
www.nascsp.org

Needs Assessment for Weatherization
March 13, 2025



Session Preview
• Introduction
• What is a needs assessment?
• Performing a needs assessment
• Selected methods for finding gaps
• Framework for assessment
• The needs assessment process
• Wrap-up
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Learning Objectives

• Learn about the needs assessment process and why it is important
• Discuss what the needs assessment process involves
• Learn about the importance of stakeholder/staff engagement in the 

process
• Learn about improving your organizational culture
• Discuss the process of conducting an effective needs assessment
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What is a Needs Assessment?



• A thoughtful and systematic look at the performance gaps (needs) of 
an organization with the purpose of making adjustments to eliminate 
gaps, all within the framework of the mission and objectives of the 
organization. 

• Finding differences between the organization’s performance (what is) 
and objectives (what should be).

• Purpose: To fill the gaps and gain insight into the organization
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What’s the Purpose?
One Perspective
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• Define the issue
• Find a solution
• Follow the plan
• Create a process of continuous 

evaluation and improvement



What’s the Purpose? 
Another Perspective
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Where are the gaps (needs) in the structure 
of your organization? What is the best way 
to find and fill them?

• Do you need experts to help find them?
• Are you able to find them?
• How do you incorporate differing 

opinions?



What’s the Purpose? 
Another Perspective
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Source: Needs Assessment: A User’s Guide, Kaufman, Rojas, Mayer. 
Educational Technology Publishers. 1993, page 4.



Many Kinds of Needs Assessments
• Training assessment 
• Management assessment
• Financial
• Resource
• Organizational culture analysis
• Client needs assessment
• SWOT (Strengths, Weaknesses, 

Opportunities, Threats) 
analysis

• Inventory analysis
• And many more . . .
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Sound Familiar?
• Training assessment 
• Management assessment
• Financial
• Resource
• Organizational culture analysis
• Client needs assessment
• SWOT (Strengths, Weaknesses, 

Opportunities, Threats) 
analysis

• Inventory analysis
• And many more . . .
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• T&TA Plan Development
• ACSI survey
• Fiscal Monitoring
• Tools, equipment, training, 

inventory management
• Community needs 

assessment
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Performing a Needs Assessment



Levels of 
Assessment/ 
Intervention

• Entire organization
• Grantee
• Subgrantee (agency)

• Teams or work categories
• Energy auditors/energy audits
• Crews/installations

• Individual staff member(s)
• This usually falls into the category of a 

personal evaluation
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The Needs Assessment Process

What’s the purpose of the assessment?

Who will perform the work?

How to gather information necessary for our assessment?

Where is the organization/staff deficient? What are we doing right?  

How will we measure, organize, and prioritize our results?

Who will develop our action plan?  

Who will write our report?  Who is the audience?

How will we manage/implement our results and plan?
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Objectives Might Vary

• Rectify performance gaps to support Organization’s mission
• Eliminate DOE “findings”
• Better state monitor results
• Eliminate bad QCI reports
• Lower absenteeism 
• Resolve tension between field staff and management
• Others?

• Often, we “see” the problems, but it is a challenge to find the cause 
and solution
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Root Cause Analysis

Fishbone Diagram ‘5 whys’
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Root Cause Analysis 
Resources in the Session 
Tool Kit



Start with the WAP Mission Statement

“…to increase the energy efficiency of dwellings owned or 

occupied by low-income persons, reduce their total 

residential energy expenditures, and improve their health 

and safety, especially low-income persons who are 

particularly vulnerable such as the elderly, the disabled, and 

children.”
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Primary Objective: Satisfy Our Customers
• Primary Customers (clients)

• The WAP mission statement addresses primary 
customers, not supporting customers

• What do our primary customers value?
• As a Grantee, who is your primary customer?

• Supporting Customers (partners)
• DOE – monitors, management
• Grantee – management, state trainers, state monitors, 

boards
• Subgrantees (agencies) – management, QCIs, boards
• Staff, field workers, management, etc.
• What do our supporting customers (partners) value?

18



Select People to Perform Assessment

• Assessors will have an ongoing 
involvement in the process

• Impacted personnel can be involved 
with questionnaires, surveys, and 
interviews

• Applicable rules, regulations, laws, and 
polices?
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Assessor’s Attitude During the Process

• Stay focused on mission and 
objectives

• Collaborate
• Be inquisitive
• Practice objectivity
• Avoid condescension
• Establish trust
• Promote an atmosphere of 

respectful dissent
• Look for successes too! 20

This Photo by Unknown Author is licensed under CC BY-SA-NC

https://www.flickr.com/photos/highersights/15675530607/in/album-72157649422687682/
https://creativecommons.org/licenses/by-nc-sa/3.0/


Challenges to Needs Assessment Process - 1
• Power struggles
• Poor training
• Deficient hiring practices
• Staff compensation issues
• Dysfunctional organizational culture

• This can be very broad and deep
•  It can also have roots in almost-forgotten historical events

• Limited resources, including money, time, and staff
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Challenges to 
Needs Assessment 
Process - 2

• Engagement of participants (clients, 
staff, management, etc.)

• Ensuring staff doesn’t feel attacked
• Reliability and quality of the 

collected information
• Building consensus among 

participants
• Implementing changes
• Changing an organization is working 

against inertia, it is difficult and 
takes time
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This Photo by Unknown Author is licensed under CC BY-NC-ND

andand

https://digitaldoorway.blogspot.com/2016/12/hey-nurse-got-resistance.html
https://creativecommons.org/licenses/by-nc-nd/3.0/


Success Can Be An Obstacle to Assessment 
and Change
• No success is forever. Success is difficult to 

abandon, but this is often necessary for 
moving forward because there are strong 
emotional attachments to success. 

• “A success that has outlived its usefulness . . . 
may, in the end, be more damaging than 
failure.” (Drucker, 1999, p 61)
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Finding Performance Gaps

This Photo by Unknown Author is licensed under CC BY-ND

https://bondpapers.blogspot.com/2020/12/mind-gap-nlpoli.html
https://creativecommons.org/licenses/by-nd/3.0/


Framework for 
Assessment

• Management might assume they 
are aware of organizational 
problems, but this is not always 
correct

• Include as many personnel as 
possible

• Interviews with staff and/or clients
• Provide an atmosphere of trust
• Allow and  encourage respectful 

dissent
• Recognize the complexity of the 

WAP network
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This Photo by Unknown Author is licensed under 
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http://worldbuilding.stackexchange.com/questions/15225/plants-made-out-of-metals/15226
https://creativecommons.org/licenses/by-sa/3.0/


Elements of 
Assessment: 
Documents

• DOE monitoring reports (findings, concerns, 
recommendations)

• State monitoring
• QCI activities
• State program manuals and field guides

• Are these documents up-to-date?
• Are these important documents being used properly by staff?
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• Evaluate existing training
• Adopt peer-to-peer training within your 

state network
• Use DOE mentoring model (see WPN 22-4)

• Are your field practices aligned with 
the training received?

• Are there errors in the how-to documents?
• Are there errors in the training?

• Job Task Analysis (JTA) review
27

Elements of Assessment:
Training

This Photo by Unknown Author is 
licensed under CC BY-SA-NC

https://nascsp.org/wp-content/uploads/2021/12/WPN-22-4-QWP-Revision-Update-12.13.21.pdf
https://coachmaitefinch.com/portfolio/coaching-profesional/
https://creativecommons.org/licenses/by-nc-sa/3.0/


Elements of Assessment:
Personnel Income

• Quantifiable benefits (pecuniary) income
• Salary, fringe benefits
• NASCSP wage study

• Psychic income 
• Emotional and other qualitative benefits

• Feelings of security, trust, support
• Ability to identify with values of the organization
• Belonging
• Teamwork
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http://commons.wikimedia.org/wiki/File:German_banknotes_in_1917-1919,_the_town_money.JPG
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Elements of Assessment:
Individual Interviews

• Don’t assume you know the problems or solutions 
• Asking encourages cooperation

• Your subordinates will think better of you as a leader if 
you ask

• Asking demonstrates that you believe in the 
interviewee.

• In some cases, focus groups work well

• Make asking a part of the organizational culture
• Asking falls short without intent listening

29



Individual Interviews

• Select interviewer(s) 
• Select list of interviewees 
• Allow about 30 minutes for interview
• Confidentiality should be announced at 

beginning
• May be conducted in-person, via phone, 

or at job site. 
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Individual Interviews
• Look for the facts:

• What’s working, what isn’t?
• Obstacles within/outside the workplace?
• Needed training? Is available training 

effective/sufficient?
• Needed support from management?
• Are there wage and benefit issues?
• Interpersonal conflict?
• How is morale?
• How can we improve things?

31
See session Tool Kit for Sample Wx Program Interview Form for Needs Assessment



Visit worksites to evaluate work and 
interview crew and contractor personnel

Use JTAs as guide for field evaluation

Time consuming, but yields detailed 
results

Monitoring and QCI are structured field 
evaluations
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This Photo by Unknown Author is licensed under CC BY-NC-ND

Elements of Assessment: 
Fieldwork Evaluation

https://cartoonwallbase.blogspot.com/2012/03/inspector-gadget-hd-wallpaper.html
https://creativecommons.org/licenses/by-nc-nd/3.0/


Sample Fieldwork Evaluation
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Use JTAs as guide
• Crew leader
• QCI
• Energy Auditor



Elements of Assessment: 
Networking

• Examine other successful 
state/agency weatherization 
programs

• Grantee Peer Exchange
• Regular in-state gatherings
• Mentor/mentee relationships
• State, regional, and national 

conferences
• WAP Trainers Consortium
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Needs Assessment vs. 
Organizational Culture

• Related, but distinct
• Both can lead to improved 

performance
• A needs assessment should address 

organizational culture.
• Organizational culture

• organization mindset, behaviors, and 
values that determine how people 
interact, make decisions, and approach 
work. 
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Elements of Assessment:
Organizational Culture

• Examine organizational culture (personality)

• “. . . a collection of values, beliefs, attitudes, systems, and 
rules that outline and influence employee behavior within 
the organization.” Kellie Wong

• Example: If an energy auditor forgets to close three 
skylights during a blower door test, how will her 
supervisor deal with this mistake?
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Elements of Assessment:
Organizational Culture

• A healthy organizational culture helps achieve the mission

• Culture can be at the core of organizational malfunction

• Various sub-cultures within the organization might work 
against one another (the sub-cultures of field, office, and 
training staff, for example)
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• A healthy organizational culture increases effectiveness and resiliency
• Create a culture of belonging
• A healthy organizational culture is based on the organizational mission
• Value-based culture is best
• Influenced by management style, the history of the organization, type of service 

offered, technology, type of employees, location, etc.
• Culture influences workplace decision-making, philosophy, communication, 

employee identity, motivation, loyalty, and sense of self-worth.

• Like it or not, your organization has a culture, so do your best to examine it and 
move it in a positive direction

38

Elements of Assessment:
Organizational Culture



Organizational Culture Probe

1. Define organizational culture in a 
collaborative way

2. Include all levels of Wx network: state 
and agencies

3. Include all levels of management and 
staff in process

4. Ensure the organizational culture aligns 
with the network policies and procedures

5. Administrators, supervisors, and 
managers must commit to the process 
and results
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Improving Organizational Culture

• Commitment to the new culture
• Communication channels must be 

open, safe, and characterized by 
respect and trust

• Employee recognition must be 
fostered and developed

• Training on network culture within the 
state should be developed and 
delivered
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Needs Assessment Report Overview
• Introduction

• Methods, documents referenced
• Discoveries

• Recent state program changes
• Selected interviewee statements
• Appraisal of state documents

• Recommendations
• Improving quality assurance results 
• Technical document revisions
• Training recommendations
• Enhancing and sustaining collaboration and morale
• Job qualifications for hiring technical staff

• Resources
41See Sample Needs Assessment Report Outline in the session Tool Kit



The Needs Assessment Process
1. What’s the purpose of the assessment?
2. How are we going to get the information we need 

for our assessment?
3. Who will perform our needs assessment work?
4. Where is our organization/staff deficient? What 

are we doing right?  
5. How will we measure, organize, and prioritize our 

results?
6. Who will develop our action plan?  
7. Who will write our report?  Who is the audience?
8. How will we manage/implement our results and 

plan?

42See “How to Perform a Needs Assessment – Quick Guide” in the session Tool Kit



Closing Thought 
from Plato

“The life which is unexamined is 
not worth living.”

This material is based upon work supported by 
the U.S. Department of Energy’s Office of State 
and Community Energy Programs (SCEP) Award 
Number     DE-SE0001009
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Wrap-Up

• Questions
• Tool kit for session
• Follow-up coaching sessions
• Contact information
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Jonathan Ballew
NASCSP
jballew@nascsp.org

Rick Karg
Residential Energy Dynamics
rjkarg@redcalc.com
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