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I nt roducti on

It is a good idea to tal k about why people cone together to form boards
of community organi zati ons so that they can achi eve together what they cannot
do al one. And yet as busy people balancing famly, work, and civic socia
responsibilities, frequently the voluntary nature of a board makes it
difficult for an organization to carry out its mission in the same nanner
that a corporation would with paid enpl oyees. The Comunity Organizationa
Assessnment Tool is a process to help the board |look at its own organization
to determ ne how they might inprove sone of its functions. There are no right
or wong answers. Participants share their own perspectives on how they view
the functions of the organization. Encourage board nenbers to express their
vi ewpoint even if they are the only one with that perspective. Review major
el ements of the instrunent with them before asking themto conplete the
assessment tool. That is, call their attention to the major headings of the
assessnent tool. They are:
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M ssi on, purpose, and goals
Organi zati onal structure
Menber shi p participation

Group rel ationships

Leadership effectiveness

Fol | ow t hrough on action plans
Fi scal resources

Conmmmuni ty net wor ki ng

Organi zati onal eval uation
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Instructions for Conpleting the Assessnent

Expl ain that each person is to wite either a “yes” or “no” to each
guestion and then in the right-hand colum indicate with a mark how much t hat
particular item needs inprovenent; that is, none, sone, or much.

M ssi on. Purpose, and CGoal s

1. Is there
a. aclearly witten, updated m ssion statenent?

Ask if the organization has in the |ast several years taken a good | ook
at its nission statenent to nake sure that it clearly states what their



mssionis in 25 words or less. Ask if it is witten in easy to understand

| anguage and ask if it is sonething that they are able to articulate easily
when someone asks themwhat is the mission of their organization. | comrent
that far too often mission statenents are witten in a clunsy fashion, often
in legal |anguage, and are of very little use to the organization. Frequently
nm ssion statenents are filed away with the bylaws and are sel dom used. The
purpose of a clearly witten, updated mssion statement is really to be able
to have an organization use it in its public relations, in its comunication
with its board and its commttees, and with the public in every way that it
can.

Ask people to give you their answers to the question yes, no, or needs
i mprovenent. Count the nunber of people responding yes, no, and wite it up
on the flip chart and then al so count how many people regard the updating of
t he m ssion statenent needi ng none, some, or nuch inprovenent, Proceed
recording their votes in this fashion throughout the Comunity Organizationa
Assessnment Tool with each question. Comment on the positive value that board
nmenbers have differing perspectives and that you will allow themto discuss
them | ater.

b. an annual process for setting/renew ng goal s?

Ask if, in fact, the board sits down at |east once a year and
establ i shes goals for the future, either establishing new goals or renew ng
goals fromthe past. Conmrent on the tendency of voluntary comunity
organi zations to rely too much on the | eadership of its president or chair to
establish individual goals. Note that nmany organizations rely on the
ent husi asm or charisma of their president, Bill, and follow the goals he has
in mnd for that year and in the subsequent year when it is Betty's turn to
be president rely on what goals she articulates for the direction the
organi zation will take. Comment on the difficulty |eaders have in mobilizing
a conmmuni ty organization around goals articul ated by one or sonme of its
of ficers. Conment on how nuch nore effective it is when a group, the entire
board, sits down at |east once a year and articulates and votes on their
goal s together. Group goals can then be carried forward year after year
regardl ess of who the office holders are.

2. Are the goals of the organization

a. witten, agreed upon, and clear to all?

Conmment on the fact that far too often goals of the organization
expressed or assuned and are not witten, and they are not necessarily agreed
on by all and frequently are not clear to all.

b. achi evabl e?

Conment on how too often goals are witten in a manner that nake them
seem | i ke exhortations to do good, but are not witten in neasurable
objective terms, which makes it difficult to know when and if the goals are
bei ng acconpl i shed. Get people to state goals in terns that are clear,
specific, and neasurable. Exanple: To raise $5,000 for capitol inprovenents
wi thin twel ve nonths.

3. Do all menbers agree on what the organization should acconplish during the
next three years?

Rem nd the board that this would be a better question if it were asked

whet her the board agreed on what its long-termgoals should be in the next
five years. W have reduced it to three years as nmany vol unteer comunity
organi zati ons have great difficulty in articulating their goals even for the
next three years.



Organi zational Structure

4. Do comittees

a. have clear witten goals and objectives?
Point out t h at while boards all need to have clear witten goals and
objectives, it is also necessary for commttees to have themas well. It is
quite desirable to have conmittees establishing their own direction as well
as receiving direction fromthe board.

b. function?

Ask if all of the committees that they have are indeed functioning,
nmeeting regularly, carrying through with either board goals and objectives or
ones they have established thensel ves.

c. have specific roles and responsibilities that all menbers of the
organi zati on under st and?

Ask if it is clearly understood by all nenmbers of the board, when a
gi ven comm ttee working in cooperation with another conmittee on one of the
organi zation's goals, clearly understands which one of the committees is the
| ead conmmittee and which of the conmittees is the support conmittee. Many
organi zations get in to difficulty because they have not clearly established
whi ch of several conmittees is taking the lead in nonitoring the progress on
a given organi zati onal goal

5. Is the conmittee structure and nenbership revi ewed annual | y?

Ask themif they do at |east once a year carefully reviewtheir
conmittee structure and nmenbership to see if in fact they need all the
conmittees that they have and have them peopled with the properly interested
conmunity resources. Also ask if they needt o add o r eliminate new
conmittees as their new projects are undertaken or old ones are net.

6. Are the organization’s byl aws up-to-date?
Ask themif their organization bylaws for the nost part allow themto
do what they need to do and are not interfering with what they desire to do.

7. Is there a nechanismfor short- and | ong-term pl anni ng?

Conment on the need for boards to establish both short-term goals, one
or two years in length, or long-termgoals, three to five years in length or
nore. As far as the nechanismis concerned, ask themif they have either a
| ong-range planning comittee or that they have a nechani sm for asking for
both short- and long-termgoals to be established either by the board itself
and/ or with each of the committees doing the |long- and short-range goa
setting for itself.

8. Do terns of office provide for stable yet renew ng | eadership?

Ask if they have a one-year termof office resulting in revol ving door
| eadership, or is the problemone of officers staying in the position too
long without allowi ng for the fresh input of new officers.

Menbership Participation

9. Does the organization currently have

a. committed and active menbership?

Ask if the current board nenbers are commtted and active. And you can
also ask if the nenbership apart fromthe board also is committed and acti ve.



In other words, questions 9a, b, ¢, d, & e can be two-part questions, one for
board nenbers and one for general nenbers.

b. enough people to carry out its purposes and goal s?

Ask if the board is of sufficient size to carry out its purpose and
goals. Remind themthat they can also use their comittee structure to
i nvol ve other nenbers of their organization in carrying out the mssion of
t he organi zation. |Is the board too big, too small?

c. sufficient skills and diverse community interests and perspectives?

Ask if the board has sufficient skills to carry out the mission and
pur pose of the organi zati on and has diverse community interests to ensure
that the board has the proper representation of the community that it
represents. If it is an area chanber of comrerce, are all areas (conmunities)
really represented on the board?

d. a systemfor recruiting menbers for specific needs?
Ask if they in fact have a system whereby they recruit nenbers for either the
board or for the general nenbership for specific needs of the organization
Far too often people conplain about not having enough involved conmmunity
nmenbers but do not have a systemfor recruiting people for specific needs.

e. a drop out problen?
Ask if they are experiencing a problemw th many peopl e droppi ng out.

G oup Rel ati onshi ps

10. Do nenbers

a. get along well with each other?

You might comrent that it is expected that people will have different
i deas and conflict with each other fromtinme to tinme, but do they basically
get along well with each other in spite of their differences?

b. avoid conflicts of interest?

Agai n, you nmight mention that it is natural for board nmenmbers to have
different points of view and therefore conflicts, but that the conflict of
interest question is a question of making sure that people are not voting on
their own self interests where clearly they would benefit fromthe vote and
are not being up-front about their stake in the matter.

c. enjoy the organi zation's neetings and activities?

Tal k about the inportance of a vol unteer organi zation being able to
enjoy the work they are involved in because of the tine they are giving up
voluntarily to work on this matter of mutual concern. Organizations that do
not enjoy their meetings have greater problens with attendance and task
acconpl i shrent .

11. Are nenbers

a. talents being fully utilized?
Ask if in fact either board menbers’ or general nenbership’'s talents are
being fully utilized. It is rare that an organization fully capitalizes on
the talents of its nenbers. |nprovenents, however, can be made in naking
better use of people’s talents.

b. individual contributions recognized?

Ask if board nenbers’ contributions are verbally acknow edged during
neetings as being outstanding. Also if fromtine to tine people’'s
contributions are noted either in the organization's newsletter, or that a



press release is given to the nmedia noting the contribution of the board
nmenber, or that at |east once a year outstanding contributions are recognized
at the annual neeting, either by way of plaque or commendation or sone ot her
appropriate acknow edgnent. Underlying recognition is the fact that people
who nake out standing contributions should be recogni zed, especially in view
of the fact that these are principally activities being undertaken by people
apart fromtheir paid enploynent and shoul d be recognized as such

Leadershi p Effectiveness

Bef ore proceeding with the questions, it is good to preface this section by
tal ki ng about the differences of organizations that are led by one or two

i ndi vidual s or organizations that are truly | ed by the whole board
participating actively together. It m ght be pointed out that comunity
organi zati ons are dependent on many people acting together to be effective
and suffer nmore difficulties when only a few people are thought to be
responsi ble for | eading the comunity organization in its efforts to
acconplish its mission. The enphasis here on Leadership Effectiveness then is
on the effectiveness of the group’s | eadership, not on any one individual’s

| eader shi p.

13. Are decisions usually nmade by

a. the board/officers?

b. the nenbership?

c. specific individual s?

d. conbination o f the above?
Bef ore they answer these questions it should be pointed out they are to
choose which way they believe the decisions are being made. Only one answer
is to be provided. Please note that in regard to whether their decision
maki ng needs inprovenent, it is not necessary to go through a, b, ¢, and d,
but sinply to ask the question o f all whether their decision naking process
needs i nprovenent.

14. Does the | eadership effectively

a. represent diverse points o f view?

Ask the question whether, in fact, the conposition of the board itself
represents diverse points of view of the comunity and represents diverse
geogr aphi cal representation of the county if that is an issue.

b. encourage different points of view in discussion?

Ask if different points of view are encouraged in discussion. Too
easily arrived at decisions may represent superficial agreenent rather than
havi ng covered the nore difficult differences that m ght strengthen the
decision or alters its outcone.

c. mininize personality differences?

Personality differences are to be expected within group interactions
unl ess they become disruptive. Ask if the | eadership suggests people with
personality differences that become disruptive to deal with them outside of
board neeti ngs.

d. deal with power struggles and hi dden agendas?

Ask if the | eaders are properly allow ng power struggles to be dealt
with in the open and are effectively getting hidden agendas on the table so
that they can be dealt with at the board neetings. A neeting is the proper
pl ace for power struggles and hidden agendas to be dealt with rather than



either before or after the board neetings are over. The entire board needs to
deal with these issues in their decision naking capacity.

e. provide and participate in devel opnment opportunities for
current/emergi ng leaders?

Ask if the board is providing opportunities for their own | earning by
calling in resource people periodically to board neetings. This woul d expand
their knowl edge base and provi de opportunities for individual board nmenbers
to pursue matters of new informati on on behalf of the board. For exanple, it
m ght be appropriate to support a board or committee nmenber's attendi ng sone
wor kshops on nmarketing if the organi zation needs to market itself nore
ef fectively.

15. Do board and committee neetings

a. have agendas announced in advance?

The question is whether the agendas are nailed to people before they
attend the neeting.

b. follow those agendas?
Question is fairly self-evident; either the agenda is followed or it
isn't.

c. proceed efficiently and effectively?

Ask if the board neetings proceed pretty much on task in regards to
sufficient time to discuss things without either being too excessive an
amount of tine or not enough to make an adequat e deci sion

Fol | ow Through on Action Pl ans

16. Does the | eadership ensure that action goes forward in an orderly nanner
by seeing to it that with no closure or decision nade.

a. decisions are actually nade?

Ask if in fact decisions are nade or is there just a lot of discussion
with no closure or decision made.

b. all nenbers understand that decision?
Does soneone take the tinme to make sure that the decision is really
understood by all of the nmenbers before proceeding to the next matter?

c. soneone takes responsibility?

Ask to be sure if it is clear that sone one person or group of people
are taking responsibility for a given task. Sonetinmes assunptions are falsely
made as to who is taking responsibility.

d. those persons clearly understand their assignment and specific
t asks?

Agai n, be sure people express their understanding of their assignnent
and task.

e. visible results occur?
Ask if in fact they are getting the results they are planning to
achi eve.

f. results are reported to the group?

Make sure there is a process whereby results of people's activities,
whet her positive or negative, are reported back to the board for further
consi derati on.



Fi scal Resources

17. Are the organization's resources

a. sufficient to achieve its goal s?

Ask the board if they believe they have sufficient resources to carry
out the goals they have established for their organization

b. being used effectively?
Ask if they believe they are using their resources as effectively as
t hey m ght.

18. Is the organi zation driven primarily by its

a. budget?

b. goal s?

Ask the organization to think about the difference between two
organi zations. O gani zation X has a budget of $10,000 and carefully lives
wi thin that budget each year. Organization Y also has a $10, 000 budget, but
decides in a given year that it nmust raise an additional $2500 if it is to
acconplish its purpose for that given time period. It is driven by its goa
whi ch exceeds its budget. This requires taking on sone additiona
responsibility for fund raising. The question is, do they believe their
organi zation is driven primarily by its budget or by its goals.

Conmuni ty Net wor ki ng

19. Does the organization relate to other conmunity groups with whomthey
shoul d have ongoi ng wor ki ng rel ati onshi ps?

a. through ongoi ng, working rel ati onshi ps?

Ask if they have identified other organizations in the comunity or
area with whomthey should have ongoi ng working rel ati onshi ps.

b. by cooperating on projects o f mutual concern?
Ask themto assess whether they are truly cooperating on projects with
ot her community organi zati ons where they share a conmon concern

Organi zati onal Evaluation

20. Does the organi zation periodically assess its

m ssion, purposes, and goal s?

conmittee structure and perfornance?

nmenber shi p participation?

quality of group relationships?

provi sion for |eadership devel opnment?
foll ow through on individual and group conmm tnents?
fit in the comunity?

budget and goal setting process?

Each of the conponent questions of this 20th question need not be
answered in regards to none, sone, and nuch, but rather after asking each of
t he subconponent parts o f the question, one can ask the board how rmuch their
process of organi zati onal eval uati on needs inprovenent.
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FOLLOW THROUGH ACTI ONS AFTER THE ASSESSMENT

M ssi on St at enent

Upon their conpletion of the Conmunity Organizational Assessnent Tool, you
may want to provide a short recap of the process they just conpleted. After
doi ng that you may want to go back to the M ssion, Purpose, and Goals section
and clarify whether they need to spend sone tine working on their m ssion
statement. If they do need to work on their mission statenent, tell themyou
are going to give themabout 10 t o 15 minutes to do this; at this point
distribute index cards and ask themeach to wite down in 25 words or |ess
what they believe a mission statenent for their organi zation should contain
Al ow them proper time to fill this out--5 o r 6 mnutes--and then ask each
person to read out |loud their mssion statement, which you record on the flip
chart.

After receiving everybody's input on the mssion statenment, ask themto
identify some of the themes expressed in their mssion statenents. As they
express the thenes, wite them down on another flip chart sheet. Ask themto
take another | ook at their mission statenent to see if it is mssing any
critical elenents. Then ask if you could have two vol unteer board nenbers to
take these statenents and cone back to the next neeting with a draft m ssion
statement that incorporates the input of the board menbers at this neeting.
The draft statement can then be di scussed by the board at a subsequent
neeti ng and anended and approved if agreenent is reached. The idea here is to
help themidentify a mssion statenent that clearly expresses what they are
about so they can agree what the best nessage is to provide the comunity
about their purpose.

Goal Setting and Priority Voting

Very often the Community Organi zati onal Assessnment Tool indicates that
the board is unhappy with the way it establishes goals. | generally ask them
to take another ten mnutes or so to wite down what short-term and | ong-term
goal s they believe their organization should have. You might ask themto
consi der what areas the organi zational assessnent process identified as
needi ng i mprovenent. These areas may suggest goals for the next severa
years. After ten minutes of silent witing down their goals on the index
cards, you then proceed with the Nom nal G oup Process.

Listing of Conmittees

Once the priorities are established, come back to the flip chart and ask them
to identify the names of their committees. Wite them down on the flip chart.
Sonetimes this is a difficult task because they may have nore than they need
or are aware of and sone comittees may be dysfunctional. But, neverthel ess,
ask themto identify the committees they have.

Assi gning Goals to Conmnittees

Once the comittees are identified, ask the board menbers to identify which
of their priority goals should be assigned to which conmttees. Those goal s
whi ch cannot easily be assigned to a conmmttee should be witten down as
unassi gned. For instance, if goal #3 is one of their priorities, ask themto
which conmittee it should be assigned. Wite after goal #3 the conmittee nane
to which it was assigned. Have sonebody wite down #3 after the conmittee
listing on the flip chart. In this way there are two references for where the



goal is being assigned. Please note that if the goal to raise $5000 for
marketing is a goal that could be assigned to two conmittees, one finance and
the other marketing, it should be assigned to both conmttees. The board then
deci des which of those two commttees will be the lead committee-either the
finance commttee or the marketing comittee. Add an asterisk by the
conmittee identified as being the | ead conmittee.

Finally, go through all the priorities they have established and assign them
to the conmittees. If tine pernmits, go back and ask themif they want to
assign the goals that did not receive three votes. Let the board decide

whet her they want to assign such goals to comrittees. Once the conmittees are
identified, ask the board nenbers to identify

Clarify Conposition of Comittee

After the goals have been assigned to each conmittee, go back to the
conmttee listing and ask themto identify the chair of each commttee. Wite
down the name of that person next to the conmittee and ask themto nane the
other comm ttee nmenbers of each committee; wite down their names as well.
This process can be a little clunsy because many board nmenbers are not cl ear
about who is on what committee. This is part of their organizational problem
eventually they get it right.

Ask if their bylaws allow themto appoint community people who may not
be menbers of the organizationt o serve on the committees. This is a
revel ation for nany people. They do not realize they can have nonboard or
conmuni ty menbers and nonorgani zati on nenbers on their conmttees. Point out
how useful it might be to draw in other community resource people on these
different conmittees for their needed talents. Such action does not encunber
that person with being a board nmenber. Sonetines this activity can be very
ener gi zi ng when board nenbers realize what additions they can nmake to their
comi ttees.

Unassi gned Goal s

Sonetimes it is difficult to assign a goal to a comm ttee because there
doesn't seemto be an appropriate committee for that function. Refer to the
unassi gned goals at the top of the flip chart sheet with the committee
listings and ask them whet her the unassigned goals m ght be turned over to
t he executive comittee or should they consider creating a new committee to
handl e the goals. If they need to create a new conmittee or elimnate one,
they can do so at their next neeting.

Devel opi ng Action Pl ans

Last action is to facilitate a denonstration of action planning. Wite down
the words "what, who, when, where, and how' in linear fashion on a flip
chart. Take one of their top priorities through how an action plan night be
devel oped for that particular priority. Start with the "what" first, asking
for ideas fromthe group. Encourage themto be specific. In regard to the
"who," point out that it needs to be sonebody on that conmttee who will take
responsibility for that action. It can be nore than one person; if so,
identify both persons' names in the "who" section. "Wen" is the tineline by
whi ch they believe this action can be acconplished. "Were" is to identify
the place of action where the actors will conme together to do this work.
"HOW answers the question of the manner in which the actor or actors decide
they want to carry out this action. In a volunteer organi zati on especially,
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it is inportant that the people who volunteer to do sonething be allowed the
freedomto decide the nanner in which they will do it.

Evaluati on

At this point nearly three hours have passed and it is tine to ask each
board nenber individually to evaluate what they felt about the process. Gve
thema mnute or two to focus their thoughts before asking each person in
round robin fashion to coment on the evening' s process. This generally
concludes the first neeting of the Cormunity Organizational Assessnent Tool

*These gui delines were devel oped by UAEX Conmunity Devel opnent Specialist Bob
Bright in May, 1990. They were never fornmally published. This is a scanned
version of that docunent. There has been no intentional nodification or
editing of this original docunent, but there are sone slight format changes
that occurred in the scan process (Andy Lewi s, CCED, 5-15-03).



