Management Capacity Check

A Diagnostic Tool to Help Organizations Assess Their
Management Capabilities

Background presentation

What is the Management
Capacity Check?
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Objectives of the Management Capacity Assessment…
 Assess state of comptrollership practices within organization
against a common standard. Assess current management
practices against recognized best practices and principles.
 Compare against best practices. The capacity assessment is
based on best practices of other leading organizations, and
therefore provides an opportunity for organizations to assess where
they stand relative to these best practices.
 Provide information to assist management in developing plans
for improvements to their management practices. Departments
are prioritizing the opportunities identified from the capacity
assessments, and developing action plans to pursue high priority
opportunity areas.
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Definition of Capacity

 Capacity assessment evaluates the
management capabilities needed to
support the organization going forward
 Capabilities includes people, skills,
processes, technology, policy,
commitment, management framework
and resources
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Key characteristics of the capacity assessment...
 Future oriented--focuses on what capabilities must be in place in the future to
respond to emerging client demands/changing environment
 Focuses on expanding/improving capability rather than downsizing
 Recognizes that an organization can only focus on selected improvement areas
at any one time, and cannot be “best” at everything
 Intended as a diagnostic tool for senior management of the organization
 Organizational focus--not intended to compare management practices between
sectors/regions.
 Directed self-assessment tool--not a review or audit. Information is collected
through interviews, and then validated by the managers collectively.
 Builds upon changes already underway to existing management processes.
 Identifies both “to be” and “as is” capabilities.
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The mechanics of the capacity assessment checklist


Current capabilities are assessed based on the capacity assessment criteria.



The capabilities depicted within each criteria represent different states or plateaus that the
organization may strive to achieve. The descriptions are incremental.



The capability descriptions are based on generally recognized best practices.



A rating system of “1” to “5” is used. A high rating does not necessarily mean “goodness”, but
rather, formality or maturity of capability. The ideal rating for any area is dependent on the needs
and goals of the organization.

TOPIC
Project
Management

1
Little or no project
management processes,
standards, and tools exist in
the organization. Minimal
capability to lead or manage egovernment initiatives exists inhouse.

2
Project management
processes, standards, and
tools exist within the
organization but are not
consistently applied. Less
than rigorous scope, cost,
schedule, quality, and issue
management leads to project
performance shortfalls.
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4

5

Organization-wide project
management processes,
standards, and tools are
being consistently applied on
e-government initiatives. The
majority of projects fall within
acceptable performance
limits and are controlled by a
project management OCOL.

E-government project teams
are highly productive and
deliver the optimal balance
between cost, schedule, and
quality. Stakeholder
expectations are well
managed.

E-government projects
demonstrate a balance
between technical, business
and social issues. The project
team environment is low stress
with low staff turnover. There
is open communication and
trust among team members.
Stakeholder expectations are
consistently met or exceeded.

Existing capability

Future capability
Where the organization may
strive to be in the future
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Overview of Capacity
Assessment Methodology
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Key elements...
 Joint consultant-organization team trained
in implementing capacity assessments
 Assessments are based on individual
interviews and workshops with managers
at all levels of the organization, across
headquarters and regions
 A web based questionnaire can also be
used
 Findings are consolidated in one or two
phases
 Follow-up group workshop sessions are
held to validate the findings
 A summary list of opportunities is
presented to be prioritized by management
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The Assessment Process

Managers are
interviewed
individually by
consultant/
organization team
member.

Individual notes from
each interview are
compiled using a
standard template
that groups
responses according
to each of criteria.

The team agrees on “as is”
and “to be” capability levels
for each of the
management practices
assessed. Supporting
rationale is noted.

A capacity assessment
report is developed with
aggregated findings from
all interviews, representing
a corporate/organizationwide view.

Findings from report and ratings are
validated in workshops with managers.

The notes, and supporting
documentation are
reviewed by the
assessment team, one
criteria at a time, to draw
out findings, challenges
and opportunities.

Next steps:
Results feed into
development of strategy
and action plan

For more information, refer to detailed work plan at Capacity Check Work Plan.doc

9

Interview planning
ACTIVITIES

1.1 Project initiation
1.2 Briefing on department
1.3 Documentation review
1.4 Interview planning
1.5 Refine interview guide
1.6 Presentation to senior
management (if desired)

DELIVERABLES

• Workplan and schedule
• Interviewee list/ no. of interviews
• Interview guide & info. package
• List of documentation to be
reviewed
• Communique

Challenges:


Obtaining management commitment and resources support to the project



Communicating/explaining what “modern management” means



Establishing an interviewee list that is representative of the organization
(e.g., by management level, sector, region, operational versus policy)



Establishing the appropriate level of detail for the interview guide and
information package to be distributed to managers
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Interviews/ workshops

ACTIVITIES

2.1 Schedule interviews/ workshops
2.2 Conduct interviews (about 1 1/2 2 hours per interview)

DELIVERABLES

• Interviews
• Interview notes reported by criteria

2.3 Prepare interview notes

Challenges:


Ensuring all criteria are covered through interviews/ workshops



Reporting interview findings in a systematic/structured
approach based on criteria



Confidentiality of interviews

11

Consolidation of interview results
ACTIVITIES

3.1 Consolidate interview findings by
criteria
3.2 Project team members summarize
current situation and opportunities
for improvement (done for each
criterion)

DELIVERABLES

• Current situation by criteria
• Opportunities by criteria
• “As is” and “to be” ratings by
criteria, with supporting rationale

3.3 Project team establishes
preliminary “as is” and “to be”
rating for each criteria
3.4 Prepare preliminary report
Challenges:


Identifying overall patterns/trends given sectors within
department often operate in a different business environment



Ratings should be secondary to findings, conclusions and
improvement opportunities
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Managerial Commitment (example)
Opportunities

Current Situation
 Varying levels of management skills across the organization.
 Managers tend to put more emphasis on content than management
practices.

 Establish clear accountabilities for
managers to improve management
practices. Such improvement should be
made part of the performance objectives of
managers.

 Managers perceive that their work plans or input are not always
taken into consideration when senior management is making
decisions or allocating budgets

1

2

3

Control is seen as “compliance”
and is still considered the main
ingredient of comptrollership by
both operational and financial
managers. Operational
managers focus on running the
business and count on
“corporate” to ensure that the
rules, regulations and reporting
requirements are being met.
They are not familiar with
modern management best
practices. Financial concerns
primarily evolve around
availability of funds to carry out
initiatives.

Managers understand their
management authorities, (e.g.,
financial, contracting) and those
of their staff. They are aware of
their responsibilities for probity
and prudence and the
protection of assets under their
control. Plans and initiatives
are not subject to a business
case analysis beyond the
funding issue. Program
initiatives are developed without
any specialist input. Managers
are not always familiar with
functional specialties and vice
versa.

Managers see the continuous
improvement of management
practices as part of the job and
seek the support of functional
specialists. Managers are
aware of their modern
management responsibilities,
and accept accountability for
resources entrusted to them.
Management implications
(e.g., financial, HR, information
technology, asset
management) are assessed in
operational plans and new
program initiatives.

TOPIC
Managerial
commitment
Awareness of
managers of their
modern management
practices
responsibilities, and
commitment to
implementing them.

 Provide training to managers to help them
improve their management skills. Training
should be a priority of senior management.

“AS-IS”

Rationale

4
Managers are highly
committed and supportive of
the modern management
practices mindset, and have
committed resources to
implementing improved
management practices.
Managers develop and
integrate the supporting
modern management
practices (e.g., financial, HR,
IT, procurement, asset
management) when
implementing new program or
service delivery initiatives.

5
Managers see controls as
mechanisms to identify risks,
opportunities and respond to the
unexpected. They apply modern
management concepts in their
day-to-day operations.
Managers integrate financial and
non-financial information in their
decision-making. Managers are
always seeking new and
innovative management
practices, and share best
practices across the
organization.

“TO-BE”

 Managers have varying levels of management skills and commitment to improving management
practices. Managers have traditionally been more focused on content. Training in management
skills is a high priority opportunity.
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Summary of “as is” and “to be” capability levels (example)

The chart indicates the “as
is” and “to be” capability
level for each of the 33
criteria of the capacity
assessment.
The “as is” level (solid line)
represents the current
assessment of capabilities
for each criterion.
The “to be” level (dotted
line) represents the desired
capability level that could
realistically be achieved
within the next three years.
A higher capability level is
not any better than a lower
capability level. The ideal
capability level for any
criteria is dependent on the
needs and goals of the
organization.

Strategic Leadership

Inexistant/sous-développé

Stages primitifs de développement

Bonne pratique de gestion

Pratique évoluée

Pratiques exemplaires de l’industrie

1

2

3

4

5

Leadership commitment
Managerial commitment
Senior departmental functional authorities
Planning
Resource Management
Management of partnerships
Client relationship management

Shared Values & Ethics
Motivated People

Values and ethics framework
Modern management practices competencies
Employee satisfaction
Enabling work environment
Sustainable Workforce
Valuing peoples’ contributions

Mature Risk Management

Integrated risk management
Integrated management control framework

Clear Accountability

Clarity of responsibilities and organization
Performance agreements and evaluations
Specialist support
External reporting

Integrated Performance
Information

Integrated departmental performance
Operating information
Measuring client satisfaction
Service standards
Evaluative information
Financial information
Cost management information

Rigorous Stewardship

Business process improvement
Management tools and techniques
Knowledge management
Accounting practices
Management of assets
Internal audit
External audit
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Validation of findings
ACTIVITIES

4.1 Conduct workshops with
managers to validate findings,
conclusions and opportunities

DELIVERABLES

• Updated findings, conclusions and
ratings

4.2 Review “as is” and “to be” ratings
for each criterion
4.2 Update report

Challenges:


Adopting an organization-wide rather than a sector/regional
perspective.



Adopting a forward looking strategic approach



Being honest about major improvement opportunity areas



Reaching consensus on priority areas of improvement

15

Final report and presentation

ACTIVITIES

DELIVERABLES

5.1 Prepare highlights of findings and
conclusions

• Summary of findings

5.2 Prepare summary of opportunities

• Consolidated list of improvement
projects

5.3 Prepare high level project
implementation plans
5.4 Prepare draft/final report
5.5 Prepare presentation for senior
management (if desired)

• Draft report
• Final report
• Formal presentations

Challenges:


Packaging/ group interrelated opportunities into projects



Summarizing and reporting the findings in a manner that
accommodates needs of different levels of management

16

high

Higher risk

Major change
Awareness of
values and ethics

Review IM/IT
roles and funding
Continuous learning
strategy for KM

medium

Client relationship
management strategy
Strategy/framework for
managing partnerships

Motivated People

Update internal service
standards

Mature Risk Management

Succession planning
strategy
Upgrade internal
audit/evaluation

Clear Accountability
Integrated Performance
Information

Refine planning
process

Rigorous Stewardship

Administrative
low

Improve modern management
tools/techniques

Mgmt. training for Managers

Strategic Leadership
Shared Values & Ethics

low

EFFORT

Summary of key opportunities (example)

Develop an integrated
performance measurement
framework

Consistent risk
management approach
Strategy for measuring
client satisfaction

Low hanging fruit
medium

high

IMPACT
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Key Opportunity Project Details (Example)

Effort

Develop an
integrated
performance
measurement
framework.

Impact

Effort

Update internal
service standards
for support
functions

Impact

Goal: Report performance of the Department on an integrated basis, and create awareness of
performance measurement reporting needs Department-wide.
Benefits: Increased awareness of Departmental performance. Improved ability to plan
strategically. Increased awareness of performance trends and gaps.
Suggested Action Plan Items:
 Identify key strategic objectives and associated performance indicators
 Identify needed key performance measures, and compare with other similar organizations
 Assess linkages between strategic indicators and Branch operational measures/ service
standards
 Review feasibility of collecting information
 Assess impact on delivery system requirements
Goal: Develop and communicate realistic and relevant internal service standards for corporate
services.
Benefits: Improved corporate service delivery, increased internal client satisfaction, more
effective and efficient specialist functions.
Suggested Action Plan Items:
 Review the current service standards in place
 Review current service delivery processes
 Identify key indicators and operational measures in light of strategic priorities
 Identify strategies for improving corporate service processes
 Assess resource implications
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Project Team Structure
and Expected Involvement of
Organization Staff
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Project team

CORE TEAM
ADVISORS
Steering Committee

• Project Manager
• Consultants
(consultant plus
Organization staff)

DEPT. TEAM
Modern
Management
Office
staff

Questions to Consider:


Use of organization’s staff to enable long term knowledge
transfer



Level of involvement of organization’s staff
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What happens after the Capacity Assessment?
Prioritized improvement
opportunities
Action plan
Capacity
assessments

Improvements in
management practices
Training

Tools &
techniques
RESULTS
Management
Leadership
and Strategy

Technology

Training

Best
Practices
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