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I. Overview of the Organization
Purpose of the Organization-
History: Big Brothers Big Sisters of America (BBBS) has a rich history dating back to 1904 when it was founded in New York City by a man named Ernest Coulter, a clerk who saw firsthand the need for mentoring young boys that had been involved in the various juvenile justice systems. Over time, the organization expanded its mission to serve girls as well, becoming the nation’s largest volunteer supported mentoring network. BBBS continues to inspire positive change today by creating mentoring relationships that empower young individuals to achieve their potential. 
Vision & Mission: The vision of the BBBS is an organization that helps children realize their potential and build their futures. Their mission is to enable life-changing mentoring relationships to ignite the power and potential of young people. (BBBS Website)
Products/Services Provided: Big Brothers Big Sisters of America creates mentoring services which empower youth through one-on-one adult mentor relationships. The organization offers individualized mentoring programs which target the specific requirements of children experiencing hardship to enhance their social development as well as their academic performance and emotional health. Community-based programs join mentors with children to establish powerful relationships that support personal development and resilience building. The organization provides school-based mentoring as well as workplace initiatives and targeted programs to support children in particular situations including those with incarcerated parents and those from military families. Big Brothers Big Sisters provides these services to help young people develop confidence and potential which allows them to reach their goals and build better futures.
Location: The national organization Big Brothers Big Sisters of America operates from Tampa, Florida and maintains agencies throughout all 50 states. Every local branch of Big Brothers Big Sisters creates customized mentoring services to meet the unique needs of young people in their area. The Big Brothers Big Sisters branch located in Hays, Kansas performs crucial work by matching children with mentors who support their social development and academic success as well as emotional growth. This branch establishes partnerships with schools and businesses as well as community groups to make sure mentorship programs remain available and successful. The Hays branch delivers community-based and school-based programs to build lasting connections between mentors and mentees. The branch assists young people in Kansas to achieve their full potential by fostering confidence and creating opportunities through dedicated efforts.
Environment: Big Brothers Big Sisters of America maintains a culture that supports every member through inclusivity and dedication to its mission. A robust community exists between staff members and mentors with their mentees at the organization which stands upon collective principles of compassion, respect, and empowerment. Employees and volunteers team up to provide each child with essential guidance and resources to reach their full potential. The environment promotes free dialogue and collaboration alongside diversity appreciation to make everyone from various backgrounds feel accepted and appreciated. The organization shows its dedication to building strong relationships and reaching meaningful results through mentor training programs and continuous support. The Big Brothers Big Sisters organization provides a supportive setting that combines constructive encouragement and positivity with a steadfast pledge to improve children's lives via mentorship.
Organizational Chart
Big Brothers Big Sisters of America runs its operations through a hierarchical organization that works collaboratively to distribute mentorship programs throughout the nation. The national office gives local affiliates guidance and resources while maintaining organizational consistency through support and direction. Local branches such as the one in Hays, Kansas function as semi-autonomous entities which enables them to serve their community's specific needs while following national guidelines. The Hays, Kansas branch holds true to this legacy on a local scale. The branch focuses on the specific needs of youth in Hays and Ellis County, by connecting children with mentors who provide guidance, support, and friendship. Through its tailored programs, the Hays branch has become a vital part of the local community, positively impacting countless lives. 
Executive Team/Board Members/Employees: The National BBBS Headquarters is made up of an Executive Team that consists of the following positions: President & Chief Executive Officer, Chief Financial and Administrative Officer, Chief Marketing Officer, Chief Agency Officer, Chief Development Officer, Chief Communications Officer, Chief Youth Protection Officer, Chief People & Culture Officer, Chief Technology Officer and Chief Impact Officer. Next, there is a Board of Directors that is in place to support and govern the National Office of BBBSA, which helps the 240 agencies as they mentor youth in every state across the country. This board consists of the following positions: Board Chair, Board Vice Chair, Board Secretary, Board Treasurer and fourteen other members that are not given an “official” title.
Staff at the Hays branch demonstrate their community-centered approach by working with schools and businesses to find volunteer mentors for local mentees. The Hays branch staff team together with volunteers builds successful relationships through training and support that matches mentorship with the organization’s objectives. A small team of committed employees runs the Big Brothers Big Sisters branch in Hays, Kansas, responsible for managing all local programs and activities. The branch operates with a small permanent staff which includes four main on-site employees: Area Director, Jenny Bates and Manager, Lexi Gardner along with Match Specialists, Tristen Starkey and Madison Zielinski as well as program coordinators and administrative support staff who handle volunteer recruitment and mentorship tasks. The core team receives assistance from part-time employees and interns who handle outreach activities and organize community events. The branch depends on a dedicated group of volunteer Big Brothers and Big Sisters who extend its programs' success and scope. The small team size creates a collaborative atmosphere where each member's contribution becomes essential to fulfilling the mission of youth empowerment through mentorships. 

II. Organization Assessment Process 
1. Conduct Interviews: I interviewed key stakeholders, including the director of the Hays branch, program coordinators, staff members, and participating mentors ("Bigs"). These interviews provided valuable insight into the internal processes, organizational goals, and leadership approaches. The interviews explored the experiences of mentors and the impact on mentees ("Littles") to assess program outcomes. During my assessment process, I was able to complete two interviews- Jonah Smith (Fellow Mentor) and Tristen Starkey (Match Specialist). During my interview I asked both of these people to assess the leadership capacities of their superiors. For Jonah Smith, I had him speak to his match specialist, Tristen Starkey, and for Tristen Starkey, I asked her to speak on behalf of the branch manager as well as the area director. In addition, I asked them both to speak on the leadership abilities of the National CEO of the Big Brothers Big Sisters organization, Artis Stevens, and requested their opinions on the Kansas Program Manager and Manager of the Ellis County Chapter. The analysis of this information will be framed using the four organizational frames: structural, human resource, political, and symbolic
2. Document Analysis: I reviewed key documents, including BBBS program guidelines, annual reports, training materials for mentors, and promotional materials. This analysis provided insight into the organization’s stated values, strategic goals, and operational practices. I examined these documents through the lens of the four frames to identify alignment with their mission.
3. Community Feedback: I gathered input from families of mentees, community partners, and other stakeholders to evaluate the organization’s impact and reputation within the local community. I used this feedback to highlight the strengths and areas of improvement for BBBS, specifically in the Ellis County and in Hays.

III. Four Frames Assessment 
The Big Brothers Big Sisters organization has both strength’s that have created a historical reputation for this organization, and weaknesses that have created some barriers in the continued growth and expansion. The BBBS organization’s strengths are outlined in its commitment to actively engage in diversity, inclusion, and cultural competencies throughout the policies and procedures of the organization, that it consistently serves a diverse group of adult volunteers, the youth in the local communities, families, donors and partners. Finally, the BBBS makes impactful matches between adult volunteers (“Bigs”) and children (“Littles”) in communities across the country.  However, the BBBS organization does have identified weaknesses that must be addressed. The dependency on outside businesses for financial support, lack of diversification and product differentiation, limited resources to educate mentors/Bigs on social and mental health dilemmas, and limited reach to smaller communities are all areas that must receive constant and intensive attention to rectify. The following is the assessment of these strengths and weaknesses based on Bolman and Deal’s Four Frames Assessment: Structural, Human Resources, Political, and Symbolic.
-Structural Frame
Background: The organization I chose to examine is “Big Brothers Big Sisters of America”, which is a very large organization that stretches from the national level to the county level. Its goal is to provide mentorship to the youth of our Nation to provide direction to these young individuals. This organization is largely driven by volunteers from the community taking their time to give back to the youth in their community.
Data Gathering: I was only able to complete two different interviews this past weekend, I was hoping to engage in at least 1 more, however due to preexisting commitments I was unable to meet this goal. I got the chance to speak with Match Specialists; Tristen Starkey as well I spoke with a fellow mentor that has been in the organization for 4 years, Jonah Smith. The data gathered was done over the phone as well as some in person work. My plan is to speak with both individuals again throughout this project and I plan on speaking with others within the organization.
Structural Strengths: The Big Brothers Big Sisters (BBBS) organization in Hays, Kansas, demonstrates several different structural strengths that have contributed to its overall effectiveness. The organization has strong, clear and long-standing goals that are created to have a positive impact the lives of others. In-person interactions within BBBS are easy and efficient as the ladies who work there focus on meaningful relationships. This creates an intimate and supportive feel for the office and the overall environment. Decisions are made in a collaborative way, involving the Area Director (Jenny Bates), Managers, and Specialists like Tristen Starkey, who I got the opportunity to speak with. This allows for a well-rounded discussion where all members can state their thoughts and offer their forms of strategic planning. The Communication process with volunteers is a priority in assessing their mentor situation, taking place both formally and informally, attempting to ensure mentors feel supported. The organization uses self-reflection and feedback to assess where they are, which allows them to focus on future planning for constant improvement. Additionally, BBBS maintains a strong and efficient core process with a clear differentiation in overall responsibilities, preventing any form of overlap and confusion. Regular formal meetings, required to be in-person, provide a sense of unity between mentors and managers. On an individual level, opportunities for growth and improvement exist for employees through reflection on their own self assessments given to them by their supervisors. Policies for volunteers are clearly outlined, ensuring expectations are set. The organization also prides itself on a friendly and results-driven environment.
Structural Weaknesses: Despite these strengths, BBBS faces various structural challenges. Volunteer recruitment and retention rates are the main topic of focus as this remains difficult, this leads to a long waitlist for the youth that need mentors. Mentors primarily work independently; this often results in a lack of unity between the employees across the organization as everything we do is unique for the most part which causes inconsistent experiences. Another issue within the structural frame is that the sign-up process is very extensive, and this can potentially discourage some volunteers from following through with their initial commitment. 
While there are some general policies in place, rules are often subject to interpretation by individual mentors. This reality unfortunately leads to the creation of some inconsistencies. Many of the meetings between mentors and faculty occur over the phone, this leads to limited face-to-face collaboration which creates a separation between mentors and official employees. Overall authority is limited to a few individuals, making the overall leadership structures relatively loose. Additionally, tracking long-term data and impacts remains challenging. The unfortunate reality of the branches in areas like Hays is its rural location presents obstacles, such as limited access to resources and activities. Finally, today the evolving social and mental health needs of youth require continuous adaptation and some forms of specialized training for mentors. While Big Brothers Big Sisters in Hays, Kansas, has a strong foundation, addressing these structural weaknesses could enhance its effectiveness in serving local youth.
-Human Resources Frame
The Human Resource department is an integral part of every organization. Most of the business operations tasks are handled within this department and HR is charged with ensuring that the organization is compliant with company, state and federal rules. The Human Resource Frame of Big Brothers Big Sisters has numerous strengths that have allowed this organization to thrive for decades. However, there are also several weaknesses within this organization framework within the realm of the Human Resource Frame that could be addressed.
Human Resource Strengths: The strengths of the BBBS Human Resource Frame are vast. Big Brothers Big Sisters operates as a mission-driven organization that concentrates on youth mentorship to make a difference in both national and local communities. The organization takes pride in making diversity its main objective during both hiring processes and selecting board members. This fosters a very inclusive environment that is passionate about serving their communities. 
It is a necessity that as an organization they have strong national partnerships, this ultimately leads to local chapters gaining access to more efficient mentorship tools, as well there is an increase in funding opportunities, and professional development resources that strengthen a variety of programs. Employees within the organization benefit from financial support provided to them as they continue seeking education, as well as participating in national training programs, and opportunities for career growth. BBBS has established an extremely strong network of sponsors on national level as well as local partnerships with schools and various businesses. Also, there is a lot of involvement with social service organizations, ensuring effective outreach and long-term program sustainability.
Human Resources Weaknesses: However, the Human Resource Department of the BBBS also faces significant challenges. There is a sense of financial uncertainty due to limited 401k contributions and hard-earned bonuses. This in turn leads to concerns about employee stability. Members of the staff due to their smaller numbers within the local settings often work long hours to keep up with the demanding nature of the program. The amount of program coordination, mentor-mentee support and interactions, as well as the vast amount of community outreach, drastically increases the risk of burnout. The organization's need and reliance upon volunteers can lead to some program inconsistencies, this occurs more often in the smaller chapters where limited staff handle multiple responsibilities. There is a lack of formal mentorship training for volunteers, as well as limited opportunities for professional growth and movement, which makes it difficult to find and keep dedicated mentors. The high workloads, combined with the overall challenges of being a nonprofit operation, ultimately leads to a large sum of retention struggles among both employees and volunteers. Additionally, the ongoing pressure to secure funding places stress on leadership and staff, as consistent financial support is crucial to maintaining and expanding BBBS programs and services.
Overall, Big Brothers Big Sisters does a tremendous job when it comes to maintaining a mission-driven culture that revolves around the idea that mentorship, diversity, and community engagement is essential for the development of youth. Its national partnerships and financial support for employees' personal and professional development strengthen its impact. The presence of financial uncertainty along with staff burnout and difficulties in volunteer retention and funding pressures reveals opportunities for betterment. Resolving these challenges promotes sustained success while positively impacting the life trajectories of the youth it serves.
-Political Frame
Background: Big Brothers Big Sisters of America is centered around creating meaningful relationships to help young individuals achieve their full potential. The organization is a national nonprofit that supports local agencies by providing the tools and resources needed to match a variety of mentors (“Bigs”) with the youth (“Littles”) who can benefit from their guidance. This includes training and outreach methods used to recruit others into our mission. At the heart of it all, BBBS is here to inspire and make a lasting impact.
Data Gathering: I was only able to get in touch with three people to complete interviews in order to gather appropriate data: a fellow mentor, the Match Specialist, and the Chief Operating Officer. The data gathering was completed via phone calls, as well as face to face meetings, and the foundational questions used were the same for all people.
Political Strengths: BBBS has a number of very strong attributes, one of the main pines being its ability to form and maintain strong connections at the county, state, and national levels. These collaborations include various partnerships with governmental groups, corporate donors, as well as community organizations. These connections allow the BBBS to gain the financial and logistical support necessary, in order to grow its mentoring programs. As well these connections strengthen the organization, helping it fund and support youth development initiatives.
BBBS has a well-established reputation throughout the nation, as one of the leaders in youth mentoring. This enhances its ability to attract new partnerships and sponsorships at all levels. The organization's credibility makes it easier to obtain funding through grants and private sources, this leads to long term sustainability. Also, its commitment to making ethical decisions is another one of its major strengths. Organizational leadership prioritizes transparency and accountability, this ensures that resources are used to further the BBBS mission rather than any form of personal gain. This foundation builds trust throughout the stakeholders, including donors, volunteers, and the families it serves.
Political Weaknesses: BBBS does in fact face some political challenges however, and these sometimes impact its efficiency and overall effectiveness. One major political issue is the gap between the high-level decision-making and the various needs of smaller chapters, their volunteers, and the vast number of communities they serve. National leadership sometimes implements decisions without taking into consideration the effects of those working directly with volunteers and the community. This disconnect can often create obstacles in program procedures and can lead to frustration among local staff and volunteers who may feel unheard.
Communication silos between national leadership, regional offices, and local programs further complicate collaboration. While beneficial partnerships exist across different levels of the organization, a lack of seamless communication can limit the potential of these joint efforts. Without open and consistent dialogue, valuable insights from on-the-ground staff may not reach decision-makers, hindering effective program development and execution. As mentioned, some employees and volunteers feel a sense of distance from leadership and the decisions that directly affect their work. When procedure or policy changes are made at the national level, they lack sufficient input from those directly affected, this can lead to resistance or disengagement from the volunteers or local employees. Volunteers and staff members who feel unheard may struggle to buy into new initiatives, reducing overall organizational cohesion.
The final main challenge I found is the organization's competition regarding funding, partnerships, and program priorities. These challenges can sometimes create tensions between different chapters or within the various leadership teams. While securing the necessary resources, it is critical to sustain operations, the competitive nature of nonprofit funding can sometimes lead to internal divisions. If certain chapters receive more funding or attention than others, it can sometimes generate feelings of inequity and hinder collaboration between local agencies. This is apparent within smaller chapters.
With solid political ties, moral leadership, and a solid reputation that backs up its goals, BBBS is a strong force in youth mentoring. Nonetheless, the company must fix its main issues with internal rivalry, communication issues, and decision-making. BBBS can overcome these obstacles by promoting a more cooperative funding structure, guaranteeing participatory decision-making procedures, as well as enhancing communication between national leadership and local chapters. BBBS can continue to develop its influence and reach by utilizing its advantages while resolving these political challenges, guaranteeing that more youth get the assistance they deserve to succeed.
 -Symbolic Frame
Background: The idea behind the creation of Big Brothers Big Sisters of America was to provide an opportunity for young people to have a meaningful relationship with an adult in their community that would allow them an additional opportunity to be successful and to achieve their goals. Big Brothers/Big Sisters of America is a nationally recognized nonprofit organization that provides support to local agencies. The idea is to match a local mentor (aka “Bigs”) with a local youth (aka “Littles”) and then provide the mentor with the necessary resources and tools to become an impactful part of the life of the youth. The “word of mouth” recruitment process allows the message of this mission to be spread throughout communities with the hope that the Big Brothers/Big Sisters program will continue to inspire others and to create a lifetime of impact.
Data Gathering:  Although I reached out to several members of the organization, I was only able to connect with three people: the data manager, a “match specialist”, and another mentor.                                      I was able to collect my data via these conversations that were had both in-person and via phone calls.
Symbolic Strengths: The strengths and weaknesses of the Big Brothers Big Sisters of America (BBBSA) were collected using the Symbolic Frame Perspective in order to highlight the importance of the significance of this organization and identify with the distinctive focus on addressing the needs of other people.   The symbolic frame, as outlined by Bolman and Deal, focuses primarily on four core elements within an organization: meaning, rituals, myths and culture. The BBBSA is a mentorship-based non-profit organization that is based on its ability to form relationships and to create impactful connections between the mentor and the mentee. This organization does a great job of including the entire community in its communications by using the common practices and symbols to ensure a sense of belonging among all stakeholders. 
The BBBSA understands that the importance of a common mission and values understood by the community allows people to feel like they are a part of something bigger than themselves. The impact of this sense of belonging is part of the allure of the BBBSA and is what makes this organization so successful. In addition, the structured format of the organization removes the possibility of a skewed understanding of the BBBSA’s end game.  The first step of this scripted format is the induction meeting, which welcomes new mentors and mentees into the BBBSA by outlining the importance of the relationship between the two and identifies the organization’s culture. Annual capstone events create the opportunity for members of the community, beneficiaries, and volunteers to gather to celebrate the successes of these relationships and to reaffirm the overall impact of the BBBSA program. Finally, the BBBSA makes those involved in the organization feel valued and seen, which motivates them to continue in their individual growth and development. These experiences are done via awards and recognition ceremonies and at the Match Anniversary celebrations.
The backbone of this organization is the power of the story tellers. The impactful words of both the mentors and the mentees of the BBBSA reiterate the symbolic strength of the relationships created here and the tie to the core values of the organization. These stories bring to life the impact of a mentorship, the importance of having a “person” in a mentee’s life, life-changing tales of trials and tribulations, and overwhelming stories of gratitude and transformation…all from the mouths of the people most impacted. These story-telling opportunities fuel the fire of the mission of the BBBSA and encourage others who are moved by these testimonials to be a part of this transformational opportunity.
The real heroes and heroines of the BBBSA are the alumni, staff, and various volunteers that continue to foster the needs of this significant organization. Ironically, it is the individual success stories of each member of the BBBSA that creates the legacy of this organization. Mentors who have served as influential adults for the youth in their community and who continue to volunteer their time, and guidance inspires those who may be looking to commit to an organization that assists their own community. In addition, the mentees who have overcome some of the most tragic experiences to meet their own personal successes contribute to the narrative of the BBBSA and empowers those that may be in a time of more struggle and strife. By publicly recognizing these accomplishments via social media and other communication platforms, we can motivate those on the peripheral to engage and to create an opportunity to have an impact on another person. This is the “boots on the ground” movement from which the BBBSA was created.
The use of social media has allowed the BBBSA to reiterate its purpose and to articulate its identity. The BBBSA logo is impactful and provides a visual for the mission of the organization- two interconnected figures that symbolize mentorship. Putting this symbol on all things: apparel, banners, plaques provide a visual and tangible reminder of the commitment of the BBBSA to both community service and mentorship. The use of the various social media platforms creates the opportunity for a broader reach, but the impact of in-person testimonials has by far the greatest impact.
Symbolic Weaknesses: Although the BBBSA appears to successfully represent the symbolic frame, there are still some obstacles that they must address. As with all organizations that must depend on outside entities to uphold the core beliefs, mission and framework of the company, there is the opportunity for inconsistent implementation of culture, expectations, and experiences. In addition, there are so many volunteers that make up the BBBSA which results in varied training experiences and different interpretations of the mission and vision of the organization. 
The recent increase in the use of social media platforms to spread the word to a broader audience does come with some issues. Although it is efficient and global, it lacks the impact of the in-person story-telling emotional pull and may not create the emotional element that has been an impactful allure for many volunteers. Finally, the lack of visible identification opportunities for the symbols of the BBBSA directly affects the level of community engagement and cultural presence which makes it harder to attract the mentees and the mentors that make this organization such a success.
Overall, the symbolic frame is the foundation of success for the BBBSA. Using systemic rituals and practices to ensure consistency, implementing storytelling to communicate emotional testimonials, using role models to encourage others, and implementing cultural artifacts to reiterate mission and vision all adhere to the symbolic frame method. Addressing the identified weaknesses by increasing in-person emotional engagements and reiterating the importance of efficacy amongst local chapters, the BBBSA will be able to continue its historical reign by culturally impacting our communities and creating meaningful and emotional ties between our mentors and their mentees.
Interaction of the Four Frames: The four frameworks of Bolman and Deal allows the organization to clearly delineate the responsibilities of each. The Structural Frame is responsible for the creation of procedures and systems, creating organizational agreements on deadlines, clarifying the responsibilities of each department, creating unified goals that can be measured for assessment purposes, and the identification of the strategies to be used globally. The Human Resource Frame is used to focus primarily on the employees. The main responsibility of this frame is to support and empower their employees, provide staff development so employees can grow professionally, and to emphasize personal growth and job satisfaction. The Political Frame deals primarily with the conflict element of a large organization. It is responsible for navigating the difficult scenarios for the benefit of all employees and to do so in a manner that is both positive and ethical. Finally, the Symbolic Frame embraces the cultural element of a large organization. Reiterating the importance of symbols, rituals, traditions, and stories of the historical framework. (Bolman and Deal)
Organizational/Departmental Impact: The success of any organization is based on the ability of these four frameworks to understand their specific roles and responsibilities, and to collaborate with the other three frameworks so all objectives, goals, and milestones may be reached. Although each framework has specific areas of responsibility, it is imperative to understand the importance of the dance that must happen between all four. Finding the balance between the four frameworks creates an environment that reiterates the importance of the physical, the personal, the strategic and the historical traditions of an organization and ensuring that all areas will have a voice and will be a part of the change process.
Problems Between the Frameworks: Like all organizational proposals and frameworks, nothing is failsafe. Unfortunately, there is no script on how to balance the power of these four frameworks. As a result, organizational leaders must use a trial-and-error method to determine what formula is the best for their outcomes. In addition, having four distinct areas can create chaos during times of change as communication must be clear, agendas must be presented and discussed, and competition between the four governing areas must be eliminated. Finally, this model creates a sense that all four of these models can speak as one voice…this is not true. Especially in a time of change, the leadership must not simplify the steps and must adhere to the practices that have been tried and true from previous situations.

IV. Leadership Capacities Assessment 
Area Director for Ellis County, Jenny Bates: The area director for Ellis County, Jenny Bates, seems to demonstrate several key strengths that contribute to her overall effectiveness as a leader. She is highly goal oriented, which ensures that the organization remains focused on its mission of creating meaningful mentorships. She is very personable and shows a deep sense of empathy that makes her a compassionate leader who genuinely cares about the well-being of her employees, volunteers, and the community she serves. Additionally, her strong work ethic is shown through her dedication to fundraising and her appearances at local events highlight how hands-on she is. This commitment reinforces her passion for the organization’s success. Her employees view her as an invested leader who prioritizes both organizational goals and empathy within the community.
However, there are a few weaknesses in her leadership traits. The looseness within the organization, particularly in volunteer management, can create inconsistencies in the various mentorship experiences and communication between volunteers and the faculty. Another issue is due to the large number of volunteers, “Bigs”, as they do not have much direct interaction with her, which may limit her ability to create strong relationships with them or address any concerns personally. Additionally, she often finds herself overwhelmed, as she shoulders most of the organization’s responsibilities. 
Branch/Program Manager, Lexi Gardner; Lexi Gardner demonstrates several different strong leadership qualities that contribute significantly to the overall success of the organization. She is very friendly and approachable; this leads to a welcoming environment for both employees and volunteers. She is extremely committed to the mission of BBBS and is passionate about what she does. Additionally, she is very good at communicating face to face and she articulates the organization’s vision very clearly. Also, she is essential for engaging volunteers to become mentors throughout the community. Her organizational skills ensure that there is coordination among employees and volunteers. Most of all, she genuinely cares for those around her and shows a deep sense of responsibility toward both the youth in the program and the people she works with. Her active involvement strengthens partnerships and increases awareness throughout the community. 
As a leader however, she is faced with many responsibilities such as workload and availability. She is often very busy, which can make her difficult to reach at times. Another weakness is given the large number of mentors she oversees and assesses, along with managing employees and community outreach, it can be challenging for her to provide her hands on attention to every aspect of the organization. 
Match Specialist for Ellis County, Tristen Starkey: There are three Match Specialists in the Ellis County Branch of the Big Brothers Big Sisters organization- I will only be addressing one of them. Tristen Starkey, plays a vital role in ensuring successful mentors and youth relationships are strong and supportive. She is extremely personable, which helps her build strong connections with both employees and volunteers. She is very persistent when navigating the challenges of recruitment and relationships within the organization. Additionally, her ability to understand her employees helps create a supportive work environment where the volunteers feel valued. Her flexibility within her role, as well as working closely with her volunteers to accommodate their overall needs while still maintaining the integrity of the program. Her insightful ideas provide valuable perspectives that contribute to the organization's development. Overall, her strong communication skills allow her to effectively engage with mentors, youth and their parents, as well as her colleagues, ensuring that expectations and responsibilities are clearly conveyed.
She does, however, face challenges related to workload management. With multiple employees to assess, it can be difficult to provide the needed attention and support. Time management is another area for improvement, as balancing various responsibilities may lead to inefficiencies in certain tasks. Additionally, overall organization is a concern and could be enhanced to improve workflow.
CEO of BBBS, Artis Stevens: Artis Stevens is equipped with over 25 years of experience in the realm of nonprofits. He prides himself on the mission of the organization and brings his own experiences of mentorship with him. Through his time at BBBS we see there is a very strong emphasis on equity and diversity within the hiring process as well as the board. As well, he has equipped himself with strong and active councils to support and drive the organization’s initiatives and help maintain the active involvement with national partnerships. Stevens is known for being very hands-on with his work, and he uses a servant-leadership style, making him respected and very approachable. 
As the CEO he has a passionate commitment to the organization’s overall mission. He centers his leadership around his dedication to youth mentorship. He is equipped with an efficient decision-making style that keeps the organization moving forward. He is very people oriented, which creates a strong sense of community within BBBS headquarters, making him an extremely effective and engaging leader who values relationships. In addition, his extensive background in nonprofit management and fundraising provides him with the needed experience to drive growth and ensure the quality of the organization’s impact.
There are some challenges that do exist. As a whole, the organization continues to struggle with a very long waitlist for youth across the chapters that are in need of mentors, and this issue has not been fully addressed. His demanding and busy schedule limits his direct involvement and outreach with smaller branches. In addition, his response to the challenges that were brought on by COVID-19 has faced some criticism mostly in the realm of the lack of adaptability.  As he is personable, he is also a people pleaser, due to his desire to maintain positive relationships. This often makes it difficult for him to navigate tough decisions or address specific conflicts. Communication between the national leadership and local chapters is another area where he struggles to adapt. Gaps in cross-chapter coordination often leads to inconsistencies and disconnects of different levels of the organization. Another weakness is his demanding schedule which makes him less accessible to staff and volunteers who seek more direct engagement with him as a leader. As well he is resistant to change, which poses a challenge within a nonprofit landscape that requires adaptability and innovation to remain effective. Lastly, perceptions of favoritism toward certain personal or community connections could lead to concerns about equality. 
Kansas Program Manager, Savannah Heller: Savannah Heller has been with the program for just under a decade. As a manager for Kansas Big Brothers Big Sisters, she has excelled in her communication skills and overall relationship building, especially across different diverse groups. Over her time, she has been very engaged with all the surrounding branches and has effectively handled mentor-mentee challenges. As well, she has demonstrated various skills in logistical and statewide management skills. 
However, through her time she has struggled maintaining a healthy work-life balance. As she sometimes gets caught up in her hands-on approach to maintaining the program, Heller is very involved in the everyday operations. This commitment often limits the amount of time she can devote to other tasks like paperwork and administrative duties. As well the amount of work she is presented with its various responsibilities can become overwhelming at times.
Kansas President and CEO, Mary Shannon: Mary Shannon is the current President and CEO of the Kansas chapter of Big Brothers Big Sisters. As a leader, she brings a strong history of experience and a deep personal connection to the organization and its mission. With a decade of leadership being a part of BBBS and nearly 30 years of experience with nonprofits, she has been publicly recognized for her many contributions to youth mentorship. As well she has in-depth personal experience with mentorship, both as a mentee and as a mentor. This connection drives her passion for supporting Kansas and ensuring the organization’s mission is carried out effectively. In addition, her strategically driven mindset causes her to set clear goals that positively affect BBBS operations. As a leader, she prioritizes competitive compensation to attract and retain quality staff.
Shannon does exhibit some weaknesses. One of these being her view in ability to expand her overall influence beyond her immediate networks. Even though she has built strong relationships within BBBS, others believe that she could further leverage coalition initiatives more effectively on a statewide and national level. Additionally, her advocacy efforts tend to focus on larger chapters, causing smaller chapters to feel overlooked with fewer resources and support. Her fierce passion for specific aspects of the organization is admirable, however, it can sometimes prevent her from addressing other important areas that need to be attended to.
Kansas VP of Development Operations and Administration, Erika Turner: Erika Turner is the active Vice President of Development Operations and Administration at Kansas Big Brothers Big Sisters With this title she brings strong leadership equipped with extensive administrative experience within the organization. She is an expert in development and her ability to oversee operations allows her to effectively conduct internal processes, ensuring alignment with the organization's mission. Another key strength is her ability to adapt, this allows her to overcome challenges and adjust her strategies as needed in order to support the overall growth of the organization. Overall, her dedication to the mission of mentorship is extremely vivid and is depicted by her leadership abilities, as she continues to be committed to creating meaningful connections and ensuring the overall success of BBBS programs.
However, Turner's leadership style does present some challenges. She has what is described as a very trusting nature, especially within her positive relationships, this at times may make her vulnerable to overly relying on others without hesitation. As a highly people-oriented leader, in some cases she over prioritizes relationships and consensus-building. Although this is beneficial, it could potentially slow down decision-making processes when difficult choices need to be made in an urgent manner.
Program Quality Manager, Catherine Christian: As the Program Quality Manager, Catherin Christian brings a wealth of experience to this role as she has been with the BBBSA organization for 10-years. She has a solid reputation for her exceptional work and extensive recognition. Ms. Christian is known for her equal support for all chapters and her strong commitment to the success of all people. She is known for cultivating a strong culture within the organization and creating an environment that is aligned with the mission and vision of the greater company. Her dedication to the BBBSA organization is clear and she continues to work to enhance the overall quality of the services provided and the impact of the programs she provides.
Ms. Christian has faced many challenges during her tenure. She has primarily struggled with the ability to implement various strategies and resources for the smaller counties that she serves. This has had an impact on her overall effectiveness in these areas. Her busy schedule limits her ability to be hands-on with all her chapters, which has resulted in a lower success rate across these counties. Additionally, Ms. Christian is not one for change. This hesitancy has created an obstacle for her when experiencing an area that requires the needs and trends of the organization to evolve to better serve those in this location. Finally, there are concerns around her relationships with particular chapters and/or individuals which have created a climate of favoritism and questions around fairness and consistency across the organization.

V. Recommendations for Improvement:  THE CHANGE PROCESS
Bolman and Deal: Four Frame Change Strategy-
-Structural: “Clear, well-understood roles and relationships and adequate coordination are key to how well an organization performs.” (Bolman and Deal, 2017) The Big Brothers Big Sisters (BBBS) organization has strong, clear and long-standing goals that are created to positively impact the lives of others. However, this national organization is not without its limitations. The Big Brothers Big Sisters organization has been unable to effectively evolve with the social and mental health needs of our youth. This inability to grow with our societal youth, and the hardships they are experiencing, will continue to handcuff this organization unless specialized training and consistent adaptations to the social and mental health needs of the population they serve become a constant element of the mentor training. Building off the historical success of the Big Brothers Big Sisters organization, and the thousands of powerful success stories that are a direct result of this organization, the Big Brothers Big Sisters must ensure that they are dedicated to this much needed social and mental health education. In addition, the organization must make a commitment to the education required to keep up with the constant evolution of the social and mental health needs of our youth and to the transfer of this knowledge to the BBBS mentors via appropriate and regular training. The constant regulation of up-to-date training around social and mental health will serve not only the kids needing these services, but also the mentors that will feel better educated and more empowered to effectively meet the needs of their mentees. 
Although the communication process with volunteers is a priority of the Big Brothers Big Sisters organization, the volunteer recruitment and retention rates continue to be a topic of discussion. Because mentors primarily work independently, there is a lack of unity and consistency between the employees across the BBBS organization. Mentor meetings are unique and individualized for each mentee, resulting in a lack of consistency in the experiences. Continuing to evaluate the unique needs of each kid, and the importance of their individual experiences with their mentor, and the balance of the importance of consistency across the practices of the organization will only make the Big Brothers Big Sisters organization more effective. “The challenge lies in balancing the need for control with the need for flexibility; if a structure is too tight, it stifles innovation, but if it’s too loose, it loses direction.” (Bolman and Deal, 2017) Cleaning up these inconsistencies in order to regulate the experiences and outcomes of the mentor/mentee relationship will only strengthen the confidence of the participants and empower volunteers as they navigate these relationships. 
-Human Resources: The Big Brothers Big Sisters organization is home to a mission-driven culture that focuses on the mentorship of the youth as well as creating a positive impact on the surrounding community.  The organizational website states “We believe when every young person has access to a positive mentor, it transforms their lives for better- empowering them with a stronger sense of belonging and the opportunity to achieve their full potential. We provide access to positive mentorship for every young person who needs us: no matter their background, experiences, or need, we are committed to ensuring every young person has a positive mentor. We meet young people where they are: recognizing and valuing who they are, where they live and how they connect, we create access to resource, people, and opportunities that meet young people where they are.” (The BBBS Website.) The connection and relationship element of this organization is the foundation of the success of the BBBS and it is clearly articulated in its philosophy.  
Using this philosophy as their guiding light, the Big Brothers Big Sisters organization has a proven track record: 82% of alumni littles say being matched with their Big changed their perspective on what they thought was possible in life. 73% of alumni littles say being matched with their Big introduced them to an interesting career. 83% of alumni Bigs say being matched with their Little helped them learn and appreciate things about those with different cultural backgrounds. The dedication, determination, and success of the volunteers gives the Big Brothers Big Sisters organization the opportunity to nurture the needs of these people. Addressing the need to support their volunteers by providing them with time management strategies, engagement strategies, and formal mentorship training, can assist with the retention rate of the volunteers and their overall feeling of empowerment and success. Focusing on addressing volunteer high workloads, the overall challenges of mentoring young people, and providing opportunities for professional growth will support those people that are in the trenches.
In alignment with the organizational philosophy, it’s dedication to diversity and the BBBS initiatives are used in the evaluation of all practices and found in the process of electing new board members and other staff hiring. However, in smaller communities this has proven to be a challenge. It is important for the Big Brothers Big Sisters organization to ensure the fidelity of this philosophical commitment. This plan must include communications around the opportunities of the positions in these smaller communities, and the implementation of proper support and training for these new volunteers. The commitment to this process will allow the youth in these smaller communities the same opportunities as their peers in larger cities based on the experiences and input of these diverse leaders. “A human resource perspective emphasizes the importance of changing people (through training, rotation, promotion, or dismissal), but the structural perspective of champions a pattern of well-thought-out roles and relationships.” (Bolman and Deal, 2017)
-Political: The Big Brothers Big Sisters organization has strong alliances and collaborations across the county, state, and national levels that enable it to mobilize support and resources. Various governmental bodies, private sponsors, and neighborhood associations work together to increase programs and obtain funding. However, these alliances and collaborations may be constrained by communication silos between regional offices, local programs, and national leadership positions that limit the full potential for these joint initiatives. A direct result of these communication issues may make some employees and volunteers feel cut off from important decision-makers and create the illusion that they have little say in daily operations and strategic planning. As noted by Boleman and Deal, identifying opportunities where all stakeholders within an organization feel as if they have a voice and are active participants in organizational decisions is the key to the overall success of the operation.
A significant area of success within the BBBS organization is that its leadership and governance structures prioritize ethical decision-making, with no apparent misuse of power or resources for personal gain. However, higher level decision-making occasionally ignores the immediate requirements and perspectives of volunteers and local organizations, which can cause implementation issues. Creating an environment where programming and policy changes are decided with the involvement and input from those both at the national level and from those dealing directly with Bigs and Littles will only yield success and feelings of inclusion and importance by all. When people feel as if they are a part of something bigger than themselves, and that they are treated with the same level of respect and importance as those “higher up”, they are more willing to give more and to work harder for this big picture of which they feel they are a part.
-Symbolic: The Big Brothers Big Sisters organization is rich in its stories of success and its historical reputation for identifying the power of mentorship. The BBBS understands that the importance of a common mission and values understood by the community allows its people to feel like they are a part of something bigger than themselves. Unfortunately, the growth and success of this operation has created inconsistencies in the cultural experience across the thousands of local agencies. The level of commitment and participation of all volunteers will vary based on local philosophy, resources, and the overall implementation of the BBBS in each community. Perhaps a greater use of the successful and influential mentors to serve as role models for both the incoming volunteers and participants AND the mentees will help bring to life the success stories and experiences that have had an impact on the alumni of this great organization. Creating the opportunity where the stories of success, struggle, reward, and resiliency can be heard by many will assist with the fidelity of he legacy of this organization.
The Big Brothers Big Sisters organization has a large alumni group that continues to foster the needs of this significant organization. However, the “message” of his organization can get lost in the vastness of the organizational growth. As a result, the use of social media is not optional! The BBBSA must use various social media platforms to reiterate its purpose and to articulate its identity. The use of the BBBS logo, accompanied by the important and detailed stories of the experiences of the participants, must be shared in a manner that is familiar and vast. Social Media platforms create the opportunity for a broader reach and gives the BBBS visual (the logo) and the stories a vehicle that reaches above and beyond the walls of the coffee shops and meeting spaces where they were first experienced.
Northouse: Appropriate Leadership Styles for Facilitating Change-
Change is hard. Working with a large organization to make changes can be a daunting task that requires patience, evaluation, collaboration, and communication. As noted by al-Haddad and Kotnour, the leaders that are in support of the upcoming changes will feel the greatest impact as they must drive the change and be willing to sustain the emotional and mental toll it will have on them. In addition, these leaders must be prepared to address issues, both personal and physical, that may be used to deter the forward motion of this directional shift. To prepare for this change, each leader must be versed in the effective leadership practices. The Situational Leadership Practice will require these leaders to evaluate the “space” in which those they are leading (the BSSS mentors) are working in, and then be willing to adjust the perspective and approach of their own leadership practices in order to ensure there is a correlation between how they are leading and if what they are saying within their leadership verbiage resonates with the mentors/Bigs. This evaluation is an essential part of the success of this change and will allow the leaders to determine the best approach to use in the management of this transition. (Northouse, 114)
The next step for all leaders is to assess each element of the change to determine how these elements may directly affect both the individuals of the BBBS organization, but the philosophy of the organization in its entirety. These Adaptive Leadership Practices allow the leaders to identify challenges that may not have been handled appropriately and gives them the skills to problem-solve options on how to negate these obstacles as they are encountered. (Northouse, 301) The most difficult part of this leadership practice is the necessity for the leaders to put the organization in front of their own personal agendas, beliefs, and personal opinions. Implementing the Transformational Leadership Practices will be important as the leaders will need to assist the mentors/Bigs through this process of change with an open-door philosophy, where communication is rampant and the relationships that have been built throughout the volunteers of the BBBS organization are used as the foundation for change and the growth. The element of trust that has already been established will be the key to the overall success of this transition.
Using all three leadership practices: situational, adaptive, and transformational allows the leaders that are spearheading this change to meet the unique needs of the various elements of the organization as a whole. However, according to Al-Haddad and Kontour we must also be sure that the organization is ready for the changes that are being proposed. This must be done by considering all change enablers- this requires a valid and legitimate understanding of the resources that have been allocated to the Big Brothers Big Sisters organization and the level of commitment by the mentors/Bigs and the leadership positions to implement the proposed change. It is important that the leaders being charged with this proposal of change have the skills required to align the change philosophy of the BBBS to that of the philosophy of the mentors/Bigs. Without this alignment, all three leadership strategies will be unsuccessful, as this alignment/commitment to the change proposal must be done with fidelity for the shift in culture to occur. 
Organizational Change Readings: Using The Kotter Change Model-
Although there are several change methods the BBBS could consider, my preferred change method is Kotter’s 8 Step Accelerated Method. The following eight steps outline my recommendation for the changes the Big Brothers Big Sisters organization are seeking.
1.Establish a Sense of Urgency Around a Single Big Opportunity (Kotter, 51-52) Upon entering the discussions around the proposed changes to enhance the Big Brothers Big Sisters organization, it is important that the verbiage around the changes come directly from the top tier of management. This sets the tone for the needed change across the entire organization and ensures that everyone receives the same communication and charge. The consistency in the messaging from the BBBS leaders is important. It is also important that the roll out of the numerous changes is done so in a manner that identifies one major element of the change proposal at a time. This will ensure a slower and consistent pace that enhances the fidelity of the changes that are being made which will result in a more positive outcome for all. 
2.Build and Maintain Guiding Coalition (Kotter, 52) The BBBS organization already has a commitment to diversity and the initiatives that are used in the evaluation of all practices and found in the process of electing new board members and other staff hiring. This philosophy will continue throughout the process of selecting the volunteers/mentors that will serve as members of the Guiding Coalition team. Honoring their commitment to diversity in representation and voice, the BBBS will ensure the members of the Guiding Coalition team represent all elements of the Big Brothers Big Sisters organization and across all departments and levels of authority.
3.Formulate a Strategic Vision and Develop Change Initiatives Designed to Capitalize on the Big Opportunity (Kotter, 52-53) The big changes that are being implemented within the BBBS organization must be supported by the mentors, alumni, and families of the communities that it serves. This comprehensive view of the positive effects of the proposed changes on the organization will ensure a balanced perspective of the future. It will be important that the Big Brothers Big Sisters organization formulates a strategic plan and change initiative that is designed to capitalize on the changes that are coming. The creation and implementation of this plan and initiative must be carried out by individuals that are outside of the leadership team of the organization. This is to ensure the fidelity of the transition and done to honor the perspectives of the outside entities that have helped to create this opportunity for growth and change. 
4.Communicating the Vision and Strategy to Create Buy-In and Attract a Growing Volunteer Army (Kotter, 54) The vision and strategy of the Big Brothers Big Sisters organization does not need additional support or an additional spark to encourage community members to be a part of this opportunity. However, continuing to access the social media platforms as vehicles for communication and information, and creating opportunities where the stories of the alumni can be shared with their communities will continue to excite people and will hopefully speak to those people who are wanting to support the youth in their communities by becoming a mentor/Big within the BBBS organization.
5.Accelerate Movement Toward the Vision and the Opportunity by Ensuring That the Network Removes Barriers (Kotter, 54) The BBBS organization is nothing without its volunteers! It is the power of this group of people within the organization that builds relationships, sacrifices their own time to assist others, and becomes the change agent these kids have been waiting for. The impact of the mentors/Bigs on not only the children that they serve, but the BBBS organization in its entirety is inspirational. It is the dedication of these volunteers that will combat the barriers that may arise and clear the path so the BBBS organization can continue to move forward with the proposed changes.
6.Celebrate Visible, Significant Short-Term Wins (Kotter, 54-55) As progress continues within the change network, it is important that the BBBS stops to celebrate the short-term wins and to communicate these milestones throughout the organization. It is important that the leaders of this change network give equal recognition to both the small wins and the big wins to maintain the momentum of the changes and to allow all members of the organization to feel as if they are not only a part of the change, but a part of the accomplishments brought about by the change. Each short-term win should result in a visible celebration that should be celebrated by all.
7.Never Let Up, Keep Learning from Experience, Don’t Declare Victory Too Soon (Kotter, 56) Times of change are difficult, but it is important that big organizations like the BBBS continue to be open-minded to change so they continue to be relevant and to mature with the changes happening in our society. The Big Brothers Big Sisters’ commitment to providing regular training to its mentors in the newest social wellness and mental health education tools and to using social media platforms to reach smaller communities are positive steps towards ensuring the longevity and relevancy of the BBBS organization.  
8.Institutionalize Strategic Changes into the Culture (Kotter, 56) Once the proposed changes to the BBBS organization have been implemented and both small and large wins have been celebrated, it will be important that the mentors/Bigs, Littles, leadership team members, and members of Human Resources all commit to making these institutionalized changes a part of the daily practices and the renovated culture of the organization. Adjusting the verbiage in the mission, vision, and celebrated message to align with the newly recognized framework created by the change process at the BBBS organization will create a more unified front as the company moves forward. The success of any large organization after a shift in processes/procedures and culture weighs on the authenticity of the people that are sharing the newly packaged message and the fidelity of the product it is producing.  
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