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Capacity Self Review*: 

Strengthening Organizations’ Ability to Provide Quality and Effective Services While Enhancing Their Viability
Every organization has some capacity; otherwise, it would not exist.  In times of limited resources and increasing demands, it is not enough for an organization to operate at less-than-maximum capacity.  The question is how we can strengthen the organization’s ability to deliver quality services in the most efficient, effective, and community/client-centered way possible.  The commitment you have made to improve your organization’s capacity is evidence that you believe there are possibilities for a stronger organization, improved services, and more measurable outcomes.  The elements of organizational capacity are described below.  As you read through each element, consider how each plays out in daily “organizational life.”  Honest self-review of your organization’s capacity now can lead to more relevant and meaningful action plans for improvement.

*This Capacity Self-Review Tool was adapted from a tool developed by the United Way of Tulare County.  We are indebted to Mr. Ernie Hernandez who has willingly shared materials associated with “Rural Connections”—a project which involves providing management support for 501c3 Community Benefit Organizations in Tulare County.

ORGANIZATION:  ____________________________________________________________

DATE:  _______________

SELF-REVIEW COMPLETED BY:  ____________________________  PHONE:  _______________
EMAIL:  ______________________

	I.  ORGANIZATION AND DEVELOPMENT
	
	

	A.  Vision, Mission, & Values
	1

Clear need for increased capacity
	3
Basic/Moderate level of capacity in place
	5
High level of capacity in place

	1.  Vision (clarity, boldness)
	No clear vision articulated; little shared understanding of what organization aspires to become or achieve beyond today’s work; vision is “on the way” but rarely used to direct actions or set priorities; vision simply extends the status quo and does not create a new and compelling future for the organization.
	Somewhat clear understanding of the vision; held by many within the organization and sometimes used to direct actions or set priorities; paints a picture of a new future for the organization.
	Clear, specific, compelling, and bold vision, widely understood within the organization and community; consistently used to set priorities and direct actions.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  


	
	
	

	2.   Mission & Organizational Purpose
	No written mission statement or limited expression of the organization’s reason for existence; seldom referred to.  Mission statement is reviewed only sporadically.
	Organization’s purpose is stated but may lack clarity or specificity (e.g., too wordy); held by most in the organization.  Mission statement is reevaluated regularly.
	Mission statement is clear, concise, and reflects a precise understanding of the organization’s reason for being; referred to often and articulated by many within the organization.  Mission statement is revisited annually. 

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	3.   Clear Organizational Goals & Priorities 
	Vision and mission not translated into small, manageable set of concrete goals; although, there may be general (but inconsistent) knowledge within the organization about the work priorities.
	Vision and mission translated into small, manageable goals, but not all are expressed with measurable outcomes, time frames, or clarity; most in organization can express overarching goals and priorities.
	Vision and mission translated into small, manageable set of clear, bold, measurable goals, each with well-defined metrics and timeframes for completion; nearly all in organization can articulate goals and use them to define their work.  

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	4.  Articulated Set of Organizational Values 
	Values and beliefs of the organization are not clearly articulated or may simply exist as a document in the policy manual but not used on a regular basis to guide action and decision-making.
	Values and beliefs are fairly clear; many can articulate them and use them in guiding their actions and decisions.
	Values and beliefs are compelling and widely held by all involved with the organization; they are regularly relied on for making decisions regarding work, priorities, or conflicts.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	B.  Organizational Skills/Core Competencies
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  Planning
	Planning happens only by chance and is neither systematic nor data-driven.
	Planning is done regularly and systematically, and decisions are based on solid data.
	Planning is a thoughtful and strategic process, done annually and based on strong data, trends, and community needs information. Planning document is key element of program planning and does not simply “sit on the shelf” collecting dust.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
	
	
	

	2.  General Administrative Practices
	Practices are inconsistent or based on out-of-date policies and procedures.  Liability questions are unanswered for both the organization and the Board.  Limited access to legal counsel.  Privacy measures are not in place.  Crisis/emergency management plan is insufficient or does not exist.
	Organizational policies, procedures & administrative practices are current, well-documented and reviewed annually and revised, as needed.  Adequate insurance coverage is in place.  Legal counsel is available as needed.  Crisis/emergency management plan in place but may need updating.  Privacy measures are in place for client records.
	Mission statement is clear, concise, and reflects a precise understanding of the organization’s reason for being; referred to often and articulated by many within the organization.  Mission statement is revisited annually. 

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	3.  Financial Policies and Practices 
	Bills are paid but sometimes late; recordkeeping is available but not easy to understand nor up-to-date.  Gifts, donations, and grants are deposited but not always acknowledged.  IRS and state filings are irregularly submitted and/or overdue.  Annual budget process not necessarily linked to short- or long-range plans.
	Financial activities are clearly recorded and documented, regularly tracked, and compared with annual budget.  IRS and state filings are on time and complete.  Annual budget process linked to strategic plan and organizational goals.
	Strong financial practices and internal controls.  All financial operations fully tracked, reported, and variances noted and explained.  Annual audits reflect sound financial condition. All IRS and state filings are on time and complete.  Annual budget process is a key element of the strategic planning process.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	4. Fundraising & Revenue Generation 
	Generally weak fundraising skills and lack of expertise.  Few internal revenue-generation strategies (e.g., fee for service) are considered.
	Regular fundraising needs are adequately met through internal skills (with external expertise on occasion).  Some internal revenue generation strategies in place or under consideration.
	Highly developed fundraising skills internally that regularly meet organization’s financial obligations.  Creative, “outside the box” ideas are tried with positive results. 

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	C.  Organizational Systems and Infrastructure
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  Technology
	Basic telephone and fax service in place.   Limited use of computers, databases, etc. in day-to-day work of organization.  Limited IT support.  No individual website.
	Well-equipped IT system, especially at the main location. Computers relied on to provide data and support work to be done.  IT support available. Web site available but not routinely updated.
	Well-equipped IT system at the main site and other locations. Software applications allow for maximum staff efficiency, data management, and communication.  IT systems used well and often by staff as an everyday part of their roles.  IT support available.  Comprehensive website in place and regularly maintained.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  


	
	
	

	2.  Facilities and Equipment
	Less than adequate physical infrastructure (facilities, etc.), resulting in loss of effectiveness and efficiency for staff.  Location is inconvenient for large percentage of clients and/or stakeholders. 
	Physical infrastructure is adequate and supports effective work environment.  Some improvements have been identified that would further enhance staff efficiency and effectiveness.  Location is accessible for most constituents and stakeholders.
	Physical infrastructure is tailored to the needs of the organization and support a productive, positive work environment.  Location is accessible for clients, constituents, and stakeholders.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	3.  Knowledge Management 
	No formal systems to capture internal knowledge, files, mailing lists, rosters, or membership lists.
	Well-designed systems in most areas; systems are widely understood and used by staff and key volunteers.
	Well-designed, comprehensive systems to capture, document, and share information with all relevant staff & volunteers.  Systems are widely understood & used by staff and key volunteers.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	D.  Organizational Culture
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  Performance as Shared Value
	Staff are hired, rewarded, and promoted for executing a series of tasks/duties rather than for the impact of those tasks and contribution to the overall mission of the organization.
	Performance contribution is common indicator of success for staff.  Important decisions about the organization are linked to performance and outcomes vs. “means” or tactics.
	Performance contributions are highly valued and widely used in evaluation of staff.  Day-to-day decisions and processes are constantly linked to impact on performance. 

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
	
	
	

	2.  Shared History, References, & Practices
	No major set of common practices and references exist within the organization.
	Common set of references and practices exist within the organization.  Stories are sometimes shared about the organization’s history, heroes, and successes.
	Common set of references and practices exist within the organization & are shared widely by the Board, staff, & volunteers.  Stories are frequently shared & adopted by all & passed on from generation to generation of staff & volunteers.  The organization’s “stories” are shared by many in the community.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	II.  PROGRAM DEVELOPMENT
	
	

	A.  Program and Strategy
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  Overall Strategy and Program of Work; Alignment with Vision, Mission & Values
	Strategy is nonexistent or unclear; program of work is largely a set of “scattered” initiatives seemingly not linked to the vision, mission, and/or values.  Day-to-day decisions about the work to undertake are not influenced by the overall strategy.
	Strategy is in place with links to vision, mission, and values, but it is not fully acted upon.  Most day-to-day decisions are driven by overall strategy and program of work and can be described by most associated with the organization. 
	Clear, specific, compelling, and bold vision, widely understood within the organization and community; consistently used to set priorities and direct actions.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
	
	
	

	2.  Clearly Defined Measures of Program Quality and Success
	Performance measures (targets) are nonexistent or few, vague, and difficult to actually measure or achieve.  Targets are not widely known by staff and do not influence daily decisions.  Little or no recordkeeping to track progress and report results.
	Realistic targets are set for each organizational goal.  They may lack aggressiveness, clarity, or precise measurement but do impact work decisions. Most targets are focused on outcomes, but some are more about “what to do” than “what to accomplish.”  Some goals have milestones but lack of consistency in using them to manage work.  Adequate recordkeeping and reporting of progress.
	Realistic yet genuinely demanding performance measures are set for each organizational goal with clear metrics, timelines, and outcomes clearly linked to vision, mission, and values.  Performance measures have benchmark/milestones built in and staff continually refer to these indicators to measure progress.  Thorough recordkeeping and trends available over time.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	3.   Program Relevance and Integration 
	Core programs and services are vaguely defined and lack alignment with mission and vision.  Core purpose has not changed over the years and there is not community consensus that program still delivers much-needed service.  Programs seem scattered and reactive to current environment and lack integration with overarching goals.
	Core programs and services are defined and most can be linked to the mission and vision.  Core purpose reflects changing community needs yet not all work is aligned with mission and vision.  Some “random acts of service” still exist, with no clear link to overall strategy. 
	All programs and services are well-defined and fully aligned with mission and goals.  All programs and services fully link to one another and all clearly support overall strategy.  Synergies among programs are fully captured.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	4.  Program Growth & Replication 
	No assessment of the possibilities to enhance or “grow” current programs; limited capability to do so even if possibility is identified.
	Occasional assessment of the possibilities to “grow” current program; when judged as appropriate, action taken and increased effort are sustained for a short period of time.
	Frequent assessment of the possibility to “grow” existing programs and, when judged appropriate, action always taken and increased capacity is sustained.  Efficiently and effectively able to expand programs in local community and other geographies.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	5.   New Program Development 
	Very limited assessment of gaps in ability of current program to meet constituent needs.  Linked capacity to develop new programs.  Most of the organization’s program expansion driven simply by new sources of funding.
	Occasional assessment of gaps in ability of current program to meet constituent needs.  Demonstrated ability to modify existing programs and create new programs.  Client input sought for new program ideas.
	Continual assessment of gaps in ability of existing programs to meet constituent needs and adjustments are always made.  Client input plays an integral part of program planning and development.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	6.  Program Evaluation 
	Limited program evaluation strategies in place.  Evaluation, when done at all, is often an afterthought and not an organizational priority.  Evaluation measures are simplistic and may not capture true program impact.  Evaluation results not used in new program development.  Results are infrequently reported to the Board.  
	Program evaluation strategies in place and are a regular part of operations.  Evaluation results are used to make program adjustments but that may not occur on a regular basis.   Evaluation measures are quantitative in nature but attempt to measure the more qualitative aspects of the program, as well.  Results regularly communicated.
	Program decisions are made “with the end in mind” and evaluation measures are clearly defined from the outset.  Program evaluation is a regular part of operations.  Evaluation indicators are high-level, quantitative and qualitative in nature.  Program adjustments are made quickly and easily based on evaluation results.  Evaluation results are regularly communicated to the Board.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	III.  LEADERSHIP DEVELOPMENT
	
	

	A.  Organizational Structure
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  Board Governance
	Board roles and structure not clearly defined.  Board does not pay close attention to program outcomes, financial indicators, or organizational infrastructure issues.  Formal Board policies, bylaws, & committee structure are outdated or non-existent.  Board does not have minimum number of members as specified by bylaws.
	Board roles and structure are defined and the Board operates according to its established policies and bylaws.  Board is somewhat tentative in bold actions, such as hiring/firing the CEO.  Board operates with a full complement of members.  Holds a Board retreat annually. 
	Board roles and structure are clearly defined and all operate within their scope of responsibility.  Board policies and bylaws are proactively reviewed and revised as needed.  Board performs all roles well, from overseeing the financial statements and work program to more dramatic efforts to hire/fire the CEO, adjust executive pay, or change Board composition.    Board retreat held annually.  

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
	
	
	

	2.  Organizational Design
	Organization operates less by design and more by chance.  CEO/Staff roles are not well-defined; organization chart is outdated or nonexistent.  If multiple site locations, those are not well-integrated and function as independent agencies.
	Roles and responsibilities within organization are defined and formalized.  Organizational chart in place but may not reflect current realities.  Multiple sites are somewhat integrated into the overall organizational design.
	Roles and responsibilities of all entities are formalized, clear, and complement each other.  Organizational chart is complete, readily accessible for all to use, and reflects current reality.  Multiple sites are integrated into the overall organizational design.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	3.  Individual Job Design and Clearly Defined Roles & Responsibilities 
	Positions lack connection to the work to be done.  Unclear staff roles and responsibilities with many areas of both overlap and “missing links.”  Job descriptions are out-of-date or nonexistent.  
	Positions match work to be done, in most cases.  Most positions are well-defined, with current job descriptions.  Some unclear accountabilities or “gaps” exist.
	Each position is directly linked to the work to be done.  Accountabilities are clear and reviewed at least annually; work is defined by outcomes expected, not tasks to be done.  Staff frequently initiate discussions about their own job designs and ways to add more value to the organization.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	4.   “Cross-training” and Interdependence among all parts of the Organization 
	Different elements of the organization tend to operate in individual “silos,” with little coordination between activities.  Staff are not well-versed in all dimensions of the organization to “pinch-hit” in case of absences or vacancies.
	All programs and services function together well most of the time, though coordination issues still exist.  Staff have some experience in different aspects of the organization to fill-in when needed.  Some pooling of resources.
	Seamless integration among all programs & services with few coordination issues.  Key staff  are well-versed in all aspects of the organization to support others as needed.  Interdependence & synergy are the norm; “politics” & “hierarchy” are the exception.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	5.    Effective Utilization of Volunteers 
	Work available for volunteers does not necessarily match their time commitment; volunteer “assets” poorly managed by staff.
	Work for volunteers is matched to their personal time commitment.  Volunteers are managed well most of the time & can be counted on to contribute to the organization’s success.
	Work for volunteers is respectful of their available time and skills.  Significantly contribute to the the overall success of the organization.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	B.  Human Resources
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  Board of Directors: Composition
	Board membership has limited diversity as it relates to fields of practice, community stakeholders, gender, ethnicity, physical/mental ability, age, religious/political affiliation, linguistic ability, and sexual orientation.  Many long-standing Board members who have seemingly “lost interest” in the organization are still on the board roster.
	Good diversity among Board members in fields of practice, community stakeholders, gender, ethnicity, physical/mental ability, age, religious/political affiliation, linguistic ability, and sexual orientation. Mix of longstanding & new Board members. Current Board policy defines term limits, composition requirements (if any), & nominating process for new members.
	Board membership is from a broad variety of fields of practice and expertise drawn from the full spectrum of constituencies.  Board member backgrounds include some with content-related expertise and “high-profile” names.  Board policies are all current and define term limits, composition requirements (if any), and nominating process for new members.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
	
	
	

	2.   Board of Directors:  Commitment, Involvement, & Support
	Board members demonstrate low commitment to the organization’s success, vision, and mission; meeting attendance is poor and/or infrequent.  Members are not viewed as the organization’s advocates in the community at large.  Limited participation by Board members in fundraising and/or personal contributions.
	Good commitment to the organization’s success.  Meeting attendance is regular; participation demonstrates thoughtful preparation and useful comments/questions.  Some Board members are involved in fundraising and make personal contributions to the organization.
	Board members exhibit outstanding commitment to the organization’s success and are viewed as strong advocates for the organization.  Board meeting attendance and participation is excellent, including additional participation in subcommittees & other projects.  Nearly all Board members are involved in fundraising & make personal contributions.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	3.  CEO/Executive Director 
	CEO/E.D. has limited skill sets (HR, financial, community relations, etc.) required to lead a successful Community Benefit Organization (CBO).  Passion and vision for the CBO is waning.  Driven largely by the “social aspect” of the organization, yet unable to deliver performance outcomes on a consistent basis.  Views the financial component of the organization as an unfortunate constraint.  Limited visibility in the community.
	CEO/E.D. has solid background in managing a CBO.  Strong commitment and good energy levels; often inspires others to act.  Pays attention to the business aspects of the CBO while consistently delivering measurable outcomes and performance.  Responsive to the needs of staff and the community.  Strong community presence.
	CEO/E.D. consistently and effectively balances social impact and organizational effectiveness.  Manages the complexity of the organization and the community with ease.  Energetic, committed; “lives” the values of the organization.  Establishes successful alliances and partnerships throughout the community.  Inspires others.  Recognized instantly as a community leader and mentor for other emerging CBO leaders.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	4.  Senior Management Team
	Team has limited experience in management, specifically in the CBO sector.  Their skill sets are narrow and they have limited track records of success in this and/or other organizations.  For the most part, they are energetic and committed but seem, at times, “overwhelmed” by the mission of the organization and the work at hand.
	Team has a solid background and experience in management in both for-profit and nonprofit arenas.  They have  good skill sets and track records of success.  They are energetic and committed to the organization and to their own personal growth and development. 
	Team is highly experienced in management in diverse settings.  Skill sets are broad and complementary of one another.  Outstanding track records of success.  Contagiously energetic and committed to the organization and to their own life-long learning.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
	
	
	

	5.   Staff
	Staff are drawn from a narrow range of backgrounds and skill sets.  Limited ability to see beyond their present role and how they might add value to the organization.  Have trouble solving problems without CEO or senior management help.
	Staff  are draw from a good cross-section of backgrounds and skill sets.  Most are highly committed and energetic.  Some ability to initiate new ideas and solve problems and rely on senior staff only if they are “stuck.”  Willing to assume new responsibilities as needed.  
	Staff are drawn from very diverse backgrounds and are extraordinarily competent.  Most staff can operate in multiple roles and truly demonstrate a “can-do” attitude.  Staff are frequently the source of new ideas for innovation and improvement. 

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:
	
	
	

	6.  Volunteers 
	Few active volunteers support the organization; limited capabilities and inconsistent commitment; generally unreliable.  Little interaction with staff.  Infrequently recognized for their contributions. 
	Adequate number of volunteers; good abilities, mostly reliable, some long-standing volunteers; group is generally loyal to the organization.  Work well with staff.  Volunteer efforts are recognized at least once a year.
	Extremely capable group of individuals who are fiercely loyal to the organization with strong skill sets.  Often work without direct supervision from staff; often go the “extra mile.”  Volunteer efforts are celebrated in both formal & informal ways.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	7.  Human Resources Infrastructure 
	HR infrastructure, including the following, is minimal & some components are outdated or nonexistent:
· Policies, procedures and legal requirements

· Compensation and benefits

· Hiring, recruiting, and retention strategies

· Orientation for new Board members, staff, & volunteers

· Performance evaluation process for CEO and staff

· Employee and volunteer recognition strategies

· Professional growth plans and learning opportunities

· Strong, internal communication
	HR infrastructure is adequate.
	HR infrastructure is exceptionally thorough, proactive, and current.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:


	
	
	

	IV.  COLLABORATION AND COMMUNITY ENAGEMENT
	
	

	D.  Organizational Structure
	1

Clear need for increased capacity
	2

Basic/Moderate level of capacity in place
	3

High level of capacity in place

	1.  External Relationship Building, Management, & Communication
	Organization’s presence in the community is not widely recognized; few community leaders are constructively involved in the organization.  Limited use (or access to) PR, marketing, or communication strategies.  Limited strategic alliances or collaboration with other community groups.  Lack of relationships with key policy makers. 
	Organization takes advantage of PR opportunities when presented.  Internal expertise in PR and marketing skills and capacity is adequate to access external resources when needed.  Involved in several partnerships with other community groups.  Good relations with key policy makers.
	Organization fully aware of the power of PR/marketing activities and actively engages in them through Board and staff.  Strong internal PR/marketing skills and ready access to external expertise.  Strong alliances with other community groups to leverage impact.  Excellent relationships with key policy makers, including frequent contact.

	Rating (1, 3, or 5): ____ 
	
	
	

	Comments:  
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