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are than ever,

volunteers are being

SEEf: 45 A way Lo
provide maximum service o
clients with minimum cost 10
the agency. However, the
decision as to who will assume
the role of leading these
volunteers is one which
ultimately affects how the
volunteer program is sirecared
and managed.
. Some agencies are abie
have af jeast one full-time
salaried position of ' divector of
volunteers. '™ But in many other
instances, the sole is assigned
10 & staff member who already
has other responsibilities and
for whom the volunteer
program is something
to his or her “‘regular’ job,

It is these **pani-time’"

directons.of volunteers who
often become overwhelimed by
the. amount of work involved in-
coondinmting a successful
volunteer program. Voluntesr:
management is 2 multi-faceted,
Ume-Consuming, joby, and
clements: be done-—rezardless
of the amount of time available
o Jo them. The part-time.
director of volunteers must find”

- . a-way to reconcile the demands

of the job with his or her

" averall work schedule and other

responsibilitics.

Ome offective way 10 cope
with this dilemma is to form a
team.of peopie who will share
the ieadership-roie with vou—a
eam of volunteers. Afeer ali, if
yOu enjoy managing voluntesrs,

“winy niot share this chailenging

responsibifity and get necessary-
heip at the same time?

Recrait some **2dminiswrative
volunieers'” whose assignmencs
are completely focused on
aspects of volunteer program
management. Having .
volunieers assist you directly in
this way has two additional
benefits: it demanstrates to the
rest of staff that you. o, are
willing to utilize volunteers in
substantial ways; and it offers
meaningful assignments to
those volunteers preferring -
administrative rather than
direct-service roles,

Do not confuse

. admivistrative volumeers with

clerical workers. Adminisgative
volunteers are actually
**asgistant directors of
voluateers,”’ carmrying. major
responsibility for key aspects of
program coordinstion.

Select administradve
volunieers on the tasis of their
special skiils and 25 a
complement to your own

_strengths and weaknesses.—

Trained administrative
volunteers should e abie to
substitate for you i your
absence, keowing enough about
the averail operation of the
program 1o act for you. They

can aisc atend meetings on
your behalf, Yes, it takes timo:
to wain & volunteer to be such

an assistant, but the fong-term-

pay-off is weil worth the effort.
Consider the following task
areas that could be delegated to
20 administrative voluntzer,
Each area could be a
seif-contained voluateer

assignment, of ona
administrative volunweer couid

handle several tasks, depending.

on bis or her weekly scheduie
-with your. (As you read these
suggestions, think abour the
kinds of skills and interests a
voluntzer would need to have
to handle ezch arev—you'll
find thet your cadre of
administrative assistants will be
a very diverse group of
people.)

® Oriemiarion: designing a
program; scheduling sessions as
needed; lining up necessary
speakers; inviung new
volunteers to attend; chairing .
sessions: conducting facility
tours; assembling handout -
material; following up with
those who do aot come;
conducting speciat, adapted
orienintion sessions for groups
or individuais. o

& [r-service training or other
volunteer group meetrings:
identifying meeded or desired
topics/speakers; scheduling
training dates: inviting.

. speakers, publicizing sessions,

coordinsting refreshments,
FOVIN ATANZEINents, =tc.;
chairing sessions; svaluating
training. .

& Research: conducting
intengive smudies on supjects
requested by you and/or the
agrncy; reviewiny reference
bocks and journals (this
inciudes keeping vou informed
on voluntarism resources);
conducting wntten and oral
surveys; contacting outside:
sources of information; writing
for resource materials and

- keeping wack of responses:.

writing reports and analyzing
data. You might even find an
adminisrstive voiunteer wha
wants to develop and run an-
agency library.

& Resource finding:
“*scrounging’’ materials and
itemns needad by either the
voluiteer program as a whole
of by specific direct-service
volunteers; identifying
necessary items and potentizl
donors: publicizing donation
needs; contacting domors or
resources; keeping records of
all contacts and resuits;
thankipg resources utilized and
giving tem public cedit;
letting volunteers and salaried
staff know. of items avaiiable.

® Newsletter: acting as
editor for a regularly-published
volunteer newsletter or other
in-house forms of written
communication; soliciting
articies: interviewing key

peopie; gathering
announcement data; ‘
maintriping distribution list;
suparvising typing and lsyout:
selecting art work and. making
design decisions.

® Project coordination:
supervising a cluster of
volunteers involved in a project
not directly under the
jurisdiction of a salaried staff
member. Such projects may be
experimentai or may provide an
extra service—anythiog that
would fall to you to supervise -
if you did oot have an
administrative’ volunteer.

As '‘project coordinater,™ 3

- volanieer should have the

responsibility inherent in the
title, including some recruiting
and screening of other
volunteers for the project,
training and supervising project

keeps. the project guing, widy
you providing peniodic support.

® Ligisoming: kKeeping in-
toucts with- volunteers. and
salaricd staff on a periedic,
informal basis to assur:- thet
everything is going smoothly:
providing volunteers an extra
“ear” a8 a sort of ambudsman
service; heiping volunteets. wk:
work ‘i the field” maigin s
sirong connoctioa to the
program.

® Representing vou; heng:
YOUr representalive at
comummunity gatherings such as
wours of new community
agencies, government heanngs,
conferences and convertions.
meetings with continuous
sources of volunieers (churci:
board meetings, college fieid
piscemnent program muetings),
o .

My experieace Has been that
once you have administrative
volunteets on board, you'll
wonder how you ever survived
without them. Thev can make a
gemendous difference. in how
much a voiunieer program con
sccomplisn, and relieve an
overbunisned coordinator. If 2
direstor of vownteers is o the
position of having to provide
complere leadersnip within a
fragmented timeframe and with
limited resources. all potentia
sources of heip must be
explored. From the double
perspective of time
management and program
development. recruiting
adminisrative volunteers to
share the leadership job makes
a lot of sense. »

Karherine Noves. author and
consultant, is ascistant director
of ENERGIZE. a
Philauelphin-based traiming
and publishing firm specializing
in 2otunreerism. This arficle
was taken in part from No
Excuses: The Team Approach
w Volunteer Management by
Susan 1. Ellis (director of
ENERGIZE ) and Kutherine H.
Noves. © ]98], ENERGIZE.
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ore than ever,

voluneers are being

SCen 4s a way to
provide maximum service o
clients with minimurn cost o
the agency. However, the
decision as to wino will assume.
the role of leading these
voluntesrs-is on¢ which
ultimazely affects how the
volutiteer program is structured
and managed.

Some agencies are able o
have af least one full-time
salanied position of *'director of
volunteers.'” But in many other
instances, the role is 2ssigned
1o z staff member who already
has other responsibilities and
for whom the volunteer

program is something appended

to his or her “‘regular’™ job.
It is these *'pant-time™
directors.of volunteers who
often become overwheimed by
the amount of work involved in.
coordinating a successful
volunteer program, Volunteer
management is 2 multi-faceted,
time-consuming job, and
requires that centain basic task-
clements be done—rezandless
of the amount of time available
10 Jo them. The part-time.
director of volunteers must find

- . & way o reconcile the demands

of the job with his or her
overall work schedule and other
tresponsibilities.

One offective way to cope
with this dilemma is to form a
team of people who will share
the ieadership role with you—a
ieam of volonteers, After all, if
YO enjoy menaging voiunteers,

“winy not share this challenging

responsibility and get necessary
heip at the same time?

Recruit some **administrative
volunteers'” whose assignments
are compietely focused on
aspects of volunteer program
management. Having .
volunteers assist you directly in
this way has two additional
benefits: it demonstrates 10 the
rest of swaff that you. too, are
willing to wiilize volunteers in
substannal ways: ang it offers
meaningful assignments to
those volunteers prefaming -
administrative rether than
direet-service roles.

Do ot contuse
adminisrative volunteers with
c'erical workers. Adminisoative
volunteers are actually
““assistam directors of
volunteers, ' carrying major
responsibility for key aspects of
program coordination.

Select administrasive
volunieers on the basis of their
special skills ana as a
complement to your own

_strengths and weaknesses—

Trained administragive
volunteers should oe able 1o
subsutite for you in your
absence, krowing snough about
the overail operation of the
program to act for you. They

can alsc attend meetings on
your behalf, Yes, it takes time:
to train a volunteer to be such

an assistant, but the long-term-

pay-off is weil worth the effort,

Consider the following task
areas that could be delezated to
an administraiive voluntaer.
Each area could be a
seif-contained voluateer
assignment, or one
administrative volumeer couid
hagdle several tasks, depending
on his or her weekly schadule

-with you. {As you read these

suggestions, think about the
kinds of skills und interests a
volunteer would need to have:
10 handle ezch area—you’ll
find that your cadre of
administrative assistanis will be
a very diverse group. of
people.)

© Oriemiation: designing a
standardized orientation
program; scheduling sessions as
needes; lining up necessary
speakers; INVIGNE new
volunteers to astend; chairing
sessions: conducting facifity
tours; assembling handout
material; following up with
those who do not come;
conducting special, adapted
orientation sessions [or groups
or individuals.

® [n-Service training or other
valunieer group meetings:
identifying needed or desired
topica/speakers: scheduling
training dates; inviting

. speakers. publicizing sessions.

coondinating cefreshments,
fOOm arrangements, c.;
chairing sessions; evaluating
training. -

® Research: “onducting
mtensive studies on suojects
requested by you and/or the
agTncy; reviewing reference
books and journals (this
inciudes keeping vou informed
on voluntanism resources};
conducting wnitten and oral
surveys: contacting outside
sources of information; writing
for resource materials and

. keeping track of responses;

writing repocts and anzlyzing
data. You might even find an
administrative volunteer who
wanis 1o develop and run an-
agency library.

& Resource finding:

*scrounging materials and

items needed by either the
volunteer program as a whole
or by specific direct-service
volunteers; identifying
necessary items and potentiat
donors: publicizing donation
needs; contacting donots or
resources: keeping records of
all contacts and resuits;
thanking resources utilized and
giving them public credit.
letting volunteers and salaried
statf know of items available,

® Newslerter: acting as
editor for a regularly-published
volunteer newsietter or other
in-house forms of written
comeTunication; soliciting
arncles: imerviewing key

people; gathering
announcement data;
maintdining distribution lisg:
supervising typing and layout:
seiecting ant work and. making
design decisions.

® Project coordination:
supervising a cluster of
volunteers invoived ia a project
not directly under the

Jurisdiction of a salaried staff
member. Such projects may be
experimental or may provide an
exira service—anything that
would fatl to you 10 supervise-
if you did oot have an
administrative’ volunteer.

As “‘project coordinator,'* »
volunteer should have the -
responsibility inherent in the -
title, including some recruiting
and screening of other
volunteers for the project,
training anc supervising project
worlkers, keeping records o
project progress, cte. In
essetice, the project courdinator
keeps the project going, with-
you providing pertodic supporr.

® Ligisoning: keepng in -
ouch with volunteers and
salaried staff on a periodic,
informal basis to asgups thay
everything is going smoothly;
providing votunteers an cxtra
“ear’’ as a sort of ombudsmag
service: helping volunteets whx
work “*in the field" maintain a
strong conpection to the
prograum.

® Representing vou: beng.
your representasive at
comntunity gatherings such as.
tours of new community -
agencies, government hearings,
conferences and Conventions,
meetings with conlinugus
sources of volunteers (churck
board meetings. college fekd
placement program meetings),
etc,

My expenieace has been thag-
once you have administrative
volunteers on bomrd, you'll
wonder how vou ever survived
without them. They can make &
remendous difference in how
much & voiuntesr program can

accompiisn, and relieve an
overburdened coordinator.. If a
director of vownteers is in the
position of having to provide
compicte leadersnip within a
Sfrogmented umeframe and with
timied resources, all potantal
sources of help must be
explored. From the double
perspective of time
managemen and program
deveiopment. rectuiting
adminisative volunieers 1o
share the leadership job makes
a 'ot of sense. »

Karherine Noves. author and
consullant, (s as:istans direcror
of ENERGIZE, o
Philaveiphia-based training
and publishing firm specializing
in votinteerism. This article
way taken 1t part from No
Excuses: The Team Approach
o Veiunteer Management by
Susan J. Ellis tdirector of
ENERGIZE | and Kutherine H,
Noves. © j98!. ENERGIZE.
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