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Welcome to the Changing the Paradigm Self-Assessment Process.
This organizational chiunge management tool guides staff, leader-
ship, board and other volunteers to examine the effectiveness of
their volunteer programs. Why is this sclf-assessment important
0 your organization?

Both nonprofit organizations and local government agencies are
uncler increasing pressure to respond with greater impact to the
complex human, social and envirenmental problems facing our
comnmnities.  Their work is being done in an atmosphere of
increased demand and static resources. There also is 4 growing
expectation on the part of communiry leaders in business and
government, andt on the part of the public itself. that volunteers
can and should play 4 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. Thougl highly valued, the work of volunteers is seen as sep-
arale and distinct from the balance of work done in the organi-
zation. As a result, there 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
[or 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 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
the type that cannot be identified without a sys-
temic examination such as that provided through
the self-assessment process.

2, 1t 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,

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 involvemnent. 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 Paradigin
characteristics will begin to change attitudes
about volunteer involvement.

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

Those characteristics were later grouped into the lour action
principles around which this matesial has been huilt

Lay the foundation through mission and vision

Combine inspiring leadership with effective man-
agement
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The Leadership Team leads the oreanizaton through the sclf-

assessnient process h‘)‘:
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 extraordinany cases, it probabiy should have no more
than eight to ten people, Very Luge organizations may want 1o
assess only u porticn of their operation at any one tme or kave
severdl reams operating simulancously but in close cooperation,
cach assessing a different picce of the organization.

The Leadership Team should include ar least one representative
of,

Joard 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 categorics of vol-
unteers (fundraising, administrative, direct service)

Tor the extent possible, the tean also should be representative of

the major program arcas of the organization.

The team should be appaoinied by the executive director in con-
sultation with you, the Team Leader. Your role is o identifv
potential team membuers and worls through the selection with the
exceutive director

‘The team should report directly 1o the executive dircetor of the
organizaiion. In addition. the board of dircetors should be fully
informed about the work of the team and should expect 1o
receive the sesults of the sell-usscessment,

Team members shouid be asked to commit to a minimum of
three working mectings of two 1o three hours each, plus prepa-
ration tme.

The purpose of the first meeting s 10 come o 4 common
understanding of the task. the work of the committee and the
self-assessment process. [Uis 2 tme for planning 1o whom and
how the survey will he administered. It also is o tme wa
about the basic ideas around which the self-assessment proc
has been built.

Al the second meeting, the results of the survey are anulyzed.
The team looks at how other people view the invelvement of
volunteers and begins to draw conclusions.  How and sith
whom to share the results of the survey i decided.

The third meeting results in action steps that will improve the
invelvement of volunieers.

At that point. the team becomes oriented to taking action based
onits lezrning and will wish 1o renegotiaze its continuing role, i
any, with the exceeutive director,

Each team member should receive a Teain Yembers' Workixob,
included in this kil that provides background on the self-assess-
ment process and on the research which underlies it Team
members sheald be expected wo familiarize themselves with the
workbook prior to the first mecting,
























L. Tow do vou feel about the scores from cach group and the
composite score? De they fit with the expertence and per-
ceptions of the members of the wam? 3o the scores seem
low. high or aboul right to you?

2. Write down what you thinl is the mission of the organiza-
tion. What are the major points of difference among team
members? How often is the organization’s mission discussed
with stalfr with velunteers? by the board of directors?

3. What are the three or four most important priorities of the
organization?  How does work now being done hy volun-
teers relate to these priorities? [s there aclose mately, or does
the work of volunteers seem irrelevant o those priorities?

4.

0

How much of the work of volunteers fits into cach of these
categories:

Work other than fundraising  that directly  supports
the missicn and prioritics

U

Fundraising o

Work that may be usceful but does not direetly suppon the
mission and prioritics
(t,

[Note: Tn the most elfective organizations. volunteers may
play an important role in fundraising but also are working in
a varicty of ways 1o direaly support mission and priorities.)

Lock at the scores for each of the survey statements within
this 2ction principle (Statements 1-6). Which are the lowest?
Why might they be so low? What can be done to raise them?

- Brainstorm ways in which the worl of volunteers could more
directly support the mission and priorities,






4. Whar are the hest stories you can think of about the contribu-
tions volunteers make & the organization? Are these stories
widely known by puid staff and volunteers? How can these

L. Tow do vou feel about the scores from cach group and the stories best e spread?

composite score? Do they [iwith the experience and per-
ceptions of the members of the team? Do the scores seem
low, high or about right (o you?

5. Look at the scores for cach of the survey statements within
this action principle (Statements 13-18). Which are the low-
est? Why might they be so low? What can be done to raise

2. Who males the decisions ubouwt how, when and where vol- them?

unteers are involved? Are these decisions made as close o
the action as possible?

0. Brainstorm ways in which teamwork between paid staff and
vohunteers can be made stronger,
3. Inwhat svays are the concerns of paid staff about veluneers
addressed? Do they have the opportunity o discuss how
volunteers affect their own rofes and how they do thedr jobs?
How could such opporwnities be expanded or enhanced?
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compasite score? Do they fit with the experience and per-
ceptions of the members of the teany? Do the scores seem
fow, high or abour right 10 vou?

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 customers? How does it seels o

sutisfy those needs?

Hew does the organization learn from the experiences of its
volunteers? Are regular volunteers debriefed often? Do vol-
unteers who conciude thedr service participate in an exit
interview? How is data gathered from such activities shared
in the organization? [low could this learning he increased?

3.

what extent do the volunteers reflect the cthnic, racial,
momic. age and gender make-up of the community you
sserving? Are people the organization seeks 1o senve also
olved as volunteers?

Look at the scores for cach of the survey statements within
this action principle (Statements 19-2-0). Which are the low-
est? Why might they be so low? What can be done to riise

1hem?

6. Brainstorm ways in which volunteers from the entire com-

munity can - atracted 1o service in the organization.









The healthiest organizations are those that have leamed how to Finally, take a few more minutes to thank those wheo panticipated:
learn. Scelfzassessment is one of the ways organizations hegin

" The Leadership Team members
that learning.

You have lead a process of reflection and planning that can The survey respondents
serve as a maodel for others in the organization. Take a few min-

utes when the dust clears to do vour own rellection: The senior managers and board who were inter-

What went well? ested in and supportive of the process

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

What didn't? As appropriate, make sure that participation on the: Le‘uclersh;p
Team is noted in personael records or on formal performance
reviews,

And, most of all, keep learning!

How would you do it differently the next time?

What recommendations do you have for the exec-
utive director about next steps or continued
learning?

How will you personally use the results of this
process in your own work?
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wligm Project, a project begun in 1991 w0 idendfy and

o on-going cifon, The Points of Light Foundaton con-

duclLd resc 11(]1 mrh 20 human service organizations around the mumn and idendfied 11 characteristics linked o highly effective vol-

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

as 4 consuliing process o use in analyzing the cffectiveness of volunteer programs. The wols and process were ficld tested with a

diverse group ol national nonprofits and Voelunteer Centers throughout the United States. With phase three, the Paradigm Project con-
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This workbook has been designed as the primury reseurce ool
tor support your work. Tt is part of o Lirger kit of materials and
supplies that vou and the Team Leader will sse. This workbouok
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 feadership role as a menther of the
ieam. Organizations that will not only survive but thrive in the
vears ahead will he those that knew how o fearn and that are
commiticd 10 continucus improvement in their work processes.,
Sell-assessment iy o key element of learning and continuous
improvement.

At its simplest, self-assessment is asking the question. “How are
we doing?” Atits best, it asks that question in wavs that provide
uselul data and a framework within which that data can be con-
verted into action that helps the organization perform beuer,

This particular self<ussessment process is focused on one com-
ponent of your organization, the involvement of volunteers, But
because orgapizations are systems composed ol interdependent
parts, vou wlso will be learning wbout how the organization
works for everyone in it, including your customers. Assessing
one aspect of the organizaion will give you insight ine many.

Your job is o help muke this the hest possible process for vour
organization and to encourage evervone Lo actively pasticipate.


















One of the principal roles of the Leadership Team is 1o work
with the Team Leader w develop a plan for the self-assessment
process. 1t 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 next

An essential part of the plan is a realistic imetable for comple-
tion of the work.  Because this is a rather straightforward
process, the timetable should be relatively short so s 1o sustain
interest witlin the organization.

Here are four key guestions the weam should answer as it creates
thie plan.

1. What is the best way o let paid staft and volunteers know
about the self-assessment process?  How cun information
ahout the process be shared without creating anxicty about
whether individuals are being evaluated?

[§]

What is the best way o get a cross-section of people to com-
nlete the survey: members of the bouard of directors, paid staft
at all levels and in all progrant areas, and divect service and
support volunteers in all program arcas? What is the best
way 1o distribute and collect surveys? Based on the size of
the organization, how many people should be sunveved?

30 What reles should members of the ieam play in the follow-
ing Lasks?
Telling the organization about the process
Selecting the prople 1o complete the survey
Distributing anel collecting the survey
Tabulating the sucvey

4. When should each of these tasks be completed?






1. What is the best way to communicate with the following 2. What role, it any, should the executive director pliy in this
groups within our organizaton? communication?

NCNIOT TRINGZErs:

Widdle managers:

Jine workers:

3. What role should members of the Leadership Teamy plav?

wadership volunteers (hoard members, advisory

committees and volunteers in management roles):

As partof vour planaing, the team will have decided whio should

Yreet service volunieers: receive the survey instrument, how it will he distributed and
what role, i any, team members will have in tabulaling the
results, The next section assumes completion of those tsks and
[ocuses on the process of analyzing the dar.






On puges 1518 are workshects o help strucure your discussion 1o How much of the work of volunteers fits into cach of these
of each action principle in light of the survey results. The Team calegorics:

Leadler will facilitate this discussion, . ' . .
Work other than fundraising that directly supports

ingssion and priorities

Fundraising Yo

Work that may be usetul but does not directly sup-
port the mission and priorities
1. How do you feel about the scores from cach group and the m,
composite score? Do they fit with the experience und per-

. . . . . i B - )",-'..(-T,L izt 5 .( SeTS av
ceptinns of the members of the team? Do the scores seem INote: Inthe most elfective: organizations. volunteers iy

plavar  portant role in lundraising but alse work ina vari-

low, high or about right w vou? : _ s moRE
civ of wavs o directly support mission and priorities.]

A

Look at ihe scores for cach of the survey statements within
this action principic (tatements 1-63 Which are the lowest?
Why meght they be so low? What can be done 1o raise them?

2. Inthe space below. write down what vou think the mission
is of your organization. What are the major points of differ-
ence among team members? How often is the oreanization's
mission discussed with stll? with volunteers? by the hoard
ol directors?

0. Brainstorm ways inwhich the work of volunteers could more
directly suppon the mission and priorities.

30 What are the thiree or four most important priovities of the
organization?  How does work nesw being done by volun-
teers relate o those priorities? [s there 2 close match, or does
the work of volunteers seem irrelevant to those priorities?






1. How do veu feel ahout the scores from cach group and the
composite score? Do they fit with the experience and percep-
tions of the members of the team? Do the seores seem low, high
or ubout right to vou?

2. Who makes the decisions about how. when and where vol-
unteers are invelved? Are these decisions made as close 1o
the action ws possible?

3. Inwhat ways are the concerns of paid staff about velunteers
addressed? Do they have the opportunity to discuss how vol-
unteers aflect their own roles and how they de their jobs?
How could such opportunitics be expanded or enhanced?

4. What are the hest stories vou can think of about the contri-

hutions vohunteers make 1o the organization? Are these sto-
rics widely known by paid staff und volunteers? How can
they hest be spread?

5. Look at the scores for each of the survey statemenis within
this action principle (Statements 13-18% Which are the low-
eslz Why might they be so low? What can be done to raise
theny?

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









What can you, as individuals, do to respond o what you have How can you influence others witlh whom vou worl?
learned in this process?

What are three specilic things vou can do w help increase the
organization’s  ctiveness in engaging volunicers?

How can vou change vour own behavior with regard to the

—_

involvement ol volunteers?

e



How would vou do it differently the next tme?
Thanks!

The healthicst organizations are those that have leasned hoew to
leasn.  Seif-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 vour organization.
Take 2 few minutes now, individually and as @ team, w do your
own reflection on the process and the work vou have done,

What went well?

What did vou learn from this project about working in a weam?

What didsi't?

How can you continue the process of learning and continuous
improvement in your own ared of the organization?




















