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Why a Toolkit?
Are you responsible for leading your community
organization to deliver on its mission and vision to the
community? Is it your goal to ensure that the organization is
sustainable for years to come? Are you a Board member or
the Executive Director or a staff member of a community
organization? Then this book is for you.

Community organizations need practical tools to assist in
the planning, governing and managing of their operations.
This book has been designed to respond to this need. 

The contents of this book or toolkit are based on real life
experience. It converts learning gained through the
completion of numerous governance and operational
reviews of community organizations into guidance, ideas,
tools, and thoughts for you to use as a foundation to
develop better practices, or to use as a constructive
challenge of your organization’s current practices. 

The focus of the toolkit is on creating organizational health.
The contents are intended to assist in putting in place sound
governing and operating fundamentals. 

The toolkit is designed to help organizations which have
annual budgets of $1 million or less. It is difficult to write a
book that provides answers or tips to a wide range of
community organizations, so please accept that you will
need to interpret the material to best suit your organization.

The areas of Governance, Business Planning, and Financial
Management are given prominence in this body of work as
these are the areas that we learned are consistently in need
of the greatest amount of attention and improvement. 

Good governance and effective business planning are
absolutely critical to organizational success. These areas do
not typically cost a lot to do well but if they are not done
well, they can ruin the organization. Therefore, make
governance and business planning priorities for your
organization. Once these are done right, you can tackle the
other areas in any order of priority.

The toolkit is written in an informal style. We have tried to
tune down the buzz words and the business terms. The
material attempts to answer specific questions that we
believe many of you have or will encounter. Please don’t
expect all your questions to be answered. There are unique
situations that could not be anticipated or addressed in a
short focused document. 

Here is an introduction to each chapter.

• Governance Framework – Boards of Directors are an
essential element in the not for profit world. The Board
represents the community and provides guidance so the
organization stays true to its mission and mandate. The
Board is the body accountable to the community for the
organization’s use of funds and the fulfilment of its
mandate. This chapter attempts to help Boards and the
Directors on those Boards understand what their duties
are and how to fulfill these duties. 

• Business Planning – Business planning helps
organizations identify what they are going to do and how
they are going to do it. It helps provide direction, chart
courses, and signify when we achieve results. This
chapter provides guidance on doing visionary thinking
through strategic planning and organizing through
annual planning to make progress to achieve the vision. 

• Financial Management – All organizations needs to be
financially healthy in order to have a long term future.
Finances need to be monitored actively not reviewed just
once a year and not just with backward looking
information. Forward looking financial information is
critical. Good financial management will assist the
organization in operating within its means. A financially
healthy organization can expand its offering and maybe
take a bit of a risk in trying new ideas. This chapter will
give you ideas on how to monitor your organization’s
finances. 

Organizational Effectiveness Toolkit for Community Organizations

What are the Contents of 
this Toolkit?

The toolkit contains chapters on the following 
subjects that provide for success in fulfilling your
organization’s mission:

• Governance Framework

• Business Planning

• Financial Management

• Marketing and Promotion

• Program Delivery

• Human Resources

• Stakeholder Relations.

INTRODUCTION
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• Marketing and Promotion – Marketing is getting the
word out so that people who will use or need your
services know about it. Marketing is more than
advertising. This chapter outlines what a marketing
program includes and also emphasizes the importance of
getting feedback from those who use the organization’s
services and even those who don’t but who could be
potential customers. There is also a discussion on setting
prices as part of your marketing strategy.

• Program Delivery – Program Delivery will be different
for each organization depending on what you are
offering to the community – it could be community
health services, amateur theatre, historical preservation.
We emphasize the need to consider various factors in
deciding whether to start a new program or to terminate
an existing program. Factors to consider include
alignment with mission, customer satisfaction,
stakeholder satisfaction, awareness building, and
financial contribution. 

• Human Resources – An organization is a reflection of its
people. In our community organizations we need to
ensure that we have practices that look after our staff and
our volunteers. Volunteers are a priceless resource and
need to be appreciated and engaged. The staff need to be
respected and included in the decisions and processes of
the organization. This chapter will provide some basic
guidance in the area of treating the people of the
organization well.

• Stakeholder Relations – It is important to know who the
organization’s stakeholders are, and ensure that we are
communicating with them and listening to them.
Stakeholders will include customers/patients/clients,
funders, donors, employees, and volunteers. The
stakeholders need to know that the organization is
meeting its mandate. Also where donations are provided
to the organization, extra care needs to be taken to make
sure that the donated money is used for the purpose they
were raised. 

Are Words Important? 
This toolkit uses certain wording but the words can be
interchanged with similar ones: 

• Executive Director – also refers to Chief Executive
Officer, General Manager

• Chair of the Board – also refers to President of the Board

• Customer – client, patron, member

• Product – programs, services

• Market – needs assessment

• Stakeholder – includes customers/patrons/patients/
clients, funders, donors (individuals, corporations,
foundations), employees, volunteers.

Introduction

How Do You Use the Contents?

At the end of each chapter, we provide a summary of
the chapter through a list of hints for success and a self-
assessment checklist. We provide a recommendation on
who should complete the checklist as well as suggested
responses depending on your answer to each question. 

This is a book that should remain at your finger tips as a
reference tool. When you are focusing on a specific area
during the year or when challenges are being
encountered, read the specific chapter and look for the
ideas that will help. The Board and the Executive
Director might even do all of the self-assessments over
the course of a year for continuous improvement or to
draw out emerging issues. 
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Why is a Board of Directors important?
The Board of Directors is the governing body for the
organization and the effectiveness of the Board is an
important contributor to organizational effectiveness. The
Board is the body that is responsible for what the
organization does, and how the organization does it.
Stakeholders hold the Board accountable for the
performance of the organization. 

The Board represents the stakeholders and provides the
mechanism to oversee that the organization’s mandate is
being honoured and achieved by the activities of the
organization. The Board supervises management and holds
them accountable for their actions to ensure they are in the
best interests of the organization’s long term sustainability.
The Board is entrusted with the assets of the organization
and has a duty to steward those assets. 

Governance structure refers to the Board and the Board
Committees, while governance encompasses the structure,
processes and information used by the Board. Effective
governance is an essential element in the safe and sound
functioning of an organization. 

What does the Board do?
The Board:

✔ Sets the mission, vision and success factors for the
organization

✔ Provides oversight of organizational activities for
alignment with mandate

✔ Is a steward for the organization’s resources

✔ Organizes resources for the organization to deliver on 
its mission

✔ Represents the community to the organization

✔ Provides for accountability to the stakeholders.

Exhibit I contains an extract from the terms of reference for a
Board of Directors and shows the types of general activities
under two of the categories of duties. Full terms of reference
can be found at the end of this chapter.

Organizational Effectiveness Toolkit for Community Organizations

Introduction

This section answers the following questions:

? Why is a Board of Directors important

? What does the Board do

? What style of Board do we need

? Where do we get Board Members

? How does the Board get its job done

? Who does the Board report to and 
how does it do that

And it concludes with hints for success in governance
and a self-assessment checklist.

GOVERNANCE FRAMEWORK

We generally categorize the conduct
of these responsibilities in six
primary areas:

1. Setting and monitoring strategic and 
business planning

2. Appointing and overseeing management

3. Communicating with stakeholders

4. Overseeing risk management

5. Overseeing corporate controls and information
systems

6. Establishing and maintaining effective 
governance practices. 
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The Board of Directors has the authority and obligation to protect and enhance the assets of the organization in the interest of the
stakeholders and is responsible for overseeing the Executive Director. Although Directors may be elected by the stakeholders to
bring special expertise or points of view, they are not chosen to represent a particular constituency. The Directors are solely
accountable to the organization in their capacity as a Director. 

Duties of the Board
The Board operates by delegating certain of its responsibilities to management and reserving certain powers to itself. The Board’s
principal duties fall into six main categories

1. Adoption and monitoring of strategic and business planning processes and plans 

2. Appointing, monitoring and compensating senior management 

3. Effective communication with stakeholders

4. Overseeing management of enterprise risk 

5. Integrity of corporate internal control and management information systems

6. Establishing and maintaining effective governance practices

Each of these duties creates the specific oversight responsibilities, described below.

Strategic and Business Planning
• The Board is responsible for developing and approving the mission, vision, and values of the organization, as well as its goals

and the strategies by which it will reach those goals. 

• The Board is responsible for ensuring congruence and compatibility between stakeholder expectations, organization plans, and
management performance. 

• The Board is responsible for monitoring the organization’s progress towards its goals, revising and altering direction in light of
changing circumstances, and taking action when performance falls short of its goals or special circumstance warrant such action. 

• The Board must approve the annual business plan and financial budget and any major changes thereto; and significant capital
expenditures and corporate decisions. 

Appointing, Monitoring and Compensating the Executive Director
• The Board reviews and approves the organizational structure and officer positions.

• The Board ensures competent persons with high integrity are appointed and supervised. 

• The Board assesses the Executive Director’s performance against objectives established by the Board in co-operation with the
Executive Director and assesses his or her contribution to the achievement of the corporate strategy. 

• The Board ensures that programs are in place to develop management and also provides for the orderly succession of
management.

• The Board sets the compensation philosophy for the organization. It ensures that the compensation for the Executive Director
and senior management is appropriate in relation to the organizational needs and sector comparables.

See page 13 for full terms of reference

Governance Framework

EXHIBIT I - BOARD OF DIRECTORS – EXTRACT OF THE TERMS OF REFERENCE
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What style of Board do we need?
In smaller organizations the Board might have a hands-on
style. In this style the Board or individual Directors take on
tasks in the operations of the organization since resources
are limited and the organization is not able to hire staff to
carry out all the duties that need to be conducted. If this is
the case there should be a clear understanding when an
individual Director is acting as a volunteer staff person
doing a task for the organization rather than performing a
governing role. An individual Director as a volunteer staff
person reports to the Executive Director, but when an
individual Director is performing a governing role, the
Director reports to the Chair of the Board.

In a larger organization, the Board may follow a governing
policy style. In this style the Board approves the strategy
and objectives and sets policy for the staff to operate within.
The Board oversees management and holds them
accountable to work within the policies and to meet the
organization’s strategic plan and business plan. The Board
governs the organization while the staff manages it. 

Of course, there will be circumstances where you have a
combination of these two main styles. The Board may be
primarily a policy style Board but in a particular area of
speciality (e.g. raising funds), the Board may have a hands-
on role.

Where do we get Board members?
We have covered the two main styles of Boards and 
what the Board does. Now let’s look at where we get 
Board members.

People need to be recruited to take on the job as a Director.
In recruiting Directors, organizations should look for the
following characteristics in persons being considered:

✔ Passion for the organization and its mission

✔ Ability to effectively contribute to the Board style 

✔ Ability to contribute personal resources, like knowledge,
time, money, personal contacts

✔ Ability to effectively represent interests and concerns 
of stakeholders

✔ Ability to effectively represent the organization. 

Director recruiting techniques are very similar to techniques
used to recruit staff. You can use word of mouth, referrals
from friends of the organization, and advertising. 

It is important to have two items in place before recruiting
someone to the Board:

1. Be clear what the organization needs from a new Director

2. Have a clear process for deciding whether to invite the
person to join the Board.

WHAT THE ORGANIZATION NEEDS

Above we noted five characteristics of persons that you
should consider before recruiting them. In addition to these
five characteristics, you also need to think about what the
organization needs to add to its Board. The Board is a team
of people so think about what the Board team needs in
order to do its job better. For example is diversity important
such as culture, age, gender? What about specific subject
matter knowledge like law or does the organization already
hire someone to do that work for it – then don’t duplicate
that talent. What about someone who knows how to raise
funds or organize events? What about someone who has
connections to a particular constituency?

A common mistake made is having current Directors recruit
from their own networks. Often this results in the Board
having too many people of the same skills or same
perspectives. Depending on the organization, generally
diversity of thinking and skills is important to contribute to
the progress of the organization. 

PROCESS OF RECRUITING 

Adding a new person to the Board takes the same due
diligence as adding a new staff member to the organization.
It is important to go through an interview process to see if
the person will meet the needs of the organization and to
determine if the person’s personality and style will mesh
with the other Directors. 

A recruiting and nomination process should be followed
and can involve something like the outline provided in
Exhibit II.

Organizational Effectiveness Toolkit for Community Organizations
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Step One - Introduction: Letter and application package mailed to interested individual. The package includes the Director
application form, information on the organization, and an outline of the expectations of a Board member including membership
criteria and financial support to the organization. The interested person is asked to return the completed application form before
any further steps in the process.

Step Two - Vetting: A member of the Board known as the Nominations Director reviews the applications and compares the skill
sets and experience of the person to that which the organization needs (or a Nominating Committee does this work). The people
who meet the Board needs proceed to step three. If a person does not meet certain requirements, the Nominations Director
considers if there is another role for the individual within the organization (e.g. task volunteer). Those who do not meet the Board’s
needs are sent a thank you letter for their interest and who to contact for other volunteer opportunities. 

Step Three - Contact: The Nominations Director contacts the candidates to arrange an information briefing and an interview with
the Executive Director and Chair of the Board. During the interview with the Executive Director, the focus will be on the person’s fit
with the mission of the organization, and the Chair will interview for fit with the Board, the operating style of the Board, and
expectations of Board members. After the information briefing and interviews, the Nominations Director, Board Chair, and Executive
Director discuss the fit of the candidate for the Board and the organization. This group makes its recommendations to the Board.

Step Four - Decision: The Nominations Director reports on the recruiting activity to the Board and provides recommendations
on the candidates who should be invited to stand for election by the membership. 

Step Five - Confirmation: The Nominations Director contacts the interested candidates and shares the decision regarding
election to the Board or not. For those recommended, the Nominations Director invites them to attend the Annual General Meeting.
The Nominations Director prepares the slate for the membership vote at the Annual General Meeting. 

Governance Framework

EXHIBIT II - RECRUITING AND NOMINATING

How does the Board get its job done?
In the information above, we discussed the importance of
recruiting the right people to the Board in order to get the
Board’s work done in the right way. In addition to the
people, the Board needs to have effective structure and
practices to ensure that it fulfills its duties. 

STRUCTURE OF THE BOARD

Effective structure of the Board provides for clarity and
understanding of duties, and keeping governance
responsibilities up to date. This covers the following: 

✔ clear responsibilities for the Board

A clear role description for the Board is necessary to
provide for an understanding of duties. The
responsibilities of the Board need to be consistent with
the mandate of the organization and not overlap those of
the Executive Director. The Board’s role description
should clearly state what the Board delegates to the
Executive Director. For example a policy Board will state

that the Board delegates management responsibility for
the organization to the Executive Director. Duties of the
Board should include active participation in the planning
process; reporting to stakeholders; ensuring effective
management is in place; and stewardship of the
organization. An example Board of Directors Terms of
Reference is provided in Exhibit I and an example
Director Role Description is provided in Exhibit III at the
end of this chapter. 

✔ clear responsibilities for officers of the Board 

Clear role descriptions are needed for the Chair of the
Board (see Exhibit IV at the end of this chapter), Vice
Chair of the Board and Chairs of Committees. This will
help these people understand what is expected of them
when they are in these positions. 
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✔ appropriate committees of the Board with clear terms 
of reference

As a general principle, fewer Board Committees are
better than more. Setting out clearly on paper what the
responsibilities of the Committee are will assist the
Committees in understanding what is expected of them
and knowing what the committee’s authority is. The
purpose of a Board Committee is to establish a smaller
group of directors to discuss issues or perform activities
and give recommendations to the Board on action to take.

✔ appropriate size of Board

The size of the Board should be set at a number which
permits for the necessary skills to be represented while
allowing for efficiency in Board operations. An effective
size is generally 9 to 12 people.

✔ established process for the conduct, frequency,
preparation, and recording of meetings

It is important to set out how meetings will be conducted,
how often meetings will be held, who is responsible 
for calling and organizing meetings, who and what
information will be provided to Directors for preparation
before attendance at meetings, and record keeping for
meetings which captures the conduct of the meeting 
and decisions made. 

✔ appropriate terms and length of office

An effective Board needs some of the Directors to
continue over a period of years to provide knowledge of
the organization’s past while also having planned
turnover of a portion of the Directors to ensure there is
Board renewal and progress. It is good practice to
establish the maximum number of years that a person
can serve on the Board and a maximum number of years
that any one person can serve in an officer position. Not
only does this provide for Board renewal and progress, it
also assists organizations in being able to handle change.

✔ ensure that governing documents (e.g. bylaws and
policies) are reviewed periodically to ensure that the
organization and the Board stays attuned to the needs
of the stakeholders

Periodically the Board needs to ensure that the Board’s
practices and those of the organization are reviewed and
reconsidered to determine if the organization is staying
relevant to changes in the evolution of the community
and stakeholders. Also, the Board needs to ensure that the
Board itself is evolving as the organization evolves.

Organizational Effectiveness Toolkit for Community Organizations

Board Practices
The Board practices are the way the Board gets things done.
Practices need to be established, maintained and performed
properly, and then updated from time to time. Below is a listing
of some practices that a Board should have in place.

• Set desired attributes, skills and experience to be
represented on the Board to enable the Board‘s ability to
fulfill its responsibilities.

• Have a process to identify and recruit capable individuals
from the community to be Directors.

• Have an orientation program for new Directors to educate
them on the organization, its mandate, its mission, strategic
plan, and operations as well as the role and responsibilities
of the Board and of a Director. 

• Provide ongoing training and information for the Board
members on items such as changes to operations, changes
in the business environment, stakeholder needs, etc.

• Have a process for developing and updating Board level
policies and ensure that policies exist in the areas of human
resources, finances, programming, and code of conduct. 

• Ensure that the information needs of the Board are clear and
that management provides proper information for the
Board’s decision-making. Ensure the Board receives
information to assess the performance of the organization
and its relations with key stakeholders.

• Ensure all Directors are fully engaged in the responsibilities
of the Board. This involves each Director attending 
meetings and contributing by expressing opinions and 
voting on decisions. 

• Ensure there are clear guidelines for the termination of
Directors who are not performing to the expectations of 
the organization and fellow Board members.

• Ensure the Board conducts an assessment of its
performance periodically and sets out specific actions 
to be taken to improve on areas identified as being 
weak in execution. 

• Ensure there is a clear process for the annual performance
review of the Executive Director. If practical, the review should
consider multiple dimensions such as feedback from
stakeholders, perception of the community, and staff views on
the Executive Director’s operational and human resources
style. The performance appraisal process for other staff is
the responsibility of the Executive Director. 

• The Board ensures that there is a succession plan in 
place for the senior staff. 
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Who does the Board report to and how does it
do that?
The Board is responsible to the organization which in turn is
responsible to its stakeholders. The Board is elected by the
members but in conducting its responsibilities, needs to
ensure that the best long term interests of the organization
are considered when making decisions. The Board is
generally not responsible to any one constituency and
individual Directors are not responsible to individual
constituents. A Director may be nominated or elected by a
particular constituent but once in place, the Director is
accountable to the organization as a whole. 

The organization needs to identify who its stakeholders are.
For many in the not for profit sector, we often identify the
community as a stakeholder. If there is funding from tax
dollars, the government may be a stakeholder, funders are
stakeholders, and those who benefit from the work of the
organization are stakeholders (e.g. patients, patrons). It is
important to ensure that the stakeholders are properly
identified in relation to the mission and mandate of the
organization as this is the context in which strategic
planning and operations need to be conducted.

The Board must identify the best method for
communicating with the organization’s stakeholders and
what should be communicated. Annually the organization
should provide a report that summarizes the stewardship of
the organization over the year and the notable achievements
on the strategic plan and business plan. 

The Board needs to be held accountable for its actions and
that accountability is in the hands of the stakeholders. A
responsible Board needs to ensure that sufficient
information is provided to enable the stakeholders to assess
the Board’s performance and fulfillment of its accountability.

It is important to strive for an effective and value added
Board of Directors. An organization needs more than a
composition of people called Directors who come together
periodically. Good governance can provide for
organizational success while poor governance will cause
organizational failure.

An effective Board of Directors is one which seeks to
perform its duties using good governance practices. Boards
need to evolve and change with the times as do
organizations and senior management staff. Periodically a
Board should seek an evaluation of its performance to
ensure that it is performing an effective service to the
organization. 

Governance Self-Assessment Checklist
Now that you have read this chapter, try the following: 

• Give a copy of the following checklist to each Board
member and the Executive Director and have them
complete it individually 

• Ask the Board members and Executive Director to bring
their completed self assessment to the next Board
meeting

• At the Board meeting, discuss your individual self-
assessments and identify areas where the consensus
answer is NO. 

Governance Framework

HINTS for Success in Governance

Following are some practices to have in place to support
good governance:
• Ensure there are clear roles and responsibilities 

for the Board
• Have the right composition of people on the Board
• Provide Board orientation and ongoing 

Board development
• Ensure Board members are engaged in the 

Board’s work
• Have effective structure to conduct the Board’s work 
• Ensure there are effective processes for the Board 

to make decisions
• Ensure there is a process for assessing the 

Board’s performance
• Have a clear process for an annual assessment 

of the Executive Director
• The Board sets policies to provide framework 

within which the organization is managed
• The Board sets the tone for the desired culture 

of the organization

• The Board understands the principal risks of 
the organization

• The Board ensures effective communication with
stakeholders and accountability for the stewardship
of the organization. 
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Governance Self Assessment Checklist

If the consensus is that the Board scores NO on eight or more of these questions, the Board needs to take time to look at
what it is doing and identify how to restructure and refocus to be effective. Your Board may need outside help to make
change. If the consensus is that there are only two or three questions where the answer is NO, take action to follow the
suggested response for those particular items.

Question Yes No Response
Is the Board clear on its role? If no, as a group, review the Board’s mandate.

Is the Board spending sufficient time on strategy? If no, review the Board’s mandate and meeting agendas.

Does the Board have a unified view of the mission and
future of the organization?

If no, have a retreat to focus it.

Is the Board informed of internal and external risks facing
the organization?

If no, the Executive Director needs to brief the Board - 
do it annually.

Does the Board get timely and complete information on
which to base sound decisions?

If no, set timelines for when material will be delivered.

Does the Board govern and let the Executive 
Director manage?

If no, review the Board’s mandate and Executive 
Director’s mandate.

Does the Board provide performance feedback to the
Executive Director at least annually?

If no, make it the job of the Board Chair to facilitate.

Is there respectful and challenging discussions when
establishing policies and reaching decisions?

If no, discuss if the Board is receiving the right information.

Are Board meetings effective? If no, review the subject matter and the processes.

Does the composition of the Board adequately represent
the stakeholders? 

If no, review what interest or perspective is missing.

Are there sound practices for the Board’s operations? If no, review what practices are absent and create such.

Are there Board Committees to focus on subjects such as
Governance, Audit, and Service Delivery?

If no, consider what Board Committees would be useful.

Are there ongoing learning opportunities for the Board to
stay current with changes in the sector?

If no, provide processes for updates.

Does the Board ensure an annual accountability report is
provided to the stakeholders?

If no, identify information that stakeholders should know and
present it openly and timely.

Does each Director contribute effectively, without 
self-interest and conflict?

If no, Board Chair to provide feedback to 
individual Directors.

Are Directors certain that resources are used effectively
and only for furthering the mission?

If no, decide what information the Board needs to know this.

Are Directors well prepared for Board and Board 
Committee meetings?

If no, send material earlier. Ensure Directors know 
their duty.

Is there a respectful relationship between the Board and the
Executive Director?

If no, determine why and take appropriate action.

Does the Board evaluate its performance periodically? If no, develop a self-assessment or be assessed by an
outside party.
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Introduction
The Board will hold Directors accountable for fulfilling the expectations outlined in this role description. 

A Director must be a person with ability, experience, judgment and integrity consistent with the needs of the organization. A Director
must ensure he or she is in compliance with all governmental requirements including those set by the organization’s regulators. A
Director’s duty is to protect the assets of the organization, honour the rights of the employees, stakeholders and creditors, and
ensure financial health of the organization. 

Standard of Care
Every Director, in discharging his or her duties, must exercise the care, diligence and skill that a reasonably prudent person would
exercise in comparable circumstances. The determination of whether a Director failed to meet the minimum standard of care will
depend on the fact of each individual situation. 

The following is a non-exhaustive list of actions that should be taken by Directors in discharging their duties:

• Directors are not to delegate decisions or powers to management that should remain with the Directors; 

• Directors are to attend all Directors’ meetings. (Directors who do not attend Directors’ meetings will be deemed to have
consented to the resolutions passed at those meetings, unless dissenting notices are sent out as provided by the Act);

• Directors are to prepare adequately for each Board and Committee meeting which they attend. This includes reading the
material, analyzing the information, and conducting independent research if necessary to better understand the material;

• Directors are to make reasonable enquiries about information provided to them by management to ensure that the information
provided is correct;

• Directors are to stay informed of the business and regulatory environment in general and in particular the events occurring in
the sector in which the organization operates;

• Directors are to read critical documents issued by the organization to stakeholders;

• Directors should utilize the organization’s products and services;

• Directors must comply with the organization’s conflict of interest and code of conduct;

• Directors are to take time to educate themselves on their governance duties and sound governance practices.

• Directors are to participate on and contribute to at least one Board Committee.

Fiduciary Responsibilities
The Director, in discharging his or her duties, must act:

• honestly and in good faith 

• with a view to the best interests of the organization

• with the care, diligence and skill of a reasonably prudent person

• on behalf of and for the benefit of the organization.

The Director has a fiduciary duty to the organization. This duty recognizes that Directors are in a position of trust over the actions
of the organization and can engage in activities that can harm the organization. The Director is responsible to act for another’s
benefit, rather than for him or herself. In this regard, Directors will be prohibited from: 

Governance Framework

EXHIBIT III - DIRECTOR – EXAMPLE ROLE DESCRIPTION
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• Engaging in activities that put their personal interests in conflict with the best interests of the organization;

• Engaging in activities that would provide the Director, or others, with a direct benefit that should have been earned by the
organization; 

• Failing to act in a situation where action would be in the best interests of the organization; 

• Taking an opportunity for personal profit that the organization either could have obtained for itself or that it was actively seeking. 

Authority
As an individual Director, the individual has no specific authority, but only has authority as a part of the Board of Directors. 
A Director cannot unilaterally operate, give direction to management, or authorize transactions unless specific authority has been
delegated by the Board and is properly transacted.

When a motion has been decided by proper decision making protocol of the Board, every Director is expected to support the
decision. If the Director is strongly opposed to the decision of the Board and cannot agree to support the decision, the individual
should resign from the Board.

Ongoing Learning
Every Director of the organization is required to invest time to pursue ongoing learning to better equip themselves in conducting
their duties and making effective decisions.

Director Evaluation
Each Director agrees to being annually evaluated on their performance as a director. Results of the evaluation will be communicated
by the Chair of the Board. Where the evaluation results identify that the Board member is not operating at a satisfactory level, a
development program will be initiated or the Director may be terminated from the Board.

Agreed to by:
NAME OF DIRECTOR

Organizational Effectiveness Toolkit for Community Organizations
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Role
The role of the Chair of the Board is to provide leadership to the Board to ensure the Board performs its duties to the organization. The Chair is accountable
to the Board and the organization. The Chair must fulfill the expectations of a Director as set out in the role description for a Director and has the following
additional duties.

Board Operations
• Set Board agendas, effectively chair Board meetings, including: encouraging participation and the free flow of ideas; ensuring appropriate material is

distributed in advance; ensuring meetings are conducted in a timely and orderly fashion; and promoting a spirit of collegiality where tough questioning and
discussion is encouraged.

• Ensure all delegated Board Committee functions are followed through with feedback to the Board.

• Ensure there are sufficient opportunities for Directors to meet in the absence of management.

• Act as the Board’s representative when communications are required with external parties including the media.

• Serve as liaison between the Board and Chairs of Board Committees, and liaison between the Board and the Executive Director. 

• Ensure annual accountability reporting on the performance of the Board is provided to the stakeholders.

• Chair annual general meetings and, with the Executive Director, provide a summary of the organization’s performance on the strategies of the organization
and financial results.

• Approve the expenses of Directors.

Board Effectiveness
• Ensure the Board’s responsibilities are clear to the Board, and the boundaries between Board and Management responsibilities are clearly communicated,

understood and respected by both Board and Management.

• Ensure the Board works as a well-organized and unified team, while providing the leadership and direction necessary to achieve this.

• Ensure the Board has sufficient resources, specifically, timely and pertinent information to support its decision-making requirements.

• Ensure there are procedures to monitor legislation and best practices relating to Board responsibilities.

• Ensure the Board represents and protects the interests of the organization.

• Be available to individual Board members for questions, counsel, and discussions relating to the organization.

Management Performance and Succession
• Act in a mentoring and advisory capacity to the Executive Director.

• Direct the annual assessment of corporate performance.

• Lead the conduct of the annual Executive Director evaluation.

• Approve and monitor the Executive Director’s expense reports.

Board Evaluation/Selection/Succession
• Together with the Governance Committee, ensure an annual evaluation of the performance of the Board as a whole, the Board committees and the

contribution of individual Directors.

• Provide feedback annually to each Director on their performance on the Board.

• Together with the Governance Committee, review nominees to the Board to ensure they meet the requirements outlined in the Director Qualification
document.

• Ensure there is a process for new Board members to receive orientation on the business and structure of the organization, as well as the duties and
responsibilities of Board members.

• Together with the Governance Committee, facilitate Board succession planning.

Governance Framework

EXHIBIT IV - BOARD CHAIR – EXAMPLE STATEMENT OF RESPONSIBILITIES
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The Board of Directors has the authority and obligation to protect and enhance the assets of the organization in the interest of the stakeholders and is
responsible for overseeing the Executive Director. Although Directors may be elected by the stakeholders to bring special expertise or points of view, they are
not chosen to represent a particular constituency. The Directors are solely accountable to the organization in their capacity as a Director. 

Duties of the Board
The Board operates by delegating certain of its responsibilities to management and reserving certain powers to itself. The Board’s principal duties fall into six
main categories

1. Adoption and monitoring of strategic and business planning processes and plans; 

2. Appointing, monitoring and compensating senior management; 

3. Effective communication with stakeholders;

4. Overseeing management of enterprise risk; 

5. Integrity of corporate internal control and management information systems;

6. Establishing and maintaining effective governance practices.

Each of these duties creates the specific oversight responsibilities, described below.

Strategic and Business Planning
• The Board is responsible for developing and approving the mission, vision, and values of the organization, as well as its goals and the strategies by which

it will reach those goals. 

• The Board is responsible for ensuring congruence and compatibility between stakeholder expectations, organization plans, and management performance. 

• The Board is responsible for monitoring the organization’s progress towards its goals, revising and altering direction in light of changing circumstances,
and taking action when performance falls short of its goals or special circumstance warrant such action. 

• The Board must approve the annual business plan and financial budget and any major changes thereto; and significant capital expenditures and corporate
decisions. 

Appointing, Monitoring and Compensating the Executive Director
• The Board reviews and approves the organizational structure and officer positions.

• The Board ensures competent persons with high integrity are appointed and supervised. 

• The Board assesses the Executive Director’s performance against objectives established by the Board in co-operation with the Executive Director and
assesses his or her contribution to the achievement of the corporate strategy. 

• The Board ensures that programs are in place to develop management and also provides for the orderly succession of management.

• The Board sets the compensation philosophy for the organization. It ensures that the compensation for the Executive Director and senior management is
appropriate in relation to the organizational needs and sector comparables.

Communications with Stakeholders
• The Board ensures that the organization has policy and processes to provide for effective communication with its stakeholders. 

• The Board is responsible for ensuring that the financial performance of the organization is reported to the stakeholders on a timely, regular and
accurate basis.

• The Board is responsible for timely reporting to the stakeholders of any developments that have a significant and material impact on the value of the
organization’s assets.

• The Board is responsible for reporting annually on its stewardship for the preceding year. 

Organizational Effectiveness Toolkit for Community Organizations
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Oversee Risk Management 
• The Board must understand the principal risks of the business in which the organization is engaged and strive to achieve a proper balance between risks

incurred and potential returns. 

• The Board must ensure that there are policies and systems to establish an effective risk framework, and monitor and manage the risks with a view to the
long-term viability of the organization.

• The Board must ensure that there are processes to ensure that the duties of the Directors as stipulated in various Acts are understood and executed.

Integrity of Corporate Internal Control and Management Information Systems
• The Board is responsible for approving and monitoring compliance with all significant policies and procedures by which the organization is operated. 

• The Board is responsible for ensuring that the organization operates at all times within applicable laws and regulations, and to ethical and moral
standards. 

• The Board is responsible for ensuring control and information systems are in place to ensure the effective discharge of the organization’s mandate. 

Governance Practices
• The Board is responsible for ensuring its own effectiveness. This includes ensuring proper understanding of duties, responsibilities of individual directors,

the Board as a whole and each committee, and that independent judgment is exercised in decisions at the Board table. 

• The Board is responsible for ensuring its own succession, training and development, including the establishment of criteria for selection of Directors,
access to effective orientation programs, and ongoing training and development initiatives.

Specific Functions
In addition to the broad duties set out above, the Board has other specific duties. These duties are outlined in the policies of the Board and are taken from
regulations and legislation and other pertinent guidelines. Other specific functions are as follows:

• Call stakeholder meetings as required; 

• Oversee the business and affairs of the organization; 

• Ensure compliance with the organization’s articles and bylaws, 

• Elect Board Officers, appoint management Officers in conjunction with the Executive Director; 

• Receive reports from the Executive Director on operations and strategies and financial results;

• Receive reports from management as to compliance with various regulatory requirements

• Authorize Executive Director to appoint employees to various positions and to fix their salaries 

• Establish the authorities of the Executive Director;

• Review compliance of the Executive Director’s actions within requirements of Board policies; 

• Make bylaws; and transact any other business; 

• Appoint the External Auditor, fix Auditor’s remuneration, and receive reports from the auditor; 

• Ensure the External Auditor is provided full information and full cooperation;

• Approve the financial statements of the organization;

• Execute specific duties as articulated in governing policies set by the Board.

Reliance on Management 
The Board can expect: 

• Management will report all material information about the organization to the Board;

• Management will not act outside of their authority;

• Management will provide timely, complete and accurate information to permit the Board to make effective decisions, enable it to properly monitor the
operations, and monitor compliance to policies and legislation.

Organizational Effectiveness Toolkit for Community Organizations
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Why is Business Planning important?
Business planning has a number of benefits for an
organization. If done well, planning will: 

✔ Focus the energy of our staff and volunteers so we are all
pulling in the same direction

✔ Ensure everyone understands the organization’s mission,
vision and values

✔ Identify the real opportunities that we have before us

✔ Identify the obstacles that could distract us or put us off
course

✔ Assess the organization’s real strengths for what we can
really do

✔ Identify the organization’s weaknesses that we need to
deal with

✔ Identify realistic pursuits that we can honestly be
successful at

✔ Create confidence in donors and funders that we know
what we are doing

✔ Increase our chances at long term success

✔ Increase the tangible and intangible benefits to our
stakeholders

✔ Create value for our community

✔ Build organizational capacity to leverage into greater
pursuits with each incremental success

✔ Increase our chance of accomplishing our objectives and
maximize fulfilling our mission.

Okay – it is important. So how do we do it?

What does Business Planning look like?
Business planning involves planning at three levels –
strategic, annual, and financial.

Strategic = Dreams. A strategic plan is a multi-year plan that
sets the organization’s goals which it will strive to reach in 3
or 5 years time. Don’t need one of these every year.

Annual = Building one Part at a Time. An annual plan is a
one year plan to identify what the particular areas of focus
will be for the organization in the next one year cycle. Next
year’s annual plan should build on this year’s and be
consistent with the strategic plan.

Financial = Dollars and affording the dreams. A financial
plan is the numbers resulting from the annual plan and
attaching them to the opening financial position for the year.
You need one of these plans every year.

What do we need to start the plan?
There is no one absolute way of conducting business
planning. There are principles involved in the planning
process and there are elements that we strive to cover in our
plans in order to establish realistic goals and actions for our
organization and its long term sustainability.

Things we need to get the planning underway:

• An agreed process – the Board and management need to
agree on how the planning process will occur, the
timeframe for the process, and who is going to do what.
The process may include focus groups, retreats, planning
days, and an independent facilitator. Everyone may have
their own idea on how the process should be organized –
the important thing here is to come to an agreement on
what the process will be for our organization.

• Information – this will be inward and outward sourced.
We need stakeholder feedback on our products and
services and how the services are offered. We need input
from funders, information on our competitors, and
information on the marketplace. It is important to gather
enough information, but not too much information that
we are into analysis paralysis.

Organizational Effectiveness Toolkit for Community Organizations

Introduction

This section answers the following questions:

? Why is business planning important

? What does business planning look like

? What do we need to start the plan

? What goes in a strategic plan

? What goes into annual planning

? What goes in a financial plan

? Who should be involved in developing the plan

? What does the final document look like

And it concludes with hints for success in planning and a
self-assessment checklist.

BUSINESS PLANNING
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• Finances – the financial statements for the past two 
years, expected changes to dollars coming in (revenues,
grants, donations) and dollars going out (salaries, costs). 
Be realistic and forthcoming here. Don’t ignore pending
and potential cuts in funding or escalation of costs.

Okay – we are armed with our process and information.
Now let’s get visioning!

What goes in a Strategic Plan?
Strategic planning is a visioning exercise and results in a
destination document. It starts with affirming our mission
(what our organization is doing today), defining our vision
(where do we want it to go), and then identifying the
strengths of our organization that can be leveraged into
action, the weaknesses that either will constrain the actions
or need to be overcome, the opportunities that exist for our
organization to fulfill and the threats that exist in the
community and marketplace that threaten our success or
continuance.

Strategic planning will:

✔ provide direction for the organization and a clear sense of
vision and purpose

✔ guide allocation of the organization’s finite resources

✔ provide an overall framework for the conduct of business 

✔ assist decision making on business alternatives

✔ provide an opportunity for a checkup on our self

✔ provide an opportunity to look around to see what is
going on in our external environment.

Exhibit V presents a format for a strategic plan.

Strategic Context
MISSION, VISION, VALUES

• Mission – what is our mission or mandate? This is a
statement of our organization’s mandates or reason for
being and provides broad boundaries of what the
organization does. For example – is the mission or
purpose of a school simply to educate people? A school
could express its mission as: Our purpose is to create
independence of our people through knowledge building and
sowing the seeds of discovery. 

Periodically, an organization needs to consider if its
mission is still relevant given changes in the organization,
changes to its mandate or evolution in the surrounding
business environment. Is it still applicable given the
evolution of itself, the community and other related
organizations? For example, a small amateur theatre
organization might establish its mission as “To provide
grassroots adult theatre for the local town.” As the
organization grows and succeeds the mission might
evolve to “To provide amateur theatre in our community
which provides opportunities for adults and children of our
community to demonstrate their comedic, musical and dramatic
talents to audiences of all ages.” 

Business Planning

EXHIBIT V - STRATEGIC PLAN FORMAT

Strategic Context

• Mission, Vision, Values

• About the Organization

- Background of the Organization

- Products and Services

- Customers and Stakeholders

- Human Resources

- Financial Information

• The Business Environment

• Analysis of Strengths and Weaknesses of the Organization

• Analysis of Threats and Opportunities for the Organization

Strategic Direction

• Strategic Goals and Measurements

• Strategic Tactics

Summary
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• Vision – this captures what the organization wants to be.
What are the organization’s aspirations and is it
consistent with the mission? A school’s vision could be:
To be a safe haven where each student is respected as an
individual and is supported in achieving success in personal
capacity building. See how this is a position to reach for, or
a future destination? 

• Values – these are the statements that create the corporate
culture and set the framework for how things will be
done by our organization. It states what behaviours are
acceptable and develops a common understanding for
everyone to work within. Examples would include:
respect, integrity, humour.

ABOUT THE ORGANIZATION

It is important to document the background of our
organization in order to gather and summarize information
needed to evaluate the organization’s position and to
provide a common understanding of our organization.

• Background of the Organization – brief history, recent
successes, recent evolution.

• Products and Services – brief outline of the products and
services offered.

• Customers and Stakeholders – brief outline of the
customers and recipients of the product and services that
we offer. This should also consider our donor and
funding stakeholders.

• Human Resources – a brief outline of our human
resources capability including a description of the people,
the skills and experience of the staff, and the volunteer
power.

• Financial Information – a brief outline of our finances
including trends in financial position, revenues, expenses,
donations, and net income. 

THE BUSINESS ENVIRONMENT 

This is a brief outline of the business environment in which
we operate. This section should cover: 

• Economic Environment – what are the economic
indicators (e.g. unemployment, interest rates, population
growth) and do they point to a healthy or distressed
economy? 

• Competitors – who are our competitors and are there
changes to those organizations? 

• Regulations – are there new regulations that impact how
we offer our products and services? 

• Changes in government policy and funding – are there
changes in government requirements? 

• Community needs – what needs are evident in the
community that relate to our mission?

The city’s economic development office can be a great
resource for this information.

ANALYSIS OF STRENGTHS AND WEAKNESSES OF 
THE ORGANIZATION

Now it’s time to start examining ourselves – to do an
organizational assessment. What are the true strengths of
the organization? What are the benefits of our
products/services? What is unique about what we offer?
What are the weaknesses of our organization? What
criticism do we hear about us, our operations, and our
services? Be honestly critical to ensure that we are not
kidding ourselves.

Looking internally we need to identify our greatest
strengths or real weaknesses that hinder us from moving
forward. Consider and be honest!

• How do others see our organization? 

• What do customers/recipients say about us? 

• What do our competitors think?

• What do our suppliers and staff say?

• What is unique about our product or our method of
delivery?

• Why have we lost customers?

• What is the real reason that our funding got cut?

• What do we have that our competitors don’t have?

• What is our financial health?

Organizational Effectiveness Toolkit for Community Organizations



ANALYSIS OF THREATS AND OPPORTUNITIES FOR 
THE ORGANIZATION

We also need to assess our situation by looking at our
external environment. What opportunities or threats are
developing outside of our control?

What opportunities or threats do we face because of
external factors like: 

• The economy? 

• New competitors?

• Emerging technologies?

• Shifts in population?

• Changes in customer preferences?

• Changes in interests or direction of major funders?

• Shifts in social values? 

• Long-term trends in the products and services that 
we offer?

• New regulations that impact our operations?

Strategic Direction
STRATEGIC GOALS AND MEASUREMENTS

Armed with the analysis of the organization and the market
in which the organization does business, and knowing the
mission and the vision, we can now identify what strategic
goals we will strive for in the next 3 or 5 year cycle. Strategic
goals may also be referred to as strategic objectives, or
strategic focus or strategic directions. These are all similar -
use the phrase that you are most comfortable with.

The purpose in setting strategic goals is to move our
organization from where it is today towards the vision that
we have set. Ensure that the goals are progressive. Also to
be successful, ensure that the number of goals is kept to a
limited few and are broad in nature. 

Each goal must be measurable to allow the organization 
and stakeholders to identify and recognize progress that is
being made. 

Here are a couple of examples.

1. Strategic Goal: We will contribute to the environmental
greening of the community.

Measurement: By 2010 the organization will be carbon
neutral.

2. Strategic Goal: We will increase the enrolment in our
financial literacy program.

Measurement: By 2010 the program will be accessible
to 20% more families than in 2006.

STRATEGIC TACTICS

Okay we know the vision and the strategic goals. So how do
we reach the goals knowing the strengths that we have to
build on and the weaknesses that we need to deal with? We
start by identifying the strategic tactics. These will be a
broad identification of the key tactics that will be pursued.

Using our examples above, we add the strategic level tactics.

1. Strategic Goal: We will contribute to the environmental
greening of the community.

Measurement: By 2010 the organization will be 
carbon neutral.

Tactics:
Reduce energy use by employees, 
Increase number of employees using public transit.

2. Strategic Goal: We will increase the enrolment in our
financial literacy program.

Measurement: By 2010 the program will be accessible
to 20% more families than in 2006.

Tactics: 
Seek additional funding for those who 
can’t afford to pay, 
Offer the program in community locations 
across the city.

Okay – we now have completed our visioning and have
come to agreement on our strategic context and our strategic
goals. Time to move into action!

Business Planning
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What goes into Annual Planning?
So we have a strategic plan that covers a planning cycle of the next three years. Let’s focus on what we need to do in the
next twelve months. An annual plan is key for focusing the energy and attention of all who are involved with our
organization. It often helps us provide information to our donors and funders in a way that meets their needs. The annual
plan is action oriented with clear accountabilities identified.

The annual plan will start with the goals, measures and tactics identified in the strategic plan. The focus in the annual plan
will be to identify the actions to be taken, by whom and by when. 

CONTINUING OUR EXAMPLES:

1. Strategic Goal: We will contribute to the environmental greening of the community.

Measurement: By 2010 the organization will be carbon neutral.

Tactics: Reduce energy use by employees, 
Increase number of employees using public transit.

2. Strategic Goal: We will increase the enrolment in our financial literacy program.

Measurement: By 2010 the program will be accessible to 20% more families than in 2006.

Tactics: Seek additional funding for those who can’t afford to pay, 
Offer the program in community locations across the city.

Beware: An annual plan should not repeat all that was contained in the strategic plan but some funders and other
stakeholders may need some of the strategic context and direction to satisfy their needs. So be aware that you might have to
combine documents so that stakeholders have the entire picture (see section - What does the final document look like?).

Organizational Effectiveness Toolkit for Community Organizations

Actions Who By When
Action 1: Summarize the organization’s energy use today and those of our employees in the

conduct of their jobs. This will establish our benchmark for measuring.
Office Manager April 2007

Action 2: Introduce a recycling program for dry and wet waste created by our organization and 
our staff’s on the job activities.

Office Manager April 2007

Action 3: Identify programs that could be financially supported by the organization which would
incent our employees to use public transit.

Manager, Human
Resources

June 2007

Action 4: Identify community programs that we could support that would give us ‘credit’ 
against our use of carbon. 

Office Manager October 2007

Actions Who By When
Action 1: Identify where the families who need our services are located in our community. Executive

Director
April 2007

Action 2: Identify available locations in the areas of concentration and costs involved in offering
the program on an outreach basis.

Executive
Director

April 2007

Action 3: Identify companies that have interests congruent with our program and could be
funders to subsidize the program on an outreach basis.

Executive
Director

June 2007

Action 4: Organize Directors to undertake fundraising calls to the companies that meet 
the criteria.

Board Chair October 2007
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What goes in a Financial Plan?
The financial plan is needed to map the organization’s
finances. It starts with the opening financial position and we
add in monies coming in through revenues (e.g. sales,
donations) and monies going out for expenses (e.g. salaries,
rents, supplies). 

The key is our budget for the next 12 months. The budget is
built using estimates from answering:

• How much will we sell?

• How much are we increasing our ticket price or
membership fee?

• How many customers won’t pay for the things that they
order from us?

• How much will we receive in donations/grants?

• What new revenues do we think we will get because of
the action items?

• What supplies do we need to buy?

• What staff resources do we need?

• What increases are we going to give our staff in their pay
and benefits?

• Is the rent increasing? Are utility costs going up?

• What new costs will we have because of the action items
that we put in our annual plan?

• Do our past two years of revenue and expenses show
that our assumptions are realistic?

• What cash do we have to start with?

• What bills do we have on hand today to pay?

• (if applicable) What major repairs do we need to make to
our building?

Typically we build the budget on a monthly basis and then
total it for the full year. 

So when we take the cash that we have to start with, deduct
the bills that we already have, add in the revenues and
deduct the expenses, does the financial plan show that we
can afford to do what we are planning to do? If no, we need
to go back to the drawing board or find other dollars to
bring in to close the shortfall or look at how we can 
reduce costs.

Who should be involved in developing 
the Plan?
Individuals who should be involved in developing the
plans are those who can contribute and those who are
accountable for delivering on it. Preparation of the plan
document needs to be streamlined for efficiency and
effectiveness. We need to be clear about who has authority
to approve the plans.

The chart in Exhibit VI identifies the roles and involvement
of groups of people in the process, the preparation of the
plans and approval. 

Business Planning

EXHIBIT VI - ROLES IN PLANNING

Activity Board Management Staff Volunteers Facilitator

Strategic Planning Process ✓ ✓ ✓ ✓ ✓

Preparing the Strategic Plan ✓

Approving the Strategic Plan ✓

Annual Business Plan Process ✓ ✓ ✓

Preparing the Annual Plan ✓

Approving the Annual Plan ✓

Preparing the Financial Plan ✓

Approving the Financial Plan ✓
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What does the final document look like?
We talked about the contents of the strategic plan. But we need to package up the rest of the information to create a
document that we can share with our key stakeholders. This will show that we know where we are going and how we are
going to get there. The plan will demonstrate that we are in control of our destiny and our destiny is founded on sound
decision making. Most people would expect the business plan to follow the format in Exhibit VII.

Organizational Effectiveness Toolkit for Community Organizations

EXHIBIT VII - OUR BUSINESS PLAN

Table of contents: This tells people what our plan covers.

Executive summary: A concise summary of what is in our
plan; however if our plan is short and concise this summary is
not needed.

Organization overview: A summary of our organization;
include mission, vision, values; include a very brief history;
our recent successes; our products; our customers. [Take
stuff from section on strategic context in strategic plan.]

Business environment: [See strategic plan] but update if the
info is a year old.

Our strategy and actions: States where our organization is
going and how it will get there.

Financial review: Summarize our finances and assumptions to
those numbers.

Appendices: If needed to provide more supporting
information.

HINTS for Success in Planning

Some things to consider when planning:

• Appoint a coordinator or champion for the 
planning process

• Involve staff in the planning exercise

• Identify who will write the plan

• Consider the value of using an experienced facilitator

• Set aside specific time and develop a schedule for
completion of the plan

• Gather and organize the necessary information

• Consider the need for market surveys or other
outside information

• Keep the timeframe for creating and preparing the
plan tight

• Don’t over plan

• Monitor progress on the plan

• Write the plan so it is achievable

A pitfall to avoid is over planning. This can involve taking
on too much through strategic goals or tactics or it could
involve not concluding the planning steps and delaying the
move to action.

Organizations can fail because their plan is too ambitious
and stretch the organization too far. Set a few key goals,
within a timetable that is achievable. It is better to achieve
our goals than be frustrated by unattainable visions.

We need to make well-founded decisions in our plans but
then get on with it. We don’t want to spend excruciating
time and energy planning and planning and writing and
rewriting the plan. Planning is important but over planning
is a losing proposition. We have to know when we have
gathered and evaluated sufficient information, had sufficient
process for dialogue and decision-making backed by sound
financial measures. Then get on with fulfilling the plan. We
can protect and preserve the organization by monitoring the

plan to make sure that we don’t get into trouble or get
ahead of the curve. 

It is important to monitor progress on the plans and
progress towards the goals set. Earlier in this chapter we
stated that each goal must be measurable. Measurable goals
help to set measurable and specific actions. We need to keep
our plans as dynamic documents – use them to build the
actions to be completed weekly, monthly; staff can select
which of the actions they will be personally accountable for
and can report progress on a weekly basis in order to keep
focus. At each Board meeting the executive director can
report on the progress on the goals, tactics and actions. 

How you should monitor the fulfillment of the strategic and
annual plans is covered in other sections of this toolkit.
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Business Planning

Business Planning Self-Assessment Checklist

This checklist should be completed by the Board Chair and the Executive Director prior to setting out the process to
develop the plan. This will help focus the process and information for planning. 

After completion of the plan, the Board Chair and Executive Director should perform an assessment again on the process
and the resulting plan to identify if any particular items need to be revisited and improved upon. 

Question Yes No Response
Is the current strategic plan more than 3 years old? If yes, create a new one

Can our Board and staff remember our vision? If no, shorten it.

Is our strategic plan understandable? Will people know what
we are striving to do?

If no, rewrite it.

Do we have a plan to share the strategic plan with our staff
and other key stakeholders?

If no, develop a communication plan.

Are the strategic goals realistic but also require some
stretch to fulfill?

If no, try again.

Do our strategic goals move our organization ahead? If no, try again.

Have we been honest with ourselves on our strengths and
weaknesses?

If no, redo the analysis. Ask some objective people.

Do we really know what the opportunities are for us given
changes in our own capabilities and those around us? 

If no, redo the analysis. Ask around.

Do we know what changes are happening that we can
benefit from?

If no, redo the analysis. Look around.

Do we really know what the threats are to us from what is
happening today and trends that are developing?

If no, redo the analysis. Ask some informed people.

Are the action plans for the next year too aggressive or 
too passive?

If yes, try again.

Are the actions consistent with the vision and goals? If no, rewrite them to move from today’s state to the 
desired vision.

Is the financial plan realistic? If no, change the assumptions.

Does the revenue number consider drop offs in sales 
or funding?

If no, challenge your optimism.

Do the expenses consider some unexpected hits in costs? If no, challenge your analysis.

Is there a summary business plan that can be shared 
with whoever asks for it?

If no, take time to write it.
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Budgeting is an important management and governing tool
to monitor the performance of the organization. It helps us
to live within our financial means and to use our funds
wisely. Funders sometimes request budgets so they have
insight into the organization’s financial ability. 

A budget should be set for the financial year taking into
account certain information such as:

• Results of the two prior financial years

• Calculated/estimated volume/targets for the year in the
programs/products/services

• The anticipated number of staff needed given the
volume/targets

• The pricing decision (addressed in the section on
Marketing and Fundraising)

• Economic factors that might cause costs to increase or
decrease

• Changes in or by suppliers that change the cost of
materials or services

• Availability of equipment and supplies needed to deliver
programs/products/services

• Fundraising projections 

• Financial position of prior year (surplus or deficit – 
deficit might lead to financing costs)

• The strategic directions and the tactics in the annual
business plan.

Many of these items will form the assumptions on which
the budget is developed. Make sure that there is a sound
explanation and rationale for each assumption. Review the
assumptions with the Board of Directors and see if they
agree with them. 

The budget will drive changes in the business plan. If there
is a shortfall when the budget is put together, then the
business plan may need to be reduced in scope. If there is an
excess then maybe additional staff can be hired and
additional programs offered.

As the year goes on, it is important to review the ongoing
integrity of the assumptions. If the assumptions are not
coming true you will need to make some critical decisions.
There will be implications if things are falling short of the
revenue assumptions – it may mean that programs have to
be reduced or cancelled, pricing might have to change, and
staff hours might have to be reduced. If the actual results are
showing better than the assumptions, make sure that it is
going to hold true and then consider if additional programs
can be offered or if it is best to put the extra funds into
reserve for the future.

What do Finances include?
There is accounting and there are finances. Accounting is the
recording of transactions and the production of financial
information. Finances include accounting but expand to
encompass financial management, cash flow management,
banking relationships, and funding relationships. Finance is
a proactive view of the financial health and financial ability
of your organization. It involves understanding past
financial performance, current actual results, and projecting
the future financial position. This allows for active decision
making and amending plans as appropriate.

Finances are more than the money that you have today for
the current activities of the organization. Finances involve
providing for financial health. Financial health involves
having money to pay the bills in a planned way; having
funds for major projects, and having funds to weather a
short term downturn in the organization’s business. 

You can monitor certain measures that demonstrate
financial health as shown in Exhibit VIII.

Organizational Effectiveness Toolkit for Community Organizations

Introduction

This section answers the following questions: 

? Why is budgeting important

? What do finances include

? Why is cash and cash flow king?

? What do the financial statements include

? How do we monitor financial performance and
financial projections

? Can we afford the big ticket items and should we get
a loan to pay for them

? What does the outside accounting firm do

And it concludes with hints for success in managing
finances and a self-assessment checklist.

FINANCIAL MANAGEMENT
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Why is cash and cash flow king?
Many people focus on revenues and expenses. Equally
important is the cash balance of the organization.
Depending on when revenues are actually received in cash,
the organization could record a profit on the income
statement using what is called the accrual accounting
method but there may not be any cash in the bank. When
services are delivered the accounting systems record the
revenue but the customer may not pay for the
product/service for some time afterwards. At the same
time, the organization may have to pay its employees to
deliver the services before the customer pays. This could
result in more cash out than in. If there is no cash balance,
then the organization will have to borrow from the bank if
possible. 

Managing cash flow is an important responsibility of the
finance person. The finance person needs to ensure that the
organization manages its purchasing to buy things
economically and pays its bills on time while also collecting
monies owed to it. Some organizations have a borrowing
line at the bank to help it meet the ups and downs of the
cash in and out. For organizations that can’t arrange a
borrowing line, the management of cash takes on even
greater importance.

Monitor the cash balance and watch to see if there is enough
cash coming into the organization to pay the debts in the
same timeframe.

What do the Financial Statements include?
There are generally four parts to the financial statements:

• Balance Sheet (also called Statement of Financial Position)

• Income Statement (also called Statement of 
Financial Activities)

• Statement of Cash Flows 

• Notes to the Financial Statements

Each part provides important insight into the organization’s
financial health and ability. Exhibit IX provides a brief
description of the parts of the financial statements.

Financial Management

Financial Health How to Measure It Guidance

Liquidity – shows if we have money 
to pay our bills

Two measures using the Balance Sheet:
• Cash on Hand minus accounts payable
• Current Assets minus Current Liabilities

Both of these should be a positive number
– important to own more than we owe

Capital Funds – shows if we have money
or a fundraising program to pay for a
major item

One measure using the Balance Sheet:
• A capital reserve or a capital fund
One measure using the Income Statement:
• Is the capital campaign bringing in

more money than it is costing to run

Both of these should be positive showing
that there is money in the bank
The campaign should be tracking to bring
in what is needed for the capital item

Reserves – shows if we have funds to
weather a downturn

One measure using the Balance Sheet:
• Accumulated Surplus

Good to have an accumulated surplus
equal to 6 months of expenses.
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Financial Projections?
Monitoring the financial performance of the organization
requires the Executive Director and the Board to review:

• the financial statements as described above

• the financial projection to the end of the year (or into the
next year)

• the comparison of the actual results to the current year
budget.

The financial statement parts were described above.
Another important tool in monitoring the organization’s
financial health is the financial projection. This is a statement
that shows the actual financial activities for the year to date
(i.e. revenue and expenses), plus the anticipated financial
activities for the rest of the year. This may or may not be
consistent with the budget as the financial projection will
now consider more current information than was on hand
when the budget was prepared. Based on the financial
projection the Executive Director and the Board can decide
if a change in plans is necessary.

Items to pay particular attention include: 

• how much cash does the balance sheet show is on hand –
how long will it pay the bills?

• on the balance sheet, look at the amount of current assets
and deduct from that the total of current liabilities – if the
amount is negative you should be concerned as this
means the organization does not have enough to meet its
obligations – you need a full explanation from the
Executive Director on how this situation is going to be
handled

• review the income statement – are costs in excess of
revenues? If they are, what is being done to increase
revenues or decrease costs?

• review the statement of cash flows – what is the balance
or imbalance between cash coming in and going out?
What is the position with the bank?

• compare actual results to the budget - find out why there
are substantial variances from the budget and what
implications that has to the plans for the year.

In addition to the financial information, there is other
information that the Board and Executive Director should
receive to assist in monitoring financial performance. You
need to identify the key statistical information that shows
how the organization is doing. This may include things like
actual volumes of revenue activity (like ticket sales, number
of visits, course registrations, memberships sold), and on the
cost side - the number of staff for example. 

Organizational Effectiveness Toolkit for Community Organizations

Part Highlights

Balance sheet A snapshot at a specific date:
• shows the assets of the organization (what it owns)
• shows the total debt of the organization (what it owes)
• shows the accumulated surplus or deficit 

Income statement From the beginning of the financial year to the current date:
• shows the sources and amounts of revenue (earned)
• shows the sources and amounts of costs 
• shows a profit or loss

Statement of cash flow From the beginning of the financial year to the current date:
• shows cash that has come in
• shows cash that has gone out

Notes At a specific date
• explains how the statements are prepared 
• explains certain items on the statements
• shows debts and obligations going into the future



26

There are many Boards which only receive an income
statement for their monitoring purposes. This is not enough
as the income statement does not provide a complete
financial picture and could cause a Board to be unaware of a
financial problem. The Board and the Executive Director
need all of the financial reporting tools noted above.

Can we afford big ticket items and should we
get a loan to pay for them?
Organizations have to acquire big ticket items such as
equipment and facilities. Some purchase these items
regularly while other organizations only buy them
periodically. Funds for big ticket items generally will not
come out of the day to day activities. Instead these items are
funded through grants from funders, capital fundraising
campaigns, or bank loans and leases. 

Arranging a loan for an expensive item takes time and a
business case. It also means providing the bank with
security for the loan. Once you do get a loan, it means that
there are obligations on repayment which need to be
worked into the cash flow. This also means providing
ongoing information to the bank such as your monthly
financial statements, annual financial statements, and
annual report. It is important to build a positive relationship
with your bank and ensure that there is open
communication on how the organization is doing financially
and how it is progressing on its strategic plan.

What does the outside accounting firm do?
Many organizations hire an outside accounting firm.
Sometimes this firm is hired as the auditor and sometimes
as the accountants. There is different work that is done by
the firm depending on whether it is hired to ‘audit’ the
accounting records or to ‘review’ the accounting records.

If the firm is hired as the auditor, it will check over the
organization’s accounting records, the financial information,
the financial statements and key statistical information to
determine if the financial statements have been prepared in
a way that the financial position and financial activities are
fairly represented. They don’t say that the information is
correct because there might be some small errors that don’t
really matter in the overall financial picture of the
organization. If the auditor sees things that are not being
done correctly or could be done better, it will generally
report these to the Board of Directors. 

If the firm is hired as accountants, it will generally review
the accounting records and ask some questions of the
Executive Director and the internal bookkeeper to see if the
information in the financial statements looks okay.

Whether the outside firm is hired as the auditor or the
accountant, the firm works for the Board of Directors and it

is up to the Board to give direction to the accountant. The
firm will make sure that there is a letter that outlines what
they are going to do for the organization and the Chair of
the Board or the Chair of the Finance Committee (if you
have one) will be asked to sign this letter which is called the
letter of engagement. This becomes the contract between the
Board and the outside firm. The accounting firms generally
expect organizations to have a staff member that is capable
of preparing the financial statements before the accounting
firm arrives to do its work.

It is a good idea for the Board of Directors to meet with 
the outside firm to talk about the work that was done and
what was found by the firm when doing the work. Many
times, the Executive Director is excused from attending 
this meeting.

Financial Management

HINTS for Success in Financial
Management

Following are some ideas for good financial management:

• Have someone that has bookkeeping or accounting
skills keeping the accounting records 

• Prepare the budget before the new financial year starts

• Make sure the Board understands the assumptions
used in creating the budget

• Make sure that historical financial information presented
is no more than a month old

• Make sure that financial information that looks forward
(projections) is prepared and presented at least
quarterly 

• Spend more time with forward looking financial
information than historical 

• Make sure that cash flow is being presented frequently

• Make sure that the capital item is not bought until there
is a plan on how it will be paid for 

• Set measures to gauge financial health (liquidity,
reserves)

• Take wise action if there is a downturn in the business

• Have the right insurance to cover the unexpected
occurrences that could financially ruin the organization.
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Financial Management Self-Assessment Checklist

This self-assessment should be completed by the Finance Committee Chair (if there is one, if not then the Board Chair)
annually and the results shared with the Finance Committee and the Board. Where necessary, actions to improve should be
identified, delegated as appropriate, and monitored by the Finance Committee to completion.

Organizational Effectiveness Toolkit for Community Organizations

Question Yes No Response
Is the Board receiving a complete financial statement
package at least quarterly?

If no, require it – all 4 parts.

Is there sufficient cash to pay the bills? If no, take action to curtail expenses or grow revenues. 

Does the Executive Director and the Finance Director agree
on the financial picture?

If no, the Board Chair and Vice Chair meet with them and
review the financial statements together.

Have the assumptions to the budget been updated within
the last three months?

If no, then review the assumptions and identify changes.

Have you seen a financial projection for the next 
six months? 

If no, request it and review the implications arising.

Have there been expenses made that were not part of the
approved budget for the year?

If yes, find out why.

Are you clear what the Executive Director’s authority is for
approving expenditures?

If no, at the next Board meeting review the Management
Authorities.

Is there a big capital expenditure coming up soon? If yes, ensure there is a plan to pay for it and funds
materialize before ordering it.

Is there a reserve of funds for a rainy day? If no, start building it.  Work it into your financial plans.

Are there safeguards to make sure that money does not 
go missing?

If no, put in two signature requirements on cheques.  Ask
the auditors for ideas.
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It is important to market the products and services and
programs offered by the organization. You need to get the
message out and attract people to what you are offering.
Make sure that you are reviewing the program offering
periodically to ensure that it is keeping current with the
market and consumer trends and interests.

For not-for-profit organizations, fundraising is an important
financial element to support the program offering and
includes donations for specific activities, endowment
programs, and sponsorships.

In some organizations, fundraising is referred to as
Development.In these organizations the broader term
Development includes fundraising but also includes
stewardship of key relationships, managing business
activities, and organizing capital donation campaigns.

How do we get an understanding of 
our Marketplace?
The type of information that you need to gather to
understand your marketplace includes:

• Demographics (age, cultures, education, income levels)

• Interests of the local population (hobbies, sports, arts)

• Available activities in the marketplace 

• Economic conditions.

This information can be obtained from Statistics Canada,
local Economic Development and Tourism offices, local
Chamber of Commerce, and other business associations.

Some organizations have asked university and college
students as part of their studies to conduct a market analysis
for them. This is a win-win situation – it gives the students a
real situation to work with and it provides the organization
with valuable information at a very low cost.

Your industry association may have specific information
that you can use. There are also research studies conducted
by other organizations which you might be able to glean
data from. For example, the NADbank (Newspaper
Audience Databank) conducts research annually to gather
information on demographics and people’s preferences in
different communities. Their survey asks questions about
attendance at local attractions, outdoor activities, sports
events, and leisure activities. The methodology section on
the NADbank website (www.nadbank.com), lists the survey
questions asked in different categories.

For example:

• for Leisure Activities, the survey asked:

Number of times personally attended in past 12 months:
none, 1-2, 3-9, 10+
live theatre; ballet or dance performances, museums & art
galleries; symphony or classical concerts; pop/rock concerts;
country & western concerts; folk concerts & festivals’ jazz
concerts & festivals; clubs/night clubs; casinos; pubs/bars
(Ref:www/nadbank.com/method/product category/leisure
activities/questions)

• for Individual and Team Sports, the survey asked:

Number of times personally participate per month: never; 
1 or less; 2-3, 4+
play tennis, play golf; bowling, curling, etc.

You also need to identify other organizations in your
marketplace that may have a competing product or be
competing for the same dollar from the consumer. For
example the consumer has a number of choices for his
leisure dollar – see the list above. So ensure that when
assessing the degree of competition you assess this broader
field. This field of competition does not stay static. Annually
you need to scan the market for new competition and new
economic factors that may affect the spending behaviour of
the consumer.

In order to design a product or program for your
marketplace, you need to have intelligence on the market.

Marketing and Fundraising

Introduction

This section answers the following questions:

? How do we get an understanding of our marketplace

? Do we really know what our customers want

? How do we know if our customers are satisfied

? Have we priced our product right

? What should our marketing program include

? How do we know if our fundraising is effective

? What example should our leaders set in fundraising

And it concludes with hints for success in marketing and
promotions, as well as a self-assessment checklist.

MARKETING AND FUNDRAISING
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Do we really know what our Customers 
want (need)?
It is important to understand what our customers/patrons
want (need). The better you know the better you can cater to
them and offer what they want. Don’t limit this to the
customers that you have today. You also need to know what
a non-customer wants and consider if you can design a
product or program to convert them to a customer.

The best thing to do is ask them. Ask them to complete a
survey for you annually. Have a focus group of current
customers. And a focus group of non-customers. Ensure the
questions you ask in your survey techniques gather the
right information from the right constituent to make it
useful to you.

It is important to have information on customer preferences
during the organization’s planning cycle. Ensure that this
information is gathered at an appropriate time to help
inform and shape the upcoming year’s offering.

How do we know if our Customers are
satisfied?
This is similar to the question above although that was
forward looking while this is reflective and is an assessment
on what the organization has been offering. Also the above
question was directed at both existing customers and
potential customers while this question is directed at
existing customers.

Again ask the customers. Ask them to provide feedback at
the end of a program that they have attended or annually
through a survey or in focus groups. Were they only barely
satisfied with the offering or were they ecstatic about it?
Would they recommend it to ten friends? Do they have
complaints about the product/service or how it was
offered? Do they have any suggestions for improvement?

This is even important to do after a fundraising event. Ask
them if they enjoyed it. What did they like best? What
would they change? Would they come again (or buy again)?

Watch the letters of praise and complaints that come in from
customers. Do the letters show a trend – good or bad? Are
there common complaints? Ensure the complaint letters are
appropriately dealt with – they deserve an answer and an
explanation. Don’t bury them. A good response with action
taken might win them back.

The customer satisfaction information will assist in an
evaluation of the organization.

Have we Priced our Product right?
Pricing requires analysis and calculation. Key items to
consider in setting price include:

• Cost of offering the product/service (plus margin)

• Prior year prices

• Competitor’s prices

• Competition for the customer’s dollars

• Market for the product/service

• Mandate of the organization

• Satisfaction level of customers

• Financial health of the organization

• Strategic objectives of the organization

• Current and forecast economic conditions

• Market trends.

Gather information on the items listed above and consider
the information in determining the price and the range of
prices for the products and services. 

What should our Marketing Program include?
In developing the marketing program consider what the
objectives of the organization are. The marketing program
needs to be consistent with the objectives, as well as the
organizational values and reputation. Marketing
encompasses a number of activities.

Everyone may participate in ‘marketing’ the organization by
introducing people to it, but there should be an organized
and planned approach to marketing.

Organizational Effectiveness Toolkit for Community Organizations

Marketing includes:

• advertising – pick the right places to advertise, take
advantage of co-op advertising

• promotions – identify special events, special offerings,
specific approaches

• customer development – identify the target 
market and focus efforts on attracting it

• website – ensure it is current, informative, 
and user friendly 

• sponsorships – approach aligned organizations 
with an opportunity to sponsor.
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Check on the success of your marketing. Ask people who
buy your product/services how they found out about you.
Record the information, analyze it, and identify what is
working and what isn’t. If the marketing isn’t reaching your
target audience find out why. Is the advertising running in
the wrong mediums? Is it designed for a different market?

Ensure that the cost of the marketing program is budgeted
for and the program is carried out.

How do we know if our fundraising is effective?
Fundraising is an important financial element for most not
for profit organizations.It is important to build good
relations with donors, demonstrate accountability for the
use of the donated funds, and communicate with these
stakeholders.

The list of potential fundraising activities is endless. The
ones that are right for your organization need to be
determined in relation to the values and objectives that have
been set and the desired image for the organization.

Success in fundraising is dependent on the reputation of the
organization. People will give if they believe that the funds
are being used for good causes, are directed to front line use,
and if the organization provides accountability for those
funds.

Effectiveness of the fundraising will be assessed based on
increasing the community’s awareness of the organization,
the amount of dollars raised, the use of the dollars to bring
projects into being, and the ability to report back to the
donors on the stewardship of the donated funds. 

Before embarking on a fundraising activity, it is important to
assess the market for the activity in a similar fashion as the
marketing analysis for the organization’s other products.

What example should our leaders set in
fundraising?
Leaders in not-for-profit organizations should set the
example in fundraising. That means each Director should 
be providing a personal financial gift to the organization 
as should the Executive Director. Only once these
individuals have given would it be realistic to ask 
others to contribute to the organization.

Marketing and Fundraising

HINTS for Success in Marketing 
and Fundraising

Success in your marketing and fundraising activities will
come from:

• Knowing your customer

• Reviewing and learning from the information 
on the marketplace

• Getting feedback from users – good and bad; 
fixing the things that are bad

• Getting the message out – don’t keep your
organization’s program a secret

• Using marketing techniques that suit the target 
market – be outward focused not inward

• Watching for and reacting to shifts in market and
consumer preferences

• Taking action in response to economic factors, 
market tightening or expansion

• Enjoying the successes of the past but being 
open-minded about changing preferences

• Showing respect and appreciation for the contribution 
of event volunteers.
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Marketing and Fundraising Self-Assessment Checklist

This checklist should be completed by the Executive Director at least once each year. The Executive Director can build a
workplan or specific actions to be undertaken based on the results. The results of the self-assessment should be shared with
the Board along with key learning and the actions being taken.

Organizational Effectiveness Toolkit for Community Organizations

Question Yes No Response
Are people aware of our marketing? If no, analyze it – consider if it has been designed for 

the wrong people

Are sales down? If yes, review market intelligence. Identify if there was an
indicator that was misread.

Did we do enough market research? If no, get it done. 

Are we over analyzing the market information? If yes, make executive decisions and move on.

Are we asking our customers for feedback? If no, develop ways to give and get communication. 

Are our customers satisfied? If no, identify changes needed, let them know you 
made changes.

Is the product suiting the market? If no, revise the product or identify the right market.

Is there a marketing program and budget for the year? If no, develop one and make sure it is funded.

Are we advertising in the right mediums? If no, reconsider who the target customer is and use the
medium that the target uses.

Do the staff understand and appreciate the importance of
customer service?

If no, provide customer service training.

Are our processes customer friendly? If no, identify what is wrong and fix it.
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Can we offer any Program that makes money?
Community organizations need to offer programs that in
total make money and provide an overall balanced or
surplus financial position at the end of the year. Being
financially healthy enables the organization to subsidize
other programs and provide for sustainability. The proviso
is that the programs being offered fit the mandate and the
mission of the organization. You cannot venture into
unrelated businesses. Programs offered must fit within the
charter and mandate that has been issued to your
organization.

Each potential activity, product, service, program must be
assessed for: 

• Its fit with the mandate of the organization

• Its linkage to the organization’s mission

• Its alignment with the organization’s vision and values 

Where your organization offers programs,

each program should have stated goals and

objectives which are clearly aligned with 

the organizational mission and vision. Each

program should be assessed for its success in

delivering on its goals and objectives.

How do we decide if a Program is successful?
A business case should be prepared prior to the offering 
of a program and that business case should set out: goals
and objectives, audience target, revenue target and costs.
The business case and assumptions in the case should 
be critically reviewed prior to deciding whether to 
move ahead.

Each program should be subject to an annual evaluation
including an outline of how stakeholder needs were
satisfied, the feedback and evaluations from the audience,
the financial contribution and the intangible benefits to the
organization’s image and community awareness. The
evaluation should result in a clearly supported decision to
continue or discontinue the program. Where the decision is
to continue the program, management should identify ways
to improve the offering. For programs that are considered to
not have been successful, learnings should be derived from
the experience and included in the evaluation of future
projects.

How do we decide whether to start a 
new Program?
Starting a new program will likely originate from ideas
generated through customer input and feedback, as well as
ideas from staff through their interaction with the
customers. The strategic planning exercise should also
generate ideas on how to further the organization’s mission
through new offerings. New programs are a way to keep an
organization invigorated, adept at handling change and
keeping up with the customer’s and marketplace trends.

The idea for a new program should be tested through a
business case analysis using financial and non-financial
factors as outlined above and resources only dedicated to
the program if it meets the thresholds set by the
organization.

Program Delivery

Introduction

This section answers the following questions:

? Can we offer any program that makes money

? How do we decide if a program is successful

? How do we decide whether to start a new program

? Why would we end a program

? How do we know if we offer our products and
services in the best way

And it concludes with hints for success in program
delivery and a self-assessment checklist.

PROGRAM DELIVERY
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Why would we end a program?
Each program should be assessed against criteria that are
important for the organization. While each organization has
unique success factors, some that apply to all include: 

• Fulfilling the mission of the organization

• Moving the organization towards its vision

• Financial contribution

• Customer feedback

• Advocacy and community contribution

• Work effort involving volunteers and staff

• Meeting the needs of stakeholders.

The Executive Director should review the evaluation and
consider what was achieved or was not achieved on each of
the factors and arrive at a decision on whether to continue
or end a program.

How do we know if we offer our products and
services in the best way?
Feedback from customers will be a key source in obtaining
information on how the products and services are being
offered. Gathering information from non-customers might
also assist in identifying challenges or barriers to the
program offering. Ask the staff and volunteers for ideas on
what changes could be made to improve the offering and
the customer experience. From the information identify the
actions that can be taken to improve.

Organizational Effectiveness Toolkit for Community Organizations

HINTS for Success in Program
Delivery

Some ideas to help you in being successful in your
program delivery:

• Use business cases to organize and structure offerings 

• Set goals in terms of the organization’s strategy 
and finances

• Maximize involvement of volunteers

• Show respect and appreciation for the work of 
the volunteers

• Evaluate programs using objective measures

• Seek information on customer satisfaction

• Seek to constantly improve the offering

• Invest time and resources in the programs contributing
the most in mission, stakeholder satisfaction, customer
satisfaction, and financial contribution.
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Program Delivery Self-Assessment Checklist

This checklist should be completed by the Executive Director and the staff. It could be the focus of discussion at a staff
meeting and actions to improve be identified by the team. The actions can then be delegated and followed up by the
Executive Director or at future staff meetings. 

The Executive Director should share with the Board the key learning and highlights of actions being undertaken as a result
of the self-assessment. 

Program Delivery

Question Yes No Response
Has there been a decline in attendance for programs? If yes, review the feedback from customers.

Is there profit or loss information on each program
provided during the year?

If no, get the bookkeeper to prepare revenue and expense
summaries for each program.

Has there been an evaluation of each program against
various metrics including mission?

If no, get it started.

Have we started a new program within the last two years? If no, review the offering and see if it is still current 
and relevant.

Are there specific targets or goals for each program? If no, start setting goals and assess achievement against
those goals.

Did development of this year’s offering consider results of
last year’s evaluation of customer satisfaction and financial
results of each program?

If no, make sure that this is the starting point for next 
year’s planning.

Is the organization aware of new interests of stakeholders
where the organization could develop a program to meet
that interest?

If no, review the interaction with the stakeholders to ensure
it is sufficient to stay alert to emerging items.

Has the organization been criticized by funders or
stakeholders for veering away from the mission?

If yes, review if the criticism is sincere and consider changes
to programming.

Are key stakeholders changing their direction? If yes, decide if the organization will follow or stay its course
and seek funding elsewhere.
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How do we structure the staff in our
organization?
A staff structure is needed to provide for the organization of
the work undertaken by staff and volunteers to ensure that
things are handled efficiently and effectively. Reporting
relationships are needed to establish internal accountability.
The staff structure needs to be simple enough to have a free
flow of ideas and communication, clarity of responsibility
and a positive working environment.

As the organization grows and changes, the staff structure
will need to be modified to respond to the changes. Staff
need to keep up with the changes in the organization and
the organization’s business environment or else the
organization will be stunted in its progress.

The human resources processes that the organization should
have operating effectively include:

• Sharing the vision, mission, values, strategy and business
plans with the staff – having the staff involved and
providing input during the development of these key
organizational elements helps them be engaged,
interested and allows them to see how their efforts
contribute to the bigger picture

• Ensuring each staff member has a clear understanding of
their role and responsibilities and not duplicating duties –
job descriptions assist with this

• Ensuring each staff member understands what is
expected of them – a performance appraisal system will
enable this

• Ensuring each staff member understands the policies and
processes of the organization – orientation programs and
ongoing educational or learning programs will do this

• Complying with employment related legislation – 
make sure that this is the responsibility of someone
within the organization 

Structure and human resource processes are needed for the
volunteers, as well as staff members.

How do we keep staff when our pay can’t match
those of big companies?
Staff expect fair compensation while recognizing the
financial means of the organization. There is more than 
pay that makes for a motivated and satisfied employee. 
The key is that the staff are engaged in the mission of the
organization and believe in its vision. A couple of tangible
ideas to provide for a healthy work experience include:

• A positive working environment - respect and
appreciation for the contribution of each person is shown;
there is collegiality, trust and openness in the workplace

• Intangibles that the staff member appreciates – e.g.
flexible working hours, opportunity to try new positions,
discounts on the organization’s products and services,
providing training and development.

Do we have to have staff for certain jobs or can a
volunteer do the work?
The answer to this question will vary for each organization.
Some jobs within the organization may require certain
speciality skills or might be subject to union contracts and
therefore must be positions held by staff.

Volunteers do a range of activities in not for profit
organizations. Some volunteers assist on the front line
providing direct hands-on work in the performance of
services, some carry out administrative duties, and some
assist at special events.

Introduction

This section answers the following questions:

? How do we structure the staff in our organization

? How do we keep staff when our pay can’t match
those of big companies

? Do we have to have staff for certain jobs or can a
volunteer do the work

? Can we dismiss a volunteer

? Can we pay volunteers something

And it concludes with hints for success in human
resources and a self-assessment checklist.
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Can we dismiss a Volunteer?
Yes you can dismiss a volunteer. Volunteers are recruited,
supervised, and given feedback on how they are
performing. When a volunteer starts, give them an outline
of their specific responsibilities and the expected behaviours
required by the organization and the position. If a volunteer
is not performing as required they will need to be dismissed
from the organization. As with a staff member, the dismissal
of a volunteer needs to be handled with respect and dignity.

Can we pay Volunteers something?
No you can’t pay volunteers or then they aren’t volunteers.
They become employees and you need to deal with the tax
issues. Some organizations pay an honorarium for particular
volunteers. In this case you need to make sure that the right
tax slips are prepared and the people understand that they
need to report the amount for tax purposes. You can reward
and recognize volunteers in other ways, such as having an
awards or recognition dinner or lunch, giving them special
recognition certificates, and recognition in a newsletter.

Human Resources

HINTS for Success in Human
Resources

Here are some ideas for being successful in the human
resources area:

• Staff participate in setting organizational objectives and
values

• All staff members and volunteers know who they 
report to

• All staff members and volunteers know the mission and
values of the organization

• All staff members gets a performance review each year

• All volunteers get feedback on how they are performing

• Staff and volunteers are asked for their input and are
respected for having good ideas

• Everyone understands what their decision making
authority is

• Staff and volunteers are not asked to do non-
productive work or attend unfocused meetings

• There is an open door format and management easily
interacts with staff

• Managers maximize face to face time with the staff and
volunteers and listen to them

• Managers communicate, communicate, communicate
what is going on in the organization and in the
environment impacting the organization

• Each person is encouraged to be a leader in their area
of responsibility

• Each staff and volunteer gets an orientation to the
organization within a month of joining

• Each staff member gets 30 hours of formal and
informal ongoing learning each year 

• Each job description is updated every two years by the
person in the position and reviewed by the manager for
that position

• A staff satisfaction survey using an objective process is
conducted at least every three years

• Fair compensation is paid for work of value and there is
no playing favourites

• Every staff member has personal goals that they are
working on this year

• Staff can access policies and procedures when they
need to or at least a resource person 

• There is a safe and comfortable working environment
for everyone

• All staff and volunteers feel appreciated.
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Human Resources Self-Assessment Checklist

This self-assessment should be completed by the Board Chair and Executive Director annually and results of the self-
assessment and action plan resulting from that should be shared with the Board.

Organizational Effectiveness Toolkit for Community Organizations

Question Yes No Response
Are there more than 5 layers of reporting between a front
line staff and the Executive Director?

If yes, consider if reporting lines have gotten complex and
bureaucratic.

Did staff get an increase in their pay this year? If no, find out why not.

Are staff smiling? If no, find out what is bugging them.

Was there a staff satisfaction survey done within 3 years
and the Board received the unedited results?

If no, have one done and deal with the results.

Does the Board deal in a positive and respectful tone with
the Executive Director (i.e. set example)?

If no, determine what the issue is and deal with it.

Is there lots of turnover in the staff? If yes, do exit interviews to find out what the root 
cause(s) is.

Is there lots of sick time? If yes, find out if staff are being asked to do too much or
uncomfortable things.

Are volunteers leaving after only a short time with 
the organization?

If yes, ask the volunteers what is wrong.

Is there lots of long hours and overtime put in by the staff? If yes, find out if there is a need to scale back to what 
is doable.

Are there staff appreciation and volunteer 
appreciation events?

If no, start them. 
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Why is Feedback from Stakeholders important
when we are the experts?
First identify the stakeholders. The group will likely 
include funders, customers, employees, volunteers and the
community. Some groups identify stakeholders as including
the media, suppliers, trade associations and social activists.
Stakeholders are seen as having one or more of the
following identities:

• Power – has the power to force the organization to act as
the stakeholder wishes; an example in a hospital setting
would be the Ministry of Health

• Legitimacy – has an interest which legal or social norms
would expect the organization to consider; an example in
a hospital setting would be the employee nurses

• Urgency – this is a relationship which is particularly time
sensitive or important to the stakeholder; an example in a
hospital setting would be a patient

The customer group was addressed in the section on
marketing while employees and volunteers are addressed in
the human resources section. This section addresses funders
and the community.

Funders and the community will be interested in how the
organization is progressing with the resources entrusted to
management and the Board. Therefore, it is important to
find ways to obtain input and feedback from them to know
what their level of satisfaction is with the organization.
Sometimes people within the organization are too close to
what is going on and therefore are not objective in their
assessments. The stakeholders will be objective and will be
honest with their feedback. 

How do we Communicate with Stakeholders
but not annoy them?
We should be concerned about information overload in
today’s world. There is a constant barrage of mail and
publications being received electronically and in hard copy.
So now we are concerned with giving the stakeholders the
right information, with the right frequency and not
becoming an annoyance.

The right information with the right frequency is
information that is sufficient to demonstrate the
accountability and performance of the organization while
also being timely. For some organizations that means a
quarterly report to the stakeholders while for others it is an
annual report and meeting.

Do we have to meet Donor Restrictions when
we really need the money for something else?
Donations are generally provided to an organization for
specific reasons. It might be in response to a request for
funds for a specific program or for a particular initiative. 
It can be an operating item or a capital item. Whenever
monies are received in response to a direct request for funds
for a particular project, funds must be allotted to that
purpose. Similarly if funds are received unsolicited but the
donor identifies a specific designation for the funds, these
wishes must be honoured. The funds are entrusted to the
organization for a specific purpose and the stewards must
honour that trust.

If funds are received with specific restrictions and the monies
could be better used for another purpose, the organization
must communicate with the donor to find out if the donor
will agree to a change in the designation of the funds. 

Stakeholder Relations

Introduction

This section answers the following questions:

? Why is feedback from stakeholders important when we
are the experts

? How do we communicate with stakeholders but not
annoy them

? Do we have to meet donor restrictions when we really
need the money for something else

And it concludes with hints for success in stakeholder
relations and a self-assessment checklist.

HINTS for Success in Stakeholder Relations

Here are some ideas to generate success in stakeholder
relations:

• Identify your stakeholders and update the list at least
every year

• Ensure information is being sent to each stakeholder

• Communicate to inform – send relevant and timely
information to stakeholders to inform them about what
the organization is doing and how it is doing

• Meet face to face with key stakeholders and listen to
their feedback

• Ensure donations are used for the purpose for which
they were received; if the restriction is unreasonable
have a discussion with the donor. 

STAKEHOLDER RELATIONS
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Stakeholder Relations Self-Assessment Checklist

This self-assessment should be completed annually by the Board Chair assisted by the Executive Director. Where
weaknesses are evident the Board Chair should identify what action steps need to be taken. Results of the self-assessment
and actions need to be presented by the Board Chair to the full Board and progress on the actions reported on until they 
are complete.

Organizational Effectiveness Toolkit for Community Organizations

Question Yes No Response
Do we have meaningful relationships with our stakeholders? If no, improve the communication documents.

Is the Board Chair and the Executive Director meeting with
key stakeholders at least once a year?

If no, start a process to do this.

Do you send thank you letters for every donation? If no, start a thank you process.

Do receipts for donation meet the rules of the Tax Act? If don’t know, find out what is being done. Ask your auditors.

Do you know what restrictions are currently on the donated
dollars that are in the bank?

If no, get the bookkeeper to do a summary and present to
the Board.

Does the organization send out a written communication to
stakeholders at least once a year?

If no, start one.
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Our communities are thankful for the work carried out by
community organizations. The organizations do their best 
to improve and enrich the lives of many, care for many, 
and provide opportunities to many. It is unselfish work 
with the best interest of the greater good at heart.

The goal in providing this toolkit is to invest in the long-
term sustainability of our community organizations. We
have provided some general advice, guidelines, tools, and
ideas to help you shape your organizations, establish good
practices and processes, and challenge your status quo.

All the best as you fulfill your mission and pursue 
your vision.

Need More Information?
If you need more information on any of these topics, we
suggest that you contact the following organizations:

• Community Foundations

• United Way

• Volunteer Bureaus

• Colleges and Universities 

• Your Organization’s Industry Association

Also there are a variety of websites that you can access by
entering key words in your search engine.

You might find that at times you may have to invest in the
future of the organization by engaging outside resources to
assist. Select the resource carefully so that you get a
professional that is best suited to the topic and your
organization in the spirit of objectivity and improvement.

Concluding Comments

CONCLUDING COMMENTS
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