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As our society continually increases in complexity and becomes ever
more pluralistic, organizations develop to act as a mediator between the
individual and his society. The voluntary organization is one such
mediator and participation in these associations is one way for individu-
als to relate more meaningfully to society. Schindler-Rainman and Lip-
pitt (1971) state that “most volunteer activity not only represents a sig-
nificant contribution of energy and skill and individual rsources to the
functioning of democracy, but also makes a significant contribution to
the volunteer’s own psychological health and self-actualization” (p. 15).
Volunteers play an important part in our modern world.

Naylor (1967) emphasizes the importance of considering the volunteer
as an individual. She states:
the people who direct volunteers can ensure that their deci-
sions are relevant to today’s volunteers if they validate their
habits and assumptions anew against today’s realities. Vol-
unteers are made or broken by the practices of executives,

program and service staff, volunteer officers, nominating
committees, recruiters, and trainers” (p. 8).

This statement implores the coordinator of volunteer programs to get the
necessary training to enable the effective use of the volunteers under
his/her direction, providing both satisfaction of the volunteer’s needs and
attainment of the organization’s goals.

The present study has two main objectives:

(a) to determine the perceived training needs of the volunteer coor-
dinators, and

(b) to develop a training program from that information.

METHOD

Interviews were held with a sample of paid administrators of volunteer
programs (N=13). Those individuals interviewed were asked in what
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areas they required further training or conversely in what areas should
all coordinators be trained. The same questions were asked of partici-
pants of an Institute of Volunteers (1972) who were either in this adminis-
trative position or in some way connected with an agency using volun-
teers

Two other sources were consulted (MacDonald, 1972; and Twidle, 1971)
which had assessed training needs for volunteer coordinators.

RESULTS

Table 1 presents the results of the writer’s two primary sources of infor-
mation. These results indicate that there are two major need areas
which require improvement. On the one hand, many coordinators ap-
pear to be lacking in administrative skills—particularly training, recruit-
ing, and selection techniques, report preparation, and budgetary proce-
dures. On the other hand, the coordinators expressed a need for training
in human relations skills enabling them to deal more effectively with
problems of the volunteers, facilitating better communication with
superiors, other agencies, and the. public.

TABLE 1
Frequency of Response to Training Needs

Institute N=34  Interviews N=13

Perceived Needs # responses % # responses %

Human relations skills 15 441 5 38.4
Actual training techniques 13 38.2 4 30.8
Publicity and use of media 2 5.9 - -
Recruiting and selection

techniques 5 14.7 5 384
Fund raising 3 8.8 - -
Writing and presenting briefs 5 14.7 3 23.0
Budgeting and record keeping 2 59 6 46.1
Effective listening 2 5.9 - -
Organization and its structure 2 5.9 1 7.7
Problem sessions 11 32.3 8 61.5

Although the volunteer coordinator may be a highly trained individual
who understands what must be done to meet certain objectives, their
lack of training in either elementary or advanced office skills limits their
effectiveness in performing their job. In the selection of volunteers, for
example, many coordinators would be better able to maximize the ben-
efit of the volunteer to the agency and the community if their own skill
in selection and evaluation techniques was more comprehensive. The
development of administrative skills would free the volunteer coor-
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dinator to deal more fully with the primary occupational areas in which
he is trained, rather than becoming excessively involved with less impor-
tant and time consuming procedures.

In many cases, the leadership style of the coordinator may also deter-
mine whether the success of a volunteer program is either mediocre or
outstanding. Moreover, only if the coordinator is made fully aware of this
fact will he be able to take corrective action. The coordinator is, by defini-
tion a communicator and must be able to relate to a large and divetse
group of individuals, ranging from the new volunteer to the knowledge-
able board of directors who head many of the community agencies. By
implication, then, the coordinator should benefit from small group ses-
sions, training in interpersonal relations, and increased understanding of
their own impact upon others.

Table 2 depicts the perceived training needs across all four sources of
data. This table again emphasizes the dichotomy between the human
relations and administrative skills. In all cases, it was continually stated
that a “how to” approach must be taken in offering any course.

TABLE 2
Training Needs Across Four Studies

Perceived Need Twidle MacDonald Institute Interviews
Human relations skilis X X X

—communication

—nmotivation

—Ileadership, etc.
Actual training techniques X X X
Publicity and use of media X X
Recruiting and selection

techniques X X X
Fund raising X
Writing and presenting briefs X X
Budgeting and record keeping X X X
Planning and use of volunteers X X
Organization and its structure X X X X

RECOMMENDED TRAINING PROGRAM

The purpose of this study is to provide additional training for employed
coordinators. A range of alternatives are available which offer the type of
training program that could be operated to meet the aforementioned
needs of the coordinator. A full-time day program was considered in
several forms but rejected because of the time constraints of the poten-
tial participants. Another alternative was to tap into extension and night
school courses. This was rejected as although these courses may meet
the upgrading requirements of one individual, it was doubtful that it
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would be true of all coordinators. It was therefore decided that a course
would be developed to be offered under the auspices of Community Edu-
cation Services, a branch of the Vancouver School Board. This approach
will, in a minimal amount of time, develop the desired “how to” skills
in the individuals. The program would also only commit the participants
to one night per week. One main advantage is that it allows the course to
be run once, evaluated, and then run again in a modified form or dropped
either because of lack of demand or enthusiasm. On the basis of the
information available, a curriculum has been devised.

The training program should attempt to provide new and improved tech-
niques for the volunteer coordinators, to enable them to function effec-
tively in the agency position. The emphasis of the program will be on
getting the student actively involved in the classroom situation. Discus-
sion and questions will, at all times, be welcome. Volunteers will be
encouraged to recount personal experiences in voluntaryism, as a way of
illustrating and relating classroom theory with real life situations.

The training program should be presented in an environment which is
conducive to small group discussion and comfort. For example, the fac-
ulty lounge or seminar rooms would be the most likely rooms to be used
in a high school. Chairs should be comfortable and moveable. At the
same time, an auxiliary room should be available for certain class exer-
cises (for instance, video taping).

Each three hour session should be broken up by at least one twenty
minute break. Coffee should be made available at all times for course
participants.

All student exercises should be evaluated quickly and in some detail. The
marking of assignments should include constructive criticism at all
times. Where gross errors have been made, the student should be encour-
aged to meet with the course coordinator for help.

At the completion of the course, each student will receive a Certificate of
Achievement for completing the program. First class and second class
designations on the certificate will indicate where the student stands on
the basis of completed assignments and classroom participation.

The course must be evaluated by the students who will participate in it.
A questionnaire would appear to make the most sense as the method of
soliciting opinions about the program. A great deal of care must, how-
ever, be taken in the designing of the instrument so that biased re-
sponses would be minimized. A separate comment sheet should also be
included with the evaluation so that members could describe their per-
ceptions of the course in their own words.

It is recommended that the course coordinator meet with individual
course participants for an informal discussion and interview at least
once during the training period. Not only will the course coordinator get
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feedback about the course, but he will be able to assess the students’
progress and capabilities as well.

Finally, students do not have to attend all classes if they feel that certain
topics are not of importance to them. However, everyone must register
for the program in the first week.

JUSTIFICATION OF THE TRAINING PROGRAM

The information gathered from responses of participants in the Centre
for Continuing Education’s Institute on Volunteers and through personal
interviews with volunteers indicates that certain needs must be fulfilled
by the proposed training program. Chief among these topics for study
are: human relations skills, actual training methods, recruitment and
selection techniques, writing and presentation of briefs, budgeting and
record keeping, and problem sessions. (Refer to Tables 1 and 2.)

The training program that has been designed, attempts to provide the
present or potential volunteer coordinator with the basic skills to enable
him to function effectively in his position. Initially, the recruitment pro-
cess is examined with emphasis being placed on the definition and pre-
sentation of a job description?, as well as certain recruiting methods. The
following week continues to pursue this topic with a discussion of inter-
viewing as the evening’s main topic. A simulated interview situation has
been included to confront the students with an experience much like that
which occurs in real life. Inasmuch as a great deal of a volunteer
coordinator’s time is spent in recruiting, interviewing and placing a vol-
unteer, the two weeks allocated to this subject are necessary.

After the volunteer has been recruited and interviewed, the coordinator
will become responsible for the orientation of the individual within the
agency and the job. Week 4, then, attempts to show the student how to
place the individual in the job, as well as indicating specific problems
that may be encountered. The need to continually review and to be pre-
pared to re-assign the volunteer to an alternate position is also stressed.

Every volunteer coordinator will either supervise or actually participate
in the training of volunteers. Actual training techniques are, therefore,
examined in the two class weeks following the orientation topic. In par-
ticular, assessment of training needs as a way of planning actual train-
ing methods is emphasized. A discussion of the various techniques, their
advantages and disadvantages, and timing is then initiated. Week 6 con-
centrates on one particular training method—role-playing—and allows
students to actually experience its use. Under the supervision of a skilled
human relations trainer, the students will be encouraged to participate
in the episode and to describe their reactions to their involvement and
the role-play.

'While investigating the Volunteer Bureau and agencies the researchers found that

job descriptions did not in fact exist for a great number of volunteer coor-
dinators and staff personnel.



Week
Number Topic

1. Registration

2. Recruiting
Process

3. Interviewing

4. Orientation

5. Actual Training
Methods

TABLE 3
The Training Program

Subject Matter

Introduction and overview of the course

Objectives, manpower requirements, job de-
scriptions, how and where to recruit

Techniques, what the interview should accom-
plish; video tape of simulated interview; inter-
view role play with use of video tape feed-
back; discussion of selection and placement

Methods of orientation, problems encountered
with new volunteers, reviewing and re-
assigning the volunteer

How to assess training needs, an overview
and discussion of advantages and disadvan-
tages of the use of various training methods

Handout

Binder to hold al!
distributed materials
and orientation to
course handout

Two or three pages
on major topic. with
a “how 1o~ ap-
proach

A paper on the do's
and don'ts of the in-
terview

Exptanation of
basic aims and
methods of orienta-
tion

Outline and descrip-
tion of each method
with advantages
and disadvantages

Assignment

Read material for
next session

Each class member
will be expected to
write up a job de-
scription

From experience,
each member will
relate faults and
biases inherent in
interviewing

Develop a training
program for the
volunteers in your
own agency

Concentrated re-
search on one
method

Resource Person

Program Coor-
dinator

Person skilled in
recruiting at the
professional or vol-
unteer leve! with
ability to relate
theory with practical
examples

Speciatist on inter-
viewing procedures
and use of video
tape feedback

An individual who is
involved in orienting
and directing new
volunteers

Training director or
supervisor; teacher
or professor



6. Human
Relations |

7. Motivation

8. Writing and
Presentation
of Briefs

9. Public Relations

10. Bookkeeping and
Managerial Skills

11. Human
Relations |l

12. Final Session

Role playing episode developed from a case
related to voluntaryism; use of video tape
feedback: tie in what this technique offers
vis-a-vis communications within the organiza-
tion and between people

Basic motivational theory and how it relates to
the volunteer. the problems of maintaining
motivation without money as an incentive; the
need for recognition

Review of assignment; a "how to™ approach to
writing briefs; the need for salesmanship; ef-
fective listening

How to use the media; how to prepare press
releases; relations with the Board

Basic budgeting: keeping personnel and finan-
cial records; office supervision; delegation

Communication, leadership. conflict and coop-
eration

Evaluation. questions and discussion. social
evening

Two or three pages
on role playing;
use, advantages
and disadvantages

Two or three pages
on motivationa!
theory related to
voluntaryism

Notes on briefs

A “how to” ap-
proach to contact-
ing and using the
media

Overview of budget-
ing techniques, and
two pages on man-
agerial skill and be-
havior in offices

Recommended
reading list

Certificates of com-
pletion

Each participant will
be expected to
submit their per-
sonal feelings about
the role play, what
they learned and
how it can be ap-
plied to their or-
ganization

Rewrite a poorly
presented brief for
oral class presenta-
tion

Prepare two press
releases concerning
their agencies cur-
rent activities

No assignment

Students are given
a fixed amount of
funds to budget and
plan

Read in the area

Work effectively

Skilled human rela-
tions trainer

College professor

Teacher of busi-
ness English

Pubilic relations of-
ficer or news rep-
resentative

An experienced of-
fice manager with a
background in
management infor-
mation systems

College professor

Program coor-
dinator



Up to this point in the program, the recruitment and selection techniques
and the actual training techniques have been examined. The emphasis
in following weeks will centre on human relations skills and a practical
“how to”” approach to presentation and writing of briefs, public relations,
and managerial skills.

Every organization that exists through human interaction rests on its
ability to motivate individuals to pursue the objectives and plans of the
organization. The topic of motivation and, in particular, the way motiva-
tion and the volunteer must be approached is important. Week 7 ex-
amines some motivational theories and techniques as they relate to the
volunteer’s environment.

Weeks 8 and 9 have been planned around the objective of providing the
volunteer coordinator with the skill to communicate effectively with
other agencies, the Board of Directors of the agency, and the community.
The writing and presentation of briefs is followed by a night on public
relations. The way the media can be used to the agency’s advantage is
discussed, as is the correct form of presenting press or news releases.
Inasmuch as the volunteer movement depends on good relations with
the community, the need for effective communication techniques can-
not be underestimated.

Each agency must also learn to operate within a specified budget allotted
to it. The volunteer coordinator must function as an accountant and
financier in spreading out the allotted funds over the agency’s fiscal
year. The ability to maintain proper books, to plan and estimate expendi-
tures and other operating costs is also important. Also, the coordinator
must know certain operating skills and be able to control the office staff
of the agency. With respect to this latter requirement, delegation of re-
sponsibility and approaches to discipline are skills that should be ac-
quired, if the coordinator is to be effective.

The final training week, Week 11, attempts to re-focus the student’s
attention on the human relations environment which encompasses the
volunteer organization. The volunteer agency relies, for its existence, on
people; people who are willing to donate their time and resources to
helping others. The importance of human relations skills must be re-
emphasized to the students as a way of sensitizing them to their
organization’s needs, aspirations and complexities.

CONCLUSION

A training program has been developed which is based upon the actual
perceived needs of administrators of volunteer programs. For the most
part individuals now filling these positions have moved from the
professions—social work, nursing, teaching—to an administrative role.
This program will provide them with the necessary “how to” skills in a
minimum of time, and with a minimum cost. Hopefully, with better
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educated coordinators, the quality of volunteer programs will increase
and the volunteer will be more effectively used and receive the satisfac-
tion from his/her volunteer work that is expected.
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