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Introduction

For over a decade the Partners in Organizational Development (POD) Program has provided funding to non-profits in BC in order to help them adapt to change and improve their organizations. This POD Tool Kit is based on the experience of the hundreds of recipients who have used POD funding and on recorded best practices. It is a practical overview that should help you prepare your POD application.

We know from experience that organizational assessment - knowing where and what you are now so that you better achieve your goals and aspirations - is critical. It focuses your organizational development efforts. It ensures that you do not waste energy. It increases the chances that the investment you make in the growth and change of your organization can be optimized and the benefits will be the greatest possible.

This Tool Kit is a starting point for organizational assessment and should not be seen as comprehensive. It is an overview that touches on the key areas of organizational development in order for POD applicants and recipients to begin their process of organizational examination or planning. The approach provided by the Tool Kit should help you think about your own organization and which parts of it might need attention. There may be some issues you had not thought about before.

The POD Program assumes that applicants have described a clear sense of their mission and values before applying for POD. And so, this Tool Kit does not include detailed information about this aspect of planning. For organizations at this earlier stage of development, there are many other tools available. One that we recommend is “Managing the Nonprofit Organization: Principles and Practices” by Peter F. Drucker.

Using this Tool Kit: Self-Assessment
The Tool Kit is intended as a self-assessment guide. It could also be used in collaboration with an external consultant or other third-party. The important point is that, before you embark on activities or projects, you reflect on the strengths and weaknesses of your organization as a whole. Do not make assumptions about where the issues or challenges lie: find out and then deal with what you find through your self-examination. Try not to let the biases of each staff person in your organization, based on their experience, reduce the clarity of your self-assessment: you need to be as objective as possible for your process to have integrity. You may end up working on something very different than you originally expected.

We know that organizations will start their organizational development processes from very different points. So, the way that this Tool Kit is used will vary. You may have completed strategic plans previously and will find the Kit useful as a means of review and refocus. Alternatively, if you are undertaking planning for the first time, you should find the Kit useful in defining needs and helping you focus on what is most important.

1.
Steps in Using the Tool Kit
The Tool Kit is divided into three sections: Organizational Overview, Comprehensive Assessment and Choosing a Consultant. The first section asks you to step back and look at the big picture: what are the broad internal and external forces that will shape your desire to change and improve your organization? The second section is a more detailed guide that assesses specific elements that could help or hinder your efforts to change your organization. You can use the third section when you have completed an initial self-assessment and are ready to employ the services of a consultant in addressing your organizational development needs.

If you are new to the self-assessment process, we suggest that you use the steps outlined below. They will help you to ensure that you involve your staff and your Board members in the process and that you prepare your organization effectively for some appropriate and constructive organizational development work.

1) Distribute copies of the Tool Kit to key volunteers and staff;

2) If there is not already one in place, establish a review and planning team;

3) Review the objectives of your assessment with the team for consensus. The review may encompass all of the components of the assessment or may focus on a few elements;

4) Establish a timeline and, if appropriate, assign a coordinator for the assessment who will collect input and manage the process;

5) Gather the completed assessments and summarize results;

6) Distribute the summaries to the team;

7) Meet with the team to analyze results and determine what has been learned;

8) Establish at least one specific outcome to be achieved in the organizational development process. (This may be articulated in the application to POD or may be addressed through another means.)

Organizational Development Tool Kit
1.
Organizational Overview

This section encourages you to think about some of the influences that currently act upon your organization and will affect your development process. Some of these influences are internal and some are external. Use the questions as a way of stimulating your thoughts and as a starting point for discussions with Board and staff members.

A.
Environmental Scan

i) External Forces

· What forces outside the organization are driving it towards change? Describe them.

· Are any workgroups, departments or divisions of the organization facing more external pressures favouring change than others? If so, describe the groups affected and why.

ii) Internal Forces

· What forces within the organization are creating pressure for change?

· Are any workgroups, departments or divisions of the organization facing more internal pressures favouring change than others? If so describe the groups affected and why.

iii) Assessment of strengths or assets:

· What forces inside and outside the organization could be regarded as strengths or assets in the change process?

B.
Issues and Problem Identification

· What are the most common problems/issues in the organization?

Internally identified?

Externally identified?

· How widespread are these problems/issues?

· Which parts of the organization seem most affected?

· What is the cost (personal and financial) to the organization?

· What will happen if these problems are not addressed?

· How can these problems/issues be addressed through organizational development?

C.
Strategic Planning

i)
If you have developed an organization-wide strategic plan in the past:

· What worked?

· What could have been improved?

· What have you achieved as a result of the plan?

· What part of your plan needs to be revised?

ii)
If you have not developed an organization-wide strategic plan to date:

· What factors have prevented you from developing a plan?

· What are the supports and resources that will facilitate your organization in developing a plan?

2.
Overall Assessment

This section of the Kit provides you with a means of assessing the key components of your organization in preparation for your POD project. As you answer the questions, you will clarify where to focus your organizational development efforts, in order to obtain the greatest impact and benefits. The questions focus on specific organizational components that are critical to the health of a non-profit organization.

A.
Mission, Values and Mandate
The POD Program assumes that organizations have a clearly articulated Mission Statement and Core Values before applying for funds. The Mission Statement describes why you exist while Core Values articulate the way you operate. Before beginning planning it is useful to revisit your Mission and Values and ask:

· Are the Mission and Values clearly understood and communicated to Board, staff, volunteers and community?

· Is there a process of ongoing monitoring of activities to ensure they are consistent with the Mission and Values?

The Mandate of the organization is reflected in its legal documents: Constitution and Bylaws, funding agreements, etc. A review of those documents should include asking the questions:

· Are the legal requirements of our programs and constitution consistent with our mission and values?

· If not, what has to change?

B.
Diversity and Access

POD Program funders are committed to supporting increased diversity within organizations as well as universal access for clients and stakeholders.

Diversity: refers to the unique characteristics that all of us possess that distinguish us as individuals and identify us as belonging to a group or groups. Diversity includes concepts of race, ethnicity, class, gender, religion, language, sexual orientation, and dis/ability. Diversity offers strength and richness to the whole. (The Hastings Institute)

To assess your organization’s attitude towards diversity, consider the following questions:

· Is there a good understanding of inclusion and diversity within the organization at all levels?
· With the Board
· With Staff
· With volunteers
· With service users
· In which of the following areas does the organization need to develop awareness and action steps?
· Diversity is included in the mission of the organization
· There is diversity within staffing at all levels of the organization, Board and volunteers
· Clients coming to the organization represent the diversity of the community
· Barriers such as physical barriers, literacy, language and culture have been addressed
· Ethnic, racial, sexual orientation, disability or gender slurs and jokes are absent from the workplace
· There is a procedure for human rights and harassment complaints
· Programs reflect a diversity of models and methods in service delivery (e.g. not monocultural)
· Diversity is integrated into all aspects of the organization.

C.
Human Resources

The human resources of non-profit organizations include volunteers, staff and Board/Committee members. The following section will help you begin to assess where your strengths and weaknesses lie in each of these areas. Remember that this is probably the most sensitive component of the process. So, go slowly and involve others in your assessment.

i)
Board

· List current Board members with professions and relevant backgrounds.

· Describe board nomination procedures (recruitment, rotation, terms of service).

· List Board committees with responsibilities and current goals summarized.

· Complete the Board Effectiveness Table on the next page.
After answering the questions and completing the Effectiveness Table, think about the following questions:

· What is the working relationship between the Board and staff? Describe it.

· What would most Board members describe as a recent success?

· What would most Board members describe as a recent failure?

· What are the strengths and the areas that need work with regard to current Board structure and operating procedures?

BOARD EFFECTIVENESS TABLE

	
	Yes
	No
	Needs

Work
	
	Yes
	No
	Needs

Work

	The role of the Board and the ED are defined and respected. The ED is delegated as the manager of operations.
	
	
	
	The ED is recruited, selected and employed by the Board which provides written expectations and qualifications as well as reasonable compensation


	
	
	

	The Board acts as governing trustees of the organization on behalf of the community and contributors while carrying out the mission and goals.


	
	
	
	The Board actively participates in the planning process
	
	
	

	Board members act as ambassadors for the organization


	
	
	
	The Board annually evaluates the ED
	
	
	

	Board members receive regular training and information about their responsibilities.
	
	
	
	The Board organization is documented with a description of the Board and Board/Committee responsibilities.


	
	
	

	New Board member orientation includes a review of the organization’s mission, bylaws, policies and programs as well as their responsibilities.


	
	
	
	The Board has a self-evaluation process to ensure effectiveness and the ED is invited to participate
	
	
	

	The Board nominating process ensures appropriate diversity
	
	
	
	The Board has an annual calendar of meetings and an attendance policy requiring a quorum


	
	
	

	The Board is responsible for raising funds and allocating resources
	
	
	
	Meetings have written agendas and materials relating to significant decisions are given to the Board in advance of the meeting


	
	
	


ii)
Staff and Volunteers

Staff and volunteers are the people who actually get things done. They need the skills and experience to do what is asked of them. They also need the systems and structures to allow them to work effectively as a team.

To help you understand where some of the weaknesses and strengths in your organization lie, first consider the following questions:

· Are authority, responsibility and accountability clearly defined for board, staff and volunteers?

· Do people have the necessary knowledge, skills and tools to support the achievement of the organization’s objectives?

· Are staff and volunteers adequately protected from injury and liability through appropriate safety and insurance arrangements?

· Do internal and external communication processes support the achievement of the organization’s mission?

· What would most staff members describe as a recent success?

· What would most staff members describe as a recent failure?

Now, you could assess some of the more detailed aspects of your organization by completing the table below, or at least, working through the issues raised.

STAFF AND VOLUNTEER ASSESSMENT TABLE

	
	Yes
	No 
	Needs

Work
	
	Yes
	No
	Needs

Work

	Definitions of authority and responsibility have been established and communicated throughout the organization


	
	
	
	Terms of employment are documented
	
	
	

	An organizational chart is used to indicate lines and scope of authority


	
	
	
	The organization has defined the role of volunteers
	
	
	

	There are documented job descriptions for all staff and volunteer positions


	
	
	
	The appropriate person conducts annual appraisals for all staff (other than ED) and key volunteers
	
	
	

	Decisions and actions are taken by appropriate people
	
	
	
	If staff are supervising volunteers this relationship is clear to both parties


	
	
	

	A training plan for staff and volunteers is in place that includes allocation of time and funds


	
	
	
	The organization periodically recognizes the contribution of staff and volunteers
	
	
	

	Knowledge, skills and tools necessary to do the work are identified
	
	
	
	Power dynamics are acknowledged and examined to address potential marginalization of diverse individuals/groups


	
	
	

	Diversity is acknowledged as an important component of the organization’s knowledge and skills
	
	
	
	Complaint mechanisms are in place for use by staff and volunteers and processes are in place to provide feedback to management and Board


	
	
	


D.
Client/Stakeholder Analysis

The success of any organization depends on satisfying the needs of those to whom you provide services, those you work with, those who fund you, and your community in general. It can help you here to be very clear about what these other people and organizations think of you, what they expect of you and whether they have been satisfied with your past performance.

Here are some specific questions you could answer for all of your organization’s client/stakeholder groups (be as exhaustive as possible about who these people/groups are). List them all and then consider:

· What do they really want from us?

· What do we need from them?

· How do they assess our performance?

· How do we measure their satisfaction?

· How do we gather and assess ongoing feedback?

· What does that feedback say?

· What could we do better?

This process will help you to develop an overview of the needs and expectations your organization is trying to meet and who, within the organization, has primary responsibility for meeting or communicating them.

E.
Program Planning and Evaluation

Before undertaking new programming or initiatives, it is critical that organizations have a clear sense of achievements and shortcomings in past or current activities. The Vancouver Foundation offers comprehensive guides to program evaluation that can provide assistance.

As a starting point:

· List the programs and services you have offered or delivered over the past year

· For each program or service:

· Who was the client or customer?

· How do you assess the success of that program or service in addressing the needs or expectations of the client or customer? (i.e. what measures do you apply?)

· How successful was each program or service?

· Which programs or services were most successful? Why?

· What programs or services were least successful? Why?

· What does the organization do best?

· What are the implications of the answers to the previous questions for programming next year?

· What are the best programming opportunities for next year?

· What are the biggest programming challenges for next year?

F. 
Fundraising

Fundraising is becoming critical to more and more organizations wanting to decrease their dependence on government and diversify their financial base. However, as The Council for Business and the Arts in Canada notes: “The key to successful fundraising is sufficient lead-time. Nothing harms an organization’s credibility more than crisis fundraising – looking for money at the last minute.”

The “One-Year Basic Fundraising Audit(” on the next page, based on the work of Peter Ufford, the creator of the UBC World of Opportunity Campaign, is a good starting point for identifying current and future fundraising activities. Note: It is highly likely that the organization is not using all of the approaches and methods described. The Audit is intended as a starting point to document what is happening and suggest new approaches.

After completing the Audit think about the following questions:

· What are we doing now that should be protected and enhanced?

· What are we doing that is a waste of time and resources?

· What are we not doing that we should?

	Target Group
	Fundraising Method
	#

Prospects
	#

Donors
	%

Success
	Staff

Time
	Vol.

Time
	Gross

Income
	In-kind value
	Costs
	Total Net
	Other Benefits

	Board
	Personal Approaches


	
	
	
	
	
	
	
	
	
	

	
	Direct Mail (A mistake for this group)
	
	
	
	
	
	
	
	
	
	

	Key Individuals
	Personal Approaches: 

Annual Campaign
	
	
	
	
	
	
	
	
	
	

	
	Personal Approaches:

Special Project Campaign
	
	
	
	
	
	
	
	
	
	

	
	Direct Mail


	
	
	
	
	
	
	
	
	
	

	
	Special Event


	
	
	
	
	
	
	
	
	
	

	
	Other


	
	
	
	
	
	
	
	
	
	

	Foundations


	Cultivation and Proposals
	
	
	
	
	
	
	
	
	
	

	Organizations
	Cultivation and Proposals


	
	
	
	
	
	
	
	
	
	

	Government
	Cultivation and Proposals


	
	
	
	
	
	
	
	
	
	

	
	Standard Program Applications
	
	
	
	
	
	
	
	
	
	

	Corporations and Suppliers
	Personal Approaches

 (Program Sponsorships) 
	
	
	
	
	
	
	
	
	
	

	
	Personal Approaches

(Special Event Sponsorships)
	
	
	
	
	
	
	
	
	
	

	
	Personal Approaches

(Philanthropic donations)
	
	
	
	
	
	
	
	
	
	

	
	Direct Mail


	
	
	
	
	
	
	
	
	
	

	General Public
	Media Campaign
	
	
	
	
	
	
	
	
	
	

	
	Gaming
	
	
	
	
	
	
	
	
	
	

	
	Special Event
	
	
	
	
	
	
	
	
	
	

	Other?
	
	
	
	
	
	
	
	
	
	
	

	Total


	
	
	
	
	
	
	
	
	
	
	


G.
Financial Sustainability

Non-profit organizations face constant challenges in generating revenues and managing expenditures. Most are vulnerable to changes in funding policies and to unforeseen costs such as severance packages and unplanned repairs that can threaten program and service delivery as well as overall organizational viability.

To address these challenges an organization requires a robust financial plan with built-in contingency. The following are some questions to consider that will help your organization to determine how financially sustainable you are:

i) Financial Management

· Has the organization experienced any unforeseen revenue drops or expense increases? What has the impact been on the organization?

· Does the organization have sufficient reserves to support new programs or allow calculated risks to be taken within existing programs?

· Have management and staff received proper cost-of-living increases in their annual salaries?

· Does the organization have a long-term financial plan?

· Does the Board have an audit or finance committee? How often does it meet? What information does it receive? What is the expertise of the members?

ii) Budgeting

· Does the organization have an annual planning and budgeting process? Who is involved? When does it take place?

· What is the Board’s role in the planning and budgeting process?

· What internal and external information is used in preparing the budget?

· How are uncertain revenues and expenses handled in the budgeting process?

· How are budget variances reported and to whom? How are these variances handled?

· How often is the budget changed? Why?

iii) Cash Management
· How is cash forecast and managed?

· Does the organization prepare a cash-flow statement?

· If yes, how frequently is it revised?

· Does the Board receive cash-flow information regularly?

iv) Planning for Sustainability

· Does the organization have financial stability goals?

· If so, list them.

· Does the annual income statement for each of the past three years show a surplus or a deficit?

· If deficits have occurred what action has been taken?

3.
Choosing a Consultant
It is important to make a careful selection when hiring your POD consultant. Ensuring that you find someone who has both the skill set and the working style that fit your requirements will be important to your POD project’s success. While the selection process is an individual matter for each organization, the following checklist is offered as a general guide to choosing a consultant. Keep in mind that the purpose of engaging a consultant is to help your organization access expertise, obtain resources, and to work with you in arriving at solutions. It is a collaborative relationship that requires compatibility on both a professional and a personal level.

Have you . . . 

· defined as clearly as possible the organization’s needs and the project purpose? (Assessment can be tricky. As organizations work with consultants, they sometimes discover that other undiagnosed issues become priorities for action.);

· identified your selection criteria (i.e. the skills, experience, and background required for the work)?;

· defined the role you wish the consultant to play (i.e. facilitator, resource person, teacher, communicator, adviser, “expert”, etc.)?

· identified the style and orientation that you prefer (i.e. task oriented, process oriented, formal, informal, participatory, etc.)?

· asked other community organizations for names of consultants they may have used for a similar purpose?

· invited 3 – 5 consultants to submit a proposal by a specific date?

· reviewed each proposal against your selection criteria?

· interviewed the preferred candidates?

· considered the “fit” with your organization – the people and the culture?

· requested copies of other reports or documents the consultant has worked on in the past?

· done reference checks on interviewed candidates?

· once a decision has been made, has a written agreement been drawn up with the consultant (summarizing the work to be done, goals, expectations, process, desired outcomes, timeline, and payment details)?
Please note that, if you need some assistance in identifying appropriate consultants for your POD project, contact the POD Program Administrator at the United Way of the Lower Mainland. The Coordinator will be able to refer you to other organizations that have done work similar to your own, for a consultant recommendation and reference. 
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