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Introduction

Growth is considered to be more than just attracting members.  Growth is also

concerned with the quality of the work which Associations deliver to their

members.  If the quality of work is excellent, Associations will have a good image

and will attract more young people and adults.  An essential part of improving

quality is ongoing self-assessment.

The Aim

The aim of this document is to assist Associations in making a self-assessment of their work by identifying

areas that need to be improved to ensure growth.

Six areas have been identified as having the greatest impact on the life of an Association.  These six areas

are inter-related and all of them are important for growth as a whole.  A well-functioning Association may

not yet exist in your experience, however, all Associations should strive to address these areas:

Educational Programme

Training

Membership

Structure and Management

Relationship to Society

Financial Resources

How to use this Document in the Association

The document is a working tool for all types of Association.  The target group in the Association will be

the leadership of the Association and staff who are in positions of decision-making, management and

development and implementation of the Association.  It will help these people to focus on main areas

and to identify where improvement is needed.

Each area has two parts: an Introduction to the area “What is this about?” and then “Questions to be

considered” to assist in the self assessment process.

SELF-ASSESSMENT of your Association

A Way to Ensure Growth
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First step

The first step in using this document could be a discussion on, and a consideration of, the six areas at a

meeting for the leadership of the Association, together with the staff involved in the work.  The result of

the first step would be to identify the needs for improvement and/or development within the six areas.

Second step

It is important that the Association discuss all six areas as a whole.  This will make it easier to prioritise the

identified needs which the Associations may have to address.

Third step

When the Association has prioritised its needs, the third step is to consider which appropriate actions

should be taken in order to improve and strengthen the work of the Association. The chapter on

Strategic Planning could be helpful in this process.
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What is this about?

A quality non-formal educational programme is the total of activities or actions that members go through

and learn from. These actions take into account the needs and aspirations of young people, should have

appropriate learning objectives, are based on the values of Girl Guiding/Girl Scouting, and are carried

out using the Girl Guiding/Girl Scouting Method.

The experiences or actions are challenging and fun, and are part of a process in developing a value, an

attitude, a behaviour or a skill.

The needs and aspirations of each girl or young woman depend on her personal background, as related

to her cultural, economical, political, social and moral aspects.

The values are as expressed in the Promise and Law, the acknowledgement and search for a spirituality,

responsibility for and loyalty to self and others - including the family, and the local and international

community, service to others.

The educational programme carried out using the Girl Guiding/Girl Scouting method includes

commitment through the Promise and Law, teamwork through the patrol system, learning-by-doing,

progressive self-development, use of symbols, active co-operation between youth and adults, outdoor

activities, service in the community and international experiences.

The role and responsibility of WAGGGS is to support National Associations in developing and

implementing a quality non-formal educational programme.

This can be done through publication of materials, seminars, workshops and training sessions.

The role and responsibility of National Associations is to develop and implement a quality non-formal

educational programme.  There should be a coherent educational programme for all sections of the local

unit developed by the National Association (based upon the guidelines on how to develop educational

programme produced by WAGGGS.)  The educational programme is a useful tool for leaders responsible

for planning the programme for young people.

EDUCATIONAL

PROGRAMME
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Questions for consideration:

1.1. Does your Association have a quality non-formal educational programme for all sections?

1.2. How does your Association identify the needs of the members?

1.3. Does the educational programme have learning objectives?

When did you last discuss the importance of these learning objectives?

1.4. How does the educational programme express the values in Girl Guiding/Girl Scouting?

1.5. To what extent is the educational programme based on the Girl Guiding/Girl Scouting Method?

1.6. Who is responsible for the quality non-formal educational programme?

1.7. When was your programme last evaluated and updated?

1.8. How relevant is the educational programme to the needs of young people today? How do you

know?

1.9. What Community Development projects are undertaken by the Association at national and

international level.

1.10. To what extend is the Community Development project integrated in the educational

programme.

1.11.     Do the leaders get appropriate training to implement the educational programme?
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What is this about?

Training aims to empower the adults mentally, socially, physically, emotionally and spiritually to take

responsibility in carrying out their jobs. Training must enable the adult to realise her full potential in

personal growth and development, ensure job satisfaction and further develop leadership skills.

The development of girls and young women depends on the quality of the educational programme, the

method used in implementing the educational programme and the general management of the

Association. Each Association has to train the adult leaders in order to ensure that they understand their

responsibility and commitment and so as to carry out the task required.

WAGGGS actively promotes training, based on Girl Guiding/Girl Scouting method, as a means of

enabling adults to gain the necessary knowledge, skills, attitude and values so that they can carry out

their responsibilities effectively, thus strengthening the quality of Girl Guiding/Girl Scouting.

Training in WAGGGS is based on the non-formal education of adults. Training can be undertaken

through organised training events and through the ongoing work of adults such as meetings, seminars,

camps and workshops.

It is the responsibility of WAGGGS to support and ensure that National Associations have developed and

implemented suitable training schemes that take into consideration trends, needs and aspirations of adult

members and using WAGGGS training policy and guidelines.

It is the responsibility of each National Association to develop each adult member to her fullest potential

and to pursue training standards to the highest possible level. The Association’s approach to training

should reflect the desire to strengthen the quality of Girl Guiding/Girl Scouting.

WAGGGS has developed guidelines to assist Member Associations in development of national training

schemes.

It is the responsibility of Associations to plan, carry out and evaluate on a regular basis, a suitable training

scheme according to the needs of the Association.  National Associations who consider that their

Training Scheme meets the requirements of WAGGGS should submit it to the World Bureau for

assessment and accreditation.

TRAINING
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Questions for consideration:

2.1. Does your Association have a training policy?

2.2. Who in your Association is responsible for identifying training needs, setting up training schemes

and for running the different levels of training?

2.3. Does your Association have a formal Training Scheme?  If so, for whom?

2.4. Does the Training Scheme assist in:

• identifying suitable volunteers to meet the needs and positions required?

• promoting the Girl Guiding/Girl Scouting values within a changing world?

• developing skills relevant to a changing word?

• providing opportunities for examining attitudes both of the individual and of the

Association?

• imparting knowledge to prepare them to fulfil their roles?

• enabling Associations to use the Girl Guiding/Girl Scouting method in training?

• setting up a system for monitoring and evaluating its effectiveness in: structure and

management, membership, training, programme, relationship to society and finance?

2.5. When was the Training Scheme last revised?

2.6. Is the Training Scheme accredited by WAGGGS?

2.7. How is the relationship between the committee/leaders who are implementing the programme

and the trainers?
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MEMBERSHIP

Your Association belongs to the largest international organization for girls and young women, the World

Association of Girls Guides and Girls Scouts (WAGGGS).  As a member of WAGGGS your Association has

rights and responsibilities enabling it to enjoy the many privileges that it offers.

Active participation in the life of WAGGGS will ensure that the Mission Statement of WAGGGS continues

to be relevant to the needs and aspirations of its members.

Membership within the Association

Who are the members and supporters?

• girls and young women in WAGGGS-only Associations

• female and male members in merged and mixed Associations

• adult leaders

• other volunteer supporters

• professional staff

Young membership

Having a strong, active and growing membership is the concern of every Association. The question to be

considered is how the Association reaches the stage where it is strong, growing and having an impact

on society.

Questions for consideration:

3.1. How does the Association recruit its membership?

3.2. How does the Association identify the needs and aspirations of the young people in society?

3.3. What is the Association offering that other youth organizations do not offer?

3.4. What is the relevance of the Association to society and how is the Association perceived?

3.5. Does your Association have a recruitment plan?

3.6. When did the Association last have a recruitment campaign?

3.7. Who is responsible for drawing up the recruitment plan?
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Adult Members

Adult members bring with them a lot of good-will, commitment, experience and expertise and it is

important that this energy is channelled and utilised in the right direction, supporting the work of the

Association.

Adults have a key role in the life of the Association. They have direct contact with the younger members

and influence the direction of the Association.

A well-trained, motivated and confident adult will gain the confidence of those she /he is co-operating

with and the community and thus enhance the image of the Association.

Questions for consideration:

3.8. How does the Association meet the needs of the adults?

3.9. How are adults informed on the matters of the Association, i.e. its Mission, Goals and Objectives?

3.10. Do adults have a job description defining their roles and responsibilities?

3.11.    Are adults well-trained to take up the responsibilities put upon them?

3.12.    Are adults aware of the trends, needs and aspirations of the young members in their society?

3.13.    Which tools does the Association provide to adults to make their work interesting and pleasant?

3.14. In what way does the Association identify guidelines for jobs carried out?

3.15. How does the Association ensure that training for adults is relevant and updated on a regular

basis?

3.16. In what way does the Association assist adult members in identifying new and challenging jobs?

3.17.    How does the Association involve adults in the decision-making process?

3.18. Do adults undergo a system of appraisal to ensure performance is good and that the adult meets

the needs of the Association?

3.19. How does the Association appreciate jobs undertaken and thank people?

Professional Staff

As the Association grows and develops there is a necessity to employ professional staff to support the

work of the Association in the various fields such as administration, management,  programme, training

and communication. Volunteers continue to provide the leadership of the Association.

Professional staff provide vital support to leaders and other volunteers, ensuring that the business and

the work of the Association run as smoothly as possible.  It is important that professional staff have clear

roles and responsibilities and that these do not clash with those of the volunteers.

The Association should have an appraisal system in place in order to evaluate the performance of staff.

Staff are in all cases accountable to the volunteers of the Association, e.g. the leadership of the

Association.
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Questions for consideration:

3.20.    Do staff have a job description defining their roles and responsibilities?

3.21.    Are staff  well-informed on the matters of the Association, i.e. its Mission, Goals and Objectives?

3.22.    Are they well-trained to take up their responsibilities?

3.23.    Are they aware of the trends, needs and aspirations of their members?

3.24.    Does the Association provide adequate tools to assist staff in their work?

3.25.    Do staff undergo a system of appraisal to ensure performance is meeting the needs of the

Association?

Retention of Membership

Attracting new members  is an important part of growth of the Association.  It can be fun and exciting as

more and more new people get involved. It is also important to retain the existing members. The growth

and development of the Association benefits greatly from the experience and enthusiasm of your current

members. It is challenging to encourage members to stay. It is essential to continue to meet the needs of

the existing members.  Look for new ways for adult members to contribute to the Association and benefit

from being a member.

Questions for consideration:

3.26. How does the Association provide new challenges to all sections of membership?

3.27.    How does the Association identify new ways in which adult members can contribute positively to

the life of the Association?
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What is this about?

The structure and management of Associations vary from one to another, depending on the size and the

culture of the specific Association.  There are, however, certain elements that should be considered when

carrying out a Self-Assessment of the Association.

Mission Statement of the Association

Structure of the Association

Constitution

Management of your Association

Democracy; systems and procedures

Strategic planning

4.1 The Mission Statement of the Association

A Mission Statement is a general expression of the overall aim of the Association which should be in line

with the values and expectations of its members. It is concerned with the overall purpose of the

Association. It should answer the question: “what do we want to achieve?”

The Mission Statement of the Association serves as a basis for the development of its plan of action

where priorities are set in relation to the Goals and Objectives of the Association. From the Mission

Statement will ultimately flow the specific actions in which members of the Association will be engaged

on a day-to-day basis.

WAGGGS’ Mission Statement is:

To enable girls and young women to develop their fullest potential as responsible

citizens of the world.

Associations are encouraged to develop their own Mission Statements in line with WAGGGS’ Mission,

which will take into account needs and aspirations of its members and the environment in which it

works.

STRUCTURE AND

MANAGEMENT OF

A SSOCIATIONS
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Questions for consideration:

4.1.1. How does the Mission Statement of the Association answer the question: “What do we want to

achieve?”

4.1.2. Does the Mission Statement express the needs and aspirations of its members and prepare them

to meet the challenges of an ever-changing environment?

4.1.3. How well does the Mission Statement safeguard the values of the membership of the

Association?

4.1.4. How well is the Mission Statement accepted and supported by its members, i.e. the National

Board, different committees, staff, volunteers and the general public?

4.1.5. Does the Mission Statement of the Association reflect the Mission Statement of WAGGGS?

4.2. The Association’s Constitution

The constitution of an Association governs its operation, clearly outlining its purpose and safeguarding

the values of that Association. The Constitution is approved by the General Assembly and is the legal

entity of the Association.

An Association can define its structure from the Constitution where the roles and responsibilities of each

position or committee are clearly explained.

The Constitution is therefore an important document which Associations should have and they should

ensure that it is well understood by members of the organization and adhered to.

The Association may feel the need to revise the Constitution to meet the specific needs of the Association

in an ever-changing world. The World Bureau should be informed of any changes to the Constitution.

Questions for consideration:

4.2.1. How well known and understood is the Constitution among the leadership and adult members

of the Association?

4.2.2. When was the Constitution last updated?

4.3. Structure of the Association

The Mission Statement of the Association forms the basis of its structure.  Structure is a means of attaining

the Mission, Goals and Objectives of an Association. All Associations have to make provision for

continuing activities directed towards the achievement of their aims. The Association will develop task

allocation, supervision and co-ordination and these can constitute the organisation’s structure.

Structure is concerned with how the work of the Association is divided and assigned to individuals,

groups/teams or committees and how the required co-ordination is achieved. Structure involves:

• specifying and defining jobs

• deciding on the number of levels in the structure

• deciding who is accountable to whom

• allocating tasks and responsibilities to individuals/groups/teams

The structure can be exemplified in organisational charts, job descriptions and the creation of boards,

committees and task groups or work groups.
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The structure of an organization helps to define authority, responsibility and accountability among the

members.

Authority is the right to use discretion in developing strategies to assume the achievements of established

objectives.

Responsibility is the obligation of a subordinate to perform duties which have been assigned and

accepted.

Accountability is being answerable not only for end results but also for the actions that bring about the

end results.

An Association will need to decide on a structure that will facilitate the achievement of its Mission, Goals

and Objectives.

Questions for consideration:

4.3.1. What levels are necessary, e.g. national, regional/provincial, district or division?

4.3.2. How well defined are the roles and responsibilities of each level?

4.3.3. To what extent does the structure enable the Association to function effectively?

4.3.4.   What support is given to the regions/provinces, districts and divisions?

4.3.5.   How often does the Association review its structure?

4.4. Management of the Association

Once the structure is in place and the roles and responsibilities well defined, the next phase is to ensure

that the Association is well-managed.

The management of an Association has to do with the integration of the resources available, i.e. human,

financial and equipment to undertake activities that will produce results through which the Association

achieves its Mission, Goals and Objectives. In the management of an Association there has to be good

and effective leadership. The way an Association is managed can lead to growth and success or

stagnation and a lack of direction.

Questions for consideration:

4.4.1. Are the goals, objectives and policies of the Association clear and transparent to all?

4.4.2.   How is the planning of the work of the Associations organised?

4.4.3.   Are tasks and responsibilities within the leadership, committees and among staff well defined?

4.4.4.   Does the Association have enough qualified personnel (volunteers and staff) to carry out the

work?

4.4.5.   What kind of training is provided for those in positions of authority and responsibility?

4.4.6.   Are the channels of communication well defined?

4.4.7. Who is responsible for monitoring and evaluating the work of the Association and how is it

carried out?

4.4.8. How is the co-ordination of the work of the Association carried out?
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4.5. Democracy; Systems and Procedures

A well managed Association will ensure that the democratic rights of individuals and groups are

respected and adhered to in line with the Constitution. This will mean that leaders are involved in

sharing information and making decisions and that the operations put down in written systems and

procedures for the Association are transparent.

Communication lines must be clear and well defined in order to increase participation, motivation and

confident relationships. Measures need to be taken to ensure that there is mutual respect and support for

the diverse experience of the members in pursuit of the Mission Statement.

Procedures and systems will be put in place to explain Terms of Reference and to deal with the awarding

of rewards and grievances.

It is important that the Association is aware of and uses the resources that young people can offer.

Questions for consideration:

4.5.1. To what extent are the leaders participating in discussions and decision-making that influence the

work of the Association?

4.5.2.   To what extent are leaders elected as an integral part of the

democratic process?

4.5.3.   Which actions have been taken to ensure that the young women of the Association are part of

the decision-making process?

4.5.4. What communication systems has the Association put in place to ensure that all levels of the

structure are well informed about the work of the Association?

4.5.5.   Are roles and responsibilities well defined for the leadership, committees, and other positions?

4.5.6.   Does the Association have Terms of Office for the leadership, committee and specific positions?

Are these respected?

4.5.7. How are duties and responsibilities delegated to encourage a larger participation of members in

the work of the Association?

4.6 Strategic Planning

Strategic Planning is a process whereby an organization can influence the direction of its future by

deciding on:

• what it wishes to achieve

• how this will be done

• who will do it

• when it will be done

• how the Association will know that its wishes have been achieved

The process of Strategic Planning enables the Association to highlight priorities based on the Mission,

Goals and Objectives of the Association, taking into consideration its present situation and the

environment around it.
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Why Strategic Planning?

• to keep track of what is happening

• to co-ordinate and integrate activities with a unified and agreed focus

• to set priorities among the many possible activities to pursue

• to have a framework for adjusting priorities needed to meet ever-changing challenges.

Benef i ts

• ability to co-ordinate and monitor activities effectively

• ability to deal with risks positively, e.g. competition

• tool to measure performance and effectiveness.

Questions for consideration:

4.6.1. Does your Association have a Strategic Plan?

4.6.2. How was the Strategic Plan formulated?

4.6.3. How were the different levels of the Association involved in the formulation of the Strategic Plan?

4.6.4.   How does it help the Association to measure its effectiveness?

4.6.5.   How often does the Association monitor and evaluate the Strategic Plan?
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What is this about?

Representative Guiding

In order for your Association to have an impact on society and be truly open to all, the membership of

the Association at all levels needs to reflect the composition of society.

Answering the following questions can help you to establish to what extent the membership of your

Association reflects the ideal representation and what steps you may need to take in order to make your

Association more representative:

Questions for consideration:

5.1. To what extent does the membership of your Association reflect the composition of society e.g.,

representative of religion, ethnicity, urban, rural, etc.?

Networking

Networking is the interconnected system of sharing information with organisations with similar interests.

Youth organizations need to understand the policies that affect their members.  It is therefore important

to have a role in influencing policy-makers and public opinion, other youth organizations to expand or

change their work to complement the work of your Association.

Questions for consideration:

5.2.     To what extent does your Association have contacts with the National Youth Council?

5.3.     To what extent is your Association involved in the National Youth Council?

5.4.     Has your Association developed any contacts with the government body responsible for youth

and/or girls’ and young women’s issues?

5.5.     Has your Association any contact with NGOs working on girls and young women/youth issues?

REL ATIONSHIP

TO SOCIETY
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5.6.     Has your Association developed any initiatives in partnership with the above?

5.7.     What is the level of involvement with other NGO, e.g., exchange of newsletters, attending

meetings, joint projects, campaigns etc.?

5.8. How does your Association communicate with parents, institutions and society?  To what extent

is this effective?

The impact of your Association

It is important that the work your Association undertakes with young people and especially girls and

young women is valued by the community, policy and opinion-makers.

Answering the following questions can help you to establish how much importance policy-makers attach

to your Association and to issues affecting young people, and especially girls and young women in your

society.  Your answers to the questions can also help you to decide what steps you need to take to

ensure that the work of your Association is taken seriously by policy-making bodies in your country.

Questions for consideration:

5.9. To what extent is the Government aware of the educational aims and objectives of your

Association?

5.10. Does you Association have any involvement in the process of policy-making that affects young

people?  At what level? i.e. through Youth Council, Consultative Groups, etc.

5.11. Does the Government consult you on issues relating to girls and young women/youth?

5.12. Has any research been done by others or by the Association on the reality of youth/girls and

young women in society? To what extent were the findings useful for your Association?

Public Image

Influencing public opinion is an important aspect of the development of the work of the Associations.

Public opinion is crucial to developing understanding of the needs of young people by parents,

educators, public institutions and the media.  Positive public opinion helps to provide a supportive

environment for young people, especially girls and young women, in your country.  The Association can

only present a good public image if the Association is delivering a good product to society, e.g. if the

programme of the Association is meeting the needs of young people.

Answering the following questions can help you to establish the standing of your Association in society,

and what steps you may need to take in order to improve it:

Questions for consideration:

5.13. What image does your membership have of your Association? Is the Association perceived as

open to change?

5.14. How does society perceive the work of your Association? Does your Association address the

needs of young people and specifically girls and young women?

5.15. Do parents want their children to join your Association?  If so, why?  If not, why not?



19 SELF-ASSESSMENT of your Association

5.16. Has your Association done any research with regard to the above?

5.17. Do you have any media coverage at national and local level?  Does the media coverage present

the image your Association wants to have?

5.18. How do you promote what your Association offers to members, parents, and to society?

5.19. To what extent are parents involved in the work of the Association?

5.20. To what extent is the purpose of your Association clear to society?

5.21. Has your Association developed strategies to help you attain the image you want?
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What is this about?

Without financial resources the Association cannot achieve its aims and objectives. The Association has to

rely on certain sources of income such as membership fees, government grants, income from fundraising

activities, shops, lottery, donations and financial aid and commercial agreements with private companies.

The expenditure of an Association can be divided into different categories e.g., fixed expenditure such as

rents, salaries, loans etc. Other expenditure is based upon the work plans made for the Associations. The

National Board is accountable for the management of the financial resources of the Association.

Effective financial management can help your Association to better manage its financial affairs.  An

independent review (perhaps by an auditor) should highlight the effectiveness of the internal control in

place. It is important to ensure that the financial records of the Association are in order, as this promotes

confidence among members as well as perspective donors.

Questions for consideration:

6.1. How does your Association raise funds?

6.2. Who prepares the budget and what role do the people for the implementation have in

formulating the budget?

6.3. To what extent does your Association produce budgets showing all income and expenditure of

the Association and how is this budget presented to the membership of the Association?

6.4. To what extent does your Association rely on funding from external sources?

6.5. Does your Association have an investment policy?

6.6. Has your Association established a Fund Development policy?

6.7. What system has been established to monitor income and expenses?

6.8. How is the working relationship between the committee preparing the budgets and the persons

preparing the action plan/work plan of the Association?

6.9. Does your Constitution require Audited Accounts?

6.10. To what extent is the National Board aware of its accountability?

6.11. How are budgets compared with actual results attained, monitored and necessary actions taken?

F INANCIAL

RESOURCES


