


© Copyright 1995. The: Point:; of Light Foundation 



Changing the Paradigm 
Self-Assessment Kit 

TEAM LEADER'S RESOURCE BOOK 
With a Special Introductory Note 

to the Executive mrector 

by 

Kenn Allen 

Senior Vice President 

The Points of Light Foundation 

with contributions from 

Claudia Kuric, Richard Lynch and Stephen H. McCurley 

---
AT&T 

Foundation 

Made possible~)' u grclllf jinm the AT&TFcmndation 



Ack nowled gements 

The Cba11gi11g the Paradigm Se/f-Assessme111 Kit marks the third phase of the Paradigm Project, a project begun in 1991 to identif y and 

advocate techniques of highl y effective volunt eerism. In the first phase of this on-going effon , The Points of Light Foundation con­

ducted research with 20 human service organizations around the count1y and identifi ed 11 characteristics linked to highly effective vol­

unteer programs. The second phase of the Project involved the creation of self-assessment tools based on the 11 characteristics, as well 

as a consulting process to use in analyzing the effectiveness of vo lunt eer programs. The tools and process were field tested w ith a 

diverse group of national nonprofit s and Volunteer Centers throughout the United States. With phase three, the Paradigm Project con­

tinues to elicit new insights and offer too ls and services that w ill assist the nonprofit sector in opt imizing voluntee r invo lvement. 

The Po ints of Light Foundatio n would like to acknowledge the contribution s of the many people w ho made this product possible. 

Special thanks to the original P:iradigm l e am: Kenn Allen, Rick Lynch, Steve Mccu rley and Mary Phillip s. Your commitm ent to qual­

ity, innovative work that woul d benefit the field of volunt eerism shines through in all the wo rk you've clone for this project. Also, we 

appreciate the Points of Light staff who helped make this kit a reality: Ellen Lon, Renee Day and Cathy Soffin. A special thanks to Pat 

Chapel. Director of the Volunteer Center of the United \Vay of Champaign, Illinoi s for her work in testing the Paradigm self-assessment 

survey. \Xie acknow ledge her efforts and the four organizations wi th whom the survey was tested: die Illini Prairie Chapter of the 

American Reel Cross, Green Meadows Girl Scout Council , Community Recycling Center, and the Champaign County Forest Prese1ve. 

Thank you to the AT&T Foundation for their generous grant fo r the production of this kit. 

We'd also like to thank the other Paradigm pilot sites, those organizations that helped test the Paradigm consultjng process and other 

Paradigm too ls. We appreciate your patience and commitment as we learned together. 

YMCA of the USA 13ig Brothers/ Big Sisters Volunteer Center of San Mateo 
Chicago, IL of America San Mateo, CA 

FIRSTLI n< Philadelphia. PA 

Columbu s. O H 

United Way of SE Pennsylvania­
Volunteer Centers 
Philadelphia , PA 

The fo llow ing focus group was vital in review ing the draft kit so that it truly met the needs of the nonpr ofit commu nity. 

Laura Balun 
Chief of Volunta,y Services 
Veterans Adminisu~1tion 
Medic;il Center 

Monica I lammock 
1\ilanager 
Greater DC CARES 

Stephanie Davis 
Executive Director 
Center for Child Abuse 
Prevention 

Pat Kirk , l'vlember 
National Council on Corporate 
Volunteerism 
The Po ints of Light Foundation 

13ed1 De Christafaro Ruth Meier, Executive Director 
Director of Volunteers Volunt eer Center of Fairfax 
No11Jiem Virginia Family Services County , Inc. 

David Fleming 
Director of Field Operations 
Big Brothers/ Big Sisters 
National Office 

We'd like to acknow ledge the ,vork and commitment of the Paradigm Adviso,y Group during die first two phases of diis project. 

William L. Braden, CEO 
Mid-America Chapter 
American Red Cross 

Kathe,ine H. Campbell, President 
Association for Volumeer 
Admin istration 
Virginia Office or Volunteerism 

Loyce Haran, Former Director 
Volunteer Center of San Mateo 

Joe Isaacs, President 
National Health Council 

Ron Kinnamon, Assistant 
Executive Director 
YMCA of the U.S.A. 

Mildr ed Love, Vice President 
Office of Affi liate Services 
Urban League 

Jonathan D. F. Zinman, Advisor 
Ha1vard University 

Thomas M. McKcnna 
National Executive Director 
Big Brothers/ Big Sisters of 
America 

Evelyn Moo re 
Executive Director 
National Black Child Institute 

Gordo n Raley 
Executive Director 
National Assembly 

Terry Willi ams, Director 
McKinsey & Company, Inc. 

Pat Rmvell, Director of Volunteer 
and lnte1preter Services 
Volunteer Depanment 
Massachusetts General Hospital 

Dr. Marra Sotomayor, President 
National Hi spanic Council on 
Aging 

All of the above organization s and peop le and the many more unmention ed contribu tors are evidence that Changing the Paradigm has 
been, and continu es to be, a synergistic process and program. As you use thi s Kit , ,ve we lcome your ideas so that we may refine future 
services and products to u·uly meet the needs of the field of voluntecrism. 

Vi rgini a T. Austin 
Vice President of Nonprofit Outreach 
The Points of Light Foundation 



Chang ing the Parad igm Seit-Assessment Kit ••••• • •••• •• ••••• 

Contents 

Letter to the Executive Director 3 

Letter to the Team Leader ; 

STEP #1 - Build Your Personal Understanding 6 

STEP #2 - Create a Leadership Team 7 

STEP #3 - Plan Together 8 

STEP #4 - Build Internal Support 10 

STEP #; - Collect the Data 11 

STEP #6 - Tabulate the Results 12 

STEP #7 - Analyze and Discuss the Resuits 13 

STEP #8 - Determine Next Steps 19 





Letter to the Executive Director 

Welcome to the Changing the Paradigm Self-Assessment Pmcess. 
This organizational change management tool guides staff, leader­
ship, board and other volunteers to examine the effectiveness of 
their volunteer programs. Why is this self-assessment imponant 
to your organization' 

Both nonprofit organizations and local government agencies are 
under increasing pressure to respond with greater impact to the 
complex human, social and environmental problems facing our 
communities. Their work is being done in an au11osphere of 
increased demand and static resources. There also is a growing 
expectation on the part of community leaders in business and 
government, and on the part of the public itself, that volunteers 
can and should play a role in addressing these problems. 

Yet in many organizations, discussions of the work of volunteers 
falls outside the normal sU<1tegic plam1ing or evaluation process­
es. Though highly valued, the work of volunteers is seen as sep­
arate and distinct from the balance of work clone in the organi­
zation. As a result, d1ere may be fewer opportunities to: 

♦ learn about how volunteers and paid staff feel 
about the involvement of volunteers 

♦ Identify ways to continuously improve volunteer 
involvement 

From an organizational standpoint there are three major reasons 
for conducting periodic assessments of volunteer programs. 

1. An assessment helps determine how to most effi­
ciently utilize agency resources . Di.rectors of 
agencies are faced with the need to make critical 
decisions about scarce resources, determining 
where the agency should devote its time, energy 
and funds. The self-assessment survey will identi­
fy whether the agency is not getting the most out 
of volunteer resources, perhaps due to undesir­
able management practices or through lost 
opportunities. Some of these weaknesses are of 
tl1e type that cannot be identified without a sys­
temic examination such as that provided through 
the self-assessment process. 

2. It will create a more effective volunteer involve­
ment system. The self-assessment process will 
help to identify where there are specific problems 
in mission understanding, systems management, 
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roles and relationships, communications and 
other areas. When volunteers are not involved 
effectively it both wastes the energy of the staff 
and may also lead disgruntled volunteers to criti­
cize the agency within the community. 

3. The assessment will develop a consensus for 
needed change. Self-assessment is a process that 
involves key elements within the agency in exam­
ining and evaluating what is happening in volun­
teer involvement. The process of conducting the 
assessment creates the evidence for where 
changes are needed and builds an interest in, and 
consensus for, making the needed changes. The 
mere process of discussion about the Paradigm 
characteristics will begin to change attitudes 
about volunteer involvement. 

In 1992, The Points of Light Foundation undertook ground­
breaking research to better understand the ways people are 
involved as volunteers in human service organizations (health. 
education, social welfare and grassroots problem-solving). From 
that research grew the identification of 11 characteristics that dif­
ferentiate organizations that are highly effective in involving vol­
unteers from those which are less effective. 

Those characteristics were later grouped into the four action 
principles around which this material has been built: 

♦ Lay tl1e foundation through mission and vision 

♦ wmbine inspiring leadership with effective man­
agement 

♦ Build understanding and collaboration 

♦ learn, grow and change 

The most imponant observations we made about those organi­
zations that were more effective in the involvement of volunteers 
are this: 

In them, the work of volunteers more directly con­
tributes to the mission and priorities of the organi­
zation. 



Also, in them , there is a greater "alignment" of mis­

sion , current priorities and the work being done by 
volunteers. The action principles and the character­
istics underlying them explain why that is true. The 
purpose of the self-assessm ent process is to help 
organizations understand how they can move 
toward that same degree of alignment. 

\Xie have shared these research findings with lit­
e1:1lly hundreds of local and national 
nonp1Dfil organizations, agencies of 
local, state and federal government, 

action agenda of steps to increase the effectiveness of 
volunteer involvement in your organization. 

Our research clearly reinforced something that all of us know 
but too often forget. Organizations are systems. All parts are 
related to all other pans. There are rarely simple, direct solutions 

to problems. Eve1y action you take has a ripple effect 
throughout the organization. 

As a result, when you seek to learn about the involvement 
of volunteers, you also will be learning about how tlie 
organization works for eve1yone in it, including your 

and both p1ivate and public funders. Every action you take 
customers. Assessing one aspect of tlie organization 
will give you insight into many aspects. If you are pre­
pared for and open to this, self-assessment can be a 
tremendously valuable learning process. 

\Xie have found that the work we did has a ripple effect 
and the condusions we drew have a 
high degree of 'face validity" diat is, they 
make sense to people. 

13ut shaiing die research also eliciL~ one per­
sistent question: "How can we find out how 
our rnganization measures up against die char­
actelistics of high effectiveness identified in die 
research?" 

throug hout the 

organ izatio n. 

The process described in this booklet answers that question. It is 
based on the assumption that, with guidance, people can reflect 
on and learn about the way their organization works. We believe 
that it is possible to collect and analyze data, discuss it and turn 
the fruits of that work into knowledge that can help the organiza­
tion do a better job. 

The process is built around three broad components: 

1. A Leadership Team that is representative of the 
board of di.rectors, management , line staff and 
volunteers of your organization. The purpose of 
this team is to lead the way through the process. 
It reports to you. One individual should be desig­
nated to serve as Team Leader. The material in 
this booklet is designed to help the Team Leader 
do his or her job effectively. 

2. The survey instrument that w ill be given to a sam­

ple of all paid staff and volunteers . In some orga­
nizations, it may be possible to survey everyone; 
in very large organizations, perhaps only a repre­
sentative sample will be selected . 

3. Analysis and discussion of the results of the survey 
by the team and then throughout the organization. 
The data becomes an opportunity to identify and 
work on barriers to effective volunteer involve­
ment. This is the first step toward developing an 
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Thar is why your role as leader of the organization 
is critical. Only you can bless this self-assessment 
rroccss with the credibility it needs. Herc is 

,vhat we hope you do: 

1. Review this booklet thoroughly so that you wider­
stand the process and its anticipated outcome. 

2. Make the commitment to support this work. 

3. Inform the board of di.rectors of this work and 
ask for their participation and support. 

4. Select a strong team leader who has the skills to 
manage and facilitate the process. 

5. Appoint a broadly representative Leadership Team, 
working in consultation with the Team Leader, to 
lead the organization through the process. 

6. Meet w ith the team first when it begins its work, 
to reinforce your support, and, seco nd, when it 
comp letes the analysis of the survey results. 

7. Insure sharing of the results through the organi­
zation and create an exp ectation that dialogue 
and planning will take place based on the results. 

Should you, as executive director, serve as the Team Leader' 
Perhaps, but, only as long as you are comfo1table committing the 
required time and playing a facilitative role. In most cases, how­
ever. the executive director will delegate this responsibility to 
another senior manager, such as the director of volunteers, or to 
a highly respected volunteer leader. 

One of the primary roles of leaders is to shape the culture of 
their 01ganizations. A process such as the one outlined here can 
be a powerful tool to reinforce the value of reflection, learning 
and continuous improvement in the organization . 



A Letter to the Team Leader 

Congran!lations! You have been invited to lead a self-assessment 
process designed to help your organization increase the effec­
tiveness of its invo lvement of vo lunteers. 

Your role is to se1ve as the manager and facili tator of the 
process, work ing in partnership with a Leadership 
Team that is representative of the board of 

directors, top and middle management, 
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ful data and a framewo rk w ithin which that data can be conven­

ed to know ledge, that is, into action that helps the 01ganization 
perform bener. 

This panicular self-assessment process is focused 
on one component of your organization, the 

involvement of voluntee rs. But because orga­

nizations are systems composed of interde­
paid staff, leadership volunteers and di rect 
se1v ice vo lunteers. With them, you w ill plan 

how best to implement this process in your 

organization , w ill collect and analyze data 
about the percept ions of paid sraff and volun-

Self-assessment is a 
pendent parts, you will be learning about 

how the organization works for eve1yone 

in it, includi ng your customers. Assessing 
one aspect of the organization will give 

you insight into many. 

key element of lea rning 

and continuous 
teers concerning the involvement of volunteers, 
and w ill begin work on a plan to increase the 
effectiveness of d1at involvement. 

improvement . As Team Leader, a major part of your 
role is to share the results of this 

process with the entire organization. 

from the board of directors to management to the 
line staff ro the direct service volunteers. As you do, you 

will contribute to steady improvement in the overall work of the 

The process consists of eight steps. Each is described 

in this bookl et. We urge you lO read this booklet 
through in its enti rety first to gain an understanding of 
the total process. You also wi ll wanL to review thor­

oughly all of the other material that has been provid ed as pan 
of the Changing the Paradigm SelfAssessment Kit. Be sure to 

read the first section of this booklet (" Letter to the Executive 
Director .. ) so you w ill understand the expectations of the exec­

utive director in this process. 

Organizations that will not only su1v ive but thrive in the years 
ahead will be those that have learned how to learn and are com­

mitted to continuou s improvement. Self-assessment is a key ele­
ment of learning and continuous improvement. 

At its simplest, self-assessment asks the question, .. How are we 

doing,· • At its best, it asks that quest ion in ways that pmvide use-

organization. 

This is an important role. \Xie urge you to take it seriously and 
to comm it the time needed to prepare fo r and impl ement the 

process. 

Your first step is to read everything in this book let and in the 
Changing the Parad(qm Se/fAssess111e11t Kit. After you've clone that 
and have fonm ilared d1e approach you want to take to this project. 
sit clown and talk it through with the executive director. The 

strengd1 of your pa11nership w ill be imponant to the overall success. 



STEP #1 BUILD YOUR PERSONAL UNDERSTANDING 

You will manage and facilitate the process through which your 
organizat ion assesses the effectiveness of its volunteer involve­
menr. To understa nd the research and too ls al the heart of this 
process we reco mmend that you : 

1. Read this entire booklet. 

2. Watch the Changing the Paradigm videotape . 

3. Read both reports on the Paradigm research , 
which are included. 

4. Review thoroughly the booklet for members of 
your team. 

5. Reread this booklet, making notes on how best to 
adapt its contents to your own organization . 
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6. If you are uncomfortable with the computerized 
tabulation of the surveys, seek assistance from 
someone who can translate it for you. 

Perhaps the best way to test your understanding of the process 
is to formulate your ow n plan for how to implemen t it and then 
share that plan with the executive director and others in the 
orga nization. Their feed back will give you a good indication of 
your own mastery of the material. 



STEP #2 CREATE A LEADERSHIP TEAM 

The Leadership Team leads Lhe organization through the self­
assessment process by: 

♦ Planning the overall effort 

♦ Building support for the process throughout the 
organization 

♦ Analyzing the results of the survey 

♦ Stimulating dialogue throughout the organization 
about how best to use those results 

Members may also help administer and compile the survey. 

The size of the team depends on the size of the organization. 
Except in extraordi na1y cases. it probably should have no more 
than eight ro ten people. Ve1y large organizations may want to 

assess only a portion of their operation at any one rime or have 

several teams operating simultaneously but in close coope ration, 
each assessing a differen t piece of the organization. 

The Leadership Team shou ld include at least one representative 
of: 

♦ Board of directors 

♦ Senior managers 

♦ Middle managers 

♦ Line staff (both professional and support) 

♦ Volunteers (other than members of the board) 
making sure to include all major categories of vol­
unteers (fundraising, administrative, direct service) 

To the extent possible, the team also should be representative of 
the major program areas of the organization .. 

The ream should be appo inted by the executive directo r in con­

sultation wiLh you, the Team Leader. Your role is to identif y 
potential team members and work rhrough the selection w ith the 
executive director. 

The team should repon clirenly to the executi1·e di rector of the 
organizarion . In additio n. the board of directors should be fully 

infor med about the wo rk of the team and should expect to 
receive the results of the self-assessment. 
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Team members should be asked to commit to a minimum of 
three working meetings of rwo to Lhree hours each, plus prepa­
ration time. 

The purpose of the first meeting is to come to a common 
understanding of the task, the work of the committee and the 
self-assessment process. lt is a time for planni ng to whom and 
how the survey wi ll be admin istered. It also is a tim e to learn 

about the basic ideas around wh ich the self-assessment process 
has been built. 

Ar the second meeting , the results of rhe swvey are analyzed. 

The team look s at how other people view the invo lvement of 
volu nteers and begins to draw conclusio ns. How and with 
whom to share the results of the st11vey is decided . 

The third meeting results in action steps that will improve the 
involvement of volunteers. 

Ar tfon point , the team becomes oriented to taking action based 

on its learning and wi ll wi sh to renegotiate its continu ing role, if 
any, with the executive director. 

Each team member should receive a Team Members' Workbook. 
included in this kit, that provid es background on the self-assess­

ment process and on the research which underlies it. Team 
members should be expected to familiarize themselves with the 
workboo k prior ro the first meeting. 



STEP #3 PLAN TOGETHER 

Each team member should receive and review the 'f'ea111 
1\Je111bers· \l'iorkbook prior 10 the first meeting of the team. At 
that first meeting, the agenda should includ e: 

♦ Introductions of team members 

You may w ish 10 have the execu tive dir ector attend at lease the 
early part of the meeting and reiterate his or her imerest in the 

projecl. Simil arly, the board represelllati ve to the team 

should be briefed in advance and prepared to reflect the 

board's inrcrest. 

♦ Overview of the 
work the team is to 
do 

♦ Review of the research 
underlying the self-assess­
ment process, including 
the four action principles 
around which the self-assess­
ment tool is built 

Ac qua int the te am 

with th e fa c t that 

the self-assessment too ls 

grew from research 

The Research. You may wish to use Overheads =3-8 

for this segme!ll o f the meeting. The correspond ing 

section in the 'f'ec1111 Members· Wo1kbook is "About the 

Changing the Paradigm Project... Thi s is also an 

excellent po inr to show the Changing the Paradigm 

videotape to the team. 

The purp ose of thi s is simpl y to acquaint the 

ream with the fact that the self-assessment too ls 

grew from research that was conducted with 

nonprofit organizations and publi c agencies. Key 

poi111s to cover includ e: 

♦ Development of a plan for com­
pletion of the self-assessment 
process 

Introductions. The team w ill he meeting together at least three 

times, so it is imp ortant that ream members become famili ar with 

one another. This is particularly important in large or fragment­

ed organizations or in situations wh ere board members and 

dir ect service volunteers may not be famili ar w ith the entire orga­

nization. You may ,vant to ask members 10 introduce them­

selves or break into pairs and ask them ro interview and intro­

duce one another. 

The Overview. You may wis h to use Overheads =1 and =2 for 

this purpose. The correspondin g section in the Tea111 Members· 
Workbook is the '·In1roduc1ion. ·· The key points to stress here arc: 

♦ 'The commi tment and expectations of the top 
leadership of the organization, including the 
board of di.rectors, if appropriate 

♦ The specific roles you wish the team members to 
play, collectively and individually 

♦ The time frame within which you expect to com­
plete the work 

♦ The major activities to be undertaken 
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♦ The nature and scope of the research 

♦ The four "action principles" 

♦ The 11 characteristics of effectiveness 

Each characteristic and prin ciple does nor need to be discussed 

in-depth at this poinl. This w ill be most useful during the analy­

sis of collected data. For now , team members need to und er­

stand the origin of the Paradigm concepts and the general areas 

of organizational life that they cove r. 

The Plan. Thi s should be the most signifi cant outcome of the 

meeting. It shou ld include prov ision for the follow ing activities: 

♦ Explaining the self-assessment process to the rest 
of the organization 

♦ Deciding which people to ask to complete the sur­
vey and determining how to get the maximum 
respon se from them 

♦ Malting sure that you, as team leader, have the 
help you need in tabulating the surveys 

♦ Meeting again as a foll team to discuss the results 
and plan what comes next 



An essential part of the plan is a realistic timetable for comple­
tion of the work. Because this is a rather straightforward 
process, the timetable should be relatively shon so as to sustain 
interest within the organization. 

The section in the Team J\!lembers· Workbook corresponding to 
this task is "Creating a Plan.'" It suggests these questions be used 
to develop the plan: 

1. What is the best way to let staff and volunteers 
know about the self-assessment process? How 
can in.formation about the process be shared 
without creating anxiety about whether individu­
als are being evaluated? 

2. What is the best way to get a cross-section of peo­
ple to complete the survey: board members, paid 
staff at all levels and in all program areas , direct 
service volm1teers and support volunteers in all 
program areas? \Vhat is the best way to distribute 
and collect surveys? Based on the size of the orga­
nization, how many people should be surveyed? 
(More infom1ation on creating a survey sample 
will be found in Step #5 Collect the Data.) 

3. What roles should members of the team play in 
the following? 

♦ Telling the organization about the process 

♦ Selecting the people to complete the survey 

♦ Distributing and collecting the survey 

♦ Tabulating the survey 

4. When should each of these tasks be completed? 

As Team Leader, you may wish to have fairly firm answers to these 
questions in mind prior to the meeting, perhaps even having a 
draft plan ready for the group to review. But, remember, that the 
greater the pa1ticipacion of team members in developing the plan, 
the greater will be their ownership of the work to be done. 
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Paradigm Characteristics of 
High Effectiveness 
1. The mission and priorities of the organization are 

framed in terms of the problem or issue the organi­
zation is addressing, not its short-range institutional 
concerns . 

2. There is a positive vision-clearly articulated, wide­
ly shared and openly discussed thro ughout the 
organization-of the role of volunteers . 

3. Volunteers are seen as valuable human resources 
that can directly contribute to achievement of the 
organization's mission, not primarily as a means to 
obtaining financial or other material resources . 

4. Leaders at all leveJs-policy-making, executive and 
middle management - work in concert to encourage 
and facilitate high impact volunteer involvement 

5. There is a clear focal point of leadership for volun­
teering but the volunteer management function is 
well-integrated at all levels and in all parts of the 
organization . 

6. Potential barriers to volunteer involvement-liabili­
ty, confidentiality, location of the organization, 
hours of operation, etc.-are identified and dealt 
with forthrightly . 

7. Paid staff are respected and are empowered to fully 
participate in planning, decision making and man­
agement related to volunteer involvement. 

8. There is a conscious, active effort to reduce bom1d­
aries and increase teamwork between paid and vol­
m1teer staff. 

9. Success breeds success as stories of the contribu­
tions of volunteers-both historically and current ­
ly- are shared among both paid and volunteer staff. 

10. There is an openness to the possibility for change, 
an eagerness to improve performance and con­
scious , organized efforts to learn from and about 
volunteers' experience in the organization . 

11. There is a recognition of the value of involving, as 
volunteers, people from all segments of the com ­
mmlity, including those the organization seeks to 
serve. 



STEP #4 BUILD INTERNAL SUPPORT 

The fact that you have come this far suggests that there is sup­
pon for the self-assessment process on die part of the executive 
director and the board of directors. But it is equally important 
that eve1yone else in the organization understand the 
process and d1e anticipated outcomes. 

People especially need to under-
stand that they as individuals are 

A fact sheet stating these points can be distributed, but it is just 
as important that you talk wid1 people about the process so that 

d1ey understand and support it. General staff meetings or 
clepa1tmental meetings are excellent vehicles for doing this. 
Remember that each of the three target groups - man­
agers, other staff and volunteers - will have different 
questions and concerns; they may also have different 
forms of resistance and different levels of interest. 

not being evaluated. Rather, the When people get 
process is designed to collect infor­
mation about how paid staff and 
volunteers perceive d1e behavior of 
the organization in relation to the 
involvement of volunteers. The value 
of the process is not in passing judge­
ment on d1at behavior but discussing with­
in the organization the results of the data 
that is collected. 

When people get together to talk about improv­
ing d1eir work, good things usually happen. The 

together to talk about 

improving their work , 

good things 

usual ly happen . 

data collection and analysis are ways to begin d1at discussion. 

Three groups of people need to be informed about the self­
assessment process: managers, other paid staff and volunteers. 
You and your team will know best how d1e most effective com­
munications with those groups happens. You may want to 
make these key points: 

♦ The purpose of the self-assessment is to help the 
organization mor e effectively invol ve volw1teers 

in its work. 

♦ People from throughout the organization will be 
asked to participate as a way of getting the most 
compl ete picture of how the organization cur­
rently operates with respect to its volw1teers . 

♦ Only a few minutes of time will be need ed to read 

and complete the survey . 

♦ All responses will be anonymous and confiden ­
tial. Only tabulated data will be reported. 

♦ Everyone in the organization will learn of the 
results and have the opportunity to react or par­

ticipate in further discussion . 
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Building an understanding of the self-assessment 
process now creates a willingness to consider the 
results later. 



STEP #5 COLLECT THE DATA 

At the heart of the self-assessment process is the survey of p:1id 
staff and volunteers. Again, its purpose is LO determine percep­
tions about how the organization behaves with regard to the 
involvement of volunteers. 

The survey instrument consists of 24 statements. For 
each one, respondents are asked to indicate 
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2. A variety of people should be represented -
those of varying ages, lengths of service in the 

organization, at different levels within the 
organization, etc. The goal is to create a pic­

ture of the organization that takes account 
of numerous perspectives. 

how often the statement is true for their 
organization: rarely, sometimes, usually, fre-
quently or always. The statements are 
straightfo,ward and can be answered based 
on the experience each person has had with 
the organization. There also is a separate score 
sheet on which respondents can tabulate their 
responses. In the directions that accompany the 
su,vey, respondents are asked to answer eve,y 
question to the best of their ability. 

Try to create a 

"Do it now!" atti tude 

that does n't a llow the 

survey to la nguish in 

in-boxes . 

3. Don't look only for good news. 
Survey people who are critics of 
the organization or who are 
resistant to engaging volun­
teers, as well as those who are 
fully supportive. You may even 
wish to consider surveying for­
mer volunteers or staff, if it is 
convenient to do so. 

It is imponant to have members of all the major stake­
holder groups complete the su,vey. These include the 
same groups represented on the Leadership Team: 

♦ Board of directors 

♦ Senior managers 

♦ Middle managers 

♦ Line staff (both professional and support) 

♦ Volunteers ( other than members of the board) 
making sure to include all major categories of vol­
unteers (fundraising, administrative and direct 
service). 

The number of people asked to complete the survey depends 
on the size of the organization. In smaller organizations, it may 
be possible to ask everyone to complete the survey. In larger 
organizations, it may be necessa,y to identify a sample of each 
group. 

To construct a sample, here are some guidelines: 

1. All major stakeholder groups should be repre­
sented, although not necessarily in the same pro­
portion. If you have 20 staff and 250 volw1teers, 
you may want to survey all of the staff but only 10-

15 percent of the volunteers. 

The survey is designed to be completely confidential (except 
that people are asked to indicate into which of three basic 
groups they fit: board of directors, paid staff or other volunteers). 
It can be administered either in group settings (such as at a staff 
meeting) or individually (perhaps with a cover letter from the 
executive director). It should take no more than 10 to 15 min­
utes to complete so that people can be asked to respond 
promptly. The shoner the deadline, the more likely it is that 
people will respond. Try to create a "Do it now!·' attitude that 
doesn't allow the survey to languish in in-boxes. 

The Leadership Team should decide to whom the survey will be 
given, how it will be administered, how it can best be present· 
eel to staff and volunteers to have maximum credibility and how 
to follow up to insure a maximum return. 

The survey instruments are packaged in bundles of 25. If addi­
tional su,vey instruments are needed, they can be ordered using 
the order form included in the Kit. 

The survey consists of one sheet. The front page is the survey 
itself. The back side is the individual tabulation form. Each per­
son should be asked to tabulate the survey and return the sur­
vey to a designated person or location by a specific elate. 



STEP #6 TABULATE THE RESULTS 

Now it is time to tabulate the surveys that have been returned. 

Whil e, as Team Leader, you need ro be directly engaged in thi s 

wo rk , you may warn to ask members of the Leadership Team or 

others to assist you. 

To allow fo r the most compl ete comp ilation of results, special 

software has been includ ed in this kit. Anyone w ith a basic 

know ledge of comp uters can use it - if not you or a member 

of the Leadership Team, then perhaps a volunt eer. 

Although the softwa re has a separate instruction sheer, please 

note that it: 

♦ Allows for entry of all surveys and for their divi­
sion into groups: board of directors , paid staff and 
other volunteers 

♦ Provides average scores for each statement and 
each action principle, for each group and for all 

respondents 

♦ Comes in both PC and Macintosh versions 

The program, developed by Lynch Associates specifically for The 

Points of Light Foundation, is ex tremely user-friendl y and will 

produce reports that can be copied and shared w ith members of 

the Leadership Team . 

• • • • • • • • • • • • • • • • • • Team Leader's Resource Book 
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STEP # 7 ANALYZE AND DISCUSS THE RESULTS 

After the data is tabulated, the Leadership Team should meet to 

analyze and discuss Lhe results of the survey. Thi s may rake 

more than one meeting. Be sure to allow adequate time for full 

exploration of the results. 

In advance of the first meeting, each member shou ld 

receive and review copies of the softwa re 

All three scores are important. 

♦ Low overall scores reflect a consensus 
about areas in which the organization may 
wish to concentrate in improving the way it 
works. 

summaty score sheel. Discussion will be 

built around these. The section of the 

Team Members' Workbook w hich corre­

sponds to this task is "Analyzing the Data". 

These princip les are the ♦ Wide gaps in group scores reflect 
points on which th.ere are very differ­
ent perceptions, th.us indicating very 
different experiences among the 

foundation for the entire 

self-assessment process, 
Begin the meetin g by reviewing tJ1e four action 

principle s, using Overheacl5 ::4-8 and drmving on 
all members of the team stakeholder groups. There may be 

points of contention among these 
groups and in need of attention. 

the explanation of the principles and characteris­

tics in the two Changing Lhe Paradigm Research 

Repons. lf you have not previously shown the 

Changing rhe Paradigm videotape, now would be a 

need to have a basic 

understanding of them . 

great time to do so. 

Because these principles are rhe foun dation for the 

entire self-assessment process. all members of rhe team need to 

have a basic understandin g of them at this poin t. You may want 

to have circulated pans or all of Lhe research repons 10 the team 

in advance of this meeting. Some organizations have found it 

helpful ro break the team into four subgroups, assigning one 

subgroup to each pr incipl e and askin g them to teach it to the 

rest of the ream. 

The su1veys will result in a single composiLe score for each action 

principl e, plus scores for each of the three stakeholder groups. 

Depending on the approach used for tabulation. you also may 

have scores for each of the 24 staLements on the su1vey. 

♦ The single composite score tells you how the total 
group of respondents feels about the organiza­
tion's performance on th.at principle. 

♦ The group scores allow you to see how the board 
of directors, the staff and the other volunteers feel 
about the organization's performance on that 
principle. 

♦ The scores for each statement allow you to see 
specific behaviors th.at may need to be altered or 
reinforced. 

♦ Scores on the specific statements may 
vary widely with.in a given action 
principle. Again, look for very low 
scores or places where there is a great 
difference among the groups. 

Allow the team ro react to the scores themselves, but remind 

Lhem that the scores only reflect rhe current perceptions of paid 

staff and volum eers. There is no absolute right or wrong. \Xlhile 

all of us wou ld like to have consistently high scores on eve1y­

thing , this is not realistic in the rapidl y changing environment in 

whic h organization s wo rk. \Xlhat is most important is to discuss 

the implication s of Lhese scores for Future decision-making. 

To gu ide that latter d iscussion, each Team Members' Workbook 
contains four wo rksheets. one for each action princip le. These 

are reprodu ced in this book let on the follow ing eight pages. 

The team should use these wo rksheets as the basic guide to their 

discussion of the survey results. Your job as Team Leader is to 

facilirare rhese discussions: 

♦ Insuring th.at everyone has an opportunity to 
contribute 

♦ Moving the group toward a positive, action-ori­
ented conclusion and away from blaming or ratio­
nalizing 

♦ Summarizing and encouraging the developmen t 
of agreement on next steps 



Note that each " ·orksheet begins with a question about how 
team members feel about the results. \Xlhile not especially sci­
entific, it is impor6mt lo identify and discuss these feelings. It 
may be that something in the results truly doesn't feel right. 
doesn't fit with the perceptions of any of the members of the 
team. Talk about that and ny to undersrand, by looking closely 
al the scores, why others might have different perceptions. 

It can also happen that members of d1e team and, ultimately, the 
organization as a whole, decides that the investment required to 
improve a pa,ticular behavior is not woith the anticipated pay-off. 

1ot eve,ything is of equal impoitance and not eve,ything can be 
a top priority. Pa,t of what the team will do in iL, discussion is 
identify the top priorities and the places where a significant return 
can be achieved for the most reasonable investment. 

Each worksheet ends with a brainstorming exercise about 
actions that might be taken to increase the effectiveness of the 
organization on that particular principle. As you set up the 
brainstorming, you may want to remind team members of these 
rules of the road for effective brainstorming: 

♦ The purpose of brainstorming is to get out the 
maximum number of ideas in a short period of 
time. Thus, repetition is desirable since it might 
put a different shading on an idea or suggest 
something new to someon e else. 

♦ The recorder should write down all ideas. 

♦ Ideas shouldn't be discussed. There will be time 
for analysis and prioritizing after the brainstorm­
ing is over. 

♦ Avoid making judgements. There are no dumb 
ideas during brainstorming. 

The results of the brainstorming can be used by the team to cre­
ate an action agenda that can be shared with the rest of the orga­
nization. 

The worksheets allow for note-taking and individual responses. 
Encourage team members to use them in this way. 
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Examples of Interpreting Scores: 
Low Overall Scores 
Consider the following set of total scores for the four action 
principles: 

Staff Volunteers Leadership 
Lay me Foundation 24.9 24.3 24.9 

Leadership and Management 20.6 21.7 22.3 

Building Understanding 23.5 23.7 23.7 

Learn, Grow and Change 23.6 23.5 24.1 

In this case the scores for the second action principle, 
"Combine Inspiring leadership with Effective Management'' 
are much lower for all three groups of respondents than are 
the scores for rhe other action principles. This could indicate 
a consensus iliac the structure of the volunteer management 
system is not perceived as being effective or well-operated. 

Wide Gaps in Scores 
Suppose that the responses for question #l are as follows: 

Staff Volunteers Leadership 

1. Eve1yone involved with 
the organization has a clear 3.1 4.2 3.8 
idea of the role volunteers 
should play in the organization. 

Note the extreme gap between the response of staff and of 
the other two groups. Tf most staff do not currently work with 
volunteers, this score might indicate that infom1ation about 
the volunteer program and its accomplishments are not being 
well communicated to paid staff. lf most staff are working 
wid1 volunteers, this low score might indicate dissatisfaction 
felt by staff about their relationship with volunteers (which 
you could double-check by looking at questions #l 4 and #16) 
and could indicate the need for better role clarification or trou­
ble-shooting. 

Va,ying scores on specific statements 
You might notice patterns or differences in specific questions. 
What if the general range of responses for questions ;:;19, 21, 
22, 23 and 24 ("learn, Grow, and Change") were from 3.7 to 
4.5 and the responses for question #20 were: 

Staff Volunteers Leadership 

20. Volunteers are regularly 
asked to evaluate their 2.9 3.0 3.5 
involvement in the 
organization, including 
the way they are managed. 

In this case you would note both the variance in the respons­
es to this question versus the other questions in this action 
principle and also d1e difference between the scores for lead­
ership volunteers versus the other two groups . 



Action Principle =tl 

I.AY THE FOUNDATION Tl-lROUCH MISSION AND VISION 

l. How do you feel about the scores from each group and the 

compos ite score' Do they fit with the expe rience and per­

cept ions of the membe rs of the team' Do the scores seem 

low. high or about right to you' 

2. \Xlrite clown what yo u think is the mission of the organiza­

tion. What are the major po ints of difference among team 

members? How often is the organization's mission discussed 

w ith staff? with volunteers' by the board of directors? 

3. What are the three or four most important pri orities of the 

organization' Hmv does work now being done by vol un­

teers relate to these pri orities' Is there a close match. or docs 

the work of volunteers seem irrelevant to those priori t ies' 
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4. I-low much of the wo rk of volunteers fits into each of these 

categories: 

♦ Work other than funclraising that directly suppo rts 

the mission and priorities 
__ % 

♦ Funclraising __ % 

♦ Work that may be useful but does not d irectly support the 

mission and pri oriti es 
__ % 

[Note: In the most effective organizations. volunteers may 

play an import ant ro le in fundraising but also are working in 

a variety of ways to directly support mission and prior ities.) 

5. Look at the scores for each of the su1vey statements within 

this action principle (Statements 1-6). Which are the lowest' 

Why might rhey be so low' What can be clone to raise them' 

6. Brainstorm ways in which the wo rk of volunt eers could more 

directly suppo rt the mission and prio rities. 



Actio11 Pri11ciple :2 

COMBh\'/:" INSPIRING Lf.ADtRSH!P \fl/TH EFFEC77\I/:,' 

1\ILANA C,'EMt.Nf' 

1. How do you feel about the scores from each group and the 

composite score? Do they fit wi th the experience and per­
ceptions of the members of the team' Do the scores seem 
low , high or about right to you' 

2. What roles do each of these groups play in promoting and 
supp orting volunteer invo lvement' Who among these groups 

energizes volunteers in the organization? 

♦ Board of directors: 

♦ Executive director and other senior managers: 

♦ Middle managers: 

3. To w hat extent are the prima1y volunteer management func­
tions - recruitment , placement, training, supe1vision. evalu­
ation and recogniti on - the responsibility of the paid staff 

with w hom volunteers work most directly? 
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4. What are the prim a1y barriers to more effective volunteer 
invo lvement in the organization' 

5. Look at the scores for each of the survey statements wi thin 
this action prin ciple (Statements 7-12). Which are the lo\\'est? 

Why might they be so low? What can be clone to raise these' 

6. Brainstorm ways in ,v hich these barriers can be reduced. 



Ac/ion Principle r=j 

BUILD UNDERS7ANDTNC AND COLLABONAYJON 

1. Jlow do you feel about the scores from each group and the 

compos ite score? Do they fit wirh the experience and per­

ceprions of the members of the team? Do the scores seem 

low, high or about right ro you? 

2. \X!ho makes the decisions about how, when and where vo l­

unteers are involved? Are these decisions made as close ro 

the action as possible? 

3. In what ways are the concerns of paid staff about volunteers 

addressed? Do they have the opportunity to discuss how 

volunteers affect thei r own roles and hmv they do their jobs? 

How could such opponunities be expanded or enhance(!? 

Changing the Paradigm Self-Assessment Kit ••••••••••••••• , 

4. What are the best stories you can think of about the contribu­

tions volurneers make to the organization? Are d1ese stories 

widely known by paid staff and volu nteers? How can these 

stories best he spread? 

5. Look at the scores for each of the survey statements within 

this action princip le (Statements 13-18). Which are the low­

est? Why might they he so low? What can be clone to raise 
them? 

6. Brainstorm ways in wh ich teamwork between paid staff and 

volunteers c;m be made stronger. 



Action Principle ;;4 

LEARl\~ GROW AND CHANGE 

1 . How do you feel abou t the scores from each grou p and the 
composite score? Do they fit w ith the experience and per­

cept ions of the members of the team? Do the scores seem 

low . high or about right LO you' 

2. Does the organization consider its volunteers to be customers 

of the organization? If so, how does it go about learning the 

interests and needs of these custo mers? How does it seek to 

satisfy those needs? 

3. How does the organization learn from the experiences of its 

volun teers? Are regular volunteers debr iefed often? Do vol­

unteers who conclude their service pan icipate in an exit 

inte rview? How is data gathered from such activ ities shared 

in the organization? How cou ld this learning be increased? 
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4. To what extent do the volun teers reflect the ethnic, racial, 

economic, age and gender make-up of the communi ty you 

are serving? Are people the organ ization seeks LO serve also 

involve d as volunteers? 

5. Look at the scores for each of the su1vey statements w ithin 

this action prin ciple (Statements 19-24). Which are the low­

est? Why might they be so low? What can be done to raise 
them? 

6. 13rainstorm ways in ,vhich volunteers from the entire com ­

munity can be attracted to se1vice in the organization. 



STEP #8 DETERMINE NEXT STEPS 

Collecting , analyzing and discussing data from a survey is only 
the first pan of a self-assessment process. The important pa11 of 
the process is what happens after the discussion-th e ways in 
whic h the organization responds to the data, the commitmem 
made to improvin g performance and the specifi c action 

that is taken. 
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5. Information about the results, the various discus­
sions and the proposed next steps was included 

in the organization's newsletter, which goes 
to all paid staff and volunteers as well as 

members of the community. 

The role of the Leadership Team now is 
t,vofo ld: 

♦ To share the results of the sur­
vey throughout the organization 

♦ To recommend a course of action 
that might be taken in response to 
the survey 

The Leadership l ea m shoul d develop a spe­
cific plan for how best, in your organization, 

to share the results and engage others in 
the discussion. 

The Leadership Team 

wi ll have some importan t 

insights about potential 

ac tions that could be 

taken 

Recommending Next Steps. Because 

it has been immersed in the results, the 

Leadership Team w ill have some 

imponant insights about potential 

actions that could be taken to 
increase the effective engagement of volun­

teers in the organization. These need to be formu-
Sharing the Results. It is essenrial that the results of 

the sUivey be shared w ith everyone in the organiza­
tion. Doing this incrementally will allow the organiza­
tion to respond promptl y. Here is how one organization 
did it: 

1. The Leadership Team met with the executive 
director, reviewing results, analysis and recom­
mendations. 

2. The exec utive director, the Team Leader and a 
member of the tean1 presented results to senior 
managers, engaging them in a discussion and 
gaining their support for the next steps . 

3. The executive director and the Leadership Tean1 
made a presentation to the board of directors, led 
by the board's representative to the Team. The 
result was an enthusiastic sign-off by the board 
on the proposed next steps and a commitment to 
explore how the results could contribute to 
in1provi.ng the board's own effectiveness . 

4. In collaboration with senior managers, presenta­
tions were made by team members at department 
meetings. These presentations involved both 
paid staff and volunteers. Each department used 
the presentations as the first step in planning 
how it could contribute to increasing the effective 
engagement of volunteers. 

lated into specific recommendations to the board, executive 
director, managers, volunrcers and other key people. Such rec­
ommendations cannot be prescriptive: they arc ideas to be dis­

cussed, tested and possibly reshaped by the people who ulti­
mately must implemem them. 

The team should not be shy about sharing what it has learned 
or about making recommendations. But, implementation lik ely 

will lay with people outside the team. The more that decision 
makers can be engaged in d iscussion abou t the rccomrncnd,1-
tions, the greater the probabilit y of them taking action. 

There may also be circumstances in which the team chooses not 

to make specific action recommendations. Instead, the ream 
may create a list of questions or issues th<1t the organization 
needs to address, along wi th suggestions for how that consider­

ation migh t take place. 

The team also should consider whether it has a further role to 

play. In some organizations. the team will have clone its job by 

guidin g the self-assessment process and insuring that the results 
arc broadly communicated. In others, the team may play a con­
tinuing role, coordin ating the organization's response to the 

results. The team may want to formulate a specific recommen­
dation in this regard. 



One of the most important recommendations is thm w hich the 
team makes to itself. What can members of the team do, in their 
indi vidual jobs, ro respond to what they have learned in this 
process? How can they change their o,v n behavior? How can 
they influen ce others with whom they wo rk7 Just as they have 

modeled a process of data collection and reflection, so too can 
they model a process of change and continu ous improvement. 

As Team Leader you have three key ro les at this stage in the 

process: 

First, continue your role as facilitator, helping the team reach 
conclusions and formul ate plans and recommendations. 

Second, find ways that the team and the organization can cele­
brate the work that has been done. 

Third, insure that loose ends are tied up. that information-shar­

ing happens and that the right information is put into the right 

hands at the right time. 
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IN CONCLUSION 

The healthiest organizations are those that have learned how to 

learn. Self-assessment is one of the ways organizatio ns begin 

tlm learning. 

You have lead a process of reflection and plann ing d1at can 

se1ve as a model fo r others in the organization. Take a few min­

utes when the dust clears to do you r own reflection: 

♦ What wen t well? 

♦ What didn't? 

♦ How would you do it differently the next time? 

♦ What recommendation s do you have for the exec­
utive director about next steps or continu ed 
learning? 

♦ How will you personally use the results of this 
process in your own work? 
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Finally, take a few more minutes to thank those who pa11icipatecl: 

♦ The Leadership Team members 

♦ The survey respondents 

♦ The senior managers and board who were inter­
ested in and supportive of the process 

♦ The executive director who offered you the 
opportunity to assume this important leadership 
role 

As appropriate, make sure that participat ion on the Leadership 

Team is noted in personnel records or on forma l performance 

reviews. 

And , most of all, keep learning! 
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Introduction 

Co11gratulatio11s! 

You have been invitee! by the execut ive d irector or board of 
directors of your organization to be patt of the Leadership l earn 
thar w ill conduct a self-assessment process designed 10 

increase the effectiveness w ith wh ich it involves 
volunteers. 
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able management practices or through lost 
opportunities. Some of these weaknesses are 
of the type that cannot be identified without a 
systemic examination such as that provided 

through the self-assessment process. 

This workbook introduces you to that 
process and to the role you will play in it. 

Please read through this entire wo rkbook 
carefull y before the fir st meeting of the 
Leadership Team. 

Some Introductory Thoughts 

When volunteers are not 

involved effectively it both 

wastes the energy of the staff 

and may also lead disgruntled 

volunteers to criticize the agency 

within the community. 

2. It will create a more effective volun­
teer involvement system. The self­
assessment process will help to iden­
tify where there are specific prob-
lems in mission understanding, sys­

tems management, roles and rela­
tionships , communications and 
other areas. When volunteers 

are not involved effectively it both 
wastes the energy of the staff and may 
also lead disgruntled volunteers to 
criticize the agency within the com­
munity. Without a self-assessment, 
you may be faced with a vague feeling 
tl1at things are not going as well as 
they should. After the Paradigm self­
assessment, you will know exactly 
what is going wrong and where to 
devote your own energies to develop­
ing solutions. 

Both nonprofit organizations and local government 
agencies are under pressure to respond w ith greater 

impact to the complex human. social and environmen­
tal problems facing our commun ities. Their work is 
being done in an atmosphere of increased demand and static 

resources. There also is a growin g expectation on the pan of 
community leaders in business and government, and on the pan 
of the publi c itself, that vo lunteers can and should play a role in 
addressing these problems. 

Yet in many organizations, discussions of the work of volunteers 

falls outside the normal strategic planning or evaluation process­

es. Though highly valued. the wo rk of vo lunteers may be seen 

as separate and distinct from the balance of work clone in the 
organization. As a result. there may be fewer oppott unities to: 

♦ Learn about how volunteers and paid staff feel 
about the involvement of volunteers 

♦ Identify ways to continuously improve volun­
teers' involvement 

From an organizational standpoint there are three major reasons 

for conducting periodic assessments of volunteer programs. 

1. An assessment helps determine how to most effi­
ciently utilize agency resources. Directors of 
agencies are faced with the need to make critical 
decisions about scarce resources, determining 
where the agency should devote its time, energy 
and funds. The self-assessment survey will iden­
tify whether the agency is not getting the most out 
of volunteer resources, perhaps due to undesir-

3. The assessment will develop a consensus for 
needed change. Self-assessment is a process that 
involves key elements within the agency in exam­

ining and evaluating what is happening in volun­
teer involvement. The process of conducting the 
assessment creates the evidence for needed 
changes and builds an interest in , and consensus 
for, making those changes. The mere process of 
discussion about the Paradigm characteristics will 
begin to change attitudes about volunteer involve­
ment. 

A Research Based Approach 

In 1992. The Points of Light Foundation unclenook groumJ-hreak­
ing research to berter understand the ways peop le are inrn h·ed 
as volunteers in human se,vice organization · (health, education. 

social \velfare and grass-roots problem-solv ing). From that 



research grew the iclentificarion of 1 1 characteristics that differen­
tiate organizations highly effective in invo lving vo lunteers from 

those that are less effective. 

Those characteristics were later grouped into the four action 
principles around wh ich this material has been built: 

♦ Lay the foundation through mission and vision 

♦ Combine inspiring leadership with 
effective management 

believe that it is possible to collect and analyze data, discuss it, 
and turn the frui ts of that work into knO\vledgc that can help the 

organization do a better job. 

The process is built around three broad components: 

1. A Leadership Team, of which you are a member, 
tllat is representative of the board of directors, 
management , line staff and volunteers of your 
organization. The purpose of this team is to lead 
the way through the process . It reports to the 
executi ve director. 

♦ Build understanding 
and collaboration 

♦ Learn, grow and change 

The most important obse1vatio ns we 

made about those organizations that 
were most effective in the involvement of 

volu nteers are: 

The mere process of discussion 

about the Paradigm 

characteristics will begin to 

change attitudes about 

volunteer involvement. 

2. The survey instrum ent tllat will be given to a 
sample of all paid staff and volunteers . In 

some organization s, it may be possible to 
survey everyone; in very large organiza-
tions, perhaps only a representative sam­

ple will be selected. 

♦ In them, the work of volunteers 
more directly contributes to the 
mission and priorities of the orga­
nization. 

♦ In tl1em, tl1ere is a greater alignment of mis sion 
and current priorities with the work being done 

by volunteers. 

The action principles and the characteristics underlying them 
exp lain wh y that is true. The purpose of the self-assessment 

process is to help organizations understand how they can move 

toward that same degree of alignment. 

The Seif-Assessment Process 

\Y/e have shared these research finding s w ith hundreds of local 

and national nonprofit organizations; local, state and federal gov­

ernment agencies; and both private and public funders. We 
have found that d1e work ,ve did and the conclusions we drew 

have a high degree of "face validity"' - that is. they make sense 

to people. 

But sharing the research also elicits one persistent question, 
"How can we find out how our organization measures up 

against the characteristics of high effectiveness identified in the 
research?'' 

The process described in this booklet answers that question . It 

is based on the assumption that, with guidance. people can 

reflect on and learn about the way their organization works. We 
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3. Analysis and discus sion of the results of the sur­
vey by the team and then throughout the orga­
nization. The data becom es an opportunity to 
identify and work on barriers to effective volun­
teer involvement. This is the first step toward 
developing an action agenda of steps to increase 
the effectiveness of volunteer involvement in 
your organization . 

The Leadership Team 

The Leadership Team leads the organizmion through the self­

assessment process by: 

♦ Planning the overall effort 

♦ Building support for the process throughout the 
organization 

♦ Analy.t.ing the results of the survey 

♦ Stimulating dialogue throughou t the organization 
about how best to use tl1ose results 

Members may also help administer and compile the survey. The 
executive director has appo inted a Team Leader w ho is respon­

sible for managing and facilitat ing the work of the team. 

Most of the work of the ream wi ll be clone in meetings, but you 

also wi ll he required to do some reading and analysis on your 

own and perhaps talk w ith others in the organization about the 
process and iL, resulL, . 



About This Workbook 

This work book has been designed as the primary resource tool 
to suppo rt your wo rk. It is part of a larger kit of materials and 
supplies that you and the Team Leader w ill use. This work book 
includes five sections in addition to this introduction: 

♦ About the Changing the Paradigm Project 

♦ Creating a Plan 

♦ Building Internal Support 

♦ Analyzing the Data 

♦ Determining the Next Steps 

Thank you for assuming a leadership role as a member of the 
team. Organizations that w ill not only sU1vive but thrive in the 
years ahead w ill be those that know how to learn and that are 

cornrnined to continuous improvement in their work processes. 

Self-assessment is a key element of learning and continuous 

improvement. 

Al its simplest, self-assessment is asking the question. "f-10\\ ' arc 

we do ing?'' At its best, it asks that question in ways that provide 
useful data and a framewo rk w ithin wh ich that data can be con­
verted into action that helps the organization perform better. 

This particular self-assessment process is focused on one com­

ponen t of you r organization, the involvement of volunteers. 13ut 
because organizations are systems composed of interdepenclem 

pans, you also will be learning about how the organization 
\vorks for everyone in it. including your customers. Assessing 
one aspect of the organization w ill give you insight into many. 

Your job is lo help make this the best possible process for your 
organization and to encourage everyone to actively participate. 
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Abo ut The Changing The Paradigm Project 

The mission of The Points of Light Foundation is: 

To engage more peopk more effectively in vol­
unteer community service aimed at solving 
serious social probkms. 

This mission recognizes that it is not suffi cient simpl y to motivate 

more people to serve. Rather, organizations that utili ze volun­

teers must be equall y concerned with the effectiveness of their 

involvement. 

In 1991, The Foundation launched its Changing the Paradigm 

Project to expl ore new ways of increasing the effectiveness of 

nonprofit organizations and public agencies in invo lving volun­

teers. The name of the project grew from the recogniti on that 

one of the key barriers to effective volunt eer invo lvement is the 

paradigm, or way of vie\v ing the world, that people and organi­

zations have about the approp riate roles of volunt eers. 

The first phase of the project \\·as to learn about the internal 

dynamics of organizations w ith regard to volunteers. l{esearch 

focused on human service organizations, including schoo ls and 

other educational programs, hospitals and other health care 

organizations, social service organizations and grassroots, com­

munity-based organizations. 

The research team interv iewed more than 400 peop le in 20 such 

organizations, both nonprofit and publi c sector, in five geo­

graphically d iverse communiti es. Those inte1v iewecl includ ed 

both paid staff and volunteers. They were: 

♦ Members of boards of directors and committees 

♦ Executive directors 

♦ Senior managers 

♦ Mid-level managers 

♦ Volunteer coordinators 

♦ Helping professionals (includin g teachers , nurs­
es, doctors, social workers and counselors) 

♦ Volunteers serving in policy-making, advisory, 
direct service, fundraising, advocacy, program 
management and support roles 
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What emerged from the research was a clearer understandin g of 

wh y some organizations are more effective than others in engag­

ing rnlunt eers in their '\\·ork . Effectiveness in this case is defined 

as the extenr to w hich the wo rk of volunteers di rectly contributes 

to the mission and priorities of the organization. 

Eleven characteristics of high effectiveness were identifi ed and 

described. These later were grouped into the four action prin ­

cip les on whi ch this self-assessment process is based and w hich 
are described on the next four pages. 

The process in 1\·h ich you are about to participate was created 

in close collaboration w irh Volunteer Centers and local organi­

zations in four communi ties throughout the country. The su,vey 

instrum ent and the process have been thoroughly tested. 

The follow ing material summ arizes each of the four action prin­

cipl es and the characteristics of effectiveness which are part of 

them. Additi onal information on the research. the principles and 

the characteristics can be found in two research repo11s includ­

ed in the Cbangi11g !be Paradigm Se{{-Assess111e11/ Kit. That mate­

rial is available through your team le;1dcr. 



Action Principle # 1 

lay the Fo11ndatio11 tbro118b Mission and Vision 

I . The miss ion and priorities of the organization are 
framed in terms of the problem or issue the organiza­
tion is addressing, not its short-range institutional con­
cerns. 

When organizations arc ·'keeping their eye on the prize" 
- that is. on rhe core prob lem or task for w hich they 

were created - they also rend to involve vo lunteers in 
more meaningful, in-depth roles. Both leaders and work­
ers talk about the importance of the work to be done. not 
focusing fi rst and foremost on the immediate impediments 
to accomplishing that wo rk. 

2. There is a positive vision - clearly articulated, widely 
shared and openl y discussed throughout the organiza­
tion - of the role of volunteers. 

Both paid staff and volunteers unselfconsciously discuss 
the role of volumcers in terms of fundamental organiza­

tional values and philosophy . There is a posit ive view of 
vo lunteers shared throughout the organization. 

3. Volunteers are seen as valuable human resources that 
can directly contribute to achievement of the organiza­
tion's mission, not primarily a means to obtaining 
financial or other material resources . 

Organizations that see their problems as primarily finan­
cial often limit the roles rnl unteers can play. pigeonholing 

them in resource-generating activities. In organizations 
that focus first and pr imarily on the wo rk to he clone, vol­
unteers not only con tribute LO that work but also con­
tribute to obtaining other needed resources. 
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Successes in Changi11g the Paradigm 

The Paradigm Process opens up communi cation between 
volunteers and staff. It enables staff to see hi ind spots and 
encourages dialogue between staff and volunteers about 
how the volunteers cou ld be more effectively involved. 

In one Volunteer Center, for example, the self-assessment 
questions brought to the surface things that volunteers had 
been thinking about for years. Two of them, in discussing 
their reaction to the questions, had the idea or hosting a 
meeting of volunt eers. The volunteers met and came up 
,vith ideas for improv ing the volunteer program. These 
were rhen presented to the :,taff. As a result of these ideas, 
many changes were made. 

To the surprise of the staff, volumeers reported that they did 
not feel treated as equals in the agency. They pointed out 
that they had never been given the option of going to staff 
meetings. Staff stated they never knew the volunteers want­
ed tO come to staff meetings. Volunteers noted that this was 
indicative of a lack of commun ication in the agency. and 
pointed to other examp les. As a consequence, staff began 
to treat volunteers as equal partners. Volunteers were invit­
ed to staff meetings. They ,vere also asked for feedback on 
the operation of the agency, whar training they wanted. and 
if there were orher jobs they would like to do. 

Another suggestion was that staff evaluate volunreer per­
formance. Again, sraff found this request surprising. since 
they had assumed vol unteers wou ld not want to be evalu­
ated. Volunteers responded that they were never sure ho~· 
they were doing, and they wanted staff to tell them. 

Volunteers noted that sraff was overwo rked and that volun­
teers could help relieve them of that workload. Staffs 
response was that they didn't see how the volunteers cou ld 
help out with the technical details of their jobs. Volunteers 
told the staff that they felt they had lots of-hidden· skil ls that 
staff didn 't know about. This led to a re-interviewing of 
present volu nteers to uncover other skill s and involve them 
in new capacities. An examp le ,vas that volunteers began 
to be involved in helping recruit volunteers. 

Although the Volunteer Center endorsed the importance of 
nonprofit agencies having a volumeer coordinator. it did not 
have one iL,elf. The self-assessment questions caused vol­
unteers to wish they had a designated staff person to go to 
with d1eir ideas about the volunteer program . As a conse­
quence, one of the staff was assigned as a volunteer Liaison. 

Volunteers also pointed out additional training they would 
like to have to do their jobs better. They also volunteered 
to train new volunteers of the center. 

They suggested that the board was not aware of the day-to­
day contri bution of volunteers and suggested that a current 
bm1rd member get involved or that a present volunteer be 
elected to the board. These and other suggestions led the 
staff to realize that they had not been comm unicating with 
rhe volunteers on a regular and sufficien t basis. 



Action Principle #2 

Combine !11spiri11g Leadership wilb l:}f eclil'e Ma11ageme111 

4. Leaders at all levels - policy-making, executive and 
middle management - work in concert to encourage 
and facilitate high-impact voluntee r involvement. 

Each leader contribures in the way that is appropriate to 
his or her role within the organization. Most importantly, 
all contribute, relieving the need for heroic leadership on 
the part of any individual. 

5. There is a clear focal point of leadership for volunteer ­
ing, but the volnnteer management function is well-inte­
grated at all levels and in all parts of the organization. 

The narurc of that focal point varies from organization to 
organization. Ir may be but is not always the volunteer 
coordinator. When it is the volunteer coordinator, they 
will describe their role of being resource people or inter­
nal consultants, helping other staff manage volunteers 
effectively. Decision-making about the nature and scope 
of volunteer involvement happens as close to the acrion 
as possible. 

6. Potential barriers to volunteer involvement - liability, 
confidentiality, location of the organization, hours of 
operation, etc. - are identified and dealt with forth­
rightly. 

These false barriers mask or rationalize deeper-seated 
resistances to involving volunteers. l'vlore effective orga­
nizations resolve these issues instead of simply talking 
about them. 
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Successes i11 CIJa11gi11g tlJe Paradigm 

In another organization, the Paradigm Self-Assessment 
Process showed the board and staff they weren't as sensi­
tive to the needs of volunteers as they thought they were. 
One direct result of the assessment - the organization 
hired a volunteer coordinator. Also, board and staff leader­
ship made a commitment to address the issues brought up 
by the assessment. 

One of the main duties of d1e newly-hired volunteer coor­
dinator was to work on an enhanced recruitment and 
recognition strategy for d1e volunteers. As one staff person 
stated, "As lack of appreciation was identified by volunteers 
in the self-assessment \Ve noticed the importance of creat­
ing ways to appreciate volunteers." Another duty for this 
coordinator (indicated as needed from the assessment) was 
d1e creation of sensitivity u·aining for staff who work wid1 
volunteers. 

The coordinator has initiated several recognition strategies 
including restructuring the annual volunteer awards event 
and sending binhday cards to volunteers with personal sig­
natures from bod, the volunteer coordinator and d1e volun­
teers' respective caseworker. 

In the past, the organization·s volunteer recognition was an 
informal activity whose main focus was to have fun. For 
last year's volunteer recognition activity, the volunteers mer 
at the local zoo, had a picnic, then toured d1e zoo. This 
year, the volunteer coordinator has planned a formal ban­
quet in which the focus will be on recognizing the volun­
teers· effons. The goal of this event is to give d1e volunteers 
a sense of the meaning of d1eir work and to show the orga­
nization's appreciation of them. 

A youth organization had a similar experience in overcom­
ing blind spots. In this case, staff were surprised to learn 
(from d1e self-assessment results) that their volunteers did 
not feel d1a1 staff communicated with them ve1y well. This 
led to renewed effons to seek volunteer opinions and to 
communicate program direction . 



Action Principle #3 

Build U11dersta11di11g a11d Co!laboralio11 

7. Paid staff are respected and are empowered to fully par­
ticipate in planning , decision-making and management 
related to volunteer involvem ent. 

The paid staff and their work are described by executives 
in positive, respectful terms. Paid staff are seen as com­
petent professionals able to design and manage much of 
their own work and to appropriately and effectively incor­
porate volunteers. 

8. There is a conscious , active effort to reduce the bound­
aries and increase the teamwork between paid and vol­
unteer staff. 

Conscious attempts are made to strengd1en the working 
relationship between paid and volunteer staff, to foster 
collegiality and to promote the sense of working together 
on a team toward a common goal. Barriers to interaction 
or policies and practices that foster inequity are recog­
nized, and attempts are made to lessen their impact. 

9. Success breeds success as stories of the contributions of 
volunteers both historically and currently are shared 
an1ong both paid and volunte er staff. 

When paid staff tell positive stories about the work of vol­
unteers, it influences other paid staff to reframe their atti­
tudes about volunteers. This leads to ne,v opportunities 
in which volunteers can demonstrate their value. Often 
these stories are about the historical role of volunteers in 
the organization or about the response of volunteers in 
times of organizational crisis. 
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Successes in Changing the Paradig m 

One of d1e consequences of the Paradigm Self-A5.5essment 
Process is that the ve,y act of engaging people in a discussion 
of d1e role of volunteers can make a change in the attitude of 
both staff and volunteers. A hospital which used d1e Paradigm 
Self-Assessment tound that it led volunteers to behave more 
asseitively about their needs and about ho~· they could make 
a more productive conuibution. The director of volunteer ser­
vices found Lhat me volunteers frequented her office more and 
gave more feedback on what needed to happen. 

One of the outcomes of this was a reduction of waiting time 
for patients. Staff d1ought that volunteers might be holding 
things up by moving too slmvly. Volunteers timed the 
whole process to show drnt the fault was in the system. ln 
their analysis of the steps in the process, vo!Lu1tcers identi­
fied new volunteer opportunities that would speed things 
up at each stage. Medical staff were impressed with this 
and began asking volunteers '·How can we do this1" as they 
continued to work on the problem. 

At the same hospital, consm1ction closed the unit where 
volunteers got ice for patients. Engineering agreed to deliv­
er ice twice a clay. Volunteers did not believe that was 
enough and figured out a way to get ice from another unit. 

Sometimes d1e outcomes of me assessment process are unin­
tentional. At another hospital, the Changing the Paradigm 
Process encouraged the director of volunteers to think about 
involving volunteers in non-traditional, high-impact ways. 
She discussed this with an account representative from a 
pharmaceutical company who suggested that she try ro 
recruit volunteers from the ranks of companies that did busi­
ness with the hospital. 

With dlis in mind, the two of mem went to the director of pur­
chasing for the hospital. They asked him a number of ques­
tions, such as "What are me top twenty vendors in order of the 
dollar volume of business Lhey do with the hospital?'' The 
director of purchasing had no way ro gamer this infonnation 
and immediately saw that this (and od1er questions the 
account rep asked d1at he couldn't answer) were imponant 
pieces of information. A5 the two of them cliscussed d1is, rhe 
purchasing manager realized that if he had me answer to d1ese 
questions he would be able to do a better job of purchasing 
things for the hospital. The conversation wid1 d1e volunteer 
led to a whole new way of looking at purchasing and opened 
up me possibility of making their process more ellkient 

When me purchasing manager next saw me director of vol­
unteers, he said "Wow, where did you get someone like 
that to volunteer1•· As he told his story to fellow staff their 
attitudes about what volunteers could do in d1eir depan­
menrs expanded to include volunteers working in highly 
professional capacities. This paved the way for staff accep­
tance of volunteers working in these areas. 



Action Principle #4 

Learn, Groll' a11d Change 

10. TI1ere is an openn ess to the possibility for change, an 
eagerness to improve performance and conscious, 
organized efforts to learn from and about volunteers' 
experiences in the organiz.ation. 

Organizations use a variety of techniques to try to learn as 
much as possible about their volunteers, what motivates 
them, and the quality of their experience wiLl1 Lhe organi­
zation. Change is seen as an opponunity, not as a burden. 

11. There is a recognition of the value of involving, as vol­
unteers, people from all segments of the community , 
including those the organization seeks to serve. 

The "more effective .. organizations give more attention to 
understanding and responding to the growing diversity of 
American society. These organizations strnggle more 
openly with how they can increase d1e involvement of 
people who typically do not volunteer to work with them. 
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Successes i11 Cl1a11gi11g tlJe Paradigm 

The Paradigm Self-Assessment Process can also validate 
what organizations already helicve to be true about d1eiJ 
strengths and areas of growth. One such organization 
found L11at the self-assessment results gave them more con­
viction in following the direction they were headed. 
Specifically, it reinforced their commitment to look at ways 
to provide more oppommity for personal and team grmvth 
for the volunteers. The assessment also gave diem a renew­
al of energy to continually improve die quality of services 
provided to volunteers. 

That same organization did find disparate beliefs among 
staJT, board and other volunteers in two major areas: diver­
sity and vision for engaging volunteers. In dialogues initi­
ated as a result of the self-assessment, staff found that 
although d1ey were all committed to engaging youth vol­
unteers, they had different assumptions on how die organi­
zation intended to do that. This pointed out the need for 
more discussions with staff, board and other volunteers on 
developing an implementation strategy. 

The self-assessment also indicated that the organization 
needed to address diversity issues among the volunteers. In 
subsequent conversations among staff and volunteers, some 
of L11e volunteers stated they felt they were treated as sec­
ond-class citizens. Staff realized their volunteer recognition 
strategies did not account for the ethnic and cultural inter­
pretations of appreciation. The result: die director demon­
strated her personal commitment to addressing diversity by 
asking the volunteers to come up with better ways the orga­
nization could show appreciation. The director also 
increased the time she spent talking to the volunteers. 

The organization formalized their commitment to dealing 
with diversity by adding it to their strategic plan. They also 
committed to two major strategies: diversifying the volun­
teer pool to reflect diversity in the county and addressing 
new ways to recruit the targeted populations. 



Creating A Plan 

One of the principal roles of the Leadership Team is to work 
with the Team Leader to develop a plan for the self-assessment 
process. It should include provision for the following activities: 

♦ Explaining the self-assessment process to the 
rest of the organization 

♦ Deciding which people to ask to complete the 
survey and determining how best to get the max­
imum response 

♦ Making sure that you, as a team member, help 
tabulate the survey if you wish 

♦ Meeting again as a full team to discuss the results 
and plan what comes ne:\.'t 

An essential part of the plan is a realistic timetable for comple­
tion of the work. Because this is a rather straightforward 
process, the timerable should be relatively short so as to sustain 
interest within the organization. 

Here are four key questions the team should answer as it creates 
the plan. 

1. \°'?hat is the best way to let paid staff and volunteers know 
about the self-assessment process? How can information 
about the process be shared without creating anxiety about 
whether individuals are being evaluated' 
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2. What is the best way to get a cross-section of people to com­
plete the survey: members of the board of directors, paid staff 
at all levels and in all program areas, and direct service and 
support volunteers in all program areas? What is the best 
way to distribute and collect su1veys? Based on the size of 
the organization, how many people should be su1veyed? 

3. What roles should members of the team play in the follow-
ing tasks? 

♦ Telling the organization about the process 
♦ Selecting the people to complete the Slllvey 
♦ Distributing and collecting the survey 
♦ Tabulating the survey 

4. When should each of these tasks be completed? 



Building Internal Support 

The fact that you have come this far suggests that there is sup­
po1t for the self-assessment process on the pan of the executive 
director and the board of directors. 13ut it is equally important 
that everyone else in the organization undersrnnd the 
process and the anticipated outcomes. 

A role of the Leadership Team is 
to work ,vith the Team Leader to 

♦ People from throughout the organization will be 
asked to participate as a way of getting the most 
complete picture of how the organization oper­
ates with respect to its volunteers. 

♦ Only a few minutes will be needed to read and 
complete the survey. 

design a way to communicate 
with eve1yone in the organization 
about the self-assessment process, 
both lo share information and to allay 
any concerns there might he about the 
process. 

People especial ly need to ♦ All responses are anonymous and confiden ­
tial. Only tabulated data will be reported understand that they as 

individua ls are not being 
♦ Everyone in the organization will learn 

the results and have the oppornmity to 
react or participate in further discussion. People especially need to understand that 

they as individuals are not being evaluated. 
Rather. the process is designed to collect 
information about how paid staff and volun­
teers perceive the behavior or the organization 
in relation to the involvement of volunteers. 

eva luated . 

The value of the process is not in establishing a judgmental 
·'score .. about that behavior but rather in the discussion within 
the organization rhal can be stimulated by the data. 

When people get together to talk about how lo improve the 
process of their work, good things usually happen. The data 
collection and analysis is a way to begin that discussion. 

Three groups of people need to be informed about the self­
assessment process: managers, other paid staff and volunteers. 
Your team will know best how lO effectively communicate with 
those groups. 

Here are several key points you may want to make with these 
groups: 

♦ The purpose of the self-assessment is to help the 
organization more effectively involve volunteers 
in its work by understanding how paid staff and 
volunteers currently assess the behavior of the 
organization. 
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A fact sheet slating these points can be distributed, but 
just as imponam is that you talk with people about the process, 
so that they understand the process and support it. General staff 
meetings or departmental meetings are excellem vehicles for 
doing this. Remember that each of the three target groups: man­
agers, other paid staff and volunteers will have different ques­
tions and concerns; they may also have different forms of resis­
tance and differenr levels of interest. Building an understanding 
of the self-assessment process creates an openness to consider­
ing the results later. 

On the next page are some questions to guide your planning on 
building internal support. 



1. Whar is the besr way to commu nicate with the following 
groups wit hin our organization? 

♦ Senior managers: 

♦ Middle managers: 

♦ Line wor kers: 

♦ Leadership volunteers (board members, advisory 

committees and volunteers in management roles): 

♦ Direct service volunteers: 
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2. What role , if any, should the executive director play in Lhis 

communicarion? 

3. What role shou ld members of rhe Leadership Team play' 

As pa11 of your planning , the team w ill have cleciclecl who should 
receive the Slllvey instrument , how it will be distributed and 

what role, if any, team members will have in tabulating the 

results. The next section assumes completion of rhose tasks and 
focuses on rhe process of analyzing the clara. 



Analyzing the Data 

Al the hean of the self-assessment process is the analysis and dis­
cussion of the results. The Leadership Team must review and 
react to the data, discuss its implications and formulate recom­
mendations based on it. 

The Team Leader will provide you. in advance, with the tabula­
tion of the survey results. It is important thm you review them 
prior to your meeting. 

The surveys will have resulted in a single composite score for 
each action principle, plus scores for each of the three stake­
holder groups (board of directors, paid staff, other volumeers) 
for each principle. You also will have scores for each of the 24 
statements on the swvey. 

♦ The single composite score tells you how the 
total group who responded feels about the orga­
nization's performance on that principle. 

♦ The group scores allow you to see how each 
stakeholder feels about the organization's perfor­
mance on that principle. 

♦ The scores for each statement allow you to see 
specific behaviors that may need to be altered or 
reinforced. 

All three scores are important. 

♦ Low overall scores reflect a consensus about 
areas in which the organization may wish to con ­
centrate in improving the way it works. 

♦ Wide gaps in group scores reflect points on 
which there are very different perceptions. 
These may represent very different experiences 
among the stakeholder groups, ones that harbor 
points of contention among them that are in 

need of attention. 

♦ Scores on the specific statements may vary widely. 
Again, look for very low scores or pfaces where 
there is a great difference among the groups. 
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Examples of Interpreting Scores: 
Low Overall Scores 

Consider the following set of total scores for the four action 
principles: 

Staff Volunteers leadership 
Lay t.he Foundation 24.9 24.3 24.9 

Leadership and Management 20.6 21.7 22.3 

Building Understanding 23.5 23.7 23.7 

Learn, Grow and Change 23.6 23.5 24.1 

[n this case the scores for the second action principle, 
"Combine lnspiring Leadership with Effective Management" 
are much lower for all d1ree groups of respondents than are 
the scores for the other action principles. This could indicate 
a consensus d1at the stlucture of d1e volunteer management 
system is not perceived as being effective or well-operated. 

Wide Gaps in Scores 

Suppose that the responses for question #l are as follows: 

Staff Volunteers Leadership 

1. Everyone involved wid1 
the organization has a clear 3.1 4.2 3.8 
idea of the role volunteers 
should play in the organization. 

1 ote d1e extreme gap between t.he response of staff and of 
the other two groups. If most staff do not currently work with 
volunteers, this score might indicate that information about 
the volunteer program and its accomplishments are not being 
well communicated ro paid staff. If most staff are working 
with volunteers, this low score might indicate dissatisfaction 
felt by staff about ilieir relationship with volunteers (which 
you could double-check by looking at questions #14 and #16) 
and could indicate the need for better role clarification or trou­
ble-shooting. 

Varying scores <m specific statements 
You might notice patterns or differences in specific questions. 
What if the general range of responses for questions #19, 21, 
22, 23 and 24 ("Learn, Grow, and Change") were from 3.7 to 
4.5 and the responses for question #20 were: 

Staff Volunteers Leadership 

20. Volunteers are regularly 
asked to evaluate their 2.9 3.0 3.5 
involvement in the 
organization, including 
the way they are managed. 

In this case you would note both the variance in the respons­
es to this question versus the od1er questions in iliis action 
principle and also the difference between the scores for lead­
ership volunteers versus the other two groups. 



On pages I 5-18 are worksheets to help structure your discussion 
of each action principl e in light of the survey results. The Team 
Leader w il l faciliLalc this d iscussion. 

Action Pri11ciple #J 

L4Y 77-JE FOUNDATION THROUGH MISSION AND VISION 

1. How do you feel about the scores from each group and the 
composite score? Do they fit w ith the experience and per­
ceptions of the members of the team? Do the scores seem 

low , high or about right to ym l' 

2. In the space below . w rite down wh at you think the mission 
is or your organization. What arc the major points or differ­
ence among team members' How often is the organization's 

mission discussed with staff'.:' with volunteers' by the board 

or d irectors' 

3. What are the d1ree or fou r most imponanr priorities of the 

organization:' How does wo rk now being done by rn lun­
teers relate lo those priorities' Is there a close match, or does 

the wor k of volunt eers seem irrelevant to those prior ities' 
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4. How much of the wo rk of vo lunteers fits into each of these 

categories: 

♦ Work other than funclraising that directly supprnts 

mission and prior ities 

♦ l'un draising _ _ % 

♦ Work that may he useful but does not directly sup­

po rt the mission and priorities 
_ _ % 

[f\ ote: In the most effective organizations. rn lunteers may 

play an important role in fundraising hut also ._,,o rk in a vari­

ety of ways to directly support mission and priorities.] 

5. Look at the scores for each of the su1vey statements within 
this action principle (Statements 1-6). Which are the lowest:' 

Why might they be so low' What can be done to raise them! 

6. Brainstorm w:iys in whi ch the work of volunteers could more 
directly support the mission and pr iorities. 



Action Pri nciple #2 

COMBINE INSPIRING LEADERSHIP \WTH EFFECITVE 
J'vlANAGEMENf 

1. How do you feel about the scores from each group and the 
composite score? Do they fit w ith the experience and per­

ceptions of the members of the team? Do the scores seem 
low, high or about right to yme 

2. \Xlhat roles do each of these groups play in promoting and 
supponing volunteer invo lvement? \Xlho among these groups 
energizes vo lumeers in the organization7 

♦ Board of dir ectors: 

♦ Executive director and other senior managers: 

♦ Middle managers: 

3. To w hat extent are the primary volunteer management func­

tions- recruitment, placement, training, supervision, evalua­
tion and recognition- the responsibil ity of the paid staff with 
wh om volun teers w ork most directly? 
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4. What are the primary barriers to more effective volunteer 
invol vement in the organization7 

5. Loo k at the scores fo r each or the survey statements w ithin 
this action principle (Statements 7-12). Which are the lowest? 
\Xlhy might they be so low? \Xlhat can be done to raise them? 

6. Brainstorm ways in w hich these barriers can be reduced. 



Action Principle #3 

BUILD UNDERSTANDING AND COLLABORA770N 

1. How do you feel about the scores from each group and the 
composite score' Do they fit with the experience and percep­
tions of the members of the team? Do the scores seem low, high 
or about right to you' 

2. Who makes the decisions about how, when and where vol­
unteers are involved? Are these decisions made as close to 
the action as possible1 

3. In what ways are the concerns of paid staff ahout volunteers 
addressed? Do they have the opportunity to discuss hmv vol­
unteers affect their own roles and how they do their jobs1 

How could such opponun ities be expanded or enhanced? 
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4. What are the hest stories you can think of ahout the contri­
butions volunteers make to the organization? Are these sto­
ries widely known by paid staff and volunteers? How can 
they best be spreacl1 

5. Look at the scores for each of the su,vey statements within 
this action principle (Statements 13-18). Which are the low­
est? Why might they be so low' What can be done lO raise 
them' 

6. Brainstorm ways in which teamwork between paid staff and 
volunteers can be made stronger. 



Actio11 Principle #4 

Lf.ARN, CROl'(I AND CHANCE 

I . How do you feel about the scores from each group and the 

composite score? Do they fit w ith the experience and per­
ceptions of the members of the team' Do the scores seem 

low. high or about right to you' 

2. Does the organization consider its volunteers to be customers 
of the o rganization? If so, how does it go about learning the 

illl erests and needs of these customers' How does it seek to 
satisf) ' those needs? 

3. How does the organization learn from the experiences of its 
volunteers? Are regular volunteers debrief eel often' Do vol­
umcers wh o conclude thei r service participate in an exit 
interview' I low is data gathered from such activi ties shared 

in the organization' How could this learning be increased' 
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'1. To what extent do the volunteers reflect the ethnic. racial, 
economic, age and gender make-up of the community being 
served' Arc people the organization seeks to serve also 
involved as volumeers1 

5. Look at the scores for each of the survey statements w ithin 
this action principle (Statements 19-24). \X' hich are the lo\v­

est? Why might they be so low' What can be clone to raise 
them? 

6. Brainstorm ways in w hich volunteers from the entire com­

munity can be attracted to se1vice in the organization. 



Determining the Next Steps 

Collecting, analyzing and discussing data from a survey are only 

the first few steps in a self-assessment process. The important 
part of the process is what happens after the discussion-the 
ways in which the organization respond s to the data, the com­
mitment made to improvin g performance and the spe-

cific action taken. 
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Your job now is to answer this: ··what is the most appropr iate 

and effective way we can share the results of the 
survey with our colleagues throughout the organi­

zation7 

Recomm ending Ne:xt Steps 
The role of the Leadership Team now is 

twofold: Recommendations cannot lk cause your team has been immersed in 
the results. you w ill have some important 

insights about possible actions to more 

effectively engage volun teers in the 

organization . Working together, you 
need to formulate those insights imo 
specific recomme ndations to the 

board, executive director. managers, 
volunteers, etc. Such recommendations can­

not be prescriptive ; they are ideas to be discussed. test­

ed and possibly reshaped by the people who ultimatel y must 
implem elll them. 

♦ Share the results of the survey 
throughout the organization 

be prescriptive ; they are 

ideas to be discussed . 

♦ Recommend actions that might be 
taken in response to the survey 

tested and possibly 

Sharing tbe Results 

It is essential that the results of the survey be shared with 

everyone in the organization. Doing this incrementally will 
allow the organization to respond promptly. 

Herc is how one organization did it: 

I. The Leadership Team met w ith the executive director and 
reviewed results. analysis and recommendations. 

2. The executive director, the Team Leader and a member of the 
team presented results to senior managers. engaging them in 
a discussion and gaining their suppo,t for the next steps. 

3. The executiv e director and the Leadership Team made a pre­
sentation to the board of directors, led by the boarcl·s repre­

sentative to the team. The result was an enthusiastic sign-off 
by the board on the proposed next steps and a commi tmelll 
to explo re how the results cou ld contribute to improving the 

board's ow n effectiveness. 

4. Presentations were made by members of the t<:am at clepan­
mcnt meetings, invo lving both paid staff and volun teers. 

These were clone in collaborat ion with senior managers and 
became the first step in each department 's plans to increase 
the effective engagement of volun teers. 

5. Informati on about the self-assessment process results and the 

proposed next steps was includ ed in the organization's 
newsletter. This ne,vsletter was sent to all paid staff and vol­

unteers, as well as members of the commun ity. 

reshaped . 

The team shou ld not he shy about sharing ,,·hat it has learned 

or about making recommendations . l3ut, you should remember 

that responsibilit y for implementation of these recommendations 
lik ely will lay with people outside the team. The more the team 

can engage decision makers in discussion, the greater the prob­
ability of them taking action. 

There may also be ci rcumstances where the team will choose 
not to make specific action recommendations. Instead, you may 

decide to put forward a list of questions or issues that need to 
be addressed and suggest a process through which this consid­

eration might take place. 

The team also should consider its future role. if any. In some 

organizations. the team ,viii have clone its job by guiding the self­
assessment process and insuring that the results are broadly 

communi cated. In others, the team may then coordinate the 
organization·s response to the survey results. You may want to 
formulate a specific recommendation in this regard bur. of 

course, he careful what you ,vish for, since you might get it1 

One of the most important recom1~1enclations is that which the 
ream makes to itself. Just as you have modeled a process of data 

collection and renection, now you can model a process of 
change and continuous improv ement. 



What can you, as individual s, do to respond to what you have 
learned in this process? 

Hmv can you influence others with whom you work' 

What are three specific things you can do to help increase the 
organization's effectiveness in engaging volunteers? 

How can you change you r own behavior wi th regard to the l. 

involvement of volunteers? 

2. 

3 . 
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IN CONCLUSION 

Thanks! 

The healthiest organizations arc those chat have learned how to 
learn. Self-assessment is one of the ways organizations begin 

that learning. 

You have given leadership to a process of reflection and plan­
ning that can serve as a model for others in your organization. 
Take a few minut es now , indi vidually and as a team, to do your 
own reflection on the process and the work you have clone. 

What w ent well? 

What didn 't? 
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How would you do it diff erently the next time? 

What did you learn from this project about work ing in a team? 

How can you continu e the process of learning and continuous 
improvement in your ow n area of the organization? 
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About The Points of Light Foundation 

The Points of Light Foundation. establi shed in May 1990, is a nonp rofit , nonp anisan organization governed by a diverse board 

from Lhe corporate, nonprofit and educational sectors. The Foundation's mission is to engage more peop le more effectively in 

volunt eer communi ty service to help solve serious social problems. The Foundation is achieving this mission in three ways. 

First, the Foundation develops and promotes strategics and methods 10 recrnit and engage more vo lunt eers in direct and con­

sequential community service. Second , the Found ation is wo rking w ith the nationw ide netwo rk of over 500 Volun1eer Centers 

to help them become the key communi ty resource in appl ying volunt eering to communi ty needs. Third, the Fo undation seeks 

10 increase publi c awareness of how communit y serv ice helps 10 build healthi er communi ties. 

The Points of light Foundation 
1737 H Street, NW 

Washington, DC 20006 
Telephone: 202-223-9186 

Fax: 202-223-9256 
TDD: 202-659-9229 





Please indicate whether you are a : 

□ 
□ 
□ 
□ 

13oard or adviso,y commillee member? 

Paid staff member? 

Volunteer other than on a board or committee? 

Other: 

For eacb of tbe statements below, i11dicute bow jt"eq11e11I{)' you believe tbe state111e111 
is tme f or this 01gc111izatio11. Record tbe 111m1/Jer ual11e f or eacb ofy o11r responses in 
the space to tbe left of the state111e11/. Please tabulate a,1s11>ers 011 back. 

Almost Never 
1 

Occasionally 
2 

Sometimes 
3 

Everyone involved with the organization has a clear 
idea of the role volunteers should play in the 
organization. 

People diroughout the organization believe diat 
volunteers are making a positive conu·ibution. 

The jobs clone by volumeers contribute direclly to 
achieving the cuJTent priorities of the organization. 

'11ie work diat volunteers are asked to do includes 
many jobs other than funclraising. 

Volunteers at all levels feel respected and valued by 
the organization. 

When die work of the organization is discussed, it is 
in terms of the community problems we are trying 
to solve rad1er than our immediate organizational 
problems. 

The board of directors actively encourages die 
involvement of volunteers in all aspects of the 
organization's work. 

f . The executive director of die organization actively 
encourages the involvement of volunteers in all 
aspects of the organization's work. 

Managers of the organiz~nion's programs agree on 
the impo11ance of involving volunteers Lilm ughout 
the organization. 

. There is a person who plays a primary leadership 
role in promoting and organizing volunteering in die 
organization . 

. The people actually doing the prima,y work of Ll1e 
organization are responsible for supe,v ising volun­
teers as pan of their jobs . 

. Obstacles to volunteer involvement are viewed as 
problems to be solved rallier than as excuses . 

. Those people who actually deliver L11e se,v ices or 
manage die programs of the organization have L11c 
responsibility for deciding whether and how rn lun­
teers will be involved with them. 

Often 
4 

Almost Always 
5 

. Volunteers and paid staff work well toged1er as a 
team. 

. Paid staff at all levels feel respected and valued by 
the organization. 

. Tensions or problems between paid staff and 
rnlunteers are acknowledged and dealt with in a 
positive way . 

. Stories of the contributions of volunteers are told by 
both paid staff and other volunteers. 

. The work of volunteers may be different from that 
of paid staff but it is not viewed as inferior. 

. The organization .wi ves to continually improve the 
management of volunteers. 

. Volunteers regularly are asked to evaluate their 
involvement in die organization, including the way 
they are managed. 

. When looking at work that needs to be clone, 
deliberate effo11S are made to find jobs for volun­
teers. 

. People whom d1e organization se,ves are also 
involved as volunteers within the organi.zation. 

. The organization tries to recruit volunteers who will 
reflect the diversity of the community - age, race, 
income level, etc. 

. People in the organization arc interested in learning 
ways to involve volunteers more effectively. 



Scoring Sheet 

Now, copy your answers in the spaces below corre ­
sponding to the number of each question, a11d thell 
total each column: 

I. l. II. 7. 

2. 8. 

3._ 9._ 

4. JO. 

5. I I. --

6. 12 

Total Total 

Ill. 13. __ IV. 19. __ 

14. 20. --

15. __ 21. --

16. 22. -- --

17. -- 23. __ 

18. -- 24 

Total Total 
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Parad igm Self-Assessment Survey •••• • ••••••••••• 

I. Lay the Foundation through Mission and Vision 

This action princip le examines the extern to whi ch the 

organization has a core value for its existence which is 

communi cated with and shared by staff and volunteers, 

and the extent to which there is a vision for how volun­

teers fit into the attainment of that mission. 

Total Score: __ _ 

II. Combine Inspiring Leadership with Effective 
Management 

Th is action princip le examines the extent to whi ch the 

organization has administrative structures and clear 

direction which wi ll enable it to encourage and facilitate 

high impact volunteer involvement. 

Total Score: ___ _ 

II. Build Understanding and Collaboration 

This action principle examines the extent to which staff 

and volu nteers are viewed as valued contribut ors to the 

organization and work together as pa1tners in a team 

effort to accomplish the work of the organization. 

Total Score: __ _ 

IV. Learn, Grow, and Change 

This action principle examines the extent to wh ich the 

organization is dynamically examining and attempting to 

improve its operation, including the continuous effort to 

broaden its volunt eer base to include all segments of 

the community. 




