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FOREWORD 

Permission to reprint a Guide for Staff Who Work with Volunteers was sought to 
supplement and reinforce the ESEA Board and Volunteer Development Committee outline. 
Based on studies which showed that a good volunteer program depends on the degree to 
which staff is prepared to work with its volunteers, it sets forth in a concise manner ways in 
which needed skills can be developed. 

The authors state that this Guide is not a panacea, but rather a problem-solving technique 
designed to forestall many of the obstacles hampering the progress of volunteer devel
opment everywhere. While a few phrases require translating into Easter Seal terms, ninety
nine and one hundredths percent of them are applicable and relevant and certainly worthy 
of consideration. 
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STATEMENT OF PURPOSE 

The purpose of this Guide For Staff Who ~rk With Volunteers is 
to describe staff proce:iure oo which to wild successful volunteer 
programs. ~ch has been written al:out the recruit:nent, orientation, 
and trainin3' of volunteers, but the essential areas of staff prepara-
tion and staff responsibility are too often overlooked or taken for 
granted. 'Ibis guide has been developed fron a distillation of experi
ence gained in operating a IIUl].titude of programs. Analysis and evaluation 
of many varied experiences smwed the need to follow a sequence of steps 
in the develqrnent of a project, whether the activity was large or sna.11, 
CCl!plicated or sinple. When one of the steps was anitted, poorly planned 
or overlooked, serious problens usually deve1oped. 

AlthoU;Jh the procedures r1::u.1111errled may appear highly specialized, 
they have been found to be flexible enou:Jh to be applied to programs 
in all types of organizations using volunteer services. As staff and 
volunteers grow aocustaned to using this systan of plarming, preparing, 
and illplementing programs, these steps can be aCC11plished in a short 
period of t:ime. The guide is intended for use and reference by all 
staff woo will have the opi:portunity of working with volunteers, to 
enhance services and to illprove the quality of life of their clients. 
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DEVELOPING A VOLUNfEER PROGRAM 

Step I - Recognition of Need 

'Ibe first s~ in develq:>irq a volunteer program is the 
recognition of an urmet need. 'Ibis need may be identified by the 
aaninistrator of the agen::y, any lllE!lliler of the staff, a client, a 
oonsuoer of the service, or any citizen wtn is interested in the 
=rlc of the agency. 

'Ibe l-ldministrator slDul.d apply certain =iteria to detennine 
whether the service 81.ggested is an appi:q>riate service for volunteers. 
'Ibe fol.l.owln:J questioos 111.lSt be anS11i&E!d in the affinnative: 

l. Does the task have geruine significance? 

2. Will it pratDte better service? 

3. Will it relieve staff of non-professional duties? 

4. Will it supplanemt the staff job but not replace it? 

5. Will it danaoo work that is awrtJE>riate for volunteers 
to perfoIIR? 

6. Will it yield staisfactian to the volunteer workers? 
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Step I I - Administrative Cormiitment 

'1he neKt vital CC([p)llellt of the volunteer program is the securing 
of a fixm cx:mnitment fran the administration at all levels. This means 
a great deal m:>re than ei~ verbal or written consent. 

1. It means that the administrator approves the selection of the 
project. 

2. It means that the adn:inistrator provides leadership to insure 
the integration of the new service into the total program of 
the agerx:y. 

3. It means that a staff person is assigned the responsibility for 
coordinating the project. This €flllloyee may be a full-time or 
part-time =dinatar. It is essential that this person have 
the qualifications for the job. 'lhese qualifications inclooe 
ability and experi.elx:e in 'WO:i:;ku.g with volunteers. '1he coordinator 
1111lSt be relieved of other staff responsibilities so that he can 
do justice to this inp:lrtant assignment. 

4. It means that the staff accept volunteers as legitiroate members 
of the team. 

5. It means the provision of the office space or "WOrk area, appropri
ate materials, and clerical assistance as indicated, It means 
too, the cx:mnitment of incidental costs, or petty cash. 

To S1.11111arize, the administrative cx:mnitment oust provide the 
status that the project will need to asstme its legitiroate place cmong 
the other functions of the agency. Camri.tments of this kind IIUlSt be 
developed and preservoo throu3h skillful coordination and open cannuni
cation. '1he value placed upon the program will be jooged by the "WOrking 
corxiitions provided. 
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Step I I I - Design for Project 

It is advisable to operate a snall pilot project to daoonstrate the 
usefulness of volunteers to meet a particular need and to serve as a m:idel 
for later expansion. Before the project is begun, a carefully toought out 
project design needs to be planned. 'Ihis design is the joint responsibility 
of the Coordinator of Voltmteers and the SUpervisor of the area of ~rk 
involved. 

l. 'lbgether they llUlSt clearly define the goals of the project. 

2. Job descriptions slDuld be written and qualifications for volunteer 
~rkers described. 'Ihl.s is a tool to establish a beginning, 
recognized as subject to change as the project progresses. 

3. ~rk areas smuld be selected and prepared. 

4. Plans for on the job training of voltmteers and for the staff 
who ~rk with volunteers need to be drawn up. It is very help
ful at this point to involve selected staff, prospective volun
teers, and when possible, clients, in the planning for the project 
designed. 

5. Criteria for evaluation of the project should be discussed at 
this point (See Step VI) 

6. A unifcmn record systan should be set up and careful! y main
tairnrl. Certain m:ininun standard data should be recorded for 
all projects. The recent Civil Service camri.ssion acceptan::e 
of volunteer experience makes careful record keeping vitally 
.iztt,ortant. The records make possible review and evaluation of 
progress and provide the basis for valid references for 
volunteers. 
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For the purpose of record-keepin;J, Volunteer Services may 
be defined as follows: 

A. Direct Service I:rxiividual Volunteers include all persons 
who have made application and have been assigned re;JUlarly 
scheduled specific tasks. 

B. Direct Service Group Volunteers include volunteers who are 
manbers of a group, such as a church circle, sorority or social 
club which has been registered and scheduled by the Volunteer 
Office. '!he same in:iividual may l'X>t atterrl each time b.lt is 
registered with the group. 

C. Special Services refer to events such as trips, outin;Js, enter
taimients or special parties. 'lhese occasional volunteers 
providin;J the Special Services are not necessarly registered 
as in:iividuals or in groups, and may or may not serve 11Dre than 
once. 

D. Donors include persons who make oontrib.ltions of cash, food, 
clothin;J or mercharoise. 

Before the plannin;J stage of the project design is caipleted, plans 
for the following elanents soould be included: 

Recruitrcent 

Orientation and trainin;J 

.Administrative supervision 

Technical and professional supervision 

F.valuation of the project, both by staff and 
volunteers. 

Recognition 

When all these elanents have been planned and agreed upon, the 
project is then ready to proceed to the operatin;J stage. 
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Step IV - Recruitment, Selection and Placement of Volunteers 

Recruitment 

Recruitment of volunteers will depero on the nature of the project. 
'lbe method slxluld be ch:>sen with care, as recruitment of too many people 
or IJIX:!Ucilified volunteers results in unpleasant public relations. 'lbe 
foll.owing possibilities may be considered: 

l. Use of news media (citywide newspapers, television, radio, 
suhlrban newspaper) 

2 • Word of m:iuth 

3. Reassignnent of volunteers already functionin::J 

4. Contact with sch:>ols, colleges, churches and other agencies. 

If ?,Jblic media are to be used, recruitment plans sl:x)uld be coordi
nated with the volunteer coordinator and then throu;Jh the administrator's 
office. Without this clearance and concurrence, confusion and embarass
ment may result. 

Selection 

F.ach volunteer should be given a personal interview with the coordi
nator of volunteers, during which time an awlication is canpleted and 
refererce given. 'lbe interview is an opportunity for gettin::J and giving 
infonnation. 

Placanent 

If placanent is agreed upon, the volunteer should be given: 

1. '!he assignnent of oours, days, and duties. 

2. Directions to the location of the ~rk site. 

3. Transportation infonnation. 

4. A schedule for orientation. 

If the volunteer is oot suited to this project, he should be 
referred to sane other agency in need of volunteers. 
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PROJECT IN OPERATION 

Step V - Implementation 

Orientation of Staff 

The staff nenbers woo will be working with volunteers sh:>uld be 
familiar with the volunteer job descriptions and the =ntext of the 
training given the volunteer. When staff assigrnents change, the 
supervisor has the responsibility to see that this infonnation is 
passed on. 

Orientation of Volunteers 

Once recruitlnent, selection, and placaient have been ccnpleted, 
orientation is the next step. Jointly prepared by the coordinator, 
the supervisor of the area and a staff representative, the program 
should incll.de: 

1. A general review of the Department of Hl.lnan Resources, the 
agency concerned, and its relationship to the total ccmnunity. 

2. An urxierstan:iin, of the responsibility and the function of the 
Division in which he will be working. 

3. An interpretation of the jobs an:i roles of volunteers, and the 
specific rules and regulations that apply. 

4. 'Ihe use and p.irpose of the required fo:cms an:i procedures. 

5. Staff nenbers sh:>uld be included in the orientation program so 
that they will kncM what instructions the volunteers have been given. 

Traiaj.n3 and Supervision 

1. Pre-placanent trainin, an:i on-the-job trainin;J are the joint 
responsibility of.the Coordinator of Volunteers and the head of the unit 
in which the volunteer will be working. 'Ihe nature of this trainin, will 
deperrl upon the type of work involved and the education level of the 
volunteer. 

2. 'Ihe type and anount of supervision will be appropriate to the 
nature of the task. Adequate supervision nuist be provided, both. to insure 
high standards of perfonnance for the agency, as well as to provide the 
volunteer with guidance and stinulation to which he is entitled. 

There are two types of supervision: 

A. 'Ihe technical and professional supervision p=vided by the 
staff worker to wh:::m the volunteer is assigned. 

B. 'Ihe administrative supervision which will be provided by the 
Coordinator of Volunteers. 
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'l'rai.nirg arrl SUpervision cont. 

An <JR)Ortunity for growth must be provided for the volunteer as 
part of the supervision ani traini.n;J process. 

Step VI - Evaluation 

An effective evaluation must include a review of the program of 
service, as well as the perfonnance of volunteers. Before the actual 
evaluation session takes place, the following sh:>uld be detel:mi.ned: 

A. '!he over-all purpose ani goals of the agency 

B. The growth ani satisfaction of the volunteer 

C. A detel:mi.nation of whether the project has maintained the 
standards of the agency 

D. Whether better service to the client has been provided 

E. Value of the project to the staff 

All evaluations sh::ruld include input fran: 

1. '!he staff supervisor of the volunteers 

2. The coordinator of volunteers 

3. '!he volunteer thanselves 

4. Reactions of clients or consumers of the services whenever 
possible 

\\••'' 
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Step VII - Recognition 

Since vohmteers work with:lut pay an:! their notivation for 
=ntinuin:, to work deperxis on their feeling of accanplislinent, 
recognition is eKtrarely inp:>rtant. There are two kin:is of recogni
tion - infonnal an:! foDnal - both of them inp:>rtant in camrunicating 
to the volunteer that his services are not being taken for granted. 

InfoDnal recognition -

As an infonnal way of recognition, the on-going, dailv 
acceptance of the volunteer as a member of the team is 110st effec
tive. This is especially productive if volunteers are included in 
the planning an:! evaluation of their activities. 

Formal reCXlgllition -

FODl\al recognition may take the fonn of service pins, chevrons, 
certificates, special citations, letters of appreciation, or other 
awards. Fonnal awards may be presented at special events such as 
ceraronies of functions, which are conducted to express appreciation 
to volunteers. Often volunteers will protest that they need no recog
nition, that the satisfaction of contrilxlting is all the catp=nsation 
they desire. li:Jwever, experience has slu.m that even the =st 
sophisticated an:! experienced volunteer need to be ranin:'led regularly 
that their efforts are both noticed an:! appreciated. (See Apperrlix 
for Award Certificate :used in the Social Rehabilitation Administration) . 

Recognition of Staff Supervisors 

Appreciation of the staff =ntr:ibution to the success of tne voJ.unteer 
service is also effective in developing and maintaining support for 
volunteer involvement. 



Sl.M,!ARY 

'Ihe backg=urd for the preparation of the procedure used in 
this Guide came fran many years of experience in seventeen divisions 
of the D.C. Human Resources Administration, involving 4,000 staff 
persons and an alnost equal number of volunteer_s. When broken down 
into canponent parts, this procedure may appear to be oarplicated 
and t:ime-col1S1.Eling. In actual practice, these steps can often be 
canpleted in a very smrt space of time, especially during an 
emergency situation. When efforts were made to smrt-cut this 
procedure and eliminate sane of the steps, the volunteer services 
failed to produce the desired results, even tix:>ugh the potential for 
better sei:vice was present. Cb the other hand, when the steps were 
conscientiously followed, the investment of time, effort and 
ccmnitment was well worth the price. The yield of better service and 
better ccmm.mity urderstanding rrore than oarpensated for the 
anount invested. 

Coinr11c.mity l3et~r' __ __ 
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