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Preface

onprofit organizations (NPOs) provide the majority of human services in the

United States—collectively called “quality of life.” Better management and lead-
ership within these organizations directly contribute to an improved quality of life for
millions of Americans. This has been the overarching goal of the many books,
articles, and training courses that have been developed in recent years focused on
NPO and volunteer management (Connors, 2010a).”

It has been slightly more than 30 years since the first Nonprofit Organization
Handbook was published (Connors, 1980). The handbook’s organization, fulfilled
by 28 contributors, established for the first time the fact that regardless of the specific
public service provided, not-for-profit organizations shared seven areas of manage-
ment—from fundraising to volunteer administration.

“Volunteers: An Indispensable Human Resource in a Democratic Society” was
the title of the section in the NPO Handbook that covered all major areas of volunteer
management and administration. All five of the chapters in that section were written
by Dr. Eva Schindler-Rainman, a gifted visionary in several fields. A brief overview of
her remarkably accurate predictions made in 1980 about the world of volunteer re-
source management provides a benchmark against which we can both measure
progress and chart a course into the future:

m Volunteers will be in every sector of the community, Schinder-Rainman predicted, all
over the country, and they will be affecting policy making, changes, and growth.

m New courses will be offered in community colleges and universities for adminis-
trators of volunteer programs as well as for volunteers themselves.

m Credit will be given for volunteer work. (Agencies will keep track of what volun-
teers do so that volunteers can include this experience in their resumes.)

m Research on values and the effect of volunteers on the delivery of human ser-
vices will increase.

m New collaborative bodies will emerge to utilize better the human and material
resources that are available.

m New, portable, interesting, participative training programs for paraprofessionals,
professionals, and volunteers will be developed.

m New ways to recognize volunteers will be developed (Schindler-Rainman, 1980,
pp. 3-7).

* Portions of the introduction to the preface are based on a 2010 article by the author published
in the International Journal of Volunteer Administration (Vol. 25, No. 1). Used with written
permission of the editor of The International Journal of Volunteer Administration.

xiii
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“This is probably the most exciting time in the history of the United States to be
active in the volunteer world,” Dr. Schindler-Rainman concluded her prescient per-
spective. “These times offer a tremendous opportunity for volunteers to make impor-
tant contributions to the quality of life and to human services in their communities. It
is clear that the volunteer administrator is a key person in translating the motivation,
interest, resources, and skills of volunteers into human services to the clients of our
people-helping agencies and organizations.”

The Present of Volunteer Resource Management

A work such as this handbook is designed for both the present and the future. As an
“answer book” for volunteer resource management, it attempts to provide useful
perspective and guidance for current issues as well as to anticipate—and cover—
where possible, those trends, issues, and developments that lie ahead for this impor-
tant area of management.

Despite the challenges and pressures of America’s struggling economy, Americans
are still volunteering in record numbers. Their generosity and willingness to serve their
communities account for a significant proportion of the enormous variety of human ser-
vices provided by the nation’s voluntary action sector. As our economy has slowed and
charities have struggled to provide services based on budgets that were ever more con-
strained, volunteers have become even more vital to the health of our communities and
their ability to sustain quality of life for their citizens. Most charities that use volunteers to
provide all or a portion of their public services and mission fulfillment report they are
increasing the number of volunteers they use. This further validates how important vol-
unteers are to any nation depending on voluntary action organizations to provide an
astonishing variety of services on which many aspects of national quality of life are based.
In addition to the invaluable services delivery contributions volunteers provide, they are
also much more likely than nonvolunteers to donate to a charitable cause.

Assessments and Projections

As we move into the second decade of the 21st century, any assessment and projec-
tion of volunteer resource management should begin with the professionals cur-
rently leading in this important field. Much of this overview is derived from a 2010-
2011 “Future of Volunteer Resource Management Study” conducted by the author to
provide new, more specific data from volunteer resource manager (VRM) professio-
nals (Connors, 2010). The data were derived from a convenience sample but repre-
sented a wide range of VRM professionals across the country and from Canada,
England and Australia. The generalized findings were used to support initiatives by
the Council for Certification in Volunteer Administration, ARNOVA, and the Florida
Association of Volunteer Managers.
A profile for a typical respondent to the survey would include these characteristics:

® Annual budget over $500,000.
® Volunteer program size range from 100 to more than 250 volunteers.
m Staff size range from 10 to more than 25.
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m The majority of respondents conducted program operations in metropolitan
areas of 100,000 to more than 500,000 residents.

m More than half of the respondents (52%) were currently serving in volunteer re-
source management positions, with strong representation from others serving as
academic faculty (14%), executive directors (12%), or consultants (10%).

® A significant majority (64%) reported more than 15 to 20 years’ experience in the
field of volunteer resource management and in nonprofit management (56%).

m Virtually all respondents reported professional affiliations at local, state, and
national levels.

m Professional responsibilities largely included volunteer resource management
(85%), but many were also charged with responsibilities in such areas as re-
source development (63%), human resource management (41%), NPO manage-
ment (44%), or as a member of the board of directors (29%)).

® Finally, a majority (53%) expressed a preference for the professional title of
“manager/director of volunteer resources,” followed by “director of volunteer
services” (20%).

Resources Needed by Volunteer Resource Managers

A convincing majority of the respondents requested additional resources in such
areas as:

® Distance education courses in volunteer management (75%)

® Graduate courses in volunteer resource development/management (66%)

® Undergraduate courses in volunteer resource development/management (56%)
m Distance education courses in NPO/charitable organization management (54%)
m Graduate courses in NPO/charitable organization management (54%)

Career Progression

Volunteer resource management was seen very strongly (90%) as an important cre-
dential and career stepping-stone to senior management positions in the voluntary
action organization. Barriers remain, however, for most VRMs in their efforts to have
programs recognized for their true potential as a major contributor to the organiza-
tion’s strategic objectives. For example, most managers (48%) have inadequate ac-
cess to the organization’s chief executive and operating officers. Other managers
need more training in such management areas as strategic planning and implementa-
tion (71%). Many volunteer resource programs remain underappreciated and under-
developed regarding their strategic potential to the organization’s ability to fulfill its
public service mission. Finally, the great majority of VRMs (84%) reported not being
included in top-level planning by the senior management team. The latter can easily
become the proverbial self-fulfilling prophecy and argument in circulo. “We don’t
invite our volunteer coordinator to senior staff meetings because the volunteer pro-
gram doesn’t generate any funds, and has little connection or relevance to our orga-
nization’s big picture operations.”

Most of us will clearly see the fallacy of such “reasoning.” Without having a bet-
ter understanding of the organization’s big picture, the VRM will find it a challenge,
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to say the least, to connect the dots between the volunteer program and other pro-
gram activities and organizational goals and therefore to optimize the potential to
contribute more fully to the organization’s mission fulfillment. In many NPOs, the
personnel person at senior staff meetings is typically the human resources manager.
There could be many reasons why this individual—responsible for paid staff—might
not see his or her responsibility as that of an advocate for the volunteer resource
program and its role in the organization’s operations. Until the volunteer resource
management position is that of a department head, far too many nonprofits will fail
to fully realize and develop the potential inherent in their corps of volunteers. There
needs to be “a greater sense of volunteer resource management as a management-
level responsibility within organizations—not simply tacked on to some other job
description or relegated to non-decision-makers” (Connors, 2010b).

Senior Executive Track

Within the field of NPO management, there is growing recognition that successful
managerial experience as a VRM should be more highly valued as a qualifier for sen-
ior executive positions. A related awareness is how important the volunteer resource
program is to the organization’s ability to fulfill its mission, as evidenced by the in-
creasing number of organizations that establish volunteer position descriptions that
are highly correlated to their mission, purpose, and strategic plan.

Even as the number of business and public administration courses focusing on
volunteer resource management is increasing, wasteful and shortsighted misconcep-
tions at the organizational level can be found in too many nonprofits: for example,
“We need a volunteer administrator to schedule volunteers for open shifts.” How-
ever, more organizations are recognizing volunteer resource management as a de-
partment head-level organizational function, alongside development, marketing,
and operations. A broader awareness and understanding regarding the contributions
of VRMs to organizational success recognizes the shortcomings of prior assumptions,
such as “volunteer management [is not as important as other departments because it]
doesn’t generate any money for the organization.” In fact, volunteer resources, when
given the full assessment they deserve regarding their many contributions to overall
organization mission fulfillment, are seen as vital components of services delivery,
membership recruitment, donor base, and community image/support.

Volunteer resource management is not only seeing stronger trends of profes-
sionalism within the field but is increasingly recognized as a stepping-stone to more
senior responsibilities within the organization. However, preparing current VRMs for
future senior executive positions will require more diversification of their education
and experience to include much of the same managerial knowledge base now avail-
able to and expected in more senior leaders of charitable organizations. It will also
require moving from a predominant management perspective, to a leadership per-
spective regarding volunteer resources.

Meanwhile, career burnout and turnover issues are seen as major problems
(87%), and their causes remain to be addressed, including: budget cutbacks (65%),
inadequate salaries for VRMs (72%), burnout (72%), and lack of career progression
identification (i.e., establish an identified career track for VRMs to senior nonprofit
management positions) (75%). Other contributors to turnover (20%) include: lack of
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respect “within the management structure”; “lack of value for what we do”; funding
positions on “soft money,” thus adding doubt about future commitment and continu-
ity; unrealistic expectations by chief executives and executive directors expressed by
“the more, the better” mentality; and lack of positive feedback: “[IIf the person isn’t
getting positive feedback from the organization, there is no payback—people move
on!” (Connors, 2010b).

Expanding Options and Opportunities

Opportunities for volunteer engagement and participation are growing in number
and in scope. In addition to traditional volunteer opportunities, most organizations
have seen the inherent value in expanding their opportunities for episodic volun-
teering, virtual volunteering, and corporate volunteering. These new opportunities
have required additional management responsibilities for professional VRMs and
more focus on internal coordination to ensure effectiveness.

The population and cohort bases from which potential volunteers are drawn are
expected to steadily expand. The number of active volunteers is projected to in-
crease more rapidly among such groups as “boomers” and minority populations,
many of whom have not traditionally been greatly involved in volunteerism. More
seniors and early retirees are expected to participate in the volunteer service experi-
ence. Increases are also projected in episodic and group volunteering, coupled with
significant increases in the use of social media to communicate with volunteers and
to build organizational relationships. Also, unemployed individuals may represent
significant potential volunteer resources as they maintain professional skills, add ad-
ditional resume competencies, and remain meaningfully engaged in worthy activities
supporting their community.

International Volunteering Trends

As the capacities of the social media grow to include ever-improving capabilities to
coordinate basically spontaneous responses, a new type of international volunteer is
appearing. Some have referred to them as “spontaneours”—unalffiliated or entrepre-
neurial volunteers—particularly for involvement in disaster relief. How will volun-
teer resource management deal with this type of volunteer and opportunity—how
do we attract and engage these independent, individualistic, creative individuals,
and to what extent should we involve them in our organization and the structure or
adapt our programs to fit their emerging needs? As these spontaneours and other
volunteers with a global focus continue to serve in expanding international roles—
some having global reach and impact—what changes, if any, do we see ahead in
such areas as management practices, training, education, and program planning?

For those countries lacking terms or concepts for volunteerism, should we not
develop definitions, roles, and complementary core values that promote more effec-
tive transference of volunteerism across cultural lines to fulfill its international poten-
tial? We must also be alert to the concerns expressed by some who are dubious of
international roles for volunteers and their impact on more locally focused nonprof-
its. Whether considered at the community-based or international levels, volunteers
are partners, collaborators, hands-on providers of human services working in a local
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context. To some, the global reach and impact of volunteerism appears to be and
“feels like” activism. Volunteers for these international causes or organizations are
seen to be energized by a much broader and more complex set of motivators than
are local volunteers.

Professional Development Evolution

Nonprofits with highly successful volunteer resource management programs report
strong correlations between the results achieved by those programs and the profes-
sional training and experience of their VRMs. In short, successful volunteer manage-
ment programs—those that contribute significantly to the organization’s success in
fulfilling its mission—are strongly correlated to the education, training, and experi-
ence of their professional VRMs. Can that really be surprising?

Overall, professional development opportunities for VRMs are expanding and
improving, with colleges and universities adding a growing number of training and
education opportunities. However, their quality, comprehensiveness, and consist-
ency need continuing focus by national organizations.

As the field of volunteer resource management continues to evolve and mature,
we should align our efforts to bring more consistency across the discipline, particu-
larly in training and education. The continuing national dialogue regarding the im-
portance and future of volunteer resource management should bring about more
general agreement regarding the role and relationship of volunteers throughout the
organization, more agreement on the overall business model for the field, and more
agreement regarding the overall body of effective management principles and
practices.

Professional development evolution career ladders for VRMs should be identi-
fied, defined, and supported by higher education and credentialing to provide not
only fundamental skills but meaningful professional development.

Fortunately, volunteer resource management is now far more frequently rec-
ognized as a professional specialty, and the tools and opportunities for acquiring
professional credentials, education, and status are increasingly available. Cur-
rently, and we hope temporarily, in many areas, the need for volunteer managers
has outpaced the ability of the professional VRM pipeline to provide enough qual-
ified professionals. Many organizations have resorted to filling what should be a
post for a VRM with a far less experienced and qualified staff member to serve as
a volunteer coordinator or volunteer administrator. Providing adequate profes-
sional development education and training in this field will remain a challenge for
the foreseeable future.

Additional research is needed to demonstrate the value added and the significant
impact of effective strategic volunteer engagement. Concurrent research is needed to
identify and quantify the additional value added provided by professional VRMs ver-
sus those lacking that education, training, or experience.

The training, education, management, and more effective leadership of volun-
teers should be better understood and recognized as vital contributors to the organi-
zational effectiveness of charities whose human services help our societies achieve
and sustain meaningful quality of life. This point also argues strongly in favor of a
higher priority for professional development of the VRM.
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Adaptive Management Practices

Successful VRMs are learning to be more effective while managing and leading
within dynamic, fluid program environments that often require direct and immediate
responses to constantly changing local needs or organizational priorities affected by
an evolving, and sometimes threatening, operating environment. For example, VRMs
will need to hone program management skills that will enable them to recruit and
manage volunteers remotely through such media as social networking. Further,
many VRMs are managing programs that rely more heavily on short-term volunteers,
since fewer volunteers are able—or willing—to commit to long-term volunteer
engagement. VRMs must be prepared to deal with larger numbers of volunteers on a
short-term basis. This reality also requires additional attention to such factors as risk
management (increasing scrutiny of program activities for potential liability), appro-
priate training, and scheduling—more volunteers cannot commit to a fixed schedule.
Finally, many volunteers see themselves more as partners than as resources to be
managed.

The ongoing national focus on improved efficiency, effectiveness, transparency,
and accountability by all nonprofits—with particular emphasis on those organiza-
tions that accept public funding—will also affect volunteer resource programs. This
national focus will be reflected within volunteer resource management by sharpened
interest in our ability to measure program outcomes, and to demonstrate the overall
value of volunteer participation. A potential danger here rests in the use of models
and program measures derived from the for-profit sector that may not represent an
appropriate fit when applied to human services delivery by public charities.

Program Planning Trends

Volunteer position descriptions will need to be carefully considered not only for
their relevance and correlation to organizational mission fulfillment and strategic
planning but also in their ability to interest and attract volunteers who will not be
satisfied with envelope-stuffing responsibilities. Today’s volunteers increasingly
seek service opportunities offering some growth or learning potential or that might
offer some potential for a paid position. Not surprisingly, volunteers want to know
what they accomplish for the organization or its clients (i.e., what difference they
made as a result of their service). Further, many volunteers see themselves as not
simply drudges but as leaders and decision makers who feel strong connections to

the organization, its mission, and its overall contribution to the community’s quality
of life.

Technology Vistas

Technology will continue to offer more efficient and effective options within volun-
teer resource management for those professionals willing to stay abreast of evolving
applications and to consider innovative approaches to its programmatic use. For
example, it is clear that the ability of advancing technology and networking capabili-
ties to provide instant access to information and coordination through communica-
tion is vital to both volunteers and VRMs. We can expect to see more results and
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program success attributed to a creative focus on effective use of information man-
agement and communication technology throughout the volunteer resource man-
agement process—f{rom recruiting and accession, and options and scheduling, to
recognition and program evaluation.

Advances in communications and information management technologies have
made it possible for many organizations to move to less in-person training by the
volunteer manager to more training on the job and/or online, much of it coordinated
by volunteers supervised by the professional manager.

Synergy of Personal Contact

While there is no denying the power of the growing number of social networking
media available for use in a volunteer resource management program, many practition-
ers remain convinced that people miss the powerful synergy of personal contact—a
phone call, a knock at the door, reaching out. Why else, they ask, do so many volunteer
organizations and centers have such great success with a weekly or monthly coffee club
as recruiting and orientation opportunities for programs and projects? How can such
retro ideas such as neighborhood groups and block parties be successfully integrated
with the resources inherent in social networking?

Volunteer Management Handbook

Growth of Volunteer Resource Programs

The great majority of the nation’s NPOs (those with incomes above $25,000 annually
in gross receipts) depend on volunteers to provide an enormous range of services
that are essential to the organizations in fulfilling their public service missions. In
addition, volunteers brought significant benefits to 90% of these major nonprofits,
with two-thirds reporting substantial cost savings and increased quality of services
and programs (AFP eWire, 2004).

Clearly, every day across the United States, countless numbers of NPOs are either
considering starting a volunteer resource management program for their organization
or assessing their current program to ensure that every possible contribution it might
make to the organization’s mission fulfillment is optimized. As Pynes (2009) explains:

[Vlolunteers are an attractive resource for agencies because they cost little, can
give detailed attention to people for whom paid employees do not always bhave
the time, often provide specialized skills, provide an expansion of staff in emer-
gencies and peak load periods, enable agencies to expand levels of service despite
budgetary limitations, and are good for public relations.” (p. 117)

Walls to Bridges

Information technology (IT) continues to change and expand the ways in which the
world communicates, leads and manages, and interacts. Today we consider a wide
variety of social media as business as usual and expect to be able to access virtually
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every product, and most information, online and retrievable at a moment’s notice.
Yet a few moments’ reflection will bring to mind the fact that not long ago, these
expectations were barely conceived, much less considered commonplace.

Not long ago, a book or publication was considered through a long lens that
stretched back to Gutenberg and the days of hand-carved wooden type. In a relatively
short period of time, as a direct result of advancing information technology that has
brought us instant online access and retrieveability, our concept of a publication has
expanded far beyond that of printed pages contained within a front and back cover.

Traditional publishing requires creation of a printed-on-paper, bound-with-
plasticized-covers, “linear” product that must be boxed, stored, shipped/
handled, and “consumed” cover to cover. These ever more costly attributes in-
creasingly represent walls for reader/users, subject matter experts wishing to
share their expertise, and publishers trying to meet the needs of their customers
for answers and information. Digital publishing offers significant advantages
through its economical use of resources, availability, and online access for users
to up-to-date information and the ability to include the perspectives and view-
points of more subject matter experts in a single “publication.” In fact, the
advantages of digital publishing are changing the former walls of traditional pub-
lishing into bridges to the future.

Modeling the Future of Volunteer Resource Management

The second edition of the Volunteer Management Handbook takes full advantage
of the expanding capabilities offered by IT and digital publishing. A work such as
the handbook is designed for both the present and the future. As an “answer book”
for volunteer resource management, it attempts to provide useful perspective and
guidance for current issues as well as to anticipate—and cover—where possible,
those trends, issues, and developments that lie ahead for this important area of
management.

The volunteer resource management cycle is a process that begins with organi-
zational assessment and planning and concludes with volunteer program assess-
ments to evaluate its effectiveness and to incorporate those findings into program
improvements. Exhibit 1.1 illustrates the fundamentals of volunteer resource man-
agement (despite the limitations of a linear diagram). The illustration suggests the
general phases and sequence of the typical, cyclical process. Volunteer resource
management should not be considered a one-time process or exercise. Instead, vol-
unteer resource management planning in various forms and degrees should reflect
an ongoing, dynamic, iterative process that would be more accurately represented
by a diagram such as that first proposed by Walter Edward Shewart in 1939.

Sometimes called the Shewhart cycle or the (W. Edwards) Deming wheel, after
the acknowledged founder of quality management, it is most often referred to as the
PDCA cycle, or Plan-Do-Check-Act (Scherkenbach, 1990). In this case, a PDCA ap-
proach to volunteer resource management planning moves cyclically through four
stages: assessment/analysis; planning; strategic deployment and implementation;
and results and evaluation. The assessment-planning-implementation-evaluation
process for volunteer resource management begins with organizational assessment
and planning and concludes with volunteer program assessments to evaluate its
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EXHIBIT I.1 Volunteer Resource Management Process

effectiveness—measurement and analysis to determine the extent to which the plan
was achieving the results intended. Fact-based decisions can then be used to adjust
or revise the plan as needed to ensure continued movement in the direction of mis-
sion fulfillment. Finally, these data become decisions that are applied as program
improvements—that are then plugged into another cycle of assessment and analysis
(i.e., continuous process improvement).

As the Ishikawa (“fishbone”) diagram in Exhibit I.1 illustrates, the fundamental man-
agement model for NPOs can be seen as including four stages: assessment/analysis,
planning, strategic deployment/implementation, and results/evaluation. Safrit and
Schmiesing provide additional detail and perspective regarding volunteer resource man-
agement business process models in Chapter 1, “Volunteer Models and Management.”

The basic stages and typical sequence of volunteer resource management activ-
ity include:

® Volunteer policy making

® Planning and staff analysis

m Options for volunteer service (including episodic, online/virtual, and traditional
modes)

Recruitment, screening, orientation, and training
Supervision

Legal and risk management

Communications

Volunteer and staff relations

Program evaluation

Rewards and recognition (Connors, 2009).

The volunteer resource management business model serves as the structural
and content framework for the Volunteer Management Handbook, Second Edition.
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Chapter topics and contributors were sought for each major business area. Further,
chapters were organized, in general and where possible, to follow the flow or se-
quence of the model, thus suggesting a general management (and instructional) se-
quence. Contributors were urged to keep praxis as a major objective—the translation
and application of theory to practice in NPO management. For those of us who are
faced daily with real-world issues and services delivery requirements, this practical
knowledge grounded in theory will be highly useful.

Annotated Volunteer Resource Management Model

The handbook, its chapters, and their authors are summarized next in the context of
the volunteer resource management model around which the book is organized. As
both a print and digital publication, the Volunteer Management Handbook is able
to offer the strongest value for its readers and users by taking the fullest advantage of
online access provided by ever-expanding IT capabilities and digital publishing. Dig-
ital chapters can be accessed from the Web site (www.wiley.com/go/volhandbook).
(See “About the Web Site” at the back of this book.)

Part I: Volunteer Resource Program Assessment, Analysis, and Planning
Organizational Assessment/Planning

Chapter 1: Volunteer Models and Management
R. Dale Safrit, EAD, and Ryan Schmiesing, PhD
Chapter 1 introduces and defines the concept of volunteer management

to establish a foundation of relevant management definitions, business
model comparisons, and how they interrelate with the concepts of volunteer
and volunteerism. The authors provide an important and fundamental defi-
nition of volunteer management as “the systematic and logical process of
working with and through volunteers to achieve the organization’s objec-
tives in an ever-changing environment.” Historical models of volunteer
management are explained, with attention paid to their major contributions
to theory and practice, culminating in an in-depth description of the PEP
model of volunteer administration: (personal) preparation, (volunteer)
engagement, and (program) perpetuation. The authors conclude the discus-
sion of volunteer resource management models by identifying and sequenc-
ing competencies and management activities, urging that as practices
change—as they inevitably will to reflect changes in the operating environ-
ment for NPOs—degree and certification programs should incorporate these
changes into their curricula to ensure relevancy and high levels of individual
preparation for the workforce.

Chapter 2: Volunteer Demographics
Harriett C. Edwards, EdD, R. Dale Safrit, EAD, and Kimberly Allen, PhD
Chapter 2 explores the concept of volunteer demographics from three
perspectives: Volunteer demographics in the United States are described
for 2010 (as well as selected demographic trends since 1974); volunteer
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demographics are approached from the perspective of human development
across the life span, with accompanying critical implications for volunteer-
ism and volunteer management based on specific periods of human devel-
opment; and volunteer demographics are discussed based on the
contemporary theory of generational cohorts, again with accompanying crit-
ical implications for volunteerism and volunteer management based on spe-
cific generational cohorts.

The authors provide a framework combining both theory and practice
that underscores the importance of understanding and considering demo-
graphics as the matrix within which “the larger stage on which the theater of
volunteerism is enacted.” Further, the authors correlate important demo-
graphic considerations with proven management practices to, using their
own analogy, establish a beautiful quilt that creates synergy through com-
bining individual blocks.

Chapter 3: Preparing the Organization for Volunteers
Jeftery L. Brudney, PhD

“In their eagerness to reap the benefits of volunteer participation, orga-
nizational leadership may overlook the groundwork necessary to create
and sustain a viable volunteer program,” Brudney points out in Chapter 3.
“Although understandable, this tendency can jeopardize the potential
advantages ... increase problem areas.”

Brudney explains why governance leaders are well advised to weigh
the costs and benefits of volunteer participation in ways that support the
organization’s ability to fulfill its mission and to establish reasonable expect-
ations for these programs. For example, the rationale and goals for the vol-
unteer program should establish the basis for why volunteer involvement
matters to the organization—is the fundamental question “Why are we do-
ing this?” Paid staff should be meaningfully involved in helping to design the
volunteer resource program, thus ensuring smoother program implementa-
tion and more effective operation. Thought should be given to how the vol-
unteer resource program and its participants will be incorporated into the
organization structure—for example, housing and management. Leadership
positions should be developed that outline responsibilities and provide di-
rections for the new volunteer program. “To the degree that leadership
undertakes these activities, the organization should avoid the potential pit-
falls and generate the considerable benefits of volunteer involvement,”
Brudney concludes.

Digital A: Volunteer Management of Governance Volunteers
Keith Seel, PhD, CVA
The term “governance volunteers” typically refers to members of the
NPO’s board of directors. There are an estimated 5 to 7 million governance
volunteers serving on boards of directors in North America. These volun-
teers serve their organizations and their communities based on the require-
ments of their states or provinces relating to incorporation. Seel explains and
outlines the general frameworks that defined the roles and responsibilities
of governance volunteers. He also correlates the core competencies of
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volunteer resource management with governance domains to identify con-
nections and linkages between the two areas of responsibility. Significantly,
he explains how knowledgeable VRMs can use their experience to improve
the overall functioning of boards of directors.

Seel makes the case for more effective bridging between the worlds of
governance and volunteer resource management in ways that help bring
about more positive outcomes for the NPO. Governance volunteers will
benefit from the knowledge and skills of a professional VRM, he empha-
sizes. On matters of policy or risk management, he stresses the importance
of consistency and integration across all levels of volunteer engagement. Fi-
nally, he emphasizes and explains the reasons behind why human resource
assets of the organization—both volunteers and staff—can and should be
deployed more effectively to accomplish the organization’s mission.

Chapter 4: Shaping an Organizational Culture of Employee and Volun-

teer Commitment

Judith A. M. Smith, DM

NPOs successfully recruit volunteers based on such factors as their com-
pelling missions, a charismatic leader, or whether the particular volunteer
position represents an ideal match of the skills and services they have to of-
fer. Very soon after new volunteers join the organization, they begin to
experience the organization’s culture. The invisible hand of organizational
culture, as Smith explains, will determine whether new volunteers will inter-
nalize the organization’s goals and values, whether they will exert their best
efforts on behalf of the organization, and whether they will develop a com-
mitment to the organization, its programs, and its mission.

Conversely, the organization’s culture can have a negative influence on
volunteers and turn them away from the organization and in the direction of
other options—ranging from volunteering within the different organization
to using their discretionary time in a different way. In short, organizational
culture matters a great deal, and its dynamics need to be understood by all of
the organization’s leaders, perhaps in particular by the VRM. Smith outlines
the dynamics and concepts of organizational culture and explains why it is a
major challenge to make genuine cultural changes within any organization.

Smith offers a four-dimensional cultural assessment model and analyti-
cal tool that incorporates physical, intellectual, emotional, and spiritual com-
ponents and suggests why these dimensions are useful to better understand
an organizational culture.

Digital B: Understanding the Changing Organization as a Primary Con-

text for Volunteering

Judith A. M. Smith, DM

NPOs, certainly including the volunteer resource programs used in most to
provide a substantial part of their human services delivery, are operating in a
chaotic world, where rapid change verging on chaos has become the new sta-
tus quo. As Smith correctly points out, the roles of the individual volunteer and
of the VRM are undergoing fundamental change as a reflection of the changes
the organization itself must make in order to survive and to fulfill its mission.
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Smith summarizes the evolution of organizational structure from the
dawn of the industrial age through contemporary times. Having established
a basis for comparison, she offers us a glimpse of tomorrow’s organizations.
She concludes by explaining the perspective to be gained from each of the
industrial era theories, including the evolution of bureaucracy “as the
crowning achievement of the industrial era.” This generation is privileged,
she explains, to be offered the challenges inherent in dealing successfully
with the reality of a new world of management, one evolving during our
lifetime, and reshaping our organizational operations and structure with
new ways of obtaining and using information, IT, and information networks.
The world is changing, the organizational work is changing, the role of the
worker is changing, the worker is changing, and the volunteer workforce is
changing as a reflection of the milieu from which they come forward to
serve their communities. Smith explains this historical and organizational
context in ways that help our VRMs better optimize the value that volunteers
can add to our organizations and their contributions to quality of life.

Digital C: Organizational and Programmatic Benefits from Adversity:
Comprehending the Centrality of the Role of Adverse Experiences in
and on the NPO and Its Programs

Elizabeth Power, MEd

Adversity, and how we learn from it and respond to it, is the focus of this
thought-provoking and insightful chapter. Power addresses the backdrop of
adverse experiences and how they influence individuals, organizations, and
programs; how they can manifest themselves in the organizational environ-
ment; and how organizations can establish a culture conscious of the span of
experience that includes adversity as a factor in its dynamics.

Many NPOs, or programs within them, were launched to turn adverse
experiences into positive action. Adversity, as Power points out, has many
faces and has the ability, regardless of how resilient an individual, an organi-
zation, or community might be, to affect all areas of life. Her discussion of
organizational culture change focuses on assessing the culture to determine
its current state, defining the desired future state, then identifying and imple-
menting the actions needed to achieve and sustain the envisioned culture.
The experience-informed organization is aware and mindful of the pres-
ence, power, and impact of favorable as well as adverse experiences on the
people with whom it is involved.

Adversity can, and often does, affect volunteer program cycles. The as-
tute VRM understands that volunteer programs should incorporate the real-
ity “that people do the work they do for reasons often related to the cause,”
and that often includes adverse experiences. Power suggests the importance
of incorporating known best practices from other fields—such as that of
trauma-informed care—into volunteer programs where appropriate.

Awareness of the role of adversity in affecting the behavior of individu-
als and organizational culture can and should lead to program strategies and
tactics that reduce the stress of working with impacted persons, increase the
quality of interactions at all levels, and contribute to overall stakeholder
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wellness. Models from the trauma-informed care foster responses based on
collaboration, organizational and individual self-care, and practical parallels
between the elements common to those models and an organization’s stated
and operative processes.

Operational Assessment and Planning

Chapter 5: Maximizing Volunteer Engagement
Sarah Jane Rehnborg, PhD, and Meg Moore, MBA

Leaders of organizations engaging volunteers to help deliver human ser-
vices and thus support the organization’s mission should have an expansive
conceptualization of volunteering. They need to understand the complex
interactions between the needs and goals of the organization (or the cause it
serves) and the expectations and concerns of those delivering services “of
their own free will”’—volunteers.

Rehnborg and Moore offer the Volunteer Involvement Framework
(weighing opportunities, challenges, and risks) as a means to better under-
stand contemporary themes in volunteer engagement and to organize the
information to assist in job design, recruitment, and decision making. This
framework helps guide volunteer managers, executive directors, and board
leaders in establishing their volunteer engagement practices, identifying ser-
vice opportunities, and dealing with staffing and management issues. With
the proper information, the framework can serve as a basis to conceptualize
a comprehensive, diverse, sustainable, volunteer engagement initiative.

The process of recruiting volunteers begins with the organization’s assess-
ment and analysis of the current or projected volunteer program. The analysis
must give adequate consideration and forethought to how volunteers fit within
and contribute to the organization’s larger mission and, further, how the envi-
sioned future state of volunteer engagement aligns with other organizational
strategic goals, thus creating a sustainable foundation for ultimate success. The
authors outline a highly useful and original template for planning or reassess-
ing your organization’s volunteer-engagement strategy.

Chapter 6: Assessment, Planning, and Staffing Analysis
Cheryle N. Yallen, MS, and Barbara K. Wentworth, MS
Assessment, planning, and staffing analysis represent three vital areas

within volunteer program management and leadership. Authors Cheryle
Yallen and Barbara Wentworth review the many benefits and contributions
that an effective volunteer resource management program can make to the
organization’s mission fulfillment. Developing and sustaining a successful
volunteer resources program also presents challenges, ranging from ade-
quate financial resources and building support from the board and staff, to
investing insightful planning in the program’s definition and deployment.
After reviewing major demographic sources of volunteers and typical oppor-
tunities for volunteer service, the authors stress the importance of pre-
program assessment, alignment with the organization’s mission and vision,
and consideration of those benefits and challenges inherent in a volunteer
program (e.g., required resources).
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A strategic job analysis includes the process of identifying the specific
tasks to be performed, including the knowledge, skills, abilities, and other
(KSAO) characteristics that are required to perform the newly defined posi-
tion successfully. KSAOs should be prepared and in place for all current and
projected volunteer positions and should be highly aligned and correlated
with the organization’s strategic plan, goals, and objectives.

The authors outline the process of competency modeling that identifies
the specific competencies that characterize high-performance and success in
any given job. These, too, should be aligned with the organization’s strategic
objectives. A volunteer position analysis includes competency modeling,
position descriptions, and position specifications to ensure its effectiveness
and alignment with the organization’s strategic objectives. The authors in-
clude a strategic position analysis/competency template to assist readers in
preparing job descriptions (basically summarizing the analysis) that help
ensure greater success in recruiting the most qualified individuals for posi-
tions that will clearly advance the organization’s mission efforts.

Chapter 7: Policy Development for Volunteer Involvement
Linda L. Graff, BSW, MA

Policies are developed to guide decisions and actions, articulate guiding
principles, and identify expectations. Policies define limits and outline re-
sponsibilities within an organization, and can be prepared at almost any level
and for almost any structural or operational area. Author Linda Graff discusses
policies and procedures in the context of volunteer program management as
they apply to all voluntary action organizations and all volunteer roles.

Far too many nonprofits operate with few, if any, volunteer resource
management policies in place. This is a risky practice at best if we agree that
policies are “critical to effective volunteer involvement, quality programming,
excellence in service provision, increased productivity, and greater volunteer
satisfaction.” These are all positive outcomes of good policy development.

If sustained superior organizational performance is insufficient to moti-
vate policy development, potential risk and legal consequences inherent to
inadequate policy should compel immediate and sustained attention to this
highly important element of volunteer program infrastructure. Further, na-
tional trends will surely continue, if not accelerate, in the direction of in-
creased accountability and transparency by voluntary organizations. These
trends, combined with ever-higher standards of due diligence, demand
greater attention by nonprofits to policies and procedures that guide the ef-
fective, efficient, and accountable management of all their programs, includ-
ing volunteer resource management.

The author defines policies and why they are needed and offers a useful
explanation of the policy development process, with particular attention on
how to write policies for volunteer programs. Several sections offer concrete
strategies to ensure good policies are also understood and followed, and the
author concludes with helpful observations on successful introduction of
well-written policy. Throughout, the practicality of this chapter is enhanced
with the inclusion of dozens of sample policies that illuminate both the art
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and the science of effective policy writing. Clearly, policies and procedures
are crucial risk management tools, but they also enhance the effectiveness
of volunteer involvement and the management of volunteer programs by
communicating values and beliefs, articulating rules, identifying standards
and expectations, and establishing boundaries, all of which support the
work of individual volunteers while enhancing productivity, safety, and
volunteer satisfaction.

Digital D: Options for Volunteer Involvement
Bryan D. Terry, PhD, Amy M. Harder, PhD, and Dale W. Pracht, PhD

The authors focus on the options for volunteer involvement by reviewing
the factors that influence involvement. They begin by examining volunteer
behavior in a way similar to how a market system relates to consumer behav-
ior (including a review of the volunteer life cycle), then follow with a perspec-
tive on volunteerism created by reviewing the social, economic, and cultural
trends that drive the voluntary sector. Important insights are offered into the
social, economic, and cultural trends and advancements in technology that
impact the options for volunteer involvement—types of volunteer involve-
ment have changed over time—and can now be characterized by what they
do, how they serve, who is volunteering, and physical location. The chapter
concludes by suggesting that social, economic, and cultural change and tech-
nological advancement are factors that successful nonprofits should consider
in deciding to expand and enrich their volunteer management programs—
primarily by engaging a professional VRM or providing additional profes-
sional development opportunities for an existing position incumbent.

Digital E: Managing Voluntourism
Muthusami Kumaran, PhD, and Joanna Pappas

Voluntourism combines leisure travel with various types and durations
of voluntary activities by the traveler at the destination site. In various forms,
what is now known as voluntourism has been practiced for many years;
however, the option of voluntary service has gained in popularity following
its promotion by host organizations and others (e.g., the tourism industry).

The authors review important aspects of voluntourism to provide both
perspective and actionable information on this fast-growing form of volun-
teering and its use by VRMs. Following a review of its history and trends, the
motivations of voluntourists are explored, as well as the roles and responsi-
bility of voluntourism operators and host organizations. Including volun-
tourism in a volunteer resource program also requires specific attention to
such areas as recruitment, orientation, and training of the voluntourists.

Voluntourism programs offer a number of advantages, but prudent
VRMs also understand and deal with potential issues, such as:

® Inadequate planning resulting in dissatisfaction

m Overly optimistic expectations in conflict with realities that can result in a
sense of failure

® Inadequate on-site coordination resulting in project failure

® Inadequate living arrangements
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m Challenging safety or health conditions
m Inadequate links with the destination community, resulting in negativity
toward all involved

Voluntourism is a growing segment of the broader area of international
voluntarism, and can be an effective program through which nonprofits de-
liver services in developing countries. Consideration by VRMs of both bene-
fits and issues will help ensure that voluntourism continues to emerge and
expand as an alternative domain where voluntarism and tourism can work
together to achieve shared objectives.

Part II: Strategic Deployment and Implementation
Accession

Chapter 8: The Latest Approach to Volunteer Recruitment: Competency-
Competence Pathways and Volunteer Resource Management Systems
Stephen Hobbs, EAD

“Volunteers are the lifeblood of a volunteer-based organization. While
the organization mission, vision, and values are the backbone, the staff, the
skeletal system, the clients, the organs of the body, and the community, the
skin, it is the lifeblood-sharing efforts of the volunteers that keep the body
nourished and vibrant,” Hobbs emphasizes.

“Recruiting or deciding on competent volunteers has become a science
and an art. It is a science when the logical progression of steps and associ-
ated checks and balances are used to decide and confirm if the potential and
competent volunteer is to move forward. Equally important are the creative,
subjective insights VRMs use to guide their final decisions about confirming
and forwarding competent volunteers into the organization.”

Following the requisite assessment, program planning, and creation
of position profiles aligned with the organization’s mission and purpose,
recruitment is the next stage in the typical volunteer accession process:
the addition of qualified volunteers to various programs. Recruiting
these qualified volunteers will significantly influence the organization’s
operational productivity and therefore its efforts to fulfill its mission.
Therefore, the tools and techniques used in managing the recruitment
of competent volunteers are significant, the authors point out. These
tools and techniques have advanced with the growing availability and
stability of the Internet.

Hobbs explores and links the wise use of a software or Internet-enabled
volunteer resources management system with competence validation. This
complementarity offers VRMs a practical way to select, interview, and assign
competent volunteers to move forward into the organization. Additional
topics covered include the challenges facing volunteer recruitment and the
implications for using a volunteer competency management system.

Digital F: Marketing Volunteerism for Specialized Cohorts
Lori Gotlieb
“Volunteers want choice, control, good customer service, supervision,
clear job descriptions, recognition, training, and perks,” Gotlieb points out.
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“They want to feel that they are appreciated.” Further, volunteers want more
control over the positions of responsibility they fulfill for the organization
and, where possible, to blend their volunteer commitment with their profes-
sional and personal life. A significant role for the VRM is to help ensure that
both the organization and the volunteer have a successful experience. Previ-
ous chapters covered various aspects of the assessment process; Gotlieb
focuses on more specialized volunteer service opportunities, including
employee volunteerism, baby boomers, and students, emphasizing success-
ful marketing concepts and practices in those areas.

A primary responsibility of VRMs is to ensure that both the organization
and the volunteer have a successful experience. After reviewing what practi-
tioners need to consider as they prepare themselves and their organization
for a specialized volunteer program, the author discusses specific and
proven management practices for designing and marketing volunteer op-
portunities to corporations, boomers, and students.

Marketing volunteerism is a “creative process, and there is no one spe-
cific answer.” Each organization has its own unique challenges and oppor-
tunities, and the prudent VRM recognizes those as opportunities to be
“innovative, creative, and unique.”

Chapter 9: Orientation: Welcoming New Volunteers into the Organization
Harriett C. Edwards, EAD

Welcoming new volunteers into your organization is a critical first step
to better ensure a successful experience for both the individual and your
organization—and to fully realize the many benefits, over and beyond actual
service, that dedicated volunteers bring with their affiliation. As Edwards
points out, “By recruiting volunteers in a systematic way, the organization—
and the volunteers—benefit from the establishment of a foundational rela-
tionship that supports both their motivation for involvement and the organi-
zation’s mission.” The author explains how orientation differs from training
and provides actionable insights into the critical components of the orienta-
tion process and how to develop successful delivery strategies.

VRMs who establish a systematically planned orientation program will
find that it includes components that provide new volunteers with knowledge
about the organization and its mission, that ensure they feel more comfortable
and confident in their ability to accomplish the work they are undertaking, and
that help them better understand how what they do for the organization con-
tributes to its overall goals, objectives, and mission fulfillment. The process
should also provide an opportunity to build enthusiasm for their responsibili-
ties and help them agree that they have made the right decision to volunteer
with your organization. Finally, orientation helps avoid potential future issues
by helping the new volunteers—and staff—understand the appropriate rules,
policies, available resources, and organizational core values and culture.

Training

Chapter 10: Training Volunteers
Mary Kay Hood, MS

Training provides the skills and methods needed by the volunteer
to be successful in a specific position, task, opportunity, or area of
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responsibility. As the author correctly emphasizes, training is essential for
a learning organization—one that seeks sustained superior performance—
and focuses on improving quality, building competitive advantage, and
energizing its workforce to effectively manage change and to achieve
excellence. A discussion of learning styles prepares the reader for a fol-
low-on review of generational issues that influence the design and imple-
mentation of the volunteer training program.

The author provides useful training fundamentals, followed by guid-
ance on how to create a successful learning environment within the training
program design.

An important core value for any voluntary action organization is that of
continuous process improvement (CPI)—using analyzed experience and re-
sults to identify and incorporate improvements to the program as a part of a
cyclical process of betterment. The author stresses the importance of mean-
ingful evaluation and coaching as major contributors to improving your
volunteer training program. The chapter concludes with a discussion of the
importance—and techniques—of applied leadership within the training
program and the importance of the VRM to lead by example.

Training should be considered an investment by, rather than as more
typically the case, an expense to, the organization. The long-term payoff
and payback provided by adequately trained volunteers includes not only
better service delivery but a number of other benefits ranging from becom-
ing recruiters themselves, improved risk management, and volunteers be-
coming significant sources of charitable contributions for the organization,
to broadened community support.

Communications

Chapter 11: Volunteer and Staff Relations
Nancy Macduff, MACE

For some nonprofits, the relationship between volunteers and staff,
the author points out, can be summed up as the organization’s “dirty little
secret.” The relationship between volunteers and staff is both critical and
complex, and it represents a critical determinant of volunteer engagement,
the overall success of the organization’s volunteer program, and, ultimately,
of the organization’s ability to fulfill its mission successfully. The overall
relationship between staff and volunteers will significantly affect virtually all
operational and programmatic areas within the organization. It is no secret
that when people can work together as teams throughout the organization,
more efficient and more effective services can be delivered to members,
clients, or patrons. Teamwork, harmony, esprit de corps, and camaraderie
do not just happen, however. Within the volunteer resource program, they
are the products of thoughtful attention to both sides of the volunteer-
staff equation, typically as a result of effective leadership on the part of
the VRM.

The author cites data illustrating the positive correlation between organi-
zations reporting strongly positive volunteer-staff relations and those having
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a designated manager of volunteers using effective volunteer management
processes. The characteristics of the effective volunteer-staff team are out-
lined, followed by a discussion of a variety of useful volunteer-staff teams.

Recognizing the symptoms of dysfunctional volunteer-staff relation-
ships can be important to the very survival of the organization. The
author explains and outlines these symptoms, and concludes with a useful
volunteer-staff climate audit.

Finally, the author suggests a sequential process to build a successful
volunteer-staff team, one that works together to achieve the mission of the
organization. She concludes with tips based on successful management
practice that enhance volunteer-staff relations.

A volunteer-staff team pulling together can provide the collective
energy and direction to propel the organizational vehicle toward its goal of
mission accomplishment—or it can pull the vehicle to pieces.

Chapter 12: Communicating with Volunteers and Staff
Denise Sevick Bortree, PhD

One of the most important contributors to the relationship that is formed
between NPOs and their volunteers is communication. “Research suggests
that volunteers who feel more informed about the organization are more
satisfied with their relationship with it. Organizations cannot underestimate
the importance of keeping an open line of communication with their volun-
teers and staff.” This chapter covers the important processes of communica-
tion, the way that communication strengthens the relationship between a
nonprofit and its volunteers and staff, and new trends and channels being
used in the field.

The author explores the process for sustained communication cam-
paigns for volunteer and staff audiences and suggests that research, strategy,
and planning are key elements of a successful campaign. In addition, the
chapter introduces a number of approaches and tactics that could be used
to reach these audiences.

“Communication can be a powerful tool for management of volunteers
and staff,” Bortree emphasizes. “When communication is frequent, clear,
meaningful, and transparent, it can be an important ingredient in a positive
relationship between volunteers, staff, and management. Informing, per-
suading, and motivating volunteers and staff toward organizational goals
can be challenging; however, change is more easily achieved when an orga-
nization maintains a positive relationship with these audiences through ef-
fective communication.”

Digital G: Social Media and Volunteer Programs
Nancy Macduff, MACE

Social media—few of us leave home without it. At home, virtually all of
our computers are either actively on a social media page, or we have it mini-
mized at the foot of our screen so that we can check it periodically. Not
surprisingly, social media have rapidly appeared as essential communica-
tions tools within and for volunteer resource management programs. Under-
standing the realities of how quickly communications media evolve in and
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out of existence, the author reviews the concepts and capabilities inherent in
the new media. Her focus is on their longevity as management and leader-
ship tools, not on the likelihood of survival by any particular social medium
(e.g., Twitter or Facebook).

After reviewing the various types of social media, the author outlines the
frequency of their use within the NPO and cites data that provide a fact-based
perspective on how these media are impacting nonprofit operations and pro-
gramming. While some VRMs might be tempted to move immediately in the
direction of creating a social medium Web site for their volunteer program,
its ultimate success is far more likely if they follow the author’s process of
analysis, planning, and implementation. She concludes the chapter with a
comparison of volunteer management functions, program activities by area,
and ideas on how social media can be applied to each area.

In order to be used effectively within any program, social media appli-
cations—particularly volunteer resource programs—must relate to both the
objectives of the program and their contribution to the organization’s ability
to fulfill its mission. In terms of the volunteer management program, social
media should be used in ways that make program administration both more
efficient and effective, enhance the program’s objectives, and save time and
money for the organization and the program manager.

Social media are not the only answer to all our problems. Improperly used
or misunderstood, they can be major problem areas for the organization and its
leaders. Technology within volunteer programs should be seen as powerful
tools—ones that can reach new audiences for volunteers, better coordinate the
work of current volunteers, and establish much broader recognition within a
global audience. To realize the full potential of these tools and their potential
contributions to the volunteer resource program, the VRM needs to understand
their potential, be familiar with their operating principles, and develop and de-
ploy a plan that engages their potential to better fulfill the organization’s mission.

Program Management

Chapter 13: Volunteer Performance Management: The Impact Wheel

Julie Cross, PhD, and Stephen Hobbs, EAD

The VRM works with volunteers within an organization to create value for
the organization and for the volunteer. Managing volunteers often means in-
spiring their continued contributions and focusing their efforts toward more ef-
fective performance. VRMs proficient in the practice of managing volunteer
performance begin from the strategic perspective of the organization’s place in
the local community and the wider world. The mission of the organization
comes to life as the VRM manages volunteers who are engaged in the frontline
work of the organization. Leading performance management in a vibrant orga-
nization involves growth and change that must be focused and managed effec-
tively. The Impact Wheel highlighted in this chapter provides tools and
techniques for the VRM to manage change in a dynamic organization. The
authors explain how to use this new model to manage and recognize individual
performance at every level of the organization. Their explanations and
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discussion, when put into practice, offer enhanced competence in volunteer
resource management—with associated tools and techniques—to better ensure
that continuous performance improvement becomes an everyday occurrence.

Digital H: Effective Leadership and Decision-Making
Nicole LaMee Perez Steadman, PhD

Is it accurate to posit a struggle between the VRM’s roles of program
manager and volunteer leader? What is the difference, and how can VPMs
use an understanding of their complementary aspects?

The author first explains and explores relevant models of volunteer
leadership—LOOP, GEMS, ISOTURE, and the VAL Competence Model—
that provide a practical foundation for interactions with volunteers. Under-
standing the relationship of the model to contributory theory—situational,
transformational, and authentic—helps VRMs use and apply theory within
practical management.

Integrating leadership theory into a volunteer program requires the under-
standing, provided by the author, of relevant leadership theories: leader-
centered, situational focus, transformational, team-based approaches, and
follower-based. The author concludes by discussing practical approaches to
putting leadership theory into practice within volunteer management pro-
grams and suggests proven strategies to apply theory, implications for decision
making and critical thinking, and the importance of emotional intelligence.

Chapter 14: Risk Management in Volunteer Involvement
Linda L. Graff, MA
“All volunteer involvement generates risks,” as the author correctly
warns in the introduction to this chapter, which covers such areas as:

Key principles and risk management

Risk management and liability

Designing and using a risk management model

The phases and steps of risk management analysis and planning
Contributors to successful risk management

Some VRMs may consider risk management to be a lot of work. And at
times that may be true. However, the “work” that lies ahead for the im-
prudent manager when risk is not properly managed may be incalculable.
The risk management model outlined by the author will prompt managers
to ask the right questions, in the right sequence, and help generate more
effective risk management solutions throughout all phases of the volunteer
program—and, indeed, throughout the organization.

Few programs of any kind involve no risk at all. And very few risky situ-
ations can be managed with only one risk control mechanism. As the author
points out, the range of risks facing a volunteer program should be fully
evaluated and then systematically correlated to the proper risk reduction ap-
proach, thus generating a “constellation of mechanisms” to better manage
risk for each situation.

With the understanding provided by this author, combined with the util-
ities offered by numerous exhibits, tables, and forms, the VRM will be much
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better equipped to put in place a comprehensive risk management program
that will help make volunteer involvement more productive and satisfying,
even as it reduces liability and the probability of losing any future legal action.

Digital I: Information System Tools for Volunteer Management
Debra C. Burrows, PhD

Continuing evolution and advances in the field of IT have provided pow-
erful and sophisticated tools, many of which are well suited to more effective
leadership and management within volunteer resource management pro-
grams and activities. As the author correctly points out, “when used in sup-
port of programs that have established good volunteer management
practices, these tools can save time, money, and effort. They can improve
communication, enhance access to information and resources, and speed up
or eliminate tedious processes and in so doing, enhance the experiences of
both volunteers and staft.”

Technology resources are not panaceas, however, nor should they be
used in lieu of effective management practices or competent management
of volunteers. “While information technology tools can be both useful and
beneficial, organizations must assess their costs in light of the advantages to
be gained, the availability of funds, and the specific needs of their own staff
members and volunteers.”

The focus of this chapter is primarily on information systems that offer par-
ticularly useful capabilities to support effective volunteer resource management
practices and the leaders and managers who have those responsibilities.

After reviewing the information system tools available to support volun-
teer engagement, the author turns to those tools that offer great potential in
such volunteer management areas as training, retention, evaluation, and
reporting. An important concluding section of this chapter involves the
author’s discussion of challenges facing VRMs in information system plan-
ning and management. The chapter concludes with the author’s recommen-
dations regarding the foundations for information systems that should be
put into place to help better ensure program success, including the assem-
blage of a knowledge base. Information systems offer numerous tools that
are particularly suited to volunteer resource management. While informa-
tion systems are not necessarily the right tool for every organization, they
certainly are worthy of serious consideration. This chapter provides readers
with important information needed for such consideration.

Digital J: Executive and Managerial Coaching in Nonprofits: Critical
Leadership Development

Milena Meneghetti, MSc, CHRP, Registered Psychologist

Volunteer managers operate within a complex, diverse, and ever-chang-

ing landscape. Globalization, technological advances, and the continuing
offloading of government services to the not-for-profit sector create new
challenges for volunteer manager. Increasing demands for professionalism
and accountability by volunteer managers put their work under more scru-
tiny, and rightly so. All of these factors have resulted in ongoing and mean-
ingful efforts to train and credential managers of volunteers.



Preface

Postsecondary institutions are now offering degrees in nonprofit man-
agement, and national and international bodies are providing important op-
portunities for professional development for volunteer managers. However,
these efforts to develop volunteer managers throughout their careers are
able to go only so far. The new climate has created a new need: for access
to timely, personalized support in real time that goes beyond the traditional
efforts typically used to develop leaders.

Managerial coaching by an external coach is a timely and appropriate
addition to the range of leadership development options available to the
volunteer manager. This chapter introduces and describes the process of
external coaching as it applies to volunteer managers. The chapter includes
detailed guidelines for finding an external coach as well as a description of
what it is like to be coached, from the client’s perspective.

Part III: Results and Evaluation

Chapter 15: Evaluating the Volunteer Program: Contexts and Models
Jeffrey L. Brudney, PhD, and Tamara G. Nezhina, PhD

The nature of volunteer programs, including how they are evaluated, is
changing rapidly in response to continuing shortages of resources and fund-
ing sources continually stressing increasing organizational effectiveness and
accountability for grants, contracts, financial support, and program results.
These constituencies and stakeholders expect to know the outcomes and
long-term impact of their involvement and/or resources. The authors pres-
ent an evaluation framework designed to assist the VRM by providing a bet-
ter understanding of the various types of evaluation they can use based on
stakeholder involvement. They describe how volunteering might be seen
and valued by host organizations and other interested groups and present a
logic model framework to guide volunteer program evaluation.

Rarely indeed can a single evaluation meet the information needs of all
stakeholders in a volunteer program. Clearly, choices have to be made
regarding the purpose of the evaluation and its fit with the stakeholders for
whom it is intended. The authors conclude with a discussion of the various
options available to VRMs planning to conduct evaluations on their volun-
teers and programs. Not only do the authors outline the fundamental tools
of volunteer program evaluation, but they provide excellent guidance
regarding their systematic use.

Chapter 16: Evaluating Impact of Volunteer Programs
R. Dale Safrit, EAD

Volunteer program evaluation (measurement) is among the most critical
components required for effective program management and in the chal-
lenging area of documenting the impact and value of the program on the
clientele for whom it is designed as well as the larger society in which the
organization operates. Volunteer programs are intended to generate positive
impacts and results in the lives of the clientele for whom they are designed
and intended. This goal requires the volunteer manager to constantly gauge
the focus of the volunteers and the programs in which they are engaged to
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ensure they are having their intended impact on the organization’s mission
fulfillment. Impact evaluation provides the process and tools needed to as-
sess and evaluate volunteer program contributions to mission fulfillment.

The author discusses the critical elements needed to measure program
objectives, including:

The need to evaluate

Collecting the required impact evaluation data and information
Determining accountability requirements and processes
Monetizing impact

Comparing costs and benefits in various volunteer program
Communicating the evaluation findings

Part IV: Applied Management Practice

Digital K: Mission Fulfillment (Even During Challenging Times)
Brian P. Higley, PhD, Martin Heesacker, PhD, Brian J. Mistler, PhD, and Justin

Farinelli, BS

Many organizations, teams, and individuals work very hard to develop
mission and vision statements—yet almost everyone believes that they typi-
cally do not “live” these statements extremely well. Each year, a lot of valu-
able time and energy go into developing mission statements that will quickly
be forgotten or ignored in the often-frantic day-to-day activities that follow.
And here is the kicker: Most people know that they will not fulfill their mis-
sion statements even as they spend valuable time developing them. Yet we
continue to develop mission statements (both personal and professional)
while recognizing, deep down, that most of them will not be fulfilled very
well. What is going on here—and how can we stop wasting valuable time,
energy, and money developing statements that will not be fulfilled?

The authors focus on assessing the latest practices, tools, and technolo-
gies for their utility in optimizing the performance of VRMs. Computer-based
systems remain the focus of their review and discussion that assesses the
degree to which managers and leaders are able to achieve previously devel-
oped goals that are critical to the mission and objectives of the nonprofit.
They provide a thought-provoking overview of mission fulfillment best
practices based on behavioral science. Following an assessment of current
computer technology products that track goal achievement, the authors fo-
cus on the science-based mission fulfillment best practices they have devel-
oped as part of their collaborative efforts.

Digital L: Ethics: Professional Ethics for Volunteers
Joan E. Pynes, PhD

The administration of volunteer programs is a critical component of
strategic human resources management. Volunteers, in addition to paid
staff, are the human resources of an agency. As such, volunteer adminis-
trators and human resources management administrators (if they are dif-
ferent individuals with different responsibilities) must work together to
develop a strategic human resources management system for the
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nonprofit. In addition to developing a strategic human resources man-
agement system for the nonprofit, they must go beyond the technical
aspects of strategic human resources management and inculcate and re-
ify ethical administrative practices. The chapter provides a brief review
of strategic human resources management and then discusses codes of
ethics governing human resources management, the nonprofit sector,
and the management of volunteers. It concludes by acknowledging
some of the knowledge, skills, and other characteristics needed by vol-
unteer administrators.

Digital M: Professionalism and Credentialing in the Field of Volunteer

Management

Lawrence Ullian, EAD and CVA, and Anne B. Schink, CVA

Volunteer resource management continues to play an ever more pivotal
role in whether a NPO is able to achieve mission fulfillment. Clearly, profes-
sionalizing the field of volunteer resource management is important to cur-
rent and future practitioners, but perhaps more important, it benefits every
client, volunteer, stakeholder, and community served by the voluntary ac-
tion organization. The authors make a strong case that the manager of vol-
unteer resources has a number of options available that lead in the direction
of improving professional competence and status.

After providing a historical perspective, the authors establish a frame-
work for professionals in volunteer management that includes models and
conceptions relating to the field. A competency-based framework explains
the knowledge, skills, and abilities needed by managers of volunteers; a
novice-to-expert continuum; and the process of transforming managers of
volunteer resources. The credentialing certification process is outlined from
definition and core competencies to experience-based requirements. The
authors conclude with a discussion of what it means to be considered a pro-
fessional and what it takes to be a competent, confident, and professional
manager of volunteer resources.

Digital N: Advocacy in Volunteer Management
Anne B. Schink, CVA, and Lawrence Ullian, EdD, CVA

In the earliest days of the Latin language, Romans combined the words
“vocare” and “ad” to create the word “advocate,” meaning to call or sum-
mon. Today its extended meaning includes speaking in favor of, pleading
on behalf of another, or supporting and defending a cause. Further, that
meaning of “speaking on behalf or support of” has been combined with a
core value (creating and sustaining a better quality of life for society) to be-
come a major function and role for many of America’s millions of NPOs.

Nonprofits are perhaps the most pervasive and involved institutions par-
ticipating in the American public policy process. They are involved in such
widely diverse activities as national politics, designing or changing public
policies, and evaluating or passing judgment on an enormous variety of pub-
lic policies ranging from scientific and economic to educational and cultural.
These organizations and their leaders speak out—advocate—because they
must be true to their individual and organizational core values and to fulfill
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their role as agents on behalf of their chartered public purposes—to protect,
defend, and improve the quality of life for those who cannot do so for them-
selves. Their specific advocacy roles—behaviors, functions, or activities—are
as varied as the range of public purpose services provided by organizations
in the independent sector. The authors emphasize the importance of finding
and using one’s own voice to speak up about personal professional develop-
ment, the volunteer program, participation in management and leadership
roles, community engagement as a manager of volunteers, and the role as a
spokesperson for the causes that your organization espouses.

Volunteers are among the most effective advocates a nonprofit can use
in that area of public service mission fulfillment. While there are a number
of legal and regulatory to be considered, as the authors explain, no non-
profit should be intimidated about advocating for its policy and program
goals, and doing so often includes effective use of its corps of volunteers.
As the authors explain, “educating the public and elected officials are
essential elements of ensuring long-term support. Volunteerism often fol-
lows the model of meeting immediate, critical social needs, gradually evolv-
ing into social change and reform efforts aimed at ending the conditions
that led to the problem in the first place, or advocating for self improvement
efforts directed at overcoming adversity. In the end, active participation of
citizens in public life and government becomes civic engagement. . . .
Ensuring the sustainability of democratic institutions and protecting the civil
liberties of all citizens.”

Digital O: National, State, and Local Community Programs for Volunteer
Resource Managers
Kristin Callazzo Hodgson, CAE

National, state, and/or regional support programs can be important re-
sources for VRMs in such areas as recruiting, volunteer support, training,
financial resources, and information portals. The author reviews a variety of
resources and support programs ranging from social media and important
Web sites through which volunteers can be recruited, to national programs
and how to find the resources they offer. A discussion follows of considera-
tions and benefits attached to establishing a volunteer portal on the nonprof-
it's main Web site.

Another important discussion is that of what resources should be
expected and explored at the state and local levels. The author concludes
by emphasizing the fact that the VRM position will continue to change in
response to its mandate to help fulfill the needs of the organization. “Know-
ing when and where to find tools to help you along the way will play a big
part in your success as a volunteer manager,” the author points out. “Keep
in mind these basic tips and you are sure to be a success!”

Digital P: Volunteer Management: Hospice Organizations
Ginny Burns, CVA
“Every hospice patient and family situation is unique and hospice care
celebrates the uniqueness of each patient’s care,” the author points out.
“[Elvery request for volunteer support will present unique opportunities and
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challenges to the volunteer manager. . . . The workday is constantly chang-
ing. The work is intense, but it stays fresh. There is never a time when a
hospice volunteer manager can say ‘Now I have seen it all.” Sadness trickles
through each day, but laughter and hope flow freely.”

The author thoroughly and eloquently covers the specific field of hos-
pice volunteer management from organizational environment, recruiting
hospice volunteers, screening and interviewing potential volunteers, orien-
tation and training of hospice volunteers to appropriate assignments, super-
vision, evaluation, risk management, hospice volunteer recognition and
retention, and potential stressors facing hospice VRMs.

The author concludes by explaining: “Lives end, but life is celebrated
daily. Good people show up to do hard, meaningful, humane work—easing
the pain of others. The hospice volunteer manager gets to walk each day
with those special people and share in those celebrated lives. What a gift!”

Digital Q: Volunteer Resource Management in Local Development Orga-

nizations: An International Perspective (Portugal)

Timothy L. Koehnen, PhD

The author focuses on volunteer resource management as practiced
within international local development organizations. He points out, how-
ever, that many of these organizations do not have organizational cultures
or experience to adequately support volunteer resource management sys-
tem. More emphasis on planning and management of volunteer resources
and engaging volunteers is essential if volunteer competencies and effective-
ness are to be improved in such areas as leadership, strategy and operations.

The author considers and discusses various components of organiza-
tional involvement including

Organizational culture

Role analysis

Volunteer identification

Recruitment and selection
Management and supervision
Logistical support

Performance appraisal

Voluntary recognition and rewards
Performance appraisal and feedback
Organizational tools

He includes a personal critique of traditional methods and critical inci-
dents experienced in this process. The chapter closes with questions de-
signed to stimulate further discussion and self direction.

Digital R: International Volunteer Management
Marilyn K. Lesmeister, PhD, Pamela Rose, PhD, and Erin Barnhart, PhD Candidate

This chapter reviews the definitions, history, structure, and impact of
international volunteer programs and resource management issues they
face. The authors provide a variety of examples that represent programs
that are both transnational and specific to countries on each continent.
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In addition, the authors specifically discuss use of volunteers in the context
of international programs, comparing and contrasting international youth
civic engagement.

Following a discussion of the global meaning of international volun-
teerism, the authors discuss a variety of categories within international vol-
unteerism, including altruism, personal transformation, skill building,
being asked, and a combination of value and vacation. Volunteering
around the world is discussed with examples of noteworthy programs and
how they are influenced by governments, religions, and other institutions.
The structure of volunteer resource management is affected by the some-
times unique requirements of international volunteerism. The authors dis-
cuss such specific areas as recruitment, selection, orientation, training, and
partnerships that might be helpful. Following a discussion of international
use of volunteers in such areas as globalization, social justice, and mutual
benefit, the authors compare and contrast these programs. Finally, they
review the impact of international volunteer programs from various
aspects, including personal, professional, disadvantage, economic, and
social capital.

Quo Vadis, Volunteer Resource Management

In the early 1990s, circumstances led me to meet and study with Dr. W. Edwards
Deming, one of our most noted statisticians, authors, and teachers, a man who often
is credited with rejuvenating both the Japanese and American economies through his
insistence on process improvement and product quality. “Man’s job,” he said, “is to
govern the future, not simply be a victim of the wind blowing this way and that way.
I know, the best plans are upset. But, without a plan there is no chance. Best efforts
will not do it!” (quoted in Connors, 2001, p. 3).

Whether we plan on it—or for it—or not, there will be a future for volunteer
resource management and professional development. We have an essential choice:
We can attempt to influence the future of this evolving area of management through
vision and planning, or we can let the winds of change blow us this way and that.
Without a vision and a plan, we have little chance of affecting whatever outcome lies
ahead. Our contributors have shared their hard-earned experience and knowledge
with you in this handbook to provide you as professionals, practitioners, researchers,
and students of volunteer resource management with the tools and understanding
you will need to use the winds of change in this field to your advantage—and to the
benefit of those you serve.
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CHAPTER 1

Volunteer Models and Management

R. Dale Safrit, EAD
North Carolina State University

Ryan Schmiesing, PhD
Obio Community Service Council

his chapter introduces and defines the concept of volunteer management. His-

torical models of volunteer management are described, culminating in an in-
depth description of the only model of contemporary volunteer management based
on empirical data collected from actual volunteer managers, the PEP Model of Volun-
teer Administration: (Personal) Preparation, (Volunteer) Engagement, and (Program)
Perpetuation.

Volunteers and Their Essential Management

The social phenomenon of volunteerism has had enormous positive effects on indi-
viduals, their families and communities, and entire cultures for well over two centu-
ries in the United States and for at least half a century in western Europe and other
areas around the globe (Ellis & Noyes, 1990; Govaart, van Daal, Milinz, & Keesom,
2001; Jedlicka, 1990). Even in times of national economic slowdowns, individuals
continue to readily give their time, energies, and talents to other individuals and
groups (other than family members) with no expectation for financial remuneration
(Gose, 2009). And while informal volunteerism continues to thrive at the individual
and grassroots organizational levels, steady numbers of individuals also continue to
volunteer within formal programs and organizations. The United States Department
of Labor Bureau of Labor Statistics (2008) concluded that during the 12 months

This chapter is based on an article coauthored by the chapter’s authors with Joseph A. Gliem
and Rosemary R. Gliem of The Ohio State University, published in 2005 in Journal of Volunteer
Administration 23(3). Portions of the original article have been duplicated verbatim with writ-
ten permission of the editor of the International Journal of Volunteer Administration.
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between September of 2007 and 2008, almost 62 million people volunteered for for-
mal organizations in the United States; this roughly corresponds to almost 27% of the
population aged 16 and over. Most volunteers were involved with either one or two
organizations—68.9% and 19.8%, respectively.

In today’s complex society and era of rapid social and technological change, it is
essential that formal programs and organizations engaging volunteers do so within a
logical, holistic, systematic process that maximizes a volunteer’s impacts on the
program’s/organization’s clientele being served while minimizing inconveniences
and demands on the volunteer as an individual. While it is important to consider and
respect each volunteer as a unique individual, large numbers of volunteers focusing
on a single clientele or working within a single program require a higher level
of organizational coordination in order for the organization to meet its mission and
fulfill its commitments to the volunteers served. Thus, it is essential that all formal
volunteer-based programs and organizations develop a consistent and logical ap-
proach (or modeD) to engaging and sustaining (or managing) volunteer involvement.
(In actuality, we would argue that even informal volunteer initiatives would also bene-
fit from a logical and consistent approach to engaging and sustaining volunteers, but
that is a discussion for another time and place.) This chapter explores the concept of
volunteer management, both historically and today, and its essentials components.

Concept of Management

Any discussion of volunteer management must begin with a discussion of the foun-
dation concept of management itself. According to Kreitner (1998), “Management is
the process of working with and through others to achieve organizational objectives
in a changing environment. Central to this process is the effective and efficient use of
limited resources” (p. 5). Kreitner further identifies eight fundamental management
functions that also readily apply to volunteer programs and organizations:

1. Planning “is the formulation of future courses of action” (Kreitner, 1998, p. 14).
Paid staff in volunteer organizations must plan for the services and/or programs
offered to clientele. And, of course, they must also plan how to identify, engage,
and sustain the volunteers involved in delivering the services and/or programs.
Serafino (2010, p. 104) concluded that “[p]lanning is a complex activity [in volun-
teer organizations], perhaps made more complex by the involvement of
volunteers.”

2. Decision making involves managers ‘“‘choosing among alternative courses of
action” (Kreitner, 1998, p. 15). In volunteer-based programs, decisions must be
made regarding which clientele to serve, how to best serve them, and which vol-
unteers to accept into the organization. Yallen (2010) specifically discusses the
need for volunteer administrators to be competent in making ethical decisions.

3. Organizing involves “structural considerations such as the chain of command,
division of labor, and assignment of responsibility” (Kreitner 1998, p. 15).
Managers in volunteer organizations must decide which paid staff member will be
responsible for managing the organization’s volunteers, to whom that individual
will report, and if that will be a full-time responsibility or if the individual will also
have additional professional responsibilities (e.g., fundraising, marketing, etc.)
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Peach and Murrell (1995) discussed a systems approach to organizing in volunteer
organizations and concluded that “replicating current cutting-edge organizing
models will lead to . . . evolving even more innovative organizational models
unique to the volunteer worker culture” (p. 232).

4. Staffing “consists of recruiting, training, and developing people who can con-
tribute to the organization” (Kreitner, 1998, p. 15). In volunteer organizations,
staffing applies to securing and managing both paid staff and volunteers.
Krywood (2010) provides an excellent discussion on staffing within volunteer
organizations.

5. Communicating involves “managers . . . communicating to their employees the
technical knowledge, instructions, rules, and information required to get the job
done” (Kreitner, 1998, p. 15). Volunteers are a critical second targeted group for
communications in a volunteer organization. Macduft (1995) discussed the criti-
cal role of communications in volunteer organizations and concluded that
“[vlolunteers and [paid] staff need policies, procedures, and structures that per-
mit and encourage them to communicate” (p. 210).

6. Motivating involves encouraging “individuals to pursue collective objectives by
satisfying needs and meeting expectations with meaningful work and valued
rewards” (Kreitner, 1998, p. 15). The topic of volunteer motivation has been
well studied and commented on for decades. An entire issue of the International
Journal of Volunteer Administration is dedicated to the topic of volunteer moti-
vation (e.g., Finkelstein, 2007; Littlepage, Perry, Brudney, & Goff, 2007; Starnes,
2007; Yoshioka, Brown, & Ashcraft, 2007).

7. Leading involves managers “serving as role models and adapting their manage-
ment style to the demands of the situation” (Kreitner, 1998, p. 15). Managers of
volunteers are very often directly engaged along with volunteers in delivering
services or programs to clientele, thus serving as role models. Varella (2010) con-
cluded that leaders in organizations engaging volunteers “must fully appreciate
how their own leadership abilities help foster the motivation of volunteers”
(p. 434).

8. Controlling involves “managers [comparing] desired results with actual results
and [taking] necessary corrective action” (Kreitner, 1998, p. 15). The concept of
“control” is sometimes considered a negative concept wherein one individual
attempts to maintain power (or “control”) over another individual or group of
individuals. In reality, controlling is readily practiced in volunteer programs and
could better be considered under the more widely used term of “supervision.”
Volunteer managers sometimes must decide that an individual’s involvement as
a volunteer is no longer in the best interest of the clientele served, the volunteer,
and/or the overall organization and subsequently must take corrective action
(Herman, 2010); this is only one example of control in a volunteer organization.
Practices involving fiscal management (Kerr, 2010) and quality improvement
(Alaimo, 2010) are other examples of controlling in volunteer organizations.

Concepts of Volunteer and Volunteerism

The second foundational concept in volunteer management that must be defined
along with the concept of management itself is, of course, the concept of volunteer
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(or volunteerism). The literature is replete with myriad individual approaches to and
definitions of both of these social phenomena, some of which are controversial
(Brudney, 1999). As early as 1967, Naylor identified volunteers serving as a commit-
tee or board member as administrative volunteers and those that provided direct
service to others as operational volunteers. Park (1983) suggested that “the heart
of volunteerism is the countless individual acts of commitment encompassing an end-
less variety of . . . tasks” (p. 118), while Smith (1989) considered a volunteer as any-
one who reaches out beyond the confines of their paid employment and their normal
responsibilities to contribute time and service to a not-for-profit cause in the belief
that their activity is beneficial to others as well as satisfying to themselves. Safrit, King,
and Burscu (1994) defined volunteerism operationally as “giving time, energies, or
talents to any individual or group for which [the individual] is not paid” (p. 7).

Space in this chapter does not provide for an exhaustive discussion of these
concepts. Rather, we basically adhere to Safrit, King, and Burscu’s (1994) operational
definition of “volunteer” and to Merrill and Safrit’s (2000) conclusions that a “volun-
teer” is anyone who performs “volunteerism” and that any contemporary definition
of volunteerism involves four fundamental tenets:

1. Volunteerism implies active involvement.

2. Volunteerism is (relatively) uncoerced.

3. Volunteerism is not motivated primarily by financial gain.
4. Volunteerism focuses on the common good.

Defining “‘Volunteer Management”

The ultimate purpose of the discussion in this section is to arrive at a contemporary
definition of the process through which an individual (paid or unpaid) may most
effectively and efficiently coordinate the contributions of individual volunteers seek-
ing to help a formal organization or agency fulfill its mission. Consequently, and
based on the management and volunteerism literature, we define volunteer manage-
ment as the systematic and logical process of working with and through volunteers
to achieve and organization’s objectives in an ever-changing environment. Central
to this definition is the effective and efficient engagement of volunteers as human
resources who are respected and valued for both their individual and collective con-
tributions toward the organization’s mission and vision. (Of course, this conceptual
definition of volunteer management would involve various fundamental subcon-
structs or components that would operationally define the concept in greater detail
while synergistically contributing to the overall concept’s definition.)

The individual who manages volunteers within these parameters is logically
called a “volunteer manager” or “volunteer resource manager.” This individual may
be a paid or unpaid staff member. (However, the former term often is discouraged in
some contemporary associations involving paid managers of volunteers since to the
uninformed, “volunteer manager” could be interpreted as a volunteer managing any
aspect of the organization’s operations or programs.) If that individual is a paid staff
member who also performs administrative duties involving policy development
or implementation regarding the volunteers being managed, or has fiduciary respon-
sibilities regarding the volunteers’ involvement in the organization, then the term
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“volunteer administrator” could likewise apply. In their exhaustive Internet search of
the literature, Brudney and Heinlein (2010) found nine separate titles used to de-
scribe professionals and practitioners in this field, including volunteer manager and
volunteer administrator as well as administrator of volunteers, volunteer coordinator,
coordinator of volunteers, manager of volunteers, director of volunteers,
volunteer director, and community organizer.

Review of Major Volunteer Resource Management Models

Volunteer management has evolved as societies continue to change, requiring new
strategies to meet the emerging needs of people in communities around the world
through volunteerism. In the United States, from the early days of neighbors helping
neighbors to the current virtual volunteering, volunteerism has played an important
role in helping address the nation’s challenges (Ellis & Noyes, 1990). In addition to the
emergence of national service as a catalyst to increase volunteer engagement, strategic
initiatives to engage baby boomers, college students, families, and virtual volunteering
have all contributed to the growth of volunteerism in the United States. In fact, in 2009,
1.6 million more individuals volunteered than during the previous year (Corporation
for National and Community Service, 2010). While still considered a relatively young
profession, volunteer management nonetheless has played an important role in the
evolution of volunteerism around the world and will continue to be important as more
people volunteer and new strategies are introduced to engage individuals as volun-
teers. Historically, managers of volunteers have accepted responsibilities related to the
identification, selection, orientation, training, utilization, recognition, and evaluation of
volunteers, commonly referred to as ISOTURE (Boyce, 1971).

In her 1967 book, Volunteers Today: Finding, Training and Working with Them,
Harriet Naylor was the first author to publish a text that focused on volunteer man-
agement. Following Boyce’s seminal work of connecting leadership development to
volunteer engagement, numerous authors and practitioners have suggested specific
yet varied requisite foundational knowledge and skills for the effective and efficient
administration of volunteer programs (Brudney, 1990; Culp, Deppe, Castillo, &
Wells, 1998; Ellis, 1996; Fisher & Cole, 1993; Kwarteng, Smith, & Miller, 1988;
Navarre, 1989; Penrod, 1991; Safrit, Smith, & Cutler, 1994; Stepputat, 1995; Wilson,
1976). In-depth and thorough reviews of each of these works have revealed similari-
ties and disparities among the authors’ ideas regarding volunteer management com-
petencies as well as similar findings and/or suggestions concerning the needed
competencies for managers of volunteer programs to be successful (Safrit & Schmiesing,
2004, 2005). The remainder of this section provides an overview of the more popular
models that have been used and adopted in the United States and around the world by
volunteer managers.

Naylor (1967)

According to Wilson (1992), “The first book for our field was in 1967 Harriet Naylor:
Volunteers Today: Finding, Training and Working with Them” (p. 45). According to
Naylor (1967) herself, that “book was directed to those in leadership positions in
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organizations which require the unpaid work of citizens in administration and pro-
gram services. Such citizen volunteers may serve in meeting need for subsistence,
health, education, cultural and aesthetic experience, and social acceptance” (p. 8).
While Naylor never actually used the term “volunteer management” or “volunteer
resource management,” she described the critical components of a plan for the de-
velopment of volunteer leadership in organizations wherein paid and volunteer staff
work hand in hand to fulfill the mission of the overarching organization. Naylor’s
approach to volunteer development included seven critical components:

. An inventory of jobs

. An inventory of volunteers

. A recruitment plan

. A selection and placement process

. Induction and supervision

. A comprehensive and unified training program

. Provision for volunteer mobility (i.e., volunteers leaving their position and the
organization)

N AN RN =

Regarding the two components inventories of jobs and volunteers, Naylor empha-
sized “analyzing the work to be done [by volunteers] and dividing it into person-sized
parts” (1967, p. 174) correlated with the “registration of all active individuals and a
continuing record or prospects and new recruits to be matched against the jobs and
vacancies discovered” (p. 175). As far as we can determine, Naylor was the first author
to publish actual written volunteer job descriptions, one for what she termed “adminis-
trative volunteers” and a second for “program volunteers” (pp. 82-83). Following her
two initial components was the development of a recruitment plan that used “an indi-
vidualized approach, concentrated on [finding] particular individuals to fill specific
vacancies” (p. 175). Selection and placement emphasized that “enough time and
enough information must be available to the advisory staff and to the person appoint-
ing for both of them to consider carefully the qualifications of candidates and their
potential for a job that is vacant” (p. 176). Induction and supervision ensured that a
new volunteer was adequately introduced to the sponsoring organization and that the
volunteer and supervising staff shared responsibility for the volunteer’s continued suc-
cess with the given task. Naylor was again the first author to publish standard volun-
teer training plan components involving the sequencing of volunteer training, actual
teaching methods appropriate for volunteers, and considerations for approaching vol-
unteers as adult learners. Finally, “a carefully individualized process for [volunteer]
promotion, transfer, and separation of volunteers from the job” (p. 178) addressed the
mobility of volunteers both within the organization and among volunteer organiza-
tions. Naylor emphasized the importance of formal exit interviews and referrals when
a volunteer decided to leave the organization, for whatever reason.

Boyce (1971)

One of the most highly recognized models of volunteer resource management was
first proposed by Milton Boyce in the early 1970s. Boyce’s work provided a much-
needed framework for the profession and originally was implemented through the



Review of Major Volunteer Resource Management Models 9

national Cooperative Extension Service system. The model adopted by Boyce with a
focus on volunteerism as leadership development was originally developed by
Dr. Robert Dolan, professor of adult education at North Carolina State University.
Importantly, Boyce stated that “the leadership development process is a systematic
approach whereby individuals are offered the opportunity to increase their ability to
influence the behavior of members of a social group” (1971, p. 3). Although it is a
systematic process, it should be noted that “the leadership development process is
continuous and this model is only a guide, not a prescription” (p. 15).

The model, commonly referred to as the ISOTURE model, introduced the man-
agement concepts of:

1. Identification. The process of finding people who have the competencies and
attitudes essential to fill specific leadership positions

2. Selection. The process of studying the backgrounds of those potential leaders
identified and desired, and motivating them to fill selected positions

3. Orientation. The process of orientating those leaders selected in the role expect-
ations of the leader position

4. Training. The process of stimulating and supporting leaders’ efforts to acquire
knowledge and to develop attitudes and skills that will improve the quality of
their performance in leader positions

5. Utilization. The process of providing the opportunity for leaders to put acquired
knowledge and skills into action in the most appropriate way, and provide them
an opportunity to function

6. Recognition. The process of recognizing and rewarding sound leader performance

7. Evaluation. The process of determining results of leader performance

Like many authors who have come after him, Boyce emphasized evaluation but
pointed out that “evaluation must be used to appraise the behavior of the volunteer
leader since one of the goals of leader training and leader utilization is to provide
growth in the leaders themselves” (1971, p. 15). The focus on the growth and devel-
opment of the volunteer leader was unique at that time, and we could argue that it
still is unique today.

While published nearly 40 years ago, Boyce’s model of volunteer management
provided the foundation for the volunteer management profession. The ISOTURE
approach to volunteer leader development suggested seven subcategories inherent in
volunteer management that remain relevant today and may be found in many, if not all
models, that followed his work. Using Boyce’s conceptual model more than two deca-
des later, Safrit et al. (1994) developed BLAST: Building Leadership and Skills Together,
a volunteer management curriculum targeted toward 4-H Youth Development profes-
sionals. This resource, utilized extensively across the U.S. Cooperative Extension Ser-
vice, includes tools, resources, and worksheets for the volunteer manager.

Wilson (1976)

One of the first to emerge with a focus on the salaried volunteer administrator of
volunteers, Marlene Wilson proposed the necessary components for paid staff to be
successful and have an effective program engaging volunteers. Wilson placed heavy
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emphasis on the humane aspects of a management model and stressed the impor-
tance of the organizational climate that volunteers would be experiencing. The paid
staff member has significant influence over the climate in an organization, and it is
important that the volunteer resource manager focus on the nine dimensions that
define climate that were originally proposed by Litwin and Stringer (1968). Wilson
suggested strategies that might influence climate, including how an administrator
might create an achievement-, affiliation-, or power-oriented climate. It is clear in
her work that to Wilson, popular management and leadership functions applied to
the role of the paid administrator were keys to creating the right culture and climate
for volunteers, paid staff, and service recipients. In her model, Wilson relied heavily
on management theory and practices from such authors and practitioners as Peter
Drucker, Ken Blanchard, and Paul Hersey.

Wilson applied the theory of motivation to the functional steps of recruiting,
interviewing and placing, supervising, and retaining volunteers. She stressed the im-
portance of recruiting potential volunteers in a manner that highlighted the impor-
tance of their motivational factors. The interview stage provided the first real,
in-depth opportunity for the paid administrator to determine the needs and goals of
the potential volunteer and if they were congruent with those of the organization.
Wilson suggested that it was important to understand if people are achievement,
affiliation, or power oriented as that motivation greatly influenced the administrator’s
decision making and further advanced the notion that not one model fits all volun-
teers. Finally, retaining volunteers was closely tied to the reward and recognition
structure of the organization. Understanding the motivation of individuals and
groups would greatly inform the management functions and how they were applied
in the volunteer setting.

Brudney (1990)

Jeffrey Brudney suggested steps that focused on mobilizing volunteers for public ser-
vice in communities, basing a great deal of his discussion and recommendations on
the results of the U.S. Small Business Administration (SBA) Service Corps of Retired
Executives (SCORE Association) study published in 1988. Growth in volunteerism in
public services had been driven by several factors, including calls from public offi-
cials and the fiscal climate at the time of the book’s publication, which was remark-
ably similar to today’s environment. Additionally, Brudney identified the increasingly
positive relationships between public administrators and citizens at the local level,
resulting in increased volunteer rates through public programs. Regardless of the
reason, it was important that volunteer managers in the public sector recognize the
importance of formally managing volunteer programs.

Brudney identified the internal work that must be done to prepare for a success-
ful volunteer program. Public sector entities must:

1. Identify reasons to have volunteers and the needs within the organization to im-
prove services.

2. Gain employee perspectives and buy-in.

. Develop a sound organizational structure, including housing the program.

. Identify a director of volunteer services to provide overall leadership.

WY
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Once this initial preparation work has been completed, the agency is ready to
develop the core components that would lead to successful volunteer engagement.

Brudney outlined the core components that must be developed and imple-
mented, including the position description and recruiting, screening, placing
volunteers, educating, evaluating, and recognizing volunteers. An additional and
important component advocated by Brudney was the training of employees in vol-
unteer management and supervision that was highlighted by Walter (1987), who
indicated that there was little in the background of the public employee that would
support their success in volunteer management. Education and training provided
to employees was a significant strategy to help overcome resistance that was likely
to emerge.

A major part of Brudney’s work was also devoted to the concept of the costs and
benefits of having a volunteer program. Brudney advocated the importance of
understanding these two concepts along with the potential pitfalls that may be
encountered by the public agency. The displacement of paid employees, especially
during an economic crisis, was (and still is) a critical issue for public agencies (really
all agencies) to fully understand. To evaluate the cost effectiveness of a volunteer
program, Brudney outlined a six-step process and applied it to the SCORE program
as an example.

A concept that Brudney incorporated into his work was how volunteers can im-
prove service quality and impact. To that end, Brudney emphasized the service per-
formance of volunteers and how important it was that they were trained and
educated, in an effort to avoid poor performance that may lead to lack of impact.
Volunteers could contribute significantly to an organization’s performance and out-
reach in communities, especially in those situations where public agencies did not
have, nor ever had, funds to hire paid staff.

Penrod (1991)

Kathryn Penrod developed the L-O-O-P model of volunteer management with a fo-
cus on the concepts of locating, orientating, operating, and perpetuating volunteers
and volunteerism. Built on these four concepts, Penrod suggested that they are not
independent of each other but rather blend together with each being integral to the
overall success of the total model. The locating concept addresses the steps of volun-
teer recruitment and selection and the important considerations that these steps
involved. The location step of the model focuses on matching the organization’s
needs with the individual volunteer’s skills and interests. Additionally, through the
selection process, it is important to determine the potential volunteer’s needs and
match those with organizational needs.

The orientation step of the L-O-O-P model focused on strategies to educate the
new volunteer, including formal and informal processes. Potential or new volunteers
have many ways to collect information about an organization, including newspapers,
printed brochures, electronic media, talking with others, and questions asked during
their initial inquiry about volunteering with the organization. The formal process of
orientation is more structured and includes the explanation of the organization’s
rules, policies, by-laws, and standard operating procedures. While the organization
may controlled the formal orientation, they do not control the informal processes
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and must recognize that individuals do not always interpret information received as it
is intended by the organization.

Penrod introduced the term “operating” when referring to volunteer engage-
ment, the impact that volunteers have in communities, and the impact of volunteer-
ing on a volunteer’s individual growth. Penrod indicated that it is important that
volunteers know that their service is meaningful and that they have an impact. The
educational process began during the orientation phase but continued throughout a
volunteer’s tenure with the organization. Penrod believed that the learning processes
in which the volunteers are engaged (e.g., new ideas, meeting new people, learning
new methods, etc.) are forms of payment for their service. Also included in this com-
ponent were the accomplishments of the volunteers and the opportunity for them to
be engaged in service that is meaningful to the organization, service recipients, and
themselves. It is important that the leader of volunteers recognize the accomplish-
ments of volunteers since they may not also acknowledge this fact or recognize the
importance of highlighting the accomplishments.

Perpetuating the involvement of volunteers is a concept with which Penrod con-
cluded the L-O-O-P model; it consists of the evaluation of the volunteer experience
and recognition for a volunteer’s efforts. Evaluation is an important but difficult task,
but it must be completed, focus on the tasks completed by the volunteer, and be
constructive in terms of the feedback provided. Penrod, like many others, suggested
that recognition be consistent with the desires of the individual volunteers and be
varied to meet the needs of many. Most important, perhaps, is that the L-O-O-P
model suggests that recognition of volunteer efforts should be done throughout a
project, and not simply at the conclusion of the project or program year.

Fisher and Cole (1993)

James Fisher and Kathleen Cole recognized the importance of professional develop-
ment of the volunteer manager since so many were coming into the profession with
little previous experience or education directly related to their position’s responsibil-
ities. The authors identified and raised the importance of the leadership functions of
a volunteer manager; a leader must set direction, encourage others to buy into the
direction, and inspire others to become engaged and support the direction/vision.
Fisher and Cole incorporated the work of Bennis (1987), who identified key aspects
of leadership, including: the leader as a visionary, sharing the vision, fulfilling the
vision, and the leader as an advocate. Additionally, Fisher and Cole identified mana-
gerial functions important to the volunteer manager and the importance for
nonprofit and volunteer organizations to adopt sound management functions.

Fisher and Cole suggested that both personnel management and program man-
agement functions were important to the role of the volunteer manager. Personnel
management focuses on the identification of volunteer roles and preparing the orga-
nization to engage volunteers. Functionally, the manager must work with other units
and departments in the organization to identify tasks for potential volunteers and
then work with other paid staff supporting the service of volunteers once they are
engaged. Additionally, volunteer managers play a key role in relationships within
the organization and the community. Program management functions include the
ongoing staffing operations and budgeting and fiscal issues that are important to the
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success of volunteer programs. Overall, the volunteer manager has broad responsi-
bilities for the climate in the organization to ensure that others were prepared from
leadership and management perspectives to engage volunteers.

Training and development are critical to the success of the volunteer program in
the Fisher and Cole model. Volunteers come to organizations with varying levels of
experience and knowledge; thus, it is imperative for the organization to prepare the
volunteers to serve in specific roles. Volunteers must learn about the organization,
their specific volunteer position, changes and transitions that are likely to take place,
and different opportunities for increased responsibility. Supervising volunteers, as
others have indicated, is not a one-size-fits-all model. Volunteers have different
needs, desires, interests, and motives, and each needs to be considered when de-
signing a supervision strategy within an organization. Volunteer managers need to
know if their organization is centralized or decentralized; this helps determine if one
or more paid staff would supervise volunteers or if the structure requires volunteers
to supervise volunteers. Regardless of who is supervising volunteers, the training,
education, and support for those individuals is important and essentially a require-
ment for it to be successful.

Demonstrating the value of volunteer programs is the final component of the
model proposed by Fisher and Cole. The focus is on evaluation and understanding
that it may be on the process, the results, or the overall impact of volunteer engage-
ment. The authors described the essential components of an effective evaluation, in-
cluding the need to identify the goals of the evaluation, who/what to evaluate, data
collection strategies, qualitative versus quantitative data analysis and ultimately com-
municating the results.

Fisher and Cole (1993) stated that “a discussion of the professionalization of vol-
unteer administration often focuses on two major parts: the feasibility of profession-
alization and the advisability of professionalization” (p. 165). They recognized that
the field of volunteer management is broad and the benefits/costs of professionaliza-
tion are difficult to ascertain. A strong knowledge base, standards for entry into the
profession, standards for practice, a distinctive subculture, and awareness in which
the public is apprised of activities are important for the professionalization of volun-
teer management. Volunteer managers should develop their own personal philoso-
phy of volunteer involvement. In addition, their perspectives and philosophies are
also important catalysts and influences within their organizations as they evolve and
deploy the organizational volunteerism philosophy best suited to fulfilling an organi-
zation’s strategic vision and mission.

Stepputat (1995)

Arlene Stepputat identified ten overarching categories that are necessary for success-
ful volunteer resource management:

. Recruitment

. Application, interview, and screening
. Orientation and training

. Placement

. Supervision and evaluation

NN =
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. Recognition

. Retention

. Record keeping

. Evaluation

. Advocacy and education

SN X I

Like other authors, Stepputat believed that the role of volunteer manager is unlike
any other professional position in an organization and is not clearly understood by
many, even those in the nonprofit sector.

Educating and preparing professional volunteer managers is an important com-
ponent of the Stepputat model, recognizing the need to engage with other paid staff
and support their work with volunteers. Additionally, policy development and im-
plementation are key components to the volunteer manager’s roles and responsibili-
ties, emphasizing that volunteers are an additional human resource and that the
interaction between all other departments/units of the organization will increase the
likelihood of success.

A primary role of the volunteer manager, according to Stepputat, is that of advo-
cating for volunteers and volunteerism within the organization and the community.
This advocacy is more than simply communicating the importance of volunteerism;
rather it also includes taking specific steps to make sure that volunteers are engaged
in special programs, training, or recognition events. Additionally, advocacy strategies
should extend to understanding state and federal legislation that may affect volun-
teer engagement and organizational policy development that has implications on
volunteer engagement.

Ellis (1996)

Susan Ellis placed a significant emphasis on the executive leaders of an organization
and their involvement as necessary for successful volunteer programs, beyond
engaging just when something went wrong. Recognizing that the nonsalaried
personnel department of an agency is the volunteer program, Ellis argued that it de-
served as much attention as the salaried personnel department. Before engaging vol-
unteers, Ellis suggested that organizations must develop a statement of philosophy,
goals and objectives, policies, management structure, organizational chart, and what
they want to communicate about the organization. Having each of these components
in place prior to engaging volunteers results in an organization that is prepared for
volunteers, thus significantly increasing the likelihood of success.

Ellis suggested that organizational leaders must allocate adequate resources,
since volunteer engagement is not free. Consideration must be given to space and
facilities, furniture and equipment, telephone, supplies, travel, postage, insurance,
recognition, evaluation, and training/orientation. Another significant expense is the
personnel assigned to direct the volunteer program, regardless of the percentage of
time that the individual focuses on volunteer management. In addition to many of
the expenses just identified, there also are expenses associated with the professional
development of paid staff and engagement of advisory and support committees.

Building on the planning and staffing functions that Ellis identified, organiza-
tions must prepare for and manage volunteer and employee relationships.
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Organizational leaders must plan for those employees who refuse to accept volun-
teers, perceived threats from paid staff, tension between volunteers and staff, and
volunteer resistance. Many, if not all, of these challenges can be overcome with
proper planning and education of current paid staff prior to engaging volunteers.
Strategies are offered, including incorporating language that emphasizes working
with volunteers in paid staff position descriptions, training for paid and volunteer
staff, and a clear delineation of roles and responsibilities. Organizational leaders
must be cognizant of legal issues associated with issues of confidentiality, employer/
employee relationships, liability and injuries, car insurance, board member indemni-
fication, and conflict and dispute resolution. Program leaders must determine not
only what to assess but also how to carry this assessment in an ongoing manner.
Likewise, organizations should be cautious not to try to compare the accomplish-
ments of volunteers to paid staff since this may cause more challenges; however, it is
important to evaluate the service of individual volunteers and the performance of
paid staff directly involved in the volunteer program or who are supervising volun-
teers. Finally, Ellis provided justification for why it is important to calculate the true
costs of the volunteer program, including the donated time of volunteers, and
supplied work sheets to calculate these into organizational budgets.

Culp, Deppe, Castillo, and Wells (1998)

The generate, educate, mobilize, and sustain (GEMS) model of volunteer administra-
tion built on the models already described as well as the Volunteer Management
Cycle proposed by Lawson and Lawson (1987) and the Volunteer Professional Model
for Human Services Agencies and Counselors developed by Lenihan and Jackson
(1984). Lawson and Lawson focused their work on the religious community and in-
cluded many of the same components as previously described. Lenihan and Jackson
focused their work on community agencies and professional counselors with their
model “designed specifically for those who are encouraged by their employer or
company to serve in volunteer roles with human service agencies” (p. 37).

The GEMS model consists of four distinct concepts of generating, educating,
mobilizing, and sustaining volunteer efforts. Generating includes six phases: con-
ducting a needs assessment, writing position descriptions, and identifying, recruiting,
screening, and selecting volunteers. Educating includes the four components of ori-
entating, protecting, resourcing, and teaching. It is worth noting that the “protecting”
terminology is unique and includes how an organization addresses risk management
broadly, including conflict resolution and appropriate behaviors. The resourcing
phase continues the more recent acknowledgment that volunteer management is
not free and that there are real and direct costs associated with engaging volunteers.

The mobilizing phase of the GEMS model of volunteer administration includes
engaging, motivating, and supervising volunteers. Ken Culp and his coauthors built
on and incorporated motivation theory highlighted by Wilson (1976). Finally, the
model concludes with the sustaining component that included evaluation, re-
cognition, retention, redirection, and disengagement. Following a more contempo-
rary acknowledgment of the similarities between paid and volunteer staff, the GEMS
model recognizes that organizations sometimes have to be orientated again if they
are implementing a new volunteer position or receiving a less than desirable
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evaluation. Additionally, the model recognizes the need to disengage volunteers,
either through their own decision or the decision of the organizational leaders. An
important component of the GEMS model is that volunteers may enter the model at
whatever phase is necessary or that the volunteer resource manager can determine
that individuals need to reenter a component at a given time; in other words, the
model is not linear.

Comparing the Models: Similarities and Differences

Exhibit 1.1 depicts the volunteer management models discussed in this chapter.
In-depth and thorough reviews of each of the previously identified works revealed
respective both similarities and disparities among the authors’ ideas regarding volun-
teer management competencies, as well as similar findings and/or suggestions
concerning the needed competencies for managers of volunteer programs to be suc-
cessful (Safrit & Schmiesing, 2004, 2005). Many, if not all, volunteer management
models have built on the early work of Boyce (1971) and include in some format the
seven components of leadership development that he adopted from the field of adult
learning and applied to volunteer management.

It could be argued that, to a degree, all of the models discussed are basically the
same, with the only differences being the words used to describe a specific compo-
nent or that some components are embedded within others and thus not easily iden-
tifiable. The authors discussed recognize that volunteer management approaches
have to expand beyond a focus on the individual volunteer to address organizational
systems as well. Developing a volunteer management model based on best practices,
Wilson (1976) focused on the critical practical roles of salaried managers or volun-
teers, including motivating volunteers; establishing a positive organizational climate
for volunteer involvement; planning and evaluating volunteer programs; developing
volunteer job descriptions; recruiting, interviewing, and placing volunteers; and ef-
fective communications. Another pragmatic approach was proposed by MacKenzie
and Moore (1993), who identified fundamental management principles and practices
formatted into worksheets to assist the day-to-day manager of volunteers. Ellis (1996)
identified components of volunteer management by proposing professional,
administrative approaches to volunteer management. Navarre (1989) approached
volunteer management from a staff management focus in grassroots volunteer orga-
nizations. Navarre’s focus included the importance of having written job descrip-
tions; recruiting, interviewing, orienting, and training new volunteers; and volunteer
supervision, evaluation, and motivation. Approaching volunteer management in a
very similar manner, Stepputat (1995) identified ten overarching categories that were
necessary for successful volunteer management, including recruitment; screening;
orientation and training; placement; supervision and evaluation; recognition; reten-
tion; record keeping; evaluation; and advocacy and education. Finally, Brudney
(1990) identified practical components for public agencies to implement in order to
mobilize volunteers for public service in communities.

From a purely conceptual approach, several authors developed volunteer man-
agement models within the context of the United States Cooperative Extension
System. Kwarteng et al. (1988) identified eight conceptual components to volunteer
administration: planning volunteer programs; clarifying volunteer tasks; and the
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18 Volunteer Models and Management

recruitment, orientation, training, support/maintenance, recognition, and evaluation
of actual volunteers. Penrod’s (1991) L-O-O-P model suggested these conceptual
components of volunteer management: locating and orientating volunteers, operat-
ing volunteer programs, and perpetuating volunteer involvement. Most recently,
Culp et al’s (1998) GEMS model built on and reorganized the earlier works of
Penrod and of Kwarteng et al. by organizing components of volunteer administration
into four overarching categories: generating, educating, mobilizing, and sustaining
volunteers.

Empirically Based Model of Volunteer Resource Management:
PEP Model of Volunteer Administration

Prior to 2004, little to no empirical research existed that quantitatively investigated
and identified the core competencies needed for managers of volunteers to effec-
tively administer volunteer-based programs and the individuals who serve therein.
Safrit and Schmiesing (2004) conducted research to identify the competencies
needed based on historical literature and contemporary practices of volunteer
administrators, resulting in the PEP model (Safrit, Schmiesing, Gliem, & Gliem,
2005). The purpose of their exploratory study was to identify components of volun-
teer management based on both published literature and contemporary best prac-
tices. The researchers developed a qualitative methodology utilizing both deductive
content analysis and inductive thematic development (Thomas, 2003). According to
Miles and Huberman (1994), “Qualitative researchers usually work with small
[authors’ italics] samples of people, nested in their context and studied in-depth”
(p. 27). Kuzel (1992) and Morse (1989) suggested that qualitative samples tend to be
purposive (i.e., seeking out specific individuals or types of individuals due to their
direct connection or expertise with the focus of the research) rather than random as
in broader, quantitative research. Consequently, the researchers utilized practitioner
and action research concepts suggested by Jarvis (1999) as well as documented his-
tories of national consulting, program management, and professional leadership in
volunteer administration to identify eight current volunteer managers (“‘practition-
ers”) and 11 current national/international consultants (“experts”) to participate in
the study. Seven individuals from each group agreed to participate.

The researchers asked the seven practitioners to reflect on their day-to-day suc-
cessful practices in managing volunteers and, based on their reflections and real-life
contemporary experiences, to identify effective components of contemporary volun-
teer management. Similarly, the researchers asked these experts to read two or three
entire documents of published literature on volunteer management, to reflect on
their readings, and (based on their reflections and the literature read) also to identify
effective components. The researchers developed a theme identification work sheet
to facilitate participants’ reflections in identifying components of volunteer manage-
ment and submitting them to the researchers in short words and phrases.

The researchers analyzed the data initially by using constant comparative analy-
sis (Glaser & Strauss, 1967). They read and reviewed the volunteer management
components identified by both the practitioners and experts and collapsed the initial
data into recurring themes using a modified storyboarding technique (Tesch, 1990).
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The researchers employed triangulation (Cohen & Mannion, 1985) with two separate
groups of volunteer administrators and one group of Ohio State University faculty
familiar with volunteerism and qualitative research, in order to strengthen the integ-
rity of the collapsed themes identified, resulting in valid volunteer management com-
ponents and subcomponents. Based on the data from consultants and practitioners,
three categories and nine constructs were identified and included that comprised the
conceptual PEP model:

Category I: Personal Preparation
1. Personal and Professional Development
2. Serving as an Internal Consultant
3. Program Planning
Category II: Volunteer Engagement
4. Recruitment
5. Selection
6. Orientation and Training
7. Coaching and Supervision
Category III: Program Perpetuation
8. Recognition
9. Program Evaluation, Impact, and Accountability

Subsequently, the researchers used the PEP conceptual model to ask members of
the Association of Volunteer Administration about their perceptions of the importance
of each potential competency suggested in the PEP conceptual model (Safrit et al.,
2005). The population for the subsequent study was the 2,057 individual members of
the Association for Volunteer Administration (AVA) as of July 1, 2004, and included
1,889 AVA members from the United States, 98 from Canada, and 70 from other coun-
tries. The researchers used a quantitative methodology approach of a mailed question-
naire consisting of 140 individual volunteer management competencies based on the
prior qualitative study. A pilot test provided Cronbach’s alpha reliabilities for individual
constructs that ranged from .73 to .93. Since all values were greater than .70, the
researchers determined the questionnaire to be reliable (Stevens, 1992).

The authors achieved a final response rate of 25% (Wiseman, 2003) and followed
up with 150 randomly selected nonrespondents (Linder & Wingenbach, 2002; Miller &
Smith, 1983); they found no significant differences between respondents and nonres-
pondents. To determine if the data were appropriate for factor analysis using the prin-
cipal component analysis technique, a correlation matrix of volunteer management
competencies was reviewed for intercorrelations greater than 0.30], and two statistics
were computed. Based on the correlation matrix and the statistics calculated, the
researchers concluded that the data were appropriate for component analysis.

Two criteria were used initially to determine the number of components to be
extracted. First, only components with eigenvalues greater than 1.0 were considered
for the analysis. Second, a scree plot of the component eigenvalues was used to iden-
tify breaks or discontinuity in determining the number of major components. After
initial extraction, a third criterion for the determination of the number of components
to extract was whether they possessed meaningful interpretation (simple structure
and conceptual sense). The extraction procedure resulted in the identification of
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seven components underlying the conceptual constructs of volunteer management
competencies. The components were rotated using a varimax rotation method with
Kaiser normalization to aid in interpretation. A maximum likelihood factor extraction
procedure was also used to observe the stability of the components identified in the
principal component analysis. This second technique resulted in the delineation of
identical factors with similar loadings as the principal component analysis, reflecting
stability in the results.

The component loadings in the rotated component matrix were examined to un-
derstand and interpret the nature of the seven components. To assist in the interpre-
tation and reduce subjectivity and the likelihood of non-significant items loading on
the components, only items with component loadings of |0.40| and higher were con-
sidered for naming the seven components (Stevens, 1992). The researchers utilized a
qualitative triangulation methodology (Cohen & Mannion, 1985) with themselves
and three nationally recognized experts in volunteer management and administra-
tion to name the components identified.

The end result was an empirically based model for volunteer management, the
first of its kind (as far as the authors can ascertain). Still referred to as PEP, the revised
model includes seven components of contemporary volunteer management and ad-
ministration, with each component reflecting respective requisite professional com-
petencies (see Exhibit 1.2). Together, the seven components accounted for 39.2% of
the total variance among the empirical data collected.

The seven components identified in PEP emphasize practically all of the volunteer
management competencies identified during the previous 35 years by authors and
professional leaders in the field. The four components of volunteer recruitment and
selection, volunteer orientation and training, volunteer program maintenance, and vol-
unteer recognition address the large majority of volunteer management concepts that
have been identified traditionally for volunteer organizations and programs holistically
(Boyce, 1971; Brudney, 1990; Culp et al., 1998; Ellis, 1996; Fisher & Cole, 1993;
Navarre, 1989; Penrod, 1991; Stepputat, 1995; Wilson, 1976).

Comparing PEP to Historical Models

As shown in Exhibit 1.3, previous models of volunteer management have not
adequately addressed the personal and professional growth of the individual volun-
teer manager (with the possible exception of Fisher and Cole, 1993, and Brudney,
1990, to some degree). This analysis is supported by the Points of Light Foundation
(Allen, 1995):

[AJs we have discussed before [regarding volunteer management], volunteer coor-
dinators were, in a way, a missing element. This is not to say that volunteer coor-
dinators arve not important—indeed, in an earlier piece we argued that the
research leads to a more important role of internal consultant and change agent
for volunteer coordinators. Ratber, it underscores that it is not the mere presence
or absence of a staff position with that title that makes the difference. It is the way
the person in the position thinks, what he or she does and what the system is
prepared to allow him or ber to do—those are the critical differences between the
“more effective” and “less effective” organizations. (p. 17)
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Two other differences that are worth additional discussion relate to program
maintenance and resource development. Perhaps an argument of semantics, pro-
gram maintenance was not previously included in the historical models. In the PEP
model, program maintenance takes a holistic view of the functions related to su-
pervision, performance evaluation, utilization, and overall engagement of the indi-
vidual volunteer. The competency of resource development is certainly not new to
the profession; however, the level of skill and experience needed to be successful
likely has increased dramatically in recent years, which is why it has been identi-
fied in the research. Resource development goes beyond budgeting and determin-
ing the cost effectiveness of a volunteer program to include the overall
development and implementation of a comprehensive and contemporary plan to
secure resources for the program. The notion of resource development as a signifi-
cant component of a volunteer manager’s position description may be unsettling
for some; however, without a comprehensive plan, the ability to support the pro-
gram and the volunteers adequately is likely diminished significantly. A final com-
ponent that has some differences from historical models is that of program
advocacy that has become a very significant component of the volunteer manager’s
position. Taking the components of evaluation and sustaining that previous
authors identified in their models, the PEP model suggests that one must operation-
alize those activities so that the volunteer program may grow and be sustainable in
local communities.

While there are notable differences between the PEP model and the historical
models and concepts previously discussed, there are also similarities. Like most, if
not all, models before PEP, the components originally identified by Boyce (1971) are
included in this model as well. This notion further validates the importance of those
competencies and how they are applicable even in today’s complex and often fast-
paced environment of engaging volunteers through many different modalities
(i.e., short term, long term, episodic, virtual, etc.).

Comparing PEP to Contemporary Models

The Council for Certification of Volunteer Administration (CCVA) is responsible for
awarding the credential Certified in Volunteer Administration (CVA) and promoting
six core values in volunteer resource management. The CCVA (2008) outlines five
core competencies:

1. Ethics. Acting in the accordance with professional principles

2. Organizational management. Designing and implementing policies, processes,
and structures to align volunteer involvement with organizational mission and
vision

3. Human resource management. Successfully engaging, training, and supporting
volunteers systematically and intentionally

4. Accountability. Collecting relevant data and meaningfully monitoring, evaluat-
ing, and reporting

5. Leadership and advocacy. Advancing and advocating individual, organizational,
and community goals and volunteer involvement, internally and community-
wide
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To support the credentialing process and to provide a comprehensive resource,
the CCVA uses the book Volunteer Administration: Professional Practice (Seel,
2010). The chapters in the book align well with the PEP model of volunteer resource
management and focus on:

Terminology

Ethics and ethical decision making
Strategic management

Operational management

Staffing and development
Sustainability

Meeting management

Financial management

Data management

Evaluation and outcome measurement
Risk management

Quality improvement

Leadership

Organizational involvement

Advocacy

Collaboration and alliances

Historical perspectives of volunteer management

Exhibit 1.4 includes the competencies identified by CCVA as it compares to PEP
and the historical models discussed previously.

Conclusion: Volunteer Resource Management Today and in the Future

Exhibit 1.4 depicts all models of volunteer management that have been discussed in
this chapter and compares the PEP model to the CCVA core competencies. There are
significant similarities between the two with minor differences noted. Ethics, ac-
countability, and leadership and advocacy from the CCVA core competencies align
with the PEP competencies of serving as an internal consultant, personal and profes-
sional development, and program evaluation, impact, and accountability. The CCVA
core competency of organizational management aligns with PEP program planning.
Human resource management, from the CCVA model, aligns with the recruitment,
selection, orientation, recognition, training, and coaching and supervision compe-
tencies from the PEP model. Differences between the two competency models lie
primarily in semantics as both models include the contemporary competencies for
an individual to be successful as a volunteer manager.

Research in the field of volunteer resource management continues to expand,
specifically related to the required competencies, identification of effective compo-
nents, and/or level of competence with selected volunteer resource management
competencies. Barnes and Sharpe (2009), through a case study, investigated alterna-
tives to traditional volunteer resource management models that would promote life-
style integration, organizational informality and flexibility, and volunteer-agency
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collaboration. Hager and Brudney (2004) investigated the adoption of nine practices
for volunteer management by charities and congregations. Boyd (2004) conducted a
Delphi study to identify those competency areas that would require managers of vol-
unteers to be proficient in the future. Harshfield (1995) investigated the perceived
importance of selected volunteer management components in western U.S. schools,
while King and Safrit (1998) did likewise for Ohio 4-H Youth Development agents.
These research examples demonstrate the significant interest in the field of volunteer
management and the need to continue to conduct research to determine best and
effective practices that will allow the profession to continue to evolve.

As previously discussed, the literature identified competencies that are certainly
consistent across all contexts; however, as volunteerism continues to evolve, it is im-
perative that the competencies be considered in the right context. It must be recog-
nized that competencies alone do not define the profession or prepare the individual
who will be working in the profession. New professionals, and arguably seasoned
professionals as well, need to have a chance to practice what is taught in the formal
setting, through internships, practicums, and other similar arrangements. Addition-
ally, as new competencies are identified and the field of volunteer management con-
tinues to evolve, it is imperative that degree and certificate programs adapt and
include in their curriculum the new competencies for the profession to remain rele-
vant and the individuals prepared to enter the workforce.
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his chapter explores the concept of volunteer demographics from three perspec-

tives. First it describes volunteer demographics in the United States for 2010 as
well as selected demographic trends since 1974. Then the chapter approaches volun-
teer demographics from the perspective of human development across the life span,
with accompanying critical implications for volunteerism and volunteer resource
management based on specific periods of human development. Finally, the chapter
discusses volunteer demographics based on the contemporary theory of genera-
tional cohorts, again with accompanying critical implications for volunteerism and
volunteer resource management based on specific generational cohorts.

Volunteer Demographics: Considering Both the Forest and the Trees

According to the Merriam-Webster dictionary (2010), the noun “demographics” is
defined as “(plural): the statistical characteristics of human populations (as age or
income) used especially to identify markets; a market or segment of the population
identified by demographics.” Thus, demographics describe a targeted population or
subpopulation based on specific social or cultural characteristics, and are especially
powerful in helping to market programs and services to that population or sub-
population. Thus, the term “volunteer demographics” refers to the use of identifiable
social, cultural, or personal characteristics or traits to better understand volunteers as
an overall, holistic targeted subpopulation of larger society. Such demographics are
very useful to volunteer resource managers in targeting specific societal populations

This chapter is based on an earlier work coauthored by R. Dale Safrit in 2001 with Scott D.
Scheer and Jeffrey E. King of The Ohio State University. Certain sections have been duplicated
verbatim with written permission of The International Journal of Volunteer Administration.
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and subpopulations for purposes of recruiting new volunteers, better understanding
current volunteers’ potential motivations for volunteering, and understanding poten-
tial barriers to individuals who may consider volunteering. Examples of typical dem-
ographics that can be used for such purposes include age, gender, race/ethnicity,
marital status, familial makeup, employment status, highest level of education
achieved, total household income, and others.

Ideally, a volunteer resource manager should consider each potential or current
volunteer as the unique individual he or she is and identify specific volunteer oppor-
tunities and requisite training needs based on that individualization. In reality, how-
ever, this ideal approach is often not feasible or practical due to several factors,
including (but not limited to) the large numbers of volunteers being supported and
other demands on the volunteer resource manager’s time. In this chapter, we focus
first on selected volunteer demographics as of 2010 in the United States and some
identified trends since 1974, based on empirical data collected by government soutr-
ces. Then we discuss implications for recruiting new volunteers and better support-
ing current ones from two holistic conceptual approaches, both of which build on
combinations of the specific types of demographics described earlier: volunteerism
in the context of human development and in the context of generational cohorts.

Snapshot of Selected Volunteer Demographics in the United States

Discussing volunteer demographics over any extended period of time (i.e., multiple
years) is somewhat of a challenge, largely due to the absence of consistent data col-
lection by an ongoing research/demographics agency using consistent methodolo-
gies (e.g., asking the same questions year after year in the same manner). However,
some national agencies have attempted to do so, using valid and reliable data analy-
sis and extrapolation techniques to allow for such longitudinal perspectives.

In 2006, the Corporation for National and Community Service compared selected
volunteer demographics between 1975 and 2005 using data collected by the U.S.
Census Bureau using the Current Population Survey (CPS). The CPS used a consist-
ent definition of “adult volunteer” as “someone age 16 and older who did work
through an organization in the previous 12 months for which they were not paid”
(p. 4. Thus, the CPS collected data only regarding formal volunteerism (i.e., volun-
teerism conducted under the auspices of a formal organization or agency) as com-
pared to informal volunteerism (i.e., volunteerism performed by an individual
without any connections to a formal organization or agency). The 2005 statistics uti-
lized came from a pooled CPS data set that combined responses from the 2003, 2004,
and 2005 surveys; consequently, data were modified so as to calculate the 2005 vol-
unteer rate compared to those from previous reports.

Still, several interesting trends were identified based on the demographic com-
parisons from 1974 to 2005:

® Volunteering rates for individuals ages 16 to 19 doubled between 1989 and 2005
to a rate that exceeded the 2005 national volunteer rate. The report authors
attributed this enormous growth in volunteerism among teenagers to the growth
of school-based service and service-learning programs and to young people’s
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reactions to the events of September 11, 2001, in expressing an increased desire
to serve their community.

m There was a 30% increase in the rate of volunteering among midlife adults ages
45 to 64. Suggested reasons for this increase included higher levels of educa-
tional attainment and delays in marriage and childrearing.

m The largest increase observed among a specific demographic group during this
30-year period was a 64% increase among Americans age 65 and over. Further-
more, the percentage of these older volunteers contributing 100 or more hours
increased by 46%. These surprising statistics were attributed to generational
attributes (to be discussed later in this chapter), connections between improved
health and volunteerism, and improved education and disposable income levels.

In 2010, the Corporation for National and Community Service once again com-
piled a snapshot of volunteerism in the United States based on selected demo-
graphics. Of course, between the years of 2005 and 2010, the United States
experienced a major economic crisis that had resulted in increased needs and de-
mands for government and public sector programs, especially for more vulnerable
populations. However, in response to this crisis, the Corporation concluded that dur-
ing the previous year, 63.4 million Americans had volunteered in their communities
(an additional 1.6 million compared to 2008), providing 8.1 billion hours of service
with an estimated value of $169 billion. This was the largest single-year increase in
the number of volunteers and the volunteer rate since 2003. The increase was largely
driven by increased volunteer rates among women (especially ages 45 to 54), mar-
ried individuals (especially married women), and employed individuals (especially
those employed full time). The highest volunteer rates were observed among indi-
viduals with children under the age of 18 living at home and individuals with a high
school diploma or college degree.

Of course, entire tomes could be written regarding demographic trends in volun-
teerism. This small section highlights just a few of the more interesting aspects of
volunteerism observed among Americans during the past several decades. While
such trend analysis is important to volunteer resource managers in placing a respec-
tive volunteer program into the larger social context, more important is the ability of
a volunteer resource manager to understand specific opportunities and limitations
for any individual to volunteer based on larger developmental and social character-
istics. Therefore, the remainder of this chapter explores volunteerism based on two
holistic premises: (1) stages of human development and (2) generational cohorts.

Volunteerism Across the Life Span: Understanding ““Seasons of Service”
in Human Development

Volunteering does not happen in a vacuum (Ellis, 2010), and so it stands to reason
that major life events and social phenomena that impact society in general will also
have an impact on volunteer activity. Volunteers make up practically every “season”
of the human life cycle, from childhood, to the teen years, through early and middle
adulthood, and well into the senior years. Depending on what life cycle stage volun-
teer currently are experiencing, they will have unique personal needs and
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developmental characteristics that must be recognized and respected in order to pro-
vide the most positive experience possible for both the individual volunteers and the
sponsoring organization.

Although holistic human development can be more easily explored and under-
stood by examining respective individual life “seasons,” the true nature of the human
life span and the interconnectedness of the respective seasons must be approached
not as separate, well-defined episodes but rather as an ongoing human drama
wherein one scene blends seamlessly into the following one and each act flows into
its successor. This is the paradox of exploring human development across the entire
life span; we may study it by dissecting it into its component stages, but we may truly
understand it only by combining the stages into the resulting whole. Fisher (1997)
commented insightfully on this paradox:

[Tihe journey from early infancy to senescence is an unfolding of unifying matu-
rational and developmental processes. Viewed as a continuum, this journey
appears to be seamless, with one moment flowing into the next . . . For purposes
of a more focused study, the observational frame can be shifted, maturational
levels can be designated, and these levels can then be viewed individually as a
series of connected but somewbat discrete epochs— “the seasons of life.” (p. 173)

Historically, volunteer programs have been developed to address the needs of a
single, targeted audience or group. The American Red Cross, one of the most well-
known volunteer efforts to come out of the post—Civil war era (Ellis & Noyes, 1990),
initially addressed male soldiers’ convalescent needs in a society at war. 4-H Youth
Development was established originally in the first decades of the 20th century to
address the needs of school-age boys and girls in rural agricultural settings (Reck,
1951). In 1974, the hospice movement was founded to provide caring support for
terminally ill patients and their families (Ellis & Noyes, 1990).

However, contemporary volunteer organizations most often find themselves
simultaneously addressing multiple needs of multiple client groups. This challenging
reality of today’s not-for-profit environment has encouraged (and even forced!)
many volunteer-based organizations to find unique ways to connect the various cli-
ent groups they serve so as to make best use of increasingly scarce material and hu-
man resources. Programs such as the Retired Senior Volunteer Program, Foster
Grandparents, and Adopt-a-Grandparent build on the unique skills and abilities of
individuals at specific stages of life and their interests to contribute time, energies,
and talents to others without concern for financial gain. Such intergenerational pro-
grams connect individuals from distinctly unique life stages with each other in order
to improve the quality of life for those in need, those uniquely challenged, and soci-
ety as a whole. The resulting “seasons of service” also serve important functions in
helping us better understand, appreciate, and value individuals experiencing life
stages different from our own; an intergenerational program not only bridges a gen-
eration gap with meaningful interactions but also teaches children some positive
aspects of being old (Chen, 1997).

Understanding human seasons of service and promoting volunteerism across the
entire life span enable volunteer programs to meet increasing needs of unique client
groups while optimizing existing material resources and capitalizing on a growing
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human resource base: senior volunteers. As Stevens (1998) stated: “The human re-
source of senior volunteers is alive and well and growing . . . Supporting their efforts
through research-based practice directions can further their well-being” (p. 36).

Much like the world of volunteerism, the field of human development organizes
life stages, or seasons, to make meaning of growth patterns. The field recognizes that
development has three domains or dimensions: physical, social/emotional, and cog-
nitive (Berk, 2008) and that those domains are heavily influenced by many systems
working together. Bronfenbrenner’s (1986) ecological theory of development postu-
lates that all systems work in tandem in child and human development, so it is impor-
tant to consider developmental stages and systems of influence when organizing
volunteers. Having a foundational knowledge of the three domains of development
in all life cycles can help volunteer resource managers know how to best engage
volunteers. The three domains of development are intimately intertwined to make
up the whole person, and all three areas must be considered to promote healthy
development and successful volunteerism at each life stage. The physical domain
addresses physical growth and maturation in childhood and subsequent changes
throughout adulthood, including gains and losses of motor abilities over the life
span. The social/emotional domain relates to emergent relationships with peers,
adults, and family as well as one’s ability to have self-control and to cope with emo-
tions. Last, the cognitive domain (thinking) involves changes in the mental processes
involved in reasoning, perception, languages, learning, and thought.

Child and youth developmental stages have been well studied over the past
century. Jean Piaget was one of the first theorists to highlight sequential develop-
mental milestones of human growth and development (Berk, 2008). Piaget’s devel-
opmental stages have been tested over time, and his theory is still thought of as the
quintessential life stage theory (Crain, 2011). Many other theorists have expanded
the understanding of child and family development in the three domains. Gesell’s
(1925) maturational theory helps us understand physical development; Erikson
(1959), Ainsworth (1967), Bandura (1977), and Kohlberg (1981) contributed greatly
to the social/emotional development. And, of course, Montessori (1954), Piaget
and Inhelder (1969), and Vygotsky (1978) are the leading authorities on cognitive
development.

Having an understanding of developmental stages is important for volunteer
resource managers when determining the best fit for volunteers. Using human devel-
opment terms, if there is a goodness of fit between the volunteer and the environ-
ment, there is a higher chance that the volunteer will do better and stay longer. If, for
example, a 15 year-old youth comes to volunteer at a food bank, the volunteer re-
source manager could consider the physical abilities, social-emotional norms and
the cognitive development of this volunteer before placing her in a specific position.

Life Stages

Exhibit 2.1 presents a summary of human developmental characteristics across the
life span in the context of volunteer resource management. The next subsections de-
scribe in more detail specific life stages across the human development continuum
with regard to unique attributes and characteristics related to physical, social-emo-
tional, and cognitive development for that stage.
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INFANCY (0 TO 2 YEARS)  Physical: Reflexes common, then graduates to more volun-
tary control; begins to crawl, then walk; early ability to make use of sensory information.
Social-emotional: Social from birth, attachment to caregiver(s); stranger anxiety;
simple pretend play; family-centered environment; self-recognition; temperament is
foundation for personality.
Cognitive: Sensory-motor period; coos, babble, then first words; recognizes sym-
bols, objects, individuals; acquires object permanence.

CHILDHOOD (3 TO 5 YEARS)  Physical: Good perceptual abilities; coordination devel-
ops and improves; brain growth.

Social-Emotional: Parent-child relationship is dominant; first exposure to school-
ing; social abilities improve but still egocentric; “pretend” takes off; simple under-
standing of right and wrong, gender-role understanding.

Cognitive: Preoperational stage; minimal use of memory strategies; language ac-
quisition accelerates; thoughts are perception based with little use of logical skills.

PREADOLESCENCE (6 TO 11 YEARS)  Physical: Improved motor skills and coordina-
tion; slow physical growth; white matter brain development which increases hor-
mone production & improves emotion regulation.

Social-Emotional: Much social comparison among peers; increased involvement
with same-sex peers; school influence increases; self-concept forming; enjoys orga-
nized games; personality traits become clear.

Cognitive: Limited to concrete mental thinking capacities; can think logically;
mastery of words and language; memory improves, attention span developing.

ADOLESCENCE (12 TO 19 YEARS)  Physical: Dramatic growth spurt; reaching sexual
maturity; physical functioning accelerates.

Social-Emotional: Peak peer involvement; attain close friendships; dating
begins; parent relations sometimes strained and more nearly equal; adjustment to
sexual and self-identity; conventional moral reasoning; conflict of identity versus
role confusion.

Cognitive: Can think both concretely and abstractly; able to understand hypo-
thetical thought; gains in information processing.

YOUNG ADULTHOOD (20 TO 39 YEARS) Physical: Peak physical functioning with
some gradual decline. Begin procreation.

Social-Emotional: Social networks expand along with romantic involvements;
careers and families launched; career changes; high risk for psychological problems;
increased confidence; family roles change; stable personality; conflict of intimacy
versus isolation.

Cognitive: Develop area of expertise; excellent mental skill and growth in
knowledge.

MIDDLE ADULTHOOD (40 TO 64 YEARS)  Physical: Physical declines may begin; need
for glasses and hearing aids; female menopause; male climacteric.

Social-Emotional: Career stabilizes; children leave home; responsibility for older
and younger generations in family increases; work, relationships, and family
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dominate; psychological struggles between generativity and stagnation; midlife
struggles possible; personality traits remain consistent.

Cognitive: Postformal thought process; gain in most areas, loss in some cognitive
abilities; uses logic and intuition.

OLDER ADULTHOOD (65+ YEARS) Physical: Physical abilities decline; slower; less
strength.

Social-Emotional: Hold great value in social relationships; maybe dealing with
intergenerational issues; typically have more free time.

Cognitive: Wide variation of cognitive abilities; some may be near the peak of
intelligence while others have slower learning, memory lapses, and declines in cog-
nition; mental abilities capable enough for daily routines.

Connecting Human Development to Volunteerism

Building on a basic understanding of human development, volunteer resource man-
agers may develop and sustain stronger seasons of service through volunteer pro-
grams. Such seasons should be targeted toward and built around the unique
capabilities, interests, and needs of a focused volunteer corps (e.g., children, teens,
older adults, etc.).

At this point, we must acknowledge and affirm the major emphasis in today’s not-
for-profit sector on building bridges between such focused seasons of service in order
to promote intergenerational understanding through volunteering. Wilson, Allen,
Strahan, and Ethier (2008) emphasized the importance of providing a positive context
for teens as well as the benefits of volunteering to teens. Chen (1997) described an
intergenerational program designed to address the fact that “today’s children and
older people have limited opportunities for meaningful interaction in a country in-
creasingly segregated by age and marked by long distance grandparents and grand-
children” (p. 48). Putnam (2000) defined this idea as “social capital . . . connections
among individuals—social networks and the norms of reciprocity and trustworthiness
that arise from them” (p. 19). Again, by recognizing and respecting the needs and
interests of the respective seasons we are attempting to connect, the resulting volun-
teer efforts will not only be more appropriate for participants but also more meaning-
ful. Some focused considerations for volunteer efforts for each season of service, as
well as a few examples of possible volunteer activities, are described next.

INFANCY (0 TO 2 YEARS) Most individuals would agree that infants are not conscious
of volunteering and have no choice whether to volunteer or not volunteer. For in-
fants, being a part of volunteering is to be a part of their parent’s volunteering/com-
munity socialization. Volunteer opportunities do provide infants with an early
exposure to service and can serve as a foundation for developing the belief that help-
ing others is important. Infants who “volunteer” with their parents should be
engaged in activities that are short term and may include accompanying parents
while they help at a local place of worship or help a neighbor with yard work.

CHILDHOOD (3 TO 5 YEARS) Childhood is the time for children to begin to develop
their sense of connection to the world, and it is a wonderful time to get them
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engaged in the practice of volunteering. Three-to-five-year-olds can assist family
members and other adults in short-term volunteer activities that actively engage
them in hands-on activities. Such activities should encourage an individual child’s
creativity and be cooperatively focused rather than competitive with an opportunity
for everyone to succeed. Children require close supervision, and activities should
emphasize safety. Volunteer activities for this age group may include helping a fam-
ily member plant flowers at a local nursing home or for an elderly neighbor, raking
leaves for a neighbor, or pulling weeds in a community garden.

PREADOLESCENCE (6 TO 11 YEARS)  Similar to the childhood group, engaging young
school-agers in volunteer activities can begin to build a life of service. Preadolescent
youth may be most willing to volunteer when the opportunities are cooperatively
focused and allow youth to be actively engaged in the activity. Activities should be
very structured and organized with an emphasis on having fun. Youth in this cate-
gory may respond most positively if they are involved in same-gender groups with
adequate guidance from an older teen or adult. Volunteer activities may include con-
tributing to a canned food drive at their school, helping serve a meal at a local family
homeless shelter, raking leaves for a neighbor, or playing with other children at a
local family homeless shelter.

ADOLESCENCE (12 TO 19 YEARS) Teens are more willing to actively engage in mixed-
gender groups and seek greater responsibility/decision making in what volunteer
projects to conduct. Volunteer opportunities can enhance teens’ career exploration,
provide an opportunity to learn about themselves, and be part of a strong college
application or job resume. Activities may include delivering food to a family in need,
serving as a tutor for a younger child at school or in the neighborhood, planning and
conducting a community cleanup day, or organizing a voter registration drive. Peer-
to-peer mentoring and mediation programs are also especially appropriate and effec-
tive for teen volunteers.

ADULTHOOD Black and Jirovic (1999) presented an excellent discussion of similari-
ties and differences among adult volunteers at various ages. Safrit and Merrill (1998)
explored volunteer activities among (adult) Generation X and Baby Boomer genera-
tions. Other authors have discussed differences in volunteering between older and
younger adults (Fisher, Mueller, & Cooper, 1991; Lee & Burden, 1991; O’Reilly &
Caro, 1994). However, we suggest three distinct seasons of service among adults,
each with unique assets and opportunities regarding volunteer efforts.

YOUNG ADULTHOOD (20 TO 39 YEARS) Young adults have limited time available and
seek quality volunteer opportunities. Volunteer activities that connect volunteerism to
work and family would be very desirable. For parents with school-age children, volun-
teering can serve two purposes: (1) fostering an ethic of service in their children, and
(2) giving them more time to be with their children in a meaningful activity. Adults in
this category can work with minimal direction and may look at the volunteer activities
as a way to expand their skills, meet others, and connect to personal causes/values.
Opportunities may include offering to conduct an after-school program to involve
kids from the neighborhood, providing leadership to a group of friends to raise money
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for the local humane society, or encouraging their local place of employment to adopt
a school classroom or participate in a local Habitat for Humanity project. Episodic
volunteer tasks that can be performed at home or accomplished on one’s own time, or
started and completed in a short time, may also be desirable.

MIDDLE ADULTHOOD (40 TO 64 YEARS) Organizations should continue to recognize
the need for individuals during middle adulthood to balance work and family as vol-
unteer opportunities are developed and shared. For middle and older adult volun-
teers, a volunteer resource manager should consider professional skill levels and
translate them into potential leadership positions. Activities that provide an opportu-
nity for individuals in middle adulthood may include serving on a community board
or committee, volunteering with a local youth club or organization, or serving
Thanksgiving dinner (with their families) at a local homeless or senior center.

OLDER ADULTHOOD (65 AND OLDER) Adults who are 65 and older often have more
disposable time and income and may be looking for ways to fill voids in their lives.
In addition, these adults are likely to bring wisdom and a breadth and depth of
knowledge that can utilized as well as strong connections to the community. Volun-
teer opportunities for this age group must consider potential physical and health lim-
itations. Volunteer positions may include fundraising, serving as a literacy tutor at the
local school or family shelter, or serving as a community advocate for a local senior
citizen concern or issue.

Volunteerism and Generational Cohorts

The study of generational cohorts has become more relevant recently as those eligi-
ble for retirement continue to work more years than they perhaps had expected and
are joined in the workplace by those just entering (Kehl, 2010). This leads to an envi-
ronment in which there may be individuals ranging in age from their early 20s to
their late 70s who are interacting in close proximity in work or volunteer contexts.
This observation alone is not so staggering until we begin to think about the myriad
differences in life experiences during that 50-year time span and how such differ-
ences impact the individuals volunteering in the organization. For example, people
who did not have access to telephones until they were well into adulthood may be
interacting with younger volunteers who cannot remember a time without constant
cell phone access. By acknowledging the respective generational cohorts repre-
sented simultaneously in volunteer organizations, volunteer resource managers can
work to alleviate potential challenges and also take advantage of identified strengths
of the various generational cohorts.

Understanding Generational Cohorts

Fundamental to applying a generational context to volunteer participation is an
understanding of the various recognized generational cohorts and some of their gen-
eral characteristics. Currently, as many as five distinct generational cohorts are recog-
nized from which volunteers may be interacting in any single volunteer program
(Corporation for National and Community Service, 2006). This creates a definite
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need for volunteer resource managers to be adept at incorporating a multitude of
individuals from very different generational perspectives into programs if all of the
volunteers are to be appropriately and satisfactorily engaged.

THE GREATEST GENERATION (BORN PRIOR TO 1926) The early lives of the Greatest
Generation were strongly impacted by the two world wars and the Great Depression
(Kehl, 2010). They lived with parents who taught them to be frugal, to save for the
future, to be responsible stewards of their possessions, and to work together for the
common good. Their work centered on a strong work ethic and a chain-of-com-
mand, hierarchical approach to management. As employees, these individuals went
to work for a company as young people, fully expecting to retire from that same
company. Their framework of identity was very local with limited options or interest
in mobility and relocation. Televisions, airplanes, and personal computers are all
new inventions to these individuals who grew up without access to these and other
technologies; even telephones were not common during their childhood. These indi-
viduals respect authority and value experience, expecting the same from others.

TRADITIONALS (OR SILENT GENERATION) (BORN BETWEEN 1926 AND 1945) Tradition-
als or members of the Silent Generation were strongly impacted by World Wars I and
IT as well as the Korean conflict (Zemke, Raines, & Filipczak, 2000). The Great De-
pression, the New Deal, and wartime rationing were also realities for these individu-
als. In the workplace, Traditionals do not appreciate complaints or whining and
expect those who come with complaints to also offer solutions. They typically have
a strong work ethic and like to learn new skills as needed to complete assigned tasks
successfully. Traditionals tend to be loyal, to respect authority, and to value experi-
ence when seeking out leaders (Calhoun & Strasser, 2005).

BABY BOOMERS (BORN BETWEEN 1946 AND 1964) The Baby Boomer generation is
named because of the population explosion that followed World War II (Kehl,
2010). Authors more recently have divided this group into an early cohort
(1946-1955) and a late cohort (1954-1965) (Kehl, 2010; Kiger, 2010). The later cohort
is referred to as Generation Jones in deference to the concept of “jonesing,” or desiring
more, which is often the mantra of the Baby Boom cohort (Kiger, 2010). Describing
the generational cohort of Baby Boomers includes acknowledging that the Vietnam
War, Woodstock, free love, self-expression, open drug use, and civil rights unrest
were all components of their formative years (Thau & Heflin, 1997). These individu-
als like being on teams, are not necessarily interested in the status quo, and place
great emphasis on personal fulfillment. They have worked at multiple jobs at a vari-
ety of work sites and are interested in a career path but see that path as developing
across multiple arenas. These are individuals who have been workaholics and who
have worked hard to be ensure that their children have more than they personally
had (Kalita, 2008). The later cohort of Generation Jones really seems to combine
some Baby Boom qualities with those of later generational cohorts. These individu-
als remember gas rationing, Vietnam veterans returning home, televisions in homes,
the Kennedy and King assassinations, and the first walk on the Moon. Their early
school years were the first in a desegregated system, so their views of diversity and
fair treatment may be different from those of the early Boomers. These individuals
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tend to value technology as a convenience rather than a necessity and tend to be
more reliant on phones, voice mail, and other technologies than early Boomers
(McNamara, 2010).

GENERATION X (BORN BETWEEN 1965 AND 1982) Members of Generation X have al-
ways had access to television, radio, and other entertainment media (Kehl, 2010).
Divorce became more common and more accepted during this time period, so more
Generation Xers grew up in single-parent homes (Raines, 1997). From an early age,
these individuals became more independent and self-reliant as they came home from
school and managed their own time until parents or other caregivers returned
(Merrill, 2003). More than in any previous generation, these individuals have higher
levels of education and are more motivated by achievement and instant gratification
(Muchnick, 1996). They have a relatively short attention span (having come of age in
an environment saturated by visual media) and possess a cautious worldview. Unlike
previous generations, this cohort also seeks a work and family balance (McKee &
McKee, 2008).

GENERATION Y (OR MILLENNIALS) (BORN BETWEEN 1983 AND 2000) The Generation Y
cohort was strongly impacted by the Challenger explosion and the tragic events of
September 11, 2001, and for them school violence is the norm (Kehl, 2010). For their
entire lives, television news has been available and broadcast 24/7, creating an im-
mediacy of information access and a global view that previously had not existed.
These individuals thrive on technology and are masters at multitasking (McKee &
McKee, 2008). They expect to have fun at work and will in fact leave a position if
they do not enjoy doing it. They require flexible hours, like working on teams, and
expect to be able to dress casually in a work environment (Kehl, 2010).

GENERATION Z OR THE INTERNET GENERATION (BORN AFTER 2000) It remains to be
seen how the Generation Z cohort will develop (Kehl, 2010). Children today they
have never known a time when their country was not at war, have had access to
technology from the time of their birth, and have been born into a global recession.
It will be interesting to watch as this generation contends with the challenges of so-
cial media and public presence of personal information. These individuals have been
posted to YouTube and other social sites by their parents and grandparents in ways
that previous generations cannot even imagine, so it is a given that technology will
play a major determining role in their lives.

Connecting Generational Cohorts to Volunteerism

While much of the work currently available about generational cohorts is derived
from observation and anecdotal evidence, the generalizations provide a basis from
which to build theoretical approaches to better manage volunteer programs and to
support volunteer involvement across the entire generational spectrum. Indeed,
many volunteer resource managers must bridge the divide that exists between them-
selves and their specific generational cohort and other generational cohorts in order
to operate volunteer programs on a daily basis. In everything from how volunteer
resource managers post available positions to recruit volunteers, to how they
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communicate with volunteers, from designing volunteer role descriptions to recog-
nizing outstanding volunteer service, every aspect of a volunteer program is im-
pacted by the reality that such a diverse generational array of potential volunteers
exists. Developing strategies for working with each cohort can contribute signifi-
cantly to successful program implementation (see Exhibit 2.2).

Involving members of the Greatest Generation and Traditionals most likely will
include activities that are not as physically demanding as those of younger volunteer
cohorts. These are also among the most experienced volunteers and probably will
enjoy such tasks as working with advisory committees, assisting with specialized
projects (e.g., tax preparation, disaster preparedness, etc.), and educational coaching
or tutoring. Volunteers in this generational cohort may also be seeking social con-
nections, so providing group activities or supporting group outings could be a valu-
able tool in volunteer job satisfaction. These volunteers also may find themselves
living a great distance from grandchildren and may be interested in working with
children of ages similar to those of their grandchildren in an effort to stay connected
to that age group. These volunteers usually are retired and may have time available
during the traditional workday when others who are still in the workforce do not.

Baby Boomers may be very interested in leadership development or in utilizing
professional skills as they participate in volunteer activities. These individuals are look-
ing for opportunities to challenge themselves as they use their skills to solve problems,
improve the world around them, and generally make a difference. They are not inter-
ested in work that is not challenging (Fixler, Eichbert, & Lorenz, 2008). Volunteer posi-
tions for Baby Boomers might include serving as volunteer middle managers to
lead teams of volunteers working on specific projects, updating or revising volunteer
program policies or guidelines, or creating a new initiative to increase fundraising
success in the coming year. Boomers expect a lot of themselves and of their peer vol-
unteers, so they generally will have high standards for any activity they undertake.

Members of Generation Jones are interested in many of the same types of oppor-
tunities that interest Baby Boomers. However, these later Boomers still may be build-
ing resumes and so may be more interested in leadership roles and titles, such as
chair of an advisory committee or key leader for an initiative. Many of these volun-
teers may have school-age children due to the trend toward later marriage and child
bearing, so their volunteer work could focus more on activities that involve their
children or their children’s favorite activities (McNamara, 2010). Many youth devel-
opment organizations (e.g., 4-H, Boy/Girl Scouts, Y-Guides/Princesses, etc.) are led
by Generation Jones volunteers as they support their children’s participation. Many
of these organizations offer professional or personal development programs for
these adults to gain proficiencies to better serve their communities while also recog-
nizing them for this additional achievement. One example is serving as a master vol-
unteer in a subject matter area or as a trained facilitator, which elevates these
volunteers into leadership roles among their peers.

Generation Xers are more motivated by opportunities that are project or time
specific. Many individuals in this cohort are getting married, starting families, and
building professional careers. Their volunteer interests are often tied to career build-
ing. Typically, members of this cohort seek episodic volunteer opportunities that
do not require ongoing participation and that require shorter time commitments
(Merrill, 2004). These individuals often are most comfortable connecting through
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virtual volunteer networks through which a small cadre of paid and volunteer staff
manage an online system for volunteers to connect for days of service or short-term
(i.e., episodic) project work. These virtual networks allow individuals to connect
with others who have similar interests, explore a variety of volunteer activities with-
out committing to long-term participation, and contribute to the community in a
meaningful way. As these individuals begin to start families, their volunteer interests
often turn to activities that can be opportunities for the entire family to work to-
gether. Combining their enjoyment of episodic projects with their interest in family
might make these individuals ideal candidates for community improvement events,
fundraising for organizations that support activities in which they or their children
are interested, and assignments that can be completed remotely.

Volunteer activities for Millennials might include asking them to utilize their
technology and/or social media savvy to support the volunteer organization. These
tasks allow for creativity, acknowledge the volunteers’ skills and interests in technol-
ogy, and also provide a necessary service for the organization. These volunteers are
also an ideal age to be mentors, tutors, or coaches for younger youth. Often, direct
service activities help provide social networks and give these volunteers opportuni-
ties to develop additional communication skills (McKee & McKee, 2008). In many
communities, members of this cohort are required to participate in community
service or service learning activities as a component of their formal educational pro-
gram of study, whether middle school, high school, or college. It will be important for
volunteer resource managers to think carefully about supervision, age-appropriateness
of activities, and potential transportation challenges with this generational cohort.

Finally, as children today, Generation Z volunteers may be found in some volun-
teer organizations. As such, the first overwhelming consideration must be safety and
age-appropriateness, but it is important to note that fostering an ethic of service at an
early age contributes to developing a sense of responsibility and duty that leads to a
lifetime of engaged service (Golombek, 2006). These youngest volunteers are old
enough to visit elderly persons in a retirement center, to help gather summer har-
vests from small community gardens, and to participate in simple fundraising walks,
festivals, or events. Finding appropriate volunteer activities for this age group can be
challenging but can also be well worth the investment as they often return as older
youth and adults to continue to serve others through volunteer activity.

Summary: Considering the Big Picture

Human development involves a complex, interconnected series of physical, cogni-
tive, and affective components spanning the time between birth and death. When
collapsed into generational cohorts based on year of birth, the interconnectedness of
human development becomes even more apparent. Together, in various combina-
tions, sequences, and contexts, they form a larger stage on which the theater of vol-
unteerism is enacted. Regardless of the volunteer’s stage of life and/or generational
cohort, a volunteer resource manager must balance the needs and abilities of the
individual volunteer with the task at hand. Understanding seasons of the human life
cycle as well as the strengths and desires of the unique generational cohorts will bet-
ter prepare volunteer resource managers to put the right actors on stage at the best
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time of the overall production. Thus, a volunteer resource manager can better under-
stand the whole by examining its component parts yet can best appreciate the parts
by reflecting on the synergistic whole. Still, the volunteer resource manager as direc-
tor must keep in mind certain overall stage directions that will move the drama along
while engaging the cast and benefiting the audience. Some specific strategies to con-
sider include:

m Educate each volunteer about the others with whom they will be working to in-
crease awareness and lead to greater acceptance among and between respective
generational cohorts and stages of life. Conduct joint trainings that allow individ-
uals to share and discuss strengths and weaknesses, values and stressors, with
each other so they begin to communicate across generational lines and under-
stand individuals in other life stages.

® Do not make too many stereotypic assumptions about the cohorts and life
stages. There are Traditionals who are excellent with all sorts of technology,
and there are Millennials who prefer to disconnect from technology from time to
time. There are older adults who would like to lead a group rock climbing, and
there are college students who prefer indoor, sedentary assignments. Remem-
ber, as discussed earlier in the chapter, each volunteer is an individual.

m There is no single answer to communication challenges (Scheid, 2010). This fact
translates into the need for a volunteer resource manager to communicate in a
variety of ways, offering an array of opportunities for individuals to select the
processes that work best for them. Involving volunteers in the design of commu-
nication strategies can help create a more effective system that reaches its maxi-
mum potential.

® Do not be afraid to give Gen X and Millennial volunteers opportunities to utilize
social media to gain visibility for the organization. Kanter and Fine (2010) remind
us that even when publicity is negative in nature, if people are discussing the
organization, we have an opportunity to engage them in the conversation to cor-
rect any misunderstandings and to share our messages. The idea of putting mes-
sages out for public response without really knowing what that response might
be may cause angst among Jones, Boomer, or Veteran cohort volunteers or staff.
With Gen X and Millennials, it is viewed as a way to start a conversation that may
lead to an even better position for the organization in the long run. Volunteer
resource managers must overcome both a fear of the technology and of the in-
experience of younger volunteers.

m Evaluate the necessity of policies and procedures such as dress codes and stan-
dardized work schedules. In some situations, guidelines must be followed from
a policy, risk management, or higher-level protocol. In many instances, how-
ever, volunteer resource managers require certain behaviors because things
have always been done that way. With many Millennial and Gen X volunteers,
flexibility and creativity (and casual dress codes) make their volunteer assign-
ment more interesting and fun. That can result in higher retention rates and in-
creased volunteer hours.

m Remember that volunteers who feel valued and who are given meaningful work
are more likely to continue volunteering, regardless of their generational cohort
or stage of life. The volunteer resource manager’s challenge is to spend adequate
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time in the screening and placement of volunteers to ensure that unique skills
are recognized and each volunteer is given an appropriate assignment.

m To the extent possible, create a volunteer work environment that allows for
choice and that supports the volunteers as individuals. Limit bureaucracy,
tighten the chain of command, and give volunteers as much autonomy as the
system, within reason, allows. Again, this strategy cuts across generational lines
and stages of human development

m Adopt a personal volunteer resource management style that fosters individual
achievement and communicates respect for the competence of volunteers. Effective
volunteer resource management is about connecting individuals and their unique
capacities to accomplish the tasks for which they have been recruited, not about
their age, stage of human development, or generational cohort. The volunteer re-
source manager is the role model from whom others in the organization who
engage volunteers will take their cues to establish volunteer positions in their de-
partments or units. Lead by showing by example that volunteers are trusted to excel.

The true challenge facing volunteer resource managers is pulling together all
aspects and cohorts of human society, from the very youngest to the most senior
citizens, in order to build on their unique abilities and insights in addressing the chal-
lenges facing our citizens and communities (Safrit & Merrill, 1999). Putnam (2000)
concluded that Americans must move beyond social, political, and professional indi-
vidual identities to connect with people who are different from ourselves; we would
add stage of life and generational identity to further his call for strengthening Amer-
ica through volunteerism.

This seemingly overwhelming task is not unlike the heritage American art of
quilting. As “quilters,” volunteer resource managers must piece together intricate in-
dividual “quilt blocks” composed of unique designs, colors, and textures that com-
prise individual seasons of service and generational cohorts within the overall
human experience. However, while each individual quilt block is, in itself, a signifi-
cant and valued work of art, the true challenge to the quilter is deciding how to lay
out the overall quilt, building on the opportunity for each block to highlight and re-
flect the beauty of the blocks around it. Thus, the true beauty in the final, resulting
quilt lies within the synergy of the combined individual blocks. As quilters, we, too,
must design beautiful, individual seasons of service, each of which contributes to
and connects with the larger tapestry of life.
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olunteers play a vital role in the activities and services of hundreds of thousands
VOf nonprofit and governmental agencies. As demands on these organizations
have increased and the financial resources available to them have declined, the use
of volunteers has become even more critical. National surveys commissioned by the
Independent Sector, a nonprofit coalition of some 600 organizational members con-
cerned with documenting, recognizing, and promoting philanthropy and voluntary
action, bear out the scope of this remarkable phenomenon. According to the results
of a national survey conducted in 2001, 44 percent of adults over the age of 21, about
83.9 million people, volunteered with a formal organization in 2000 for an average
of 3.6 hours per week. In all, they contributed over 15.5 billion hours to recipient
organizations, the equivalent of over 9,000 full-time employees. If these institutions
had to pay for the donated labor, the price tag would have reached a staggering
$239.2 billion (Independent Sector, 2001).

The Independent Sector no longer commissions national surveys of volunteer-
ing; fortunately, annual surveys of volunteering in the United States have become
available thanks to the Corporation for National and Community Service (CNCS).
CNCS sponsors an annual supplement to the September 2009 Current Population
Survey (CPS), consisting of about 60,000 households, that obtains information on the
volunteer behavior of the nation’s civilian noninstitutional population age 16 and
over. Volunteers are defined as persons who are not paid for work done (except for
expenses) through or for an organization. By this definition, the results of the latest
(2009) survey show that about 63.4 million people, or 26.8 percent of the population,
volunteered through or for an organization at least once between September 2008
and September 2009 (Bureau of Labor Statistics, 2010). Discrepancies in the method-
ology and findings of the Independent Sector Surveys and the Current Population
Surveys cannot be resolved directly. Regardless, both surveys document tremendous
levels of volunteering in the United States.
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The key to tapping the vast pool of energy, talent, and goodwill captured in
these statistics lies in preparing the host organization for volunteer activity. The lead-
ers of many nonprofit and public agencies have taken the appropriate steps to insti-
tute a sound volunteer program, and their organization, clients, and volunteers all
benefit as a result. Other programs, however, founder on the lack of knowledge or
effort necessary to provide the essential groundwork for the participation of nonpaid
workers. Problems such as uncertain volunteer recruitment, ineffectual assignment,
paid staff resentment, or, worse, a disbanded program, often stem from initial failures
to plan for and accommodate an unconventional workforce. This chapter shows that
with a modicum of forethought and commitment to volunteer involvement, these
maladies are preventable.

The chapter discusses strategies that organizations can use to lay the foundation
for an effective volunteer effort. The focus is on service volunteers, people who do-
nate their time to assist other people, or the operations of the host organizations,
directly, rather than on policy volunteers, citizens who assume the equally vital role
of sitting on boards of directors or advisory boards of nonprofit organizations. (Other
chapters in this book deal with policy volunteers.) The strategies presented in this
chapter counsel agency leadership to:

Set reasonable expectations concerning volunteers.

Establish an explicit rationale and goals for the volunteer program.

Involve paid staff in designing the program.

Implement a structural arrangement for housing the volunteer program and inte-
grating it into the organization.

Create positions of leadership for the program.

Develop job descriptions for the tasks to be performed by volunteers.

m Design systems and supports to facilitate citizen participation and volunteer pro-
gram management.

Setting Reasonable Expectations for Volunteers:
Weighing the Benefits and Costs of Volunteer Participation

The leadership of any organization that enlists volunteers or contemplates their intro-
duction needs to have realistic expectations concerning just what nonpaid workers
can achieve as well as the difficulties they may occasion. Volunteers cannot “save”
an organization that may suffer from other problems, and they can even make mat-
ters worse if organizations fail to plan for their involvement and management. Al-
though well intended, an agency that puts out a call for citizen volunteers without
due consideration of the additional demands thus created for orientation, training,
management, and evaluation quickly learns that it has increased rather than lessened
its burdens. Without sufficient preparation prior to volunteer involvement, organiza-
tional leadership courts disaster.

The first step in placing the volunteer program on a firm footing is to set and
communicate reasonable expectations. The appraisal should be candid in evaluating
both the accomplishments and the challenges envisioned from the program.
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Organizational members must realize that, like any other resource, this one entails a
mix of disadvantages and advantages.

Potential Disadvantages of Volunteer Involvement

Potential drawbacks to a successful volunteer program fall into three general catego-
ries: inadequate funding for the program, possible liabilities of volunteers as
workers, and political or labor issues that might arise with volunteers.

FUNDING THE VOLUNTEER PROGRAM  The first potential problem is that of funding an
ongoing volunteer effort. Although the labor donated by citizens to nonprofit and
governmental agencies is not compensated monetarily—one of the strengths of the
approach—the support structure essential to making productive use of this labor
does require resources and expenditures. Given popular but misleading conceptions
of volunteers as a free resource, agency leadership may not be prepared financially
or psychologically to underwrite necessary program investments. For example, re-
imbursing volunteers’ work-related expenses, purchasing liability insurance protec-
tion, providing orientation and training, and initiating a recruitment campaign all
entail costs for the organization. Another hidden cost is paid staff time, nearly always
at a premium, that must be devoted to the administration and management of volun-
teers. A member of the Organizing Committee for the Olympic Games in Sydney,
Australia, reports that the average cost of recruiting and training a new volunteer at
the 2000 Olympic games was AUD $700 (Hollway, 2001-2002).

VOLUNTEERS AS WORKERS A second set of possible difficulties concerns the per-
ceived shortcomings of volunteers as workers. Familiar criticisms accuse volunteers
of poor work, high levels of absenteeism and turnover, and unreliability in meeting
work commitments. The decision to seek volunteers presupposes that a sufficient
supply of willing citizens exists to meet the demands of organizations that desire
productive labor. With the growing dependence of the public and nonprofit sectors
on volunteers, however, recruitment, rather than any putative liabilities of volunteers
as workers, may well pose the most serious obstacle to the approach (Brudney,
1990a). In some service domains, volunteers have proven so difficult to locate
and recruit that hiring paid personnel can turn out to be a more attractive option
(Brudney & Duncombe, 1992).

POLITICAL AND LABOR ISSUES  Volunteer programs may precipitate political and labor
tensions that threaten to undermine the benefits of the approach. For example, if top
organizational officials or department heads and supervisors lend only weak or nom-
inal support to the program, they send the wrong message to both paid staff and
volunteers about the legitimate role and value of the citizen participants. Lack of sup-
port can exacerbate apprehensions of paid staff, jeopardize working relationships
crucial to program success, and trigger objections from unionized personnel.
Employees may also fear that organizational use of volunteers may inadvertently
fuel popular misconceptions regarding the number of paid staff needed simply to
meet work obligations, let alone to perform with full effectiveness.
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Potential Advantages of Volunteer Involvement

Despite potential problems, the introduction of volunteers can offer substantial com-
pensating benefits to public and nonprofit organizations in four primary areas:
achievement of cost savings or cost effectiveness, expansion of organizational capa-
bility, improvements in community relations, and enhancement of service quality.

ACHIEVEMENT OF COST SAVINGS OR COST EFFECTIVENESS Most notably in the public
sector, the advantages of volunteer involvement that have stimulated greatest attention
focus on possible budgetary savings and gains in cost effectiveness. In this domain
especially, organizational leaders should take care not to overstate expectations. Be-
cause a volunteer program necessitates expenditures of its own, as discussed, popular
claims that the approach can remedy budget deficits appear highly exaggerated. In
fact, unless cuts are identified and exacted elsewhere in the agency budget, the addi-
tion of volunteers to an organization can marginally increase monetary outlays.

Nevertheless, a well-designed—and managed—volunteer program offers defi-
nite economic advantages to public and nonprofit organizations. The total cost to an
organization of introducing volunteers, including program support, is relatively
modest, especially when compared to the cost of paid employees (including wages
and benefits, etc.). Although displacing paid personnel with volunteers is not an eth-
ical or recommended strategy, by adding volunteers to its existing workforce an or-
ganization can boost the amount or quality of the services it delivers for a fixed level
of expenditure or limit the expenses necessary to achieve a given quantity of services
(Karn, 1982-1983, 1983). Although practitioners often refer to this advantage as cost
savings, a more apt term is cost effectiveness.

EXPANSION OF ORGANIZATIONAL CAPABILITY A second advantage of volunteer in-
volvement is the potential to augment agency capacity. Applied creatively, the labor,
skills, and energy donated by citizens can enable organizations to provide services
that would otherwise not be possible, increase the level or types of services or pro-
grams offered, maintain normal agency operations in emergency and peak-load peri-
ods, and test new initiatives or innovations. A well-designed volunteer program also
facilitates more productive use of paid staff time: Volunteers can relieve highly
trained service providers of routine duties, freeing them to concentrate on the tasks
and responsibilities for which their professional background and expertise best qual-
ify them. In this way, volunteers increase organizational capability to do more with
the resources available.

IMPROVEMENTS IN COMMUNITY RELIATIONS A volunteer program can also yield sub-
stantial benefits to the community. Citizen participation within an agency can build
the job skills and work experience of volunteers, promote greater awareness of the
pressures and constraints faced by service organizations, and generally improve rela-
tions with the community. In the public sector, volunteers have often proven to be
gifted advocates of agency interests who help to further organizational missions and
win increased appropriations (e.g., Brudney, 1990b; Marando, 1986; Walter, 1987). A
study of literacy programs in California found that library administrators who enlisted
volunteers were successful in their strategy to extend their base of activities, develop
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and consolidate political support among elected officials and the larger community,
and enhance the credibility and attractiveness of library programs (Walter, 1993).
Volunteer involvement presents additional avenues to strengthen ties with the com-
munity through such activities as soliciting advice and guidance from citizen partic-
ipants. As one volunteer states, “Frontline volunteers . . . know what’s going on and
are more willing to tell you what is as distinguished from what you might prefer to
hear” (Williams, 1993, p. 11). With the bright light of publicity they bring, catastro-
phes, disasters, and emergencies (“C, D, and Es”) can attract volunteers from long
distance. More commonly, though, volunteers live reasonably close to where they
donate their time; as a result, they typically possess some familiarity with local re-
sources and formal and informal helping networks, which facilitates organizational
outreach and case finding in the community.

ENHANCEMENT OF SERVICE QUALITY Finally, the involvement of volunteers holds the
potential to raise the quality of services offered by nonprofit and public agencies.
Targeted volunteer recruitment may identify citizens with specialized skills not pos-
sessed by employees (e.g., legal, computer, accounting, and engineering) who can
improve agency services and programs (McCurley, 2005). In addition, many volun-
teers find personal contact with service recipients rewarding; in national surveys, the
motivation expressed most frequently for volunteering is to do something useful to
help other people (e.g., Hodgkinson, Weitzman, Toppe, & Noga, 1992; Independent
Sector, 2001). By devoting detailed attention to agency clients—time that employed
personnel frequently lack given their other responsibilities—volunteers help person-
alize and enhance the delivery of services. Several scholars argue that volunteers
help to humanize organizational services, lending them a more individual and in-
formal quality conducive to maintaining client self-esteem and confidence (e.g.,
Clary, 1987; Naylor, 1985; Wineburg & Wineburg, 1987).

Realistic Expectations for Volunteer Involvement

Ideally, research would long ago have settled the issue of just how frequently each of
these advantages and disadvantages is achieved by organizations that incorporate
volunteers. Armed with that information, organizational leadership could readily
anticipate the likely pitfalls and benefits of the approach and plan accordingly. Un-
fortunately, scant research has attempted to answer this question. A few studies have
systematically evaluated the effects of volunteer involvement across large, represent-
ative samples of organizations. In 2003, Gazley and Brudney (2005) undertook a
survey of city and county governments in Georgia regarding their volunteer manage-
ment practices. In 2004, the Urban Institute conducted a survey on this same topic
administered to a representative sample of 1753 charities nationwide (Hager & Brud-
ney, 2004). The surveys thus encompass both public and nonprofit organizations.
We present and examine the results of these two surveys in Exhibits 3.1 and 3.2. (In
the first edition of this Handbook, 1 analyzed data from a national sample of local
governments in the mid-1980s [Duncombe, 1985] and Georgia local governments in
the early 1990s [Brudney, 1993]. Those results are less current but offer much more
detailed information on the perceived advantages and disadvantages of volunteer
involvement across large, well-defined samples.)
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EXHIBIT 3.1 Perceived Disadvantages of Volunteer Involvement in the Delivery of Services

2004 U.S. National Survey

2003 N = 1271-1344)
Georgia Survey*
Perceived Disadvantages (N = 241-249) Big Problem Small Problem
Funding the Volunteer Program
Lack of funding for volunteer program 49% 28% 32%
Lack staff to train/supervise volunteers 43% 23% 34%
Volunteers as Workers
Getting enough people to volunteer 20% 24% 43%
Unreliability 8% — —
Poor-quality work 3% — —
Absenteeism, unreliability, or poor work — 6% 43%
habits by volunteers
Political and Labor Issues
Public employees resist volunteers 25% — —
Volunteers take away paid jobs 4% — —
Resistance on the part of paid staff — 3% 14%
or board members
Volunteers are more trouble than they are worth 2% — —

*Combined responses “agree” and “strongly agree” on a five-point scale.
— Indicates that the item was not included in the survey.

EXHIBIT 3.2 Perceived Advantages of Volunteer Involvement in the Delivery of Services

2004 U.S. National

2003 Survey (V = 1271-1344)
Georgia Survey*
Perceived Advantages (N =241-249) BigProblem Small Problem
Cost Savings or Cost Effectiveness
Cost savings 89% 67% 26%
Expansion or Organizational Capacity
Capacity to provide services otherwise 88% 60% 31%
could not provide
Expansion of staff in emergencies 75% — —
Improvements in Community Relations
Increased public support for programs 85% 63% 33%
Program advice from volunteers 72% — —
Stronger relationships with nonprofits 81% — —
Enhancement of Service Quality
Improved quality of services and programs 84% 68% 29%
More detailed attention to clients — 59% 35%
Specialized skills possessed by volunteers — 35% 43%

*Combined responses “agree” and “strongly agree” on a five-point scale.
— Indicates that the item was not included in the survey.
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DISADVANTAGES REALIZED Comparison of these data is limited by the fact that the
items included in the two surveys do not overlap as much as one might like, and the
response scales differ. Nevertheless, the findings across the surveys seem compara-
ble with respect to the perceived costs and benefits emanating from the participation
of volunteers in the delivery of services. As Exhibit 3.1 shows, in both samples the
most common drawback reported by officials is lack of funding for the volunteer
program: 49% of the Georgia government respondents report lack of funding as a
“disadvantage,” and 28% in the national nonprofit sample consider funding a “big
problem.” In addition, nearly the same percentages in the respective samples, 43%
of the Georgia sample (“disadvantage”) and 23% of the national nonprofit survey
(“big problem”), point to another resource issue, lack of staff to train and supervise
volunteers.

The problem encountered next most frequently in these data is “getting enough
people to volunteer,” that is, recruitment, reported by one-fifth of the Georgia sam-
ple (20%) and one-fourth of the national nonprofit survey (24%). These results repre-
sent a significant departure from other surveys of organizations regarding volunteer
involvement, which generally show recruitment as the greatest obstacle to a viable
volunteer program.

If the organizations in these samples offer any guide, the shortcomings some-
times attributed to volunteers as workers seem to occur less often. Only 8% of the
governments in the Georgia sample pointed to the “unreliability” of volunteers as
workers and 3% to “poor-quality work” as disadvantages in their organizations. In
the national sample, just 6% of the respondents cited “absenteeism, unreliability, or
poor work habits by volunteers” as a “big problem,” although a much larger group
(43%) called it a “small problem.”

Among local governments in Georgia, one of the political and labor difficulties
sometimes associated with volunteer involvement occurred with some frequency:
One-quarter of the sample (25%) cited as a “disadvantage” that “public employees
resist volunteers.” Just 4% felt that “volunteers take away paid jobs,” and 2% opined
that “volunteers are more trouble than they are worth.” By contrast to the Georgia
sample, only 3% of the national nonprofit sample labeled “resistance on the part of
paid staff or board members” as a “disadvantage” of having volunteers.

ADVANTAGES REALIZED Exhibit 3.2 presents the results of the two surveys relating to
the advantages of volunteer involvement. With respect to the percentages of respon-
dents, the perceived benefits show much less deviation or spread than the perceived
disadvantages or problems displayed in Exhibit 3.1 (with the exception of a single
item administered to the national nonprofit sample, “specialized skills possessed by
volunteers,” which ranks well below the other responses with respect to frequency
of occurrence). The most common benefit perceived from volunteer involvement is
“cost savings,” reported by 89% of the officials in Georgia as an advantage and by
two-thirds (67%) of the national nonprofit sample who said that it had been realized
to a “great extent” (another 26% said it had been realized to a “moderate extent”).
Large percentages of the respondents also cited advantages of volunteers in
expanding the capability of their organizations: 88% of the Georgia local govern-
ments reported that volunteers had enabled them to provide services that they other-
wise could not provide; 6 in 10 of the national nonprofit sample (60%) said that this
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advantage had been realized to a “great extent” (31% to a “moderate extent”). Three-
fourths of the Georgia sample (75%) found that volunteers allowed their organiza-
tions to expand staff in emergencies (no comparable item in the national survey).

The participation of volunteers in these organizations appears to have a positive
effect on relations with the community. Eighty-five percent of the Georgia local offi-
cials stated that volunteer involvement had led to increased public support for their
programs; 63% of the national nonprofit sample said that this advantage had been
realized to a “great extent.” In the Georgia sample, 72% of the local governments
said that they had benefited from program advice from volunteers. In addition, 81%
of the Georgia local governments indicated that volunteer involvement had pro-
duced stronger relationships with nonprofit organizations.

According to the respondents, volunteers also contributed to advantages with
respect to perceived enhancements in the quality of services. Large percentages of
both the Georgia sample (84%) and the national nonprofit sample (68%) cited the
benefit of “improved quality of services and programs.” Fifty-nine percent of the na-
tional nonprofit sample reported that volunteers allowed the charity to devote more
detailed attention to agency clients. Finally, more than a third of the national non-
profit sample (35%) identified specialized skills that volunteers bring to the agency.

MIX OF ADVANTAGES OVER DISADVANTAGES ~Given the findings from these two large
surveys, one based on a sample of government-based volunteer programs and the other
a national sample of charities, what can organizational leadership reasonably expect
their organization to achieve from volunteer involvement? Although particular results
may vary from one organization to the next, the findings support four conclusions.

1. Leaders might anticipate the greatest difficulty in securing necessary resources
for the volunteer program, including both monetary support and paid staff time.
(Results presented in the earlier version of this chapter showed that obtaining
liability insurance can also present a problem. Before introducing volunteers,
organizations are well advised to undertake a risk management process to deter-
mine the extent of exposure to injury or legal action, and possible remedies).

2. At least in the sample of Georgia local governments, employees may resist volun-
teers, an observation registered by fully one-quarter of the respondents (25%).
Other possible political/labor issues noted in Exhibit 3.1 do not seem to be a
problem, however.

3. The perceived benefits accruing from volunteer involvement show much less vari-
ation within the Georgia government and the national charity samples than the
disadvantages. The percentages of respondents reporting these benefits are rela-
tively high—upward of 70% in the Georgia sample and 60% in the charities sam-
ple (with the exception of “specialized skills possessed by volunteers,” reported
by 35%). These results suggest that organizations are likely to reap the benefits of
volunteer involvement in the areas of: cost savings or cost effectiveness, expan-
sion of organizational capability; improvement in community relations; and
enhancement of service quality. Although more research would be needed to
confirm a conclusion, the consistency in the advantages reported versus the vari-
ability in the disadvantages may suggest that the benefits to be expected from
volunteer involvement are relatively reliable and that the disadvantages are
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more idiosyncratic—meaning that organizations can take positive action to avert
or alleviate them.

4. The benefits of volunteer involvement appear to outweigh the costs, as intimated
by these findings and demonstrated more convincingly in Exhibits 3.1 and 3.2.
Citizen participation in the delivery of services certainly has its limitations (and
detractors), but these drawbacks seem to be encountered with much lower fre-
quency than the anticipated benefits. The great similarity in results from two dis-
tinct surveys, with different samples (public and nonprofit), items and time
points, reinforces this interpretation. Nevertheless, because the potential benefits
of volunteer involvement are not realized universally and disadvantages some-
times occur, organizational leaders must work toward an optimal mix. To begin,
they should establish a persuasive rationale for the volunteer program.

Establishing the Rationale and Goals for the Volunteer Program:
Making Volunteer Involvement Matter

A nonprofit organization may be eager for fresh input and innovation and enthusias-
tic about the potential contribution of citizens. No matter how overburdened it may
be or how constrained in its human and financial resources, however, its efforts to
incorporate volunteers should not begin with recruitment. In fact, Susan J. Ellis
(1994) titles the opening chapter of her book on this subject “Recruitment Is the
Third Step.” The first step, treated in this section, is to determine why the organiza-
tion wants volunteers; the second, discussed in a later section, is to design valuable
work assignments for them (Ellis, 1994, pp. 5-6). Before it is ready to begin recruiting
volunteers, an agency must lay the groundwork for their sustained participation.

The foundation for a successful volunteer program rests on a serious considera-
tion by the agency of the rationale for citizen involvement and the development of a
philosophy or policy to guide this effort. The organization should determine the pur-
poses for introducing new participants into the organization. The basic motivations
can be separated into two major categories: economic and noneconomic.

Economic Motivations

As Exhibit 3.2 demonstrates, volunteers assist organizations in achieving a variety of
objectives. Especially during periods of fiscal stringency, top organizational officials
may fix too narrowly on cost savings as the rationale for volunteer involvement. As
mentioned, this aspiration is misleading for two reasons. First, although the labor of
volunteers may be donated, a volunteer program requires expenditures for recruit-
ment, orientation, training, insurance, reimbursement, materials, and other items.
Second, for volunteers to create cost savings, cutbacks must be made in the agency’s
budget. If the cutbacks come at the expense of paid staff, the results are lamentable
and predictable in the form of resentments and antagonisms that have subverted vol-
unteer initiatives in the past.

From an economic perspective, what volunteers offer an organization is the
capacity to realize more productive application of existing funds and person-power.
With a relatively small investment of resources, volunteers have the potential to
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increase the type, level, and quality of services that an agency can deliver to clients
and to facilitate the work of paid staff members. Although costs are not spared in this
situation, to the degree that volunteers improve the return on agency expenditures,
they extend the resources available to the organization to meet pressing needs for
assistance and services.

Noneconomic Motivations

Noneconomic motivations may also drive a volunteer program. The leadership of a
nonprofit organization may enlist volunteers to interject a more vibrant dimension of
commitment and caring into its relationships with clients; or the goal may be to learn
more about the community, nurture closer ties to the citizenry, stimulate useful feed-
back and advice, and strengthen public awareness and support. An agency may seek
volunteers to identify and reach clients inaccessible through normal organizational
channels. Volunteers may be needed to provide professional skills, such as computer
programming, legal counsel, or accounting expertise, not possessed by paid employ-
ees. The purpose may be to staff a pilot program otherwise doomed to fiscal auster-
ity, expand services to a broader clientele, or upgrade programs or provide other
assistance. Enhancing responsiveness to client groups and the larger community
may offer still another rationale.

Volunteers also enjoy a well-earned reputation for success in soliciting donations
to causes and organizations. Because the pubic regards them as neutral if dedicated
participants who will not directly benefit from monetary or in-kind contributions,
agencies very frequently enlist citizens for this purpose. In a 1989 national survey,
about one-half (48%) of all volunteers reported assignments in fundraising (Hodgkin-
son et al., 1992, p. 46). More recent survey research on volunteers shows that fundrais-
ing ranked first by frequency of mention as a volunteer assignment in surveys
conducted in 1996 and 1994 (tied in 1994 with assisting the elderly, handicapped,
social service recipients, or homeless not as part of an organization or group),
although the percentages are much more modest (7.3% and 4.8%, respectively), likely
due to differences in question wording (Hodgkinson & Weitzman, 1996, p. 34).

Rationale for Volunteer Involvement

That the list of possible purposes for establishing and maintaining a volunteer pro-
gram is lengthy attests to the vitality of the approach. Each agency will have some-
what different reasons that should be formalized in a general statement of policy or
philosophy to guide volunteer involvement. Although no single rationale can apply
to all organizations, some useful examples of these statements can be found in
Exhibit 3.3. Organizations typically combine several such statements in their policy
or philosophy for volunteer involvement.

An explicit statement of goals advances three important components of program
design and functioning.

1. It begins to define the types of volunteer positions that will be needed and the
number of people required to fill these roles. Such information is at the core of
eventual recruitment and training of volunteers.



Involving Paid Staff in Designing the Volunteer Program 05

EXHIBIT 3.3 Examples of Statements of Organizational Philosophy Guiding the Involvement of
Volunteers

B This agency welcomes volunteers to provide a human touch and individual dignity in all
dealings with clients.

Volunteers extend agency resources to serve a broader clientele.
B This agency seeks volunteers not only to further our mission but also to make the work of
paid staff more productive.

B Volunteers represent this organization in the community.

B This agency values volunteers for the work they perform as well as the advice and guid-
ance they offer.

B Volunteers bring distinctive skills to this organization that would otherwise lie beyond its
means.

B Volunteers help this organization to do its job with greater efficiency, quality, and
compassion.

2. It aids in delineating concrete objectives against which the program might be
evaluated, once in operation. Evaluation results provide essential data to
strengthen and improve the program.

3. A statement of the philosophy underlying volunteer involvement and the specific
ends sought through this form of participation can help to alleviate possible
apprebensions by paid staff that the new participants may intrude on profes-
sional prerogatives or threaten job security. Perhaps the only thing as destructive
to the mission of a volunteer program as paid staff questioning the “real” reasons
for volunteer involvement is the citizens themselves harboring similar doubts
regarding their “true” purpose to the organization. Clarifying the goals for volun-
tary assistance can dampen idle, typically negative speculation and begin to
build a sense of program ownership on the part of employees (and volunteers),
especially if paid staff are included in planning for the volunteer program.

Involving Paid Staff in Designing the Volunteer Program:
Smoothing the Way toward Effectiveness

In most organizations, designing and implementing a volunteer program entails
changes in standard practices and routines. For example, funds must be found and
committed to the effort, linkages formed to integrate the program into the organization
(see the section on “Housing the Volunteer Program: Integrating the Volunteer Pro-
gram into the Organization” later in this chapter), job positions and working relation-
ships modified, and policies devised and approved to accommodate the citizen
participants. Because these changes are ambitious and require authorization by those
at higher levels of the organizational hierarchy, the involvement and support of top
officials is crucial to the creation and vitality of the volunteer program (e.g., Ellis, 1996).

This group of top officials is not the only one that should play an active role
in defining the mission, philosophy, and procedures governing the volunteer
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effort. Paid staff members and, if they are already known to the agency or can be
identified, volunteers should also be included in program planning and implementa-
tion (Brudney, 1990).

Participation by Paid Staff Members

A touchstone in the field of organizational development is to include individuals or
groups who will be affected by a new policy or program (stakeholders) in its design
and achievement. Participation adds to the knowledge base for crafting policy and
inculcates a sense of ownership and commitment instrumental to gaining acceptance
for innovation.

Because incorporation of volunteers into an agency can impose dramatic
changes in the jobs and working relationships of employees, the involvement of
paid staff is especially important. The sharing of needs, perspectives, and informa-
tion among agency leadership, employees, and prospective volunteers that takes
place is pivotal. In the joint planning process, the parties work to overcome differ-
ences and reach agreement on how the volunteer program can be most effectively
designed, organized, and managed to pursue its mission and goals. Participation by
paid staff members helps to alleviate any concerns they might have concerning a
volunteer initiative and its implications for agency clients or the workplace.

If employees have a bargaining agent or union, their representatives should be
included in these discussions. Union involvement may complicate the process, but it
is indispensable nonetheless. It may turn out that rather than flatly opposing volun-
teer involvement, unions simply may want demarcations of paid versus nonpaid
work. In one of the few studies that asked specifically about the role of unions, none
(0%) of a sample of 250 managers of volunteer programs in city and county govern-
ments in Georgia cited “union objections to volunteer involvement” as a perceived
disadvantage to volunteer involvement (Brudney, 1993). Georgia is a low union-
ization state, but the finding is still arresting.

A central purpose of the joint planning meetings and discussions is to develop
policies and procedures governing volunteer involvement that are endorsed by all par-
ties. These guidelines should address the major aspects of the volunteer program and
work-related behaviors; the following is a list of these areas. This information should
be readily available in a booklet or manual distributed to all volunteers and employees.

Aspects of the Volunteer Program that Should be Addressed in Agency Policy

Application procedures

Provision of orientation and training

Probationary acceptance period and active status

Rights and general standards of conduct

Task assignment and reassignment

Attendance and absenteeism

Performance review

Benefits

Grievance procedures

Requirements for record keeping, including requirements for confidentiality
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m Reimbursement of work-related expenses

m Use of agency equipment and facilities, including conditions of access to the or-
ganizational intranet

m Supervision and retention

Note: A more detailed review of agency policy, and the need to include it in the organization’s
volunteer manual, can be found in Chapter 12, Communicating with Volunteers and Staff.

Although some observers may question the need for published standards of or-
ganizational conduct as somehow inimical to the spirit of help freely given, this step
is a positive one for the agency as well as for the volunteers. In one study, organiza-
tions that distributed notebooks with all written policies, formal job descriptions, and
training manuals to citizen participants had the lowest rates of volunteer turnover; by
contrast, the organization that failed to provide any of this information witnessed the
highest turnover (Pearce, 1978, pp. 276-277). Explicit policies show that the agency
takes seriously the participation of volunteers, values their contribution to the orga-
nizational mission and goals, and wants to maintain collaborative working relation-
ships. Equally important, formal guidelines greatly assist in removing arbitrariness
from directing volunteers, defusing potential conflicts, handling problem situations
on the job, protecting volunteer rights, and managing for consistent results.

Empowerment of Volunteers

Because volunteers may not be known to an agency prior to inception of a program,
they may miss the initial discussions concerning program planning, design, and im-
plementation. Once the volunteer program is launched and in operation, however,
they should have input into decisions affecting it. Just as with paid staff, citizens are
more likely to accept and endorse organizational policies and programs, and to gen-
erate useful input regarding them if they enjoy ready access to the decision-making
process. Participation is key to empowerment of volunteers. The term connotes a
genuine sharing of responsibility for the volunteer program with citizen participants;
more attentive listening to volunteer ideas and preferences; and greater recognition
of the time, skills, and value provided to organizations through this approach.
Empowerment is thought to result in increased feelings of personal commitment and
loyalty to the volunteer program by participants and hence greater retention and ef-
fectiveness (Naylor, 1985; Scheier, 1988-1989).

Housing the Volunteer Program: Integrating Volunteer
Participation into the Organization

For the benefits of volunteer involvement to be fully appreciated and achieved by an
organization, the volunteer program must be linked to the structure of the agency. A
nonprofit organization may be able to accommodate a few volunteers informally or
episodically on a case-by-case basis as the demand for them or interest in them
arises. Integrating larger numbers of volunteers in an ongoing working relationship,
however, requires adaptations in organizational structure. Nonprofit agencies can
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select from among several alternative structural configurations for this purpose
according to their needs. In order of increasing comprehensiveness, these arrange-
ments encompass ad hoc volunteer efforts, volunteer recruitment by an outside orga-
nization with the agency otherwise responsible for management, decentralization of
the program to operating departments, or a centralized approach. Each option pres-
ents a distinct menu of advantages and disadvantages.

Ad Hoc Volunteer Efforts

Volunteer efforts may arise spontaneously in an ad hoc fashion to meet exigencies
confronting an organization, especially on a short-term basis. Normally, citizens moti-
vated to share their background, training, skills, and interests with organizations that
could make good use of them are the catalyst. Fiscal stress, leaving an agency few
options, may quicken the helping impulse. The Service Corps of Retired Executives
(SCORE), an association of primarily retired business people who donate their time
and skills to assist clients of the U.S. Small Business Administration (SBA), began in
this manner in the early 1960s. Retired business executives approached the SBA to of-
fer assistance in meeting the demands of a huge constituency (Brudney, 1986). The
responsiveness and alacrity with which an ad hoc effort can be launched and operat-
ing are inspiring: Within six months of its inception, SCORE supplied 2,000 volunteers
to the SBA. Crisis and emergency situations can provoke an even more spectacular
response, mobilizing huge numbers of volunteers in a remarkably short time.

Spontaneous help from citizens can infuse vitality (and labor) into an agency,
alerting officials to the possibilities of volunteerism. Offsetting these advantages, how-
ever, is the fact that only selected parts or members of the organization may be aware
of an ad hoc citizen effort and thus be able to avail themselves of it. In addition, be-
cause energy levels and zeal wane as emergencies are tamed or fade from the limelight
of publicity or attention, the ad hoc model of volunteer involvement is very sensitive to
the passage of time. A volunteer program requires a sustained rather than a sporadic
commitment from citizens. The organization must develop a support structure to nur-
ture the contributions of citizens and to make them accessible to all employees. Unless
the agency takes steps to institutionalize participation, it risks squandering the long-
term benefits of the approach. Almost from the start, the SBA and the SCORE volun-
teers worked to develop an appropriate structure. The partnership has served the
agency well, generating a continuous stream of volunteers to the SBA (12,400 in 2010).
Since the inception of the SCORE program in 1964, SCORE volunteers have conducted
more than 322,000 counseling sessions and provided counseling to more than 8.5 mil-
lion business owners (Service Corps of Retired Executives, 2010).

Reliance on Other Organizations

A second option sometimes open to nonprofit and public agencies is to rely on the
expertise and reputation of an established organization, such as the United Way and its
affiliates, or a volunteer center or clearinghouse, to assist in recruiting volunteers. The
agency retains internally other managerial responsibilities for the program. Since re-
cruitment is the most fundamental function and one of the most difficult (see Exhibit
3.1), regular, professional assistance with this task can be very useful, particularly for
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an agency just starting a volunteer program. Some private business firms seeking to
develop volunteer programs for their employees have extended this model: They have
contracted with local volunteer centers for help not only with recruitment but also with
other central program functions, such as volunteer placement and evaluation.

When an agency contracts out for the provision of a function, maintaining qual-
ity control presents a necessary caution. Relying on other organizations to assist with
the volunteer program is no exception. Agencies responsible for recruiting must be
familiar with the needs of the organization for voluntary assistance, lest volunteers be
referred who do not meet the desired profile of backgrounds, skills, and interests. A
recruiter may also deal with a number of client organizations, so that the priority
attached to the requests of any one of them is unknown. More importantly, trusting
recruitment exclusively to outsiders is a deterrent to developing the necessary capac-
ity in-house, which itself is a central element of a successful volunteer program. By
all means, organizations should nurture positive relationships with agencies in the
community to attract volunteers and for other purposes (Brudney & Lee, 2008); how-
ever, they must avoid total dependence on external sources and endeavor to build
managerial competencies internally.

Decentralized Approach

Volunteer involvement can also be decentralized to individual departments within a
larger organization, each bearing primary responsibility for its own volunteer effort.
The main advantage offered by this approach is the flexibility to tailor the program to
the needs of participating organizational units and to introduce volunteers where
support for them is greatest. Yet, duplication of effort across several departments,
difficulties in locating sufficient expertise and resources to afford multiple volunteer
programs, and problems in coordination—particularly restrictions on the ability to
shift volunteers to more suitable positions or to offer them opportunities for job rota-
tion and enrichment across the organization—are significant liabilities.

In the public sector, lamentably, the decentralized approach can unwittingly
generate disincentives for managers to introduce volunteers. Top agency officials
may mistakenly equate nonpaid work with “unimportant” activities to the detriment
of a department’s (and a manager’s) standing in the organization, or they may seize
on the willingness to enlist volunteers as an excuse to deny a unit essential increases
in budget and paid personnel. As mentioned, one purpose of involving top manage-
ment, employees, and volunteers in designing and implementing the volunteer pro-
gram is to avoid such misunderstandings.

Despite these limitations, the decentralized approach may serve an agency quite
well in starting a pilot or trial program, the results of which might guide the organiza-
tion in moving toward more extensive volunteer involvement. Alternatively, a lack of
tasks appropriate for volunteers in some parts of the agency or, perhaps, strong oppo-
sition from various quarters may confine volunteer assistance to selected departments.

Centralized Approach

The final structural arrangement is a centralized volunteer program serving the entire
agency. With this approach, a single office or department is responsible for
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management and coordination of the program, while volunteers actually are de-
ployed and supervised in line departments of the organization. The office provides
guidelines, technical assistance, screening, training, and all other administration for
volunteer activity throughout the agency. The advantages of centralization for avert-
ing duplication of effort, assigning and transferring volunteers so as to meet their
needs as well as those of the organization, and producing efficient and effective vol-
unteer services are considerable. The program demands broad support across the
organization, especially at the top, to overcome any concerns that may be raised by
departmental staff and possible limitations in resources. When such backing is not
forthcoming, the other structural arrangements may serve an agency quite well.

Creating Positions of Program Leadership:
Providing Responsibility and Direction for the Volunteer Effort

Manager of Volunteer Resources

Irrespective of the structural arrangement by which the volunteer program is inte-
grated into agency operations (ad hoc method, reliance on other organizations,
decentralized model, or centralized approach), the program requires a visible, recog-
nized leader. All program functions, those discussed both in this chapter and in the
rest of this Handbook, benefit from the establishment and staffing of a position bear-
ing overall responsibility for leadership, management, and representation of the vol-
unteers. The position goes by a variety of names, such as volunteer administrator or
volunteer coordinator, but these titles can leave the mistaken impression that the po-
sition is not paid. To avoid misunderstanding and, more important, to indicate the
significance of the role, here it is called the manager of volunteer resources (MVR).
In this chapter we focus primarily on the programmatic responsibilities of the MVR,
even though this official—and volunteers—can contribute to the organization and
the fulfillment of its mission in other ways.

STAFFING THE POSITION OF MANAGER OF VOLUNTEER RESOURCES The manner by
which the MVR position is staffed sends a forceful message to volunteers and employ-
ees alike regarding the significance of the program to the agency and its leadership.
Organizations have experimented with an assortment of staffing options for the office,
including appointment of: volunteers, employees from the human resources depart-
ment or section, personnel with other duties, and combinations of these officials.
(Lamentably, some organizations apparently do not make a formal appointment, as
discussed later in this chapter). No other staffing method so manifestly demonstrates a
sense of organizational commitment to the program and its priorities as does a paid
MVR position. A paid position lodges accountability for the program squarely with the
MVR, presents a focal point for contact with the volunteer operation for those inside as
well as outside the organization, implements a core structure for program administra-
tion, and rewards the officeholder in relation to the success of the volunteers.

Findings from the Urban Institute’s national study of charities (Hager, 2004) indi-
cate that staff time devoted to volunteer management is typically low, however. Only
three out of five charities reported having a paid staff person who worked on
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volunteer coordination. Even among these paid MVRs, one in three had not received
any training in volunteer management, and half spent less than 30% of their time on
volunteer coordination.

POSITIONING THE MVR IN THE ORGANIZATIONAL HIERARCHY Establishing the office of
the MVR as close as possible to the apex of the agency’s formal hierarchy conveys a
similar message of resolve, importance, and purposefulness. The MVR should enjoy
prerogatives commensurate with other positions in the organizational hierarchy with
similar scope and depth of responsibility, including participation in relevant decision
and policy making and access to superiors. In this manner the incumbent can repre-
sent the volunteers before the relevant department(s) as well as the organization as a
whole, promote their interests, and help to ensure that officials appreciate their value
and contributions to the organization.

RESPONSIBILITIES OF THE MVR  In their performance-based certification process for
administrators of volunteer programs, the Association for Volunteer Administration
(AVA) recognized four functional areas in which this official should demonstrate com-
petence. Although the AVA no longer exists, the competencies identified still have
merit. Much like any other manager in the nonprofit or governmental sectors, this offi-
cial should be skilled: in program planning and organization; staffing and directing;
controlling; and agency, community, and professional relations. James C. Fisher and
Kathleen M. Cole (1993, pp. 22-24) add a fifth area: budgeting and fundraising.

The breadth and significance of these functions substantiate the need for a dedi-
cated MVR position. Among the chief job components, this official is responsible for
promoting the program and recruiting volunteers—critical tasks demanding active
outreach in the community and highly flexible working hours. The incumbent must
communicate with department and organization officials to ascertain workloads and
requirements for volunteer assistance. Assessing agency needs for volunteers,
enlarging areas for their involvement, and educating staff to the approach should be
seen not as a one-time exercise but as ongoing activities of the MVR. The MVR inter-
views and screens applicants for volunteer positions, maintains appropriate records,
places volunteers in job assignments, supports employees in supervising volunteers,
and monitors performance. The office coordinates the bewildering array of sched-
ules, backgrounds, and interests brought by volunteers to the agency and matches
participants with the particular areas in which their labor, skill, and energy can be
used to the mutual advantage of citizens and the organization.

The MVR is the in-house source of expertise on all facets of volunteer involvement
and management. The position bears overall responsibility for orientation and training,
as well as evaluation and recognition, of volunteers. Because employees frequently
lack previous experience with volunteers, training may be necessary for them as well
to make citizen involvement most effective. Finally, as the chief advocate of the pro-
gram, the MVR endeavors not only to express the volunteer perspective but also to
allay any apprehensions and facilitate collaboration between paid and nonpaid staff.

Fisher and Cole (1993, pp. 15-18) find that the responsibilities of the MVR vary
depending on whether the organization adopts a “personnel management” or a
“program management” approach to volunteer involvement. In the personnel man-
agement approach, the organization deploys volunteers across many functions and
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departments, and their principal accountability is to the paid staff member to whom
they have been assigned. Hospitals, museums, zoos, social service agencies, theater
companies, schools, and other organizations where volunteers have many different
responsibilities often use this approach. Here the MVR does not supervise or evalu-
ate the volunteers but supports the efforts of the paid staff members who work di-
rectly with them. The MVR assists staff in developing volunteer training and in
learning and applying appropriate techniques for supervision, record keeping, per-
formance review, and problem solving.

In the program management approach, volunteers are concentrated in one func-
tion or department of the organization, usually central to the agency mission. For
example, many institutions create volunteer auxiliaries for fund-raising and other
purposes, or deploy volunteers in a single organizational unit, such as community
relations, client counseling, or intake services. The U.S. Small Business Administra-
tion uses the program management approach with regard to its Service Corps of Re-
tired Executives volunteer program; SCORE members are deployed only for
management counseling/assistance in the agency and for no other function. In this
approach, the MVR performs all of the volunteer management tasks, including train-
ing, supervision, record keeping, and evaluation. Regardless of whether an organiza-
tion uses the personnel management or the program management approach to
volunteer participation, the MVR is responsible for job design, recruitment, inter-
viewing, screening, placement, orientation, and recognition.

Other Positions of Program Leadership

Given the scope and importance of the job responsibilities discussed, as a volunteer
program increases in size, the burden on one official to provide all aspects of man-
agement and leadership can become onerous. Thus, organizational officials should
consider creating and establishing other positions to assist the MVR.

One option is to employ paid staff for this purpose. Another fruitful option is to
design career ladders for volunteers, a succession of positions for citizens leading to
increased opportunities for personal growth and development in the volunteer pro-
gram (Fisher & Cole, 1993, pp. 65-66, 74-76). As one prominent example, highly
committed and experienced volunteers might assume greater responsibility for major
facets of the program, such as orientation, training, mentoring, and resource raising.
This method not only facilitates program leadership but also carries motivational
benefits for volunteers interested in expanding their personal and leadership skills.

Developing Job Descriptions for Volunteer Positions:
Sharing the Workplace

The essential building block of a successful volunteer program is the job description. It is
the primary vehicle for recruiting volunteers, reassuring employees, and meeting organi-
zational and client needs. “The importance of a volunteer job description cannot be
overstated. The job description is the agency’s planning tool to help volunteers under-
stand the results to be accomplished, what tasks are involved, what skills are required,
and other important details about the job” (McCurley, 1994, pp. 515-516). The essential
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volunteer management processes—recruiting, interviewing, placing, supervising, train-
ing, and evaluating—are based on the information contained in the job description.

Despite the importance of this program element, no intrinsic basis exists to create
a position, or classify an existing one, as paid or volunteer. Even among agencies that
have the same purpose or mission or that work in the same substantive or policy do-
main (e.g., child welfare, culture and the arts, adult recreation, etc.), a given position
can be categorized differently. For example, while one social service agency may
have all client counseling done by peers (unpaid citizens), in a second agency paid
employees handle this function. An environmental advocacy organization may hire a
paid computer programmer; another nonprofit organization in the same policy field
may use a well-qualified volunteer for this task instead. Similarly, some nonprofit or-
ganizations employ receptionists or secretarial personnel, while others have willing
volunteers to staff these positions. Even the position of MVR can be paid or unpaid.

Because no firm basis exists to classify a position as paid or volunteer, agencies
sometimes use both categories of personnel in a given job. For instance, community-
supported day-care centers often have on staff a mixture of paid and unpaid attendants
for the children; local fire departments, too, commonly use both paid and volunteer
firefighters. Without access to organizational records, it may not be possible for clients
to determine who is paid and who is not. Within an agency, moreover, job definitions
can change over time, so that volunteers give way to paid employees for some posi-
tions and gain responsibility from them in others. In sum, whether a position is paid or
unpaid at a given time depends on organizational needs and history, not on an inher-
ent distinction or rule regarding compensation (or noncompensation).

Job Design Process

Because no inherent basis exists to classify a task or position as paid or nonpaid, the
process by which work responsibilities are allocated in an agency is the crucial element
in job design. As elaborated earlier, the most enduring foundation for an effective vol-
unteer program is for top agency officials and employees (and, if possible, volunteers)
to work out in advance of program implementation explicit understandings regarding
the rationale for the involvement of volunteers, the nature of the jobs they are to per-
form, and the boundaries of their work (Brudney, 2010; Ellis, 1996, Wilson, 1976). The
result should be a general agreement that designates (or provides the foundation for
distinguishing) the jobs assigned to volunteers and those held by paid staft.

The next step in the job design process consists of a survey of employees, or
personal interviews with them, to ascertain key factors about their jobs and to make
them aware of the potentially helpful contributions of volunteers to their work. Sur-
veys or interviews should seek to identify those aspects of the job that employees
most enjoy performing, those for which professional expertise is required (such as
an advanced degree or certification), those that they dislike, and those for which
they lack sufficient time or qualifications. The survey or interview should also probe
for areas in which employees feel the organization should do more, where the needs
of clients remain unmet, where staff support (whether paid or unpaid) would be
most welcome, and where novel or different organizational projects could be under-
taken were greater time and skills available. Since employees often lack background
information regarding the assistance that volunteers might lend to them and to the
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agency, the survey or interview (or, alternatively, in-service training) should provide
resource material regarding volunteers, such as a listing of the jobs or functions
that nonpaid staff are already performing in their agency or in similar organizations
(cf. Ellis, 1994, pp. 11-12; McCurley & Lynch, 1989, pp. 27-28).

This process should help to dispel popular stereotypes and misconceptions
regarding volunteers. For example, volunteer positions are not necessarily in sup-
portive roles to employee endeavors, and paid staft can facilitate and support the
activities of volunteers rather than the reverse. Volunteer jobs do not signify menial
work: Many organizations rely on donated labor for highly technical, professional
tasks such as accounting, economic development, and computer applications. Vol-
unteer jobs yield economic value: Incumbents provide skills that might otherwise be
unattainable to an agency.

The delegation of tasks among paid and nonpaid staff members should take into
account the unique capabilities that each group might bring toward meeting organi-
zational needs and goals. The allocation of work responsibilities can also change and
evolve over time. To allocate work responsibilities at a particular point in time, Ellis
(1996, pp. 89-90) recommends that the agency reassess the job descriptions of all
employees. Prime candidates for delegation to volunteers are tasks with these
characteristics:

m Those performed periodically, such as once a week, rather than on a daily or
inflexible basis

m Those that do not require the specialized training or expertise of paid personnel

m Those that might be performed more effectively by someone with special train-
ing in that skill

m Those for which the position occupant feels uncomfortable or unprepared

m Those for which the agency lacks in-house expertise

The culmination of the task analysis should be a new set of job descriptions for
employees and a second set for volunteers that are sensitive to prevailing organiza-
tional conditions. Paid staff members are primarily assigned important, daily func-
tions, and volunteers handle tasks that can be performed on a part-time basis or that
make use of the special talents and skills for which they have been recruited. The
goal is to achieve the most efficient deployment of both paid and nonpaid personnel.
The respective tasks should be codified in formal job descriptions not only for paid
but also for nonpaid workers, with the stipulation that neither group will occupy the
positions reserved for the other.

Job Descriptions for Volunteer Positions

The International City/County Management Association advises local governments that
“volunteer job descriptions are really no different than job descriptions for paid person-
nel. A volunteer will need the same information a paid employee would need to deter-
mine whether the position is of interest” (Manchester & Bogart, 1988, p. 59). That advice
applies equally to nonprofit organizations seeking volunteers. Although a variety of at-
tractive formats are possible, the information contained in the job description is fairly
standard. A model that might be used in any organization is presented next.
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Model Job Description for Volunteer Positions

m Job title

m Purpose of the position

® Benefits of position to occupant

® Qualifications for position

® Time requirement (e.g., hours per week)

B Job site or location

m Proposed starting date (and ending date, if applicable)
m Job responsibilities and activities

m Authority invested in the position

m Reporting relationships and supervision

Note on Volunteer Recruitment

The most persuasive mechanism for the recruitment of prospective volunteers is the
availability of nonpaid positions that appeal to their needs and motivations for do-
nating their time. In this context, much of the literature concentrates on the motiva-
tional aspects of challenge and accomplishment, personal growth and development,
interesting and meaningful work, and career exploration and advancement. Surely,
officials might endeavor to design positions for nonpaid—and paid—staft alike with
these factors in mind.

Such a preoccupation can easily leave the impression, however, that every
volunteer job must present close contact with clients, ample opportunity for self-
expression, access to program planning and decision making, ready means for
acquisition of job skills, and so on. That implication is erroneous. For example, the
aversion of many volunteers to positions of greater authority and responsibility is
documented with depressing regularity. A more fitting conclusion is that like
employees, volunteers are richly diverse in their needs and goals. As a consequence,
nonprofit and public organizations will enjoy success in recruiting them to the
degree that agencies offer a range of jobs to appeal to a diversity of motivations.
An organization should no more allocate exclusively routine, repetitive tasks to
volunteers than it should place them solely in highly ambitious work assignments.
Volunteer recruitment is discussed more fully elsewhere in this Handbook.

Designing Systems and Supports to Facilitate Citizen Participation
and Program Management: Preparing for Volunteer Involvement

Comparable Guidelines for Employees and Volunteers

A pioneer in the development of volunteer administration as a field for professional
practice and research, Harriet H. Naylor (1973) counseled, “Most of the universally rec-
ognized principles of administration for employed personnel are even more valid for
volunteer workers, who givetheir talents and time” (p. 173, emphasis in original). Steve
McCurley and Rick Lynch (2006) agree that the volunteer program will need to develop
basic personnel-related systems and operate with essential policies and procedures for
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intake, management, evaluation, record keeping, and so on. They counsel, “If you
have a question about the content of a policy or procedure, refer to the policies and
procedures that the agency uses for paid staff. The rules should be a similar as possible:
When in doubt, copy” (McCurley & Lynch, 2000, p. 37, emphasis in original).

The job descriptions for volunteer positions already discussed offer a good exam-
ple. A seasoned volunteer administrator concurs: “One should not have different
qualifications for staff than one has for volunteers doing the same work” (Thronburg,
1992, p. 18). By setting standards as high for volunteers as for paid staff, an agency
engenders trust and credibility, increases respect and requests for volunteers from
employees, a healthy work environment, and perhaps most important, high-quality
services (McCurley & Lynch, 1989, 1997; Wilson, 1984). This course helps to prevent
treatment of volunteers as second-class citizens, that is, “second place” to paid staff. In
addition to job descriptions for volunteer positions, an organization must have systems
and supports in place to build and sustain a thriving volunteer program.

Application and Placement Systems

The application and placement process further illustrates the parallels between ad-
ministration for paid and nonpaid personnel. The organization must develop appli-
cation forms for volunteer positions and have them readily available for citizens
attracted to them. The MVR or appropriate official reviews the application and sched-
ules an interview with the candidate. The primary purpose of the interview is to as-
certain relevant competencies, skills, and interests as well as pertinent background
and qualifications of citizen applicants and to evaluate an appropriate matching to
the needs of the organization (as specified in the volunteer job descriptions). In addi-
tion, the interview should be used to gather from the prospective volunteer ideas and
suggestions for new positions that take advantage of distinctive talents or expertise
brought by volunteers. Should a match look promising for both volunteer and orga-
nization, the applicant is often invited for a second interview, this time with the pro-
spective department head or supervisor. If all goes well, a placement should result
for the volunteer. If not, just as for paid employees, the organization maintains the
applications on file for other openings. As with paid personnel, agencies will often
stipulate a probationary period for incoming volunteers to evaluate the success of
a placement.

Education and Training Systems

Members new to an organization, whether paid or nonpaid, cannot be expected to
possess great knowledge about the agency initially: They require an orientation. The
organization should arrange for orientation activities for volunteers and employees
to address such topics as the overall mission and specific objectives of the agency; its
traditions, philosophy, and clientele; operating rules and procedures; the rationale,
policies, and standards governing volunteer involvement; and the roles and interface
of paid and nonpaid staff members. As mentioned, distributing a booklet or manual
containing the relevant information during orientation sessions is very helpful.

Some volunteer positions do not require training—that is, specific instruction or
education—to perform or perhaps only brief on-the-job exposure (e.g., scheduling
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appointments, filing documents, or cleaning facilities). Many others have a great
need for formal education (e.g., drug abuse counselor, dispute mediator, or com-
puter programmer). In the latter case, the organization must ensure through the ap-
plication and placement processes that the volunteer possesses the requisite
competency, or must provide for the training needed, either in-house or in conjunc-
tion with an educational institution.

Management and Record-Keeping Systems

Just as for paid personnel, an organization should have record-keeping systems for
its volunteer workers. These systems log important information about the volunteer,
including personal background, areas of interest and competency, education and
training, and preferred assignments. An agency will also need to maintain records
with regard to the volunteer’s relationship, experience, and performance with the
organization, for example, the initial visit, entry interviews, job assignments, per-
formance evaluations, and other feedback (e.g., from clients, paid staff, other volun-
teers, etc.). Computer software has been developed expressly for this purpose that
can not only relieve the MVR of much of the paperwork burden but also facilitate
and enliven the management function. Utilization of this software can aid enor-
mously in keeping track of the skills, preferences, and availability of volunteers and
matching them with suitable opportunities for placement and personal growth and
development in the organization.

Evaluation and Recognition Systems

Organizations that rely on the assistance of volunteers may be reluctant to appear to
question through performance evaluation the worth or impact of well-intentioned
helping efforts. The fears of organizational leadership notwithstanding, volunteers
have good reason to view assessment in a favorable light.

A powerful motivation for volunteering is to achieve worthwhile and visible re-
sults; performance appraisal can guide volunteers toward improvement on this dimen-
sion. No citizen contributes her or his time to have her or his labor wasted in
misdirected activity or to repeat easily remedied mistakes and misjudgments. That an
organization might take one’s work so lightly as to allow such inappropriate behavior
to continue is an insult to the volunteer and an affront to standards of professional
conduct underlying effectiveness on the job. For many who contribute their time,
moreover, volunteering presents an opportunity to acquire or hone desirable job skills
and/or to build an attractive resume for purposes of paid employment. To deny con-
structive feedback to those who give their time for organizational purposes, and who
could benefit from this knowledge and hope to do so, is a disservice to the volunteer.

Several mechanisms are feasible for the performance evaluation. Frequently, the
supervisor to whom the volunteer reports conducts the review, or the responsibility
may rest with the MVR, or with both of these officials. To complement the agency-
based perspective, volunteers may also prepare a self-assessment of their experi-
ence, accomplishments, and aspirations in the organization. The assessment should
tap their satisfaction with important facets of the work assignment, including job dut-
ies, schedule, support, training, opportunities for personal growth, and so on.
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Regardless of the type of evaluation, the goal should be to ascertain the degree to
which the needs and expectations of the volunteer and the agency are met, so that
job assignments can be continued, amended, or redefined as necessary.

The program should not only create systems for volunteer evaluation but also
stress the importance of recognizing volunteer service. Recognition should follow
naturally from performance appraisal. Agency officials might recognize and show
their appreciation to volunteers through a great variety of activities: award or social
events (luncheons, banquets, ceremonies), media attention (newsletters, newspa-
pers), certificates (for tenure or special achievement), expansion of opportunities
(for learning, training, management), and, especially, personal expressions of grati-
tude from clients and employees. A heartfelt “thank you” can be all the acknowledg-
ment that many volunteers want or need. Others require more formal recognition.
The MVR should make letters of recommendation available to all volunteers who
request them. Recognition is a highly variable activity that, optimally, should be tail-
ored to the wants and needs of individual volunteers.

Conclusion

In their eagerness to reap the benefits of volunteer participation, organizational lead-
ership may overlook the groundwork necessary to create and sustain a viable volun-
teer program. Although understandable, this tendency can jeopardize the potential
advantages of the approach and increase problem areas. To prepare the organization
for volunteers, officials should set reasonable expectations concerning volunteers,
establish an explicit rationale and goals for the volunteer program, involve paid staff
in designing the program, implement a structural arrangement for housing the pro-
gram and integrating it into the organization, create positions of leadership for the
program, develop job descriptions for the tasks to be performed by volunteers, and
design systems and supports to facilitate citizen participation and volunteer program
management. To the degree that leadership undertakes these activities, the organiza-
tion should avoid the potential pitfalls and generate the considerable benefits of vol-
unteer involvement.
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CHAPTER 4

Shaping an Organizational Culture of
Employee and Volunteer Commitment

Judith A. M. Smith, DM
HandsOn Jacksonville, Inc.

ne of the most serious challenges for leaders in the contemporary workplace

whether for-profit, nonprofit, or government, is a lack of commitment to the
organization on the part of its workforce. Employee commitment, as a construct, has
been defined and refined over the past 40 years. After extensive study, Mowday, Por-
ter, and Steers (1982) offered a comprehensive definition that will be used through-
out this chapter. Using the term “organizational commitment,” they defined the
concept as “the relative strength of an individual’s identification with and involve-
ment in a particular organization” (p. 27). Their model was comprised of three com-
ponents: (a) a strong belief in and acceptance of the organization’s goals and values,
(b) a willingness to exert considerable effort on behalf of the organization, and (c) a
strong desire to maintain membership in the organization. They claimed that when
an employee’s commitment to the organization is defined in such a way, the con-
struct includes much more than mere passive loyalty; rather, it describes an active
relationship, and commitment can be deduced not only from what an individual
purports to believe or think but also from his or her actions. In other words, loyalty
is not enough; neither is hard work; nor is it enough to deeply believe in the goals
and values of the organization. Commitment to the workplace includes all three
components.

Research over the years has linked employee commitment to job performance,
job satisfaction, absenteeism, personal and organizational values fit, organizational
citizenship, intention to leave the organization, and turnover. Deterioration of
employee commitment can have serious consequences in these areas, and these
consequences can swiftly become manifested in organizations.

It is interesting to take a closer look at one of these components: a strong desire
to maintain membership in the organization, or loyalty. The roller-coaster ride of
employee loyalty over the past decade bears out the pervasiveness of what is argua-
bly an ongoing crisis in contemporary organizations. After the downsizings and
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reengineerings, not to mention the gutting of middle management of the late 1980s
and throughout the 1990s, by 2001, only 24% of workers professed loyalty to their
organizations, indicating that they intended to remain with the organization for two
years or more, according to Walker Information’s biennial Loyalty Report (2010).
That percentage of loyal employees bumped to 30% in 2003 and to 34% through
both 2005 and 2007, and reached 43% in 2009. The slow economy of the early years
of the decade followed by the economic implosion of 2008 and the resulting record
levels of unemployment certainly have been factors in this attitudinal change, al-
though there are likely other changes going on in the workplace contributing to this
positive shift.

Even with such a significant increase in loyalty numbers, the implications are still
not good for a workforce in which nearly six out of ten workers are not loyal.
According to Walker Information’s Loyalty Report (2010), 81% of loyal employees
can be expected to execute their company’s stated business strategies through their
day-to-day work, while only 39% of those not loyal will do so. Of the loyal, 92%
concur that they work to make the business successful, compared to 49% of those in
the disloyal categories. Similarly, 89% of the loyal workers will help colleagues with
heavy workloads, while only 60% of those in the disloyal categories will do so.

Organizations are not disappearing, and organizations are comprised of people
who make a difference between success and failure. While organizations may look
considerably different than they did a decade or two ago, their viability and their
success is predicated on a core of people who are committed employees, who
strongly believe in the organization’s goals and values, who are willing to exert con-
siderable effort on behalf of the organization, and who strongly desire to maintain
membership in the organization.

The reduction of workplace effectiveness due to low employee commitment
presents a problem for leaders. The challenge these leaders face is to shape the orga-
nizational culture such that employees choose to share the organization’s values,
advance its purposes through hard work, and remain with the organization.

Organizational Culture: What It Is and Why It Matters

During the decade of the 1970s, a new school of organizational thought developed
that viewed organizations as cultures instead of machines. According to Bolman and
Deal in Reframing Organizations (1997), some people claim that organizations have
cultures, and others maintain that organizations are cultures. The concept of organi-
zational culture has its roots in cultural anthropology, and one of the earliest defini-
tions of culture dates from the 1948 work of Herskowitz, a cultural anthropologist
who suggested that culture is a construct that describes “the total body of belief, be-
havior, knowledge, sanctions, values, and goals that make up the way of life of a
people” (cited in Hawkins, 1997, p. 418). In 1973, Geertz expanded this observation,
suggesting that culture is “an historically transmitted pattern of meanings embodied
in symbols, a system of inherited conceptions expressed in symbolic forms by means
of which men communicate, perpetuate and develop their knowledge about and
attitudes toward life” (cited in Hawkins, 1997, p. 418). Gareth Morgan, in Images of
Organization (1998), observed that the term “culture” derives metaphorically from



Organizational Culture: What It Is and Why It Matters 83

the concept of tilling the earth—of cultivation—and that it further refers to “the pat-
tern of development reflected in a society’s system of knowledge, ideology, values,
laws, and day-to-day ritual” (p. 112). Simply put, different groups of people have
different ways of life. And so it is in organizations, according to the organizational
culture school of thought, which was catapulted into the consciousness of organiza-
tional managers through the 1982 work of Tom Peters and Bob Waterman, In Search
of Excellence, which linked the status of organizational excellence to a strong, unify-
ing culture that embraced a shared vision.

In their 1982 work, Corporate Cultures, Deal and Kennedy, admitting that they
employed some poetic license in their use of a 1966 definition given by Marvin
Bower, former managing director of McKinsey & Company, defined the informal ele-
ments of culture simply as the way we do things around here, a description nearly
identical to the oft-quoted 1978 definition of Ouchi and Johnson of how things are
done around bere (cited in Hawkins, 1997, p. 419). Hawkins, however, suggested
these types of definitions are reductive and simplistic and suggested that that might
be fine behaviorally, but it ignored deeper levels of culture, such as roots of motiva-
tion, emotions, and mind-set.

Perhaps the definition that best captures the enormity of the construct of organi-
zational culture comes from Edgar Schein (1992), who summarized that culture is “[a]
pattern of shared basic assumptions that the group learned as it solved its problems
of external adaptation and internal integration that has worked well enough to be
considered valid and, therefore, to be taught to new members as the correct way to
perceive, think, and feel in relation to those problems” (p. 12). Culture, Schein sug-
gested, synthesizes all of an organization’s rituals, climate, values, and behaviors into
a coherent whole, and it is “hard to define, hard to analyze and measure, and hard
to manage.”

Kotter and Heskett’s (1992) studies confirmed that strong corporate cultures
could have a significant effect on an organization’s long-term economic performance
and that corporate cultures inhibiting strong performance develop easily, even in
Sirms that are full of reasonable and intelligent people. (p. 11). Herzlinger (1999) sug-
gested that culture, though it is not readily observable, is the most important key to
organizational success, and Fisher (2001) identified culture as “the invisible hand that
controls behavior by touching everything and everyone” (p. 27). According to Herz-
linger, “When these cultured organizations become uncultured—by distancing
themselves from their internalized values, attitudes, and approaches—they falter”
(1999, p. 108). Sims’s (2000) case study of Warren Buffett’s turnaround of Salomon
Brothers in the wake of the company’s ethical failings and bond trading scandal of
1991 is a classic example of an organization having become uncultured. Buffett’s
turnaround revealed how a leader is able to influence, and even wholly transform,
an organizational culture.

It is enormously important to understand the concept of organizational culture,
and it is enormously difficult to make genuine culture changes. Lewis, French, and
Steane (1997) offered that culture contributes to what makes an organization differ-
ent from all others: “It is the essence of an organization—its character, its personality.
It is therefore long-term and very difficult to change” (p. 279). Schein (1992) added
that culture change, or changing basic assumptions, is “difficult, time-consuming,
and highly anxiety provoking. This point is especially relevant for the leader who
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sets out to change the culture of the organization” (p. 27). In a subsequent article,
Schein (1996) further suggested the extent of this difficulty, in that “the examples of
successful organizational learning tend to be short-run adaptive learning—doing bet-
ter at what we are already doing—or if truly innovations, tend to be isolated and
eventually subverted or abandoned” (p. 11). He added that culture is one of the
hardest things to manage in a time of constant change and suggested that “[tlhe chal-
lenge is in conceptualizing a culture of innovation in which learning, adaptation,
innovation and perpetual change are the stable elements” (p. xiv). Indeed, if an or-
ganization is able to harness these elements as the standard and stable core of the
culture, particularly the slippery element of change, that culture could well enable
the organization to survive and thrive in the uncertain postindustrial, postmodern
world we live in.

Cameron and Quinn (1999) described culture and culture change through the
competing values framework and its related measurement tool, the Organizational
Culture Assessment Instrument (OCAD). This framework was initially developed from
research on effectiveness in organizations in which 39 indicators were identified and
then grouped into four main clusters. Within the framework there is differentiation
among organizations along a dimension that indicates that some organizations are ef-
fective while emphasizing flexibility, discretion, and dynamics, while other emphasize
stability, order, and control. A second dimension distinguishes between criteria
that indicate effectiveness through an emphasis on an internal orientation, integration,
and unity, as opposed to an emphasis on an external orientation, differentiation,
and rivalry.

The four quadrants formed by the polarized dimensions each represent a differ-
ent set of organizational effectiveness indicators, or that which people value about
organizational performance. The culture types that emerge within the framework are
the clan culture, with an internal and organic focus; the hierarchy culture, with an
internal and control focus; the adhocracy culture, with an external and organic focus;
and the market culture, with an external and control focus. Various profiles emerge
through the diagnosis of the OCAI to indicate the dominant culture type, according
to Cameron and Quinn, and in the several thousand organizations that they studied,
over 80% were characterized by one or more of the culture types identified by
the framework. Those that did not have a dominant culture type either tended to
be unclear about their culture or emphasized nearly equally the four different
cultural types.

Schein (1999) soundly criticized consultants and academics who touted culture
concepts and theories through questionnaires that produced numbers and profiles,
permitting organizations to be deposited into tidy categories. He suggested that these
little boxes only contained some of the superficial elements of culture. While they are
not incorrect labels, “they are fairly useless because they do not reflect the cultural
forces that matter” according to Schein; the forces that matter “cannot be dug out
with simple measures; they cannot easily be classified into typologies because they
tend to be unique patterns reflecting the unique history of the organization” (p. xiv).

Further noting survey instruments that purport to measure culture deal with
items such as teamwork, manager-employee relationships, communication, per-
ceived autonomy or empowerment, innovation and creativity, Schein observed that
many culture change programs suggest reducing layers of supervision, creating
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improved communications, engendering commitment and loyalty, and encouraging
teamwork and empowerment. He suggested that these prescriptions are dangerously
narrow and that the way people relate to each other is only a small part of what
culture covers. According to Schein, the deeply embedded elements of culture may
be missed entirely. He advocated for a complete and realistic assessment of all
aspects of an organization’s culture and set forth what he considered to be a more
realistic and streamlined view of the makeup of organizational culture: “Culture is
the sum total of all the shared, taken-for-granted assumptions that a group has
learned throughout its bistory” (1999, p. 29), yet he then stated that this was an
abstract definition and not particularly helpful in fully understanding culture.

Cultural assumptions, according to Schein (1999), do not only revolve around the
internal workings of the organization; they must also, and more important, involve how
the organization sees itself relative to its different environments. Boyd and Begley
(2002) also suggested that corporate culture must serve both the needs of internal inte-
gration as well as external adaptation. According to them, internal integration includes
the different ways that people, processes, and systems interface; and external adapta-
tion refers to the organization’s fit within the larger environment. Cultural control, they
suggested, is achieved through value congruence; therefore, efforts to achieve this con-
gruence are necessary to “get employees on board—assimilation—and connect their
day-to-day activities directly to cultural pillars—activation. In addition, the culture must
reconcile the organization’s strategy with its environment—appropriateness—and facili-
tate the organization’s ability to accommodate change—adaptiveness” (p. 15).

Denison (1996) discussed two primary schools of thought that have emerged in
the organizational culture literature, that of: researchers who consider culture to be
purely subjective and qualitative and those who attempt to use a functionalist para-
digm and quantitative methods. When culture studies began in the 1980s, “culture”
appeared to be the code word for the subjective nature of organizational existence,
and its study represented a philosophical rebellion against the dominant functionalist
or scientific paradigm, a reaction that Denison suggested was a result of the growing
influence that postmodernism exerted on social sciences. According to Denison, this
response to “pervasive positivism, quantification, and managerialism of mainstream
organizational studies,” (p. 619) helped to begin a reexamination of the foundations
of organizational studies. Denison concluded that the paradigm wars could be over-
come by viewing differences as being interpretive, and he suggested that the per-
spective of culture researchers expanded significantly as a result of studying culture
in ways that included both quantitative methods and combined quantitative and
qualitative methods. The construct of culture, he argued, can be best understood
through the continued integration of both methods and the continued borrowing
from theoretical foundations and research strategies from both traditions.

Martin (2002) also argued for an integrated approach to studying culture, sug-
gesting that it might be wise to examine less the way culture is defined and focus on
how it is operationalized. She suggested that three perspectives exist in research
methods that are used in what she termed the culture wars: the integration perspec-
tive, the differentiation perspective, and the fragmentation perspective. She con-
trasted these perspectives on three dimensions: orientation to consensus, relation
among manifestations, and orientation to ambiguity. The integration perspective
exemplifies organization-wide consensus, consistency, and excludes ambiguity;
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her metaphor is that of a solid monolith, “seen the same way by most people, no
matter from which angle they view it” (p. 94). The differentiation perspective
manifests consensus on the subcultural level with inconsistencies among interpreta-
tions, and ambiguity is found only outside of the various subcultures, which may
exist in harmony, conflict, or indifference to one another; the metaphor is that of
“islands of clarity in a sea of ambiguity” (p. 94). The third perspective Martin identi-
fies is that of fragmentation, in which the culture clearly exhibits a lack of consen-
sus, relationships are neither clearly consistent nor inconsistent, and ambiguity
forms its core. Martin’s metaphor is that of individuals who are each assigned a
light bulb, and these different light bulbs flicker on or off resulting in various light
patterns, depending on where each individual stands on any given issue at any
given time (p. 94).

In her approach, Martin (2002) argued that the three perspectives complement
each other in a precise manner because each of the perspectives takes a different
position on the three dimensions, and if one uses all of the perspectives, a greater
range of insights is available. Each perspective has its own blind spots that the collec-
tive three-perspective approach does not have. Martin disagreed with descriptions of
culture that reflect anything that is shared, maintaining that culture cannot be shared
but is relative to each individual.

Ashkanasy (2003) strongly criticized Martin for her dismissive attitude toward the
functionalist perspective and the quantitative methods that are used within it while
suggesting that the three-perspective model Martin described “reflects the logical
position that all phenomena are a function of (a) what we know and can measure,
(b) what we don’t know, but could measure if we did, and (¢) what we cannot know
and cannot measure” (p. 255). While Ashkanasy concurred with Martin that culture
must include the differentiation and fragmentation perspectives, he fundamentally
disagreed that research restricted to any single perspective is necessarily flawed.
Scientific knowledge, he argued, “progresses through development and testing of
general rules, and understanding of human phenomena requires us to strive to make
an inroad into what is as yet unknown, and also to attempt to understand the nature
of and ambiguity inherent in what cannot be known” (p. 257).

In direct contrast to Martin, Schein (1992, 1999) maintained that culture clearly
includes shared basic assumptions and that it manifests on three levels: artifacts,
espoused values, and basic underlying assumptions. Artifacts are those organizational
structures and processes that are visible yet hard to decipher; espoused values are
the organization’s strategies, goals, and philosophies, or its espoused justifications;
and the organization’s basic underlying assumptions are the unconscious percep-
tions, beliefs, thoughts, and feelings that are taken for granted yet serve as the ulti-
mate source of values as well as action. Schein (1999) asserted that culture content
makes a crucial difference in three areas: (a) external survival issues, (b) internal in-
tegration issues, and (¢) deeper underlying assumptions.

External survival issues, according to Schein (1999), include: mission, strategy,
and goals; means, or structure, systems, and processes; and measurement, Or error-
detection and correction systems. Internal integration issues include common lan-
guage and concepts, group boundaries, and identity; the nature of authority and rela-
tionships; and the allocation of rewards and status. As part of the deeper underlying
assumptions, Schein identified human relationships to nature, the nature of reality
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and truth, the nature of human nature, the nature of human relationships, and the
nature of time and space. These elements, he maintained, are unique in every culture
and cannot be sufficiently measured by any survey tool; in this regard, Schein specifi-
cally cited instruments by Cameron and Quinn (1999), Goffee and Jones (1998), and
Hofstede (199D).

Conversely, Goodman, Zammuto, and Gifford (2001) used the competing values
framework and tools of Cameron and Quinn’s (1999) OCAI in their study of culture
and its relationship to employee commitment, job involvement, empowerment, job
satisfaction, and turnover intent. Three of the quadrants carried different names, al-
beit the same descriptors: group rather than clan culture; rational rather than market
culture; developmental rather than adhocracy culture; and bierarchical rather than
bierarchy culture. In detailing each, they noted that the hierarchical, in valuing stabil-
ity and control, emphasizes vertical communications, centralized decision making,
and formal coordination, with members’ roles defined and enforced formally
through rules and regulations. The group culture is primarily concerned with morale
and human relations, and there is emphasis on horizontal communications, decen-
tralized decision making, teamwork and participation; structurally there are fewer
control systems and less emphasis on formal coordination. The rational culture
places value on productivity and efficiency. Focused on achievement, this type of
culture stresses more formal coordination and control as well as centralized decision
making. In the developmental culture, growth and adaptability are emphasized,
much as group culture horizontal communications are stressed, and the coordination
and control systems are informal.

Goodman et al. (2001) echoed the warning that overemphasizing any one of the
cultures could produce dysfunctional organizations; for example, an overemphasis
on group culture could produce an irresponsible country club, overemphasis on hi-
erarchical orientation could produce a frozen bureaucracy, overemphasis on rational
orientation could produce an oppressive sweat shop, and overemphasis on develop-
mental orientation could produce a tumultuous anarchy. Thus, the competing values
framework makes it clear that organizations must embrace elements of each of the
four cultures and that the relative balance of these four cultural orientations within a
given organization’s culture has a pronounced impact on how its members view their
quality of life at work. The findings produced by Goodman et al. indicated that
group culture values positively correlated to employee commitment, job involve-
ment, empowerment and job satisfaction and negatively correlated to turnover in-
tent; hierarchical culture values negatively correlated to employee commitment, job
involvement, empowerment and job satisfaction and positively correlated to turn-
over intent. Other relationship patterns indicated that the control/flexibility dimen-
sion of the framework was more important than the internal/external dimension
relative to these outcomes.

While they generally found that organizations supporting group culture values
experience greater quality of work life, Goodman et al. (2001) provided the caveat:
“[TIhis does not mean that an ideal culture should only focus on group values. It is
not an either/or choice, but a case of the relative balance of the cultures that will vary
depending on the organization’s definition of success” (p. 64). The incorporation of
valued outcomes is reflected by each of the four cultural types; however, in terms of
enhanced quality of work life, group cultural values have the advantage. They
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suggested that the cultural profile could help to identify imbalances, as well as an
ideal state, and from this analysis strategies for improvement could be generated.

The paradigm wars regarding the culture construct continue. Both the definition
and the operationalizing of the culture construct are complex, controversial, and
confounding. The model described in the next section, while fundamentally based
on Schein’s definition of culture, breaks with his aversion to the use of instrumenta-
tion through the creation and use of a survey tool that attempts to analyze, in
Schein’s words, cultural forces that matter, and views culture across physical, intel-
lectual, emotional, and spiritual dimensions.

Measuring Culture: A Four-Dimensional Model and Analysis Tool

While there are a myriad of frameworks and metaphors that may be used to describe
an organization and explore its culture, a useful way to view basic assumptions, major
tenets, and organizational structures is from the perspective of the human being—
living, thinking, learning, producing, self-organizing, self-reflective, contemplative;
hence the PIES (physical, intellectual, emotional, and spiritual) model. Use of this
model and metaphor includes the assumption that human beings are comprised of
four dimensions: a physical dimension, or body; an intellectual dimension, or mind,
an emotional dimension, or heart; and a spiritual dimension, or soul. The integration
of these four dimensions into a balanced whole is necessary to produce an effective
organization as well as to produce an effective human being. Each of these dimensions
may be useful for exploring the enculturation process of an organization’s members
and the progressive moving from one level of organizational culture to another.

While the four dimensions of the PIES model in human beings and likewise or-
ganizations are linked in many ways, it is interesting to look at various aspects of
each dimension and their applicability to organizations. Similar to the human body,
the organizational body is suited for a variety of tasks and is made up of many parts.
Each part has a function, is interrelated with the other parts, and none is superior
though they may perform more complex activities.

In the physical dimension, in addition to structure, one may also consider the
issue of health. It is necessary to maintain health through attention to each part of
the body as well as to the interdependencies of the parts. The body seeks homeosta-
sis, as does an organization. If it is seriously out of balance, pathology sets in and
illness or death is the result. Although the body is self-organizing and self-repairing,
it needs proper food, regular exercise, dietary supplements, regular medical visits to
ensure early detection of problems, medication as necessary, and an appropriate life-
style to ensure physical health and well-being. A full fitness program is important to
prolong vitality, strength, flexibility, skills, and attractiveness. Additionally, preven-
tive measures regarding safety as well as health must be in place to minimize the risk
of injury, whether self-inflicted or externally inflicted. Regarding age, things break
down. Maturity should be considered an asset, renewal tended to, and vitality moni-
tored; however, life should not be prolonged once it is no longer worth living. A
living will arrangement should allow for pulling the plug if death is imminent. There
is no sense in continuing life support once physical life, for all practical purposes,
is gone.
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Caring for one’s physical appearance is also important, but too much time spent
on surface grooming may be narcissistic. An obsession for the way one looks may
cover an emptiness or lack of substance within, just as too much organizational
makeup may hide reality, look fake, and be indicative of self-absorbed behavior
rather than attention to purpose. Appearance may indicate other issues as well: Figu-
rative fat may equate to pathology, greed, laziness, and overindulgence; excessive
thinness may indicate frailty, weakness, or disease.

The physical dimension also represents the use of the senses, each of which can
be looked at metaphorically. The eyes are used primarily to observe and confirm
what is real and where problems might be located as well as where beauty and pro-
ductivity are found. The ears hear the message; they listen to the customers, the mar-
kets, and respond accordingly. Taste may be used to try new flavors, to savor the
familiar, to spit out the distasteful and avoid harmful substances. The olfactory sense
allows for “smelling the roses” as well as noting the rotten smells that alert us that all
is not well. Finally, the sense of touch is the means to figuratively maintain contact
with those closest to the organization. This sense also allows for monitoring the tex-
ture of the organization, whether smooth, rough, or patterned. The physical dimen-
sion has a nearly endless stream of metaphorical implications.

Human beings also possess minds. The organization, like the human being, must
exercise its mind through learning activities or risk atrophy. It should be constantly
learning and growing, distilling information from data, and converting what it deems
as truthful and useful information into knowledge while guarding against mis-
information and information overload. The intellect is the seat of creative thinking,
of imagination, of new ideas. Without new and ever-increasing knowledge, the orga-
nization merely subsists; it does not grow intellectually. This dimension also repre-
sents the survival protection Morgan (1998) described as holographic imaging,
allowing function regardless of loss because of knowledge redundancies. Another
application of this metaphor is to express the difference between right- and left-brain
functions in an organization and resultant compensations. Further, the domain of the
mind is subject to pathologies that may cripple the body—anxiety, depression, and
schizophrenia to name only a few mental illnesses that, if not appropriately treated,
will result in physical damage.

An organization, like a human being, metaphorically possesses a heart. This is
not the heart of the physical dimension that pumps blood to the rest of the body. In
this dimension, “heart” refers to the seat of compassion, passion, and caring within
the human being and within the organization. It represents the emotions that all indi-
viduals and all organizations possess, display, may enjoy, and must control. The
heart represents love, for others and for self. It beats constantly, as caring should be
constant. When it stops, death occurs. An organization that does not care about its
purposes, its customers, or its workers is not alive. If the organization’s only sense of
being derives from its profit motive, it is a cadaver—functional for some specific pur-
poses, perhaps, but not alive to the world around it. The heart translates love into
action and produces results that benefit the greater good of society.

Similar to a human being, an organization may be metaphorically described as
possessing a soul. The soul is even more ephemeral than the heart. It too cannot be
seen. It is the inner guide of the person or the organization; it is the connection to a
divine purpose, the conduit for inspiration. The soul is about character, depth,
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values, and beliefs; it is about integrity, courage, and fortitude. The soul is apparent
in how organizational or individual intentions are made manifest through activities
and actions.

Metaphor helps us to understand things partially what we cannot understand
fully, such as feelings, morality, aesthetics, and spiritual awareness. The humanity
metaphor is particularly applicable to today’s organizations because infinite differ-
ences and choices abound. Organizations may be astoundingly complex, amazingly
simple, or utterly ambiguous. The depth of the humanity metaphor, viewed from the
four dimensions—physical, intellectual, emotional, and spiritual—can address and
adapt itself to these paradoxical levels of complexity, ambiguity, and simplicity.
While no single metaphor can fully explain the object of its comparison, the human-
ity metaphor can be used effectively in those areas not traditionally explored by
other organizational metaphors, particularly technical and mechanistic organiza-
tional approaches. Of these, Margaret Wheatley (1999) suggested that the most fun-
damental of human dynamics are generally ignored completely, such as the need to
trust in one another, the need for work that is meaningful, the desire to make a differ-
ence and to be appreciated for one’s contributions, and the need to be a part of
changing those things that affect us. These aspects, and more, may all be addressed
through the use of a humanity metaphor because, as with the potentialities of human
beings, the possibilities of this metaphor’s comparisons are endless.

The order in which one would typically progress in the organizational encultura-
tion process would be from the physical to the intellectual; from the intellectual to
the emotional; and, finally, to the deepest level of enculturation, the spiritual level.
In other words, the process would move from the physical engagement in the orga-
nization of the body, next of the mind in the intellectual dimension, followed by the
heart and the emotional dimension, and finally the soul itself in a spiritual level of
organizational enculturation. While the progression logically takes place in this or-
der, it is possible that some people may never progress beyond the first level; others
may never progress beyond the second level or the third. Few may actually reach the
deepest level of spiritual engagement in an organizational setting. Further, dys-
function may occur when a level is skipped—for example, the intellectual level.
However, the farther an organization can successfully engage its individual members
through each of these levels, the more powerful the notion of organizational culture
can manifest itself in positive and profound ways to produce favorable and sustained
organizational results.

The moving to each deeper dimension of culture is dependent on a number of
variables. First, as Schein would remind us, the ever-changing processes of creating
and managing culture are at the core of leadership and make one aware that culture
and leadership go hand in hand. They are two sides of one coin. Much responsibility
also rests with the individual as well as the organization’s willingness and ability to
accept Schein’s elements of learning, adaptation, innovation, and perpetual change
as the stable elements of the overall culture. William Guillory, author of The Living
Organization: Spirituality in the Workplace (1997), recommended enrollment in a
compelling vision, continuous learning, and the establishing of a spiritually sourced
value system that would ensure a culture in which humanistic practices would re-
quire no explicit business justification. Michael Thompson, in The Congruent Life:
Following the Inward Path to Fulfilling Work and Inspired Leadership (2000),
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observed that, increasingly, the human desire for meaning and purpose in life is
found by many through the work they do. He suggested that this is becoming true of
many professions, no longer just in the social services or ministry, and he further
urged that finding meaning and value in the workplace will not just be a nice thing
for organizations of the 21st century, it will become essential to meet future chal-
lenges with which organizations will be faced.

According to a survey reported in Communication World (IABC 1996-1997) while
organizational culture was considered a key to success by 52% of executives surveyed,
and culture change topped the list of major changes that 48% had faced in the previ-
ous three years, only 38% indicated that they measured their culture change initiatives,
while 86% claimed their culture change programs were successful. These data sug-
gested that there is confusion regarding the definition of “culture,” but somehow it is
understood to be important to an organization’s success. It is easy to claim success—
86% did so—without having to produce data, quantitative or qualitative, that would
substantiate the feeling or hunch that success was indeed the outcome of a culture
change initiative. The general failure to quantify results of culture change may indicate
anything from the lack of an appropriate measurement tools to a resistance or unwill-
ingness to search for further understanding of the elusive thing that is culture.

The PIES Culture Analysis Tool (CAT)—presented in Exhibit 4.1 at the end of this
section—was created with its base in the humanity metaphor and the PIES organiza-
tional model (Smith, 2004). While it must be noted that much of the tool’s develop-
ment was the direct result of employee interaction, observation, focus groups, and
informal surveys compiled and synthesized over many years, multiple other sources
contributed to its formation. The tool reflects Schein’s clinical research model, repre-
senting a high level of researcher involvement, a great deal of qualitative data, and a
maximal level of subject involvement. A fundamental assumption reflected his urging
that one can best understand a system by trying to change it, a cornerstone of its foun-
dation. The tool has synthesized elements from many sources, including Schein’s three
levels of culture—artifacts, espoused values, and underlying assumptions; Bolman
and Deal’s (2001) four frames—structural, human resource, political, and symbolic;
and Morgan’s use of metaphor and multiple metaphors. Lebo’s (1997) cultural inven-
tory work in diversity awareness and sensitivity was considered to ensure items of
this nature were prominently included; results from Levering and Moskowitz’s (1998)
studies were examined to identify potential items for the tool, particularly the physical
dimension; and items were drawn from Mitroff and Denton’s (1999) groundbreaking
empirical work in measuring the spiritual dimension of the workplace.

Further inspiration was found in breakthrough thinking, such as that of Bolman
and Deal (2001), who called for “a revolution in how we think about leadership and
how we develop leaders. Most management and leadership development programs
ignore or demean spirit . . . In matters of spirit, wisdom and experience count far
more than technique or strategy” (pp. 174-175). Similarly, Schwartz (1996) offered
that wisdom is derived when one moves beyond rational intention, surrenders to
one’s internal intuitive nature, and finds a way to integrate everyday life what gener-
ally appear to be contradictory perspectives. In his work on community building
within the workplace, Pinchot (1998) declared without reservation that loyalty to
organizations and happiness are dependent on the time we spend at work in a strong
organizational community.
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The measurement of organizational culture is not only extremely difficult; it may
also be extremely uncomfortable, particularly when one considers including the
measurement of organizational soul or workplace spirituality. As individuals and or-
ganizations are better able to discern between religion and spirituality, this issue may
become less controversial. Eventually it may become common and ordinary to ac-
cept that people are most effective when they are able to express each of their hu-
man dimensions in the work environment—and that this engagement is fully
connected to the success of the organization. In his foreword to Mitroff and Denton’s
(1999) groundbreaking work in the area of workplace spirituality, Warren Bennis
(1999) highlighted their findings that organizations and individuals who perceive
that they are more spiritual produce more, are more creative, and are more adaptive.
They are energized to perform because work is not just about coffee breaks, vacation
time, and stock options. Bennis (cited in Mitroff & Denton) pointed out that these
spiritual organizations are enlivened by meaning, wholeness, and in believing that
their work is connected to something beyond themselves.

The PIES CAT identifies three levels of enculturation in each of the four
dimensions—physical, intellectual, emotional, and spiritual—with responses color-
coded to create a visual presentation that represents the enculturation of the individ-
ual member as well as the overall enculturation of the organization as a whole. The
tool was structured to contain 60 basic 7-point Likert-type scale questions, 15 explor-
ing each of the four PIES dimensions. The questions are repeated to enable a gap
analysis comparison of one’s ideal organization to one’s perception of current reality,
increasing the 60-item questionnaire to 120 total items. Graphically the organization
may be represented in a pie chart. Each pie slice represents an individual and is sub-
divided into four parts to represent each of the dimensions: The outermost of the four
sections of the pie slice, and therefore the outermost ring formed in the resulting pie,
represents the physical dimension; the next section, the intellectual dimension; the
following section, the emotional dimension; and the innermost of the four sections
represents the spiritual dimension.

Assembling all the different pie slices into the organizational pie gives a graphic
representation of where the organization stands culturally along each of the four di-
mensions as defined by the tool, both the ideal organization and the current reality as
perceived by the members. The colors are borrowed from a typical streetlight. Green
represents a favorable reaction to the culture, or positive enculturation along that
dimension; yellow represents a neutral zone; and red represents an unfavorable re-
action to the culture, or a lack of enculturation along the specific dimension. The
neutral zone includes not only the actual neutral category—mneither important nor
unimportant in the section of employee attitudes regarding an ideal organization;
and neither agree nor disagree in the section of employee attitudes regarding their
current organization—but also includes the nearly neutral categories of both slightly
important and slightly unimportant and slightly agree and slightly disagree. This pre-
sentation format provides a user-friendly feature for an organizational leader to ob-
tain an overall visual picture of the attitudes of his or her employees toward an ideal
organization as well as their perceived current reality—the gap analysis made visual.

Through research study and subsequent commercial use, the PIES CAT has been
found to have a high degree of reliability, and the correlation and regression data
analyses demonstrated a strong, positive, and linear relationship between employee
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commitment and organizational culture when tested together for correlation. Fur-
ther, the analyses indicated similar strong, positive linear relationships between each
of the four dimensions of culture, including the physical, intellectual, emotional, and
spiritual dimensions, and indicated that the combination of all four dimensions pro-
duced stronger correlation than any individual dimension.

Exhibit 4.1 lists items that are those currently used in the PIES CAT for organiza-
tional culture analysis. Volunteer managers may find it helpful to use a modified ver-
sion of the tool for understanding their organization’s culture from their volunteers’
perspective.

EXHIBIT 4.1 Physical, Intellectual, Emotional, and Spiritual Culture Analysis Tool

Part 1: The Ideal Workplace

Directions: Please indicate your response to each question with the number that corre-
sponds to your answer according to this key:
1—Not a factor at all; 2—Moderately unimportant; 3—Slightly unimportant; 4—Neither
important nor unimportant; 5—Slightly important; 6—Moderately important, 7—Very
important

I believe the IDEAL workplace should

Be physically pleasant to work in.

Allow me to personalize my workspace.

Allow me to have a workspace that is respected by other members as my personal space.
Have a common space where I can meet informally with colleagues.

Have easy accessibility to a pleasant out-of-doors environment.

A

Be flexible enough to accommodate personal emergencies that take me away from my
workspace briefly.

Offer flexible working hours.

Allow me to access my workspace after hours or on weekends.

Be maintained at a comfortable temperature.

Be free of uncontrolled noise levels.

—_
= o woo N

—_

Have employee compensation and benefits that are reasonably competitive with similar

organizations.

12. Have employee manuals that are useful as reference tools when I have general organiza-
tional questions that apply to everybody.

13. Allow me access to information technology that helps me do my job better.

14. Encourage me to use my vacation time for rest and relaxation, but allow me to “bank”
it for later use if T choose.

15. Make visiting guests feel welcomed.

16. Provide learning opportunities to help me do my job better.

17. Provide work that is intellectually stimulating.

18. Give me the opportunity to learn new things.

19. Provide an environment in which I do not find myself watching the clock.

20. Provide work that I like being involved with.

21. Have a management team that has the appropriate business skill to ensure the organiza-

tion gets the job done while remaining financially healthy.

(continued)
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EXHIBIT 4.1 (Continued)

22.
23.
24.
25.
26.
27.

28.
29.
30.
31.
32.

33.

34.
35.
30.
37.
38.
39.
40.
41.
42.

43
44.
45.
46.

47.
48.
49.
50.
51.
52.
53.
54.

55.

Help me to understand the overall mission of the organization.

Help me understand the values that my organization holds.

Help me understand how my job fits into the big picture of my organization.

Encourage me to find ways to improve my performance.

Include employees in decision-making activities that affect the organization.

Encourage me to be comfortable bringing forward a point that may be critical of the way
we do something.

Encourage open communications throughout the organization.

Help me understand how the work I do contributes to making my organization better.
Encourage me to suggest ways for the organization to improve its overall performance.
Value the differences among our organization’s members.

Be so enjoyable that I'd sometimes come in on my own time, or stay late, or work
through lunch just because I wanted to, without regard to getting extra pay or compen-
satory time.

Display items on our common walls that are uplifting and inspiring rather than depress-
ing or irrelevant.

Make me feel good about being affiliated with our organization.

Treat employees without bias regarding race/ethnicity.

Treat employees without bias regarding age.

Treat employees without bias regarding gender.

Treat employees without bias regarding physical capabilities (as appropriate for the job).
Encourage and help me be successful in doing my job.

Have co-workers that care about me when I have a personal problem.

Be managed by people who care about me when I have a personal problem.

Have co-workers that pitch in and help each other when someone has a work-related
problem.

Trust me to determine whether casual or formal business dress is appropriate on any
given work day.

Have managers that value my contribution to the work of the organization.

Encourage mutual respect throughout the organization.

Enable me to understand how being a part of this organization helps to make other peo-
ple’s lives better in some way.

Encourage me to think creatively when doing my job.

Encourage me to do the right thing, not just to do things right.

Allow me to practice principles of my own faith without infringing on beliefs of others.
Help me grow in knowing and understanding myself better at a deeper level.

Encourage me to feel like I'm a contributing part of an interdependent and interrelated
team, knowing that I'm helping other team members in one way or another.

Encourage me to believe that life holds endless possibilities for people to make a posi-
tive difference in the world.

Help me to understand that our actions have consequences and we can influence events
in ways we may never even be aware of.

Encourage me to believe that if I set my mind to doing something, I may be able to
accomplish it even if it seems almost impossible.

Encourage me to believe that I am on earth to leave the world a better place because of
my existence.
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EXHIBIT 4.1 (Continued)

56.
57.

58.

59.

60.

Be an integral part of one’s life; that is, work should be rewarding, fulfilling, even fun.
Have things like ceremonies, events, rituals, or organizational stories that make me feel
like ’'m part of something special.

Encourage me to believe that there is a plan for my life that I may or may not be aware of
right now.

Encourage me to believe there is some sort of higher power at work in the universe,
regardless of the words I may choose to describe it (such as God, Spirit, Source, Allah,
the Transcendent, the Divine).

Provide work that I may actually feel called by some sort of higher power to do

Please go to the next section and complete the questions as they relate to your current
workplace.

Part 2: My Current Workplace

Directions: Please indicate your response to each question with the number that corre-
sponds to your answer according to this key:

1—Strongly disagree; 2—Moderately disagree; 3—Slightly disagree; 4—Neither agree
nor disagree; 5—Slightly agree; 6—Moderately agree; 7—Strongly agree

My CURRENT workplace

61. Is physically pleasant to work in.

62. Allows me to personalize my workspace.

63. Provides me a workspace that is respected by other members of the organization as my
personal space.

64. Has a common space where I can meet informally with colleagues.

65. Allows me easy accessibility to a pleasant out-of-doors environment.

66. Ts flexible enough to accommodate personal emergencies that take me away from my
workspace briefly.

67. Offers flexible working hours.

68. Allows me to access my workspace after hours or on weekends.

69. Is maintained at a comfortable temperature.

70. TIs free of uncontrolled noise levels.

71. Provides employee compensation and benefits that are reasonably competitive with sim-
ilar organizations.

72. Has an employee manual that is useful as a reference tool when I have general organiza-
tional questions that apply to everybody.

73. Provides me with access to information technology that helps me do my job better.

74. Encourages me to use my vacation time for rest and relaxation, but I'm also able to
“bank” it for later use if I choose.

75. Makes visiting guests feel welcomed.

76. Provides me with learning opportunities to help me do my job better.

77. Provides me with work that is intellectually stimulating.

78. Gives me the opportunity to learn new things.

79. Provides an environment in which I do not find myself watching the clock.

80. Provides work that I like being involved with.

(continued)
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EXHIBIT 4.1 (Continued)

81.

82.
83.
84.
85.
86.
87.

88.
89.
90.
91.
92.

93.

94.
95.
90.
97.
98.

99.
100.

101.
102.
103.
104.
105.
1006.
107.
108.
109.
110.
111.
112.

113.

Has a management team that has the appropriate business skill to ensure the organiza-
tion gets the job done while remaining financially healthy.

Helps me to understand the overall mission of my organization.

Helps me understand the values that my organization holds.

Helps me understand how my job fits into the big picture of my organization.
Encourages me to find ways to improve my performance.

Includes me in decision-making activities that affect the organization.

Encourages me to be comfortable bringing forward a point that may be critical of the
way we do something.

Encourages open communications throughout the organization.

Provides work for me that contributes to making my organization better.

Encourages me to suggest ways for the organization to improve its overall performance.
Values the differences among our organization’s members.

Makes me want to come in on my own time, or stay late, or work through lunch just
because I want to, without regard to getting extra pay or compensatory time.

Displays items on our common walls that are uplifting and inspiring rather than de-
pressing or irrelevant.

Makes me feel good about being affiliated with our organization.

Treats employees without bias regarding race/ethnicity.

Treats employees without bias regarding age.

Treats employees without bias regarding gender.

Treats employees without bias regarding physical capabilities (as appropriate for
the job).

Encourages me and helps me be successful in doing my job.

Encourages a culture in which my co-workers care about me when I have a personal
problem.

Encourages a culture in which management cares about me when I have a personal
problem.

Encourages a culture in which co-workers pitch in and help each other when someone
has a work-related problem.

Trusts me to determine whether casual or formal business dress is appropriate on any
given work day.

Values my contribution to the work of the organization.

Encourages mutual respect throughout the organization.

Helps me understand how my being part of this organization helps to make other peo-
ple’s lives better in some way.

Encourages me to think creatively when doing my job.

Encourages me to do the right thing, not just to do things right.

Allows me to practice principles of my own faith without infringing on beliefs of others.
Helps me grow in knowing and understanding myself better at a deeper level.

Makes me feel like I'm a contributing part of an interdependent and interrelated team,
knowing that I'm helping other team members in one way or another.

Encourages me to believe that life holds endless possibilities for people to make a posi-
tive difference in the world.

Helps me to understand that our actions have consequences and we can influence
events in ways we may never even be aware of.
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EXHIBIT 4.1 (Continued)

114. Encourages me to believe that if I set my mind to doing something, I may be able to
accomplish it even if it seems almost impossible.

115. Encourages me to believe that I am on earth to leave the world a better place because
of my existence

116. Is an integral part of my life; that is, work is rewarding, fulfilling, even fun.

117. Holds ceremonies, events, rituals, or has organizational stories that make me feel like
I'm part of something special.

118. Encourages me to believe that there is a plan for my life that I may or may not be aware
of right now.

119. Encourages me to believe there is some sort of higher power at work in the universe,
regardless of the words I may choose to describe it (such as God, Spirit, Source, Allah,
the Transcendent, the Divine).

120. Provides work that I feel called by a higher power to do.

Monitoring Organizational Culture: A Leadership Responsibility

Leaders at all levels within an organization should familiarize themselves with
the concept of culture. It is an important responsibility of leadership to maintain an
effective organizational culture, to modify the culture as required, or to effect whole-
sale transformational change should that become necessary. Culture maintenance
and transformation is difficult work, perhaps the most challenging of a leader’s
responsibilities. In addressing the implications of this era of unprecedented change
for the entire field of organizational leadership and management, Morgan (1998)
urged leaders to get below the surface of their organizations to understand what is
happening at deeper levels, developing and taking their own position rather than
depending on flavor-of-the-day trends. He contended that it is a key competency for
leaders to read and understand what is happening within their organizations and that
it is particularly critical during times of nearly overwhelming change.

Organizational culture is an elusive concept, one that is not easily defined, much
less analyzed and measured, and with even greater difficulty treated as a thing to be
managed, changed, or transformed. Organizational culture, however, is the control-
ling force enveloping an organization, and this force, or source, contributes to
employee commitment, or lack of commitment, as well as to the myriad of conse-
quences associated with employee commitment, both positive and negative. The
correlation established between culture and commitment further underscores a cul-
ture mandate for leadership. Employee commitment, if it is not the most important
factor, is one of the most important factors for contemporary organizations, regard-
less of size or model. Employee commitment is linked to job performance, job
satisfaction, absenteeism, personal and organizational values fit, organizational citi-
zenship, intention to leave the organization, and turnover. A decline of employee
commitment will have serious negative consequences, and it does not take long for
these consequences to show up in organizational behaviors. The commitment and
culture relationship is strong. Response to such correlation could be to deny its valid-
ity claims, but that reaction would not be prudent for a leader when the future of the
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organization depends on responsible projections based on accessible information
and knowledge. Leaders must arm themselves with information from overall areas
needing culture maintenance, modification, or transformation as well as on targeted
aspects of culture wherever problems are pinpointed, such as decision making and
decision sharing, understanding the value of creating meaning and purpose for
employees though the work they do, or on issues of truth and trust.

The responsibility for this learning and for the action that must follow it is part of
leadership. Additionally, leaders must remember that the work can be very difficult,
prolonged, and may produce high levels of anxiety, in both the organization and the
leader. Knowing that many change efforts are doomed to failure, leaders must under-
stand that addressing organizational culture is not for the faint of heart. Learning and
acting are matters of the will. Leaders must be willing to ask the questions and sin-
cerely listen to answers that are not always easy to accept; most important, they must
be willing to act on the knowledge acquired to promote a culture in which the needs
of the employees—physical, intellectual, emotional, and spiritual—are better satisfied.

The PIES CAT is a simple tool, but its simplicity is its potential effectiveness. If
used by organizational leaders who have the will and the courage to discern areas
that fall short of employee expectations and needs, its simplicity provides the power
to propel a leader into action—in one arena or in several. While primarily designed
as a diagnostic tool, the PIES CAT, in itself, could be considered an intervention tech-
nique, in that its administration sets up an expectation among employees that leader-
ship cares enough to ask the tough questions and, therefore, actually may plan to
address the responses and do something. Care must be taken that this expectation is
addressed, or the tool’s use could breed or further cynicism and doubt in an organi-
zation that may already be at risk. More important, however, the PIES CAT is a tool
that may identify the need for any number of different interventions or for a multi-
faceted intervention, one in which various issues are identified within the organiza-
tion and systematically addressed according to priority order. The PIES CAT does not
prescribe a particular intervention; however, it helps an organizational leader under-
stand that intervention is necessary and what kinds of interventions may be neces-
sary. PIES CAT results may run the gamut of necessitating special interventions from
organizational systems advisors, such as compensation and benefits specialists, infor-
mation and technology professionals, and organization development consultants, to
human systems advisors, such as conflict management experts, leadership coaches,
diversity trainers, burnout and renewal guides, or workplace chaplains. The PIES
CAT does not write the prescription, but it does diagnose single issues, multiple
issues, related issues, or perhaps whole categories of issues in the various critical
dimensions of culture.

While it is the responsibility of organizational leaders to use this information to
enable their organization to survive and thrive during times of uncertainty, it is fur-
ther the responsibility of leadership to do so through the people who believe in the
organization’s values and goals, who work hard to maintain those organizational val-
ues and achieve those organizational goals, and who intend to remain with the orga-
nization—the employees who are committed to the organization. Viewing their
organization’s culture through the lens of the four-dimensional perspective of the
PIES CAT can assist leaders in fulfilling their responsibility for creating or maintaining
the kind of organizational culture that engenders employee commitment.
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Implications for Volunteer Resource Managers

There is wisdom to be discerned and applied by volunteer resource managers from
the study of organizational culture. While the relationship clearly exists between
employee commitment and organizational culture, these findings can also be consid-
ered relative to volunteers, the unpaid workers whom nonprofit and public-serving
organizations are privileged to mobilize and engage.

Though volunteers may be drawn initially to an organization because of its com-
pelling mission, or through a charismatic leader, or because the job fit seems an ideal
match of the skills they have to offer, it will not take long for them to experience the
organization’s culture. Whether they will choose to accept and strongly believe in the
organization’s goals and values, whether they will be willing to work hard on behalf
of the organization, and whether they will develop a strong desire to stay with the
organization will be largely determined by the invisible hand of the organization’s
culture. The organizational culture can turn them on to the organization, fire them
up, and sustain them despite a lack of the obvious benefits that can at least purchase
the loyalty component of commitment from paid staff.

Organizational culture can also turn volunteers off quickly, and turn-off soon
turns them away to other options, whether other volunteer positions in different or-
ganizations or simply other leisure-time options. It is not difficult for people entering
an organization to get the feel of how other people are treated, how they feel about
their work, and the ways that they respond to each other and to organizational lead-
ership. While some volunteers may work hard in spite of the culture, it is not likely
that they will remain either committed or loyal for long unless they are somehow
able to compartmentalize what they love about the organization and how they may
be negatively perceiving the culture and its impact on them.

This is not to say that subcultures do not exist in organizations. A particularly
effective volunteer resource manager may suffer under the effects of an oppressive
organizational culture yet produce a subculture into which the volunteer is intro-
duced and happily remains. If the volunteer’s function is limited to this subculture, if
he or she is protected from a larger culture, it is entirely possible that he or she may
stay with the organization, work hard, and support its larger goals and values.
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University of Texas at Austin

ne of the most distinctive features of the nonprofit sector is its voluntary nature.

Nonprofits do not coerce people to work within the sector nor do they possess
the right to mandate the use of their services (Frumkin, 2002). For nonprofit organi-
zations, “free choice is the coin of the realm. Donors give because they choose to do
so. Volunteers work of their own volition” (p. 3).

As an unpaid workforce available to further the goals and to help meet an array
of needs in resource-constrained organizations, volunteers represent one of the criti-
cal competitive advantages of the nonprofit sector. And while public-sector (and, to a
much lesser degree, even private-sector) organizations also utilize volunteers, un-
paid workers proliferate in the nonprofit sector, where an estimated 80% of organiza-
tions report the use of volunteers in service capacities (Hager, 2004).

Despite the idiosyncrasies of volunteer involvement, remarkably few organiza-
tions possess the knowledge to maximize this advantage. Equally few nonprofit deci-
sion makers understand the basic constructs of volunteer engagement. Likewise,
many in top leadership positions do not know what they might expect from an
engaged volunteer workforce, nor are they aware of the critical importance of an
infrastructure designed to facilitate and support community engagement.

With intentional planning and vision setting, effective volunteer management can
maximize volunteer participation; manage diverse volunteer interests and resources;
facilitate productive relations among staff, volunteers, and clients; protect organiza-
tions against volunteer-related liabilities; and ensure voluntary labor connects with
organizations’ strategic goals. To reach this goal, organizations must begin by ac-
knowledging the diversity of roles and motivations in their volunteer workforce.

Today’s volunteers offer nearly unlimited potential to the agency that is willing to
move beyond traditional conceptions of volunteer roles. Several efforts have been
made to segment the volunteer population. One is the distinction between policy and
service volunteers discussed by Jeffrey Brudney in Chapter 3. In this context, policy
volunteers serve as strategic advisors to a nonprofit, while service volunteers are
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engaged in the tactical work of the organization. Such segmentation provides a helpful
start in refining a definition of volunteers as a group, but still lacks sufficient granularity.

In Chapter 11, Nancy Macduff discusses “episodic” volunteers in contrast to con-
tinuous service volunteers and emphasizes that episodic volunteers do not evaporate
at the end of their service: Many provide specialized skills on an annual basis. The
master of ceremonies for the annual gala, for example, might play that role for
decades as his or her only interaction with an organization. The episodic nature of
the work does not lessen the value of the involvement or the volunteer’s commit-
ment to the organization’s mission. Alternatively, an episodic volunteer may offer
many hours of service in a short time frame, such as a student’s internship over
spring break. While these services are time-limited, they still provide valuable re-
sources to nonprofits and should be recognized for the valued investment they are.

These distinctions begin to segment volunteers into categories of similar ser-
vices. To manage volunteers effectively, nonprofit leaders need to examine the pat-
terns found in these groups of volunteers at a more detailed level. What types of
volunteers are most successful with different tasks? How should the work of various
volunteers be recognized to reflect their contributions to the organization? What
draws these populations of volunteers to their work? How can a nonprofit sustain
long-term engagement with a diverse array of volunteers?

To define these groups further, the Volunteer Champions Initiative formulated
The Volunteer Involvement Framework™ (see Exhibit 5.1). The Framework takes a
broader view of volunteer engagement, considering both the needs of the organiza-
tion and trends in present-day volunteerism. This perspective correlates the work
that needs to be done in an organization with the management strategies needed to
support that work and combines it with the volunteers’ particular interests, motives,
levels of commitment, and time availability. The Framework provides a starting point
for examining the organization’s current levels of involvement and creates a blue-
print for planning for more extensive community input.

Understanding Volunteer Motivations and Trends

Volunteerism is multifaceted. Not only do people serve for a multitude of reasons,
today’s volunteers serve in a variety of ways and with various expectations for the
return on their investment of energy and time. Additionally, not all people who serve
without expectation of remuneration gravitate to the term “volunteer.” Students may
talk about internships or community service requirements. Teachers may seek
service-learning opportunities in area nonprofits. Men tend to describe their service
by the functions they perform (coach, trustee), while women have historically been
more connected to the term “volunteer.” Theological interpretations of service vary.
Some religiously motivated volunteers feel called to serve, while others say they are
compelled to live out their faith, and still others seek to promote social justice
through service. Professional associations may talk about public interest work or pro
bono opportunities. The very act of expanding the vocabulary associated with vol-
unteer work opens up new ideas for envisioning service.

Research on volunteerism provides interesting insights. Volunteering in 2009
was at a 30-year high, with a large annual increase over 2008. The bulk of this
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increase was in women between 45 and 54 years of age who are married and
employed. Together with other volunteers, they constitute a workforce numbering
more than 63 million. Volunteering increases with higher employment rates, and is
lower in areas with higher poverty rates.

Some researchers find even higher levels of engagement. For example, accord-
ing to Independent Sector (2001), when all volunteer involvement is accounted
for—not only in charitable organizations but also in religious groups, schools, com-
munities, and informal neighborhood groups—the total unpaid labor contribution
climbs even higher. Estimates of the value of volunteer labor suggest the United
States benefits from the equivalent of $239 billion of unpaid staff time or the equiv-
alent of a full-time workforce of 7.2 million employees (Wing, Pollak, & Blackwood,
2008). (For specific information about volunteering in your community, Volunteer-
ing in America offers excellent state- and city-level data at its interactive Web site:
www.VolunteeringlnAmerica.gov).

Volunteers continue to be more well educated, more likely to have families, and
more socially connected than the population as a whole. They also have distinct in-
terests and needs. For example:

m Episodic volunteer opportunities. Those with limited time but an interest in doing
service on a temporary basis are being drawn to events such as daylong house-
builds with Habitat for Humanity, community park trail maintenance days, or
special vacations featuring “voluntourism” away from home.

m Service linked to the private sector. Corporations and business groups, working
to bolster their community involvement, do so by participating in programs to
“adopt a” school or stretch of highway, complete a “day of service,” create tech-
nological brain trusts for nonprofits in need, or encourage employees to join
self-guided “hands-on” service opportunities, often facilitated by a local volun-
teer center or United Way.

m Youth and student service. Students competing to build their resumes and
enhance their college applications are motivated to help their communities, fre-
quently spending long hours in unpaid internships, engaging in service-learning
or participating in service clubs and youth groups.

m Opportunities for those who have left the labor force. The most educated group of
retirees in history—as well as the growing number of adults having children later
in life, who may have left the workforce temporarily but seek to apply their
knowledge in giving back—are increasingly available to devote their skills, time,
and resources to volunteering.

m Virtual volunteer work. While we generally think of volunteering done in person
and on-site, today’s technologically inclined volunteers also find ways to contrib-
ute service via the Internet. These virtual volunteers, like persons appearing at
the office, may be willing to perform a one-time service (e.g., revise an organiza-
tion’s Web site) or to sign on for an extended time commitment, such as serving
as an online mentor.

From all these trends emerges a picture of a national community of volunteers
poised to provide talent, labor, and opportunity to any organizational leader savvy
enough to capture this workforce and capitalize on that which drives their service.
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Understanding the changing face of volunteers in America as well as the top motiva-
tions for volunteering provides an essential foundation for applying the Volunteer
Involvement Framework strategically to maximize volunteer contributions.

The Volunteer Involvement Framework

The Volunteer Involvement Framework captures contemporary themes in volunteer
engagement and organizes this information for prioritizing and decision-making pur-
poses. The tool—developed with assistance from nonprofit leaders—enables execu-
tive-level decision makers to identify their current volunteer-engagement practices,
examine additional service possibilities, and identify appropriate staffing and other
management considerations. The Framework guides agency leaders as they set orga-
nizational direction, providing a useful visual schematic that helps organize strategic
thinking about volunteer engagement. In short, the Framework examines the full
range of options available for creating a volunteer-engagement system tailored to
meet the unique needs of nonprofit organizations.

The Framework is a simple two-by-two matrix. The horizontal “connection” col-
umns distinguish between the two predominant orientations of volunteers currently
in the marketplace. The first of these is the “affiliation-oriented” volunteer. This per-
son gravitates to a service opportunity in order fo associate him- or herself—with the
cause or the mission or purpose of the organization, or with the group or network
of friends engaged in the service. For these volunteers, the orientation to the type
of nonprofit, or the friends or colleagues with whom they will serve, is of greater
significance than the type of work being done. By contrast, the “skill-oriented”
volunteer, represented in the rightmost column, is a person who is more likely to
express an interest in or a connection with the #ype of work performed as a volunteer.
This person views the skills that he or she brings to service as paramount and wants
to offer this specialized expertise to the organization.

The vertical “time” dimension of the matrix captures the person’s availability for
service. The top row represents a short-term service commitment. “Short term” may
indicate a short stint of service (volunteering that occurs over a determined number
of hours in one day or weekend), or it may suggest a specific, time-limited focus,
where the volunteer signs on for a specific project that is limited in nature (although
the project may occur on an annual or some other recurring basis). This volunteer is
frequently called an episodic volunteer. The bottom row of the framework repre-
sents the person who agrees to serve on a regular, ongoing basis, potentially making
a long-term service commitment.

In the sample Framework in Exhibit 5.1, each quadrant contains examples of
voluntary service that typify that area of volunteer experience, followed by a synop-
sis of the more common traits and motivations for service. Despite the boundaries to
be discussed, it is worth noting that the Framework’s four quadrants are not mutually
exclusive and that the distinctions between them are fluid, flexible, and permeable.
A volunteer may elect to serve in all four ways over a lifetime. Likewise, an agency or
organization will want to examine opportunities for service that fall within each
quadrant, thereby providing a maximum level of flexibility when recruiting
volunteers.
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In the remainder of this chapter, the Framework serves as a basis for conceptual-
izing a sustainable volunteer engagement program in four stages:

1. Understanding volunteer motivations and trends. Looking at the research on
who volunteers are and what drives them

2. Creating a vision for volunteer engagement. Thinking broadly about the four
quadrants and how to plan for them

3. Maximizing your investment in volunteers. Management/personnel strategies
and a process for moving from vision to reality

4. Minimizing challenges and embracing opportunities. Advice and resources that
address executive directors’ top concerns about volunteer engagement

This chapter and its references contain resources to assist with further develop-
ment of a specific community-engagement program, including online tools and
assessments. Additionally, Exhibit 5.4 (at the end of the chapter), which contains a
worksheet for notes on an organization’s particular use of and/or plans for volun-
teers, allows for customization of The Volunteer Involvement Framework to meet an
organization’s needs.

Developing a Vision for Volunteer Engagement

Identifying who volunteers is only one step of a larger process—a process that, in
fact, does not begin with recruiting volunteers. Instead, the process begins with an
internal assessment and analysis of your organization. Giving forethought to how
and where volunteers fit within your organization’s larger mission, and how a vision
for volunteer engagement fits with other strategic goals, creates a solid foundation
for success. What follows is a template for planning or for reassessing your volun-
teer-engagement strategy.'

Step 1: Begin with an Open Mind

An important precursor to vision setting is an examination of biases. Nonprofit
leaders sometimes get stuck in modes of thinking that limit the possibilities of
volunteers within their organizations. A key ground rule for guiding your analysis
is to remember that there are no tasks volunteers cannot do. A person with the
requisite skills, abilities, licenses, training, and time can perform any job. Medical
personnel volunteer their time at clinics performing all the duties ascribed by
their training; attorneys perform pro bono work on a regular basis; trained com-
munity members serve as firefighters, auxiliary police, and poll workers without
pay; some nonprofits are run by full-time, nonsalaried executive directors. The
list is endless. While it is certainly true that few people have this level of extended

! For a more detailed accounting of executive leadership in volunteerism, see S. J. Ellis, From
the Top Down: The Executive Role in Volunteer Program Success (Philadelphia, PA: Energize,
Inc., 1996), which served as a key source in the development of this chapter.
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time to contribute, the fact is that a person may do any job, and perform equally to
those with a salary, on a volunteer basis—provided an organization’s leadership
is open to such limitless possibilities.

Likewise, people from all walks of life volunteer. Overlooking any segment of
the community unnecessarily closes a door to possible volunteers. Keep in mind
that some of the nation’s most active volunteers include senior citizens, not to men-
tion the contributions of people with disabilities, people with limited incomes, par-
ents of young children, and even children themselves—any of whom may be
willing to serve in a variety of capacities, from hands-on frontline assistance to pol-
icy development and board service. When it comes to working with young volun-
teers, child labor laws do not preclude young people from volunteering (Ellis,
Weisbord, & Noyes, 2003), so nonprofits frequently engage even elementary stu-
dents in age-appropriate endeavors on behalf of organizations. Research tells
us that young people, particularly those who volunteer with members of their
family, become lifelong volunteers (Musick & Wilson, 2008; Rehnborg, Fallon, &
Hinerfeld, 2002). Thus, engaging families and youth can help provide a vital com-
munity resource for years to come.

Step 2: Include Staff and Board in the Process

Comprehensive community-engagement initiatives benefit greatly from the input
and active planning of key stakeholders and staff. One of the best ways to prevent
resistance to volunteers is to include staff and board members in the planning
process from the beginning. Including staff in the planning process enables
employees to explore the nuances of service and helps to prepare them to
expand their reach through volunteers. And board members, themselves volun-
teers, may fail to see the connection between their type of governance or policy
volunteering and the more direct-service opportunities offered to other volun-
teers. The planning process acts an exercise in staff/board development, leading
these key stakeholders to begin thinking strategically about volunteers, to articu-
late a shared language around community engagement, and to explore how vol-
unteers fit within the organization’s core values and mission. Thus, engagement
becomes not just about the community outside of the organization but also an
exercise in building internal community.

Step 3: Take Stock

Because volunteer engagement does not exist in a vacuum, plans for community in-
volvement should be integrated within the existing strategic plan for your organiza-
tion’s future direction. The most important question to ask when contemplating a
community-engagement initiative is: What is the work that must be done to achieve
the mission and goals of our organization? Asking this question ensures that volun-
teer opportunities fit within the overall objectives of the organization and the plan for
moving forward. Additionally, the question benefits volunteers, who surely care
whether their time and talents make a difference. Volunteers thrive when they can
see that the work they perform is central to the organization: work that impacts the
organization’s bottom line—its mission.
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Step 4: Move from Vision to Logistical Reality

Practice wisdom tells us that there are four keys to making a plan or system
operational:

1. A vision that guides the plan

2. Clear targets for progress (i.e., goals and objectives for action)
3. A qualified person responsible for overseeing the plan

4. The allocation of financial resources to support the plan

The vision for the plan emerged through your planning process. In examining
opportunities for community engagement, the planning committee identified
ideas that fit the needs and concerns of the organization. Look back at that stage
of development and see if any underlying themes or ideas emerged that guided
your decision making. Capturing those concerns succinctly and framing them
into a guiding vision or philosophy is important. This guiding vision should be
developed into a strategy or mission statement for community engagement, or
some other brief document that is circulated and made widely available. This doc-
ument will provide direction and serve as a touchstone when important decisions
need to be made.

From that statement of vision, a set of clear goals to achieve should flow natu-
rally. By creating measurable statements of intent, including short-term objectives
and long-term anticipated outcomes, the planning committee will define the nature
of the work to be accomplished. This exercise of refining priorities and goals will
present an opportunity for staff and board to weigh in with a reality check: Where
will the resources come from to support these objectives? Who will shepherd the
civic-engagement initiative through its various stages?

Selecting a point person to drive the volunteer-engagement effort is critical,
ensuring it becomes someone’s responsibility to move your plan to action. This per-
son will need to be someone who enjoys full support and assistance as this new ven-
ture takes shape. Additionally, the person must be given the time to undertake the
work. Effective community engagement programs—even small efforts—take time.
To be effective in this role, your point person either must be engaged to take on this
effort or must be relieved of other duties so that he or she can invest the time neces-
sary to achieve the important end results.

Finally, your action plan should include a budget, inclusive of not only the dol-
lars but other costs to your organization of working with volunteers. These may in-
clude staff time, facilities, supplies, and equipment required to facilitate involvement.
Weigh how your nonprofit will accommodate the fact that increased numbers of vol-
unteers equates to increased numbers of people in your organization—people who
take up space, often need to use computers, may want to drink coffee, and will want
to park their cars. Such creature comforts alone will not attract volunteers to your
nonprofit, but the absence of them can assuredly lead to poor volunteer retention.
Also select appropriate lines of communication, set up databases, and determine ap-
propriate screening procedures. Touching on these types of logistics with the plan-
ning team before embarking on a new volunteer recruitment initiative can save
numerous headaches down the road.
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Step 5: Benchmark Others’ Successes with Volunteers

Where model program for volunteers exist, it is worth exploring opportunities for
replication in systems, approaches, training, and more. Consider looking for exam-
ples of volunteer engagement from similar nonprofits, particularly those that have
achieved successes with volunteers. Such benchmarking could set up opportunities
for collaboration while also preventing the organization from reinventing the wheel
if an existing template fits the agency’s needs.

Additionally, staff will seek a template for volunteer engagement. It may be nec-
essary to dedicate some professional development and training time to this topic, or
staff simply may look to the executive team to model effective volunteer involve-
ment. Leadership should model commitment to the plan. Staff will perceive not only
what working with volunteers may require of them (investments of time, certain be-
havioral modifications, etc.) but also the potential payoffs for taking work with vol-
unteers seriously.

Step 6: Decide How You Will Measure Success

Setting up metrics to evaluate the success of community-engagement efforts can
prove complex, but several tools exist to provide support. These metrics can help an
organization determine whether the anticipated outcomes of the volunteer-engage-
ment initiative were met and provide the data that will make the case for continued
support for your efforts to board members, funders, and other stakeholders.

B Quantitative measures

Databases can be programmed to track not only the number of volunteers and
their hours spent in service but also whether their service correlates with other
important outcomes. (For example: Are they raising the public profile of the
organization? Are they donating, attending events, or becoming members in
addition to giving their time? Has the agency been able to serve more clients
or provide more effective or comprehensive service because of volunteers?
Has volunteers’ service secured matching cash contributions from their
employers contingent on hours of service? Have they referred others to the
nonprofit? Have they increased their service over time or begun serving in
new capacities, perhaps making the shift from episodic volunteers to ongoing
volunteers, or adding new skills within the time they give? Have they opened
doors with funders or other potential donors?) Such metrics can become part
of the agency dashboard, referred to regularly in staff meetings, board discus-
sions, and annual reports.
m Financial measures

Another quantitative approach is to determine the organization’s return on in-
vestment by placing a value on volunteers’ time. Several methods for this exist
(e.g., comparing the work to its average wage in the marketplace, accounting
for the opportunity cost of volunteers’ time, etc.). Resources for conducting
volunteer valuation can be found online at The RGK Center’s research center
www.rgkcenter.org/research/past, including an article, “Placing a Value on
Volunteer Time” (2005), that outlines several tools available to nonprofit leaders.
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B Qualitative measures

Scheduling exit interviews or after-action reports with volunteers who have
completed a significant project or service commitment provides precious infor-
mation. Meet with staff supervisors or board members engaged in the action to
process the outcomes, and think about surveying your volunteers periodically or
holding casual focus groups to garner their input. Report volunteer involvement
successes and highlight accomplishments in the organizational newsletter, re-
ports to funders, Web site content, and elsewhere, and clip press reports about
the agency, watching for the presence of volunteers. Community involvement
often helps to garner positive attention in the community and provides positive
public relations for your nonprofit.

Managing the Volunteer Investment

Just as thoughtful, careful planning is necessary for any level of volunteer involve-
ment, so, too, are resources to do the job, including funds and staff time. Numerous
studies have found that—*“free” labor, notwithstanding—the old adage you get what
you pay for applies to volunteer programs (Adalpe et al., 2006; Grantmaker Forum
on Community and National Service, 2003; Hager, 2004; Rehnborg et al., 2002). The
bottom line is this: The more energy and resources nonprofits expend in community-
engagement initiatives, the greater their return on the investment.

The level and extent of a volunteer-engagement initiative determines the staff-
ing complement. Utilizing The Volunteer Involvement Framework grid shown in
Exhibit 5.2, we examine the traits of each quadrant and the resultant management
recommendations. Keep in mind that volunteer-engagement initiatives that span
the grid will require greater levels of management resources.

A Question of Management and Staffing

Making the decision to hire a new person on either a full- or part-time basis is
always complex and requires careful analysis. Because volunteers generally work
for no pay, many nonprofits initially assume that the leadership of the program
can also be secured without a paycheck. In her excellent treatment of the subject
of when to pay for help and when to engage volunteers for a task, Ellis (1996)
notes that, while volunteers’ qualifications can be equal to or beyond that of staff
in every way, providing a paycheck serves four critical functions: “Offering a
salary gives the agency a predetermined number of work hours per week, the
right to dictate the employee’s work schedule, a certain amount of control over
the nature and priorities of the work to be done, and continuity” (p. 12). Thus,
handling a significant workforce of volunteers (and especially if those volunteers
serve over a long period of time and perform highly skilled work) likely requires
the sort of availability and commitment that an organization usually finds in a
paid staff member.

Once the commitment has been made to hire for the position, some executive
directors look to fill a volunteer manager opening from within the ranks of existing
volunteers. The underlying assumption—that someone committed to serving your
nonprofit would welcome the opportunity to come on board in exchange for a
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paycheck—sometimes misunderstands the challenges inherent in moving from be-
ing a volunteer to managing other volunteers. Having a clear job description and
laying out the necessary skills and aptitudes of the job is essential. An excellent re-
source on volunteer management, which includes sample job descriptions for the
position, can be found on Idealist.org in its Volunteer Management Resource Center
section. See www.idealist.org/info/VolunteerMgmt

Position justification is a concern frequently raised by executive directors. Histor-
ically, most nonprofit organizations emerged from the work of a committed group of
volunteers who championed a cause. As the work grew, the founding board sought
funds to hire a leader for the organization, a person with the time and the expertise
needed to take the group to its next level of functioning: the executive director. The
same rationale applies to the position of volunteer manager. Investing time and re-
sources in a talented volunteer manager will yield valuable returns.

Minimizing Challenges, Embracing Opportunities

Few volunteer leaders will openly cast aspersions on the dedication of volunteers or the
virtues of community involvement, yet benign acceptance can also mask serious reser-
vations, if not outright hostility, toward volunteers. This section of the chapter addresses
some of the more common issues in volunteer engagement, presenting some of the
challenges and opportunities inherent in community-engagement activities.

The opportunities, challenges, and liability considerations for service projects
within each of the quadrants are captured in the Framework shown in Exhibit 5.3.
Although the concerns vary by the dimensions of the quadrant, a few considerations
are universal.

Liability
In today’s litigious society, nonprofit organizations need to be careful, thoughtful, and
thorough in any project they undertake, ensuring proper consideration of risk man-
agement and liability. Although a thorough risk-assessment analysis is beyond the
scope of this chapter, nonprofits would be well advised to exercise for volunteers the
same caution advocated for client care and general staff protection for positions of
equal responsibility. A well-managed program should include up-to-date records and
well-documented personnel files, noting all trainings attended and reference checks
conducted, as well as the results of these reference checks. In addition, a comprehen-
sive community-engagement program should include a policies and procedures docu-
ment that outlines regulations pertaining to volunteer/client contact within and
outside of the work setting; expectations for uses of personal vehicles and levels of
personal insurance required if client transportation is anticipated; procedures on how
to handle injuries received during the course of service; and any other guidelines that
would be instituted for staff serving in similar positions. A comprehensive orientation
to volunteer work provides an opportunity to share this information with volunteers.
Insurance is available for volunteers operating within the regulations of a formal
organization. The low cost of this coverage suggests the relative safety of such under-
takings; nonetheless, an exploration of available options is important. For an example
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of such coverage, see www.cimaworld.com/htdocs/volunteers.cfm. Intermediary
organizations for nonprofits and large nation organizations with numerous affiliates
frequently offer support and information about liability and risk management as
it pertains to volunteer involvement. Another particularly useful resource for non-
profit organizations is the Nonprofit Risk Management Center, based in Leesburg, VA,
which offers a host of references and useful articles (nonprofitrisk.org/library/articles/
insurance052004.shtml).

While precautions and risk assessment are wise, overestimating the risk associ-
ated with volunteers can create undue burdens. It is generally unnecessary to do
criminal background checks—or even reference checks—for most volunteers partic-
ipating in one-time group events or in positions unrelated to contact with vulnerable
clients. Allow the complexity of the assigned task to dictate risk-management mea-
sures, and drop any that add unnecessary bureaucracy and obstacles to service. As
always, however, check with legal counsel or insurance provider to determine the
right line of action for the organization.

Record Keeping

Effective nonprofit management includes accounting for and supporting the
agency’s volunteers. Each volunteer’s involvement serving the organization should
be a matter of record. Set up the organization’s database and paperwork so that re-
cords of volunteer involvement not only capture the information to protect against
liability but also to provide needed data to evaluate the success of the program. (For
support in developing record-keeping systems, see Ellis & Noyes, 2003.)

Data recorded about volunteers’ service will depend not only on the requirements
of the organization but also those of the volunteer and the agency’s stakeholders. For
example, a student fulfilling an educational requirement (service-learning or course re-
quirement) or volunteering to meet licensure requirements for a particular profession
will require certain documentation of involvement in the organization. Additionally, in-
surance carriers may require particular data-keeping practices to cover a volunteer in
the event of injury. Funders may accept volunteer service as part of a match require-
ment and sometimes have their own reporting requirements on volunteer involvement.

Dismissal

While it is true that occasionally volunteers do not work out, such problems are
fortunately rare. A well-managed program is the best prevention from conten-
tious volunteer relationships. When volunteers have well-developed position
descriptions; have been capably screened, oriented, and trained for the position
they will fulfill; and are given adequate staff support and recognition, programs
generally run smoothly. However, it is true that, once in a while, a volunteer
may need to be dismissed. (Yes, volunteers can be fired!)

As with staff, this situation is never pleasant, in spite of its periodic necessity.
Some excellent online resources provide detailed information about the process of
dismissing volunteers (McCurley, 1993; Rehnborg, 1995). They are available online at:

www.serviceleader.org/new/managers/2005/07/000270.php
Www.casanet.org/program-management/volunteer-manage/fire. htm



120 Maximizing Volunteer Engagement

Problem volunteers should not be tolerated, nor should the specter of this prob-
lem deter leaders from involving volunteers. Many situations where volunteers stray
from expected protocol are motivated more by ignorance than intent. In the process
of gathering the information that appears in this chapter, an executive director told of
a situation where her nonprofit organization accidentally “inherited” the problem
volunteer of a sister agency. When the aberrant behaviors commenced at the new
agency, the executive director brought the volunteer in to discuss the situation. The
genuinely shocked volunteer had mistakenly assumed that her behavior was what
was expected, and she was mortified to learn that she had been such a cause for
concern. The woman grew to become one of the new agency’s most critical support-
ers and strongest workers—not its greatest nemesis. Yes, volunteers can be dis-
missed, but volunteers also deserve the courtesy of attention and redirection before
drastic measures are taken.

Volunteer/Staff Ratios

There are no specific rules that determine a standard volunteer/staff ratio or that trig-
ger when a volunteer manager needs to go from a half-time to a full-time position.
Likewise, volunteer hours are not a good proxy to develop equations translating part-
time volunteer positions to full-time-equivalent standards for supervision formulas.
Working with eight volunteers each giving five hours of service weekly (40 hours of
total service per week) is significantly more time intensive from a supervision stand-
point than working with a single individual providing an equal amount of time.

We do know however, that more intensive volunteer expectations require
greater staff support and closer supervision. For example, the Court Appointed Spe-
cial Advocate program standards specify 1 supervisor to 30 volunteers (National
CASA Association, 2000). For supervision purposes, the San Francisco Recreation
and Park Department Volunteer Policy Guide (n.d.) recommends one gardener to
15 volunteers. Neither number however, indicates the staffing complement of the
volunteer office that recruits and prepares these people for service. Each organiza-
tion must examine its own goals, activities, and workload in volunteer engagement
and decide accordingly about volunteer management staffing. Benchmarking with
other programs in similar areas of service may provide insight about appropriate
staffing levels and expectations.

Volunteer/Staff Relations

Almost any new or changed undertaking naturally is met with resistance. Dramati-
cally ramping up a community engagement program may cause staff to raise con-
cerns about already overwhelming workloads, job security, the qualifications of the
volunteers, the timing of the decision, or roles that community members may as-
sume. Following the steps outlined in this chapter will address many of these issues.
The next pointers may also help.

m Form a committee of staff and other stakebolders to assist with planning and
implementation of the community engagement initiative. A willingness to listen
carefully to the demands of existing personnel will go a long way in developing
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their receptivity to the new venture. Consider if all of their concerns are founded,
but certainly those that are need to be addressed during the planning process.

m Help staff members consider the service they have performed, and relate their
experiences as volunteers to their work as staff who will now interact with volun-
teers. No one wants their time wasted, nor are we eager to be treated poorly.
Personalizing the volunteer experience helps staff to regard the new workforce
positively.

m Orient staff to expectations. Not only should staff members be expected to work
within the guidelines of appropriate expectations, but they also should be
rewarded for doing so. When recognizing volunteers, thank the staff who sup-
ported them too. Connect merit raises and other bonuses to this expectation, as
with other job requirements.

m [nform staff about the expectations and reality of the volunteer workforce. The
vast majority of people offering to serve are eager to help—they are not there to
take jobs or to assume 40-hour-a-week responsibilities. Provide staff members
with an update on who is volunteering as well as how they can become valued
members of your organization’s team.

For additional resources on this topic, check out www.energizeinc.com/art/
subj/emp.html.

Conclusion

Organizations benefit from expanding their conceptualization of volunteering to
examine the complex interplay between the needs and goals of the organization or
cause being served and the concerns and expectations of the people potentially
delivering service. Organized on the dual axes of time and connection to service,
The Volunteer Involvement Framework highlights the complexity as well as the rich-
ness of volunteers as a resource.

Using the Framework, one can envision relations with a diverse array of po-
tential volunteers: people who share the same broad goal—to make a differ-
ence—but see it from a number of distinct individual perspectives. As
demonstrated here, making a difference can occur when one serves a cause one
believes in, offers a valued skill, and/or acts as part of a network that holds some
personal significance.

Responding to volunteers’ specialized perspectives not only leads to more
meaningful experiences for the volunteer but also creates opportunities for you, as a
nonprofit leader. Capitalizing on volunteer resources, even those generated through
short-term contacts such as “days of caring” events, can later lead to a cadre of com-
munity supporters: people who know about the organization, value its services, and
may support the mission in an ongoing way. Even brief encounters can build mailing
lists, tell a story, recruit more volunteers, and meet new contacts in key organizations
for collaboration. However, none of this will occur without consciously segmenting
volunteer contacts, planning for effective volunteer engagement, providing re-
sources to ensure positive volunteer involvement, and targeting volunteer audiences
to build support for the organization.
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Consider the options the Framework presents when planning for volunteer
engagement, noting not only the opportunities for volunteer support but also the
various management expectations associated with service in each of the four quad-
rants. Also, capture sufficient information about community participants to under-
stand all of the ways in which they might be available and willing to support the
organization.

No framework, regardless of how thoroughly conceptualized, is a substitute for
getting to know the unique needs and concerns of your particular individual volun-
teers. A highly skilled, powerful business executive may want nothing more than to
plant flowers that beautify an urban area or volunteer with his dog, visiting seniors in
a nursing home. Likewise, an arborist may relish the opportunity to create a database
for your organization and use a skill set only marginally connected to her workplace.
The wants and needs of volunteers vary over time. Respecting the time and service
interest of volunteers turns community members into partners jointly committed to
an organization’s success.

Worksheet: Assessing Current Patterns of Volunteer Engagement

Utilize the grid in Exhibit 5.4 first to capture the ways in which volunteers are cur-
rently engaged (remember to include the board of directors). Next, fill in the grid
with ideas for how volunteers might engage in the organization’s future work.

EXHIBIT 5.4 The Volunteer Involvement Framework Worksheet

< CONNECTION TO SERVICE —

Affiliation Focus Skill Focus

Short Term

«— TIME FOR SERVICE —

Ongoing
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Also, assess the effectiveness of your current situation. Where are volunteers
most helpful? How are they managed and supported? How effectively does staff
work with volunteers?
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‘OCI hen considering whether to develop a volunteer program for the first time,
organizational assessment, thoughtful planning, and an examination of the
roles volunteers can play are important considerations. This chapter focuses on these
three areas and provides key considerations for organizations undertaking this work.

Major Organizational Benefits and Challenges
of Having a Volunteer Program

For any organization that legally incorporates as a nonprofit entity, volunteers are
part of the landscape. In order to complete the incorporation process, a board of
directors needs to be identified. Board members are volunteers serving without com-
pensation for their services and provide the key oversight functions that state law
requires. Many organizations choose to go well beyond this most essential and basic
volunteer corps and develop a full-blown volunteer program.

One of the key steps a nonprofit organization can take in its development is to
determine if a volunteer program is appropriate for the organization. Taking the time
to thoughtfully weigh the benefits and challenges associated with developing, imple-
menting, and supporting a volunteer program is critical. Once it is determined that a
volunteer program is in the organization’s best interest, thoughtful planning and an
ongoing commitment of support of human, financial, and strategic resources can
lead to long-term success.

A scan of literature from the field notes a variety of benefits to nonprofits that can
be derived from a structured volunteer engagement program. Major advantages
include:
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m Advancement of the nonprofit’'s mission related work through volunteer
assistance

m Creation or enhancement of the organization’s public image in community
through volunteer stories generated by the organization and through engaged
volunteers sharing their stories with others

®m Enhancement of the ability to raise additional resources, both human and
financial

m Extension of the work that is accomplished by paid staff, including provision of
direct services to clients of an organization, especially within an all-volunteer
organization where volunteers serve as the staff

m Accomplishment of projects or events that would otherwise not happen

m Opportunity to bring new energy and talents to the organization on an ongoing
basis

First and foremost is the opportunity to advance the mission of the organization.
Regardless of the role in which volunteers are serving, their time and efforts can sup-
port and propel the mission work of the organization forward. Whether serving on
the board of directors, speaking with donors as part of a fundraising effort, planning
a special event to raise additional resources, or working directly with clients/con-
sumers, each of these roles supports the overall mission of the organization.

Nonprofits are businesses, and meeting business objectives is equally as impor-
tant as meeting the mission. In a report from the UPS Foundation, entitled A Guide to
Investing in Volunteer Resources Management, it was noted that effective volunteer
involvement supports business objectives, such as establishing a brand identity, cre-
ating loyalty and community goodwill as well as leveraging additional resources
of people and money from the corporate and grant-giving sectors (Association for
Volunteer Administration [AVA] & UPS Foundation, 2005).

Increasing the visibility of an organization with current and potential stakehold-
ers is critical to increasing a donor base. Effectively involved volunteers become
ambassadors to the larger community sharing their experiences and support for an
organization. This in turn can recruit other volunteers and donors of all types and
give the organization a competitive advantage.

Research also shows that volunteers are more likely to become donors them-
selves as a natural outgrowth of their satisfying involvement with an organization or
cause. According to the 2009 Fidelity Charitable Gift Fund study, Americans who vol-
unteer their time and skills to nonprofit organizations also donate an average of ten
times more money to charity than people who do not volunteer. In addition, two-
thirds of respondents who volunteered in the last 12 months reported that they do-
nate ten times more money than nonvolunteers, that they donate to the same chari-
ties where they are volunteering, and that they are likely to increase their charitable
donations in the future.

Raising adequate resources to support the operations of a nonprofit of any size
can be a challenge. Through volunteer involvement, an organization often can ac-
complish more without increasing the money needed for programs and other activi-
ties. A nonprofit can also increase its in-kind resources by capturing the value of the
time and talents donated throughout the course of an event, program delivery, or
fiscal year.
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Currently, the average dollar value of volunteers is calculated at $20.85 per hour
with adjustments for state variations ranging from $11.06 to $28.52 (Independent
Sector, 2009). Tracking this information not only recognizes the value of volunteers
to an organization but can attract additional resources. A successful volunteer pro-
gram can attract increased donor contributions and grants of all types, including
those that may come through the involvement of volunteers who work for corpora-
tions with charitable dollars to give. Funders often see the ability of volunteers to
provide new or expanded services for the organization as an increase in the return
on their investment.

Volunteers can also augment services provided by staff of the organization.
Depending on the type of services provided and the expertise required, a well-
trained volunteer corps can accomplish the same objectives as paid staff. The ability
to provide direct, indirect, or support services through volunteer assistance is limited
only by the results of a staffing analysis and successful recruiting and training of the
required volunteers.

Special events and projects that require resources not currently available can be
accomplished through volunteer commitment and energy as well. Through these
types of activities, volunteers bring a fresh perspective, needed talents, and new con-
nections to business and community leaders that can further enhance an organiza-
tion’s mission-related work.

There are also challenges for a nonprofit that wishes to institute a volunteer pro-
gram. These may include:

® Financial resources to support a program, both start-up and ongoing
® Acquiring qualified staff
® Building support of the board, executive, and other staff

As with any other program within a nonprofit, a volunteer program requires re-
sources—human, financial, and strategic. While the time volunteers donate to a
cause is “free” and does not require market-level compensation, the costs of support-
ing a volunteer program are real. The major expenses associated with running a vol-
unteer program are related to staffing. Critical to the success of the volunteer
program will be a manager who is knowledgeable of best practices in volunteer re-
sources management and able to engage both staff and community members. While
in some situations it may be appropriate for a volunteer to serve in this role, a grow-
ing body of research shows that like any other management position within an orga-
nization, paying an individual to do this job reaps many benefits. When the manager
is a member of the paid staff, an organization can ensure that he or she is consistently
available for a designated amount of time with a focus on overseeing the volunteer
program. The volunteer resources manager can be held to the same level of perform-
ance and accountability as any other staff member (Rehnborg, n.d.). In addition, with
a paid staff member in place, sound volunteer management practices can be learned
and put into practice as part of the job expectations (Hager & Brudney, 2004). This in
turn ensures that the volunteer program will receive the same attention, support, and
role in accomplishing strategic goals of the organization as any other program.

Further, as Bruce Esterline, vice president of grants for the Meadows Foundation
notes, “Some of the most cost effective dollars we can invest may be in a volunteer
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manager who can generate far more value from volunteer hours than we ever in-
vested” (AVA & UPS Foundation, 2005). The cost of not providing the best possible
experience for volunteers can result in negative publicity from disgruntled volun-
teers, a loss of donors, and decreased community support.

Adopting a high standard for the management of the volunteer program costs
more, but the return on this financial investment can reap great rewards for the
nonprofit. In fact, due to changing demographics and growing expectations by vol-
unteers, as well increased scrutiny from funders and communities, nonprofit organi-
zations are compelled to invest more time and money in program areas that show
results (Graff, 2006). A well-run volunteer program is one such area.

Costs associated with the manager of volunteer resources position include salary
(part or full time), any benefits that are part of the organization’s staff package, mile-
age reimbursement, training, and professional development. Expenses for advertis-
ing or recruiting volunteers, mileage reimbursement or other volunteer incentives,
insurance that covers volunteers acting in the name of the organization, and supplies
and costs associated with volunteer recognition efforts are also potential start-up
expenses.

Indirect costs must also be considered. They include overhead (office space,
equipment, utilities, and technology access) and the value of time for additional staff
members to take part in training and to assist with planning for and supervision of
volunteers. To ensure an ongoing and successful program, money will need to be
budgeted each year to support the volunteer program.

Another potential challenge that an organization may face is resistance from cur-
rent staff or other stakeholders. Staff members may raise concerns about an increased
workload to support volunteers and fears about their own job security. They may
also express concerns about the qualifications of volunteers and unwillingness to
bring volunteers into what they see as “their” work.

It must be clearly noted that bringing volunteers into an organization is to sup-
plement and support the work of paid staff, not supplant it. Building the support of
staff, board, and other stakeholders will be vital to the success of a volunteer pro-
gram in the initial planning stage and over the long term. Including staff, board mem-
bers, and other stakeholders in the full planning process for a volunteer program can
allow any misconceptions or concerns to be aired and discussed and can alleviate
many of these challenges.

Trends in Volunteering and Impact on Volunteer Program
Planning and Management

Volunteering can take many shapes and forms. In addition to the traditional volun-
teer who may maintain a regular and long-term relationship with one or more non-
profit organizations, other types of volunteering are becoming more prominent.
Influenced by changes in social, political, economic, and demographic climates, the
continuum of possible ways to engage as a volunteer continues to broaden. Some of
the trends to be discussed are also driven by changing volunteer expectations as the
breadth and pace of daily life continues to evolve. These trends are divided into two
groups: those that are tied to changing demographics and those connected to the
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form that volunteer service may take. Each trend listed presents implications for vol-
unteer program planning and management to ensure successful engagement of the
volunteer and accomplishment of organizational priorities.

Tapping into Demographics

YOUTH ENGAGEMENT AND SERVICE LEARNING Many school districts across the United
States continue to require some level of community service, often calculated in hours
served, to be completed by students prior to high school graduation. Thirty-eight
percent of youth, or an estimated 10.6 million students nationwide, report current or
past participation in community service as part of a school activity or requirement
(Corporation for National and Community Service, 2006).

Service learning, where classroom curriculum and community involvement meet
to expand or reinforce learning, is on the rise as well. Fully 77%, or 7.8 million of
those students engaged in school-based community service activities, were enrolled
in a course that contained a service learning component (Corporation for National
and Community Service, 2006). This combination of activity and service has been
shown to be effective in increasing a student’s knowledge and application of infor-
mation and ideas. To be fully effective, projects include the key service learning ele-
ments of student participation in planning, participation over an extended period of
time (generally a school semester), and opportunity for reflection of learning from
the experience.

Engaging individual youth requires clear expectations, working within an often
limited time frame and providing some type of adult supervision. Depending on the
youth involved, opportunities to engage on weekends may be required due to
school or other commitments during the week. Flexibility with scheduling, with a
variety of opportunities including those that are fast paced, technology based, offer
quick results and/or offer school credit or a resume builder will speak to today’s
youth and their motivations for involvement.

Well-planned service learning opportunities require preplanning and agreement
on deliverables and the time frame for student involvement prior to beginning the
project. Benefits to the nonprofit include the yield of valuable information or prod-
ucts, such as mapping of a watershed and pollution sources for an environmental
organization. When completed, this student-driven effort will connect student learn-
ing in the areas of math, science, and the environment to the community in which
they live.

YOUNG ADULTS In 2008, 8.24 million young adults, ages 16 to 24, reported volun-
teering. This represented almost half of the overall increase in the total number of
volunteers reported nationally and is an increase from the rate of 7.8 million volun-
teers in this age group reported for 2007. The finding aligns with other indicators
suggesting a strong service ethic within the Millennial Generation, as evidenced by a
217% increase in applications to AmeriCorps in 2009 (Corporation for National and
Community Service, 2010). Although a tough job market existed in 2009, the increase
in applications reflects renewed interest in service following the volunteer-driven
campaign and inauguration of President Obama in 2008. Also, service is an increas-
ingly important step in a young adult’s professional development. While many high
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schools and colleges require some level of community service, other types of service,
including nonpaid internships and apprenticeships at local nonprofits, allow young
adults to gain experience and build a resume.

For organizations engaging young adults, flexibility is again the key. Demanding
school and work schedules can limit a young adult’s availability. Opportunities to
serve on evenings, weekends, and virtually are all positive ways to engage this de-
mographic. Projects that enable a young adult to learn and expand their knowledge
and experience, whether short term or through an internship (over a semester, a
school vacation, or summer break), can provide valuable services to a nonprofit.
Clear position descriptions and expectations with regular opportunity for two-way
feedback are essential for successful involvement of this demographic.

EMERGING RETIREES Individuals retiring from the workforce bring three impor-
tant commodities to a volunteer experience: time to serve, life experience, and
career-based knowledge. Individuals born as part of the Baby Boomer genera-
tion (1946-1964), with 77 million in their ranks, currently make up the vast ma-
jority of midlife adults. Research shows that they are volunteering in midlife at a
higher rate than past generations with as many as 75% indicating that they plan
to remain actively involved in their community (Corporation for National and
Community Service, 2007).

Beginning in 2011, the oldest of this generation will reach retirement age at 65.
Baby Boomers appear to have different volunteer interests from past generations. In
general, this generation of retirees is seeking challenging opportunities where they
can continue to utilize their skills. Opportunities for professional development and
being seen as a valued partner speak to the Baby Boomers’ desire to continue to
make a difference in a meaningful way. Keeping this generation of volunteers
happy—seeing their volunteer experience as positive—will keep them engaged.
And retention may bring long-term results for many organizations.

As noted earlier, volunteering and giving are related. According to projections by
two Boston College scholars, Paul Schervish and John J. Havens, by the year 2055,
$41 trillion will change hands as the Baby Boomers pass their assets to the next gener-
ation (Boston College Center on Wealth and Philanthropy, 2006). While much of this
wealth will pass to heirs, estimates ranging from $1.7 to $6 trillion could be donated to
charities across the country. This pending transfer of wealth provides another reason
for organizations to seek, support and retain the coming generation of retirees.

CORPORATE ENGAGEMENT Involvement of employees, whether as individuals or in
groups, is a welcome source of volunteers for many programs. Increasingly, compa-
nies are giving back by recruiting their employees to donate time as part of their
commitment to the community. Often employees are able to volunteer without hav-
ing to take a vacation or personal day to do so. The company supports employee
involvement because it is good for business and good for the community in which
the business operates.

Unlike a financial contribution, employee volunteering allows companies to fos-
ter a more personal link to the community by sharing its human resources with local
organizations that are meeting community needs. In return, companies benefit with
employees who have a positive opinion of their employer, are more productive in
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the workplace, and are easier to retain as employees along with higher visibility in
the community (Junior Achievement Worldwide, 2009).

Clear expectations and communication are keys to success with corporate vol-
unteers, who often expect visible results from their involvement. When recruiting
individual employees or corporate groups, it is important to consult with the volun-
teers in advance to ensure that the volunteer placement meets the company’s areas
of interest and employee time availability. In addition, volunteer assignments should
be clearly mapped out. Having a positive volunteer experience, especially when
serving in a capacity that supports the company’s business objectives, can lead to a
donation to the organization based on individual or group employee involvement.

Tapping into Volunteer Approaches to Service

EPISODIC An episodic volunteer is someone who volunteers for a specific project
over a limited period of time. Examples include one-day special events or service
projects and opportunities that recruit volunteers as needed throughout the year and
where volunteers are welcome on a drop-in versus a scheduled basis.

According to the report Volunteer Growth in America: A Review of Trends
since 1974, episodic volunteering remains strong—almost 60% serving in this capac-
ity (Corporation for National and Community Service, 2006). The increase in episodic
volunteering has been driven largely by teenagers and midlife adults, two groups
where rates of volunteering have jumped dramatically in the past two decades.

As individuals and families continue to experience increased pressures due to
work or family commitments, time scarcity is often reported as a reason for not vol-
unteering. Yet people look for opportunities in which to engage. Expectations
regarding choice of assignments, ability to make a difference in a short amount of
time, and interest in multiple versus single opportunities are driving forces for episo-
dic volunteers.

To accommodate this trend, projects can be split into smaller assignments with
specific and tangible goals. These mini-assignments often can be rolled up into a
larger accomplishment with each part potentially performed by a different individual
or group of volunteers. Organizing one-time opportunities, such as a day of service
or a special event, can engage people in a time-limited activity assisting with prepa-
ration for an activity or actually helping on the day of the event. Flexibility in the
breadth of possible assignments, options for where the assignments can take place,
and a range of when the tasks need to be accomplished can all support the involve-
ment of episodic volunteers.

GROUPS AS VOLUNTEERS Increasingly, groups of all types— families, youth, friends,
businesses, and religious organizations—are interested in experiences where they
can volunteer together. Beside positive benefits to an organization or community,
volunteering as a group builds a strong sense of teamwork among members. It can
also provide an opportunity to socialize, meet new people, or strengthen existing
bonds within the group.

An increase in this type of volunteering means that more and more volunteer
resource managers are being approached by groups in search of meaningful oppor-
tunities. The ideal group volunteer experience is a team activity with value to the
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community and that can be accomplished in one day. Working in conjunction with
the group to ensure that the project meets the needs of both the organization and the
group is essential to success. Another successful approach is for the volunteer re-
source manager to develop short-term, project-oriented volunteer opportunities and
to promote these to potential groups in the community. Doing this ensures that the
work to be accomplished meets the priorities of the organization and allows some
preplanning to take place.

VIRTUAL VOLUNTEERISM Virtual or online volunteering is service from a distance
where volunteer tasks are completed in whole or part from a computer via the Inter-
net. This trend can engage volunteers who cannot come to a site due to schedule
conflicts, disabilities, other commitments, or distance to the site. At the same time,
research shows that the majority of virtual volunteers also support the same organi-
zation locally and volunteer on-site (Cravens, 20006).

Examples of virtual volunteering include designing or maintaining a database;
conducting research; creating or maintaining a Web site; providing feedback to an
organization; blogging to educate, support, or promote; proposal review; curriculum
development; publication design; and online coaching or mentoring.

Virtual volunteers benefit volunteer programs by increasing the variety of volun-
teer opportunities and numbers of people who can engage in the work of the organi-
zation. Planning for virtual volunteers includes establishing clear goals and
expectations for the assignment and regular check-ins with volunteers to provide
support. Doing this ensures that volunteers’ efforts are in line with the expectations
of the project. In addition, educating on-site staff on the benefits and challenges of
this type of volunteer assignment is required. As the use of computers and technol-
ogy-based communication strategies expand, this creative use of volunteers
can greatly enhance an organization’s concept and use of volunteer support to meet
its mission.

VOLUNTOURISM  The practice of individuals going on a nonpaid working holiday for
the purpose of volunteering for worthy causes is called voluntourism (Tomazos &
Butler, 2009). Started as a marketing strategy within the tourism industry, opportuni-
ties to take a “volunteer vacation” have been available for many years. In 2007,
3.7 million volunteers reported doing some form of long-distance volunteering or
volunteering at least 120 miles from their home.

The trend has gained increasing support from tourists who specifically choose a
destination to combine travel and the opportunity to make a difference. Faith-based
groups have been active in voluntourism as an extension of their mission activities.
More than five years after Hurricane Katrina hit coastal communities along the Gulf
of Mexico, groups of all types continue to travel to this hard-hit area to rebuild homes
and provide support to local residents.

Voluntourism has also been promoted as a meaningful service-learning opportu-
nity for high school and college students as well as families wishing to combine ser-
vice with travel. Many local, national, and international organizations and businesses
provide opportunities to travelers wishing to contribute their time and talents while
away from home.
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INFORMAL OR NEIGHBORHOOD ENGAGEMENT One additional trend to be aware of
occurs outside the boundaries of a structured volunteer program. This type of volunteer
engagement involves helping out an individual or an organization without first being
involved in a volunteer program. For decades this was the norm for communities—
neighbors helping neighbors. Today it might take the form of driving a neighbor to a
doctor’s appointment, performing repairs, offering caregiving services, or attending
public meetings about a community concern.

The 2010 Civic Life in America report noted that between 2007 and 2009 an aver-
age of 7.9% of adults worked with their neighbors to fix a community problem. This
equates to 18.6 million adults who worked informally with their neighbors to fix
a need in their community (Corporation for National and Community Service and
National Conference on Citizenship, 2010). Efforts to support one another are often
organized individually or by neighborhood residents with the assistance or connec-
tion to an organization. Neighborhood engagement volunteering strengthens social
relationships and communities.

Most informal volunteers have never been asked to volunteer, yet by their
actions, they show a commitment to others in their community and a willingness to
help. To recruit informal volunteers, organizations need to consider how to reach
this new audience that has not been targeted before. The nonprofit that offers oppor-
tunities for local families, businesses, and individuals to come together through a day
of service, for example, can tap into the interest of community-based volunteers.

Organizational Assessment: Establishing a Volunteer Program

Prior to implementing a new program, an organization assesses whether such a pro-
gram is feasible. Questions regarding the perceived need for the program, determi-
nation of resources required to operate it successfully, and goals and metrics by
which to measure progress and success all need to be evaluated. Program planning
is often initiated as part of the organization’s larger strategic planning process.

The same is true when envisioning whether to develop a volunteer program.
The assessment process includes the gathering of data to inform a decision about if
and how to move forward with full implementation of a volunteer program. The pro-
cess should involve all organizational stakeholders: executive leadership, key board,
staff representatives who lead other parts of the organization that will coordinate
with the volunteer program, donors, and service recipients, if applicable to the
organization.

The assessment process can include a variety of methods, from surveying
internal and external stakeholders, holding focus groups, hosting key leader dis-
cussions, conducting one-on-one interviews, and completing an environmental
scan of volunteer programs in similar organizations. For example, to assess cur-
rent staff interest and understanding about engaging volunteers, a survey could
be distributed. This survey could be followed up by focus groups with staff
where discussion could take place to dig deeper into survey responses. Gather-
ing information and ideas from key organizational or community leaders could
be done through one-on-one interviews followed with a key leader breakfast to
present findings and seek additional input.
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Regardless of the method chosen to gather data on organizational readiness for a
volunteer program, a series of key questions can guide the assessment process
through the four major areas:

1. Organizational mission and vision alignment

2. Benefits and challenges of a volunteer program
3. Resources required to operate and staff

4. Preparing to move forward

Organizational Mission and Vision Alignment

During this portion of the assessment, it is essential to discuss and determine: the
motivations of the organization and its stakeholder for developing a volunteer pro-
gram; connections to the organization’s mission, vision, values, and priorities; and
broad goals for the program. Questions to be asked include:

Why is a volunteer program needed at this time?

How does a volunteer program align with our mission, vision, and values?

How will a volunteer program align with our strategic priorities?

What is our statement of philosophy related to volunteer involvement that is tied
the organization’s mission?

What are the goals of having a volunteer program, both short and long term?

Benefits and Challenges of a Volunteer Program

Next in the process is identification of the various benefits and challenges of imple-
menting a volunteer program within the organization. Keeping in mind the current
organizational culture and structure, clients supported, and services offered, the next
items need to be discussed in depth:

m What are the benefits of involving volunteers in our organization at this time and
in the future?

m What are the challenges or barriers to involving volunteers (both internal and
external)?

m What are the risks associated with involving volunteers?

®m How will we mitigate these risks?

m What is our individual and collective experience in working with volunteers that
may influence this discussion?

® How can identified challenges be lessened or removed?

® What is our current culture of support for a volunteer program? If not currently in
place, how will we create one?

Resources Required to Operate and Staff

As stated previously, volunteer programs require an expenditure of resources to
support program operations. With a vision emerging of the breadth and depth of a
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potential volunteer program, a discussion of the resources needed to fully support
that vision includes these key questions:

m Based on the short- and long-term goals for the volunteer program, what staffing
is needed to manage the program (i.e., type of qualifications required, full or
part time, etc.)?

Who will support and supervise this position?

What are the items we need to include in a budget, both start-up and ongoing costs?
How much should be budgeted for each item for Year 1? Year 2? Year 3?

Where will we find the resources to support the program?

Are we willing and able to make a long-term commitment of resources to the
program?

Preparing to Move Forward

Now that responses from the previous questions have been gathered and fully ana-
lyzed, it is critical to decide whether to move forward with the development of a
volunteer program or not. After assessing organizational readiness, trends in volun-
teering, and potential for organizational commitment to this work, do the benefits of
developing, implementing, and maintaining a volunteer program outweigh other
considerations? Assuming an affirmative decision is made, this series of questions
will lead to the next stages of development for the volunteer program:

m What policies do we need in place to support volunteers?

m What is our “case for support” statement for volunteer engagement (for use with
funders, donors, community, etc.)?

m How will we ensure that volunteers are treated as professionals and part of our
full complement of staff?

®m How will we maintain a culture of support for volunteers and the program over
the long term?

® What volunteer management systems need to be developed to support the pro-
gram (i.e., training, supervision, evaluation, recognition, etc.)?

® What is the timeline for program development and implementation?

® What specific roles will volunteers play within our organization?
® Based on the identified roles, what are our next steps in assessing and devel-

oping job descriptions for our volunteers?

The last question begins the next critical step on the road to fully engaging vol-
unteers: developing a process to analyze the specific roles that volunteers will fill
within the organization and strategic implications for recruitment and fulfilling of job
expectations.

Identifying Volunteer Roles: Understanding Strategic Job Analysis

The roles volunteers can hold in an organization are many, as described earlier. It is
now time to fully develop those jobs and draft job descriptions. To begin doing that,
it is important first to understand and effectively employ the management concept of
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strategic job analysis. This term refers to a process of specifying the tasks to be per-
formed and the knowledge, skills, abilities, and other characteristics required to ef-
fectively perform those tasks for a job as it is predicted to exist in the future
(Schneider & Konz, 1989). Nonprofit organizations today are in a state of flux from
two different directions. First, their ability to provide services is dependent on availa-
ble funding. In today’s economic climate, funding sources we have been accustomed
to are dwindling or almost nonexistent. These sources include foundation and indi-
vidual giving as well as many states’ inability to pay what is owed to nonprofits. Sec-
ond, the demand for services has increased dramatically, particularly in the area of
basic human needs. Where once nonprofits could increase supplemental services for
their clients, such as enrichment activities, they now find themselves hurriedly mov-
ing staff and volunteers to primary services. Nonprofits are now reacting to the cir-
cumstances rather than proactively planning for these changes.

In addition to the changes caused by the economics of the time, strategic job
analysis acknowledges the potential changes faced by organizations from such fac-
tors as technological innovation and increasingly competitive markets. These factors
force fundamental changes in the nature of the work performed and accompanying
changes in the requisite knowledge, skills, and abilities needed by the volunteer
workforce. In a changing environment, traditional job analysis, focusing on jobs as
they currently exist, can fail to anticipate future needs. There is an uncertainty about
what can or should be done when considering a new direction of action. Strategic
job analysis means that instead of developing solutions in response to a need, solu-
tions need to be developed in advance of the need. The concept of strategic job
analysis is drawn from business principles.

For the manager of volunteer resources, Iwu (2010) states that job analysis essen-
tially provides answers to questions such as:

m In the execution of responsibilities, what sort of skills, abilities, and knowledge
does the job holder (i.e., volunteer) require?

m What sort of person (personality trait) must the job holder be?

m What sort of behavior does the volunteer have to have in order to manage the
job successfully?

®m Who would be the volunteer’s immediate report?

How must this job holder be evaluated (performance management)?

m Would the job analysis enable an organization to develop a training program
appropriate for the volunteer position?

Job analysis incorporates KSAO, a competency model incorporating knowledge,
skills, abilities, and other characteristics that a volunteer must have to perform suc-
cessfully in the position. These are the unique requirements that the manager of vol-
unteer resources looks for in the person selected to fill a particular job. According to
a 2008 U.S. Government document:

Knowledge statements refer to an organized body of information usually of a
Jfactual or procedural nature which, if applied, makes adequate performance on
the job possible. It is a body of information applied directly to the performance of
a function.
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Skill statements refer to the proficient manual, verbal or mental manipula-
tion of data or things. Skills can be readily measured by a performance test where
quantity and quality of performance are tested, usually within an established
time limit. Examples of proficient manipulation of things are skill in typing or
skill in operating a vehicle. Examples of proficient manipulation of data are skill
in computation using decimals; skill in editing for transposed numbers, etc.

Ability statements refer to the power to perform an observable activity at the
present time. This means that abilities bave been evidenced through activities or
bebaviors that are similar to those required on the job, e.g., ability to plan and
organize work. Abilities are different from aptitudes. Aptitudes are only the po-
tential for performing the activity.

To plan successfully for the future, organizations working on a strategic plan
need to conduct a job analysis for their current volunteer positions and possible fu-
ture volunteer positions. Doing this will help them to determine whether the needed
abilities and qualifications can be found in their current volunteers, whether it would
be beneficial to conduct extensive training for current volunteers, or whether recruit-
ing new people is the best solution. Like for-profit organizations, nonprofit organiza-
tions need to “recognize that most jobs will not remain stable but will change to meet
future demands” (Pynes, 1997, p. 151) and that conducting a strategic job analysis
will help the organization address this challenge in a way that improves organiza-
tional effectiveness. A job analysis should identify the types of technologies and
equipment that are to be used on the job and point out the types of education and
experience that are required for the job to be done successfully (Pynes, 1997). This
information is used to prepare a job description, which states the specific duties and
responsibilities of a person in the job.

An organization’s strategic plan is generally a five-year road map for the organi-
zation. Strategic job analysis should also be a road map for how a particular job
might look today and how it might change over the next three to five years.

Using Strategic Job Analysis to Remain Competitive

It is crucial for a nonprofit and its volunteer program to remain competitive in today’s
environment. As the organization plans for the future, the type and number of clients
may change. For example, organizations that serve children with developmental dis-
abilities have seen many changes over the past five years. With new therapies and
technology, these children are growing into adulthood with a need for some type of
independent living. Organizations that focused primarily on early intervention are
now expanding to include vocational training as well as other adult services. Likewise,
the type and number of potential volunteers must be considered in this plan. For
example, where individuals were recruited for these programs, now corporate volun-
teers must be included in the recruitment mix to act as job coaches and mentors.

The volunteer program in every organization is facing the same challenges. As
an organization’s programs expand or change, the manager of volunteer resources
not only recruits for the immediate needs but must plan for future needs. The skills,
knowledge, and abilities volunteers can bring to a program change as the programs
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and clientele change. In addition, the ways in which volunteers actually perform the
job changes. For example, where once there might have been a one-to-one relation-
ship between volunteer and client, the future might dictate that group relationships
would best serve the organization.

The flexibility to tailor volunteer recruitment and deployment to the needs of a
specific community and/or population served is critical for an organization to remain
competitive.

Competency Modeling as a Tool for Success

In addition to the job analysis concepts already discussed, competencies required for
a particular volunteer position is an important consideration. Competencies are be-
haviors that encompass the knowledge, skills, and attributes required for successful
performance. In addition to intelligence and aptitude, the underlying characteristics
of a person, such as traits, habits, motives, social roles, and self-image, as well as the
environment around him or her, enable a person to deliver superior performance in
a given job, role, or situation.

Competency modeling is the activity of determining the specific competencies
that are characteristic of high performance and success in a given job. Competency
modeling can be applied to a variety of human resource activities. Competencies
aligned with strategic objectives help foster an organization’s success. Organizations
must understand their core competency needs: the skills, knowledge, behaviors, and
abilities that are necessary for people in key roles to deliver results (LaRoca, n.d.).

According to Boulter, Dalziel, and Hill (1998), six stages are involved in defining
a competency model for a given job role. These stages are:

1. Performance criteria. Defining the criteria for superior performance in the role

2. Criterion sample. Choosing a sample of people performing the role for data
collection

3. Data collection. Collecting sample data about behaviors that lead to success

4. Data analysis. Developing hypotheses about the competencies of outstanding
performers and how these competencies work together to produce desired
results

5. Validation. Validating the results of data collection and analysis

6. Application. Applying the competency models in human resource activities, as
needed

Competency modeling is the activity of determining the specific competencies
that are characteristic of high performance and success in a given job. It includes
such elements as:

m Skills
Knowledge
Values
Interests
Personality
Abilities
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Competency modeling takes job analysis one step further by tying it to the orga-
nization’s goals and strategies. The following chart illustrates how competency
modeling differs from typical job analysis.

Job Analysis Competency Modeling

Includes KSAOs Includes KSAOs and adds behaviors,
personality, and attitudes

Task focused Person focused
Tied to the role of the worker/volunteer  Tied to organizational goals and strategy

Based on individual success Based on organizational success

Competency Modeling

Focuses on “core competencies”

Uses language and terms understood throughout the organization

Raises competency levels throughout the organization

Emphasizes people’s capabilities for enhancing the competitive advantage of the

organization

m Is attractive to the organization because it is tied to the organization’s strategic
and values statements

® Remains rooted in the company mission and values (but is still measurable)

A disadvantage of competency modeling is that it is present rather than future
focused. It is more useful for recruitment and selection than for planning for future
needs. Therefore, it is important that an organization conduct both strategic job anal-
ysis and competency modeling.

Job Analysis Evaluation

Job analysis and competency models involve collecting, examining, and using infor-
mation surrounding tasks involved in a particular job for the purpose of making a
step-by-step comparison between demands of these tasks and capabilities of pro-
spective volunteers.

There are three steps for this job analysis: information gathering, information
analysis, and applying the information.

Step 1. Information Gathering

Information gathering is a process of collecting and investigating information re-
quired for conducting a job task analysis. The information-gathering process is car-
ried out both internally and outside of the organization.

Internally, information must be collected from all staff and volunteers who have
a vested interest in the outcome. Much of this information was already gathered dur-
ing the organizational assessment. Information gathering for strategic job analysis
goes one step further: Those individuals, board members, administrators, and staff
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who participated in the organization’s strategic planning process should be included
again. The goal is to find out as much as possible about the job and its outcomes
known right now and how that job and its outcomes might change in the future.
This method assumes that current volunteers perform their own analysis of work
while the manager of volunteer resources monitors their efforts and collect results.
This analysis is part of the ongoing evaluation of the volunteer program as a whole.
Volunteers are often most aware of how they perform their jobs and tasks, making
them the primary source of information. Volunteers are in a position to analyze their
work and suggest changes to existing procedures and work flows. This method
allows the administrator of the volunteer program to break down job duties into
detailed components, identifying problem areas, and generating job analysis produc-
tivity solutions. This review will assist in identifying unnecessary, duplicative, and
nonproductive job assignments.

In order to conduct an extensive job analysis, information must be collected from
stakeholders and other external organizations. This analysis is similar to the one con-
ducted during strategic planning. The difference is now the manager of volunteer re-
sources must include an analysis of the job as seen through the eyes of the community
and similar organizations. Information is sought about how other organizations define
similar jobs, their requirements, outcomes, and required competencies.

Step 2. Information Analysis

All information received is now compiled and analyzed. The analysis will provide
two results. The first result will prescribe how a job should be done, the number of
people/hours to effectively achieve its outcomes, and support required to achieve
success. It introduces possible improvements and/or modifications to the existing
processes and work flows. The second result will answer questions such as:

m Should this job be eliminated?

m Should the way it is performed or the knowledge, skills, and attitudes of the de-
sired volunteer be changed?

m Is this the type of job a volunteer would want to do?

m Does this job help fulfill the organization’s mission?

B Are appropriate resources available to do this job successfully (i.e., funding/
materials, staff supervision, recognition, etc.)

Step 3. Applying the Information

Once confirmed that the job is appropriate for the organization, its clients and volun-
teers, it is time to develop a complete job analysis. In addition, this is the time to
determine not only the specifications and qualifications for the job but how that job
impacts all facets of volunteer management, including training, supervision, evalua-
tion and recognition. For example, once specific knowledge and skills necessary for
the job are determined, the manager of volunteer resources must also determine
which of these can be learned on the job. The manager then incorporates that infor-
mation into the volunteer training program. Likewise, the outcomes for each job duty
become the basis for the evaluation.
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Relating Job Analysis and Competencies to Organization’s Strategic Goals

It is important that strategic job analysis be clearly aligned to the nonprofit’s overall
business strategy and linked to the economic indicators that affect the organization.
A one-size-fits-all strategy is not necessarily the best way to go. The manager of vol-
unteer resources must be able to understand and forecast the prevailing economic
conditions, both for the organization and its clients, and then modify his/her strategy
as those economic and business factors change.

With the shift from traditional volunteer management to strategic volunteer
management, the concept of standard job descriptions is passé. Organizations now
look at flexibility and might seek ways volunteers can perform a wide range of
diverse tasks.

Comparing Volunteer Role Descriptions and Role Specifications

Developing volunteer positions begins with an understanding of the difference be-
tween a job description and a job specification. A job description defines the duties,
tasks, and responsibilities of a job; a job specification lists the required skills, qualifi-
cation, and experience required to do the job. Both are essential when developing a
volunteer job and to recruit the correct volunteers for that job.

The job description is an outline of the duties and responsibilities of the position.
In addition, it is a description of how this job fulfills organizational objectives. A job
description consists of these elements:

m Job title

m Reporting relationships, including whom the volunteer will report to and who
may report to the volunteer

m Summary of the position’s major and minor duties

® Resources needed to accomplish this job

A job specification describes the requirements to perform the job in terms of
skills, competencies, experience, and the like. Tt includes:

Educational requirements

Desired experience

Specialized skills or knowledge required

Listing of any other requirements associated with the position

The manager of volunteer resources is looking at an employee-to-organizational
fit or matching volunteer goals with organizational goals. For a person-to-job fit, job
analysis identifies required individual competencies (KSAOs) for job success. For a
person-to-organization fit, the manager of volunteer resources looks at the degree to
which volunteers are matched to the culture and values of the organization. Here the
attitude, temperament, skill set, and competencies of volunteers are of critical impor-
tance for the well-being of the organization, and the job specifications reflect the
type of people the organization plans to recruit.



142 Assessment, Planning, and Staffing Analysis

Bringing It All Together: Creating the Job Description

Position, or job analysis, should include competency modeling, position descrip-
tions, and position specifications to maximize the effectiveness of the analysis.
Exhibit 6.1 incorporates all of the information discussed. This type of analysis will
help the manager of volunteer resources understand the position as it needs to be
performed today and to plan for how it might/can change in the future. As shown
earlier in the discussion of needs assessments, job analysis must also be performed
by a team, including organization staff who will interact in any way with the job be-
ing analyzed.

EXHIBIT 6.1 Strategic Job Analysis/Competency Template

Title of Job: Date Form Completed:

Create a Grocery Center 2/1/11

Title of Immediate Supervisor

School Service Learning Coordinator

Type of Volunteer Position

Tapping into Demographics

X Service Learning/Youth [J Young Adults [] Emerging Retirees
[ Corporate Engagement

Volunteer Approaches to Service

O Traditional/Ongoing X Episodic X Groups as Volunteers [ Virtual
] Voluntourism

Time Commitment (specify hours/days of week or time period [i.e., May-Aug. for
fundraising volunteer])

Meet 2 bours weekly at either school or grocery center; must commit to project for 2 semesters

Understanding the Job
Job Duties Level of Responsibility Accountabilities/Outcomes
Plan design for Youth work in partnership Youth will learn how to design a
grocery center with grocery center staff grocery center around the
needs of individuals with HIV/
AIDS
Create timeline/ Youth work in partnership Youth will learn project
implement design with grocery center staff management
Recruit fellow Youth work with Youth will learn about volunteer
students to work immediate supervisor management (recruitment,
on design activities and other school personnel screening, scheduling, etc.)
Prepare report for Youth work with immediate | Youth will learn how to evaluate
agency board of supervisor a project and provide feedback
directors
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Major Activities of Job Minor Activities of Job

Interview agency clients Engage diverse group of students

Design/paint/decorate grocery center | Survey youth volunteers at end of project

Sort/organize grocery products Recognize fellow volunteers for a job well done

Draft evaluation report

How job might change in the future (i.e., changes in technology, societal needs, funding,
etc.)?

In 1 year:

Currently 2 parents bave offered to carpool the volunteers. Transportation to and from the
organization might become a challenge; these students are not mobile.

In 3 years:

Clients living longer due to new medical therapies; therefore, need for grocery centers could
increase. Organization’s ability to support individual grocery centers might be problematic.

In 5 years:

Unknown

Identifying Examples of Performance Behaviors

1. Students show up on time and ready to work.

2. Students stay engaged for the length of the project.

3. All outcomes are accomplished.
4.

Selecting the Critical/Essential Competencies and Identifying Target Levels of Performance

Critical/ Important/ Less important/ Not
Essential Significant Learn on the job applicable

Knowledge
Understand HIV/AIDS X

Know value of grocery center X
to agency and its clients

Skills

Good organizational skills X

Follow through on X
assignments

Abilities

Make decisions as a team X

(contmued)‘
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EXHIBIT 6.1 (Continued)

Critical/ Important/ Less important/ Not
Essential Significant Learn on the job applicable

Keep workplace clean—no X

paint splatters

Personal Attributes (i.e.,

work independently or in a

team environment)

Work as a team X

Required Experience/Education/Certifications Prior to Becoming a Volunteer

Must be in 7th or Sth grade

Must have parental permission to participate in after-school activity

The template in Exhibit 6.1 should be used to analyze any type of job a volunteer
can perform. To illustrate the concepts, the template has been completed for a
service-learning project for 7th- and 8th-grade students with an Adopt an Agency
program. The agency selected for this example is one that serves individuals with
HIV/AIDS and has small food sites (grocery centers) that clients can access easily.
The student volunteers will help the organization open a new food site. As you can
see, different sections of the template may or may not be used, depending on the
type of volunteer position.

Once a complete analysis of the job has been conducted, the manager of volun-
teer resources can draft a job description that can be published on the nonprofit’s
Web site and/or handed to candidates for that position. The resulting job description
is basically a summary of the analysis as shown in Exhibit 6.2.

When prospective volunteers review a job description, they should be able to
learn as much as possible about the job. In addition to information included in the
example, job descriptions may contain:

m Reference checks (How many; from whom?)
m Policies affecting assignment (i.e., confidentiality)
m Benefits (parking, lunch, etc.)

The job description becomes an important tool to use when recruiting volun-
teers. Keep in mind, though, that this job description provides information about the
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EXHIBIT 6.2 Create a Grocery Center Volunteer Job Description

Supervisor (staff member responsible
for assignment)

School Service Learning Coordinator

Objective (Why is this job necessary? What
do you hope to accomplish?)

Provide welcoming place for agency
clients to get their groceries

Responsibilities (What can the volunteer
expect to do? List some of the specific
tasks or areas of responsibilities; include
outcomes.)

Design/paint/decorate grocery center
Sort/organize grocery products
Draft evaluation report

Commitment (How much time will the job
take? How much time do you expect the
volunteer to remain at the
organization?)

Meet 2 hours weekly either at school or
grocery center; must commit to project
for 2 semesters

Qualifications (What kind of person do
you need to fill the job? Are there
specific skills, interests, educational
requirements or special needs, such as
transportation?)

Good organizational skills

Ability to make decisions as a team
Can follow through on assignments
Ability to keep workplace clean

Training/Preparation for Job (What kinds
of training can the volunteer expect? Is it
ongoing?)

Training will include:

Understanding HIV/AIDS

The value of a grocery center to the
agency and clients

Evaluation (Who is responsible, when is it
done? How is it done? Is there a
probationary period?)

Two forms of evaluation:

1. Volunteers will be evaluated by the
School Service Learning Coordinator

2. Students will evaluate the project and
prepare report for the agency’s board
of directors

job as it looks today. It is important to review all job descriptions annually to deter-
mine if changes must be made either to the specifications of the job or to the charac-
teristics needed by the volunteer.

Through strategic job analysis, the manager of volunteer resources is prepared
for potential changes in the societal issue, clients served, new technologies, and the
like. The manager can now act proactively as changes occur. Through use of this
process, the volunteer program will remain flexible and responsive to changing con-
ditions in the organization and volunteer environment.
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All of this is a far cry from the days when an agency staff member would pick
up the phone periodically and call in some friends and neighbours to help
with the task at hand.

—Silver (1988, p. 86)

his chapter discusses the development of policies to guide the safe and effective

engagement of volunteers, whatever their role and whatever the nature of the
organization for which they work.

Despite the valuable contributions that a comprehensive set of policies offers to
volunteer involvement, many nonprofit, community, and public service organiza-
tions operate their volunteer programs in policy voids while others have given policy
development for volunteer programs only the slimmest of attention. It is argued that
policies are critical to effective volunteer involvement and if quality programming,
excellence in service provision, increased productivity, and greater volunteer satis-
faction—all outcomes of good policy development—are insufficient motivation,
then surely the potential risk and legal consequences at stake should compel all vol-
unteer-engaging organizations, no matter the nature of their work or the size or com-
plexity of their volunteer program, to devote immediate and ongoing attention to this
most important element of program infrastructure.

This chapter is adapted from the author’s book on policy development, By Definition: Policies
Jor Volunteer Programs (Graff, 1997), and from a chapter titled “Policies for Volunteer
Programs” published in the first edition of the Volunteer Management Handbook (Connors,
1995).
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EXHIBIT 7.1 Case Study

Sandy, a volunteer friendly visitor in a program for isolated seniors, arrived for her regular shift
at her client’s house to find the client quite unwell. The client, Mrs. Fritz, did not want to make
a fuss and tried to keep Sandy from notifying anyone but finally allowed her to call the family
doctor. The doctor said, “Bring her in to my office immediately.” While driving was not really
part of the volunteer job, Sandy thought it important to get help right away and drove Mrs. Fritz
over to the doctor’s office. The doctor thought that Mrs. Fritz might have had a mild heart
attack, scheduled some tests, and told Sandy to take her home. Sandy objected, but when the
physician insisted, Sandy helped Mrs. Fritz into the car and they headed off home. On the way,
Mrs. Fritz cried out, put her hands to her chest, and slumped forward. Sandy reached over to
hold Mrs. Fritz up and drove into a tree.

As demands for accountability and transparency in volunteer organizations in-
crease, policies and procedures that guide the involvement and management of vol-
unteers are ever more important since they represent concrete evidence that the host
organization is acting in good faith and with due diligence (Edwards, 2009).

Consider the situation described in Exhibit 7.1. This real-life scenario would be
cause of hand-wringing, panicked calls to the lawyer and the insurance company
and hair-tearing anguish about where things went wrong. The fact is that this, and
thousands of other examples like it, describe accidents waiting to happen in volun-
teer programs everywhere, every day. And while there is nothing anyone can do to
guarantee that injuries and loss will not occur as the result of volunteering, there
are many things that agency administrators and directors of volunteer resource
management can do to help prevent serious incidents and to minimize harm and
reduce liability when they do occur. Policy development is one of the most critical
of those things.

This chapter defines policies and procedures, discusses how policies fit in an
overall risk management program, and outlines four important types and functions
of policies. Included are descriptions of the policy development process, how to
write policies, and how to increase compliance with policies.

What Are Policies?

What is a policy? How do policies differ from procedures, protocols, standards, and
guidelines? What is the role of policies?

Definitions of Policy and Procedure

The word “policy” is one with which we are all familiar, yet it is difficult to define in
a meaningful way in the context of nonprofit organizations and their programs.
Further, the notion of policy can be intimidating. The term connotes immutable proc-
lamations of imperial import, emanating from unseen and untouchable powers, carry-
ing potentially dire consequences. The term is often used to compel compliance: One
must do it if it is a policy. Few people work with policies on a regular basis, have the
opportunity to understand policy or to feel at ease with it.
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Paula Cryderman (1987) developed what are arguably the most meaningful and
practical definitions of policies and procedures as they apply in the nonprofit do-
main. In her manual for the Canadian Hospital Association on how to write policies,
Cryderman created these definitions.

POLICIES

Policies form the written basis of operation secondary to legislation and the orga-
nization’s bylaws. They serve as guidelines for decision making; they prescribe
limits and pinpoint responsibilities within an organization. Policies can be
viewed as rules or laws related to the facility’s overall mission, goals, and objec-
tives. They are usually broad statements that are generval in content. Despite this,
policies may be detailed and particular if appropriate to the subject matter.

According to Cryderman (1987):

Policies can exist at a corporate or board level, reflecting the overall objectives
and affecting everyone in the organization, or they can exist at a lower level
and be relevant to a specific department or unit. (p. 10)

Cryderman says policies tell people whatto do. They are of great import, falling in
the proclamation hierarchy just below the laws of the land and the laws of the organi-
zation. They guide decision making, though Cryderman’s use of the term “guideline”
should not suggest that there is discretion in their application since she goes on to
assign to policies the power of rules and laws. Importantly, Cryderman says policies
“prescribe limits,” suggesting, as John Carver (1990) did in reference to governance
policies, that policies can set the outside boundaries of behavior, inside of which ac-
tion is acceptable. In this context, policies need not be a lengthy catalog of prohibi-
tions but rather an empowering and enabling illumination of all that is allowable.

In Cryderman’s definition, policies are typically broad and general, although
she allows for the possibility that some policies can be very specific. For exam-
ple, an organization may have an antidiscrimination policy that applies across
the whole of the organization and governs personnel matters, client services,
client rights, collegial relationships, and so on. An organization might also have
a policy about whether volunteers must pay for the coffee they consume at the
organization’s office. Both are policies. Both might have procedures associated
with them and, possibly, penalties attached for noncompliance, but clearly these
two examples operate at quite different levels and have very different scopes.

Policies must be related to the organization’s overall mission, goals, and objec-
tives. This is a critical point. Many policies embody values and beliefs, positions and
philosophy. For example, at first glance, a policy about whether to reimburse volun-
teers’ out-of-pocket expenses is merely a financial matter. But upon closer considera-
tion, such a policy is equally about what the organization believes it “owes”
volunteers. Reimbursement policies speak to an organization’s commitment to make
volunteering accessible to all as well as how much value an organization places
on volunteer contributions. Hence, policies must scrupulously reflect the mission,
values, and goals of the larger organization. Therein lies the danger of copying
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policies from other organizations without careful consideration of whether they are
entirely consistent with one’s organizational culture and values base.

PROCEDURES Cryderman (1987) says, in contrast to the “what” of policies, proce-
dures tell people how to do what they must do.

Procedures give directions according to which daily operations are con-
ducted within the framework of policies. They are a natural ouigrowth of
policies, supplying the “how to” for the rule. Procedures describe a series of
steps, outline sequences of activities or detail progression. Thus the procedure
manual is operational and is usually best expressed in a directive tone.
(p. 10)

In Cryderman’s view, procedures exist in the day-to-day operational realm al-
though they must reflect and be consistent with the overall framework of values, be-
liefs, and goals embodied by policies. Procedures often are written in sequential
format, delineating, for example, step 1, step 2, step 3, and so on.

On the Distinction Between Policies and Procedures

Cryderman (1987) says that the terms “policy” and “procedure” should not be con-
fused, yet directors of volunteer resource management often struggle to distinguish
the two. It is easy to begin to write a general policy statement and slip into specific
directions. Often procedures enter values territory typically seen as the exclusive do-
main of policies.

It is not uncommon for policy writers to spend considerable effort on sorting
policies from procedures. In practical terms, the distinction often means little other
than on what half of the page—top or bottom—the statement in question ought to
appear. On this point, Carver’s (1990) pragmatic perspective makes for good advice:
It really is all policy—it just appears at different levels of specificity. In this sense,
whether it is called a policy or a procedure is far less important than what it says and
that it accurately reflects its intended meaning.

Where the it-does-not-matter-much rule might not apply is in cases where
policies are seen as the exclusive prerogative of a specific entity, such as the
board of directors or senior management. And interestingly, this situation can be
argued from two quite distinct perspectives. If the board claims policy develop-
ment for its own, then calling a statement or proclamation a matter of policy
might allow the volunteer department to place its business before the board.
This represents a valuable educational opportunity in organizations where board
members may be less familiar with the operations or value of volunteer involve-
ment. However, implementing new policies or making changes to existing polic-
ies can be cumbersome when higher and/or multiple levels of organizational
bureaucracy become involved. Where quick action is recommended, declaring a
specific topic a matter of procedure sometimes creates the nimbleness required.
These more practical reasons for choosing the “policy” or the “procedure” label
may be legitimately seen as brilliantly strategic or willfully manipulative. Regard-
less, the distinctions have practical merit.
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What is most important is that policies and procedures are developed and imple-
mented—regardless of what they are called or where the line between them might
be drawn.

Levels of Policies

Levels of policies can be considered in two ways: (1) From what level does
the policy emanate? (2) To what level or levels of the organization does the

policy apply?

POLICIES FROM WHICH LEVEL OF THE ORGANIZATION? While policy development is
often thought of as the exclusive domain of the board, virtually any person or any
entity in an organization might write policy. From where a policy might emanate
varies widely by the organization’s governance model, organizational culture, tradi-
tion, and sometimes just by the preferences of those who happen to be in positions
of power or influence at any given time.

Boards of directors typically concern themselves with broad, high-level policies
that embody organizational values, beliefs, or positions of import. Boards will also
claim within their mandate policies having to do with mission, organizational direc-
tions, governance, and, in the policy governance model, executive limitations. Also
within the prerogative of the board may be broad policies concerning organizational
structure and at times, high-level operational matters, pertaining, for example, to per-
sonnel and financial matters. Note that such policies, even those from the highest
organizational levels, can pertain to or affect the role, work, and working conditions
of volunteers.

To illustrate, here are vision and philosophy statements from the Boulder County
government (2000) in Colorado:

Vision

Boulder County values and provides opportunities for active participation of ils
citizens in voluntary partnerships that enhance and enrich government services
and the quality of life in the community.

Philosophy
Boulder County government is a joint venture between its citizens and the indi-
viduals and departments that are charged with the responsibility of carrying out
the functions of local government.

To assure that citizens have opportunities for meaningful and effective
engagement in local government operations, professional standards in volunteer
management are accepted as the guidelines for best practices.

Senior managers typically are the developers of high-level operational poli-
cies, such as those pertaining to personnel, finance, and operations, and such
policies might have a good deal of impact on the roles of volunteers, volunteer
program infrastructure and management, as well as the budget available to
support volunteer involvement. Here is an example of a high-level screening
policy:
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The [mame of agency] applies a formal selection process to all
prospective volunteers. This process varies according to the nature and degree of
responsibility in the work to be done, access to money or other valuables, access
to personal or confidential information, and/or access to clients or members of
the public. Positions of trust are subject to significantly more rigorous screening
inquiries.

This organizational policy on diversity applies equally to volunteer involvement:

Our organisation is firmly committed to diversity in all areas of its work. We be-
lieve that we have much to learn and profit from diverse cultures and perspec-
tives, and that diversity will make our organisation more effective in meeting the
needs of all our stakeholders. We are committed to developing and maintaining
an organisation in which differing ideas, abilities, backgrounds and needs are
fostered and valued, and where those with diverse backgrounds and experiences
are able to participate and contribute. (Volunteering England, 2002)

Typically a good deal of operational and program policy is developed at the
program or department level. With respect to volunteering, often the key staff or
volunteer leader of the volunteer department develops day-to-day policies that
shape and govern the work and behavior of volunteers and the coordination
and support of volunteer effort. Here are just a few examples that pertain to
volunteer screening processes:

Acceptance as a volunteer is not automatic. We reserve the right not to accept
applicants based on an objective and equitable assessment of their suitability.
Falsification of information, including material omission or misrepresentation,
at any point during screening is grounds for immediate disqualification from the
application process, or even immediate dismissal if the falsehood is discovered after

acceptance.
Prospective volunteers are screened to the level of intensiveness dictated by
the position(s) for which they apply. If a [mame of agency] vol-

unteer applies for transfer to another volunteer position for which the initial
screening process is more intensive than for the position the volunteer has been
occupying, the volunteer is subjected to the additional screening inquiries of the
position being applied for. Failure to satisfactorily meet these additional screen-
ing requirements is grounds for denial of the transfer.

TO WHAT LEVEL(S) DOES THE POLICY APPLY?  As Cryderman (1987) pointed out, polic-
ies can apply to various levels of an organization. Some can be quite broad in scope
while others might be quite specific.

For example, board policy statements on philosophy, values, and beliefs are
likely to apply to all aspects of the organization and usually include volunteers as
well. Here is an example of a high-level policy on antioppression:

The Family Service Association of Toronto (FSA) re-affirms its commitment to a
policy of anti-oppression on the basis of, but not limited to, ethnicity, language,
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race, age, ability, sex, sexual or gender identity, sexual orientation, family sta-
tus, income, immigrant or refugee status, nationality, place of birth, genera-
tional status, political or religious affiliation in all aspects of its operation and at
all levels of the agency.

FSA further recognizes that the increasing diversity among residents in To-
ronto has added cultural, social and economic benefits to our commumnity. It is
also sensitive to the fact that oppressed groups experience marginalization and
encounter barriers to full access and participation in the community. FSA seeks
fo increase access and participation, especially for those who are marginalized,
disadvantaged or oppressed.

FSA encourages individuals to participate fully and to have complete access
to its services, employment, governance structures and volunteer opportunities. It
will make every effort to see that its structure, policies and systems reflect all
aspects of the total community and to promote equal access to all. (Family Service
Association of Toronto, 2006)

Policies at this level typically are the responsibility of the board. Input from staff,
direct-service volunteers, and other organizational stakeholders may be invited, but
usually the board is the key player in this kind of policy making.

Instrumental policies, even those issued from the upper levels of an organiza-
tion, can also have organization-wide applicability as well. For example:

All personnel are trained and familiar with fire and evacuation procedures, in-
cluding the location of all alarms, extinguishers, and exits out of the organiza-
tion’s offices and out of the building.

It is not uncommon for policies of this nature to apply equally to volunteers.
Many policies are much more specific and much more limited in scope, written
specifically for volunteer involvement. Consider these illustrations:

As representatives of the [mame of agencyl, volunteers, like
staff, are responsible for presenting a good image to clients, business associates,
and the community. Volunteers dress appropriately for the conditions and the
nature of their volunteer duties, maintaining a high standard of personal
appearance, hygiene, and grooming at all times.

Individual volunteers accurately complete and submit all time sheets and
other required information on a timely basis.

Because their work is so vital to the achievement of the organization’s mis-
sion, dependability is important among our volunteers. Volunteers are reliable
and punctual. When expecting to be absent from a scheduled duty, volunteers
inform their staff supervisor as far in advance as possible so that alternate
arrangements may be made. Frequent absenteeism results in a review of the vol-
unteer’s work assignment or term of service.

If a volunteer is unable to fulfill a position responsibility, the anticipated ab-
sence or shortcoming is reported with as much advance notice as possible to bis
or her immediate supervisor or the Director of Volunteer Resource Management
who ensures that a replacement is found or other suitable arrangements made.
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1t is neither the responsibility nor the right of volunteers to find or assign an alter-
nate person to perform their work.

These policies clearly have been developed specifically for volunteers and there-
fore have a much more limited scope and influence. Policies of this nature are less
likely to receive board or chief executive attention. Rather, they are more likely to be
the responsibility of departmental staff or program committees, although in smaller
organizations, boards sometimes involve themselves in policy matters of this sort.

Why Write Policies?

Volunteerism has grown to enormous proportions. Most nonprofit organizations in-
volve volunteers in governance, administrative, and direct service functions. Volun-
teers are performing complex, responsible work without which many organizations
would falter, if not completely dissolve. It is often difficult to determine just by sight
alone whether a nonprofit employee is paid or unpaid since volunteers are often
elevated to essential roles and do work of equal importance and value to that of their
paid counterparts. With the engagement of professionals and other highly skilled
volunteers in what is increasingly referred to as pro bono consultancy, volunteers
may occupy senior administrative/governance and high-level advisory positions. For
the same reason that it is important to write policies to guide the work of paid staff,
SO too is it critical to provide a policy framework to guide the work of volunteer staff.

Importance of Policies

To the detractors who might suggest that policy development seems overly bureau-
cratic for volunteer involvement, it is noted that policies do not have to be offensive
or unnecessarily restrictive. They can be positive, constructive, and supportive.
One risks undermining the professionalism of volunteers by assuming that policies
are necessarily distasteful. Volunteers are busy people who offer their time and skills
but who expect rewarding work, clarity of expectations, thorough training, ongoing
support, and responsible and respectful management in return.

Where volunteers are engaged in meaningful work—including, for example, in
direct contact with clients, provision of organizational services, fund development,
administration, or leadership and governance—failure to provide policy guidance is
not only disrespectful to volunteers and their contributions but fiscally and manageri-
ally negligent.

Simply put, volunteer work has become far too important in most organizations
to function in a policy void.

Additionally, policies:

® Enable volunteers to know where they stand, offering some security that they
know how they can expect to be treated and where they can turn if they feel
things are not going well

m Help to establish continuity over time and across changing leadership

m Help to ensure fairness and equity, consistently applicable to all
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m Both clarify and communicate values and link them to expected behavior

® Articulate organizational positions on important matters of ethics and organiza-
tional obligations

m Set out organizational beliefs about the world, people’s rights, how business is
done, and how people work with one another

m Communicate expectations, specify standards, and state rules

Connection to Liability Management

When policy attention is paid to volunteer involvement, it is often out of fear of po-
tential liability connected to volunteers’ presence. The more responsible and com-
plex the work, the greater the risks associated with its completion. If volunteers are
rolling bandages, for example, dangers are minimal. But consider these actual
examples:

m Volunteers who provide home support for people with disabilities are helping to
transfer patients in and out of the bathtub without training.

® Volunteer counselors staff a suicide prevention hot line with little training, and
they have no professional backup while on duty.

m A volunteer friendly visitor drives his client to the grocery store each week to
help her do her shopping. If he were to be stopped, his car would be pulled off
the road for noncompliance with safety regulations.

m A volunteer at the local senior citizen’s center has some first-aid training and has
been helping seniors make decisions about which of their prescription medica-
tions they should and should not bother to take.

® An elderly woman who has been a volunteer escort at the cancer treatment cen-
ter for over two decades is beginning to lose her faculties. Last week she took a
patient in a wheelchair to the wrong clinic, where he waited for three hours be-
fore staff were able to locate him.

® Female volunteers are sent out to deliver parenting education classes to single
mothers in low-income housing projects. The volunteers go alone, according to
their own schedule, often at night. The agency has no record of who is going
where or when.

® Volunteers for the local environmental cleanup agency have been disabling the
chain brake safety mechanisms on chain saws because the brakes make this al-
ready hard work even more arduous.

m Volunteers go fundraising door to door. They are recruited by a third-party re-
cruitment service, given minimal information about the charity or its work, are
unsupervised in their work, are given no safety training, and are expected to
turn in the funds they raise with no checks or accountability procedures in place.

® Volunteers go on overnight camping trips with youngsters. They are not
screened in any meaningful way.

Ours is an increasingly litigious culture and the possibility of legal action
occurring as a result of nonprofit operations is an ever-present reality (Carter &
Demczur, 2010). A quick search of headlines turns up evidence of volunteer
wrongdoing with, it seems, increasing frequency: volunteer sports coaches who
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abuse children; volunteer fundraisers who abscond with proceeds; fraudsters
and cons who infiltrate seniors’ services to run scams on the most vulnerable;
board members who abuse their positions for personal gain. In the courts, in
the press, and in the mind of the public, organizations are being held account-
able for mistakes, accidents, and negligence on the part of volunteers acting on
behalf of the organization.

Policy as a liability reduction technique is quite probably unparalleled. There is
no better proof that an agency has acted prudently and responsibly in attempting to
reduce the likelihood of injury or loss than a full set of current, comprehensive polic-
ies and procedures, clearly in place, and consistently communicated to all relevant
parties.

As the work of volunteers becomes more complex, responsible, and front line in
nature, the matter of policy development for volunteer programs becomes critical.
The formula is quite simple: The greater the degree of responsibility of volunteer
work, the greater the need for rules to govern and regulate its accomplishment,
the greater the need for guidelines to ensure safety, and the greater the need
for policies.

While the fear of liability is perhaps not the best reason to embark on policy
development for volunteer programs, it is often the most compelling.

Policy and Risk Management

There is no more pressing reason to develop policies for volunteer programs than
the role that policies play in an organization’s overall risk management system. Pol-
icy development is a critical component of a comprehensive risk management pro-
gram. In short, policies are the premier risk management device.

Policies supply rules. They establish boundaries beyond which volunteers
should not wander. They specify what is and is not expected, what is and is not safe.
To consider the case study about Sandy and Mrs. Fritz in Exhibit 7.1, there were sev-
eral points at which the presence of policies could have prevented the tragedy that
occurred. For example:

m What is the agency policy regarding volunteers who are tempted to exceed the
limits of their job description? Is there a boundaries policy?

m What is the agency policy regarding volunteers who encounter a situation with
which they feel they cannot cope or in which they feel uncomfortable making
decisions?

m What is the agency policy regarding volunteer backup? Is there someone in au-
thority on call at all times that volunteers are on duty—staft who can give explicit
directions or take over when the situation exceeds the limitations and responsi-
bilities of the volunteer’s role?

m What is the agency policy about friendly visiting volunteers driving their clients? Is
it allowed? Is there a full set of policies regarding such volunteer transportation
service, including verification of current driver’s license (rechecked on a regular
basis), driver’s record, and the volunteer’s own insurance coverage (is a minimum
level of auto insurance required?). What is the agency policy regarding insurance
coverage for nonowned automobiles?
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If policies such as these had been in place and communicated clearly to Sandy
(and, of course, if Sandy had complied with the rules), the story most certainly would
have had a different outcome.

A Quick Note on Enforcement

In today’s climate of increasing litigiousness and growing demands for account-
ability, organizations must meet ever-higher standards of due diligence, and vol-
unteer activity is not exempt. In the wake of a tragedy arising from the
misjudgment or willful misconduct of a volunteer, the headlines the next morning
are not likely to offer special dispensation to the organization because the worker
was unpaid. The offender may or may not be identified as a volunteer, but most
assuredly the organization’s name will have a place of prominence in subsequent
news coverage. Members of the public are equally unlikely to respond to the me-
dia attention by saying “Oh well, it’s a tragedy of course, but the offender was just
a volunteer, after all.”

Unarguably, policies are vitally important. Not having policies to guide and gov-
ern volunteer involvement is ill advised. Having policies that are not enforced is
worse.

It is difficult to assert with any authority just how careful or thorough an organi-
zation ought to be in its oversight of its volunteers. How carefully should volunteers
be screened? How many reference checks should be implemented? How thoroughly
should volunteers be trained? How often should the organization connect with and
monitor the work of its various types of volunteers? There are no clear, objective
standards on any of these questions. But if an organization creates a standard,
embodies it in policy, and then fails to meet or enforce its own standard, risk of legal
action is much greater, and the outcome of such legal action is much less likely to
favor the organization.

The lesson is obvious: Write policies and enforce them.

Policies as Empowerment (Gaining Access to the Board)

Volunteer programs are typically underrecognized and underresourced. Boards and
senior management frequently lose touch with the expansion in scale and signifi-
cance of voluntary action, even in their own organizations. As Nora Silver (1988)
pointed out more than two decades ago, a gap exists between the ability of directors
of volunteer resources management to create volunteer programs—to recruit, place,
and supervise volunteers—and the organization’s development of administrative,
communications, and accountability systems to support those volunteer programs.

Boards of directors provide leadership to their organizations. They set overall
agency policy and assume fiscal responsibility for the organization. As the board is
ultimately legally responsible for the agency and its programs, it is also responsible
for the volunteer component. The board has the power to authorize the construction
of a volunteer program, and it has the responsibility to ensure the effectiveness of
that program. The board can—and should—call for program objectives, established
policies and procedures, professional management, recognition of volunteers, and
an adequate budget for the volunteer program.
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The question arises: How do we get the attention of senior management and
boards of directors? The answer may be: through policies, in the context of risk
management.

When something goes wrong in the volunteer program, the ultimate responsibil-
ity will not fall to the director of volunteer resources management. The board is
ultimately legally responsible for all that occurs under the auspices of the agency,
and hence the lawsuit, when it arrives, will settle on the board table. And board
members, in general, are becoming increasingly aware of their own vulnerability to
liability: Board volunteers suddenly are realizing that not only can the voluntary
organization they serve be sued, but there are instances in which individual board
volunteers themselves can be sued.

It is suggested, then, that the best way to get the attention of senior management
and boards is to alert them to the potential risks and hazards embodied in volunteer-
ing. In this view, policy development for volunteer programs is the key to the board-
room door. Some would suggest this is fear-mongering, or manipulation by fear. In
fact, directors of volunteer resources management have an obligation to alert their
supervisors to risks and liability. Not doing so is irresponsible. Only when risks are
fully identified and assessed can they be properly managed.

But alerting management to the dangers is only half of the task. As we have seen,
policy development is a key component in risk management. Boards generally
concur that policy development is within the realm of board mandate, and they can,
therefore, be counted on to pay attention when someone exclaims, “We need a
policy on that!” The comprehensive strategy might be to:

m Identify the risks.

m Draft policies and procedures that minimize the risk and/or limit the organiza-
tion’s liability.

m Take these together to the board table.

When the board realizes that activities being undertaken by volunteers are signifi-
cant enough to create liability exposures for both the organization and board mem-
bers personally, the volunteer program will be seen in a different light. Suddenly it
will become a department worthy of board time and attention. From here, the director
of volunteer resources management can build a case for adequate resources (budget,
space, staffing) and agency support services (screening, training, supervision, direc-
tion, insurance, policy and procedure development). Policies are a concrete tool to
accomplish what Ivan Scheier (1988) called on all managers to do: “Insofar as volun-
teer administration continues to see itself as derivative, passive and dependent, others
naturally tend to see us that way too. Beginning to define ourselves as powerful,
active and autonomous is the first step in becoming more so” (p. 29).

Where Policies Are Needed

Directors of volunteer resources management ask anxiously, “What policies do I
need?” and “What if I miss something really important?” The answers to these
questions vary from program to program and inevitably hinge on the nature of
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the volunteer program, the kind of work done by volunteers, the nature and
complexity of the organization, and the amount of resources available for policy
development. In the author’s manual on policy development for volunteer
programs (Graff, 1997), sample policies were presented on more than 70 differ-
ent topics that would be applicable to most types of volunteer programs. Nearly
as many again could be added to cover the unique dimensions of any specific
program.

Functions of Policies

There is a way of conceptualizing policies according to their function that can be
used to determine which policies any specific program might need to develop. In
volunteer programs, policies serve four general functions:

. Policies as risk management

. Policies as values and belief statements
. Policies as rules

. Policies as program improvement tools
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Each is explored in some detail in the next sections.

POLICIES AS RISK MANAGEMENT  Policies are a critical component in an agency’s over-
all risk management program, and a wide range of policies on a wide range of topics
can help an organization to mitigate and manage risk exposures related to volunteer
involvement. Here are just a few examples. The first pertain to risk management in
the administration of volunteer involvement, and the latter pertain directly to the
work of volunteers themselves.

Sample risk management policies related to the administration of volunteer in-
volvement are presented next.

Screening

Volunteer screening is a critical component of both buman resources man-
agement and risk management. The agency strives to maintain a safe and
productive workplace with bonest, trustworthy, reliable and qualified volun-
teers who do not present a risk of harm to themselves, other persons, or the
reputation of the agency.

The agency applies a formal selection process to all prospective volunteers.
This process varies according to the nature and degree of responsibility in the
work to be done, access to money or other valuables, access to personal or confi-
dential information, andy/or access to beneficiaries or members of the public.

Risk Assessment

The director of volunteer resource management, along with other agency
personnel, annually conducts a risk assessment on the positions, work, and
activities of agency volunteers.
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Risk assessment identifies visks, assesses their magnitude, and reexamines
measures already in place to control and mitigate visks. Both volunteers and
paid staff are invited to participate in this process. Risk management strategies
are implemented as needed, including, in particular, written policies and proce-
dures that identify, prevent, and reduce the incidence and impact of risk.

Insurance
Liability and accident insurance or other comparable forms of indemnification
and protection are provided for all volunteers.

The agency evaluates its insurance needs on an annual basis and ensures
that its insurance providers are well aware and up to date on the work done by
volunteers.

Where insurance coverage is extended to volunteers, the agency ensures that
volunteers are explicitly identified in the relevant policies as ‘“named insureds.”

Volunteers are encouraged to consult with their own insurance agents
regarding the extension of their personal insurance to include community vol-
unteer work. Specific information regarding such protection is available from
the director of volunteer resource management.

Hazardous Conditions

Volunteers are informed of foreseeable hazardous aspects, materials, equipment,
or processes they may encounter while performing volunteer work and are
trained and equipped in methods to deal with all identified risks.

Disaster Plan
The agency bas a plan for dealing with natural disasters, including but not
limited to flood, tornado, earthquake, and pandemic. This plan includes a
communication plan for alerting volunteers who might be working in affected
communities.

Backup for Volunteers on Duty
It is important that all direct service volunteers have backup from the agency in
the event that they encounter trouble in the course of their volunteer duties. An
identified staff member or other agency representative is on duty and accessible
at all times when agency volunteers are on assignment.

Sample risk management policies pertaining to the work of volunteers, them-
selves are presented next.

Volunteer Driving
While on duty, volunteers do not use their own personal vebicles to transport
agency clients.

Should an emergency arise in which a client requires immediate transporta-
tion, and time permits, the volunteer contacts bis or ber supervisor for direction.
If the circumstance is more urgent, the volunteer uses bis or her own judgment
regarding whether an ambulance or other emergency service is required. Imme-
diately after an incident of this sort, the volunteer notifies the agency of the situa-
tion and of the actions the volunteer bas initiated.
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Volunteers as Agents
Volunteers perform their duties in an objective, timely, and conscientious
manner. They at all times act in a knowledgeable manner, consistent with
their training, and in conformity with the volunteer code of conduct and
these policies.

Volunteers are agents of the agency, and as such volunteers act in such a
way as to ensure that their performance reflects positively on the agency, enbanc-
ing its integrity, reputation, and credibility.

Use of Organizational Affiliation

Volunteers do not use their affiliation with the [name of orga-
nization/ in connection with partisan politics, religious matters, business deal-
ings, or community issues. Volunteers do not sell, recommend, or endorse any
product, agent or company, or promote religious or political beliefs, perspectives,
or practice.

Absenteeism
Because their work is so vital to the achievement of our mission, volunteer
dependability is paramount.

Volunteers are reliable and punctual. When expecting to be absent from a
scheduled duty, volunteers inform their supervisor as far in advance as possible
so that alternate arrangements may be made. Frequent absenteeism results in a
review of the volunteer’s work assignment or term of service.

Boundaries are a special case of risks related to volunteer involvement. Vol-
unteers may be at greater risk of exceeding both position-related and relationship
boundaries, primarily because of good intentions. It is advisable to consider
where policies can prevent volunteers from straying over boundary limits. Here
are a few examples of such policies.

Position Boundaries
All volunteer positions have responsibilities as well as limils to those responsibili-
ties. The agency clearly communicates both of these to volunteers through a
range of mechanisms including, but not limited to, position descriptions, per-
formance standards, orientation, training, on-the-job training, ongoing train-
ing, volunteer supervision and support, performance evaluation, and, as
needed, corrective action.

Volunteers recognize and respect the limits of their skills and abilities and
the boundaries and limitations of their position. Boundary breaches can be a
very serious matter, and full compliance is expected.

If a volunteer is in doubt regarding the limitations of bis or her role, no
action is taken until direction on the matter is received from the volunteer’s
supervisor or anotbher authorized agency representative.

Relationships with Clients

Our clients can be isolated, lonely, and particularly vulnerable to abuse and
exploitation. For this reason, il is important that volunteers ltake great care in
managing their relationships with clients.
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Volunteer relationships with clients bhave the same boundaries as those
between paid staff and clients. It is appropriate to be friendly, courteous,
and caring, but it is not appropriate to become friends with clients, their
Jfamily members, or others connected to the delivery of service. Friendships
with clients can lead to unclear boundaries, inappropriate expectations, the
appearance of favoritism or exploitation, as well as to conflicts of interest.

Invitations to volunteers from clients to spend personal time together or
to engage in other than agency business are declined respectfully, citing, as
needed, this policy as the basis for their action.

This policy applies throughout the duration of the delivery of service and
for not less than 12 months following the termination of the volunteer’s
service to the client.

Engage Outside Help

Volunteers who identify client needs that are outside the boundaries of their own
volunteer role (e.g., financial, bealthcare, household assistance, transportation,
eic.) bring these needs to the attention of the director of volunteer resource man-
agement for referral to appropriate community services.

Client Boundaries
Volunteers treat all clients with courtesy and respect. Volunteers respect the
personal boundaries of clients and govern their physical bebaviors accordingly.

Using the function of policies as a risk management device can be a useful guide

to determining which policies a volunteer program needs to develop. The steps
might include:

Look around the volunteer program.

Better still, walk around the volunteer work site(s).

Identify for risks, hazards, and dangers.

Play the What If? game, trying to identify what could go wrong under a series of
different circumstances. What would this room look like if it were filled with
smoke? How would this activity look from the perspective of a wheelchair?
Would this activity be more dangerous in cold temperatures? in high winds? in
the middle of an ice storm?

Consider policies that might reduce the likelihood of accidents, injuries, or loss
of all types, and/or reduce the magnitude of harm should prevention fail and the
risk materialize.

POLICIES AS VALUES AND BELIEF STATEMENTS Every organization builds a web of
values and beliefs about the world in which it works, the nature of the problem(s)
it seeks to address, and the way in which it operates. Some of these are subtle
and rarely discussed. Many are unwritten but nonetheless well known and clearly
understood. In addition, agencies often take positions on questions and issues
related to their services as well as to their own internal operations. Policy
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statements are a mechanism for both articulating and communicating such values,
beliefs, and positions. Some examples, including those from published sources, are
presented next.

Multiculturalism and Antiracism/Antioppression
Volunteers respect the diversity of the community that they serve. Discrimination
toward anyone on the basis of race, religion, ethnicity, culture, gender, age, dis-
ability, sexual orientation, family status, or any other grounds typically covered
by buman rights legislation is not tolerated. Further, the spirit of such statutory
provisions is extended to all kinds and nature of human differences, showing
respect and consideration to all people we work and connect with.

Volunteers are sensitive to the cultural and religious needs of their clients
and take into account religious holidays, food probibitions, and other important
religious and cultural practices, observances, and conventions.

Value of Volunteers to the Organization

Southwest Homes believes in the value volunteers bring to ils organization and
programming. Volunteers willingly join the staff/volunteer team to help SWH at-
tain its goals, stay rooted in the community, and help it realize its principles of
consumer control, cross disability representation, and promoting integration.
(Eidem, 2007)

Volunteers, and the contributions they make through volunteering, significantly
enhance the quality of life, community spirit, and leisure time opportunities in
Burlington. Volunteers are a valuable human resource requiring and warrant-
ing support and encouragement to maintain and develop their skills and to
ensure their continued involvement in the provision of leisure opportunities
throughout the City. The Parks and Recreation Department will continue to de-
velop and provide support for volunteers and volunteer groups to ensure their
continued involvement in leisure services and to develop this resource to its
Sfullest. (City of Burlington, n.d.)

Agency’s Right to Dismiss Volunteers

The agency accepts the service of volunteers with the understanding that such
service is at the sole discretion of the agency. Volunteers agree that the agency
may at any time, for whatever reason, decide to terminate the volunteer’s rela-
tionship with the agency. (McCurley, 1990, p. 3)

Volunteer-Paid Staff Relationships
Volunteers and paid staff are partners in implementing the mission and pro-
grams of the [mame of organization/, with each baving an
equal but complementary role to play.

Each partner understands and respects the needs and abilities of the other.

The technique to identify policies of this sort involves thinking through the val-
ues, beliefs, and positions held by the organization. Answer these questions:
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m What do we hold as important? What do we value that volunteers need to know
about? What is our philosophy about volunteers, about the work we do, about
how we do business around here?

m What positions has the agency taken on issues, questions, or problems?

®m What does the organization believe regarding good and bad, right and wrong,
proper and improper, ethical and unethical?

The answers to many of these questions might be substance around which polic-
ies should be written and communicated.

Frequently, the most difficult policies to write are those that reflect or derive
from values. Often, where disagreement surfaces in policy development, conflicting
values will be the cause. In the examples in Exhibit 7.2, policy development will be
difficult because the values that underpin the policies are both complex and in-
congruent with one another.

EXHIBIT 7.2 Examples of Conflicting Values

Values Conflict 1

B We believe that volunteering is about caring for others, about simple motives to do good
and help one’s neighbors in times of need. It should not be overbureaucratized and
overorganized.

B We also acknowledge that rules and regulations around volunteer involvement—tules on
topics such as application processes, thorough screening, and discipline and dismissal—
have become necessary to protect the well-being of both volunteers and clients. Higher
standards of transparency and accountability in health and human services make tighter
controls unavoidable. These necessitate increased bureaucracy.

Values Conflict 2

B Like many voluntary organizations, our mission is based on the struggle to obtain and
preserve the values of inclusivity, individual rights and freedoms, and antioppression in
all of its manifestations. We believe that we have an obligation to extend those values
both to our programming (e.g., outreach and equality of access) and to our internal oper-
ations (e.g., hiring and promotions practices).

B We also believe that clients have the right to demand from us services of the highest qual-
ity. Yet what is our response when a client refuses to accept the services of a volunteer on
grounds typically prohibited by human rights legislation (the volunteer is the “wrong”
age, the “wrong” gender, the “wrong” color, the “wrong” sexual orientation, etc.)?

Will we comply and find another volunteer and thereby collude with beliefs and
behaviors that contradict our deeply held values regarding discrimination, or will we stand
firm and refuse to reassign a volunteer, failing to fulfill our mission to deliver services without
discrimination? When profound beliefs that run to the very heart of organizational existence
clash with one another, the first step toward resolution is to recognize that the source of
disagreement is values in conflict. Having identified the problem, the organization must
engage in a values sort—a process whereby values are prioritized, with those that emerge on
top serving as the basis for policy development. While one may abhor the very notion of
downgrading the importance of a core value, when core values are in conflict with one
another, forward motion may be impossible without prioritization.
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POLICIES AS RULES  Policies can be employed as rules to specify expectations, regu-
lations, and guides to action. The distinction between policies as rules and policies
as risk management often blurs. That is, a policy written to eliminate or reduce a
specific risk might sound like a rule. A policy written because a rule is needed to
guide a particular action may serve to reduce a specific hazard. The solution to this
seeming confusion is this: Do not worry about it, because it simply does not matter.
The point is that one develops whatever policies are needed; if some policies serve
more than one function, all the better.

Intimate/Sexual Relationships and Sexual Contact

Volunteers do not under any circumstances engage in any form of sexual
or romantic relationship, activities, touching, or physical intimacy with
patients. Such bebavior is always both unethical and inappropriate. Non-
compliance with this probibition is grounds for immediate dismissal/termi-
nation of contract.

Volunteers and Picket Lines
In the event of a union-initiated work stoppage or legal strike, volunteers do not
cross the picket line.

Family Members as Volunteers

Family members of staff are allowed to volunteer with the institution. When fam-
ily members are enrolled as regular volunteers, they normally will not be placed
under the direct supervision of, or within the same department as, other family
members who are employees. (Minnesota Historical Society, n.d.)

Substitution

If a volunteer is unable to fulfill a position responsibility, the anticipated absence
or shortcoming is reported with as much advance notice as possible to bis or ber
immediate supervisor or the director of volunteer resource management, who
ensures that a replacement is found or other suitable arrangements made. It is
neither the responsibility nor the right of volunteers to find or assign an alternate
person to perform their work.

Acceptance of Gifts
The work of volunteers often engenders gratitude among clients. It is under-
standable that some clients and those who care for them wish to express their
thankfulness through gifts to the people who have been so belpful. However, ac-
ceptance of personal gifts by volunteers is probibited to prevent, and prevent the
perception of, exploitation of clients andy/or their families and caregivers and to
protect both the reputation of the agency and its volunteers from accusations of
Jfavoritism or personal gain.

Volunteers do not accept gifts from clients, their families, caregivers, or other
representatives. Any such offerings are respectfully and tactfully declined, citing,
as needed, this policy as the basis for their action.
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Financial Transactions with Clients

Volunteers do not enter into financial transactions with clients, their family
members, or caregivers, either lending or borrowing in either direction. If clients
are in immediate financial need, the director of volunteer resources manage-
ment is notified, and referral is made to appropriate community services.

Safety Equipment

Volunteers comply with all safety regulations. Dismantling or disabling safety
measures such as smoke alarms, chain brakes, saw fences, and so on are strictly
Jforbidden. All appropriate safety gear must be worn, including bhard hats, steel-
toed boots, protective eye wear, hearing protection, and respirators. Failure to
appropriately use all safety equipment or to comply with all safety regulations
may be grounds for disciplinary action, up to and including dismissal.

To determine required policies of this sort, the director of volunteer resource
management might spend time reviewing existing rules, both written and unwritten.
Review past records such as memoranda, volunteer job descriptions, and volunteer
performance review documentation to identify where rules have been articulated or
directives issued. Also think about advisements or directives issued verbally to volun-
teers that have never been written down anywhere but that nonetheless reflect “how
we do things around here.” Review staff policies, health and safety regulations, and
accident reports (to identify where things may have gone wrong in the past).

POLICIES AS PROGRAM IMPROVEMENT TOOLS ~ On occasion, it may be useful to upgrade
an expectation, a protocol, or a standard to the level of a policy, to give it more author-
ity and import. This technique is useful where an activity is important but is perhaps
not seen to be important by, or at least warranting the attention of, those expected to
comply. Time sheets are an excellent example.

Volunteers mail or deliver their activity logs to the director of volunteer resource
management within five working days of month-end.

Sometimes policies can be used to ensure that a program operates smoothly or
to improve the effectiveness of a program or service. This policy on expectations of
volunteers will enhance the service delivered:

Volunteers are expected to work within the parameters of their own volunteer job
description while on duty with the agency. However, regular contact with clients
can allow volunteers to make important observations about changes in the
bealth and well-being of clients. Agency policy requires volunteers to report such
observations to the director of volunteer resource management who takes appro-
priate action.

And this policy on wait lists commits the organization to speedy response and
decreases the likelihood of losing volunteers between the time that they express in-
terest and the time they actually get involved:
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Wait List
Because prospective volunteers typically want to become active as soon as
possible, the [mame of organization] attempts to engage

people quickly through continuous intake. Only if volunteer opporiunities
are not immediately available or initial volunteer training is not available
quickly do we maintain a wait list of interested prospective volunteers. If the
wait list becomes lengthy, we make every effort to belp volunteers find alter-
nate placements in the community. This is preferable to losing them from
volunteering forever.

Implementing a policy that speaks to the operation of the program does not,
of course, guarantee compliance, but the weight or import of stating an expect-
ation in the form of a policy can help. It will also provide a basis for pursuing
consequences in the case of noncompliance.

Acceptance of Supervision
Upon acceptance into service, volunteers agree to willingly accept supervision
and support from designated supervisory personnel.

Failure or refusal by a volunteer to accept supervision and/or to integrate the
direction of the supervisor into his or ber volunteer work performance may be
grounds for disciplinary action up to and including dismissal.

To pinpoint which policies of this sort are required, the director of volun-
teer resource management might identify aspects of the volunteer program
that are not operating as effectively or efficiently as desired. Perbaps a policy
might belp.

Equality or Elitism? Policy for Direct Service and Administrative Volunteers

In agencies where policies have been written to guide volunteer involvement, rarely
do those policies apply equally to direct service and administrative (board, commit-
tee, advisory) volunteers. In the same way that so many board members refuse to
consider themselves as volunteers (do they consider the label below them?), board
members often think of themselves as outside (above?) the scope of policies written
for volunteers. This type of two-tiered elitism among volunteer ranks has left admin-
istrative volunteering beyond both the control of, and the protection afforded by,
risk management programs and policy development. The consequences can be dan-
gerous. Consider the next examples.

m Board members are rarely screened; formal application and interview proce-
dures are rarely required.

m Reference checks on board members are rarely required, even of those board
members who have significant financial responsibilities—treasurers and comp-
trollers, for example.

® The involvement of board members is rarely monitored, even though their
actions and decisions are among the most important and influential in the
organization.

® Board members are rarely disciplined or dismissed, even when clear cause exists.
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It is recommended that the scope of policies written for volunteer programs be
extended to cover all volunteers equally. Exceptions need to be identified clearly,
and only with justification.

Policy Development Process

The precise way in which policies are drafted, reviewed, revised, approved, and
implemented varies a good deal from agency to agency. In some agencies, the
board will hold within its own mandate anything that even remotely resembles a
policy. In other agencies, the executive director (chief executive officer, chief
operating officer, or other senior staff member) may determine that drafting poli-
cies for board approval is his or her own responsibility. Some agencies may have
a policy committee that oversees all matters of policy for the agency. In other
agencies, senior administration (paid and unpaid) may welcome the research,
advice, input, and drafts from frontline staff regarding policies with broad appli-
cability, allowing more specific policies or policies with limited scope to be de-
veloped and implemented by department staff. Although none of these policy
development systems is inherently right or wrong, it is probably best if organiza-
tions develop an internal culture that welcomes notification of the need for pol-
icy development, review, or revision from all agency personnel, paid or unpaid.
It is not helpful for volunteers to think of policy as out of their realm or some-
how “above them.” People actually doing the work are often those most likely to
identify risks, the need for improvements, or the need for rules or added
protections.

Role of the Director of Volunteer Resource Management

It is important for the director of volunteer resource management to determine
how policy development is typically handled in his or her organization. The di-
rector will thus be able to determine just what role he or she can play in policy
development. There is no question, however, that the director of volunteer re-
source management is primarily responsible for identifying policy issues related
to volunteer involvement and for bringing those to the attention of senior staff
and administrators. At a minimum, it would be unethical not to report hazards
or risks, or to fail to do everything possible to ensure the safety and well-being
of all volunteers.

With few exceptions, senior administrators, paid and unpaid alike, have little
knowledge of the details, complexities, or scale of volunteering as it actually
occurs within their organizations. This makes getting the attention of senior
administrators more difficult, to be sure, but it is all the more reason why the
director of volunteer resource management must take the initiative in policy de-
velopment for volunteer programs. The process may have to include a good deal
of education regarding the true dimensions and significance of volunteer work.
Reference to personal and collective liability exposure will often motivate board
members and senior staff to listen more closely.
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Ask for Help

As volunteer programs grow larger, as risks and liabilities grow, and as volunteers
become engaged in increasingly sophisticated and even technical work, directors of
volunteer resource management have more and more complexities to oversee. And
changes and growth outside the volunteer department create new demands as well.

It is simply unreasonable to expect any single individual to have expertise in all
the areas in which volunteers are engaged, especially in large organizations, in orga-
nizations with large or diverse volunteer programs, or where volunteer involvement
might take place in an array of settings or even countries. Developing policies for
volunteer programs can require skills and background in a wide range of fields,
including:

Human resource management
Labor law

Contract law

Human rights legislation

Risk management

Statistics

Insurance

Information management
Emergency extraction
International politics and cultures
Athletics

Fundraising

Planning

Occupational health and safety
Systems analysis

Liability

Accounting

Education and training

How many directors of volunteer resource management who do not work in
healthcare settings know enough about communicable diseases and universal pre-
cautions to develop policies and procedures on that topic; yet virtually every volun-
teer program where volunteers come into direct contact with other people probably
requires such policies. How many directors of volunteer resource management
know enough about liability and insurance to guarantee maximum coverage and
protection?

No one should expect or be expected to know enough to develop all policies
alone, so ask for help. People from all walks of life generally are willing to volunteer
for short-term positions as pro bono consultants. Ask them to prepare a draft policy,
to work with you and/or other agency representatives to draft a policy, or to review
or edit an existing draft. After all, directors of volunteer resource management are
experts at volunteer recruitment—they just do not think, as often as they might,
about recruiting volunteers to help them with their own work.
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How to Write Policies for Volunteer Programs

Policy development is deceptively complex. It requires the identification of the
full range of topics on which policies are required. It demands extraordinary
writing skills that blend both the science of stating exactly what is intended
with the art of appropriate style and tone. Probably nowhere else is precision of
meaning more critical and the overall tenor of the document is so critical to suc-
cess of the effort. Managing policies on an ongoing basis—revisions to existing
policies and the continuous identification of emerging issues—requires commit-
ment. Setting a climate in which policies are framed to engender voluntary com-
pliance, ensure clear communication, ongoing monitoring, and unflinching
response in the face of noncompliance are all critical pieces of the policy
landscape.

This section looks at policy writing. It discusses the overall structural approach
to policy development and offers a range of how-to tips on effective policy-writing
practices.

Structure of Policies

How policies are to be physically structured is a matter of great variation. One
approach is to prepare only the policy statement and, where appropriate, the
corresponding procedure(s). At the other end of the spectrum, policies can be
multipart creations that include preambles, background factors, values state-
ments, clarification of scope, embedded definitions, and a range of control and
tracking mechanisms for authority, approval, implementation timelines, and
revisions.

As with so much about policies, there are no ideal structures that suit all settings.
The manner in which the policies pertaining to volunteer involvement are written
should, in most cases, parallel the style and structure of other organizational policies,
unless, of course, there is a clear reason for departure. The complexity of the struc-
ture of policies will depend on a range of variables, including:

m The overall culture of the organization (e.g., how bureaucratic, how definitive
and proscriptive)

How extensive the volunteer program

How risky and complex the work of volunteers

The nature of volunteer roles

The complexity of the overall volunteer program management system (e.g., one
coordinator compared to a multilevel, multidepartment, multisite, decentralized
and staff-supported engagement model)

The general rule is that the approach to policy development should fit the
setting.

An outline of a range of structural elements of a policy is presented next. Not all
of these elements must be in place, either in all organizations or in all policies.
Choose only those elements that fit your organizational culture, make sense, and
add value in your environment.
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CONTEXT: BACKGROUND/PREAMBLE/STATEMENT OF PROBLEM/STATEMENT OF COMMIT-
MENT This element sets the context for the policy topic. It might be a statement
of the problem that is giving rise to the policy. It may include background infor-
mation or context needed to fully understand the issue that the policy addresses.
It may be the “because” answer to the question “Why this policy?” It may set
out the organizational values that inform the policy. Here are a few examples of
context sections.

Preamble to a Volunteer Center’s Volunteer/Paid Staff Division of Labor
Policy

Damage is being done to volunteer programs and the volunteer movement, and
volunteers and volunteerism are being exploited through the deployment of vol-
unteers in positions that ought to be performed by paid staff. (The policy might
probibit the Volunteer Center from referring prospective volunteers to organiza-
tions that have a bistory of displacing paid staff and engaging volunteers in
substitution.)

Background to a Respectful Workplace Policy

The City of Calgary is committed to creating and sustaining a vibrant, healthy,
safe and caring work environment. To do so, all people . . . are to be treated with
respect, honesty and dignity. Bebaviour and/or situations that run contrary to
such treatment will not be tolerated.

The City recognizes that conflicts, disagreements or inappropriate bebav-
iours will occur. We expect these issues to be resolved in a manner that contrib-
utes to a healthy and productive workplace.

The City of Calgary promises to respond quickly to complaints about in-
appropriate behaviour in the workplace, and to resolve issues speedily, openly,
honestly, and with appropriate consideration for privacy and confidentiality.
(City of Calgary, 2005)

Preamble to an Extensive Screening Policy in an Organization with Many
Positions of Trust

Volunteer screening is a critical component of both human resources manage-
ment and risk management. We strive to maintain a safe and productive work-
place with honest, trustworthy, reliable and qualified volunteers who do not
present a risk of harm to themselves, other persons, or the reputation of the orga-
nization as a whole.

Context to a Volunteer Compliance Policy

Any responsible employer andy/or service provider must strike a balance between
respecting the dignity, rights, and comfort of its personnel and client population,
and its legal and ethical obligations to deliver safe and efficient services to fulfil
its mission. Sometimes satisfying both sets of obligations equally is very difficult,
and tough decisions need to be taken. This is the case, when, for example, volun-
teers’ interests, motivation and good will exceed the boundaries of their defined
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volunteer role or when clients bave legitimate needs that fall outside of the man-
date of the agency’s services.

Statement of Values that Inform a Volunteer Training Policy

Volunteer training is essential to effective service delivery, volunteer satisfaction,
organization-wide risk management. We believe that both the organization and
its volunteers have the right to ensure that training leads to satisfactory volunteer
performance.

PURPOSE The purpose statement is slightly more specific than the context state-
ment. It speaks to what the policy aims to achieve.

For example, in reference to the excerpt from the City of Calgary’s (2005)
Respectful Workplace policy cited earlier, the purpose of the policy might be
stated as:

Purpose: Respectful Workplace Policy
To promote, create, and maintain a safe and respectful working environ-
ment for all personnel, clients, and publics connected to our operations and
services.

To take timely and appropriate action on all concerns or complaints regard-
ing disrespectful bebhaviour in the workplace

The purpose statement in the context for the volunteer compliance policy,
above, might be:

This policy on compliance exists to ensure that the organization’s mission is
achieved, the organization’s values are upbeld, services are of maximum effec-
tiveness, risks are managed, operations are efficient and cost-effective, and expo-
sure to liability is limited.

POLICY This is the actual policy statement (e.g., rule, expectation, behavior, prohi-
bition, etc.). If any or all of the preceding elements are included, the policy statement
may be very short and to the point. Another option is to weave some of the preced-
ing points (e.g., context, values, etc.) into the policy statement itself. Here are a few
examples of straightforward policy statements. They are about simple topics that re-
ally need no frills.

Volunteer Resignation

Volunteers may resign from their volunteer service at any time. Volunteers who
intend to resign provide as much advance notice of their departure as possible
along with the reason for their decision.

Environmental Respect
All volunteer activities strive to adopt practices that conserve energy and reduce
pollution and dependency on natural resources (e.g., fuel, electricity, water).
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Volunteers and the programs through which they function strive to model good
socially responsible practices and to rveduce, reuse, and recycle materials and
services wherever possible.

Alone Time

Volunteers avoid, wherever possible, spending alone time in private settings with
young program participants. Instead, volunteers create alternate arrangements,
such as meeting in a public place or in settings where other adults are present, or
meeting with young participants in groups.

Screening Authority
Screening and acceptance decisions are made by authorized persons only, typi-
cally the director of volunteer resource management.

EXAMPLES Depending on the complexity of the subject matter and the potential for
genuine misunderstanding or ignorance pertaining to it, policies may include exam-
ples to illustrate precisely what the policy intends. This may be of particular use
when the policy pertains to behavior or necessitates a change in attitude or perform-
ance from the commonly accepted practice in place before the implementation of
the policy in question.

For example, the City of Calgary (2005) respectful workplace policy provides
examples of appropriate and inappropriate behaviours in the workplace.

Policies on discipline and dismissal often include sample grounds for
various transgressions up to and including dismissal. A partial list as illustration
follows.

Grounds for Disciplinary Action, Including Dismissal

Following is a sample list of possible grounds for dismissal. This list is for illustra-
tion purposes and is not intended to be complete or comprebensive. Individual
situations vary, and supervisors and the director of volunteer resource manage-
ment use discretion and good judgment in all decisions regarding possible vol-
unteer dismissal.

m Harm, abuse or mistreatment of clients, coworkers or other persons

m Gross misconduct

m Serious misjudgement that may undermine our trust in the volunteer, cause
barm to others, or diminish public trust in the organization

m Insubordination including failure or unwillingness to perform essential posi-
tion responsibilities

m Failure and/or unwillingness to accept direction from authorized supervisory
personnel

® Being under the influence of alcobol or illegal drugs while on volunteer duty
or representing the organization

m Dishonesty, theft, or other illegal acts

m [Loss of license or certification required to perform assigned duties
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Caution: Be very careful not to portray any sample list or illustration of prohibi-
tions as exhaustive or complete. Volunteers will undoubtedly find a way to do
something inappropriate that seemed either too obvious or too remote to include
on the list.

Here is part of a policy on bullying that includes examples of bullying behavior:

Bullying
Bullying includes:

Name calling, verbal taunts, gossiping, and put-downs
Exclusion from a peer group

Threats and intimidation

Extortion or stealing of money and possessions
Physical violence and attacks

No matter how it is defined, bullying is abuse.

PROCEDURES Procedures set out the how-tos for the policy. For example, what are
the steps, processes, and actions required to implement the policy? Not all policies
have procedures. Most procedures are preceded by a policy statement. Procedures
may be simple single steps, such as where, when and how volunteers hand in their
time sheets. Procedures may be complex with multiple components, multiple play-
ers, and multiple time frames, such as the procedures involved in screening for posi-
tions of trust or delivering corrective action for a serious transgression that ultimately
may result in dismissal.

Procedures ought to be clear, straightforward, practical, sequenced, and actually
work in everyday application.

SCOPE/EXCEPTIONS  Not all policies apply to all volunteers or to volunteers in all pro-
grams or at all work sites. For example, volunteer engagement and support pro-
cesses designed for headquarters may not be appropriate in a campus setting or for
overseas placements. And while it would make sense for an organization that
engages volunteers in environmental cleanup work to have a policy on appropriate
dress and safety gear (e.g., gloves, helmets, and safety boots) while on duty, that
policy clearly does not apply to the reception volunteers who work at the front desk
in the organization’s headquarters. The lesson is, beware statements such as “all vol-
unteers . . . ” or even the blanket-style “volunteers . . . ” which implies “all volun-
teers,” unless that is precisely what you mean.

Policies need to be adjusted according to position responsibilities. For exam-
ple, policies on topics such as screening, training, and supervision need to be
written in such a way as to allow adjustments for the demands and risks associ-
ated with the work of various volunteer positions. Screening of volunteers who
work in positions of trust must be thorough and intensive; screening of single-
event volunteers who merely hand out brochures or provide drinks at the rest
stops of the fundraising marathon do not require anything near that degree of
intensiveness.
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Equally, some policies apply to the engagement of direct-service/frontline vol-
unteers while other volunteers may be exempted from such policies or standards.
For example, all frontline volunteers in positions of trust are subjected to an intensive
screening process that might involve application form, interviews, identity verifica-
tion, reference checks, criminal record check, and qualification check. Prospective
board volunteers are recruited bypassing most of those steps. It may not be ethical
or organizationally or fiscally prudent, but it happens all the time.

Where not all policies apply to all volunteers or to all volunteers equally, the
scope of the policy or exceptions thereto are required. Examples of scope statements
include:

Policy Scope
This policy applies to all of the following people and places: . . .

Training Exemption
Volunteers who bave received equivalent training in a similar setting may be
exemplted from certain training requirements.

Grandfathering Exemption

As of their date of effectiveness, new screening policies apply equally to existing
volunteers. Any volunteers currently in positions for which screening require-
ments will increase are subjected to all provisions of the new policy that apply to
their position(s) and must complete their screening upgrades within one month
of the date of effectiveness of the new screening policy. This policy does not apply
to interviews and reference checks, two screening mechanisms that do not have
to be performed with existing volunteers.

Weapons Policy Exception
Volunteers do not carry or have in their possessions or belongings any weapon as
defined in the Criminal Code of Canada. This includes . . .

Exceptions:

1. Cultural or religious artifacts, the possession of which is protected in law,
such as the Sikh kirpan, are subject to the same safety provisions specified
in law.

2. Other exceptions to this policy may be granted by the department director for
bona fide educational or instructional purposes, including, for example,
tools or chemicals used by volunteers in the laboratory setting, providing
that all reasonable safety precautions and risk mitigation strategies are
in place.

RESPONSIBILITY Who does what with each dimension of the policy statement or
procedure (e.g., who communicates, who supports, who monitors, who verifies,
who follows up, who applies consequences, who documents, etc.)?
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CONSEQUENCES OF NONCOMPLIANCE The penalties for not following the policy are
communicated. This section may be brief, such as:

Compliance with this policy is mandatory.
or

Failure to comply with this policy will result in corrective action consequences up
to and including dismissal.

or

This is a zero tolerance policy. Failure to comply will result in immediate
dismissal.

This section may be more detailed, including for example, the outline of various
types of corrective action, depending on the nature of the breach of policy (e.g., will-
ful, deliberate; breach constitutes an illegal act; inadvertent mistake with minor con-
sequences; etc.). It may also outline a process for first time non-compliance versus
repeated failure to abide by the policy, reflecting a graduated response process for
handling non-compliance. For example, a low-level first time offense such as a vol-
unteer showing up late for a shift may attract a low-level supervisory response; a
volunteer’s lateness for an extremely important and time-sensitive position might
attract a more serious intervention, even on the first occurrence; repeated breaches
of the same policy are likely to attract increasingly more serious disciplinary
intervention.

DEFINITIONS Depending on the subject matter, a set of definitions and or interpreta-
tions may be necessary, either for a single policy or for a set of policies. For example,
this subsection of a larger risk management policy needs a definition of a legal term:

Duty of Care
The [mame of organization], its staff and volunteers, bhave a
duty of care to the youth we work with.

“Duty of care” can be defined as a legal obligation to take reasonable mea-
sures to care for the safety and well-being of our clients to an appropriate level or
standard.

Here are other examples:

Age of Majority
The age of the youth we work with affects the standard of care required of us.
Young people who have not yet reached the age of majority are subject to a more
rigorous standard of direction, oversight and supervision than the older residents
in our care.

“Age of majority” is the threshold of adulthood as it is conceptualized
and recognized in law. Due note is taken that the age of majority varies by
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Jurisdiction. For our purposes, the age of majority of the youth we work with
is the age of majority as legally defined in the jurisdiction where the youth
normally resides.

Bullying
“Bullying” is defined as repeated, aggressive bebhavior by one or more people that
bharms others physically and/or emotionally.

TRACKING It is common for organizations to embed tracking information in each
policy statement. For example, any of the listed information might be included:

Policy number

Policy title

Under the authority of
Approved by

Effective date
Revision date(s)
Department

Business unit

Revision dates are particularly important for version control.

A sample of what the overall policy structure might look like is presented in
Exhibit 7.3. Be sure to customize this format to suit the structure and conventions of
your own organization.

Seven Principles of Writing Policies

Seven principles of writing policies are presented next. Some speak to the structure
of policy statements, some are matters of grammar, and some have to do with tone
and presentation. In application, these principles together make for clearer, crisper,
and often more compelling policies that can be, at the same time, more palatable.

BE CONCISE  Write as much as is required for the policy to be clear and comprehen-
sive. Remember, however, that the longer the policies and the thicker the policy
manual, the more intimidating the topic will be and the less likely that policies will
be read and used regularly.

BE CLEAR Policy writers must take great care to ensure that the policies they de-
velop convey precisely and completely what is intended. Do not assume that the
people reading and applying policies will understand them to mean what was origi-
nally intended.

Terms that may be in common usage within an organization may not be
familiar to volunteers from different walks of life, country, or culture or whose
first language is different from the dominant organizational language. For exam-
ple, what constitutes harassment? What would discriminatory behavior look like?
What constitutes threatening or violent behavior? What does punctuality mean—
Not later than the time of expected arrival? Within five minutes of expected
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EXHIBIT 7.3 Policy Template

Policy Number: Policy Title: Under the Authority of:
Effective Date: Revision Date(s): Approved By: Department:

1. Context™

2. Purpose

3. Policy

4. Examples®

5. Procedures

6. Scope

7. Responsibility

8. Consequences”

9. Definitions™

*Optional

arrival? Within a half hour of expected arrival? Showing up at all? Sending a
friend in one’s stead?

Avoid technical terminology and jargon. Where it is necessary to use technical
terms, explain them, either in the text or in an attached glossary.

Beware acronyms. They are a common and useful shorthand for insiders but an
offputting and exclusionary practice for newcomers and others not as involved
in the day-to-day workings of the organization.
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Policy writing involves an artistic touch along with technical ability and clear
communication. Not everyone possesses this talent. If policy development is not
your forte, enlist help. Clarity and tone are equally critical in this domain. Recruit a
volunteer who has written policy professionally.

WRITE IN THE PRESENT TENSE 1t is recommended that policies be written in the sim-
ple present tense. Many policy writers use the future tense in their work. For
example,

Volunteers will call into the office immediately whenever they encounter a situa-
tion which is outside their scope of authority, capacity, or position description.

In the present tense, this policy would read:

Volunteers call into the office immediately whenever they encounter a situation
which is outside their scope of authority, capacity, or position description.

The force and import that a full set of policies written in the present tense can
convey is remarkable. Policies written in t