading priority identified was increasing the capacity of Management Committees.  The consultations identified the main issue for centres here, relates to induction, training and support of management committees.  

Centres identified as a priority, training and information on the role and responsibilities of management committees, as well as the development of induction kits and ongoing training programs that provide management committees with an overview of the sector including information about the role of the Federation of Community Legal Centres (Vic).  Modules on running meetings, including annual general meetings and on specifics such as financial and industrial relations were also highlighted.

The other issue identified, relates to how to increase the engagement of management committees in the issues relevant to the centre and the sector as a whole, as one participant articulated:


“It is not knowledge and skills training that is needed but getting an understanding of what is community management.  How do we get the Committee of Management interested in these broader issues”.

For some co-ordinators, the issue of engagement by the Committee of Management, manifested in issues of leadership and a sense that because committees are volunteers there is a reluctance to ask too much of committee members.  

“As a coordinator I feel at times that I am not only having to lead the staff but the committee of management as well and this is very difficult as then I don’t get the support that I need.”

This particular issue is examined in further detail in the section looking at factors that affect the ability of centres to engage in capacity building.

3.2.3.2 Human Resources

Together with governance, human resources are a leading issue for centres. Training and professional development of staff is one priority identified by centres.
The main restriction here appears to be budgetary with some centres simply stating that there is just not enough money in the budget for staff training and development.  In this context the potential for developing pro bono partnerships, which could assist with either direct or indirect funding and access to training, was identified as a key strategy.

Two centres identified the need for regular CLSIS training as a priority.

Support and mentoring, was the other key priority to emerge in consultations. Providing staff with access to external mentoring and debriefing services as a means to contribute to a healthy work balance was one area that some centres identified a need to develop further capacity. Again, here pro bono opportunities were discussed as one strategy as was the role of the Federation to provide linkages between the sector and relevant agencies and service providers.

Support for those in a co-ordinating or manager role also emerged as a specific factor.  It may be that this is in part a reflection of the fact that the majority of persons consulted, occupied that role within their organisation.  Having noted this a contributing factor, the support and mentoring of co-ordinators is identified as a critical issue in terms of facilitating capacity building within community legal centres this is explored in further detail later in this report.

3.2.3.3 External Relationships (Funding)

The main theme here was centres identifying a need to develop strategies for diversification of funding sources.  This view was largely the result of centres identifying a need for additional funding and resources.  One issue here was how to identify alternative sources of funding and in particular assistance and advice in formulating and writing funding submissions.  Strategies identified here included the development of templates and training for submission writing and identifying alternative sources of funding.

Table B3 summarises the issues identified and comments of centres.
Table B3

Breakdown of priority areas identified by centres.

	CORE COMPONENT
	ISSUES IDENTIFIED
	SUMMARISED COMMENTS

	Vision Values & 

Mission
	1. Lack of shared understanding and alignment.
	There is an absence of alignment with our core values in terms of what and why we do it and how this is aligned with our vision and mission.  There is such a big focus on casework, there is potential to do other work CLE and law reform but how do we get there?

	Strategy
	No Issues identified.
	No comments.

	Governance

& Organisational

Structure
	2. Management Committees

3. Restructure


	Recruitment:

Assistance on strategies for recruitment of committee members.
Induction, training and support:

A governance kit that provides resources for induction processes and training on AGM processes.  Developed as modules so that there is not too much information for one sitting.

Regular training sessions for the committee and an induction kit.

Governance training for the committee of management.  Something that provides a sector overview.  Workshops need to come to regional centres.

Training and induction, perhaps in video format it is more accessible for committee members and can be done in modules.  Something that can be watched in parts, which provides an introduction to the sector and also the role of the Federation.

Mainly training and issues to do with role and responsibility, skilling up and demarcation of their role from the day to day management of the centre.

Participation and Engagement with centre:

It is not knowledge and skills training that are needed but getting an understanding of what is community management.  How do we get the CoM interested in these broader issues?

As a coordinator I feel at times that I am not only having to lead the staff but the committee of management as well and this is very difficult, as then I don’t get the support that I need.

Moving from a flat structure to one that is more hierarchical need support and guidance on how to negotiate such a change.

	Human 

Resources
	4. Defining roles

5. Training and professional development

6. Support and mentoring

7. Development of HR policies and procedures
	There is a need to more clearly define roles and responsibilities- taking on tasks that are not really my job but I do it because there is no one else.  It becomes very stressful.

Training, our budget is very limited and getting access to ongoing professional development and training is a big issue.

There are not enough dollars in the budget for staff training and development.

There is a need for regular CLSIS training, it is too ad hoc at the moment.

Training in data bases and CLSIS would be very useful.
Volunteer training and induction is needed.

How do we better support our staff and save them from burn out.  Need to extend ability for external mentoring and support.

Getting support and supervision.

Developing an induction kit for coordinators as often there is no handover some thing which gives coordinators a good introduction to the sector, who is who etc.

Managing caseloads not only in terms of existing cases and their complexity but there is a general feeling that we are stretched to capacity especially when we know the level of unmet need out there for our services – this itself creates a sense of pressure for staff.

We have a policy for staff appraisals but the issue is finding the time to carry these out on a yearly basis as the day-to-day service delivery takes over.

We need access to HR policies and procedures templates, induction documents and OHS advices to our management committee.
Review processes and developing good procedures around this issue in terms of clearly defining in job descriptions so it is clearly understood who holds the responsibility for staff performance review.  Templates for this would be useful.



	Systems &

Infrastructure
	8. Cross checks and early warning systems

9. IT infrastructure

10. Physical infrastructure

11. Financial and administrative systems


	There is a need to develop good examples of cross checks and early warning systems.

Systems and infrastructure are all top priority. 

Review processes developing good procedures around this is an issue.
We need IT support and training, something like we used to get from the Federation.

Physical infrastructure, we are limited in our ability to expand and to take on new programs due to limited space.  How do we progress this issue with limited resources.

Systems and infrastructure support, particularly with establishing and developing systems and infrastructure particularly with financial, filing and administration

Systems and infrastructure overall is a top priority for us.  



	Program

Delivery
	12. Benchmarking 

13. Evaluations
	How do we develop benchmarks in terms of best practice?

Evaluations are a key issue and the development of evaluation tools.  We need a clearinghouse, which can identify which tools are useful and which are not.



	External

Relationships
	14. Funding   diversification

15. Profile of the organisation and public relations

16. Developing networks


	We need assistance in developing new fund raising strategies we need more money and resources.

Developing strategies around diverse funding sources

How do we diversify and increase sources of funding.

Providing advice on how to formulate submissions and assistance in identifying funding opportunities and in writing submission.  Templates and any online resources would be really good.

Relations with external stakeholders and identifying gaps in the knowledge of our service amongst the community. 

 Assistance with in developing specific strategies in relation to raising our profile and promotion of our services.

There is a need for training around public relations in a community context especially media training.

How do we move to the next level of engagement with our external stakeholders so it is more about development of alliances?


	Culture
	17. Shared understanding and commitment
	How do we as a centre get to a point where people jointly hold information about the centre is about and our policies and procedures?  People tend to get so involved in their own area.  

It is difficult as the coordinator position is the one left to hold and drive all of this as well as manage a caseload.  It becomes very difficult.



3.2.4 Factors affecting centres ability to engage in capacity building activities

It is interesting to reflect how as sector, stakeholders recognise and commit to holistic approaches to ensure that services and programs are delivered in a way that builds the capacity of our communities, yet we do not tend to naturally think or operate in a similar way so as to build the capacity of our organisations. 
Five factors were identified through the consultations as issues that affected the ability of centres to engage in capacity building activities:

· Organisational Structure

· Location

· Culture

· Resources

· Responsibility/Leadership

These factors reflect barriers to capacity building identified in the literature review
.  

Comments in relation to this issue are summarised in the following Table.

Table B4

Factors identified by centres which affect their ability to carry out capacity building.

	FACTOR
	SUMMARY OF COMMENT

	Organisational Structure
	There is a particular challenge where the committee of management covers a number of programs of which the legal centre is just one.

The number of part time staff employed can present a challenge here in the logistics of getting everyone together to work on these issues.


	Responsibility and Leadership
	The issue here is who is responsible for progression of these issues – we are focused on casework and it is not part of our role.

I feel that I am managing and leading not just staff but also the Committee of Management.

The coordinator’s position is the one left to hold and drive (shared understanding of these issues) as well as managing a caseload it becomes very difficult.

With the committee of management there is a reluctance by them to really engage with the centre in a way that the coordinator is not left feeling like having to resource both ends of the equation.

Lack of jointly holding this issue, as people tend to get involved in their own area.



	Resources
	The budget is very limited and access to resources both in terms of money and people for this type of thing is an issue.

The agency does not see how it can devote time and resources to such processes when it is already overloaded with service delivery and just the day-to-day running.

How do you attract skilled top-notch managers to small community organisations?



	Culture
	Most of the committee of management would not see these issues as core but airy things that are too much to take on in addition to other work facing the organisation.



	Location
	Ability of staff in regional centres to travel to city for training and seminars is limited.




Organisational Structure

Two issues were expressed here.  One relates to the challenge of engaging the management committee with capacity building processes when the community legal centre is but one of a number of programs being managed by that committee.  Finding the time and energy required of such processes can be even more challenging when the operation of the centre is competing with a number of other programs on the management committee’s agenda.

The second issue reflects that the flexibility of working arrangements within the sector has resulted in many centres operating with a significant number of part time or temporary (project) positions.  Whilst acknowledging the benefits of such flexibility, it also means having to manage and coordinate a larger number of individuals.   The logistics of this presents it’s own challenges when an organisation is attempting to bring all stakeholders on board to embrace and engage in capacity building activities.

Location

Understandably this was a factor identified by those centres that operate in outer-metropolitan and regional/rural environments.  Issues raised here included, the limited ability of paid staff, volunteers and management committee members to travel to Melbourne to attend training and seminars in terms of both cost and time away from the centre.  Strategies discussed in response to this factor included:

· The development of online and web-based modules and templates.

· Video and audio taping of seminars and training days.

· Development of video and audio resources and kits.

· Conducting some training and seminars in regional locations.
Culture

To some extent this is an overarching factor.  The consultations expressly and implicitly confirmed the literature, which highlights the importance of organisations operating within a cultural environment that understands, embraces and prioritises capacity building processes.

“The culture of non profits is to ‘glorify’ program delivery over ‘back office’ functions or even higher level functions such as strategic planning is seen as a distraction form the ‘real business’. Together with scepticism about the benefits of engaging in these type of processes.”

All centres consulted operate in environments of high demand for services, trying to satisfy unmet legal need in circumstances of limited resources.  Understandably, there is a very strong cultural emphasis upon service and program delivery as the central focus and priority of the organisation.  This was succinctly put by one participant who noted that 
“...most of the committee of management would not see these issues as core but airy things that are too much to take on in addition to other work facing the organisation.”
The cultural focus upon service delivery is also not surprising given the strong emphasis on quantative outcomes in the reporting and accountability requirements of funding bodies.  In this sense, agencies that fund community legal centres can be a significant influence in defining the culture of many organisations.  As such, funding bodies can encourage the development of a positive capacity building culture by reflecting these as priorities in how they resource and support community legal centres.

This is not to say that all those consulted did not appreciate or understand the benefits of capacity building processes and that by strengthening the whole of their organisation this inturn will result in a greater capacity to achieve outcomes and missions.  There was strong recognition of this.  Understanding these issues and having the capacity to implement however are two distinct things.

These challenges are reflective of similar issues facing all community organisations not just community legal centres.  A good summary which gives a broader community sector perspective is the document produced by Our Community, Community Manifesto Valuing Australian Community Groups.
“More concrete support is need for community groups to make the most effective use of limited staff numbers and physical resources by building their infrastructure capacity...Governments and funding agencies need to accept the responsibility for contributing to sustainable infrastructure for the community groups whose projects they fund.”

Resources

Consultations confirmed that limited resources, both in terms of money and people, is a significant barrier preventing centres from taking on capacity building processes. “The agency does not see how it can devote time and resources to such processes when it is already overloaded with service delivery and just the day to day running.”

Strategies identified here included targeting specific funding for capacity building processes and utilising the new Sector Development position at the Federation of Community Legal Centres.  Other strategies are explored further in the capacity building action plan in section 4 of this report.

Again this is consistent with the literature which identifies dysfunctional funding environments and the perceived cost of investing in capacity building in the short term when there is a greater preference to direct funding into direct program and service delivery.

Responsibility/Leadership

While capacity building requires ownership by the whole organisation, in all cases, (particularly where the culture may not support such processes and the changes that this may bring), there is a need for strong leadership.  There has to be some one or body that can drive the process, as without this it can ‘lose momentum and fall of the list of things to do.’

Defining who has responsibility to lead or drive such processes emerged as a critical factor in the consultations.  This is a particular challenge given that community legal centres are made up of voluntary management committees who themselves may not have the time, resources, skills or in some cases the commitment to become more actively involved in driving and supporting the centre through such processes.   

Coupled with the strong focus on service delivery and casework and a view that sees capacity building processes more as a function of management
, can leave those individuals who hold the role of co-ordinators feeling unable to initiate, implement and drive such processes themselves.

“The issue here is, who is responsible for progression of these issues-we are focused on casework and it is not part of our role.”

“The coordinator’s position is the one left to hold and drive a shared understanding of these issues, as well as managing a caseload. It becomes very difficult.”

“Sometimes I feel that I am managing and leading not just staff but also the committee of management.”
It is interesting to note that similar themes emerged in consultations regardless of the organisational structure of the centre.  
At one level, centres can be offered a whole range of resources and training directed at developing the capacity of their organisation but unless this is coupled with a clear strategy and commitment to also increase the capacity of management committees and coordinators to drive and lead such processes capacity building will never progress beyond the next round of workshops.
3.2.5 Most effective way that the Federation of Community Legal Centres (Vic) can provide support.

Consultations identified that centres are looking for a variety of approaches when providing support with capacity building processes.  All participants were very pleased to hear about the funding for a permanent Sector Development Worker and saw this as having the potential to making a significant contribution and to be an excellent resource for the sector.  The following summarises the main points to emerge from discussions.

Development of Kits 

There was strong support for the development of a Governance Toolkit specifically aimed at Management Committees, which would cover issues such as:

· Recruitment,

· Defining roles and responsibilities, 

· Providing an overview of the community legal sector,

· Introduction to the role and function of the Federation of Community Legal Centres (Vic), and

· Meeting processes and procedures (including Annual General Meetings).

The development of a Co-ordinators Induction Kit was also highlighted in several consultations.  This was seen as being a useful resource as coordinators are sometimes appointed in circumstances where there has been no opportunity for a handover and the appointee may be new to the sector.  Such a kit could cover issues such as:

· Overview and introduction to the sector,

· Introduction to the role and function of the Federation of Community Legal Centres (Vic),

· Funding and reporting regimes and requirements,
· PI insurance and cross check procedures,

· Aspects of coordinating a service that also operates as a legal practice.

The other suggestion was the development of a Planning Day Kit that could bring together resources and processes for annual strategic planning days.  Issues that could be included in such a kit:

· Preparing for a planning day,

· Locating good facilitators,
· Checklist and suggestions for planning day processes.

Templates and Precedents

The development of pro-forma that can be accessed via the on-line Federation Toolkit.  Specific templates for the following were identified:

· Project management and planning,
· HR policies and procedures,
· Funding proposals/submissions.

Workshops and Training

Centres identified workshops:

· Need to be specifically tailored for community legal centres,

· Not too big but preferably run in small groups,

· Be conducted in regional, rural areas as well as Melbourne in order to make them more accessible to non-metropolitan based centres,

· Where workshops cannot be conducted in regional areas to be video or audio taped for the benefit of centres that cannot attend.

One centre commented that there was too great an emphasis on presenting training and resources in the workshop format and there was a need to move away from this, as workshops were not always that accessible for centres.

Some specific areas of training identified included:

· Financial training for management committees,
· Induction for management committee,
· CLSIS and data bases,
· Media and public relations.

Online and web based support

Support for the development of these type of resources came from a range of centres and not just centres based in regional/rural locations.  In particular the suggestion for the development of online interactive training modules that centres can access online.

Federation as a clearing-house 

There was fairly consistent support for the Federation to take on a role in resourcing the sector through acting as clearing house, identifying those resources which are useful and posting these on a site such as the Federation Toolkit.

Specific suggestions here including:

· The Sector Development position have a role in collecting and collating useful policy and procedure precedents and templates from various centres and post these on the Federation Toolkit so that these resources can be more efficiently shared amongst centres,
· Identifying useful tools and resources for planning and evaluation processes,

· Maintaining up-to-date web site and referrals for centres.

One to one support and mentoring

Whilst recognising the limitations in terms of resources many centres identified the ability to talk through issues with a sector development worker who can provide support and some mentoring as a high priority.

Many centres noted that the consultation process for this project demonstrated the benefits of this type of interaction:

“This process of dialogue with someone not involved in the centre is very useful.  If there is any possibility of one to one session that would be great.”

“It is really useful to be able to just sit down, like now, and talk through issues with someone who has an overall perspective.”

Specific suggestions including having the sector development position available to participate in planning days to provide an additional resource and perspective to strategic planning processes.

Likewise, centres identified the need for greater access to mentoring and external support.  Either from the Federation and or the Federation to source and identify appropriate resources and agencies that can provide this type of service.

Advocacy and Advice

Some centres identified that the Federation needs to continue advocating at a sector level for increased funding and resourcing as one way of supporting centres in capacity building processes.   As well as providing advice on alternative sources of funding and on how best to formulate funding submissions.


4.1 Summary of core issues

In terms of where to direct future resources and strategies, the following core areas have been identified:

1.
Sector Awareness: strategies here need to be developed, which raises the profile of capacity building issues at a sector level.  It is important for there to be a common understanding at a sector level of what we mean by capacity building and why it is important for us to engage in such activities at a sector level. 

2.
Leadership: developing actions and strategies, which increase the capacity of FCLC members to drive and lead such processes within their own organisations is critical.

3.
Governance, Human Resources and External Relationships: have each been identified as a priority area in which centres are seeking support and resourcing.  Here actions would focus on the development of particular resources and training options.

Whilst the sample group of centres consulted identified specific priority areas for capacity building, it is insufficient to simply develop an action plan based on a series of tasks or workshops to address those priorities.  The key and the challenge is how to develop an action plan, which integrates capacity building into such planning.

4.2
Finding a sustainable approach

It would be very easy to feel overwhelmed by the magnitude of the task of resourcing the community legal sector in capacity and organisational development.  There is so much that can be done - where is a good place to start?

Capacity building strategies in other sectors such as heath and also resource management provide examples of how to integrate capacity building into action plans.  A guide produced for Natural Resource Management provides some helpful insights on how to integrate capacity into regional planning.

The NRM Guide, suggests the development of capacity building activities under the following broad headings:

· Awareness raising;
· Information and knowledge;
· Skills and training; and
· Facilitation and support.
In considering these broad areas, the NRM Guide sets out the following questions, as a helpful guide to the planing process:

· What specific behaviour and practice changes are required to achieve priority outcomes?

· What are the specific, critical capacity building activities that will most effectively support the achievement of those changes?

· Where should capacity building activities be targeted?

· Who should be specifically targeted for involvement in capacity building?
· When should activities be undertaken and in what order?
· Which are the most appropriate mechanisms for delivery?
4.3 Our Approach

The action plan utilises the four headings identified in the NRM Guide as a useful model and draws upon the priority areas identified in consultations with the sample group.  It also seeks to develop a plan to increase awareness of capacity building strategies at a sector level.  To this extent any action plan needs to be cognisant that capacity building is an ongoing process that should not be considered in isolation off on-ground action and activities.  It should specifically support effective on ground implementation and the uptake of practices and approaches, which increase the effective operation of organisations.

Whilst the initial focus is upon the priority areas identified in consultations, ultimately the plan is to move towards a cyclical approach, which touches upon each of the core organisational components identified in this report namely
:

· Vision, Values and Mission

· Strategy

· Governance and Management

· Human Resources

· Program Delivery

· External Relationships

· Organisational Culture

An example of such an approach would be to isolate each of the core organisational components and develop for each component a distinct "targeting campaign" which runs for a specified period of time.  For example the FCLC may decide that the first half of 2007 will take on the theme of "Stronger Governance" so that the focus for those six months will be the development of resources and actions specific to building capacity in that particular area.

This approach has the advantage that it can be effectively promoted to members and (or) potential funders as part of a cyclical training and resource program.  It allows the FCLC and its membership to clearly focus upon a single theme or issue.  Such an approach may have the effect of systemically promoting capacity building issues at a sector level.  Given that capacity building is a never-ending process this may be one approach, which gives the FCLC a starting point.

A key area overarching priority is to raise the awareness and profile of capacity building processes at a sector level so that there is a common understanding of such principles and its importance and as part of that to increase the capacity of members to lead such processes within their organisations.

4.4 Monitoring and Evaluation

The incorporation of processes to evaluate and monitor the effectiveness of capacity building activities is essential.   This can involve performance measurement of specific outcomes such as attendances at workshops and training, production of particular documents and templates, the uptake of capacity building resources and new approaches by members.  Developing a survey tool that goes out to members on an annual basis is another method by which to monitor and evaluate the effectiveness of capacity building activities.

4.4   Draft Action Plan

Summary:

This draft action plan commences with an emphasis on building a culture and awareness of the importance of capacity building/organisational development.   As identified from the literature review getting “buy-in” for capacity building is key for community organisations.   

Secondly this action plan seeks to focus on the three priority areas as identified in this scoping study:  governance & management, human resources and funding/funder reporting compliance.   It should be recognised that these three areas are also inter-related and will support each other.  For example, robust governance and management is key to ensuring funding reporting compliance or strong human resource practices are key to delivering the constructive workplace environment to support robust governance.

It is proposed that these priority areas remain the focus for the next 2 years.  This is not to say that other issues will not be dealt with as time permits.  However it is crucial that these priority areas are the focus to build strong a strong foundation for future developmental work. In the Federation planning process for the 2008-2011 workplan we would envisage the Federation Sector Development work broadening out to cover all areas identified in the “Healthy CLC framework”.
Objective 1:  Build and support a culture of capacity building/organisational development in the CLC sector.
	Strategies
	Action
	Performance measures

	1.1 Awareness raising, information and knowledge


	1.1.1 Regularly include information about CLC Health Check framework and capacity building/organisational development processes and techniques in:

· Sector Development Monthly E-Newsletter 

· Sector Development E-Alerts (urgent alerts as required).
	Two pieces in E-newsletter/year.


	
	1.1.2. Include “Capacity Building: Why we do it?”,  a copy of the “CLC Health Check” and other relevant capacity building material in:

· Manager/Coordinator Induction Kit 

· Governance/Management  

        Induction Kit
	Gov/Man Induction Kit promoted every Oct/Nov for use by new Committee members. 



	
	1.1.3 Ensure Induction Kits are distributed to new Coordinators/Managers and new Committee/Board members.
	Induction Kits distributed to all new Managers/Coordinators.


	
	1.1.4 Develop Federation Online Toolkit Capacity Building section with information and tools re: best practice capacity building/organisational development and regularly update with new material.
	Online Toolkit capacity building section developed and updated twice per year.


	
	1.1.5 Ensure Federation Online Toolkit sections that mirror the CLC Health Check framework (ie. 8 features of a healthy organisation – toolkit section for each feature).
	

	
	1.1.6  Promote Federation Online Toolkit section re: capacity building/organisational development.
	

	
	1.1.7 Develop strategic alliances with researchers and other bodies who have an interest and expertise in capacity building.
	One strategic alliance built per year.


	1.2 Skills and training

	1.2.1 Develop and deliver targeted training either alone or in partnership with other relevant institutions and agencies to provide training in capacity building/organisational development.
	Two capacity building training sessions per year.


	
	1.2.2 Ensure capacity building/organisational development is a standing agenda item on Members’ Meeting agendas.
	Discussions at least 2 members meetings per year.

	
	1.2.3 Include relevant training opportunities (CLC and external providers) in monthly Sector Development E-Newsletter.
	Training opportunities listed in every Sector Development E-newsletter.

	1.3 Facilitation and support
	1.3.1 Collect and evaluate data on an annual basis regarding the capacity building needs and issues of members (yearly member survey).
	65% return rate on annual member survey.


	
	1.3.2  Develop and implement initiatives to provide support for Leadership positions within CLCs (eg. Managers, Coordinators, Principal Solicitor/Manager etc).  Initiatives might include regular forum/network, buddy systems, cross-agency mentoring programs and peer support.  
	Regular leadership forum convened at least twice in first year.

	
	1.3.3 Provide induction support for new CLC leadership positions eg. Coord/Managers through face to face meeting by FedCLC staff.
	EO and/or SD Officer meet with 80% new coord/managers.


Objective 2:  To ensure that the CLC sector has robust governance and management. 
	Strategies
	Action
	Performance measures

	2.1 Awareness raising, information and knowledge


	2.1.1 Develop and promote CLC Governance/Management Induction Kit.
	Gov/Man Induction Kit developed and promoted every Oct/Nov for use by new Committee members .

	
	2.1.2 Develop Federation Online Toolkit Governance/Management section with information, tools and links re: best practice and regularly update with new material.
	Online Toolkit Governance/Management section and updated twice per year.


	
	2.1.3 Promote Federation Online Toolkit section re: Governance/Management to CLC Coord/Managers and Committees.
	

	
	2.1.4 Regularly include governance and management tools, tips and resources in:

· Sector Development Monthly
   E- Newsletter 
· Sector Development E-Alerts (urgent alerts as required).
	Two pieces in E-newsletter/year.


	2.2   Skills and training


	2.2.1 Develop and implement “Governance/Management Fundamentals” workshop to be delivered yearly (early Dec each year to target new Man Com members).
	Workshop held yearly.


	
	2.2.2 Develop “Governance/Management Fundamentals” training session on powerpoint (with audio) training session available for use by CLCs throughout the year.
	Powerpoint workshop distributed to 100% members and promoted yearly.


	
	2.2.3 Hold training sessions on relevant Governance/Management topics as per issues identified in yearly member survey/training audit.
	1 additional training session held each year re: governance/management issues.


	
	2.2.4 Distribute details of relevant external training opportunities via training section in monthly Sector Development E-Newsletter.
	External training opportunities listed in each Sector Dev E-newsletter.

	
	2.2.5 Encourage member centres to include a budget line for coord/managers and management committee professional development and advocate for increased resources to support this initiative.
	

	2.3 Facilitation and support
	2.3.1 Within CLCs encourage a buddy system for new committee members.
	

	
	2.3.2 Encourage a system of cross-CLC knowledge sharing, mentoring, support and communication between committee members.
	Year 1 – consult with CoM members to identify one initiative for improving links between committee members.
Year 2 – implement.


Objective 3:  To ensure strong human resource capacities, policies and practices within the CLC sector.

	Strategies
	Action
	Performance measures

	3.1 Awareness raising, information and knowledge


	3.1.1 Develop and promote CLC Human Resource Best Practice Guide and Checklist (published via Online Toolkit). 
	Guide & checklist developed and promoted via Sector Development e-newsletter yearly.

	
	3.1.2 Develop a range of human resources best practice policies, resources and links to existing resources on the Online Toolkit to support improvements in areas identified by the Checklist. 
	4 resources developed per year.



	
	3.1.3 Examine support & supervision practices in the CLC sector in more detail with a view to improving practice across the sector (year one – examine support and supervision for “leaders” eg. coord/managers, principal solicitors;   year two – examine support and supervision for lawyers within CLCs;  year three – other staff).
	1 report published for Sector Development Standing Group per year.



	
	3.1.4 Secure project funding to explore career pathways into and within CLCs for CLCs lawyers as well as motivations for working in CLCs with a view to identifying ways to increase the attractiveness of working in CLCs.
	One funding submission made (eg. VLF).

	3.2   Skills and training


	3.2.1 Conduct needs assessment of human resources training yearly (via annual members survey/training audit).
	65% return rate on members survey.



	
	3.2.2 Deliver human resource training for CLCs in the priority areas as identified.
	2 training session held per year.



	
	3.2.3 Collate and distribute available human resources training opportunities via training section of monthly Sector Development E-Newsletter.


	training opportunities included in every Sector Development E-newsletter.



	
	3.2.4 Develop and promote a section of Training Opportunities section of Federation Online Toolkit website which links to external training providers (eg. VCOSS clearinghouse, infoexchange, our community etc).
	Training section of online tool kit developed. 



	3.3 Facilitation and support
	3.3.1 Ensure issues of Human Resource support are discussed in Manager/Coordinator peer support forums 
	HR issues discussed at least one forum.



	
	3.3.2 Develop and promote network of human resource specialists to provide pro bono advice to CLCs in need of human resource advice and consulting (possibly in partnership with large HR firms and/or Good Company).
	Specialist network developed accessed by at least one centre per month.



	
	3.3.3 Advocate for increased resources for workforce development within CLC (eg. professional development budgets, increased staff time to enable staff to participate in professional development etc).
	Workforce development funding included in all budget submissions.



	
	3.3.4 Promote Employment Assistance Program – counselling sessions, critical incident debriefing, Look@Life website and Managers Hotline.
	EAP promoted in Sector Development E-News at least twice per year.



	
	3.3.5 Map existing cross CLC sector staff support opportunities (eg. working groups, networks etc) and identify possible improvements to ensure all types of workers have an opportunity to connect with their peers in a way that is realistic and relevant.
	Year one: Report re: cross CLC sector support opportunities delivered to Sector Development Standing Group.



Objective 4:  To increase the funding and resources for the CLC sector and continue improvements in funder reporting.
	Strategies
	Action
	Performance measures

	4.1 Awareness Raising
	4.1.1 CLSP funding alerts distributed regarding key funding reporting dates.
	At least 4 CLSP funding alerts per year.

	
	4.1.2 Develop yearly State Budget submission (informed by yearly member survey, members meeting discussions (June mtg).  Submission developed by August each year.
	One state budget submission each year.



	
	4.1.3 State budget submission distributed to key politicians, bureaucrats, funders and stakeholders.  Advocacy strategy developed and implemented – core Federation advocacy, local CLC advocacy.
	

	
	4.1.4 Work with NACLC re: Cth budget submission.
	

	4.2 Information and knowledge


	4.2.1 Publish information to support centres for centres to comply with CLSP funding program reporting.
	At least 2 resources per year.



	
	4.2.2 Develop and publish “Project Funding Kit” on Online ToolKit (done).
	Done.

	
	4.2.3 Develop and promote a section on the Federation Online Toolkit which identifies resources that offer additional funding sources and opportunities.
	At least 5 links to external funding sources.



	
	4.2.4 Develop, promote and develop other materials, which provide members with support for diversify funding.
	At least 1 new resource per year.



	
	4.2.5 As part of the Attorney-General’s Community Law Partnerships Scheme identify and promote pro bono funding opportunities for members (see separate action plan for this scheme).
	At least 2 new partnerships per year.

	4.3 Skills and training
	4.3.1 Develop and delivery training sessions regarding CLSP funding program reporting.
	At least 1 training session per year.

	
	4.3.2 Develop and deliver training in the area of fund raising strategies and diversification of funding sources.
	At least 1 training session per year.

	4.4 Facilitation and support
	4.4.1 Federation Office and other key CLC staff provide support for member CLC’s with respect to CLSP funding program reporting and also developing funding submissions.
	One to one support provided at least once per month.
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I

ntroduction

Concerned and committed people form organisations like CLCs to achieve missions.  Our organisations are the main vehicles by which to achieve our missions.  Therefore, a top priority must be the development and nurturing of our organisations and all of the processes systems and people that comprise them.  We must have in place strong organisations if we are able to pursue our objectives. 
We all understand the importance of investing in the health of our organisations.  At the same time, we all know the harsh reality that it is very difficult to find the time or resources to ensure that the core elements of our organisations are operating at their best capacity.   

Just like people, organisations can become run down and stop operating efficiently.  We become so focused upon delivering outcomes in our services and programs that we sometimes neglect the very thing established to carry out that job – the organisation.

At the 2006 Victorian CLC conference there was a workshop on “Planning for small or big organisations”.  Workers attending that session were able to identify a number of core organisational areas in which their centres could benefit from increased capacity.   Some of those areas included:

· Managing staff changes;

· Time management;

· Delegation and quality management;

· Managing staff workloads and job-sharing;

· Management of organisational structure changes;

· Work environments (physical infrastructure);

·  “Where does the buck stop?”  - identification and definition of roles;

· Governance and Management Committee issues.

At the session, participants agreed that resourcing and building capacity in core areas such as  those identified above would directly increase the capacity of their organisation as a whole.  Addressing these key areas meant that their centres would be in a stronger position to achieve service program goals and outcomes.
Consider the following scenario which highlights some organisational issues for centres.

A nightmare scenario or just another day in CLC land?
It is late on a Wednesday afternoon at a centre somewhere in CLC land.

What a day it has been!  You have been at work since before 8am because you have to update CLSIS and you have been down one worker for months (1).  No one else in the organisation seems to regard funding reports as their responsibility and for some reason (maybe because you have been there the longest) it has fallen to you – yet again. (2)

By 9.30 am the centre is in full swing, the lawyer is galloping out the door off to do battle, only to be calling you by 10.15 am sounding slightly frantic:-  “ Can you see a document on my desk?  The one for that case I have on today.”  You stare at a room swimming with documents and papers…(3)

Suddenly the cry goes up – the server has crashed again!  The community development worker rushes in screaming “I’ve lost everything – my funding submission gone!”   Alas the backup has failed. (4)

No one is quite sure who is responsible for IT backup as it isn’t in anyone’s job description but all eyes turn to the intrepid administrator.  You leap to action leaving multiple message on the IT contractor’s voice mail.   In the mêlée, you manage to fall over the volunteer student who has been set up at a card table in the hall way as there isn’t enough room for everyone. (5)

Reception calls out to you as you pick yourself off the floor that VLA is on the phone asking why your CLSIS data has not been updated– again. (6)

Meanwhile, there is meant to be a Management Committee meeting that evening, and by 5.05pm it appears that quorum will be an issue (again).  More calls to committee members some of whom seem surprised that “its that time again”. (7)

Despite all of this you still manage to see clients and achieve great outcomes – but by this stage you are exhausted and ready to walk out the door. (8) Imagine what you could do if these organisational health issues could be addressed!  

We all have existing capacity and we can all build 
on that capacity to make a difference.


T

he CLC Health Check provides a tool that you can use to reflect on the health of your organisation and identify areas where your organisation may benefit from an adjustment or change in diet or exercise regime!

Think of it as a Jane Fonda workout for your CLC.  The greater our fitness and health levels, the better able we are to get out there and kick butt (without getting out of breath).

This document will take you through a four step CLC Health Check. If you are interested in reading up on background information as to why organisations engage in capacity building processes refer to the accompanying document entitled “Why we do it”


So dust off those ‘ole’ leg warmers, pull on your leotards and headband and lets get physical....

W
hat are the core components of a Healthy CLC?

Believe it or not there are lots and lots of different models and approaches out there about capacity building and organisational development.   Basically all approaches seek to identify the common elements that need to be working well to ensure strong organisational capacity.

Table 1:
Examples of classifications of Organisational core components




Eight Common Elements

Drawing upon the above models we can extract some common elements.  If these elements are functioning effectively then your organisation will be strong.  
9. Vision, Values and Mission (Aspirations)

· These collectively articulate the purpose and direction of the organisation.

· Vision is the organisations preferred future that it wishes to create.

· Values are the core beliefs that shape the vision and guide the day to day actions of the organisation

· Mission is the role the organisation will play in creating the preferred future.

10. Strategy (Strategic thinking & planning)

· Coherent  set of actions and programs aimed at fulfilling the organisations goals

· It is the roadmap which informs the annual, monthly and daily work-plans.

11. Governance  and Management (Organisational structure)

· This is how the organisation makes decisions.

· The structures and policies by which decision are made.

· Sets out the role and function of the Board of Management and overall management structure of the organisation.

12. Human Resources (People)

· Captures the collective capabilities, experiences, potential and commitment of the organisations board, management team, staff and volunteers.

· People are a valuable resource, the way in which they are developed and managed is critical to their productivity and in turn the success of the organisation.

13. Systems and infrastructure

· These are the processes by which the organisation functions, the way it works eg: administrative systems.  Infrastructure is the assets that support the organisation both technologically and physically.

· It includes legal and fiscal systems and accountability.

14. Program Delivery (Products and Services)

· This includes program development, implementation, evaluation and accountability.

15. External Relationships (incl. funding)

· How the organisation collaborates with other agencies.

· How effective is it in building relationships with external stakeholders.

· Funding relationships – core, project, inkind, pro bono

16. Organisational Culture

· This is the written and unwritten rules that shape and reflect the way an organisation operates.  It is the sum of all the components.  It is the environment within which decisions are made and conflict resolved.

S

tep One:   Plan 

Decide on an appropriate process for doing your Health Check that suits your available time and resources.
First step is to decide who is going to take responsibility.  It is important that someone or a group drives it but ideally you want everyone to be involved because ultimately everyone will need to commit to working on improvements.  You might want to create a “Capacity Building Team/Group” made up of the diversity of staff, Management Committee and volunteers (make sure it is not just the admin staff so it does not get silo’d or does not have buy in from the front line service staff).  

Here are some ideas that might suit your CLC:

· Get a few of you together and whip through it in 1 hour!

· Use the Health Check as a structure for your annual planning day or part of your planning day.

· Do the Health Check at your staff meeting.

When you have done the Health Check you also need to plan for how you are going to work on the priorities you identify.   It does not have to be a huge separate piece of work.  In fact capacity building works best if it becomes part of your day to day thinking.   Capacity building needs to be taken beyond the annual planning day and needs to become part of the organisation and its culture, so that it is incorporated into the day- to- day operation of the agency.
  Here are some ideas:

· Integrate the eight elements of the CLC Health Check into the agenda of your staff meeting or Management Committee meeting so you are continually reflecting on them. 
· Integrate the eight elements into you’re the headings of your reports to your Management Committee.

· Reflect in on one of the core elements at each or every second staff meeting and/or Management Committee meeting.

· Bring in external support or seek funding to action a particular priority you have identified – Contact the Federation for ideas & referrals.
S
tep Two:  DO the CLC Health Check!
If we are thinking about our Jane Fonda analogy this would be the “weigh in”.  
Use the Health Check Table (Table 2) as a guide to assess the existing capacities/health of your CLC. 

Just before you start, write down three things that you think work well in your organisation and three things that do not.

	Works well
	Doesn’t work well

	1.

2.

3.


	1.

2.

3.


Table 2 - The CLC Health Check Table:
Indicators to measure existing organisational capacity

When considering each of the indicators, scale your response 

on a score of 1-5.

1 - Strongly Agree

2 - Agree 

3 - Unsure

4 - Disagree

5 - Strongly Disagree

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Vision, Values and Mission (Aspirations)


	(These are shared, understood and embraced by board, staff, volunteers and members.

(They are reflected in the organisations policies, procedures and practices.

(They are clearly and succinctly expressed and documented.

(They are often referred to and form the cornerstone of decisions made within the organisation.

(They are revisited on a regular basis to determine if they are still relevant and applicable.
	
	(There is an absence of shared understanding and acceptance throughout the organisation.

(They bear little or no relationship or relevance to other aspects of the organisation.  Minimal or no reflection in the agencies policies procedures and practices.

(They are not clearly expressed and are not documented or documented in a limited way.

(They are rarely referred to.

(They are hardly ever if at all revisited or revised.
	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Strategy
	(A clear, coherent medium-long term strategy is in place for the organisation.

(It can be actioned and is clearly linked to the vision, values and mission of the organisation.

(It is clearly linked to a set of quantifiable and qualitative targets.

(It is clearly linked and relevant to the programs and service delivery of the organisation.

(It is a ‘living’ document that informs the daily, monthly and annual work plans.

(It is periodically reviewed in the context of the overall operating environment of the organisation.  It is flexible and able to adapt to change.

(It can be used as the basis for the evaluation of programs and performance.

(All decisions made in the organisation are consistent with the strategic plan (eg: fundraising to program implementation)
	
	(There is no strategy in place or it is unclear or incoherent.

(It has no impact upon the day to day behaviour or operation of the organisation.

(Organisation tends to operate in crisis mode.

(Organisation operates from annual plan to annual plan – there is no medium to long term plan in place.

(Funding opportunities dictate the program strategies rather than vice versa.

(There is no or limited ability to evaluate programs and performance.

(There is no connection with the vision, values and mission of the organisation.
	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Governance

And

Organisational

Structure
	(There is a clear and robust set of processes for decision making, review and planning throughout the organisation (ie: Management Committee/board, day to day management and staff level)

(These processes are well known, documented understood and used throughout the organisation.

(These processes build and nurture trusting relationships amongst the board, management and staff.

(Decision making takes place within clear context of ethical standards and within policies of conflict of interest, open and honest reporting, transparency and accountability.

(These processes are monitored and reviewed on a regular basis.

(Decision making processes and responsibilities are aligned with and reflected in the organisational structure.  It is clear who is responsible for co-ordination/management and decision making.

(The organisation has a Constitution/Rules of Association which are relevant, understood and referred to throughout the organisation.

(Board/Management Committee membership is drawn from a wide and diverse base with a good mix of relevant experience and expertise.

(Board/Management Committee attendances are regular and well attended.  There is a genuine interest in investing in and learning about the organisation.

(Board/Management Committee provide strong direction, support and accountability.

(The board/Management Committee has a clear understanding of its role and responsibilities.

(The board/management committee has the relevant skills to clearly understand relevant legislative requirements and operating environment and exercises appropriate oversight to ensure compliance – including financials and funding service agreements requirements.

(The board/management committee has clear and robust conflict resolution skills and processes to deal with conflict at an intra and inter-board/management level.

(There is  commitment and planning for provision of training and development for board/ management committee members.  The Board/Management Committee undertakes annual self evaluation.


	
	(There are no, or limited processes for decision making and review throughout the organisation (ie at Management Committee/board, day to day management and staff level)

(Processes are not  widely known, used  or documented.

(These processes are not monitored and reviewed on a regular basis.

(Decision making processes and responsibilities are not reflected or aligned with the organisational structure.  It is unclear who is responsible for co-ordination/management and decision making.

(The organisation has a Constitution/Rules of Association which are out of date, poorly understood and rarely referred to throughout the organisation.

(Board/Management Committee is drawn from a narrow base with little or no relevant experience.

(Board meetings/Management Committee are infrequent or poorly attended.

(The board/Management Committee provides little support, direction or accountability and mainly has a “feel good” support role.

(The board/Management Committee has a limited or poor understanding of its role and responsibilities.

(The board/management committee has limited skills and  poor understanding of relevant legislative requirements and operating environment.

 (Has limited ability to exercise appropriate oversight to ensure compliance.  Has limited grasp of financials and funding service agreements requirements.

(The board/management committee has limited conflict resolution skills and processes.

(There is little or no commitment and planning for provision of training and development for board/ management committee members.  The Board/Management Committee does not or rarely undertakes self evaluation.


	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Human Resources /People


	(Clear job descriptions for each position, are documented and regularly reviewed in line with the organisation’s strategy.

(There is a healthy pool of candidates to recruit staff from.

(There are well planned processes and policies in place to recruit staff, volunteer and key positions consistent with the organisation’s strategy.

(Staff, volunteer and professional development plans are in place and utilised, with relevant training, feedback and performance appraisal an integral part of the organisation’s culture.  Staff development is well resourced and a priority.

(Staff, volunteers and management are drawn from diverse backgrounds and experience, bringing broad range of skills.  They are frequent source of new ideas and momentum for improvement and motivation.

(Positions within the organisation are staffed with few or no turnover or attendance problems.

(Staff meetings are held regularly and are well attended

(The organisation actively supports the view that people must take care of themselves and not be exhausted by workloads.

( Management positions are clearly articulated and filled by staff who possess relevant managerial/leadership skill sets and experience.


	
	(Limited or poorly documented and drafted job descriptions.

(There is a limited pool of candidates to recruit staff from.

(No or limited documented HR policy in place.

(No or limited opportunities for professional or staff development and training.  There is limited funding and time to undertake such training and development.  Staff development is a low priority.

(Performance appraisal occurs on a limited or ad hoc basis.

(Key positions within the organisation remain unfilled with regular – high turnover and attendance problems.

(Organisational culture views high and unsustainable workloads as the norm.

(Staff meetings held on ad hoc basis and poorly attended or directed.

( Management positions are poorly defined.  There is an absence of relevant managerial/leadership skill sets and experience within the organisation.


	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Systems and infrastructure


	( Polices and procedures are clearly documented and understood by those affected by them in the organisation.

(There is a good understanding and use of risk management tools such as agency cross checks, regular reference and usage of  SSPI service standards.

(Systems and infrastructure are reviewed and revised on a regular basis so that they remain responsive to the current needs of the organisation.

(Risk management systems are in place to ensure early warning of problems.

(Financial systems operate within a clear context of risk management processes and checks and balances.

(Staff, volunteers, management and board operate within a framework that incorporates clear checks and balances.

(Systems are developed and operate within clearly defined and understood framework of ethical standards with relevant policies in place (eg conflict of interest).

(Systems are in place to ensure compliance with service funding agreements.  Reporting deadlines are met without fail.

(Systems are in place to deal with staff absences to ensure that key responsibilities of those positions are covered while workers are away.

(Physical infrastructure meets the organisation’s needs and anticipated future needs.

(Technological infrastructure is reliable, well serviced and maintained and adequately meets the needs of staff and is accessible by all staff.  It includes features which contribute to increased effectiveness and efficiency (eg: individual voice mail, remote access facilities).

(Software and hardware infrastructure is accessible, with high level of use by staff.

(Organisation has a comprehensive website which contains basic information as well as up to date developments.  It is regularly maintained.

(Reliable database and reporting systems are in place which permit tracking of clients, staff, volunteers, program outcomes and financial information.  It is widely used and an important feature increasing information sharing and efficiency.


	
	(Poorly documented and articulated policies and procedures.  No clear understanding of these within the organisation.

(There is no or limited understanding/awareness and use of risk management tools such as agency cross checks. SSPI service standards are rarely referred to or utilised as a ‘living document.’

(Systems and infrastructure not reviewed regularly.  Outdated systems which are dealt with only when they become a problem.

(No or limited framework that provides for early warning of systems failure or problems or checks and balances.

(Financial systems operate in the absence of / or within limited risk management processes and checks and balances.

(No or limited systems are in place to ensure compliance with service funding agreements.  Reporting deadlines are regularly missed.

( Staff absences are not planned to ensure that key responsibilities of positions are covered while workers are away. 

(Physical infrastructure is inadequate and contributes to a loss of productivity and effectiveness. (eg: insufficient workspace).

(Technological infrastructure is dated and unreliable.  Impedes the day to day effectiveness of the organisation.

(Software and hardware infrastructure is inaccessible (eg: through lack of training or limited licences), with low level of use by staff.

(Web site is non-existent or provides outdated information.  It is maintained only on an ad hoc basis.

(There are no or limited data base and reporting systems.  Systems have limited functions and are awkward to use and only rarely used by staff.


	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Program Delivery (Products and Services)


	 (Programs and services are well defined and aligned with the vision, values, mission strategy of the organisation.

(Programs and services reflect an appropriate mix of casework, law reform and CLE and is delivered within a community development framework.

(The organisation has a good profile and reputation within the community.  It is viewed positively and members of the broader community are aware and involved in the organisation.

(There are clear linkages between the programs offered

(Programs and services are regularly assessed and review with a view to determining their potential for growth or replication.

(Programs and services are regularly evaluated to assess their relevance in meeting the needs of clients.

(Assessment of programs and services are made with reference to external benchmarks (best practice) as well as internal performance data.

(Programs and services are delivered in accordance with funding service agreement requirements.
	
	 (Core programs and services are poorly defined and lack any clear alignment with the organisation’s values, vision or strategy.

(Programs and services fail to reflect an appropriate mix of casework, law reform and CLE.  Delivery does not take place within a community development framework.

(There is limited knowledge about the organisation within the community.  It is not generally well regarded and has limited involvement from the broader community.

(Programs appear ad hoc and unrelated to each other. There is no or little strategic approach to program and service delivery.  These are dictated predominately by funding opportunities.
(Assessment and review of programs happen on an ad hoc basis or without reference to determining opportunities for growth or replication or to identify gaps in service delivery.

(Performance analysis of programs and services is limited to internal data, which itself is not used to improve performance.  Little effort is made to benchmark performance in terms of best practice indicators.

(Programs and services are not always delivered in accordance with funding service agreement requirements.


	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	External relationships
	(The funding model for the organisation incorporates a range of funding sources as well as having developed sustainable revenue generating activities.

(There is good communication with funders. These relationships are well maintained and nurtured.

(There is good sector awareness and communication with other service providers who provide similar products and programs.  With a willingness to learn and adapt based on that awareness.

(There is a good understanding of the role of the Federation as peak body. Networks and strategies resourced through the Federation are well known and utilised (eg: working groups)

(The organisation has identified key alliances, partnerships and relationships with a range of government and non-government entities.  These are well maintained and nurtured.  There is mutually beneficial collaboration.

(The organisation has a good profile and reputation within the local and wider community.  It is viewed positively and members of the broader community are aware and involved in the organisation.

(The organisation has an awareness of and effectively uses PR tools and activities.  It has access to relevant skills and resources in this area.

(The organisation is aware of opportunities to influence and contribute to policy-making.  Does so in a very effective manner at all levels of government.  It is recognised as a key stakeholder and is often called upon to contribute. It also has the ability to initiate discussion
	
	(The organisation is dependant on a few funders, that are largely of the same type.  There is no or limited revenue generating activities undertaken.

(There is poor communication and the relationship with funders is poorly maintained and nurtured.

(There is little knowledge or interaction with other service providers in the sector

(There is limited involvement or interest in developing or maintaining alliances and a range of external relationships. 

(There is limited knowledge of the role of the Federation with limited or no

involvement or use of it’s activities, networks and resources.

(There is limited knowledge about the organisation within the local or wider community.  It is not generally well regarded and has limited involvement from the broader community.

( There is no or limited use of PR activities or opportunities.  If used, it is only ever in response to an event or situation.  There are limited skills or resources available.

(There is limited awareness of opportunities to influence policy issues.  Or whilst aware, there is limited ability to engage due to insufficient skill or resources.  Not often if ever called upon to contribute to discussions.


	

	Core Component
	Indicators of a healthy organisation
	Scale

1-5
	Indicators suggesting a need to address capacity
	Scale

1-5

	Organisational Culture


	(Expression of the organisation’s culture is aligned with all the other core components and values.

(There are a common set of basic  beliefs and values which are widely shared and which provides a sense of identity and direction.  It guides behaviour and practices and supports the purpose of the organisation.
	
	(There is no or limited (to small groups within the agency) shared beliefs and values.  These are not fully aligned with those other core components and is not reflected in the purpose and behaviour of the organisation.


	


S

tep Three: Summarise your health check and prioritise a fitness program!
By working through the key indicators in Table 2, you now will have a snap-shot of the health of the core components of your CLC.  This will have highlighted areas in which you consider there is room for further organisational capacity to be developed.

Table 3 provides a grid which summarises the main areas covered by the key indicators.  Use the information from Table 3 to identify those key areas in which your organisation may require additional capacity in order to operate at your optimum level of health.

Identifying these issues will allow you to identify priorities in your organisation work plans and to develop strategies on how to address them.  For example it may be that across most of the core components there is a need to direct resources and training into the development of policies and procedures or perhaps in producing governance training for the board of management.

Remember – chances are if your CLC needs to work on an area then the Federation or other CLC might have resources or expertise they can help you with.   Contacting the Federation Sector Development Worker is a good place to start!

Table 3 – Summarising the health check – identifying key areas for capacity building

	Vision, Values & Mission
	Strategy
	Governance/

Organisational

Structure
	Human Resources/People
	Systems & Infrastructure
	Program Delivery
	External Relationships
	Culture

	○Expression and documentation

○Shared Understanding.

○Alignment with other core components.

○Review Processes
	○Expression and documentation

○Shared understanding

○Alignment with core components.

○Alignment with program and service delivery

○Linked to quantifiable and qualitative targets

○Review Processes


	○Development of  decision making policies & procedures

○Expression & documentation

○Constitutional issues

○Organisational structure

○Shared understanding

○Management

Committee – recruitment

○Management

Committee – training & participation


	○Development of HR policies & procedures

○Expression & documentation

○Job descriptions

○Staff training, development & supervision

○Staff recruitment and turnover

○Workload management

○Management/

leadership skills

and experience


	○Development of policies & procedures

○Expression & documentation

○Cross-checks and early warning systems.

○Financial systems

○Administrative

systems

○Physical infrastructure

○Technological

infrastructure

○Evaluation and monitoring 


	○Defined and documented

○Evaluation and monitoring 

○Benchmarking

○Alignment with vision, values and mission

○Community development framework

○Casework/law reform & CLE mix

○Alignment with strategy
	○Funding model and relationship with funders

○Communication

/networks with key stakeholders and other providers

○Communication

/networks with sector and peak body

○Alliances and strategic partnerships

○Public Relations

○Influence over policy making
	○Expression & documentation

○Shared Understanding and commitment

○Alignment with other core components


S

tep Four: Plan & Implement

Maxina Martellotta, the project worker employed by the Federation will have contacted you prior to sending out this document and arranged a time to meet with you to discuss the project and to obtain your feedback on what areas you think are a priority for capacity building within your organisation.

As stated the final report and action plan will contain aggregated results which will not identify individual centres or participants.

In order to get the most out of the interview process in the time available could you prepare for the interview by:

· having worked through the Health Check document and completed the summary at Table 3;

· thinking about what you would choose as your top three priorities for capacity building;

· what type of resourcing/training you consider would best meet the needs of your CLC (eg: mentoring programs, development of governance tool kits, training seminars etc)

S
Step Five: Plan Again
Remember: as Jane Fonda would say 
“like getting fit, capacity building/organisational development is better if it becomes a way of life rather than just a sporadic thing!”   Capacity building is a process.  You shouldn’t try to over do it and fix everything right away but you want to be moving in a generally positive direction.  It is important that it is a continual process of reflection against the components in the Health Check.    As suggested above, you might like to factor reflection on the Health Check into your regular staff &/or management committee meetings. 

And remember…help is at hand contact the Federation Sector Development Worker for resource support and get involved in Federation activities to network with other CLC staff to build networks for peer support.

Federation of Community Legal  Centres

Victoria
Capacity Building –

Why we do it.

July 2006
C

apacity Building Defined

There are many different definitions and ways of referring to capacity building.

5. (It is the) Process of assisting individuals or groups to identify issues and gain insights, knowledge and experience needed to solve problems and implement change.  It is the combined influence of an organisation’s ability to govern and manage itself, to develop assets and resources to forge community linkages and deliver valued services – all combined to meaningfully address its mission. 

6. Capacity Building is the ability of non profit organisations to fulfil their missions in an effective manner. 
 

7. An ability of individuals, organisations or systems to perform appropriate functions effectively, efficiently and sustainably.  This involves the continuing process of strengthening of abilities to perform core functions, solve problems, define and achieve objectives and understand and deal with development needs.
 

8. It is a process by which an organisation develops the internal capacity to be the most effective it can be in its mission work and to sustain itself  over the long term.  This definition highlights the connection between organisational development and the achievement of an organisations mission.
 

So what’s the point of it all?

Community Legal Centres operate within challenging environments with limited funding and resources to respond to ever increasing demands on their services and programs. The thought of engaging in a capacity building exercise may well prompt the question – why?  What benefit is there in engaging in capacity building processes?

This is a legitimate question – just like asking your mother why you had to eat vegetables as a child and deep down never being completely satisfied with her stock answer “because they are good for you.”  So too, it is important to see a tangible connection between capacity building and the health of your CLC.

Some barriers to CLC’s engaging or investing in capacity building are discussed in the McKinsey report into “Effective Capacity Building in Non-Profit Organisations”
.

The authors note barriers as including:

· We see the cost of investing in capacity building as a low priority when those funds could be directed into program delivery.

· We have a cultural bias which tends to focus primarily upon program delivery over ‘back room’ functions such as strategic planning, which is sometimes viewed as a distraction from the ‘real business’ of the agency.

· There may be a lack of shared knowledge and understanding within the sector about capacity building with no shared conceptual framework or approach that can be applied across the whole of sector.

Other researchers 
 note the following considerations:

· Capacity building is seen to be a function of management and not something to be owned by the whole organisation.

· Accessing resources to undertake capacity building may be an issue.

· It takes time.

· It is a long term and ongoing commitment.

The rationale for engaging in Capacity Building

The first critical point, is to acknowledge that all organisations have existing capacity. 

Whilst the starting point for the health check will vary for each organisation we need to focus upon our existing assets and strengths (lets face it some of us have bigger assets than others...does my asset look too big in these pants?).  This is preferable to an approach that focuses on deficits and what the organisation lacks.  After all, this is not a Derryn Hinch “Shame! Shame! Shame!” exercise.

Building on existing capacity, to develop and improve upon it further, is to allow the organisation to go to the next level of effectiveness and so increase the ability of the organisation to address its mission or purpose. 

It is the direct connection between capacity building and the impact that this has upon the organisation achieving its goals and missions that convinces stakeholders to buy into capacity building processes. (See, your mother was right!)

The stronger and more robust the organisation, the greater it’s ability to successfully execute its mission, and sustainably negotiate change and the challenges that confront CLCs.



To find out more – some useful websites and readings

www.ourcommunity.com.au
www.managementhelp.org/org_per/capacity.htm
www.communitybuilders.nsw.gov.au
Doherty S.  Mayer.S: 2003, ‘Capacity Building Programs for non-profit organisations.’ 

Effective Communities Project.

Loza. J: 2004, ‘Business-Community Partnerships: The case for Community Organisation 

Capacity Building’.  Jnl of Business Ethics 53 297-311.

Philbin.A  Mikkush.S: ‘A framework for organisational development. The why what and 

how of OD work’  Mary Reynolds Babcock Foundation.

Rix M: 2004, ‘Community legal centres in Australia under a new public management 

regime’ Australian Journal of Public Administration 63(3) 33-42

Urban Institute: 2001 ‘Building Capacity in non-profit organisations’. 

Editors: DeVita & Fleming

Venture Philanthropy Partners: 2001, ‘Effective Capacity Building in Non-Profit 

Organisations’ (McKinsey & Co)

Appendix B2
Table showing consultations undertaken

	Date 
	Centre consulted
	Person consulted

	3 July 2006
	Brimbank Melton Community Legal Centre
	Robyn Shilton - CEO

Hugh de Kretser - Manager and Principal Solicitor

	5 July 2006
	Disability Discrimination Legal Service
	Alyena Mohummadally -CLE & Volunteer Co-ordinator 

Placido Belardo - Principal Solicitor 

	12 July 2006
	Youth Law
	Paula Grogan - Manager

	13 July

2006
	Wyndham Legal Service
	Cynthia Mason - Manager

	17 July 2006
	Darebin Community Legal Centre
	Maria Georgio – Manager

Elaine,  Committee member

	19 July 2006
	Loddon Campaspe 

Community Legal Centre
	Peter Noble – Manager and Principal Solicitor

	19 July 2006
	Central Highlands Community Legal Centre
	Janet Ward - Manager

	20 July 2006
	North Melbourne Legal Service
	Mishelle Predika - Administrator

Lee Hurlston – Principal solicitor

Louisa Gibbs - Solicitor

	24 July 2006
	Casey Cardinia Legal Service
	Vera Hardiman – Manager and Principal Solicitor

	25 July 2006
	Geelong Community Legal Service
	Elsje Van Moorst - Manager

	26 July 2006
	Footscray Community Legal Centre
	Tania Mykyta - Manager and Principal Solicitor

	31 July 2006
	Mental Health Legal Centre
	Sophie Delaney - Manager


Appendix B3
Example of Covering Letter

Dear 

Capacity Building Project – A Health Check for Community Legal Centres

I refer to our telephone discussion this morning.  Thank you for agreeing to be part of this project.  As discussed, the aim is to scope the capacity building / organisational development priorities of members of the Federation of Community Legal Centres.

Enclosed is a document in two parts.  The first entitled “A Health Check for Community Legal Centres” has been developed to provide a framework against which you can check the health of your organisation and identify priority areas for building additional organisational capacity.

We ask that you follow the four steps outlined in the document and then provide your feedback to the Federation at a ‘face to face’ interview.

The second part of the document entitled ‘Capacity Building – why we do it’ provides some background information and references on why it is important to engage in these processes.

I confirm that we have agreed to meet at your centre on                as discussed if you need to change that time please do not hesitate to contact me on 9654 2204.

Thank you again for your participation.

Yours sincerely

Maxina Martellotta

Sector Development Project Worker

Federation of Community Legal Centres (Vic)
Appendix B4
Standard Questions asked at interview

Consultations with CLC – Capacity Building Project and AG Community Law Partnerships.

___________________________________________________________

Date of consultation:

Name of Centre:

Name and Position of person interviewed:

1. How did you find the health check document?  Was it a useful Tool?

2.  What could be improved or done differently to improve it?

3. What are the top three priorities identified by your organisation in which you would like further training or resources directed in terms of capacity building/organisational development?

4.  What would be the most effective way to present such training/resources?

5.  Are you familiar with the online Federation Toolkit?

6.  Do you use it? If not – why?

7. What factors affect your organisation’s ability to carry out capacity building processes?

8. Follow up to pro bono surveys/ participation in workshop

5.4
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There are five easy steps to the CLC Health check.





Step 1:	Plan:  Decide on an appropriate process for doing your Health Check that suits your available time and resources.





Step 2:	Do: Identifying the key indicators of a healthy organisation by carrying out the CLC Health Check.





Step 3.	Reflect & Prioritise: Summarise the areas you have identified where your organisation could benefit from additional capacity.  Prioritise which are most important and will have the most impact.





Step 4.	Plan & Implement:  Decide on an appropriate process for acting on the areas you have identified and implement.  Remember to seek support via the Federation if you need it.





Step 5.	Plan again! For the next time you will revisit the Health Check





Capacity Building Legend:


(1)	Staff recruitment			


(2)	Clearly defined roles and responsibilities


(3)	Record management systems


(4)	IT infrastructure


(5):	Physical infrastructure


(6)	Checks and balances/external stakeholders


(7)	 Governance and Management Committee engagement


(8)	Healthy and sustainable workplace culture





Core Message: Concerned and committed people form organisations to achieve missions.  Therefore, if the organisation is the main vehicle by which to achieve that mission.  Then a top priority must be the development and nurturing of that organisation and all of the processes systems and people it comprises.  You must have in place a strong organisation in order to be able to pursue your objectives. 
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