Conducting Surveys: Involving Members in Club Management

Introduction:
· Clubs are often so busy with projects and meetings that they don’t take the time to stop and evaluate the membership experience they are providing and how to enhance it to recruit and retain members.
· Sometimes clubs are also overwhelmed or intimidated by the idea of identifying changes that need to be made and the work it will take to implement them – maintaining the status quo is often easier.
· SIA’s survey templates, including a club assessment, new member survey and resigning member questionnaire, can help clubs obtain feedback and identify issues in a systematic and non-confrontational way—and engage members in the process of generating solutions.
· Engaging members in this way reinforces that everyone has a stake in the club’s success, not just club leaders.
· Providing opportunities for members to share their thoughts and ideas helps clubs to review, readjust, recruit and retain. 

Today we will review the basics of performing surveys and talk about the survey templates that SIA has available on its website.

Basics of performing a survey

Creating a survey is more than putting questions on paper.

To generate useful information, a surveys needs to be developed and administered thoughtfully and thoroughly.
What do we want to know/what are we measuring?
· This is the single most important part of developing a survey.

· Surveys take a lot of time and sometimes money, so it is critical to be sure upfront about what you are seeking to find out.

· Do you want a general sense of what members think about the club?

· Do you want to know specifically about meeting logistics?

· Do you want to reevaluate the choice of club projects?

· Determining what you want to know is the first step to designing survey questions.
What questions should we ask?
· Although developing survey questions is a science in and of itself, you don’t have to be an expert to craft questions that will elicit the information you are seeking.

Remember some basic rules: 
· Don’t ask anything that you don’t plan to do anything about (e.g., if you have no intention of changing the meeting time, don’t ask about preferred meeting times!). 
· Don’t shy away from including questions that may challenge long-standing practices ingrained in their culture, such as meeting schedules, outdated programs that do not focus on women and girls and preconceived notions about eligibility for membership based on title, occupation, and age.

Most club members have some idea as to what the issues are in their club and can use that knowledge to develop appropriate questions.
[Refer to the handout – sample club assessment form – for question ideas]
Who should be involved – and why?
· For all general club surveys, make sure all members are invited to participate.

· Requesting feedback through assessments engages members in the management of the club and reinforces that all members have a stake in the club’s success, not just club leaders. 

How should it work?
· Surveys yield good data only if members are honest and the information gathered in handled objectively.

· Ask a club member who is not on the board or in a leadership position to lead the initiative.

· Encourage members to be honest and direct and to submit additional ideas - assure them that all information is confidential and/or anonymous unless they choose for it not to be.

Choose a venue
· Electronic surveys are easier for the user and the person tabulating and analyzing the results – they should at least be considered.

· Zoomerang and Survey Monkey are two programs that are available that are user-friendly and affordable.

· If you are doing hard copy surveys, remember that someone has to manually tabulate the information, a time-consuming task. Develop questions appropriately.
Set a firm deadline

· Allow members at least one week to complete a survey.

· One week may not sound like a lot of time but most surveys are usually completed within the first 48 hours of receipt.
· Most recipients will either complete a survey at the time it is received – not many put them aside to be answered later. 
Consider incentives

· The majority of members are willing to complete a survey if they know the results will be carefully considered.

· However, it doesn’t hurt to offer an extra incentive. 
· Do a raffle where all members who submitted a survey will be entered into a prize drawing, or offer a small “thank you” gift to everyone who submits a survey.

Send reminders

· Send at least one reminder to those who have not completed the survey.
· Alternate communication methods, e.g., if you emailed the survey the first time, send a follow up letter by mail or make phone calls.
Tabulate the results

· Calculate the numbers and compile the open-ended responses into a report.

· Follow the model of the Soroptimist Snapshot reports available on the SIA website:

· Survey description: topic, audience and response rate

· Survey results: list results according to each survey question

· Implications: what do the results mean?

· Action items: what will be done to address the implications

Creating a report will seem less daunting if the task is assigned to more than one person.

Generate solutions
· Once the results are tabulated, it’s time for a discussion forum.

· You’ve asked members to help identify areas of concern through the survey; now ask them to help generate ideas for resolving these issues.

· Discussion forums allow members to think together as a group and foster relationships.

· Forums allow members to learn from each other, find support, create solutions, and discover new capabilities.
All members should be involved in the forum. Many eyes on a specific challenge will find more solutions than just having club leaders’ input. 

Assign a moderator, preferably a non-club member, and establish ground rules.

Be idealistic. Think of what could be no matter how unrealistic or impractical it may sound.

Listen for what is not said. Appoint a “devil’s advocate” so contentious issues are raised and addressed during the forum rather than after.

Outlaw phrases like “We’ve tried that before but,” “It will never work because” and “We’ve always done it this way.”

Create an atmosphere of trust. It is up to club leaders to create an atmosphere in which members feel comfortable approaching them and being honest. Do not shy away from conflict. If you do, how can you resolve it – even benefit from it? 
Close the loop
· The final—and most important—step when gathering any type of feedback is to close the “loop.”

· Share the results of your forums and assessments—and let members know how you SPECIFICALLY plan to act on them.

· For example, 85% of members don’t like our meeting venue. We will form a task force to investigate new venues and provide a list of suggestions by [date].
· If you don’t share, members won’t care, and probably won’t participate the next time their input is requested.

· There is no point to asking what members think and want if there are no plans for the club to follow through on the findings.
· Even just acknowledging that problems or issues exist goes a long way in establishing credibility with members and ensuring them that the club is committed to making necessary changes.

· Members don’t expect the club to be perfect but do expect their leaders to care.
SIA Templates and other feedback opportunities
Club Assessment Form:
· An assessment can provide invaluable insights into a club’s health by identifying strengths and weaknesses—and opportunities for improvement—in the eyes of all members, not just club leaders. 
· The results of an assessment can help clubs determine what has kept them from reaching their goals and what must be done to overcome these obstacles.

· An annual assessment gives clubs a framework within which members can create a plan for positive change.

· By continually evaluating and adapting projects and practices, a club will maintain the interest of current members and attract new ones. 
· What members value changes over time, and so must a club’s ability to adapt.

New member survey:
· Develop a survey and ask new members to complete it after their first three months of membership.

· This will show the club how effective and quickly it engages new members.

· Consider inviting new members to meet casually with club officers and other leaders after the first three months of their membership to offer fresh perspectives.
Resigning member survey:
· Contact all members who choose not to renew to find out why. 
· They may have simply forgotten and will end up rejoining, or they may take the opportunity to talk about issues that caused them not to renew.

· The reasons for leaving a club are as diverse as those for joining it, and some are out of the club’s control.

· Talking to former members helps to identify the reasons that the club can do something about. If former members are not comfortable speaking one-on-one, ask them if they would be willing to complete an anonymous resigning member questionnaire. 
Conclusion

· It’s hard to argue with numbers. 
· If 75% of your members are interested in exploring a new project idea, then it is worth exploring. 
· If only 20% find meetings engaging or effective, this is something to look at.
· Rather than relying on anecdotal comments, surveys can bring to the surface issues that are affecting a majority of members – and motivate members to tackle those issues.
· For those who are worried about what a survey might reveal about the club, keep this quote in mind:
“Those who appreciate authentic community prefer the pain of temporary chaos to the peace of permanent superficiality.”
From Everybody's Normal Till You Get To Know Them by John Ortberg, author
