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[bookmark: _Toc492023567]Introduction
VIA Don Bosco has developed a tool allowing all the partners to estimate various domains of their own capacities. Each component (tab) of the Health Check focuses on a management capacity. Each component/domain is then divided into various sections. The idea to improve this Management Health Check was inspired by the ACE Europe’s evaluation realized in 2016. 
For VIA Don Bosco, it is very important for its partners organizations to take regularly a reflexive moment to appraise where they stand, and learned lessons; in order to finally improve their practices.  
[bookmark: _Toc492023568]About the authors 
The Health Check of Financial Management is to a very large extent based on Mango’s Financial Health Check. Mango is a UK based charity which exists to strengthen the financial management of not-for-profit organizations, including non-governmental organizations (NGOs). Mango publishes freely available tools, like the one that this Financial Health Check is based on, as well as running training courses and providing finance staff to work with NGOs.  See www.mango.org.uk for more details. 

The Human Resources Management Health Check on the basis of HRM audit checklists freely available online. Most notably, use was made in 2014 of: the “Basic HR Audit Checklist” at http://www.complianceplusllc.com/basichrchecklist.pdf ;  the “HR Process Audit” at http://www.competitiveedgehr.com/Img/pdf/1361.pdf . 

For the Health Check on Strategic Planning and Knowledge Management , building blocks of the self-evaluation instrument "Yes you can" (based on the evaluation of 5 Core Capabilities of an organization) were recycled into sections. So partner organizations who are familiar with this 5 CC instrument, will recognize the same questions here.

The Health Check on Target Group Policy refers to the VIA Don Bosco document "What does VIA Don Bosco expects of a target group policy?" and is in fact a checklist for partner organizations and VIA Don Bosco to evaluate the quality of a target group policy.

[bookmark: _Toc492023569]What is the main objective of the Management Health Check ?
In order to become a more performant and sustainable organization, one of the good management practices is to conduct an auto-evaluation and to assess where they situated themselves in their organizational growth. The results of the auto-evaluation will encourage improvement points. It is from there that an organization grows, becomes mature: by constantly improving. 
By filling this tool, the entire organization has to be targeted, not only the program you are running with VIA Don Bosco. VIA DB has no interest to know all your organization’s details. Our interest is mainly focused to encourage and guide you in your organizational growth (in a perspective of long term sustainability). 
Therefore, it is necessary to realize this Management health Check every year, given the fact it is part of the M&E (Monitoring & Evaluation) process. VIA Don Bosco is expecting to get these filled Health Check at the end of January, together with the ResuMonis, NarraMonis et FinaMonis. 
[bookmark: _Toc492023570]To Whom this Management Health Check is addressed ?
This tool is mainly addressed to the partners of the PRG VIA Don Bosco: Vocational Training Centres (VTC), Job Placement Office (JPO) and Planning development Office (PDO). 

[bookmark: _Toc492023571]How to use the Management Health Check ? 

The most effective way to use this tool is to fill it during a workshop or a staff meeting. According to the topic, the participants can differ. For instance, for the Financial Health Check you will ask inputs from the Economer, the Director, the coordinator and the financial team (ideally 3-4 people). 

Discuss together each statement/question to test its relevance and if it is implemented or it occurs inside your organization. Agree on a score based on what actually happens, and not what is supposed to happen. 

	Evaluation Scale
	Score

	The statement is 100% in accordance with our practice
	5

	Implemented/ Almost good 
	4

	To be achieved 
	3

	To be planed 
	2

	No tangible evidence/ we do not know 
	1

	Not relevant in the case of our organization 
	-



To follow, we will present the different concepts for each management domain : 
1. Financial management, 2. Human ressource management, 3. Strategic Planning & Policies and, 4. Knowledge management.  
[bookmark: _Toc492023572]Part 1 : Financial management 
The Financial Management has various sections : Planning & Budgeting, Accounting systems, Financial reporting, Internal controls, Grant management, Financial viability. 
[bookmark: _Toc492023573]Section 1 : Planning & Budgeting 
Budgeting is about working out how much your planned activities are likely to cost. Both program and finance staff should be involved in setting budgets, to create a foundation for good cooperation and coordination during spending and budget monitoring.

Budgets have a crucial role to play in strong financial management. Budgets should be approved by the Board, to check if it reflects the planned strategic direction of the organization. Project managers can use a budget to guide implementation and check on progress. Overhead costs that are shared by many projects also need to be carefully controlled by an assigned budget holder.
The codes used for your budget lines need to correspond to the codes used in your accounting system.  Otherwise it will be difficult to track actual spending against expected spending in your budget monitoring reports.

[bookmark: _Toc492023574]Section 2 : Accounting systems
Every financial transaction should be backed up by a “supporting document”, e.g. a receipt, invoice or sign sheet (e.g., for many travel reimbursements). This is the evidence that a specific transaction has taken place. 

Every transaction involving paying out or receiving money should be written down in a cashbook.  It can be kept in a physical cashbook or petty cashbook, on an Excel spreadsheet or as part of a computerized accounting package. Every entry in the cashbooks should be referenced back to the relevant supporting document.

[bookmark: _Toc492023575]Section 3 : Financial reporting
The Board of Trustees needs financial reports to oversee the finances of the organization. Managers need up-to-date figures to monitor projects and make decisions.  Donor agencies need reports to check the use of their money, and often as a condition for further funding.  Increasingly, organizations are sharing financial information with beneficiaries to increase accountability and build confidence.  An annual external audit verifies the accuracy of the financial statements.

It is also important to report on balances held at the end of each month or quarter. Balances includes the amount of money held (cash and bank), as well as amounts owed to the organization (such as unaccounted working advances) and owed by the organization (e.g. to suppliers / tax authorities).

[bookmark: _GoBack]Reports should be produced showing the relevant level of detail according to their use (eg for a single project or donor) or consolidated.  Reports should also have the right format for their use, eg donor formats as per grant agreements, standard formats for annual audited accounts, accessible formats for beneficiaries, user friendly formats for managers.

[bookmark: _Toc492023576]Section 4 : Internal controls
Organizations use a lot of different internal controls to make sure that : 
· Assets are safeguarded
· Accounting records are accurate and up to date
· Fraud and errors are prevented and detected 
· Staff are protected 

[bookmark: _Toc492023577] Section 5 : Grant management
Most organizations get at least some of their funding as grants from donor partners (private or public).  It is important to have a grant agreement in place that outlines the amounts and timings of funds to be transferred. 
Donors tend to fund specific projects with specific budgets which form part of the agreement. 
The grant agreement may also contain a number of grant conditions, including procurement rules and reporting requirements. Program and Finance staff need to work together to ensure consistency between the narrative and financial reports about the same project.
Often organizations work with several different donors at the same time.  It is very important to keep track of which donor is funding which project (or part of a project).  It is very bad practice to “borrow” money received from a donor for a specific project for another purpose. 

[bookmark: _Toc492023578]Section 6 : Financial viability 
Financially robust organizations have effective financial systems and processes to maintain the financial viability and sustainability, required to deliver high quality results for people and communities. Achieving financial outcomes requires an organizations to accurately balance its expenditure within the limitations of its income stream. Effective financial management is essential, as well as active diversification of financial sources and cost management. 

Financially robust organizations also pay careful attention to these elements:

· Accurately and carefully recording and managing financial liabilities;
· Maintaining a healthy level of liquidity;
· Implementing a financial risk strategy: fully understanding income streams, limitations and threats to income and using that information to identify risks and develop mitigation strategies;
· Actively diversifying sources of income and managing costs.

[bookmark: _Toc492023579]Part 2 : Human resource management 
The Human resource policy is the way how will be assured, in a constant way, the balance between the needs of a structure with its human resource and this in accordance with its values. The policy should include a chapter on recruitment & selection, Terms & Conditions/contract, Compensation & Benefits, Motivating Staff, Learning & Development, Performance management & Evaluation, Recordkeeping. 
[bookmark: _Toc492023580]Section 1 : Recruitment & selection
Recruitment is the process of generating a pool of capable people to apply for employment to an organization. Selection is the process by which managers and others use specific instruments to choose from a pool of applicants a person or persons more likely to succeed in the job(s).

Recruitment and selection play an important role in shaping an organization’s effectiveness and performance. If organizations are able to acquire staff who already possess relevant knowledge, skills and aptitudes and are also able to make an accurate prediction regarding their future abilities, then their effectiveness and performance improve.

[bookmark: _Toc492023581]Section 2 : Terms & Conditions/Contract
Terms and conditions of employment are the elements of a contract which help to define the relation between an employer and an employee, mostly these terms and conditions are defined by national governments. Registered organizations have the obligation to comply with national employment laws and rules. Beyond compensation and benefits, establishing and maintaining equitable and fair terms and conditions of employment are important in order to keep staff motivated. 

[bookmark: _Toc492023582]Section 3 : Compensation & Benefits
When most people hear the term compensation they think about “what a person is paid”. Although this is true, it is only one aspect of a larger topic. Compensation includes not only salary, but also the direct and indirect rewards and benefits the employee is provided with in return for their contribution to the organization.

The compensation and benefits processes are critical for the organization. Compensation and benefits is about managing the personnel expenses budget, setting performance standards, setting transparent compensation policies and introducing merit-based benefits for staff. The organization with effective compensation and benefits drives its personnel costs, manages the performance of employees and rewards extraordinary performance.

Compensation and benefits are also part of terms and conditions of employment, so they are regulated by national laws. Generally minimal scales per sector or function are defined and have to be respected. Off course any organization is free to pay their employees on a higher scale.

[bookmark: _Toc492023583]Section 4 : Motivating Staff

Staff motivating is not limited to paying salaries! While establishing and maintaining equitable and fair compensation and benefits are crucial to keeping staff motivated, other factors also play an important role – such as making sure feedback from staff (positive as well as critical) is listened to and taken into account, creating a positive and stimulating environment and ambiance in the organization.

[bookmark: _Toc492023584]Section 5 : Learning & Development

The human resources’ training function plays an important role from the beginning of the employment relationship. At the same time, the development function of HR is equally important for the future of the employment relationship. 

Opportunities for learning and development are important to keep staff motivated or simply to ensure staff perform up to a certain standard or at an expected level of performance. They are necessary to ensure the organization is able to cope with change and stimulate innovation, but also serve the purpose of “inculturating” new employees and thus ensuring the necessary continuity of practice. 

[bookmark: _Toc492023585]Section 6 : Performance management & Evaluation

Performance management is the process of reviewing an employee’s performance during the proceding year and deciding where he/she stands (in comparison to his/her peers and to what is expected of them). 
It encompasses activities such as joint goal setting, continuous progress review and frequent communication, feedback and coaching for improved performance, implementation of employee training and development programs and rewarding achievements.

[bookmark: _Toc492023586]Section 7 : Recordkeeping
Keeping good, well-organized records can be very helpful in documenting and supporting an organization’s employment actions. The best way to ensure that your records are in good order is to establish and publish a record-retention policy. 
Recordkeeping also assists in managing human resources by providing hard data on the effectiveness of policies and procedures. For example, records of accidents in the workplace help identify why accidents are occurring and how to prevent them. Well-kept records also provide documentation to defend—and even drive—employment decisions.
[bookmark: _Toc492023587]Part 3 : Strategic Planning & Policies 
[bookmark: _Toc492023588]Section 1 : Vision, mission and values
The mission is used to define, the clearest way, the “raison d’être” of an organization or why does she exist. The mission should be written to include: 
· The definition of what the organization is doing and how she does it (using action verbs)
· Pointing out the domain(s) where the organization works
· Underling the distinctive characteristic of the organization 
The vision is the projection in the future of the mission ; what the organization wants to become and its targets. The vision is the image of the future. The vision should : 
1. Include the direction, goal and uniqueness of the organization 
2. Organize the actions around goals, strategies and stimulating tasks 
3. Give a common framework allowing to coordinate and integrate the activities
4. Give meaning to what the staff is doing 
5. Present a challenge to the organization and its members that all staff will take up 
The values are the results of the organization’s history and build its identity and culture. The values promoted by the organization could evolved toward the designed vision. The values are a set of beliefs, collectively shared, describing the essential behaviors to fulfill the mission and the vision of the organization. 
The mission, visions and values allow to: 
· Establish a line of conduct 
· Ease decision making processes
· Favor the mobilization and optimization of means.  

Living : refers to the fact that the vision, mission and values are built within and by all the organization and that it is easy to recall and explained.
[bookmark: _Toc492023589]Section 2 : Planning & Formulation 
A strategic plan is the key of the planning of the whole organization. A strategic plan is based on goals at middle and long terms ( 5-10 years) and actions to take to achieve those goals. 
The strategic plan has to answer 3 questions: 
· Where your organization is currently standing? 
· Where do you want to take it ? (Make the links with the mission, vision and values)
· What should you do to take it there? 
[bookmark: _Toc492023590]Section 3 : Approach based on human rights (ABHR)

This approach need to take into account the following principles:
· The beneficiaries have recognized rights (rights’ holders) 
· Holders of rights need change (legislation, policies, initiatives, attitudes, participation, …) 
· Rights, responsibilities (social of the corporates), obligations, duties  Duty bearers 
· Face the offspring and roots causes of violation of HR 
· Constant intervention, to prevent violation of rights, too
· Refer to international standards
· Human rights does not allow hierarchy 
· Give as much as importance to results as well as the process  

In order to implement these ABHR’s principles, you can use the following practices :  
· Knowledge of the national legal framework
· Knowledge of the discriminating factors and the grounds of social exclusion  reasons of a target group policy. 
· Participation of all staff members in the program formulation, implementation and M&E
· Students’ Participation to the program implementation 
· Student council / advisory board
· Build partnerships with organizations defending human rights 
· The program works to the promotion and defense of human rights: raising awareness, education on Human Rights and target group policy
· [bookmark: _Toc492023591] The program contributes to the completion of Human Rights 
In addition of these practices, the members of the United Nations have adopted in 2015 the 17 Sustainable Development Goals (SDG’s). All the countries have therefore engaged themselves  to reach those 17 goals with 169 targets for 2030. This 2030 Agenda, as it is usually called, translate in an effective way the implementation of human right principles: from the access to education (Goal 4), to eradicate hunger until a global partnerships to reach the goals. You will find more information and tools on http://www.un.org/sustainabledevelopment/sustainable-development-goals/. 

Section 4 : Target group policy

The target group policy is a document where centers explain how they want to assure the support to the target group for their access and retention to the formation, taking into account the financial stability. The policy includes a description of the students’ characteristics that the centers have (age, level of instruction, family situation, economical situation, gender, …) and analyze what are the barriers preventing these students to access and remain to/in the school system. The VTC’s, in the goal to give training to the most vulnerable, have developed measures to improve the access, support student and lead them to the completion of their training. Within the framework of the PRG 17-21, the VTC’s will conduct periodical evaluation of their target group policy and add an aspect on accessing and supporting students to enter the labor market. 
[bookmark: _Toc492023592]Section 5 : Gender policy 
Gender  refers to differences and to social relations between men and women. These are acquired and differ from a society, a culture and a period. 
Gender equality means that the rights and duties of men and women, as well as the opportunities offer to them, should not depend on the fact they are born with one or the other sex. This means that women, as well as men, must have the same value in the society. 
Stereotype: is an opinion on a category of individuals, based on judgment. 
The activities to put in place related to gender are: 
· Raising awareness about gender among all programs’ actors (staff members, directors, students) ; 
· Ease the exchange of good practices in terms of gender policy between partners and realize inspirational fiches to stimulate good practices; 
· Foresee a specific attention (focal points) to prevent/answer risks link with gender stereotype/discrimination (in VTC’s/JPO), including harassment. 

[bookmark: _Toc492023593]Section 4 : Environmental policies 
With an environmental policy, the organization engage themselves to constantly improve in terms of environmental aspects and respect the national legal framework. On the environmental policy, it is advised to make the links with: the transportation, reduction and treatment of garbage, efficient use of water and energy, use a biological materials; conservation/preservation of the environment and nature. 
[bookmark: _Toc492023594]Part 4 : Knowledge management
[bookmark: _Toc492023595]Section 1 : Learning culture 
“A day without learning, is a day lost”  because life is a constant learning process, full of discovery and evolution. We get nonstop new information without noticing it. We learn about our mistake (and success) and we are really happy when we discover something brand new. 
The learning culture in an organization offers to the employees the opportunities to feel happy, motivated, and faithful to the organization. To develop it, we should support and encourage the employees in their personal and professional growth. 
The learning culture, it is an openness to the ideas of others, as well as an opportunity to experiment and run tests in a living environment. This encourage innovation, too. When one has a constant information input, it is easier to identify and solve problems. 
[bookmark: _Toc492023596]Section 2 : Recording, knowledge sharing and lessons learned 
Recording documents is the action to select, classify, use and spread out the documents. The documentation allows the permanent treatment of documents or data including its recollection, description, analyze , storage, research, and dissemination of it for the beneficiaries’ information. 
Sharing knowledge refers to the transfer of knowledge in the development organizational domain and organizational learning. 
Sharing lessons learned is an exchange process allowing to provide various experiences, knowledge and learnings. 
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