STRENGTHENING
OPERATIONS
IN THIS SECTION:
This section addresses the complex relationship of eight capacity areas that support the
ability of an association to perform, to remain relevant, to grow and to survive.

WHAT IS OPERATIONAL CAPACITY?
The operational capacity of a health professional association refers to the practices, strategies,
processes and systems needed to ensure the effective functioning of an association at both
governance and management levels. All are interlinked and connected and at times overlapping.
Operational capacity is essential for the delivery of quality programmes and projects and, further,
the future expansion of the association’s activities in support of reproductive, maternal and
newborn health.
In the Organizational Capacity Improvement Framework (OCIF), operational capacity is addressed
through the following capacity areas:
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•

An association’s governance practices;

•

An association’s leadership at management level;

•

An association’s strategic directions;

•

An association’s capacity to manage its finances;

•

An association’s capacity to manage its human resources (paid staff and
volunteer members);

•

An association’s capacity to develop, implement, monitor and evaluate its
programmes/projects;

•

An association’s ability to communicate with its members and outside stakeholders,
including the public;

•

An association’s infrastructure that supports the capacity to ensure its operations.
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Considering the importance of each of these capacity areas for building organisational capacity
of health professional associations, the following chapter will expand on each individually.
Improving an association’s overall operations takes time. It requires an investment in human
and financial resources and is usually built incrementally. It may also require external expertise
to assist an association in gaining greater capacity in areas that are new or for which outside
assistance is required (e.g. developing a strategic plan for the first time). Building operational
capacity is never totally completed as the implemented strategies or actions need to be revised
or updated in light of the association’s growth, its expanding programmes, projects and activities,
the changing environment in which it functions, new emerging technologies and often new
opportunities.

1.

GOVERNANCE

Governance refers to the systems and processes needed to ensure the overall direction,
effectiveness, supervision and accountability of an association.1 These are usually laid out and
made explicit in the association’s governing documents, such as its constitution, rules and bylaws
and other governance related documents.
A health professional association is generally governed by two separate entities: the General
Assembly, its ultimate decision-making body that usually meets once a year, and a Board/
Executive Committee, the principal governing body that assumes the responsibility for
protecting the interests of the association and its stakeholders between annual meetings.2
At the Board/Executive Committee level, governance activities usually include the oversight
of the organisation’s operations and its performance, and the development of its policies and
strategic directions, including vision, mission and values. The Board/Executive Committee is
also responsible for ensuring the association’s compliance with laws and regulations set out by
national authorities and by external funders; and should the association have one, is responsible
for recruiting, supervising and evaluating its Executive Director/Chief Executive Officer. As Board/
Executive Committee members are legally responsible for the operations of an association, it
is important that they exercise their governance role in a prudent manner. Board/Executive
Committee members are volunteers and should not normally be compensated for their work,
although they may be reimbursed for incurred expenses related to their services.
A Board/Executive Committee may be assisted in its roles and responsibilities by a number of
standing or permanent committees. Their numbers may vary depending on the organisational
capacity of the association, its strategic directions and its programmes/projects. Examples of
standing committees that could be considered are: a Finance Committee, a Human Resources
Committee and a Fundraising Committee. Terms of reference should be developed for all
committees for the purpose of clearly defining their roles, responsibilities and reporting
relationship to the Board/Executive Committee (see Tools 3.1, 3.2 and 3.3).
As a health professional association grows and expands its activities beyond the conduct of
annual scientific congresses, it will need to reflect on the organisational structure to put in place
to manage or operationalise its programmes and/or projects. The structure can vary according to
the association’s needs, resources and capacity. It may include:
•

The participation of elected officials in the co-ordination of certain activities (e.g. organising
the annual scientific congress).
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•

The recruitment of volunteer members for the implementation of specific activities
(e.g. organising a CME activity supported by an outside funder).

•

The establishment of other committees (Clinical Guidelines Committee, project committees,
etc.) with the responsibility to lead the association’s work in a specific area (e.g. develop and
disseminate clinical guidelines) or to implement a larger and time-limited project (e.g. for a
three-year community health intervention).

•

The recruitment of professional and administrative staff for its core activities and/or timelimited projects. These might include but may not be limited to an Executive Director/
Chief Executive Officer or other senior staff (i.e. an Office Administrator), project directors or
co-ordinators and support staff such as an administrative assistant, a finance co-ordinator, etc.

Accompanying tools 3.4 and 3.5 provide sample organisational charts for health professional
associations with and without an Executive Director/Chief Executive Officer assuming leadership
at the management level. These are included to assist in discussions related to changes needed
in organisational structure to facilitate the management/operationalisation of an association’s
programmes, projects and activities (see Tools 3.4 and 3.5).
Regardless of the organisational structure put in place, it is important that all involved at both
governance and management levels clearly understand their respective roles and responsibilities
as to ensure a clear distinction between governance and management practices. Board/
Executive Committee members — the principal governing body of the association — are
responsible for overseeing the organisation’s operations and its performance, including the
development of its policies, strategic directions and vision, mission and values. All other
individuals involved in the operationalisation of the programmes, projects and activities of the
association function at the management level.
In a smaller association relying mostly on the participation of elected officials and other
volunteer members in the operationalisation of the association’s activities, Board/Executive
Committee members often find themselves wearing two hats: a ‘governance hat’ and a ‘volunteer
or operations hat’ and, at times, switching these during Board/Executive Committee meetings.
Their main challenge will thus be in clearly understanding when to wear their ‘governance hat’
and when to wear their ‘volunteer or operations hat’.3 Their ability to clearly distinguish between
and respect their dual responsibilities will ensure a better-functioning association, both at
governance and management levels, and will assist in working toward greater transparency,
accountability and integrity.
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RECOMMENDED PRACTICES
A health professional association with good governance practices:
•

Ensures its governing documents clearly define the decision making and oversight
responsibilities of its governing entities.

•

Ensures the regular rotation of its elected officials, as per the terms of its constitution and
by-laws.

•

Elects Board/Executive Committee members who fully understand and assume their
roles and responsibilities (hold regular meetings, ensure there is quorum when decisions
are made, document discussions and decisions in minutes and then circulate to all
members, etc.).

•

Ensures its Board/Executive Committee members understand and respect their governance
and management responsibilities.

•

Has a Board/Executive Committee who recognises the potential for conflicts of interest and
implements transparent measures to manage such situations (see Tools 3.7 and 3.8).

•

Has a Board/Executive Committee who establishes committees to assist with certain of its
duties and responsibilities (e.g. Finance Committee).

•

Ensures that the performance of its Executive Director/Chief Executive Officer, if the
association has one, is evaluated annually by the Board/Executive Committee (see Tool 3.15).

ACTIONS TO MOVE FORWARD
•

Hold an orientation session for newly elected Board/Executive Committee members for the
purpose of familiarising them with the internal functions of the association and reviewing
their governing roles and responsibilities.

•

Provide a manual to Board/Executive Committee members, which includes documents and
resources to orient officers to the association’s current structure, processes and systems and
which describe current programmes/projects and activities.

•

Develop and make use of a conflict of interest policy to manage situations of conflict of
interest (see Tools 3.7 and 3.8).

•

Formalise the conduct of Board/Executive Committee meetings by determining well in
advance the dates and locations of the meetings and adopting and using a pre-agreed-upon
format for the meeting agenda and minutes (see Tools 3.11 and 3.12).

•

Provide professional development opportunities to Board/Executive Committee members,
such as financial management training.

•

Develop terms of reference (TOR) for the association’s committees that clearly define the
mandate and scope of work of each committee (see Tools 3.1, 3.2 and 3.3).
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FOCUS: Board/Executive Committee manual4
A Board/Executive Committee manual is a useful tool for all officers but especially for newly
elected ones. The following lists the documents that should be included in such a manual:
General information about the association: mission, vision and values; a brief history of
the association; general information about its current programmes/projects and activities; an
organisational chart outlining the lines of authority among the Board/Executive Committee,
its committees, the Executive Director/Chief Executive Officer (if the association has one) and
the staff; names of its staff and most active volunteer members who assume responsibility
for the implementation of its programmes/projects and activities; contact information for the
association (physical address of its secretariat, telephone/fax number and/or email addresses).
Official documents: constitution, rules and bylaws; strategic plan; approved policies (e.g. conflict
of interest); annual operational plan and comprehensive budget for the current year; minutes
from recent governance meetings (e.g. minutes of the last annual meeting and of the last
three to four Board/Executive Committee meetings); most recent annual reports (narrative and
financial).
Information about the Board/Executive Committee: names and contact information of Board/
Executive Committee members; name and contact information of the Chairs of committees
(Finance Committee, Human Resources Committee, etc.); terms of reference of committees;
schedule of meetings and events for the year.
Roles and responsibilities of the Board/Executive Committee: a document that lists the roles
and responsibilities of the elected officers.


VIGNETTE: In the last few years, the Association of Obstetricians and Gynaecologists of
Uganda (AOGU) has taken proactive measures to strengthen their financial management system.
This led the association to install a computerised accounting system and to develop a financial
management policies and procedures manual for staff and volunteers. The association also
provided an opportunity for the Treasurer and Executive Director to participate in a one week
course on financial management for staff and board members of NGOs. This training enabled the
key officers and staff involved in the management of the association’s finances an opportunity
to gain greater knowledge and skills in financial management and, further, to understand their
specific roles and responsibilities in regards to ensuring good management of the association’s
financial resources.
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 OCUS: Good governance involves a clear distinction between governance and
F
operations/management
HEALTH PROFESSIONAL
ASSOCIATION WITH
LITTLE OR NO STAFF

HEALTH PROFESSIONAL ASSOCIATION
WITH AN EXECUTIVE DIRECTOR/
CHIEF EXECUTIVE OFFICER

GENERAL ASSEMBLY

GENERAL ASSEMBLY
Makes changes to the constitution/by-laws

Makes changes to the
constitution/by-laws

Ratifies the mission, vision and
values and strategic plan
Accepts the reports of the Board/
Executive Committee related to the
association’s general activities

Ratifies the mission, vision and
values and strategic plan

Accepts the association’s
comprehensive financial report

Accepts the reports of the Board/
Executive Committee related to the
association’s general activities

Dissolves the association
Elects the officers

Accepts the association’s
comprehensive financial report

BOARD/EXECUTIVE COMMITTEE

Dissolves the association

Ensures the proper governance
of the association

Elects the officers

Defines the mission, vision, values
and strategic directions

GOVERNANCE
RESPONSIBILITIES
BOARD/EXECUTIVE COMMITTEE

Sets policies
Ensures that the association is in compliance
with legal and contractual requirements
(laws and funding agreements)
Recruits, manages and evaluates the
Executive Director/Chief Executive Officer

Ensures the proper governance
of the association

Ensures adequate resources, financial
and otherwise, are available

Defines the mission, vision, values
and the strategic directions

Approves and ensures the monitoring and
evaluation of the operational plan and budget

Sets policies

Promotes the association externally

Ensures that the association is
in compliance with legal and
contractual requirements (laws
and funding agreements)

EXECUTIVE DIRECTOR/
CHIEF EXECUTIVE OFFICER

Participates in fundraising activities

Supports and facilitates the Board/
Executive Committee in its work

Ensures adequate resources, financial
and otherwise, are available

Develops, implements and monitors
the annual operational plan and
comprehensive budget

Develops, adopts, implements and
monitors the annual operational
plan and comprehensive budget

Develops policies and procedures
at management level and ensures
their implementation
Manages the programmes/
projects and activities

Promotes the association externally
Assumes leadership for fundraising
Manages the programmes/
projects and activities
Recruits and manages the
volunteer members and staff

MANAGEMENT /
OPERATIONAL
RESPONSIBILITIES

Ensures that the programmes/projects and
activities supported by outside funders
meet their reporting responsibilities
Recruits and manages all volunteer
members and staff
Leads fundraising activities
Communicates and networks with stakeholders
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 OCUS: When should a health professional association recruit an Executive
F
Director/Chief Executive Officer?
As a health professional association grows, increases and diversifies its activities, it may consider
recruiting an Executive Director/Chief Executive Officer to manage or operationalise its activities.
The decision to recruit an Executive Director/Chief Executive Officer is not an easy one and can
solicit many discussions within an association. The following discussion points are provided to
assist an association exploring this very important issue:
•

Do we need an Executive Director/Chief Executive Officer?
o

•

Do we have the necessary financial resources to maintain an Executive Director/Chief
Executive Officer?
o

•

How long would we be able to maintain the position? How much can we pay?
Would this be sufficient to recruit an individual with the necessary qualifications and
experience for the job? Are we able to support the position with our own funds?
What are the risks of hiring someone whom we would have to let go in a few years
because of lack of funds?

Do we have the capacity to recruit, supervise and evaluate an Executive Director/Chief
Executive Officer?
o

2.

How will this individual assist with the association’s work and commitment to meet
its mission and progress on its strategic objectives? Is there enough to occupy their
time on a full-time basis? On a part-time basis? What are the advantages of having
an Executive Director/Chief Executive Officer? What are the disadvantages? Would a
senior staff (i.e. an Office Administrator) better meet some of our needs at this time?
If we were to recruit an Executive Director/Chief Executive Officer, what qualifications
would we want this individual to have? Do they need to be an MD? An OB/GYN?

Who will develop the job description? Who will develop the employment contract?
What process will we use to recruit the individual? How will we ensure that this
individual is properly oriented to our association and its work? How will we supervise
and evaluate this individual? If we proceed with the establishment of the position,
do we need to review our statutes and by-laws and/or other governance documents?
The job descriptions of other staff?

LEADERSHIP AT MANAGEMENT LEVEL

Management refers to the day-to-day operations of a health professional association.1 In
an association with no Executive Director/Chief Executive Officer or other senior staff, the
association’s business is usually carried out by elected officials who often recruit other
association leaders to assist them with certain activities and/or projects, with the exception
where consultants may be retained for specific activities. In an association with an Executive
Director/Chief Executive Officer, the work is often done by a combination of professional and
administrative staff, volunteer members and, at times, consultants. Whatever the management
structure of the association, leadership is essential at the management level to ensure that
the association establishes and maintains the necessary systems and processes to enable its
volunteer members and staff to undertake the work of the association effectively and efficiently.
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RECOMMENDED PRACTICES
A health professional association with sound leadership at the management level:
•

Has an organisational structure that clearly outlines the lines of authority among the Board/
Executive Committee, the association’s committees, the Executive Director/Chief Executive
Officer (if there is one), volunteer members and staff (see Tools 3.4 and 3.5).

•

Implements an annual operational plan and comprehensive budget that is aligned with the
association’s strategic priorities (see Tools 3.17 and 3.18).

•

Makes regular use of the annual operational plan and comprehensive budget to monitor
progress throughout the year.

•

Ensures that there is a job description and an employment contract if the association has an
Executive Director/Chief Executive Officer and that this individual participates in the Board/
Executive Committee meetings (see Tools 3.13 and 3.14).

•

Develops and implements policies and procedures to guide the association’s work
(i.e. administrative, financial and human resources) (see Tool 3.6).

ACTIONS TO MOVE FORWARD
•

Develop an organisational chart that outlines the lines of authority within your association
and share it with all involved in the operationalisation of your association’s programmes/
projects and activities (see Tools 3.4 and 3.5).

•

Establish a Finance Committee and a Human Resources Committee to assist the Board/
Executive Committee and the Executive Director/Chief Executive Officer (if the association
has one) with the management of the association’s financial and human resources
(see Tools 3.1 and 3.3).

•

Make available to all staff and volunteer members the association’s administrative, financial
and human resources policies and procedures (see Tool 3.6).

•

Hold events where elected officers meet and interact with staff and volunteer members.

•

Celebrate and officially recognise the contribution of volunteer members and staff to the
association’s work at the annual meeting.

 OCUS: Basic administrative systems and processes to enable volunteer
F
members and staff to undertake the work of the association in an effective and
efficient manner
•

Centralised filing and record-keeping management systems that bring together the following:
o

The governance-related documents such as incorporation or registration documents,
constitution, rules and by-laws, minutes of governing meetings (annual and Board/
Executive Committee and other committees), strategic plans and operational
plans, etc.

o

Other organisational documents such as correspondence, policies and procedures,
fixed assets inventory, etc.
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o

Programme-/project-related documents such as concept papers, proposals, contract
agreements, work plans, narrative progress reports, etc.

o

Financial documents such as annual comprehensive budgets, quarterly reports to
Board/Executive Committee, annual comprehensive budget reports, project budgets
and reports, auditors’ reports, etc.

o

Human resources documents such as job descriptions, contracts, performance
evaluations, resumes, etc.

•

Defined goals, objectives and accompanying work plans and budgets, narrative progress
reports, financial reports, etc. for each programme/project.

•

A computerised membership data management system.

•

A financial management system, including written policies and procedures.

•

A human resources management system, including written policies and procedures.

•

A process by which to ensure the regular backup of electronic files/data either using an
external drive (which is preferably kept off site) or an online data network.

•

A fire-resistant filing cabinet (preferably with a lock) in which to store all original copies of
important documents and the petty cash.

•

Inventory of all physical assets of the association (office equipment, including computers,
furniture, projector, vehicles, etc.), also known as a fixed asset registery.

 OCUS: Evaluating the performance of the Executive Director/
F
Chief Executive Officer
When a health professional association has an Executive Director/Chief Executive Officer, the
Board/Executive Committee is responsible for reviewing the individual’s performance on an
annual basis. Performance evaluation of an Executive Director/Chief Executive Officer is usually
led by the President and assisted by at least one other Board/Executive Committee member.
Annual performance evaluations are important to the association and to the Executive Director/
Chief Executive Officer as they provide the opportunity to:
•

Provide feedback on what the Executive Director/Chief Executive Officer does well and what
can be improved;

•

Define and agree on clear performance objectives that will be used to evaluate the individual
during the year;

•

Clarify issues related to the relationship between the Board/Executive Committee and the
Executive Director/Chief Executive Officer;

•

Identify the Executive Director/Chief Executive Officer’s training or professional
development needs.

The following provides tips for implementing a performance evaluation process for an Executive
Director/Chief Executive Officer:
•
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Get everyone’s support, the Executive Director/Chief Executive Officer’s as well as all the
members of the Board/Executive Committee.
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•

Consider using a participative process whereby the Executive Director/Chief Executive Officer
first self-evaluates using the performance evaluation template and then review and discuss
the results during the performance evaluation meeting.

•

Before undertaking a performance evaluation, ensure the following:
i.	Review with the Executive Director/Chief Executive Officer the agreed upon evaluation
process;
ii.	Schedule the meeting beforehand to allow the Executive Director/Chief Executive Officer
a chance to prepare for it;
iii. Schedule enough time to properly complete the evaluation;
iv. Plan to conduct the meeting in a closed office or space to ensure confidentiality.

•

At the time of the evaluation:
i.

Implement the agreed upon performance evaluation process;

ii. Complete/review the evaluation document and ensure that it is signed and dated;
iii.	Ensure that both the President and the Executive Director/Chief Executive Officer has a
completed and signed copy of the document;
iv. Keep the completed and signed document in a safe and confidential place;
v. Share the outcome of the evaluation with the Board/Executive Committee;
vi. Plan to repeat the process in a year’s time.
Remember: Feedback, positive and/or negative, should be provided on a continual basis; annual
performance evaluations should hold no surprises and should focus on providing an opportunity
for both the employer and employee to review the individual’s work performance during the year
and plan for improvements in the year ahead.
See also Tool 3.15

3.

STRATEGIC DIRECTIONS

Strategic plans are the usual means by which health professional associations set their
strategic directions for the near future. They can be considered the road map used by a health
professional association to lead it from where it is now to where it wants to be in five to seven
years. Considered an important capacity building exercise, strategic planning contributes to
improving the overall results and impact of the association, building greater momentum and
focus within the association and enhancing its overall credibility. The final product can also
be used to promote the association to internal and external stakeholders. Although strategic
planning methodologies vary, most lead the association through a process by which it can
answer the following questions:
•

Who are we?

•

What are our capacities? What can we do?

•

What problems are we addressing?

•

What difference do we want to make?
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•

What critical issues must we respond to?

•

Where should we allocate our resources? What should our priorities be?5

Strategic planning takes time and resources and is something that must be planned for greater
results. The development of the strategic plan is only the first step of the process; the plan must
then be implemented, monitored and evaluated in order to meet the goals and objectives of the
plan and to progress toward fulfilling the association’s mission.

RECOMMENDED PRACTICES
A health professional association with good strategic planning capacity:
•

Designs a strategic planning process that is participative and inclusive, encouraging the
participation of stakeholders within and outside the association.

•

Ratifies its strategic plan at its Annual General Assembly.

•

Develops and implements an operational plan once the strategic planning is completed,
which is then used to monitor and evaluate progress (see Tools 3.16 and 3.17).

•

Promotes the strategic plan widely (internally and externally) once it is ratified.

•

Plans to revise the strategic plan at the end of the agreed upon duration.

ACTIONS TO MOVE FORWARD
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•

Establish a Strategic Planning Committee (on ad hoc basis) that will co-ordinate the strategic
planning process.

•

Enquire from other associations the process they used to develop their strategic plans and
use this information to inform your strategic planning exercise.

•

Consider retaining the expertise of an outside facilitator for part of the process, such as to
facilitate the strategic planning workshop.

•

Use your current communication means (website, newsletter, regional representatives, etc.)
to solicit feedback from your members during the strategic planning exercise and, further, to
disseminate a summary of your strategic plan once it is ratified.
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FOCUS: The strategic planning process
Developing a strategic plan is an investment in time and resources. Its development must be
thoroughly planned to ensure that the plan meets the association’s needs. The table below
provides a summary of the steps that should be considered in a strategic planning process.6
Steps

Issues to consider

Make a plan
to develop a
strategic plan

•
•
•

Assess the situation

•
•

•
Define/revise the
mission, vision
and values

•
•

Are we ready to develop a strategic plan? Is this a good time?
Who will lead the process? Do we need outside help? If yes, for
what and when?
What will be our process? Who will be involved? When will they
be involved?
Where have we come from? Where are we now? Where do we
want to go?
What are our country’s current health issues? How can we
assist in improving the health situation in our country?
What can we bring that others cannot?
What are our strengths/weaknesses? What opportunities are
open to us? What threats do we face?
What do we dream that is possible to achieve in our field?  
What can we contribute to make this dream a reality?
What values guide our work?

Identify the priorities •

What are our priorities?

Write the plan

•

What should be included in the plan? How long should it be?

Ratify the plan

•
•

When should the plan be ratified?
What process should we use to facilitate the ratification of the
strategic plan?

Implement the plan

•

Who will develop the operational plan and budget for its
implementation?
What process will we implement to ensure that the plan is
monitored and evaluated?

•
Promote the plan

•
•

What strategies will we use to promote the plan within
the organisation?
What strategies will we use to promote the plan outside
the association?

See also Tool 3.16
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VIGNETTE: In August 2011, the Nepal Society of Obstetricians and Gynaecologists (NESOG)
initiated the development of its first strategic plan. The exercise provided an opportunity for the
association to develop its mission and vision and define the association’s organisational values.
		NESOG wanted its strategic planning process to be transparent and participative. It also hoped that
it would provide directions on the following four issues:
		 1. What are our members’ aspirations for the association?
		 2. How can we better serve our members and communicate with them?
		 3. What should be NESOG’s contribution to improving women’s reproductive health?
		 4.	How will we ensure our association’s sustainability after the FIGO LOGIC Initiative (i.e. maintain
the gains made)?
		 NESOG planned to have their strategic plan informed by the following information:
• Results of a survey to stakeholders (internal and external) soliciting their feedback on their
perception of the association and suggestions for the way forward;
• An update of the organisation profile that highlights the association’s history, goal and
objectives, information about its current membership, structure, programmes and activities, etc.;
• T he strategic plans of other health professional associations (e.g. FIGO);
• Other internal documents such as the constitution, the association’s by-laws, the results of
the FIGO LOGIC organisational capacity assessment, the annual reports of past officers of the
association, financial statements, policies and procedures, etc.;
• Selected external documents providing insight to the country’s current situation and challenges
in the field of reproductive, maternal and newborn health.
		The main content of the strategic plan was developed during a two-day workshop that brought
together the current Executive Committee officers and other current and past leaders, including the
association’s pioneers.
		NESOG’s Executive Committee established an ad hoc committee to lead and facilitate the strategic
planning process. This ad hoc committee also assumed the responsibility to circulate the draft to
members before the annual meeting and finalise the document before the association’s General
Assembly. NESOG ratified its first strategic plan at its April 2012 annual meeting.

4.

FINANCIAL MANAGEMENT

Financial management refers to the processes and systems that health professional associations
establish to plan, organise, control and monitor the use of their financial resources. Financial
management is not the responsibility of one governing entity nor one person (i.e. Treasurer,
Executive Director/Chief Executive Officer, Finance Officer) but involves all within the association.
At the basis of all performing management systems are the following:
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•

An organisational chart that clearly defines the lines of authority for all involved;

•

Job descriptions that outline specific responsibilities of staff with regard to finances if
the association has designated staff involved in finances (i.e. the Executive Director/Chief
Executive Officer, the Finance Officer or others);

International Federation of Gynecology and Obstetrics (FIGO)

•

A financial accounts structure that is not too complicated and does not create unnecessary
work for the individuals (staff or volunteer members) responsible for accounting but has
sufficient detail to meet the reporting requirements of the organisation and its funders;

•

Policies and procedures that are written to provide specific guidance to members, officers,
volunteer members and staff in the association’s financial operations;

•

An annual comprehensive budget and monitoring process.7

In an effort to not duplicate resources and tools already readily available on the Web for nonprofit organisations committed to strengthening their financial management capacities, the
focus of this section will be placed on providing basic recommendations and actions that
associations can undertake to strengthen their organisational capacities in this specific area.
For associations wanting greater guidance and tools, we strongly recommend that they make
use of the resources listed at the end of this chapter, all of which provide information and tools
specifically designed to assist non-profit organisations improve their financial management
processes and systems.

RECOMMENDED PRACTICES
A health professional association with good financial management capacity:
•

Reviews its governance documents and organisational structure to ensure that the lines of
authority related to financial management are well defined.

•

Establishes a financial management system, including policies and procedures which permit
the association to manage its financial resources effectively and efficiently (see Tool 3.6).

•

Strives to implement an annual comprehensive budget and monitoring process as the
cornerstone of the association’s financial management system (see Tools 3.18, 3.19 and 3.20).

•

Strives to engage volunteer members and staff that have some level of financial training or
understanding.

•

Seeks assistance from experts when needed.

ACTIONS TO MOVE FORWARD
•

Integrate a review of the Board/Executive Committee’s financial management oversight
responsibilities and, if needed, basic training related to financial management into the
orientation session for newly elected officers.

•

Establish a Finance Committee formed of the Treasurer, the Executive Director/Chief
Executive Officer (if the association has one), two to three other members and an external
expert in finances (i.e. accountant) to support the Board/Executive Committee with its
financial management responsibilities (see Tool 3.1).
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FOCUS: Financial management — Who does what?
General Assembly: Accepts the association’s annual comprehensive financial report and/or
audited report (if one is produced).
Board/Executive Committee: Approves the annual comprehensive budget forecast and uses
it to monitor revenues and expenses throughout the year; approves the annual comprehensive
financial report; approves financial management policies.
Treasurer: Ensures that the Board/Executive Committee’s oversight responsibilities related to
finances are effectively discharged. This includes ensuring: the financial information presented
to the Board/Executive Committee for review and approval is complete, accurate and clearly
presented; the association’s financial situation and financial management performance is being
monitored on a regular basis against an approved annual comprehensive budget; adequate
management systems and controls are in place to meet the different stakeholders’ expectations.
Executive Director/Chief Executive Officer (if the association has one): Develops the annual
comprehensive budget based on the anticipated operation of the national secretariat and the
projects to be implemented during the year.
Individual (volunteer member or paid staff) responsible for the accounting: Records
transactions in the accounting system and ensures timely handling of money and payment of bills.
Volunteer Members and Staff: Ensures all authorised purchases are receipted and that the
receipts are submitted to finance staff.

FOCUS: Frequently asked questions about financial management
1. Should a Treasurer have experience in finances?
When electing a Treasurer, it is preferable to engage an individual who has some experience
with finances. This individual may have functioned as a Treasurer in another non-profit
organisation or may have learned finance through experience as a business owner or as
an elected official of another non-profit governing body. If the individual does not have
experience with finances, especially that of non-profit organisations, consideration should be
given in providing the individual the opportunity to seek training in this area. Increasingly,
short training programmes for managers with no or little financial management experience
are available especially in countries where a large NGO community exists.

2. When should we invest in a computerised accounting system?
For uncomplicated operations, financial records can be kept manually (e.g. in books of
account) or electronically making use of a simple spreadsheet such as Microsoft Excel. Once
the volume of transactions increase or the monetary values start to become significant, the
use of accounting software should be investigated. The advantage of accounting software
is that it permits you to carry out numerous accounting processes automatically. Also,
accounting packages produce what is referred to as an ‘audit trail’. This trail records all activity
in the system and cannot be erased or altered, ensuring greater reliability in the financial
results. The decision to purchase accounting software should be based on the following
factors: the number of transactions you handle on a monthly basis, the number of currencies
you work in, the number of programmes/projects or activities financed by outside funders,
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etc. Before purchasing accounting software, explore what non-profit organisations are using
and, if possible, try out the software before purchasing it.

3. Why is developing an annual comprehensive budget so important?
One of the ways to ensure that the association has the necessary resources to operate during
the course of the year is to prepare an annual comprehensive budget and to use it to monitor
the association’s financial performance throughout the year. The annual comprehensive
budget reflects the association’s financial operations, including the revenues and all expenses
related to programme/project, administrative and fixed costs (see Tools 3.18, 3.19 and 3.20).

4. Where should we go for assistance related to financial management issues?
When dealing with financial management issues, there are a number of sources you can
turn to for assistance. Seek information and guidance from other professional or nonprofit organisations that have more experience with financial management systems than
yours and/or seek the services of experts in the field, if you have the resources to do so.
Increasingly, resources related to the financial management of non-profit organisations are
also available on the Web. The ‘Other Useful Resources’ section of this chapter lists several
resources that can assist professional associations in strengthening their performance in this
area. Finally, work with sponsors and partners to learn the best practices they employ and
then modify their methodology for use within your association. This may reassure partners as
they will better understand your financial framework. If this is not possible it may be prudent
to work with an individual, either volunteer or paid, who has extensive financial experience.

5. What are financial audits and when should we seek one?
An audit is an independent look at the financial statements of an association. The auditors
selected to complete the exercise should have no interest, either business or personal, in the
association. Auditors examine the records of the association and investigate transactions,
such as bill payments and bank deposits, to ensure that they are accurately reflected in the
association’s statements. Audits are usually performed at the end of an association’s fiscal
year. Their costs vary considerably from country to country, so it is best to investigate how
much an audit will cost before requesting one. An alternative and potentially less expensive
methodology of independently verifying the association’s finances is to have a review done.
A review is a less rigorous examination of the books. As such, an auditor will not offer as firm
an opinion on the completeness of the financial statements as one would when an audit
would be performed. Both audits and reviews usually produce recommendations to improve
financial management practices. These should be reviewed by the Treasurer and/or Finance
Committee and, if possible, acted upon.

6. Why would a funder request a financial audit?
In some cases one or more of your funders may insist on a full audit of your books. Funders
will make this request to ensure that the money they have provided is being used for the
purposes for which it was given. This should not be taken as a reflection of their opinion of
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the association’s financial management. As audits can be costly, enquire beforehand if it is an
expectation of the funder and try to have the expenses included in the project’s budget.

7. Is it possible to train administrative staff to complete financial management duties?
When first starting out, it is not always possible to hire all of the specialists you need for an
operation, and staff that are hired may need to perform more than one role. Administrative
staff should be able to pick up the finance functions fairly easily. If the Treasurer or senior
staff of the organisation can provide a list of tasks and steps needed to perform the finance
functions and provide adequate supervision, administrative staff should have no problems
performing the basic tasks related to accounting. As the tasks become more complex, it
would be important to engage individuals who have more financial experience.

8. What is the basic financial information that should be shared with our members annually?
At least once a year, your membership needs to be provided with a view of the financial
operations of the association. The basic information would include three statements. The first
would be the statement of financial position, which would detail the association’s assets and
liabilities at the end of the reporting period. The next would be a statement of operations, which
would show the revenues and expenses of the association throughout the year and if there were
any surplus or deficit at the end of the year. The last would consist of a cash flow document that
shows how cash was used throughout the year for various activities. It would be possible for the
association to annually prepare these documents without outside assistance. The documents
should be presented as one report for acceptance at the Annual General Assembly.

9. What are the appropriate financial controls and approvals for receiving and
spending money?
Some of the basic controls that should be put into place include:
•	Where possible, not paying cash for anything and, whenever possible, using cheques or
money transfers.
•	In situations where a larger amount of cash is needed to complete a transaction or an
activity, ensure the following:

•
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o

At the time of withdrawing the needed funds, ensure that the advance is supported
by the following documents: the bank receipt plus the pro formas (if available) and/
or other documents outlining why the funds are requested (i.e. this document should
indicate the activity, the date the activity will be held, its venue and, if possible, a
brief budget detailing the expenses to be paid in cash).

o

When disbursing the funds, ensure that all disbursements are supported by at least
one supporting document (an invoice or other supporting document that has been
signed, such as acknowledgement receipts, attendance lists, etc.).

o

Immediately following the activity, ensure that a reconciliation of the advance
is completed.

Ensuring that the bank transactions match the financial ledgers each month.
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•	Ensuring, if possible, that the bank deposits and bank reconciliations are done by
different individuals.
•	Ensuring regular bank deposits so cash and cheques are not at risk in the national
secretariat.
•	Having at least two individuals authorised for the dispersal of funds (i.e. the President and
the Treasurer; in an association with an Executive Director/Chief Executive Officer, the
Treasurer and the Executive Director/Chief Executive Officer).
•	Ensuring that all expenses are supported by appropriate supporting documents (receipts,
contracts, etc.).
•	Ensuring that all expenses are appropriate to the project or administration of the
association and are budgeted.

10. What government regulations and taxes do we have to take into account when we set
up our financial system?
Whenever you set up a financial system it is important to understand the regulatory climate
in which you are situated. You may be required to deal with payroll taxes and remittances if
you have paid staff. Goods and services may be subject to a value-added tax. The association
may be required to pay tax on the value of funds and receivables at the end of the year.
Other government regulations may include registration fees, upper limits on the amount of
money you can have in reserve, the eligibility of those you are funding and the eligibility of
persons working on your behalf.

11. How many bank accounts should an association have?
Bank accounts are an important tool for an association to have as it properly secures the
association’s cash resources. Where possible, an association should have a minimal number
of accounts (i.e. one to two) and limit their activities to the receipt and utilisation of the
financial resources related exclusively to the association’s business. All accounts should be in
the name of the association and not those of individuals.
A funder may request that a separate bank account be opened for their specific project.
In such situations it is extremely important that all project banking transactions be done
through this account, as the account’s financial report (i.e. monthly statements and others)
will probably be used by the funder for accountability purposes. If the amounts to receive
are large and, if possible in your country, it might be wise to also open an account in the
currency used by the funder. Before doing so, discuss the issue with the funder. Once the
project is finished and no more funds are expected, the account should be closed.

5.

HUMAN RESOURCES MANAGEMENT

Human resources management refers to the processes and systems needed to effectively
manage people within an association. In a health professional association, human resources
usually include volunteer members (i.e. members involved in the implementation of the
association’s programmes, projects and activities), paid staff (i.e. professional and administrative
staff ) and the occasional consultants. Human resources management involves issues related
Strengthening Organisational Capacity of Health Professional Associations
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to recruitment and selection, compensation, staff performance, staff development, health and
safety, grievance and disciplinary procedures, etc.

RECOMMENDED PRACTICES
A health professional association with good human resources management practices:
For volunteer members:
•

Develops a strategy that aims to encourage and facilitate the participation of volunteer
members representing the diversity of the membership (male and female, those from rural/
urban centres, from the public and private sector, etc.).

•

Develops and implements a policy for the reimbursement of expenses of all involved in
the association.

•

Offers opportunities for professional development and training.

•

Integrates within its Annual General Assembly and/or other events an opportunity to
recognise and celebrate the contribution of its volunteer members.

For staff:
•

Ensures that its human resources practices meets or complies with its country’s labour laws
and regulations.

•

Strives to implement an ‘open’ recruitment and selection process that allows for the hiring of
a person with the needed knowledge, skills and competencies for the position (advertises the
job vacancy, sets up selection committees comprised of at least two persons, ensures that
interviews are structured, checks references, etc.).

•

Develops for each position a detailed job description and employment contract and ensures
that these are updated. Establishes processes to ensure that employees are oriented to
the association when they are first hired and supervised appropriately (see Tools 3.14, 3.21
and 3.22).

•

Implements annual performance evaluations for its core staff (see Tool 3.23).

•

Offers opportunities for professional development and training.

•

Develops and implements policies and procedures related to human resources management
to cover issues such as hours of work, annual holidays, sick days, performance evaluation, etc.
(see Tool 3.6).

•

Integrates within its Annual General Assembly and/or other events an opportunity to
recognise and celebrate the contribution of its staff.

For consultants:
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•

Develops terms of reference that clearly defines the scope of work of the consultancy before
recruiting a consultant (see Tool 3.25).

•

Considers using a call-for-proposal process for the selection of the consultant(s) if the project
is large enough (see Tool 3.24).

•

Formalises the contractual relationship with a formal contract (see Tool 3.25).
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ACTIONS TO MOVE FORWARD
•

Especially for a health professional association with no Executive Director/Chief Executive
Officer, establish a Human Resources Committee to assist the Board/Executive Committee
with its human resources management responsibilities (see Tool 3.3).

•

When developing human resource policies and other human resources documents (i.e. job
descriptions, contracts, terms of reference), communicate with other medical associations or
non-profit organisations in the field to explore what they have in place.

FOCUS: Tips on motivating staff and volunteer members
1. Strive to create an organisational culture where staff and volunteer members are seen and
treated as valuable contributors to the association’s efforts to progress toward its goals and
objectives and fulfill its mission.
2. Solicit their active participation in the development of the association’s strategies, structures
and processes.
3. Keep them informed and updated about what is going on in the association.
4. Develop and implement human resource policies and procedures and ensure that they have
a copy of the document.
5. Ensure they are well aware of their roles and responsibilities and whom they report to.
6. Strive to ensure that staff salaries, benefits and insurance are competitive. Similarly, strive to
ensure that reimbursements to staff and volunteers are fair.
7. Provide them with regular feedback on their performance. When issues related to poor
performance need to be addressed, do so in a private environment and in a professional way.
8. Provide them with professional development and training opportunities.
9. Celebrate and publically recognise their contribution to the association.
10. Treat all fairly and equally.

FOCUS: Tips for implementing an annual performance evaluation of
an employee
•

•

Promote annual performance evaluations among staff as a means for each employee to:
o

Obtain feedback on what the individual does well and what can be improved;

o

Define and reach agreement on clear performance objectives that will be used to
evaluate the individual during the year;

o

Clarify issues related to the employer–employee relationship;

o

Identify the individual’s training or professional development needs and clarify how
the association can support these;

o

Review the job description to ensure that it is up to date.

Ensure that the annual performance evaluation is conducted by the employee’s supervisor.
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•

Ensure the following before undertaking a performance evaluation:
o

Schedule the meeting beforehand to allow the employee a chance to prepare for it;

o

Schedule enough time to properly complete the evaluation;

o

Conduct the meeting in a closed office or space to ensure confidentiality.

•

Consider using a participative process whereby the employee first self-evaluates using
the performance evaluation template and then review and discuss the results during the
performance evaluation meeting.

•

At the time of the performance evaluation:
o

Implement the agreed upon performance evaluation process;

o

Complete/review the performance evaluation document and ensure that it is signed
and dated;

o

Ensure that both the employee and the supervisor have a copy of the document;

o

Keep the completed and signed document in a safe and confidential place;

o

Plan to repeat the process in a year’s time.

Remember: Feedback, positive and/or negative, should be provided on a continual basis; annual
performance evaluations should hold no surprises and should focus on providing an opportunity
for both the employer and the employee to review the individual’s work performance during the
year and plan improvements for the year ahead.
See also Tool 3.23

6.

PROGRAMME/PROJECT MANAGEMENT

In the last decade, the field of project management has developed considerably and become
increasingly sophisticated. Developing programme/project capacities takes time and resources,
and these are usually fine-tuned as they are applied and as greater knowledge and skills are
developed. In a health professional association, the challenge is ensuring that programme/
project management capacities are institutionalised and not held by one or a few individuals.
The departure of these individuals could potentially mean that within a short time, the association
could lose all its programme/project management capacities and would then need to rebuild them.
Programme/project management refers to the processes and systems applied to design, secure
and manage the resources available to achieve the goals and objectives of an initiative (big or
small). In the context of this toolkit, it includes monitoring and evaluation functions. Approaches
in programme/project design and management vary considerably from discipline to discipline,
and sometimes within disciplines from one group to another (e.g. from one funder to another).
As for financial management practices, many useful resources exist that specifically aim to
enhance the capacity of non-profit organisations and other civil society actors with regard to
programme/project management. In the spirit of not reproducing resources already available,
the focus of this section will thus be put on providing basic recommendations, actions and tools
that can be used by a health professional association in its efforts to strengthen its programme/
project management capacities. References to comprehensive programme/project management
resources can be found in the ‘Other Useful Resources’ section of this chapter.
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RECOMMENDED PRACTICES
A health professional association with good programme/project management practices:
•

Strives to incorporate programme/project management practices within all its programmes
and projects. Consequently, all programmes and projects should have well defined and
supported goals and objectives as well as work plans and budgets, all of which are used to
monitor progress (see Tool 3.28).

•

Invests in professional development opportunities for staff and volunteer members in
programme/project management and ensures that the knowledge and skills acquired by
these are integrated into the association’s management systems and processes.

•

Is aware of its reporting requirements for performance to its different funders and establishes
a system or process to meet these.

FOCUS: Programme/project management cycle

Identify the
problem/issue
to be addressed

Agree on a
way to address
the issue

Characteristics of a well designed
programme/project
Clear and realistic goals and objectives
Relevant information/data to better
understand the context
Good partners
Monitor,
evaluate and
report

Involvement of the beneficiaries/
stakeholders

Establish the
project goals
and objectives

Transparency
Best practices
Detailed action plans for activities
Financing
Monitoring and evaluation8

Implement

Acquire the
resources to
implement
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ACTIONS TO MOVE FORWARD
•

Identify within your membership individuals with programme/project management
capacities and recruit them to act as mentors to volunteer members and staff seeking
assistance in programme/project management.

•

Inquire before responding to a call for proposals and/or an invitation to submit a proposal
if the funder makes use of a specific programme/project management tool and if it has
resource information to guide the proposal development process. If yes, review the
resources provided and use them to develop your proposal.

•

Consider developing project proposals in partnership with other NGOs with experience in
project management in order to gain experience, with the intent to gradually develop your
own capacity in this area.

FOCUS: Frequently asked questions about programme/project design
and management
1. What is the difference between ‘programmes’ and ‘projects’ and why are they linked in
this document?
A ‘programme’ refers to a group of projects and initiatives undertaken over time to meet an
association’s broader objective or strategic priorities (e.g. a professional association’s continuing
education programme). A ‘project’ is much more limited in time, usually has a beginning and
an end (and sometimes a specific funder), and is intended to meet a more limited objective (e.g.
within a professional association’s CME programme, the postabortal care training project). In
this toolkit (as in many other similar resources), both terms are linked, as the capacities needed
to design, implement and manage a programme or a project are basically the same.

2. What is a concept paper? What are the major components of a concept paper?
A concept paper is a summary of a project or an initiative for which support is sought for its
implementation. It is usually developed before a full proposal as a way of exploring potential
funders’ interest and obtaining informal feedback about the initiative. Usually three to five
pages long, a concept paper will provide information on the following:
• Project Title
•

Project Executing Agency(ies)

•

Introduction/Purpose/Context

•

Project Goals and Objectives

•

Project Length

•

Project Beneficiaries (direct and indirect)

•

Project Expected Outcomes/Results

•

Project Budget

Before you start:
•
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Enquire about the funder’s criteria and ensure that the proposed initiative meets these.
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•	Enquire if the funder has its own template and/or guidelines for the development of
concept papers. If yes, ensure to use these for the development of the concept paper.
•

Review Tool 3.26 – How to develop a concept paper.

3. What is a project proposal? What are the major components of a proposal?
A proposal is usually a lengthier document that outlines a proposed initiative in greater
detail. Although formats may vary from funder to funder, it usually includes:
•

Project Title

•	Project Executing Agency(ies), including information on their interest/capacity in the
issue and names of key contact persons
•	Introduction - Project Summary/Purpose/Context - including how the project meets the
funder’s criteria; issue(s) the project will address; how the proposed initiative supports
the country’s/region’s priorities; etc.
•

Project Goals and Objectives

•

Project Beneficiaries (direct and indirect), identifying ratio of males and females reached

•

Expected Results (outputs and outcomes)

•

Project Design/Methodology

•

Project Length

•

Project Budget

•	Annexes, such as the programme/project management tool (i.e. Logical Framework
Approach or Results-based Management), detailed budget, project schedule, etc.
Before you start:
•

Enquire about the funder’s criteria and ensure that the proposed initiative meets these.

•	Enquire if the funder has its own template and/or guidelines for the development of
proposals. If yes, ensure to use and/or follow these for the development of the proposal.
•

Review Tool 3.27 – How to develop a project proposal.

4. What should be considered when preparing a project budget?
A budget forecast is an essential component of a project proposal and can add credibility to
the proposed initiative if it is well thought out, realistic and accurate. It essentially provides
an estimate of all the financial resources needed to implement a proposed initiative and
reach its intended results. Its format and length may vary from funder to funder, depending
on the amount of details requested. Regardless of the amount of details requested in the
proposal, it is important to develop a detailed and itemized budget at the time of developing
the initial proposal and once completed, to summarize the information in broader budget
categories for the document. This exercise will permit you to ensure that you have taken into
account all costs and will place you in a better position to defend and/or modify the budget
Strengthening Organisational Capacity of Health Professional Associations
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in light of requests from the funder. Broad budget categories may include: staff/personnel;
travel/accommodation costs; equipment and supplies; training costs; material and/or
resource development; administrative costs. As funders may not support certain expenses
(e.g. the purchase of a project vehicle), it is important to check with the funder beforehand to
clarify what expenses it will support.
The detailed project budget should be developed conjointly by the project team and others
(e.g. the Finance Officer) who can provide accurate estimates of expenses (e.g. the costs
related to renting a training venue). All itemized expenses should be based on actual costs
and should include notes to explain the resulting calculations. If the proposed initiative will
be implemented over a longer period (e.g. a 3 year period), ensure that the detailed budget
forecast reflects this reality. It is also essential to ensure that there is a clear link between the
proposed budget and the proposed initiative’s narrative, especially the project’s proposed
activities. Finally, as budget forecasts are very time-sensitive, be sure to clearly indicate the
date on your budget documents in order to facilitate any future updates and/or modifications.
Before you start:
•	Clarify with the funders: the types of expenses they support or do not support, the
amount of details that should be included in the budget forecast, the format desired, the
currency the budget should be presented in, etc.
•	Enquire with the funders if they have a template, specific directions or resources which
can be used for the development of the project budget.
•	Ensure you have access to individuals who can provide you with the accurate information
needed to prepare the budget.

5. Who should be involved in the design of the project?
Although a smaller team should assume the lead for the proposal development process,
all involved in the project, including the beneficiaries, should participate in its design.
A participatory approach in the design phase will ensure greater buy-in from all involved and
greater likelihood that the proposed initiative will meet the identified needs and reach the
expected results. At the minimum, participants could include:
•

Project team

•

Other partners

•

Decision makers — at community, regional or national level

•

Representatives of the target communities/target groups

Before you start:
•	Make a list of all stakeholders (internal and external) and identify those who should be
involved in the design process.

6. What are funders looking for when reviewing a concept paper or a proposal?
	Although all funders have their own criteria for assessing concept papers or proposals, the
following are characteristics of a good concept paper or proposal:
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•	Meets the funder’s own funding criterion and follows the guidelines provided for the
development of the proposal;
•	Is from an executing agency who is credible and has expertise and experience in the field;
•

Has involved all major stakeholders, including main beneficiaries, in its design;

•	Proposes an initiative that meets an established need, fits within the priorities of the
government/community and does not duplicate something already done;
•	Is presented in a clear, concise and coherent manner, clearly outlining the expected
outcomes and how these will be monitored and evaluated throughout the life of the project;
•	Presents a budget that is realistic and is congruent with the project’s narrative description;
•

Is supported by all partners.

Before you start:
•	Obtain as much information as possible as to what the funders are expecting in
the proposal.

7. What is the difference between the Logical Framework Approach and the Results-based
Management Approach in project design and management?
	The Logical Framework Approach (LFA) and the Results-based Management Approach
(RBM) are two project management tools used for the design, monitoring and evaluation
of development projects. Without getting into a long discussion about the similarities and
differences, suffice it to say that both intend to summarise, in a clear, concise and systematic
way, basic information about the project. The LFA generally ‘looks at the goals, purposes/
objectives, outputs/outcomes and activities/impacts of a project, and requires information on
indicators and means of verification (or monitoring/evaluation) of these project dimensions’,
while the RBM ‘may use similar terminology, but is more focused on the results of the project’.9
Major funders in the development field have adopted one of these methods for project design
and have further developed resources to assist their potential partners with their proposals.
Before you start:
•	Clarify with the funder if they use a specific project management tool. If yes, which one?
Ask them if they can provide you with the resource material on the tool they use.
•	If you are unfamiliar with the project management tool used by the funder, look for
someone who can assist you with your proposal (especially with the development of the
log frame or framework).

8. What should I look for before signing a funder contract?
•	The goals and objectives of the proposed initiative are clearly indicated in the
contract agreement;
•	The roles and responsibilities of both the funder and your association have been outlined
as discussed;
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•	The contract contains a clause that clearly identifies the beginning and end date of the
project and the terms under which the project may be extended;
•	The contract clearly indicates the total amount of funds being committed to your
initiative, including how (e.g. bank transfers) and when the funds will be provided
(according to a pre-established calendar of activities, following submission of reports,
certain deliverables, etc.);
•	The contract contains clear information about other terms you will need to respect
(opening of a bank account dedicated to the project, use of specific templates to prepare
the financial reports, etc.);
•	The individual who is to sign the contract on behalf of the association has the authority
to sign;
•

The contract specifies under what terms the project funding may be terminated.

9. What is a ‘gender analysis’ and why is it important in women’s health initiatives?
In the last decade, major stakeholders in the development field have strengthened their
commitment to promote gender equality and the empowerment of women in their efforts
to eradicate poverty worldwide. This is supported by evidence showing that development
initiatives, that is, initiatives implemented with the intention of improving the wellbeing of
specific communities and/or populations, do not necessarily have the same intended impacts
on all and can at times be especially detrimental to women and girls.
The links between gender inequality and discrimination, as they relate to women’s health, are
well documented. The continual high rates of maternal and neonatal mortality that persist in
many parts of the world are but one example that attest to this reality.
Gender analysis ‘refers to the variety of methods used to understand the relationships
between men and women, their access to resources, their activities, and the constraints
they face relative to each other’.10 The results of the analysis are then used to inform the
project design process and to ensure that the actions implemented will have the intended
impact and, further, contribute to the promotion of gender equality and the empowerment
of women.
Certain funders may request that a gender analysis be part of the project proposal.
Before you start:
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•

Enquire if a gender analysis is expected.

•

Recruit to the project team a member with expertise on the issue of gender analysis.
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7.

COMMUNICATION

Effective communication is the cornerstone of a successful health professional association.
Good communication practices enable the association to remain accountable and transparent,
progress on its strategic priorities and successfully implement its programmes/projects and
activities. They also contribute to increasing the efficient and effective use of resources,
strengthening the working relationship within and between elected officers, committee
members, volunteer members and staff and mobilising greater support from the wider
membership. Further, effective communication aids in gaining the support of external
stakeholders, building new alliances and fundraising.11
Good communication practices involve not only sharing information but also being open to
receiving information. It requires: being able to identify your different audiences and tailoring
your message to each; limiting your message to key essential points; using clear, concise
and simple language to pass on your message; communicating your message via the most
appropriate channel for each audience group. For example, using email to communicate with
your Board/Executive Committee members about an upcoming meeting may not be the best
means if they do not check their emails regularly; communicating with them by telephone or text
messaging might be more effective. Using your website as the only channel of communication
to announce your upcoming annual scientific congress to members might not reach everyone
if many do not access the Internet regularly or visit your website when online. Sending
announcements via text messaging, using your regional representatives to share the information
verbally and posting announcements on billboards of larger hospitals and at universities may
ensure that you reach a larger audience.
Also see the chapter “Building External Relations“ for tools and resources related to
communicating with the media and the chapter “Improving Functions“ for tools and resources
related to advocacy and influencing policy makers.

RECOMMENDED PRACTICES
A health professional association with effective communication practices:
•

Establishes processes by which communication is shared between the different levels of
authority within the association in an effective and timely way.

•

Integrates to its communication practices the promotion of its mission, vision, values and
strategic priorities within and outside the association.

•

Evaluates its communication practices regularly to ensure the needs of their different
audiences are met (see Tool 3.29).

•

Develops an annual communications strategy and monitors progress.

ACTIONS TO MOVE FORWARD
•

Establish a committee who will evaluate the association’s current communication practices
(within and outside the association) and present a plan to improve the practices.

•

Survey members to find out what kind of information they would like from the association
and the channel of communication they would most prefer (newsletter, monthly updates via
email, website etc.).
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FOCUS: Summary of key information/messages and the different means that
can be used to share them
The following provides selected examples of key information/messages that health professional
associations may want to use to improve their communication, internally and externally.
Key information/
messages

Intended
audience

Means used to share the information/
messages

Within the association
Constitution and
by-laws

Members

•
•

Website
Booklet provided to new members or
upon request

Association’s
vision and
mission / strategic
plan / code of
professional
conduct / position
statements

Members
and staff

•

•

Summary disseminated via the website, at
the office or at an event
Special presentations at CME activities and
other meetings (e.g. staff meeting)
Summary included in a newsletter or
electronic newsletter
Vision and mission displayed on a banner
in national secretariat
Summary included in annual report

•
•
•

Main decisions
of the Board/
Executive
Committee

Committee
members
and staff

•
•
•

Committee meetings
Staff meetings
Memos

Administrative,
financial and
human resources
policies and
procedures

Committee
members,
volunteer
members
and staff

•

Policies and procedures manual or
volunteer members/staff handbook

Updates on
programmes/
projects

Members
and staff

•

At each Board/Executive Committee
meeting include an agenda item related
to programmes/projects update
At staff/volunteer members meeting,
provide a programmes/projects update
In a newsletter or electronic newsletter
include an article dedicated to
programmes/projects update
Include updates in ‘programmes/projects’
section of website

•
•

•
Upcoming
events including
Annual Scientific
Congress, CME
activities or others

Members

•
•

Announcement made via email, website,
newsletter or electronic newsletter
Publicity on notice board of the secretariat
or other strategic venues where members
circulate (hospital, university, etc.)

(continued on page 47)
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Key information/
messages

Intended
audience

Means used to share the information/
messages

Outside the association
Association’s
vision and
mission / strategic
plan / position
statements

Position
statements

External
stakeholders,
including
partners,
collaborators,
and the general
public

•

Identified
stakeholders
from which you
seek support

•

•

•

•

•

8.

Disseminated via the website, at the office
or at events/meetings
Summary included in annual report
disseminated via the website, in the mail,
at the office or at events/meetings
Integrated into presentations made
outside the association (include one or
two slides that presents the association
and that mentions the mission, vision,
values and strategic directions)
Mail or email a formal letter with a copy
of the position statement
Meeting(s) with representatives of the
stakeholder group for the purpose of
presenting and discussing your statement
Follow-up phone calls

Association’s
annual reports

External
stakeholders,
including
partners,
collaborators
and the general
public

•

Disseminated via the website, at the office
or at events/meetings

Position
statements /
results of research
projects

External
stakeholders,
including
partners,
collaborators
and general
public

•

Disseminated via website, newsletter,
and the media (i.e. press release, press
conference)

Key advocacy
messages

Decision makers, •
government,
external
stakeholders

Disseminated via website, newsletter,
and the media (i.e. press release, press
conference)

INFRASTRUCTURE

In the OCIF, infrastructure refers to the physical space and the communication/technological
infrastructure (telephone, fax, computer, computer applications, network, databases, etc.) used
by the health professional association to support its work. Usually both converge in what is
known as the association’s national office or secretariat, the physical space where an association
locates its staff, establishes its administrative and management systems and basically runs its
business. An association with a well furnished, equipped and organised national secretariat is
in a better position to support its elected officials in their governance role and responsibilities,
support the work of its volunteer members and staff, respond to the needs of its members and
maintain their relationships with outside stakeholders, including partners and funders. A well
organised and run national secretariat further reflects on the association’s credibility.
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RECOMMENDED PRACTICES
A health professional association with a functional infrastructure:
•

Evaluates its infrastructure needs regularly and incorporates the activities to move forward
on these within its annual operational plan and budget.

•

Ensures to provide a healthy, secure and safe work and meeting environment for its members
and staff.

•

Ensures that when it introduces new information technology in the office, training and
support is provided to those who will most likely use this technology.

•

Ensures that all funded programmes/projects include a contribution to the maintenance of
the association’s infrastructure (rent, communication costs, office supplies, etc.).

ACTIONS TO MOVE FORWARD
•

Visit a well established professional association or NGO to learn about the infrastructure it has
implemented and to gain insight of what could be done for your association.

•

Complete the included infrastructure assessment (see Tool 3.32) and prioritise actions to be
integrated into your association’s next annual operational plan and budget.

ACCOMPANYING TOOLS
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3.1 – Example: Terms of Reference – Finance Committee
3.2 – Example: Terms of Reference – Fundraising Committee
3.3 – Example: Terms of Reference – Human Resources Committee
3.4 – Example: Organisational Chart without Executive Director/CEO
3.5 – Example: Organisational Chart with Executive Director/CEO
3.6 – Tool: Content of policy manuals
3.7 – Example: Conflict of Interest Policy
3.8 – Example: Conflict of Interest Form (FIGO)
3.9 – Template: Agenda of Annual General Assembly
3.10 – Tool: Minutes of an Annual General Assembly
3.11 – Template: Agenda of a Board/Executive Committee Meeting
3.12 – Tool: Minutes of a Board/Executive Committee Meeting
3.13 – Example: Job Description – Executive Director/CEO
3.14 – Template: Employment Contract
3.15 – Template: Performance Evaluation – Executive Director/CEO
3.16 – Example: Strategic Plan (AMOG)
3.17 – Example: Operational Plan (AMOG)
3.18 – Template: Annual comprehensive budget
3.19 – Tool: Developing and implementing an annual comprehensive budget
3.20 – Template: Annual comprehensive budget – Monitoring performance
3.21 – Example: Job Description – Finance Officer
3.22 – Example: Job Description – Receptionist/Administrative Assistant
3.23 – Template: Performance Evaluation Form – Staff
3.24 – Example: Consultant – Request for Proposal
3.25 – Example: Consultant – Contract and Terms of Reference
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3.26 – Tool: How to develop a concept paper
3.27 – Tool: How to develop a project proposal
3.28 – Template: Annual project work plan
3.29 – Template: Assessing your association’s communication practices
3.30 – Tool: Basic content of a website
3.31 – Example: Newsletter (FIGO)
3.32 – Tool: Assessing the national secretariat’s infrastructure

OTHER USEFUL RESOURCES
Abt Associates, Inc. Fundamentals of NGO financial sustainability. Washington: U.S. Agency
for International Development; 2000. Available: http://www.pathfind.org/site/DocServer/
Fundamentals_of_NGO_Financial_Sustainability.pdf?docID=12001.
Capacity areas: Strategic Directions, Human Resources Management, Financial Management
Alin F, de Boer S, Freer G, van Ginneken L, Klaasen W, Mbane JR, et al. How to build a good
small NGO. [s.l.]: Networklearning; 2006. Available: http://www.networklearning.org/
index.php?option=com_docman&task=doc_download&gid=10&Itemid=119 .
	Capacity areas: Governance, Strategic Directions, Leadership in Management, Financial
Management, Human Resources Management, Programme/Project Management
AusGuide—a guide to program management. Canberra: AusAID; 2011. Available: http://
www.ausaid.gov.au/ausguide/Pages/home.aspx.
Capacity area: Programme/Project Management
Cammack J. Project budgeting: how to guide. London: Bond; 2010. Available: http://
www.dochas.ie/Shared/Files/4/BOND_budgeting_Guide.pdf.
Capacity area: Programme/Project Management
Capable Partners Program, FHI 360, U.S. Agency for International Development. Implementation
tips for USAID partners. Washington: FHI 360, MSI, USAID; 2012. Available: http://
www.ngoconnect.net/implementation-tips.
	Capacity areas: Governance, Financial Management, Human Resources Management,
Programme/Project Management, Communication
Capable Partners Program, FHI 360, U.S. Agency for International Development.
NGOConnect.net [database online]. Washington: FHI 360, MSI, USAID; 2012. Available: http://
www.ngoconnect.net/library.
	Capacity areas: Governance, Financial Management, Human Resources Management,
Programme/Project Management
Capable Partners Program, FHI 360, U.S. Agency for International Development. The essential
NGO guide to managing your USAID award. Washington: FHI 360, MSI, USAID; 2010. Available:
http://www.ngoconnect.net/resources/ngoguide.
	Capacity areas: Leadership in Management, Financial Management, Human Resources
Management, Programme/Project Management, Communication
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Capacity building for local NGOs: a guidance manual for good practice. London: CIIR; 2005.
Available: http://www.impactalliance.org/ev_en.php?ID=46705_201&ID2=DO_TOPIC.
	Capacity areas: Governance, Strategic Directions, Financial Management, Human Resources
Management, Programme/Project Management, Communication, Infrastructure
CIVICUS Affinity Group of National Associations. Resource guide for national associations:
how to establish a national association. Johannesburg: CIVICUS; 2007. Available:
https://www.civicus.org/downloads/agna/ResourceGuideforNationalAssociations%20
Howtoestablishanationalassociation.pdf.
Capacity areas: Governance, Strategic Directions
Civil Society Programme. The learning materials. Aga Khan Development Network; 2007.
Available: http://www.akdn.org/civil_society_learning.asp.
	Capacity areas: Governance, Leadership in Management, Financial Management, Human
Resources Management
Jensen G. The logical framework approach: how to guide. London: Bond; 2012. Available:
http://www.bond.org.uk/data/files/The_logical_framework_approach_How_To_guide_
January_2012.pdf.
Capacity area: Programme/Project Management
Mango’s guide to financial management for NGOs. Version 6.11. Oxford (UK): Mango; 2010.
Available: http://www.mango.org.uk/Guide.
	Capacity areas: Leadership in Management, Governance, Financial Management, Human
Resources Management
Results-based management. Ottawa: Canadian International Development Agency; 2009.
Available: http://www.acdi-cida.gc.ca/rbm.
Capacity area: Programme/Project Management
Shapiro J. Writing a funding proposal. Johannesburg: CIVICUS; 2003. Available: https://
www.civicus.org/en/news-and-resources/toolkits/268-writing-a-funding-proposal-.
Capacity area: Programme/Project Management
Strengthening your organization. Watertown (MA): Pathfinder International; 2001. Available:
http://www.pathfinder.org/publications-tools/publication-series/Strengthening-YourOrganization.html.
	Capacity areas: Governance, Strategic Directions, Leadership in Management, Financial
Management, Human Resources Management, Programme/Project Management
Welcome on board: a handbook to help IPPF member associations improve their governance.
New York: International Planned Parenthood Federation; 2010. Available: http://ippf.org/
resources/publications/Welcome-Board-governance-handbook.
Capacity areas: Governance, Leadership in Management
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Why work with the media? Guide to working with the media. London: Wellcome Trust; 2011.
Available: http://www.wellcome.ac.uk/stellent/groups/corporatesite/@policy_communications/
documents/web_document/wtx053692.pdf.
Capacity area: Communication

BIBLIOGRAPHY
1. Capable Partners Program, FHI 360, U.S. Agency for International Development.
Implementation tips for USAID partners. Washington: FHI 360, MSI, USAID; 2012. Available:
http://www.ngoconnect.net/implementation-tips.
2. Wyatt M. A handbook of NGO governance. Budapest: European Center for Not-for-Profit
Law; 2004. Available: http://www.dochas.ie/pages/resources/documents/Governance_
Handbook.pdf.
3. Lindsay H. 20 questions directors of not-for-profit organizations should ask about
governance. Toronto: Canadian Institute of Chartered Accountants; 2006. Available: http://
www.cica.ca/focus-on-practice-areas/governance-strategy-and-risk/not-for-profit-directorseries/20-questions-series/item12302.pdf.
4. Welcome on board: a handbook to help IPPF member associations improve their governance.
New York: International Planned Parenthood Federation; 2010. Available: http://ippf.org/
resources/publications/Welcome-Board-governance-handbook.
5. Shapiro J. Strategic planning. Johannesburg: CIVICUS; 2003. Available: http://www.civicus.
org/new/media/Strategic%20Planning.pdf.
6. Barry BW. Strategic planning workshop for non-profit organizations. Rev. St. Paul (MN):
Fieldstone Alliance; 1997.
7. Lewis T. Course handbook: practical financial management for NGOs--getting the basics right.
Oxford (UK): Mango; 2011. Available: http://www.mango.org.uk/Guide/CourseHandbook.
8. Moynihan M. The project cycle: a teaching module. [s.l.]: Networklearning; 2006. Available:
http://www.networklearning.org/index.php?option=com_docman&task=doc_
download&gid=72&Itemid=52.
9. Resource guide for project design. Washington: Search for Common Ground; 2004. Available:
http://www.sfcg.org/programmes/ilr/proj.pdf.
10. Gender analysis. Ottawa: Canadian International Development Agency; 2011. Available:
http://www.acdi-cida.gc.ca/acdi-cida/ACDI-CIDA.nsf/eng/JUD-31194519-KBD.
11. Why do organisations need to plan and manage their communication? In: EUGAD Manual.
Brussels: EUGAD; 2011. Available: http://www.eugad.eu/wiki/index.php?title=Why_do_
organisations_need_to_plan_and_manage_their_communication%3F.

Strengthening Organisational Capacity of Health Professional Associations

51

