I:  INTERNAL OPERATIONS, ADMINISTRATION AND MANAGEMENT  

	Capacity Elements
	LEVEL 1
	LEVEL 2
	LEVEL 3
	LEVEL 4

	Leadership Structure/Accountability

Board of Directors


	Organization has a defined structure which vests control in elected leaders and a voting constituency, yet commitment to organizational vision and mission may be inconsistent; meetings are sporadic and/or poorly attended; members do not represent full diversity of constituency
	Regular meetings are planned and fairly well attended; board represents some of community’s diversity; some mix of talents and experience; interest in providing oversight; reviews financial documents.  All leaders and most members understand structure and expect important decisions to be made through voting and/or consensus.
	Active and engaged board has nominations structure and active committees, reviews and evaluates ED, and sets strategic direction for organization. Evidence of commitment to vision, mission and success.
	Palpable sense of accountability; members contribute and raise money; actively participates in actions, trainings and larger assemblies; active debate on organizational decisions and issue campaigns; commitment to support the organization even if a decision goes against any particular faction

	Technology & Equipment
	Little or unreliable equipment; staff not trained to utilize available resources;

No use of databases.


	Some components of basic equipment (copier, fax, computer) available; limited internet access; staff hindered by lack of equipment or applications  [identify what specifically is lacking, and what obstacles this creates]
	Computers available to all staff with full internet access; useful and operational database; adequate office equipment [identify]; some staff trained on software applications.  Website if appropriate.
	Utilizing technology to its fullest potential; all staff trained and using equipment; creative and strategic uses are explored and employed; website used for specific PR, internal communication or outreach purposes. 



	Staffing:  

Stability & Support 


	Professional staff is extremely limited; may be volunteer, hourly or part-time; organizational activity is significantly limited by lack of staffing; may be either high turn-over or stagnation
	Basic staffing structure is appropriate for the size and activity of the organization; staff is paid; turnover is sometimes a challenge
	Staff structure has articulated roles and responsibilities; staff skills are suitable for the needs of the organization; community and staff work well together; evidence of staff development; attendance problems are rare; adequate compensation and benefits are important parts of organizational planning
	Staff is trained, talented and self-directed; regular staff evaluations support professional and organizational development; health, education and retirement benefits; turnover is limited

	Communications


	Internal communications limited to personal contact or phone tree; no external communications strategy


	Format for internal (if sporadic) communications, such as letters, emails, fliers; press releases issued for major events or actions; communications mostly managed by staff
	Newsletters or regular bulletins utilized for internal and external communications; issue campaigns include communication plans and spokesperson trainings
	Leaders monitor the creation and distribution of newsletters and press releases; communications strategy includes accountable action plan and designated resources such as staff time, leadership training, funding, etc.

	Internal 

Policies & Procedures


	Internal policies are assumed or invented as needed; procedures are not formalized and change with each staff person
	Staff and Board recognize the need for policies and procedures and are working toward their development 
	Basic policies and procedures are articulated and/or written
	Written policies are known by all staff; procedures are standardized, except in those situations where deliberate experimentation is used to improve performance




II.  COMMUNITY ORGANIZING SKILLS

	Capacity Elements
	LEVEL 1
	LEVEL 2
	LEVEL 3
	LEVEL 4

	Theory of Change

Organizational Strategy


	Theory of change is unclear or assumed; organizational strategy has little influence over day-to-day behavior


	Theory of Change exists but is assumed more than applied or articulated; strategy is not broadly known among leadership and has limited influence over day-to-day behavior
	Coherent Theory/strategy has been developed and is linked to mission; leaders are introduced to organizational strategy through trainings and meetings
	Clear, succinct expression of organization’s Theory of Change is embraced by leadership, staff and board; strategy is universally known and consistently drives day-to-day behavior at all levels of the organization

	Community Presence & Standing


	Either not recognized or generally not regarded as a player; few institutions in the community engage with organization; media and elected officials rarely call on organization for its input on issues
	Somewhat recognized and generally regarded as a player; some institutions actively engage with organization; media and public officials occasionally call on organization for its input on issues
	Existing leaders willing to participate and recommend participation to their followers; group known within the community beyond just constituents or members; perceived as open and responsive to community needs; institutions actively engage; media and public officials often call on organization for its input 
	Existing leaders willing to participate because they see that their own skills and reach will be improved; organization widely known within the community, perceived as actively engaged and extremely responsive to it; many members of the larger community actively engage; media, officials always call on organization for analysis 

	Leadership Development 


	Community members attend meetings and rallies, some have speaking roles at public events, some help choose issues and set course of action
	Organization has formal training for leaders and two layers of leadership with responsibilities and challenges appropriate to their skill levels; top leaders have a following; organizational priorities are determined by leaders
	Leaders are involved in training other leaders; leaders can speak about power, self-interest and relationship building; top leaders can run evaluation sessions and planning meetings and represent the organization without staff; leaders challenge staff on strategy, tactics, resource allocation, organizational direction; leaders willing to fire ED; those with potential to be top leaders are challenged to pursue election to those roles
	Organization has several layers of leadership; top leaders can also operate as organizers and recruit, train and agitate new leaders on their own; leaders can articulate a clear social/political analysis; outside power actors relate directly to leadership; relationships between and amongst leaders and members are more significant than relationships between leaders and staff

	Organizers

Staff Expectations & Mentoring  


	Staff brings skills from previous employment or volunteer activity in other settings; staff development limited to discussions of performance at staff meetings.  Limited or no individual performance evaluation.
	Staff expected to learn specific organizing skills;  short-term off site  training provided;  effort made to match skills/talent with assignments; principles appropriate to the type of organizing kept visible; good performance recognized with expanded responsibility.  Scheduled individual consultation with ED or Staff Director.
	Extensive and repeated staff training thru external resources;  mentoring of staff a chief priority of ED or Staff Director;  staff working to help leaders learn organizing skills;  roles other than ED, organizer, and office manager identified, analyzed, and filled as necessary.  All staff learn at least some management, fundraising, and financial skills.
	Staff become trainers of other staff or trainers off-site;  staff move to other organizations to become lead organizers or ED’s; 

Staff may develop expertise in issue areas, legislation, etc.

	Issue 

& Strategy Development

	Organization identifies an issue by taking a problem and specifying a realistic, attainable solution; also identifies “target” or person who has the power to create desired change

· No time lines

· No calculations of what resources will be needed

· Limited member education

· Negotiations do not occur

· If no progress made on an issue, organization falters
	Organization identifies issue, who cares about it, external allies, who has the power to create the desired change, who is connected to those who have the power, and tactics to be used to apply power and make it felt by those who can deliver change

· Simple time line

· Awareness of resource needs

· Awareness of special knowledge needs (legislative process, PR)

· Active effort to recruit more participants in issue

· Staff conducts any negotiations

· If organization does not make progress on issue, has difficulty in re-grouping to do other work
	Leaders and staff identify strategy as described in Level 2, and engage in an in-depth power analysis around the “target” or person(s) who have the power to create the desired change

adjustable time line

· Analysis/allocation of resource needs

· Media plan

· Members recruit more participants thru personal contact and educational meetings

· Leaders/staff recruit allied organizations

· Firm knowledge of process issues (legislative, regulatory, implementation)

· Leaders conduct negotiations with staff support

· Organization can recover relatively easily from a loss
	Multiple levels of leaders actively involved in developing strategy as described in Levels 2 & 3, as well as implementing it

· Multiple issues pursued along flexible time lines

· Campaign supported w/related activities

· Multi-part media campaign if needed

· Campaigns can survive long interruptions

· Leaders conduct negotiations

· Leaders can see how win/loss will position the organization on this and other issue

	Reflection, 

Learning  & Analysis


	Reflection and evaluation used sporadically within campaigns and organization; little experience with evaluation beyond capturing information to report to funders; limited time and energy dedicated to analysis of political landscape; organizational weaknesses not recognized by organization 
	Reflection and evaluation informs staff and board on organizational performance; some staff time devoted to evaluation efforts as required by funders; staff and leadership engage in analysis in support of issue campaigns; organizational weaknesses identified and goals for improvement set
	Some systems in place to support on-going evaluation of organization’s efforts [identify systems]; learnings lead to shifts in practice; some staff time is devoted to documenting organization’s work
	Staff, Board and leadership make organizational adjustments and improvements based on reflection and learning; resources are dedicated to documenting organization’s work and capturing the complete story of its impact

	Mobilization/Turn-out
X=Organizations set their own standards in terms of numbers


	Organization has recently turned out X or more members at one event; all participants support the organization; most understood the issue
	Organization has recently turned out at least X members at one event in the past two years; all participants understood the issue
	Organization has recently turned out at least X members at one event and could turn out Xpeople with 24-hours notice.  Turn-out planning includes leadership accountability.
	Organization has recently turned out at least X members; could turn out X people on 24 hours notice; leaders significantly responsible for turn-out; consistently meets goals

	External Relationships

	Opportunistic working relationships with allies in community based on current issue; relationships usually initiated by staff
	Growing relationships with allies and neutral parties within and outside the immediate community on a range of issues; leaders and staff nurturing these relationships
	Useful working relationships with allies and neutrals; increasing ability to engage opponents in meaningful manner; relationships managed by staff and leaders
	Extensive and useful working relationships with allies and neutrals; ability to bring opponents into negotiations that have the potential to lead to ally relationships


III. FUNDRAISING & FINANCIAL MANAGEMENT 

	Capacity Elements
	LEVEL 1
	LEVEL 2
	LEVEL 3
	LEVEL 4

	Financial Operations Management


	Grants and donations deposited and acknowledged; bills paid regularly; supporting documentation collected and retained; treasurer understands budget.  Uneven cash flow and lack of reserves lead to periodic spells of significant belt-tightening
	Financial activities consistently documented and reported; appropriate checks and balances exist; activities tracked to budget; staff hires or activities occasionally postponed to compensate for uneven cash flow
	Established internal controls govern all financial operations; activities fully tracked, supported, and reported; Finance Committee actively monitors budget and balance sheet; attention paid to cash flow management  
	Written and understood systems and controls govern all financial operations and their integration with budgeting, decision making, and organizational goals; cash flow actively managed.  Finance Committee actively participates in resource allocation debates, budget decisions, and performance of staff in financial arena

	Funding Sources

	Strong dependence on a few funders, largely of the same type (such as foundations, government, or private individuals); hard money absent or not repeatable
	Multiple types of funding with only a few grants in each type, or many grants within only one or two types of funding; limited hard money
	Solid base of grants from many types of funding sources; some ability to guard against cash flow crunches (such as operating reserves); dependable hard money
	Diversified funding streams with significant grassroots/hard-money resources; effective mechanisms for raising grassroots funding (such as ad books, raffles, sponsorships and/or events)

	Fundraising Plan

	No systems in place for planning or diversifying grant streams; no target goals; fundraising is reactive; strategy not well articulated and focuses on one type of activity, such as grantwriting
	Recognize need to develop systems for long-term planning and goal-setting; fund development includes several activities
	Some systems in place for long-term planning and working toward target goals; fund development strategy includes multiple activities 
	Well-developed systems for long-term planning; 3-5 year fundraising plan in place; multi-pronged fund development strategy is proactive and integrated into organization’s long-term strategic plan and budget projections

	Implementation:  Grant Writing 
	Generally weak foundation fundraising skills and lack of expertise in grantwriting —though organization has been awarded grants 
	Main foundation fundraising needs covered by some combination of internal skills and expertise, and access to external fundraising assistance; only one or two staff implement fundraising
	Fundraising needs adequately covered by well-developed internal fundraising skills and access to external fundraising expertise when needed; several staff participate in fundraising activities and/or organization has full or part-time development staff
	Highly developed internal staff and leadership fundraising skills; active leadership participation; access to external fundraising expertise for additional extraordinary needs; soliciting major gifts  

	Implementation:  Grassroots Fundraising

Organizations identify an/or modify benchmarks
	Organization has decided to have dues, has solicited a few donations, or has conducted one or more small special events
	Some time devoted to dues implementation;  annual donation drive;  special events analyzed for profitability and repeatability
	Dues firmly in place (if a dues-based organization) with attention paid to recruitment leading to increasing dues income;  annual special events growing in profitability;   growing income from individual donations, contract income, and other hard money sources
	Dues and other hard money the majority of organizational income;  special income (contract income, earned income, partnering,  legal settlements, being considered with special attention to “fit” with organization’s goals and values and to sustainability



	Board Involvement & Participation in Fundraising


	Most  leaders do not recognize fundraising as one of the board’s roles and responsibilities; no goals or plans for board-driven fundraising exist; leaders do not generally make financial contributions to organization
	Leaders accept that the board and other leaders have some fundraising responsibilities, but concerns exist regarding ability of board to be successful in this area; board fundraising activities are limited; ED finds it difficult to find the time to engage Board in hands-on fundraising
	Many leaders embrace fundraising as one of several core roles and responsibilities and actively participate in fundraising; realistic and appropriate board fundraising goals and plans exist; most members make a personally significant annual financial contribution.  ED works regularly with Board and leaders to devise and execute fundraising activities, some involving broader membership
	All leaders embrace fundraising as one of the their core roles and responsibilities; realistic and appropriate goals and plans in place; board actively fundraises and has achieved measurable progress; all members make a personally significant annual financial contribution.  Some fundraising activities led and executed entirely by leadership, with active participation by broader membership




IV.  PARTICIPATION IN COLLABORATIONS

	Capacity Elements
	LEVEL 1
	LEVEL 2
	LEVEL 3
	LEVEL 4

	Complementary 

Self-Interest


	Organization expresses a sense of feeling compromised or participating in “someone else’s” issue; feeling outnumbered or less powerful at a table of colleagues
	Leaders/members become interested in magnifying their impact by collaboration;  mechanics of collaboration pose a difficulty.  Ability to sustain collaborative relationships pose a challenge
	Organization able to maintain participation in a collaboration without undue strain;  level of participation may be limited by resources, time, etc
	Organization participates because the issue is a current core priority and/or strategically supports a current core priority; coalition broadens the scope of the organization and supports the building of the organization’s power base

	Leadership Involvement

	Collaboration meetings are attended exclusively by staff, who may or may not report back to leaders on content, process or progress
	Staff attend meetings; leaders may also attend to become conversant with how the collaboration works and build the possibility of greater participation
	Leaders attend regularly and report back to home organization; leaders form relationships with other organizations’ leaders and staff
	Experienced leaders take on coalitional leadership roles, opening up slots for new leaders; leaders participate in everything from setting strategy to implementation and mobilization

	Balance with Local Work


	Coalitional work detracts from organizational work 
	Leaders and staff find coalition work useful in building skills and relationships that they value, though time away from home organization still a big challenge.

Members and other leaders may question the spending of time and attention “away” from the immediate community or issue
	Broader issues and powerful allies seen as an asset to the organization.  Active debate on appropriate balance of focus between local work and collaborative work
	Collaboration staffing and involvement is complementary to organizational work-load; Board and senior staff allocates human and financial resources in accordance with the priorities of the organization


