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What is organizational effectiveness?

Organizational effectiveness.  The term is used by funders, nonprofit organizations, and researchers to mean different things and has been the defined in a variety of ways.  InnoNet held a brown bag to discuss evaluating effectiveness to improve organizational processes and achieve outcomes.  Organizational self-assessment is a process of reflection that promotes awareness of an organization’s strengths and weaknesses leading to increased efficiency, quality, and capacity to achieve outcomes.  This process risks being undermined by superficial discussions and inadequate follow-up that does not move an organization forward.  Therefore, we believe that organization-wide conversations and careful consideration are essential to an agency’s ability to use self-assessment to become more effective.

Organizations operate on a continuum of effectiveness.  Although desired programs are being implemented and constituents are being served, self-assessment can help identify strengths and weaknesses.  This in turn, enables an organization to develop and implement a strategy to become agile, respond to changing community needs and funder requests as well as demonstrate progress towards outcomes.   

What is self-assessment?

Self-Assessment is a process through which stakeholders identify organizational strengths and weaknesses by looking at a number of characteristics and indicators of organizational effectiveness.  The process of self-assessment should be structured to allow open, honest, non-judgmental dialogue between staff at all levels as well as board members.  The process of self-assessment discussed on the call included:

· Participation by staff and board to increase the likelihood that results will be accepted as valid reflection.

· Written report that was presented to staff and board members.

· Facilitated discussion of the results in an open forum to maximize organizational learning that resulted.

· Identification of organizational strengths and weaknesses to make informed planning decisions.

· Use of results to generate a plan to implement change and improve internal systems and structures.

What does self-assessment look like?

Organizations may use instruments to collect quantitative and/or qualitative data such as checklists, facilitated discussions and questionnaires.  These assessments detail an organization’s ability to perform various tasks crucial to their work.  Tasks may be associated with any area of the organization’s internal processes or external work.  In general, self-assessments reflect an organization’s strengths and weaknesses in the following areas:

Organizational Traits:

1. Planning

a. Vision

b. Mission

c. Strategic Plan – Organizational and Program

d. Program Plans

e. Annual Operating Plan with Implementation Steps

f. Annual Evaluation and Update of Strategic Plan

2. Organizational Structure

a. Governance – Board of Directors

b. Board Leadership

c. Staff Leadership

d. Staff Structure

e. Volunteer Structure

f. Information Technology

g. Policies and Procedures

3. Fundraising

a. Process (Plan and Tools) – Fundraising Plan and Budget

b. Roles (Staff and Board)

c. Use (Implementation and Reporting)

4. Communications

g. Process (Plan and Tools) – Marketing and Communications Plan and Budget

h. Roles (Staff and Board)

i. Use (Implementation and Reporting)

5. Finance and Accountability

a. Budgeting

b. Financial Systems (Grants Management)

c. Risk Management

d. Reporting

Organizational Culture:

6. Evaluation and Organizational Learning

7. Quality and Responsiveness

8. Innovativeness

9. Outcomes

Selecting a self-assessment strategy

Before you begin a self-assessment process, there are some things you should consider.

1. Readiness— Self-assessments are often used to begin action or strategic planning.  By careful and honest examination of where your organization is today, plans for the future tend to be more realistic.  With any planning process, it is important to determine whether the organization is prepared.  Consider some of the following questions before embarking on a self-assessment process:  Do staff have time to complete an assessment?  Is Senior Management driving the process?  Is the organization currently undergoing significant changes in management?  Is the management team prepared for good and bad news?   How useful will a self-assessment be at this time?   

2. Purpose and Planning—Organizational assessment may be used to pinpoint areas of concern, monitor program impact, inform future management decisions, provide channels of communication, and promote continuous organizational change and improvement.  Identify how your organization will use the results of an assessment to ensure that you select an instrument that will ask the right questions.  Spend some time planning who will be involved in the process and the level of input that staff and management should have.  In addition, it is important to consider whether the organization has the staff capacity to manage the process and debrief the results or if a consultant should be hired to assist the organization.  Buy-in at the management level of the organization is critical to the success of a self-assessment.  

3. Complete self-assessment—Once you have decided who is involved in the process and selected an instrument, set a timeline for the process and distribute the tool.

a. Distribute Tool and Analyze Results—Assessment is a collaborative process between staff and board members.  All partners should be aware of the purpose, process and intended results from the start.  

b. Collect the completed self-assessments and analyze the results.  If you use the KIDS COUNT self-assessment, we can help you by preparing a report.  There are also self-assessment instruments available online that offer electronic reports.  However, if you choose to analyze your self-assessment results internally, be sure to devise a process that will preserve the integrity of the results.  

c. Distribute and discuss results—Identify the manner in which preliminary results are distributed and to whom. Convene a discussion among the identified recipients and identify changes to be made for a final report. Make the changes and distribute results.  Convene stakeholders for a discussion of the strengths and weaknesses that were revealed through the self-assessment process.  

The true value of the assessment results is experienced through conversation. For this dialogue to be useful, the discussion should:
1. Build on participants’ sincere desire to learn.

2. Foster open-minded honesty; management should set the tone and welcome questions and concerns in a safe environment.  

3. Build on participants’ willingness to question and change decision-making process, management infrastructure and culture of the organization.

4. Include a discussion of performance and outcomes management.  Useful self-assessment results should reveal desired outcomes that can be used to revise the performance review process and program evaluation.

Structuring a self-assessment conversation to include these elements will lead to buy-in at all levels of the organization and foster teamwork.

a. Prioritize next steps—Use a work plan to describe actions and assign people tasks. Set a timeline to make the instrument immediately useful. Please refer to Attachment 7 for a sample work plan.

b. Implement plan—Identify a process champion to provide leadership and move actions forward. Consider creating a team responsible for monitoring progress of the work plan and identify critical issues for further discussion.

As stated above, self-assessments pinpoint strengths and weaknesses to enable an organization to improve systems and structures, enabling an organization to achieve desired outcomes and better serve constituents.  An assessment can also be a good asset to determine the progress your organization has made.  By regularly revisiting a self-assessment tool, you can provide your Board of Directors and funders information that illustrates your organization’s ongoing development and effectiveness.

Essential Elements of Child Advocacy™
Essential Elements is a self-assessment tool available to KIDS COUNT grantees.  It is an intensive and comprehensive process specifically designed for advocacy organizations.  

The process involves a structured, written self-assessment tool completed with input from the organization’s stakeholders, a document review, and interviews.  Voices for America’s Children staff facilitate the process and provide the organization with a report of the results of the self-assessment.   Goals for capacity building and next steps are identified and the organization received a final report.  

The process is characterized by repeated back-and-forth interactions between organizational staff and Board members and constant updates between the organization and Voices staff.  Jo Mestelle estimates that the Essential Elements process takes about four or five months. 

To date, five sites have piloted the Essential Elements tool.  Rhonda Mann, of Voices for Alabama’s Children, one of the pilot sites, was on the call and shared her experience.   

Just taking a really honest look at what your organization’s strengths and weaknesses are and being very honest. If you try to make yourself look really good and you’re not great in every area, then obviously it’s not going to do you a lot of good…What I found really interesting during the process was that, it was Linda (Executive Director) and I and then three or four of our Board members that came in and we all did the assessment separately.  Then we came together and went through the assessment and checked and compared what our answers were.  At times we were all on the same page and at other times we would get different answers and we would have a chance to discuss why we thought that was a weakness or strength. The whole process was very enlightening for us.

For additional information on Essential Elements, please see the summary in Attachment 5 or contact Jo Mestelle at mestelle@voicesforamericaschildren.org. 

KIDS COUNT Self-Assessment Tool

The KIDS COUNT Self-Assessment Tool was designed by a cross-section of KIDS COUNT grantees, with guidance from Innovation Network, to help grantees start to think about organizational objectives strategically.  The tool is available online or in paper format and assesses an organization’s ability to complete tasks in the areas of communications & dissemination, data collection & analysis, fund development & sustainability, community & constituency mobilization, and policy analysis. After completing the tool online, a report is generated which summarizes the results.

The tool can be completed by an Executive Director, the Director of the KIDS COUNT Project, or by a staff team.  It is most effective when multiple staff members come together to assess their organization’s abilities to complete tasks.  Working collaboratively allows various perspectives to be heard and may help identify inconsistencies in current processes.  Moreover, a team approach to self-assessment ensures buy-in and can increase the likelihood that the results will be considered valid and useful by staff and Board Members.  

For more information on the KIDS COUNT Self-Assessment Tool, please refer to Attachment 6.  To access both the online and paper versions of the Self-Assessment tool, please go to http://www.innonet.org/kidscount/AssessmentHome.cfm.   If you need your organization’s username and password, please contact Chris Dixon at cdixon@innonet.org or by phone at (202) 728-0727 ext. 112.
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Organizational Effectiveness and Outcomes:  What’s the Connection?

Organizational effectiveness is a term that is often used by funders to discuss the ability of an organization to be efficient and effective at achieving outcomes.  Traditionally, organizations focus on the mission, governance, leadership, human resources, and financial stability to determine how well they are doing.  It is assumed that strengthening capacity in the aforementioned areas will shore up an organization to improve the use of resources and achieve desired goals.  In 1999, High Performance Nonprofit Organizations outlined some additional characteristics that organizations should develop to become more effective.  Quality and responsiveness, innovativeness, and organizational learning were identified as critical elements in ensuring organizational excellence.  These qualities relate to the type of interaction that staff and board members have with each other as well as with the community.  

In the past few years, funders and nonprofit organizations have conducted research to try to determine how well capacity building initiatives have faired in their attempt to measure overall organizational effectiveness.  Determining whether an organization has been able to align its organizational processes with the programmatic impacts is necessary to assess their degree of success.  Moreover, evaluating outcomes and identifying indicators of organizational success are necessary to report to the public, funders, and to improve the organization’s level of effectiveness.  

The KIDS COUNT self-assessment instrument was designed to offer KIDS COUNT grantees a way to assess their capacity in the following project areas:

· Data collection

· Communications and dissemination

· Policy analysis

· Community and constituency mobilization

· Fund development/sustainability

Consider assessing your organization’s effectiveness by:

· Defining and measuring outcomes using implementation evaluation.  Many organizational theorists and evaluators are looking at defining and measuring appropriate outcomes as a key element for understanding nonprofit effectiveness.  


Using this approach, the activities of nonprofits are scrutinized in terms of how well they achieve their objectives as measured by a well-defined set of outcome indicators and the degree to which their activities are aligned with achieving these objectives.  Some outcomes are measured through surveys of clients, staff and board members to determine how well an organization is functioning internally and what the impacts have been.  Some outcomes-focused approaches emphasize the outcome over a careful analysis of the process used to achieve the result.  Finally, some laudable and appropriate outcomes will occur so far in the future that they are not useful for monitoring and refining current practice.

· Identifying specific success indicators.  Sets of criteria, or checklists, are often used to determine whether organizations include particular elements associated with effectiveness.  Then, based on whether the indicators are characterized as essential, recommended, or additional resources to strengthen activities, organization’s initiate change.  Checklists ask things like, “Does each program have performance indicators?”  


Thus, although it is important to determine whether certain elements exist in an organization, the criterion used offers no qualitative information.  There is very little flexibility in the use of such a measurement tool and it ignores the importance of the intraorganizational collaboration of key functions within an organization.  Moreover, criterion measures are insensitive to the effect of life cycle on various characteristics.

No one element has been identified as providing the best indication of organizational success.  Therefore, combinations of various measurement tools may provide valuable insight into the effectiveness of an organization.  In addition, they may provide the basis for innovations in a new generation of measurement devices to measure organizational performance.  
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Nine Components of Organizational Effectiveness

Organizational Traits:

1. Planning

a. Vision

b. Mission

c. Strategic Plan – Organizational and Program

d. Program Plans

e. Annual Operating Plan with Implementation Steps

f. Annual Evaluation and Update or Strategic Plan

2. Organizational Structure

a. Governance – Board of Directors

b. Board Leadership

c. Staff Leadership

d. Staff Structure

e. Volunteer Structure

f. Information Technology

g. Policies and Procedures

3. Fundraising

a. Process (Plan and Tools) – Fundraising Plan and Budget

b. Roles (Staff and Board)

c. Use (Implementation and Reporting)

4. Communications

a. Process (Plan and Tools) – Marketing and Communications Plan and Budget

b. Roles (Staff and Board)

c. Use (Implementation and Reporting)

5. Finance and Accountability

a. Budgeting

b. Financial Systems (Grants Management)

c. Risk Management

d. Reporting

Organizational Culture:

6. Organizational Learning (Evaluation)

7. Quality and Responsiveness

8. Innovativeness

9. Outcomes

Ideal Characteristics of Organizational Effectiveness

1. Planning

a. Vision

· Provides a clear statement of what the organization aspires to be in the future

· Provides an image of what success would look like

· Inspires and motivates staff, board, and volunteers

· Provides the context for strategic planning

b. Mission

· Should be short, clear, and concise

· Should be broad enough to endure minor changes, yet specific enough to provide a basis for developing goals and objectives

· Reflects what the organization does

· Reflects why the organization does what it does

· Reflects how the organization does what it does

· Reflects the people for whom the organization provides services

· Should be reviewed annually

· Should be reviewed by staff and Board

· Is part of ongoing planning process

c. Strategic Plan – Organizational and Program

· A written strategic plan with specific goals and objectives to achieve its mission exists

· Evaluate its progress annually 

· Is developed by Board and staff

· Is reviewed annually and updated

d. Annual Operating Plan with Implementation Steps

· An annual operating work plan (AOWP) with a steps and timeline exists

e. Annual Evaluation and Update of Strategic Plan

· At regular intervals, staff meet to set goals, plan, share information, and develop solutions to problems

f. Program Plans

· Flow from strategic organizational plan

· Clear connection to strategic organizational plan

2. Organizational Structure

a. Governance – Board of Directors

· Have a strong and well-organized board of directors 

· Is committed to the organization’s mission, vision, and values

· Ensures that programs/services are in line with them  

· Clear about their role and responsibilities 

· Clear handle on finances

· An orientation provided for new board members

· Written policies regarding board member responsibilities, participation in board activities, a process for non-compliance regarding policies, and conflicts of interest, attendance

· Active participation

· Board members are knowledgeable about and support the organization’s policies and actions 

· Meetings are scheduled at regular intervals and conducted in an organized manner

· Written agenda

· Minutes of board meetings are corrected as necessary, approved, and distributed in a timely manner

· An evaluation process to assess the board’s progress is conducted at least annually

· The annual budget is presented, discussed, and approved at least annually

· Members know/receive instruction on meaning of elements of a financial statement

· Review the financial statement at least quarterly

· Board members plan and ensure sound financial resources and accountability for the organization

· Review and approve administrative, personnel, and fundraising policies

· 100% financial contributions from board members

· Provide board members with fundraising training

· Select and support ED

· Review performance of Executive Director annually (job description)

· The board is of sufficient size and has the expertise, access, and diversity to achieve the organization’s mission (selection and recruitment)

· There are written statements that outline the ideal make up of the board and compare membership to it periodically; gaps in expertise are identified for which members should be recruited

· There is a systematic process and timeline for identifying, recruiting, and electing new board members

· Members’ terms are stated at the time of their election and turnover is systematically achieved by following that schedule

· Attend meetings

b. Board Leadership

· A leader believes in and is passionate about the mission and vision

· Plan for leadership succession

· Can convey that excitement to others

· Provides ongoing support, motivation

· Capable of leading the organization towards its mission during their tenure

· Represent the organization well to the funders and the general public

· Are good role models for how other members should fulfill their responsibilities to the board

· Work collaboratively with other board members/staff

· Exhibit appropriate professional behavior

· Meetings are conducted in an organized and efficient manner

· Business is conducted in an open and inclusive manner

· The organization is good at problem solving

· Judgments made by the leaders are trusted by those affiliated with the organization

c. Staff Leadership

· Conducts regular employee performance evaluations to ensure the success of any nonprofit 

· A leader believes in and is passionate about the mission and vision

· Plan for leadership succession

· Can convey that excitement to others

· Provides ongoing support, motivation

· Capable of leading the organization towards its mission during their tenure

· Represent the organization well to the funders and the general public

· Are good role models for how other members should fulfill their responsibilities to the board

· Work collaboratively with other board members/staff

· Exhibit appropriate professional behavior

· Meetings are conducted in an organized and efficient manner

· Business is conducted in an open and inclusive manner

· The organization is good at problem solving

· Judgments made by the leaders are trusted by those affiliated with the organization

· Maintain staff commitment, satisfaction, and high performance. 

d. Staff Structure

· Staff know and believe the mission and work of the organization

· Individuals think that what they do for the organization is meaningful

· There are written job descriptions that accurately describe what someone is expected to do

· Individuals know what is expected of them in terms of the tasks they perform

· Performance is reviewed based on written, previously-presented expectations

· Systematic procedures exist for conducting performance reviews

· Individuals contribute to the development of their performance expectations and goals

· Performance reviews provide constructive feedback relative to the performance expectations

· Communication within the organization is frequent and good

· Individuals manage and evaluate their own performance related to expectations and goals 

· Individual work plans are developed collaboratively

· Individuals have the knowledge and skills to perform their jobs well

· Individuals receive recognition for their work

· Individuals work as team to complete assignments

· Individuals think that salary and fringe benefits are fair 

· Have time to do work

· Tools exist to help them do work

· Staff have some say in how things are done

· Self-assessment is usual method of performance evaluation

· Training given as needed and appropriate

e. Volunteer Structure

· Volunteers know and believe the mission and work of the organization

· Volunteers have some say in how things are done

· Written expectations exist

· Coordination exists

· Evaluation of performance exists

· Development of work plan for volunteers included in strategic plan and plan is developed

· Scope of work exists

· Work based on strategic organizational plan use of volunteers

· Policies and procedures for volunteers exist

· Are Recognized and thanked

· Feedback given frequently and regularly

· Training given is needed and appropriate

· Handbook exists

· Orientation manual exists

· Physical work space assured/defined

f. Information Technology

· Email exists

· Internet exists

· Information technology plan and budget in place

· Phone, fax, voice mail exist

· Hardware is appropriate

· Software is appropriate

· Training given as needed and appropriate

· Space assigned

· Database management in place and clearly managed

· Web page created and maintained

· Effective use of web page

· Technical support exists and is used

· Technology is an appropriate fit for organization

· Policies and procedures exist

· Accessible

· Telecommuting considered

g. Policies and Procedures

· Written policies and procedures for administrative personnel exist

· A basic set of forms for repetitive tasks (e.g. time sheets, travel expenses, regular staff reports, etc.) exists

3. Fundraising

a. Process (Plan and Tools) – Fundraising Plan and Budget

· Written fundraising plan exists with corresponding budget

· Action plan exists

· Consistent focus on fundraising

· Process for grants writing

b. Roles (Staff and Board)

· Staff on fundraising

· Board committee on fundraising

· Board person on fundraising

· Every board member contributes to fundraising

· Every board member participates in fundraising

c. Use (Implementation and Reporting)

· Fundraising tools exist for board and staff

· Consistent fundraising research exists

· Fundraising action plan and calendar exist

· Fundraising reporting exists and is consistent

· Quarterly evaluation of fundraising goals to actuality

· At least annually, the board evaluates its success relative to goals set forth in the fundraising plan

4. Communications

a. Process (Plans and Tools) - Marketing and Communication Plan and Budget

· Have marketing and communication plan

· Link the marketing and communication plan to the strategic organizational plan

· Ensure marketing and communication plan clearly achieves the planning objectives

· Understand audience

· Consistent focus on marketing and promotion

· Process for marketing, communication, and promotion exists

b. Roles (Board and Staff)

· Organization is effectively presented

· Organization is properly perceived

· Board expertise in marketing and communication

· Staff person who does marketing

c. Use (Implementation and Reporting)

· Implement plan

· Action plan with budget and timeline

· Evaluate marketing and communication plan annually

· Using information from evaluation to make changes

5. Finance and Accountability

a. Budgeting

· There is a long-term strategic financial plan for this organization

· Annually, the board evaluates its progress relative to the goals in that plan

· The organization uses the budget to guide decision making

b. Financial Systems (Grants Management)

· Income and expenses match

· The organization has at least one staff person whose responsibilities include financial management

· Last fiscal year, the organization met its goal for projected income

· There is an accounting system including chart of accounts

· There is at least one staff member with financial expertise

· Purchases are made using a purchase order system

· There is at least one board member with financial expertise

· There is an annual operating budget

· There are written policies and procedures for financial transactions

· There is an inventory system for equipment

· Debts are paid on time

· There is insurance coverage

· Written pay scale exists

· Timely process developed with Board and staff

c. Risk Management

· Potential risk identified

· Central location that is safeguarded

· Backups exists

d. Reporting

· The financial status of the organization is reviewed at least quarterly

· The organization is audited annually

6. Organizational Learning (Evaluation)

· There is/are written evaluation plan(s) for each of the following and these are conducted at least annually:

· Strategic organizational plan

· Program plans

· Annual operating work plan

· Administrative plan

· Fundraising plan

· Marketing and communication plan

· Financial plan

· There is/are action plan(s) developed to ensure the changes identified by the above evaluation(s) is/are systematically addressed

7. Quality and Responsiveness

8. Innovativeness

9. Outcomes

· Performance measures

· Indicators or client satisfaction

· Identify product outcomes/deliverables

· Identify process outcomes

· Gather information from clients

· Links internal action to external impact

· Helps you better help your clients

· Program impact
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Self-Assessment Checklist

	Readiness

	Organization has a stable Board.

Organization has a clear purpose & willingness for assessment.

Many employees have worked within the organization for years.

Documentation exists of past self-assessments, evaluations and constituent feedback.

The organization has a sufficient amount of resources (time, money, expertise) to complete a self-assessment and use it for change.
	· Yes

· Yes

· Yes

· Yes

· Yes
	· No

· No

· No

· No

· No

	Purpose

	· Pinpoint areas of concern

· Monitor program impact

· Inform future management decisions
	· Provide channels of communication

· Promote continuous organizational improvement

	Planning

	Motivation for self-assessment:

	· Aid fundraising efforts

· Improve services

· Comply with management directives

· Improve performance


	· Inform reporting to external agencies

· Regular review of organization’s status

· Other: _____________________


	Information to be gathered:

	· Communications Plan & Budget

· Financial Systems (Grants Management)

· Fundraising Plan & Budget

· Governance

· Leadership (board or staff)

· Management Practices

· Mission & Strategy

· Organizational Culture

· Organizational Learning (Evaluation)
	· Organizational Structure

· Outcomes

· Performance (quality and responsiveness)

· Policies & Procedures

· Program Plan(s)

· Staff Roles

· Strategic Plan(s)

· Risk Management

	Tool Administration

	Tool Format:

	· Checklist

· Discussion Questions
	· Questionnaires

· Interview Protocol

	Responsible for administering self-assessment:

	· KIDS COUNT Director

· Executive Director
	· Outside consultant

· Other staff: _________________



	Parties involved in the self-assessment process:

	· Staff members

· Board members

· Funders

· Service recipients

· Outside consultants

· Other: _____________________

· Other: _____________________
	Who? __________________________

Who? __________________________

Who? __________________________

Who? __________________________

Who? __________________________

Who? __________________________

Who? __________________________

	Distributing Results

	Use of Information:

	· As a reference

· As a roadmap

· For organizational change
	· In strategic planning

· As an internal assessment

· For external dissemination
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Essential Elements of Child Advocacy™

“This was the most comprehensive organizational review in which my agency has ever participated. My Board was engaged as was the staff. Voices has now presented me with an external, objective perspective that will guide our work in the coming years”







Anne Roberts, Executive Director







Oklahoma Institute on Child Advocacy

Introduction:

Operating a child advocacy organization in today’s world is challenging, time-consuming, demanding, yet also rewarding. The work is critical to insure our most vulnerable children, families and communities are protected and provided for. The Essential Elements tool and process are focused both on building the infrastructure of a strong, stable non-profit organization and the programmatic components that are necessary to contribute to success. 

In 2000, Voices for America’s Children (Voices) embarked on a groundbreaking effort funded by the David and Lucile Packard Foundation to identify the essential elements of effective non-profit organizations engaged in child advocacy work. The Essential Elements process and tool has been designed, developed, pilot tested and is available nationwide for non-profit organizations interested in building the capacity of their organizations and improving the lives of children, youth and families.

Essential Elements Process and Impact:

With input from staff, board members and key external experts, each organization participates in a detailed and comprehensive process of examining the work and structure of their organizations against each element. We have designed a comprehensive process which includes:

· The Essential Elements tool is completed by the CEO with input from key board and staff members.
· Voices for America’s Children conduct a thorough review of the completed tool, program and organizational materials and documents, and web site.  
· All of this information is then analyzed by a team composed of organizational development experts and child advocates and a preliminary report is sent to the Executive Director. 
· These preliminary findings are shared with the staff and Board at a strategic discussion meeting and next steps or actions are identified. 
· Key stakeholders in the jurisdiction are interviewed to gain information from their perspective on the organization’s ability to be an effective advocate. 
· From these multiple information points, the organization is assessed against what has been deemed the Essential Elements.  A report of the findings of their strengths and areas for development is then developed and provided to the chief executive and Board of the organization. 
The Essential Elements tool and process are focused both on building the infrastructure of a strong, stable non-profit organization and the programmatic components that are necessary to contribute to success.
“The comprehensiveness of the assessment and the direct, immediate technical assistance was more than I could have hoped for.  In less than three weeks, we began to implement some of the recommendations.”

Marie Hoeven, Executive Director







Children First for Oregon

Rationale for Organizational Effectiveness

Impact on children: For child advocates, the bottom line is improving the lives of children and families. The Essential Elements of Child Advocacy will afford organizations the opportunity to reflect on what aspects of their work contribute most to their effectiveness. Once this is known they can work to improve in those areas that are identified as needing strengthening and continue to grow in areas of strength.

Financial support: Regardless of our efforts, child advocacy is still viewed by too many potential funders as ‘soft’ even within the ‘soft’ social sciences arena. The establishment of essential elements of organizational effectiveness provides a fundamental framework for our work. And perhaps as importantly, organizations are able to suggest to funders interested in supporting multi-state initiatives that there is a shared recognition or acknowledgement of key components to effectiveness and that child advocacy organizations are working to uniformly excel in those areas.

Organizational Development: Non-profits today are facing a growing request for services with inadequate resources, and are expected to meet ever higher standards of performance in a rapidly changing environment. Building strong organizations that will continue to meet the vital needs of our society in an unknown future requires a clear vision and mission, thoughtful planning, ongoing leadership development, and continuous growth of management systems and operations. 

“This is probably the best service that I have received from Voices for America’s Children.  The thoroughness of their review, the direction that was given, and the knowledge of the consultants was above and beyond what I had envisioned.  It is this type of outside assessment that is necessary to really put your organization on the right track.”







Linda Tilly, Executive Director







Voices for Alabama’s Children

The Essential Elements of Child Advocacy is now available to guide your efforts to build, manage, and sustain an effective organization. For more information on the work of Voices for America’s Children and the potential value of the Essential Elements of Child Advocacy please contact:

Jo Mestelle, Director of Organizational Development, Voices for Americas Children, 202.289.0777 ext.215, mestelle@voicesforamericaschildren.org
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KIDS COUNT Network Self-Assessment Tool

What is it?

Launched in 2000, the online Self-Assessment Tool is the product of collaboration between KIDS COUNT Network members and the staff at Innovation Network.  The tool is designed to assess the components of your KIDS COUNT project for planning purposes. It is divided into five sections representing the major program components as identified by the KIDS COUNT network. The sections include the following:

1. communications/dissemination

2. data collection and analysis

3. fund development/sustainability

4. community and constituency mobilization

5. policy analysis

What purpose does it serve?

Before examining the results of KIDS COUNT projects, each state needs to first assess its project to understand how the project is carried out and to identify the strengths as well as the areas that need improvement. This tool will help define what occurred in the program to lead to measured outcomes.

How do we complete the tool?

The tool should be completed quarterly at a convenient time (such as a staff meeting).  All KIDS COUNT staff should fill it out together to assess not only how well each activity was completed, but also to plan and prioritize next steps for the project.  By completing the self-assessment, you will reflect on how well your project is implementing its activities, and make any necessary changes to ensure your program is meeting the quality standards defined in the tool.  Using the tool repeatedly and involving all staff in the process will lead to staff ownership and self-determination in the process. 

For each component:

1. Fill in the reporting period (e.g., January 1999) that you are assessing.  

2. Before beginning to fill out the table, take a moment to think about the component you are assessing, and the standard for that component to have a sense of where your project should be.

3. With each activity, read the rating indicators and discuss among staff what rating applies to that activity. The rating indicators define what outstanding, satisfactory, and not satisfactory mean for each activity, and should be used as benchmarks of quality for your project. 

4. Check if the activity was done within the timeframe allotted or not.  If not done on time, discuss why not, and what could be done differently to ensure that it is done on time in the future. 

5. For each activity with a less than outstanding, not done, or not done on time rating, discuss and list the major challenges you faced when trying to complete this activity.  

6. If outstanding and on time, congratulations!  You might still benefit by taking the opportunity to discuss any challenges that did come up in the process, or what went so right to understand and replicate that process again. 

7. For each major challenge, discuss and list possible solutions to those challenges.  

8. Under the action steps column, prioritize the solutions and plan how you will implement these solutions the next time to improve the activities and the component. 

9. Under the last column (who responsible and timeframe), decide who will carry out the action step, and what is the timeframe in which they will complete the action step.

What do we do with the tool?

Don’t just file this away when complete! The tool is designed to be completed on a regular basis to continuously assess your work and plan your project’s activities.  Revisit the tool to gauge if and how you are improving in each component and to ensure that you are implementing your suggestions appropriately.  

How do we access the tool?

You can access the tool through the KIDS COUNT Toolkit at http://www.innonet.org/kidscount/AssessmentHome.cfm.  Each project should have their unique username and password on file.  However, if you cannot find the correct information or have any other questions, please feel free to contact Chris Dixon at (202) 728-0727 ext. 112 or cdixon@innonet.org.

Attachment 7 - Work Plan

	Element
	Proposed Action Steps
	Person Responsible
	Timeline
	Budget

	Example, Planning
List the items you choose to work on in this area.

· 1.


	
	
	
	

	· 2.


	
	
	
	

	· 3.


	
	
	
	

	Example:  Organizational Structure
· List the items you choose to work on in this area.

· 1.


	
	
	
	

	· 2.


	
	
	
	

	· 3.


	
	
	
	

	Example:  Fundraising
· List the items you choose to work on in this area.

· 1.


	
	
	
	

	· 2.


	
	
	
	

	· 3.


	
	
	
	

	Example:  Communications
· List the items you choose to work on in this area.

· 1.


	
	
	
	

	· 2.


	
	
	
	

	· 3.


	
	
	
	


The KIDS COUNT self-assessment instrument can easily be used to demonstrate this measure of organizational effectiveness.    For example,  the first activity within the data collection and analysis component is identify data sources.  Whereas in the previous example it was necessary to define outcomes associate with that activity, the KIDS COUNT self-assessment provides a checklist with indicators to assess effectiveness per activity.  The indicators are articulated in the definitions as seen in the definition of outstanding:


Outstanding:  Project identifies various data sources throughout the year, including state and county level agencies.  Project researches the reliability and credibility of those data sources and makes modifications to data sources as necessary.





For example, within the data collection and analysis element of the self-assessment instrument, one activity is to identify data sources.  Some sample organizational effectiveness outcomes might be: 


Staff have increased knowledge of data sources


Staff have increased ability to streamline data collection


Staff have improved access to current data








