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ORGANIZATIONAL ASSESSMENT
LESSON OBJECTIVES
LEVEL
MEASURE

A. Define and describe the purpose of an assessment
Knowledge
Written

B. Determine the five parts of the assessment phase
Knowledge
Written

C. Select sources used to collect data
Comprehension
Written

D. Select organizational areas to assess
Comprehension
Written

E. Consider the advantages of using the assessment matrix
Comprehension
Written

SUPPORT MATERIAL AND GUIDANCE

Lesson Emphasis

Gain understanding of the organizational assessment process and it's purpose.  Be able to detail the four parts of the assessment phase.  Be able to identify sources of data to collect, organizational areas to assess, and finally the advantages of using the matrix. 

Student Contributions

Take notes and ask questions to clarify information covered in the lecture.  Demonstrate understanding of the material covered by successfully completing the matrix portion of the Sandy Beach Evaluation.

Student Instructional Material

Notetaking Guide

Sandy Beach Evaluation Package

Assessment Matrix

Instructional Method

Lecture (1 Hr 30 Min)

Sandy Beach Exercise (7 Hrs)
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NOTETAKING GUIDE

A. ASSESSMENT
1. Definition of Assessment 

A systematic procedure to gather data about an organization to better understand how that organization is functioning to meet its mission.

2. Purpose of an Assessment

a. The purpose of an assessment is to assist commanders at all levels in assessing the organization’s EO climate.

b. Provide commanders insight into other personnel issues that may impact unit effectiveness.

c. Includes identifying positive and negative factors that may affect mission readiness, such as morale, equal opportunity and treatment, interpersonal and organizational relationships.

d. Propose corrective actions when appropriate.

B. THE FIVE PARTS OF THE ASSESSMENT PHASE

1. Scouting: 
Includes all the preparation prior to formally entering the organization.  The activities include:

a. Research files for information pertaining to the unit from previous contact.  Try to gain an understanding of the background of the unit, its mission, and the commander.

· Organization’s structure?

· Organization’s mission?

· Work center locations?

· Duty hours?

· Demographic composition of unit personnel?

b. Consider preliminary questions to address with the commander.  Know the questions to ask and be prepared to discuss alternative answers.

2. Entry (In-brief):
The actual contact with the unit where contracting of expectations is achieved.  Use the in brief to develop a strategy to best meet the commander's needs.  The activities include:

a. Meeting with the commander.

b. Discuss the commander’s perception of the unit’s needs/problems.  The Commander may have identified specific issues they would like addressed during the assessment, or it may be the task of the EOA to identify areas of concern.

c. Contract – When the EOA and commander reach some form of agreement (formal or informal) on the strategy of how the assessment will be conducted, they have joined into a contract.  The EOA understands the scope, limitations, special areas, responsibilities, and roles of the client system.  Know the limits of your function (i.e. you are not there to investigate).  Get answers to as many questions as possible.

· Approximate time frame required for the assessment.

· Advise commander on assessment tools and the capabilities of the assessment.

· Provide commander with a copy of the survey instrument for review.

· Brief how the survey will be distributed/collection of survey.

· Request appointment of liaison officer or senior commissioned officer to serve as a point of contact.

· Establish specifics for the outbrief – date/time, location, equipment available, commander’s style, attendees.

3. Data Collection:
The step in which you collect the data about the organization.  There are four primary methods for gathering data: observations, interviews, records/reports, and surveys (we’ll look at these in more detail later.)  This step is where the actual contact with the unit is made and the contracted expectations are achieved.  The activities include:

a. Select and prepare the data-gathering instruments.

b. Conduct data gathering

c. Objectivity.  Listed below are common pitfalls based on a survey from EOAs in the field.  Be aware of these tendencies.  Do not let them impact data collection when conducting an assessment.



If You Are


You May See


Majority


Management problem, not EO problem



Minority


Large EO problem



Quick thinker


Surface problem



In-depth thinker

Never see problem



Sensitive/Emotional

Yourself siding with human feelings



Experienced


I once had that problem

REMAIN OBJECTIVE UNTIL READY TO DO ANALYSIS!

4. Diagnosis: 
The step in which you reduce, merge, organize, and analyze the data for the commander’s outbrief.  The activities include:

a. Reduce and merge information collected.

b. Analyze and sort the information into meaningful format.

c. Prepare the interpreted information (facts) for the commander’s outbrief to include all necessary documents and the visual aids.

5. Assessment Feedback (Outbrief): 
The step where you provide an accurate, precise, and clear report of the assessment information to the commander.  The activities include:

a. Schedule outbrief with commander and complete briefing preparations.

b. Provide assessment feedback (outbrief).  Present interpreted information to the commander (present facts).

c. Provide recommendations.  Based on the data, assist the commander in determining what to do.

d. Determine if follow-up actions are required.  If so, how often, what kind, and who is responsible for completion?  

C. SOURCES USED TO COLLECT DATA
1. Records and Reports:

A review of organizational records.  Significant information is filed in a variety of formats:

a. Performance Rates (Level of mission accomplishment)

b. Unit Status Reports – (Absentee Rates)

c. Accident Rates

d. Discipline Rates (Article 15 and UCMJ actions)

e. Complaints

f. Military Affirmative Action Plans

g. Awards and Decorations

h. Promotions

i. Duty Officer/NCO logs (billets activities)

j. Training Schedules (EO emphasis)

2. Surveys/Questionnaires: 
A written series of questions answered by members of the unit.  Due to the complicated nature of designing surveys with good reliability and validity, the use of well established surveys is highly recommended (e.g., DEOMI’s Military Equal Opportunity Climate Survey, Navy’s Command Assessment Team System Survey, Military Leadership Survey.)

3. Interviews: 

Interviews are a conversation designed to gather information for a specific purpose.  The interviewer takes an active role of asking questions and clarifying answers.  

a. Individual (One-on-One)

b. Focus Groups

4. Observation:
Systematic observation of behaviors within an organization as a source to collect data. The EOA can use observation methods to examine appearance, motivation, pride, polarization, and informal power.  Data collection is accomplished through looking and listening to activities without the observer making overt demands for information.
5. Summary of Data Collection Methods


Observation
Interviews
Records & Reports
Survey

Adaptability to Changing Situation 
High
Moderate
Low
Low

Preparation Time
Low
Moderate
Low
High

Data Collection Time
High
High
Moderate
Low

Respondent Bias
Little to None
High
Varies
High

Ease of Coding
Difficult
Difficult
Moderate
Difficult

Anonymity
Low
Low
Varies
Varies

Sampling
Difficult
Difficult
Varies
Easy

Organizational Costs (Time and People)
High
High
Low
Varies

Volume
Low
Low
High
High

Training of Data Collector  
High
High
Moderate
Low

Other Issues
Privacy
Builds Rapport
Information may not reflect current situation
May miss issues that develop

D. ORGANIZATIONAL AREAS TO ASSESS

1. Common Organizational Assessment Areas

a. Communication Flow: Does information pass easily from members to leaders and back?  Is the information shared with those who need it to conduct business or make decisions?  Is “bad” news communicated as readily as “good” news?  Is extraneous information filtered without losing the important pieces?

b. Leadership/Supervision/Decision Making: Open door policy – sincerely interested with how unit members feel?  Fair treatment for all groups?  Are organizational decisions made in a timely manner?  At the appropriate level?  Do leadership styles match subordinate needs (group maturity) and task complexity?  How are decisions made?  Once decisions are made are they disseminated to those who need to know?  Are command decisions reflected in policy issuance?

c. Motivation/Pride: Are members inclined to give their best effort to accomplish organizational goals?  Job satisfaction - do members of the unit truly enjoy what they’re doing?  What is the morale level?

d. Cooperation/Planning: Is teamwork used to maximize the quality of work produced.  Are adequate resources available for both personnel and material to meet objectives?

e. On/Off Installation Environment: Do unit personnel like the area?  Any grievances on or off the installation?  Is there a lot to do both on and off the installation?

f. Retention: Is there a high or low percentage not being retained?  How many by gender/race and term (1st, 2nd, career) were eligible?  Ineligible?  How many chose to reenlist? 

g. Discipline/UCMJ: Are there too many discharges and disciplinary incidents?  How many put on report/Art 15?  Repeat offenders?  Cases dismissed?  Courts martial?  How many honorable/dishonorable discharges?  Bad conduct discharges? 
h. Advancement:  Are personnel advancing as they should in the command?  How many were eligible/recommended?  Advanced/promoted?  Who took exam or was boarded?  Who passed exam but not advanced?  Who failed?  Who is allowed to go to schools for advancement?

i. Awards/Recommendations:  (Awards – medals; letters of achievement, commendation or appreciation; Soldier/Airman/Sailor/Marine/Coastie of the Qtr/Yr).  How are awards distributed?  Favorable performance endorsements?  Recommendations for special or preferred assignments or training?

j. EO Complaints/Discrimination: Who is filing the complaints?  What is the basis of the complaint?  Are the complaints informal or formal?  Are all complaints handled with the same sense of urgency?
2. Additional blocks on the matrix can be used for areas not listed, that the commander has identified to look at.

E. ADVANTAGES OF USING THE ASSESSMENT MATRIX
1. It is systemic - helps you maintain objectivity.

a. Separate matrix sheet for each source.

b. Lists areas, and any special area(s) of concern down left vertical columns.

2. Completeness: A key concern/may cause you to obtain additional data.

a. Load reduced data into matrix.

b. Empty spaces - may need to collect more data.

c. Reduction/Merger of Data – match reduce data with standard organization EO mechanisms and special areas.

d. Analysis of Data – looking at situations as they develop; understand cause and effect.

e. Synthesis of Data (Planning) – summarize the effects organizational behavior has on selected groups within the organization.

f. Identify Issues of the Assessment Matrix – review matrix for actual discrimination or the perception of discrimination (impact).  If present, identify the following:

(1) Identify Area

(2) To What Degree?

(3) To What Level

(4) What is the Cause (process, person, or area)?

3. Provides the whole picture - Important for each group (gender, race, or grade/rank).  Do not analyze until all sources have been exhausted for collecting data.
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