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Talent development doesn't fail for lack of good intentions; it fails when the surrounding culture doesn't support it. This guide is designed for a leadership team, senior staff meeting, or board retreat conversation. Assign a facilitator, allow at least 60–90 minutes, and resist the temptation to rush to solutions before the group has genuinely sat with each question.
Theme A: How We Recruit and Welcome
Question 1: When we post a job or recruit a volunteer, what does that process communicate about what we value?
Probe: Would a new hire or new volunteer describe our process as thoughtful or purely transactional?

Question 2: Who gets invited into our talent pipeline, and who tends to be overlooked?
Probe: Are we recruiting from the same networks and profiles every time?

Question 3: What happens in someone's first 90 days that either affirms or undermines their sense of belonging?
Probe: Could a new person name what success looks like in their role after 90 days?

Theme B: How We Grow and Coach
Question 4: Do our people believe that growth is genuinely possible here, or that opportunity is reserved for a few?
Probe: When did we last promote or elevate someone from an unexpected place?

Question 5: Is coaching and feedback something that happens regularly, or only when something goes wrong?
Probe: Can every person on this team name someone actively coaching them right now?

Question 6: How connected is individual learning to our actual strategic goals versus generic professional development?
Probe: Would our learning investments look any different if our strategic plan changed?

Theme C: How We Recognize and Retain
Question 7: How do we recognize contributions in ways that feel authentic rather than performative?
Probe: Is recognition tied to visibility and tenure, or to real impact — including for volunteers?

Question 8: What is the real reason our best people leave — and are we willing to hear the honest answer?
Probe: Have we ever changed something meaningful because of what we learned from an exit conversation?

Synthesis Prompt
Based on our conversation:
One cultural strength we want to protect: __________________________________________________________________________________________________________________________________________________________________________________________________
One cultural gap we need to address:
__________________________________________________________________________________________________________________________________________________________________________________________________



The Talent Culture Diagnostic — A Team Conversation Guide                                                                              2 | Page

image1.png




