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fter reading the findings of paul Light's stucly of
intrinsically motivated nonprofit rvorkforce, Npe
searched for case examples of goocl practice. We
found tlvo mature organizations that rvere inter_
viewecl separately but rvhose approaches atrtl attr-

tudes rvere strikingl).similar. We chose mature organizations
because they u,ere more likell' to have nell developed staff
systerns that could be easily explained. Horvever, mature
organizations often tend to underestimate the significance
of intrinsic motivation to their workforee; fortunatell,, the
organizations intervieu-ed broke that mold.

(lt is worth noting that rhe quality of their practice in rhis
area is matched in other areas of management; resource
development, financial management, planning, etc. )

Situated in an inner city neighborhood of Boston, project
Hope is an organization that not only runs a shelter for home-
less families, but also does a combination of community
organizing, community development, education, childcare
and policy advocacy. Birmingham Group Health Services, a
community mental health center located in Ansonia, Con_
necticut provides a range of programs in the lower Naugatuck
Valley and is deeply involved in policy and legislative advo_
cacy. We interviewed three people at each organization,
asking them how they respond to staff motivated by the
meaning of theirwork.

Rose Brown and Tony Reyes prepare a p late at
p ro jec t  Hope  s  annua l  , ,Homecoming  p i cn i c , , ,wh i ch

br ings rhe fami l ies of  s taf f  and c l ients together
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Projecf  Hope co-workers and f r iends dur ing a ret reat .
Eot tom row, le f r  to  r ighr :  Rosa Clark,  shel ter  program;

Mi l l ie  Garc ia,  Fami ly  Chi ld  Care program; Fabio la
Peguero,  the Chi ldren 's  (enter ;  Top row, le f t  to  r ight :

5haron Robinson,  F inanre;  Rose Brown,  Shel ter  House
Manager;  Mar ia Peguero,  Ih i ldren,s Center

(ommitment and Passion:
Its in the AirWe Breathe
When rve asked Project Hope what their work
envi ronntent  was l ike,  Margaret ,  Leonarc l ,
executive director, respondecl by talking of the
pervasive power of the vision of what t,hey
hope to create togethel.. "Certainly our mission
t,o t'nd farnily homelessness ancl to builcl conr_
nurnitics that have <tignity, self_reliance and
intexlependence bonds everyone who rvorks at
I)roject Hope-volunteer or paicl. people relate
to our nrission in a deeply personal rvay; it goes
far be1'ond what we wanl for our organization,
we \\'ant it foi the rvorld. The personal spirit for
this rrort is so strongl.v helcl, you feel it in thc air rve breathe..,

At Birminghanr Group Healfh Services, Trudy Higgins.
associate executive director, used almost iclentical r'orcls to
rlescribe the rvay employees feel about coming to work.
"\\:hat I've seen everyday, in my I I years at this organiza_
tlon, rre people buzzing and chatting in the halhval.s_and
laughter too. No one is moping or grumbling. There.s a
spark in rhe air-ir's a spirit. It feels good to be in this builcl_
ing and interacting with one another."

The commitment to taking responsibility a[ every level for
creating the right organizational environment, is also sharecl
between these two organizations. From Sherri pozarlick. com_
munity services coordinator for The Umbrella, Birmingham
Graup Health Services'donrestic violence progranl, ,.l.le beerr
here for over l3 years now-beginning as a volunteer, then a
part-tirne tvorker, now full t ime for over l l  years. I agree.
There's a passion for what you do and a passion for the envi_
ronment that you are able to do it in."
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a riifference, that our cliemts can achieve theirgoals as well as
a rleep respect that values everJ-one as human beings capable
of learning fronr one another. These values are so strong that
if a person doesn't hold thenr cteeply they rvon't be happy here.
\\'e are consumer centerecl," she continues. *We erlpect every-
one, within and outside the organization, to be treated with
respect and dignity."

The lmportance of Staff Development
Both organizations believe that you can never scrimp on train-
ing. Professional development is readily available at both
organizations and at every level. For example, project Hope
talked about looking at the need for development in a way that
linked outside intentions with inside intentions. They have
long seen the role ofeducation as being central to the ability
of families [o craft better futures for themselves. Staff
members have also had unusually high lerrels of access to edu_
cational opportunities but recently tftese two in[entions began
to move toge[her a bit more. Margaret Leonard, executive
director, notes *raflj..when we developed the workforce
traini.ng project for farnilies, we offered it to the staff as well.
It emphasized lifelong learning-developing a career plan and
a learning plan rather than randomly attending single classes.
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"People relate to our. mission in a

deeply personal way; it goes far

beyond what we want for our

organization, we want it for the world.,'

The staff was thrilled to participate. The opporr'.ir\. irlso
cleepened their appreciation for project Hope as an iu{oll(j\....

These commitments can be a bit costll- in ,,var.s lrlr hart
to try to forsee. Por instance, in the case oi the teirchers
working in rhe Children's Center progranl. proj<,-ct Hope
decided to link salary revers to the chilcl rJereropment .ssoci-
ate (cDA) accreditation-a natio.al15' rectrg.izerr cr ur rt'ntial
for childcare. "[n order for our te.chers ro gai' rrai.i.g *tile
still rvorking, rve had ro fiucl a wa1.to offer college (:()ul.ses
o.site a'cl i^terim s[aff rvhire teachers irtt*.detl t:lass.s. Thi.s
significantly impacterl orrr HR p'l ir:r 'arrd ()rlr l)rulA(,r. l)rrt ir
correctlv retlected the rlegree to rvhieh rre r,-alrrc orrr sral.f...
states Meg Lusardi. chief of r;pet.ations.

And Open Communication
Staff at Birmingham Group Health Services ser a lilgh prenriunr
on being able to talk things through. The;. plan ancl share r:rit-
ical issues in their lvork very freely and according to She.rri
Posarlik, "The presidenucEo sets the tone for rhe orgarizati'..
Ilarilyn wants [o hear from us. When collcenls arise. the stalT
truly has the means to e.xpress tlrenrselves anc.l knou.the5.w.ill
be heard. She meets with each clepartment about everl.si.x
months. Sometimes, we're frustrated iurd after we crabbecl tbr
a while. we frnd she will always follow up on orlr concerns. She
Iets us know what actions she can and can not take. Her actions
nrake me think. 'there's 

another vlhre I neerl to emltlate,.,.
"l anr a lirm believer in comlnunication." I{aril5,p chinres

in. "l don't think there is a lot of seeretiveness in this organi-
zat ion.  I  bel ieve in  g iv ing rnore in lbrr r rat ion tharr  krss_
through staff meetings, memos, t,,t c. Uoo<[ conrnrunicat.ir_rrr
enables a sense of openness. lf 5ou are nrnning into u lrnlltlern
or if there is something going rln rvith thr: state .governnlent.
or rvhatever. staff wants to krrorv. "
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"T[is rlprtrrnrrss gocs betrlnrl meetings urrcl rrrerrros.'. Slterri
adcls. "We rcalh. rkr t.alk all I tre' tinre. I feel rvel<orne to sharc a
frustration arrd pt't4rle rvill sharn their irJens aborrt lrnlv I might
approach tlre issrre."

Mutuality
"\\ ie ltave Ihr: slrrrr 'o]).n (:onll l l lrnir:trt i,n rr. it l t tht:se rvil lr
rt 'honr rve rvork." ' frtrclt '  

r:ontinrres. "w'e rr,rlr.k rvit lr lrrnri lv
nrenrbers arxl t lrel 'rvislr rvr: hixl a nragic rvarrrl rhal rr, lr ir l. irrst
t ix their chilt l  a.rl ntake all the proltlerrrs g() iNv:N._ilnrl I <,arr
utrtlerstan<l t lr is t 'k. 'arlv irs ir l).rr 'nr . \\ ir l l . ,[ r:,rrr.se. r\-( ' (. l ln't.
llut rrltat \1'e (t{}, pronrisr: cirt:h parerrt is to trr.r:r,rrr. lx.rssible
; r \1)n l r ( !  lo  I rc l l l  l r is  or  l r t ' r  r . l r ik l  gct  r r .hat  Iu , , r r  s l lc  r r t :er ls  lo
il:hir:rt. An(l th:rt 's allrre r:arr rr,,allr- rn. t0 tlo. S0 it lcels guxl
to l le able to lrar. t lur freerklrrr to rlo that anrl to put \-olrr Dest
lbot titrrvarrl crr.rl- <la.l'."

"As tott (:.n r;e. tltere is il s(,.se rll''.rlt)ess l).t*.rren 'ur
()lgilnizuli0n unrl ,Irr ( 'ollstituents." sa.\-s slrerri. .. l t 's n()l i ln
'trsartrl lhc'rrr 'rrrcnlalit-\ '-rhat l)erson irt r lrrrrkrrnestic virl le.trce
I)l'ogl'ilnl <nrrkl lrrt rrre. Shc coulcl lx, anr.one I ktrou.. \\i, r,mpk4.
peoll lt: fronr a'i lr ietl.,f r l i fferent l lackgrorrruls. Tlre' rna1. lrc
t'x1rt'rictrCing rrrt'trr.tl illtu'ss. Tlury nurl' lrave r klnrr'stir: r. jols11s1,
I r is t , r i .s .  ' fhe1 '  

r t r :n '  or  lu l ] '  n . t  l l r . rs t rn i r lh-  r rnr lerstat r r l  r l re
issrre at hanrl. lrrrt thev rlrrn't hin'e t ' . This r.alue' o[ erlrnlit l .
l)t ' tr 'eea ;lroviclc'r ..r l cl ie.t is s'nrethirrg that r 'rpr,ves 'ur
u'rx'k. Thur's lretn inrl_rrtrtant to nlt '  r lrrcrtglt all thesr,, \-eilrs. '.

".{.t l  rhel' l 'eel this." I lar.i l l ' .  (r) 'curs. ..\\ i : t lon.t s.1.tlr is is
Itow rre can lrelp }r)u-\\.e ask, ltou'(, 'an \r? help ylt: '  Rigltt
ir\r'a)" lve are in l).rrttrership rvith that that person. Let's iclerr-
tif l ' the'help lorr neerl *rrrl together*'e rvil l  rrork on it. I rhi^k
this value ()l'nuttual respect, is lery ymuerlul.'.

Again, Pnrject Hope has a lery similar philosophical base,
"()ur philosophy of mutu.ritJ,'mea.s w'e rear. from and intencl
to support everJ"one: statTand clients. in their delelopment_
there's no lrierareh.r. of ktrorvleclge" states. Lori Tharnes
l)rogratn tl irector of Childrens Center. ..As someone at, a
recellt retreat said. 'as w€ tr!' to be famill. for others. t\,e are
tanrill'tbr one'another.'you rvilr often see this paralrel nature
l)et\r'een ollr progranls and staff.'.

Mutuality-Staff Evaluations
Ilaril-v-n r''rglhasizetl the t'lenrents in place beforc the evalua-
ti'rr prxrss ca^ lr. rrc.lthl'. "Given the cleep sense of person*l
'lrir. *'e krr,rr esists *'ithia our stalr. r*e reail1'do (.rlDolv€r
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staff to do their job and make independent decisions_so the_v
know they are contributing and making a difference. part of
what is involved here is in helping people to acknowledge
what theyalreadydo and don'tknowwhile encouraging them
to grow in theirjobs. Everyone needs to state what they can
follow through on so they and others are clear about what is
reasonable and what is not reasonable."

"There's mutual respect across the rrarious lerels of the sLaff.
as well as with the mission of the organization. As we mentioned
before," adds Trudy, "lt happens with actions like Marilyn con_
tinually seeking input from departments about operations and
communicating back about possible changes and it also is
reflected in howwe design ourannual performance evaluations."

"The job of each individual is then linked ro the work of rhe
unit they are in and the whole organization." Trudy elabo_
rates. "We ask people to think about their work in relation to
the organization's strategic goals, the department goals, and
their own professional grorvth. people do their own reviews. If
they need any guidance they can consult their supervisor. We
ask staff to look at their achievements and horv they'le bene-
fited the organization."

Supervisors also receive feedback from theirgroup. .,Some_

times you might read commenls about supervisors thal suggest
an employee is afraid to take on an issue,.'Trudy continues.'"That means there might not be a rvillingness to hear rvhal the
other person is saying. If there's a real trend. we rvill gire teed_
back and support and ways to change their supervision. \!,e
always want to make sure that supervisom are growing.

"Marilyn reads all of the evalua[ions to identify the profes-
sional growth and think about how the organization might
adjust training opportunities."

Mutuality in Hiring
The respect for constituents and their development is also
reflected in hiring practices. Margaret explains that, *We often
hire people who have formerly accessed our services and have
had direct experience with homelessness. They may not
always have the skills initially, so wehelp build them. We have
our eyes wide open about the challenges of such a choice. ll,e
value their experience. It makes a difference when a staff
member says to a person who walks through the door, ,l knorv
what its like'. This equalizes the staff-residenL relationship so
much more."

. l

Project Hope's staff share a feeling of being responsibile to
and for each other. Meg describes it this lvay: ,,We have a sense
of equality. When the entire shelter team interviewed a
prospective director, they had plenty of questions_they
wanted to make sure she was willing to do their job if need
be. If someone was sick, could they her cail in the middle of
the night to hll in? These kinds of quesrions get ro the heart
of our mission and values."

Mutual Appreciation
Both Project Hope and Birmingham Group Health Services
talk about showing authentic appreciation both torvards sratT
and consrituents. This was described by both as being a con_
stanc-both in supportire comments in the moment (,.1 love
watching you with that child.") and more formally acknorvl_
edgments through newsletters, gifts. events etc. In both
organizations, everyone participates in showing appreciation
and as Meg from Project, Hope comments, ..this makes criti_
cism. when it is needed, easier to take."

"Our philosophy of mutuality

means we learn from and intend to

support everyone: staff and clients,

in theirdevelopment-there's

no hierarchy of knowledge.,,

"A new co-worker recently remarked that she initially came
[o rvork ar a job she would just enjoy doing," Lori recalls. ..Bur

the way Project Hope had opened its arms and rcceived her
blew her away. She feels like she's been a part of us forever..'

Indeed, the shared emphasis on unconditional support and
acceplance has created intentional families that are trulynur-
turing and transformational for everyone involved.
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