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Introduction .

Numerous methods exist to identify the competencies re-
quired of volunteer services administrators in the execution
fo their job related responsibilities. One technique is the
analysis of the theoretical constructs underlying the occupa-
tion itself {Hall & Jones, 1976). 1In order to examine the
competencies and performance requirements of the volunteer
services administrator, it is helpful to identify skills
generic to administration/management.

This literature review examines the classical components

of the manager's job. The unigue concerns and problems of
managers in nonprofit, service institutions are identified
and contrasted with classical management theory. The review
concludes with a description of the position of volunteer
-services administration. _

The competencies and performance criteria selected for
the Performance-Based Assessment for the Certification of
Administrators of Volunteer Services Programs are based in

part on this review.

The Job of the Manager

Business management literature contains many alterna-
tive dariniticens and functional cencriotions of ab-relaicd
duties. Debate surrounds not only the duties and definition
of the managerial function, but also its appropriate title.




A]fhough they are generally considered Synonymous (Drutker.
1974; Katz, 1974; Koontz & 0'Donnell, 1972; Myers, 1970),
the roles of the manager and the administrator are differ-
entially defined by McFarland (1958) and Odiorne (19?1).
Based on the earlier work of Ordway Tead, McFarland éiffer-
entiates the two titles in an hiérarchical manner. Adminis-
tration is the process of determining the aims of the orga-
nization, establishing the broad policy under which the or-

ganization is to function and providing general oversight of

~the continuing effectiveness of the organization in reaching

its objectives. Management is the process of directing and
guiding the operations of the organi;ation in the realiza-
tion of the established organizational aims. Within this
conceptual framework, administrative functions comprise the
duties of -the upper level executives and management func-
tions are the duties of middle or lower levels executives.

A less noble distinction of the jobs of the manager and

the administrator is suggested by Odiorne (1961). 1In

Odiorne's words, the practical difference between the two
is that the manager makes things happen by whatever
means are required, while the administrator follows

certain procedures mechanically. . . . whether they

produce the results desired or not. (p. 4)

The distinction is essentially one of an active vs a passive
orientation toward a position that is drawn primarily to
highlight the importance of actively working with people to

accomplish organizational aims. With the two exceptions
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nofed, these distinctions are not génera]ly found in manage-
ment literature. Because most authors do not differentiate
the roles of managers and administrators according to titles,
these two terms will be used synonymously and intercpangeab1y_
throughout this study. |

Who then, is a manager and what is a manager's job?
The definition and descriptors are almost as numerous as the
authors in the field. Based on a thorough review of manage-
ment lTiterature, Wilson (1976) succintly defines the manager

as "someone who works with and through others to accomplish

organizational goals" (p. 25). An expansion of this defini-

tion is provided by Koontz & 0'Donnell (1972)
Managing is . . . the creation and maintenance of an
internal environment in an enterprise where individ-
als, working together in groups, can perform effi-
ciently and effectively toward the attainment of
group goals. . . . Essentially, managing is the art
of doing; and management is the organized knowledge
which underlies the art. (p. 1) _

Levitt (1976) extends this definition by itemizing the vari-

ous roles of the ménager in the post-industrial society:
Management consists of the rational assessment of a
situation and the systématfc selection of goals and
purposes {what is to be done?); the systematic devel-
opment of strategies to achieve these goals; the mar-
shaling of the required resources; the rational design,

organization, direction, and control of the activities




reduired to attain the selected purposes; and, finally,

the motivating and rewarding of people to do the work.

(p. 73) |
Drucker (1974) describes the work of the manager by defining
two central management tasks. The work of the managér is
analogous to that ofrthe composer {planner and creator) and
| the conductor {organizer and director) of a symphony arches-
tra. According to Drucker (1974), the manager is responsi-.
ble for ". .o the creation of a true whole that is larger
the sum of its parts, a productive entity that turns out

more than the sum of the resources put into it . . .

(p. 398)}. The manager is also held respbnsible "to harmo-

nize in every decision and action the requirements of im-
mediate and long-range future" (Drucker, 1974, p. 399).
While the overall job of the manager is the creatipn of
an environment that will facilitate the realization of its
goals, the principal resource available to the manager is
the human resource (Koontz & 0'Donnell, 1972).- Management
is farge1y a social process involving interrelationships of
human beings and as such, management takes place through
people, and consists of people ehgaged in the process of
creating, p1anning,Adeciding, guiding, leading, directing
and supervising other people (McFarland, 1958}. Broadiy de-
fined, the management role in eliciting cooperation and group -
‘action for the efficient accomplishment of organizational
goa]g_appjies to any type of Q}ganization,-be it business,

mititary, religious, charitable or social (Koontz & 0'Donnell,



1972).

Managerial functions. The job of the manager is fur-
ther defined by Drucker (1974) and Koontz & 0'Donnell |
(1972). Each identifies five basic functions or operations
of the manager {see Tables 1 and 2) while some variations
are apparent in the delindation of the duties of the man-
ager identified by these authors, the functional categories
and their explanations indicate considerable agreement and
overlap. The functional or operational categories are con-
stant across all types_of organizations (Drucker, 1974;
Koontz & 0'Donnell, 1972}. Although it is identified as a
sebarate function, coordination is

the essence of managership, for the achievement
of harmony of individual effort toward the accomplish-
ment of group goals is the purpose of management. Each
of the managerial functions is an exercise in coordi-

nation. (Koontz & 0'Donnell, 1972, p. 50)

A piﬁota] iask, that ba]anceé a]f othef management func-
tions, coordination involves the reconciliation of differ-
ences in abproach, in timing, in effort or interest of in-
dividuals so that the work combines to achieve the group
goa1sf Coordination can not be achieved through a mandate
“to coordinate” but rather through interpersonal, horizon-
tal and-vertica] relationships of people in the organiza-
tion. The need for coordination and the reciprocal inter-
change of information is continuous and rooted in the

earliest phases of planning and policy making.




Table 1
Five Basic Operations of the Mahager

According to Peter- F. Drucker (1974)

1. Set Objectives and Goals

The manager must set the objectives and goals for the
organization (specifying what must be done to reach the ob-
jectives)-and commuhicating these objectives to the persons
who will fulfill them.

2. QOrganize

The manager must organize the work by analyzing, clas-

sifying and dividing the task and selecting persons to ac-

complish them.

o, R
.

3. Motivation and Communication

The manager is responsible for motivating and communi-
cating with the work force. It is the manager's responsi-
bility to make a team out of the persons responsible for
the various aspects of the job through the development of
cohesive working relationships. The manager has, as his
tools in this process, the ability to make "people deci-
sions" i.e., to pay, place, replace and promote people to
accomplish the task. Regular communication with subordi-
nates, supervisors and colleaques is critiba] to the devel-
opment of a working team.

4, Measurement

Yardsticks must be identified to measure the perfor-

mance of the overall organization and the contributions of




Table 1 (cont'd)

4, Measurement (cont'd)

the individuals toward the goals of organization.

5. Development

The manager is responsible for developing the persons
working in the organization and for attending to their needs
for proféssiona] development. "'Working' the human being

always means developing him" (p. 402).
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M. Scott Myers (1970) analyzes the management functions
from the perspective of identifying working condjtions that
enhance interpersonal effectiveness in the work place. He
maintains that every employee is, or should be a manager.
Defining interpersonal effectiveness as "ideal relationships
among people at work, united in the pursuit of compatible
personal and organizational goals" {p. 25), Myers (1970)
‘contends that managerial/supervisory style and the system
within which people work are the key components facilitating .
effective working conditions. Much as McFarland divided ad-
ministrative and management functions into upper level and
lower level tasks, Myers contends that traditional manage-
ment behavior creates a management (upper level), labor
(Tower level) dichotomy. Management traditionally functions
to plan, organize, lead and control while labor tradition-
ally functions to perform the task. Without input into the
creative planning phase of the work itself, labor lacks com-
mitment to the organizational aims to which their work leads.
Each worker should engage in the three managerial functions
of planning, doing and controlling, visualized as an ever-
enlarging spiral.

The plan phase includes the planning and organizing

functions of work and consists of problem solving-

goal setting and of planning the use of manpower, ma-

terials and systems. Planning is the ingredient'of

work which gives it meaning by aligning it with goals.

The do phase is the implementation of the plan, ideally
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involving the coordinated expenditure of physical and
mental effort, utilizing aptitudes and special skills.
Control includes measurement, evaluation, -and correc-
tion--the feedback process for assessing achiegements
against goals. Feedback, even to a greater exfent
than planning, gives work its meaning, and its ab-
sence is a common cause of'job dissatisfaction. The
control phase is the basis for recycling planning,
doing and controlling. (Myers, 1970, pp. 69-70;
quote divided in three paragraphs)
Through participation in goal setting activities and job en-
richment through the horizontal and vertical enlargement of
the position, each employee can acquire planning, doing and
controlling functions related to his position. Table 3 il-
lustrates -the plan-do-control cycle.

Managerial roles. Mintzberg (1975) takes exception to

the classical analysis of the manager's role of planning,
organizing, staffing, directing and controlling. He sug-
gests that the management function is considerably more com-
plex than the classical view indicates, because it is in-
tértwined with a combination of interpersonal, informational
and decisional roles. Based on a number of analyses of man-
agerial roles in all types of organizational settings
Mintzberg contends that the classical analysis of manage-
ment functions is largely folklore based more on myth than
on fact. Defining the manager "as that person in charge

of an organization or one of its subunits" (p. 54), each




Table 3
Plan, Do, Control Relationship Between a Manager
and His Subordinate According to M. Scott Myers,

Every Employee a Manager

Manager
Plan
l—>
Control l
(_—_—.‘
Subordinate Do
y. W
(e v
N

Plan -

Control

Do




manager is vested with certain formal authority over an or-
ganijzational unit. From formal authority comes status,
which leads in turn to particuiar interpersconal roles, in-
formational roles and decisional roles. It is these various
roles, or organized sets of behavior identified witﬁ the po-
sition, that lead to a description of the manager's job.

The manager's job involves three types of interpersonal
roles. Through his position as the head of an organizational
unit, the manager performs duties of a ceremonial nature

identified as the manager's figurehead role. These duties

may involve touring dignitaries, attending weddings, enter-
taining customers, or presiding over retirement dinners.
Because of his responsibi]ity for the work of other people
in the unit, the manager also assumes a leader roie. This
role invo]yes not only the hiring and training of staff,
but also motivating and encouraging staff, and reconciling
individual goals with organizational goals. In his liaison
rote the manager makes contact with his own superiors and
with‘colleagues outside of his organizational unit.

By virtue of his interpersonal contacts, both within
and outside of the organization, the manager emerges as the
“nerve center” of his organizational unit. Processing of
the information acquired through all of thé various caon-
tacts of the manager and the communication of this infor-
mation is a large part of the manager's work. Three roles
- describe the informational aspects of the manager's job.

As a monitor the manager constantly scans his environment
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for information, quéstions his subordinates and his liaison
contacts and processes unsolicited information. Sharing and
distributing much of this information comprise the manager's

disseminator role. As the spokesman for the unit, the man-

ager sends some of his information to people outside of his
organizational unit. The spokesman role may involve speeches
to important constituencies, to lobbyists or legislators, to
potential customers or keeping superiors informed of.the ac-
complishments on the unit.

Information is not an end in itself. It is one of the
vital components of the decision-making process. The man-
.ager is-the key decision-maker in his unit. With the'formal
authority vested in the management position, the manager can
commit or withhold resources governing future courses of ac-
tion. Four descriptors indicate the decisional roles of the

manager. As an entrepreneur, the manager seeks to improve

his unit and to find new products or services in keeping
with constantly changing conditions in the marketplace.
The identification and development of new projects seldom
involve single decisions. Frequently, they emerge from a
series of small decisions and actions occurring over a pe-
riod of time. A series of new projects may be in the forma-
tive stages of development at any one time.

In addition to his role as initiator of change, the

manager performs the important function of disturbance

handler responding to various disturbances. Extending

Drucker's analysis of the manager as composer and conductor
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of’a symphony, Mintzberg (1975) quotes Leonard R. Sayles

analysis of the manager in explicating the role of the dis-

turbance handler:
[The manager] is 1ike a symphony orchestra conductor,
endeavoring to maintain a melodious performance?in
which the contributions of the various instruments are
coordinated and sequenced, patterned and paced, while
the orchestra members are having various personal dif-
ficulties, stage hands are moving music stands, alter-
nating excessive heat and cold are creating audience
and instrument problems, and the sponsor of the con-
cert is insisting on irrational changes in the pro-
gram. {(p. 57) |
The third decisional role of the manager is that of

resource allocator. Not only must the manager determine

what rescurces are to be allocated within his organiza-
tional unit, but he must carefully allocate his most unique

resource, his own time, Negotiator is the fourth decisional

role of the manager. Resolving disputes, settling griev-
ances, and harmonizing approaches betweeﬁ competing projects
must be handled by the manager because of his access to
broader information and to his position of.authority.

Form his analysis of the multiple role structure of the
manager's job, Mintzberg contends that business schools
ascribing to the classical management model are not edu-
cating managers, but rather; they are training organiza-

tional specialists, management scientists and marketing
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researchers. The tdta] emphasis on cognitive learning in-
adequately prepares students for the reality of the manag-
er's world. Educational programs should concentrate much
greater effort on imparting management skills through vari-
ous experiential techniques. It is doubtful, however, that
basing an educational program on the Mintzberg model would
prove any more fruitful to the potential manager. Dividing
a student's time according to the roles recommended by
Mintzbert would provide a simple activities model for the
manager without offering the underlying knowledge base that
has probably enabled successful managers to assume the roles
described. Without an adequate cerebral map guiding the
various roles, activities become meaningless and lack focus.

Managerial skills. Focusing on the skills which the

manager must possess to be an effective administrative, Katz
(1974) recommends a three-pronged approach. He purposely
selects a skills approach in analyzing the abilities of the
effective administrator because
a skill implies an ability which can be developed, not
necessarily inborn, and which is manifested in perfor-
mance, not merely in potential. So the principal (sic)
criterion of skillfulness must be effective action un-
der varying conditions. (Katz, 1974, p. 91)
Defining the administrator as one who "(a) directs the ac-
tivities of other persons and (b) undertakes the responsi-
bility for achieving certain objectives through these ef-

forts" (p. 91), Katz suggests that technical, human and con-
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ceptual skills are essential,'in varying degree, for every
successful manager.

Technical skill involves a specialized knowledge of the

tools and techniques of a specific discipline. By implica-
tion, the effective administrator must have an understanding
of, and proficiency in the specific kind of activity in
which his organization or agency is involved., This techni-
cal skill may range from the knowledge and abilities neces-
sary to be a musician, an engineer, an accountant or a sur-
geon. Katz suggests that a high degree of technical skill
is most vital in lower or middle level administrative po-
sitions when the manager is in closest contact to the oper-
ation. Even in top level management positions with exten-
sive staff assistance, the administrator requires some
technical skills in order to ask effective questions, and
evaluate operational accomplishments.

Human skill implies "the executive's ability to work

effectively as & group member and te build cooperative ef-
fort within the team he leads" (Katz, 1974, p. 91). While
this seems simple to apply, effective human skill requires
-that a manager
(a) recognize the feelings and sentiments which he
brings to a situation;
(b} have an attitude about his own experiences which
will enable him to re-evaluate and learn from them;
(c) develop ability in understanding what others by

their actions and words (explicit or implicit) are
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(d) develop ability in successfully communicating his

ideas and attitudes to others. (Katz, 1974, p. 98)

With this understanding of self and others, the manager will
be able to create a atmosphere of approval and security in
which subordinates feel free to express themselves, and an
environment conducive to accomplishing the aims of the or-
ganization.

In a retrospective commentary accompanying the second
printing of his article, Katz (1974) further delineated the
concept of human skills to inciude both intragroup and inter-
group skills. Intragroup skills involve the manager's lead-
ership ability within his own unit, while intergroup skills
imply effective relationships among and between units in the
gorganization.

Skills in intragroup relationships are particularly im-
portant in lower and middlie level management positions,
while intergroup ski!l; become increasingly important as the
manager assumes successively higher administrative positions.
Although Katz focuses on a skills approach to management on
the basis that skills can be taught, he demurs that ".
outstanding capability in one of these roles is frequently
accompanied by mediocre performance in the other,

Having both (inter and intragroup skills) is rarely possi-

bie" (p. 101}).

The third skill of the effective administrator, con-

ceptual skill
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.« . « involves the ability to see.the enterprise as a
whole; it includes recognizing how the various func{
tions of the organization depend on one another, and
how changes in any one part affect all the others; and
it extends to visualizing the relationship of the indi-
vidual business to thé industry, the community, and the
political, social, and economic forces of the nation as

a whole. Recognizing these relationships and perceiving

the significant elements in any situation, the adminis-

trator should then be able to act in a way which ad-
vances the overall welfare of the total organization.

(Katz, 1974, p. 93)

Conceptual skill implies the ability to integrate and co-
ordinate all of the interests and activities of the organiza-
tion in meeting its immediate and Tong range objectives.

This skill is of paramount importance to the top level ad-
ministrator. While “"coaching" of subordinates by their su-
periors is considered the optimal method in inculcate this
all-important ability, Katz's retrospective commentary
acknowledges that "skill" may be a misnomer for an abi]ity
.which might more appropriately be considered “innate."

Table 4 presents a cumulative review of each of the
management approaches reviewed to this point. With the ex-
ception of Katz, each of the authors contend that their
analysis of the management process is generic across or-
ganizational lines and is equally applicable to profit,

nonprofit and voluntary enterprises. Although Katz (1974)




Table 4

Five Approaches to Management

Managerial Functions

1. Drucker:

2. Koontz & O'Donnell:
3. Myers:

Manageria1 Roles

4, Mintzberg:

Managerial Skills

5. Katz:.

Set Goals & Organize Motivate &

Objectives

Plan Organize Staff
Plan ' Do

Interpersonal:

figurehead moniter
leader disseminator
Tiaison spokesman

Human Technical

Communicate

Informational:

Measure Develop

Direct Control

Control

Decisional:
entrepreneur
disturbance handler
resource_a]loca;or

negotiator

Conceptual

0¢
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does not specifically address the issue of the transferabil-
ity of his schema neither does he specifically delimit his
findings. Attesting to the generic nature of the concepts
presented, Wilson (1976) in her widely respected bbq} on the
management of volunteer programs draws from several bf the
authors noted here, and has adapfed the Koontz & 0'Donnell
(1972) managerial task analysis to the field or volunteer
services administration as illustrated in Table §.

Managing Nonprofit, Service Institutions

The practical application of business management theory
. to service organizations may not be as analogous as sug-
gested. In an article entitle "Managing the 'Third Sector'",
Peter Drucker (1978) asserts that “the service institutions
require more and better ﬁanagement-—and they require differ-
ent management” (p. 26:4). "Different" he goes on to say be-
cause service institutions are more complex than either pri-
vate or public enterprises. Within Drucker's definition of
service institutions are libraries, museums, hospitals, uni-
versities, symphony orchestras, theatres, the thousands of'
industrial trade associations and professional organizations,
churches, civic groups, youth organizations, bowling leagues,
and the infinite number of cause groups pleading for every
conceivable {or inconceivable) social problem. Volunteers
are an integral part of all of these agencies.

The term nonprofit is frequently used to refer to these
organizations, but nonprofit refers only to a financial bal-

ance sheet, and this distinction alone may obscure the es-
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Table 5
Management Functions Translated .into the Terminology

of Volunteer Administration

GOAL
1. PLAN
OBJECTIVES
PLAN
2. ORGANIZE <{
, JOB DESIGN
| A RECRUIT
INTERVIEW
3. STAFF <
|
PLACE
: — TRAIN
4, DIRECT
. SUPERVISE
5. CONTROL < EVALUATE

Taken from Wilson, M. The Effective Management of Volunteer
Programs. Boulder, Co.: Volunteer Management Associates,
1976, p. 39.
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sence of these organizations. Indeed these organizations are
not intended to be financially profitable, but they do need
to be "profitable” to the const%tuents, clients and other
recipients of their services, as well as to the employees and
volunteers staffing these organizations (Selby, 1978;. Al-
though all the benefits may not be directly computed in dol-
lar terms, the results of the services are generally known

to the client.

In defining the 'Third Sector', Drucker (1978) distin-
guishes service institutions from public agencies, in the
sense of governmental institutions, and from the private
sector, in the sense of private business enterprises. The
latter distinction is appropriate, buf the former raises
several unique problems. ‘'Purely' public institutions are
created by.legislative mandate, financed solely by tax ap-
propriations and designed to serve a cause which enables
some governmental function. However, the growing impact of
federal funding to many 'Third Sector’ agencies tends to
blur many of the distinctions separating service institu-
tions from public ones. The special, or-as Drucker (1678)
suggests "different” management concerns of the 'Third Sector'
are the subject of this section of Chapter II.

Organizational purpose. Managing the service institu-

tions is the "central managerial challenge of a developed
society . . . and . . . its greatest managerial need"
(Drucker, 1974, p. 135). Central to any managerial task, is

a clearly defined organizational purpose enabling the cre-




24

ation of specific organizational objectives and guiding the
allocation of precious human and material resources (Drucker,
1974). When asked "What businéss are you in?" or "What are
the objectives of your organization?" many service institu-
tions experience considerable discomfort in articu]a&ing a
résponse. In some cases, the executive director may be able
to articulate a2 goal, or to produce the written vestiges of
one, but seldom is there a shared and unified understanding
of the organization's purpose throughout the ranks of the
paid and nonpaid (volunteer) staff {(Raymond & Greyser, 1978).

The issue is not that of having an intangible mission.
Most all organizations, private, .public and service alike,
are faced with largely fntangib]e miésions {(Drucker, 1974},
It is the fact that mission statements, if they exist at all
are frequently laudable social concerns so globa]_in scope
and idealistic in content, as not te focus activity in any
specific direction. Individual staff members, confronted
with such amorphous causes, tend to either ignore or forget
the mission statement entirely, or to personally redesign
the purpose to make it consistent with a'pet project, a new
fundable cause, or a professional career aspirations. In
this situation, personal goals quickly overwhelm organiza-
tional goals (Raymond & Greyser, 1978).

The author witnessed one local agency with the purpose
of “eradicating the causes of poverty" octopus its activities
in so many directions as to accomplish little other than high

staff turnover due to pointless overwork and frustration.



Equally damaging is the reverse of this situation. A small
agency with a Timited budget and few staff members with sev-
eral pages of clear and specific goals and objectives based
on a very broad mission statement. Fragmentation results
from multiple goals beyond the scope of the resourceé the
agency has to allocate. -

For the sake of survival, let alone prosperity, the
service institutions must define itself realistically in
terms of distinctiveness, versus both broad (often unreal-
istic) social aims and the purpose of other organizations
operating in the same general field. The need for clarity
of purpose and distinctiveness of objectives is especially
important when more than one agency or organization has its
banner raised in a geographic or service area already served
by other enterprises with somewhat similar purposes. The
rapid proliferation of service institutions has resulted in
a situation that private business would call "crowded pro-
duct-category."” To ascertain its niche in the marketplace,
the enterprise must define what differentiates it from other,
similar service providers (Raymond & Greyser, 1978).

Clarity and distinctiveness of purpose is only one in-
gredient of a successful mission statement. The organiza-
tion needs a mission statement that is shared. Persons
working with and for the organization should understand and
support the mission, as well as the constituency receiving
the service (Raymond & Greyser, 1978). Broad public knowl-

edge of an agencies mission is not without its problems. A
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clearly understood Snd broadly known agency purpose may
alienate membérs of the community who may withdraw needed
financial and volunteer support from the agency (Se]ﬁy,
1978). However, Drucker (1974) maintains that risk is the
essence of decision making and decision making is what the
manager is paid to do:
. . . the service institution manager can do unpopular
and highly controversial things only if he himself
faces up to the risk-taking decision as to what the
business of his institution is, will be, and should
be. (p. 148)

Performance measures and the budget. It is only with a

clear and shared definition of purpose, that performance, or
results can be measured. Herein lies one of the major dif-
ferences between the sectors. Herlinger {(1977) captures a
portion of the performance dilemma: "“since output is gen-
erally nonsold, it is impossible to measure it in financial
terms by assigning a market value" (p. 86). Because most
service institutions do not produce incomes (either entirely,
or in sufficient quantity to sustain their operations) they
are dependent upon budget allocations to maintain their ex-
istence. This means that the consumer of the service, or
the taxpayer does not pay the agency for results or services
performed. Drucker (1974) discusses the implications of
this form of financing.

Being paid out of a budget allocation changes what is

meant by performance, or results. Results in the bud-
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get-based institution meén @ larger budget. Perfor-

mance is the ability to maintain or to increase one's

budget. Results, as the term is commonly understood;
that is, contributions to the market or achievement to-
ward goal and objectives, are, in effect, secondary.

The first test of a budget-based institution and the

first requirement for its survival is to obtain the

budget. And the budget is not, by definition, related

to contribution but to good intentions. (p. 142)
Dependency on a budget allocation militates against setting
priorities and concentrating resources on servicé goals and
chjectives. The primary objective is the budget, and any-
thing which sustains the allocation. But without the con-
centration of resources on a small number of objectives,
nothing is ever accomp1ishéd (Drucker, 1974).

Measuring institutional performance on a budget allo-
cation system results in several complex situations. More
efficient service, when it results may mean a reduction in
required budget allocation, meets with little encouragement.
A smaller budget or a reduction in staff size, is not con- .
" sidered performance (Drucker, 1974). Volunteer assistance,
if it promotes the same result is meant by understandable
agency resistence. Ever threatened by a reduction in budget,
service institutions have a tendency to cling to yesterday
and sustain all services that were ever offered in order to
justify and maintain their budget. Frequently, agencies’

best professional talent is devoted to defending and main-
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taining traditional services in sﬁite of their utility
(Drucker, 1974).

Planning for abandonment--the wil]ingﬁess “to accept
that success always means organﬁzing for abandoning what has
been achieved” (Drucker, 1978, p. 26:4)--Eepresents a radi-
cal deviation from acceptable service practice. It is pre-
cisely because results in ser#ice institutions are not easy
to measure, that Drucker suggests the need for organized
abandonment exists. The manager must constantly be asking
“Is this the best possible way to deliver services?" or
“Knowing what we now know, would we have entered into this
service if we were not already thefe?" Growth requires
change and constantly seeking improved methods to reach ob-
jectives (Drucker, 1978)l

The nature of the serQice product and the client market
warrants attention. Service institutions often provide
“need-oriented" products rather than "want-oriented" pro-
ducts (Drucker, 1973; Selby, 1978). A need-oriented pro-
duct, such as medical! care, lTeads to a degree aof dependency
on the part of the client. Although there may be a choice
‘of service deliverers to choose among, the consumer market
is generally much larger than the number of agencies pro-
viding the service. (The "crowded product category" of ser-
vice institutions is generally constricted to the want-ori-
ented service products such as cultural entertainmént and
recreational services.) Consumer dependency effectively

constrains the client from feeding back information to the
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provider that would contribute to the redesign or improved
delivery of the service. When the beneficiary is robbed of
meaningful choice, the service_institution~1s endowed with
monopoly powers.,

The origins of the budget allocation éxcerbate thé di-
lemma confronting the consumer for some need-oriented ser-
vices. In the case of public schools, the dissatisfied con-
sumer does not even have the power to withhold payment for
unsatisfactory services. The police power of the state ex-
tracts the financial tax contribution that creates the bud-
get allocation (Drucker, 1974).

' Systems that would open the se}vice institutions to the
market test of satisfying the consumer have been devised,
but have never departed from the realm of textbook rhetoric.
Redeemable vouchers given directly to the cbnSUmer, rather
than funding the service provider, are one such option
{Herzlinger, 1977}. The;, citizen tax revolt, typified by
the Proposition 13 movement in California, illustrates the
consumers' dissatisfaction with their-current, .seemingly
powerless position to influence service institutions. But
‘whether this budget reduction -will result in greater ac-
countability and more efficient service remains to be seen.
Without changes in performance measures, it may conceivably
result in more intense competition for budget allocations.

The samé budget allocation system directly ef%ects man-
agerial motivation. |

Like a business, a public organization is expected to
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serve society. " But without a market to detérmine ef-
_fectivenéss, the process of measuring becomes diffuse
and complex. Moreover, if the executives of an effec-
tive public organization distribute the surplus re-
sources they control (that is the excess revenues over
expenditures) among the executives whose skills pro-
duce the surplus, the officials are put in jail when
apprehended. (Bower, 1977, p. 132)
Hence, corporate efficiency and effectiveness, as measured
by the profit margin, is not only tangible and observable,
but it also difect]y benefits management and stockholders.
In the service sector, the "profits" if measured by effi-
cient and effective service, go to the receiver of the ser-
vice, with only altruistic and ideological “profits" accru-
ing to the managers and service providers. It is onily as
these "profits" lead to organijzational survival and there-
fofe to job retention and security that any "tangible" re-
ward accrues to the service organization manager. If the
manager desires a 1ar§er budget in future years, or for that
matter one that stays even with inflation, it is the man-
ager's job to demonstrate future need by spending his full
current allocation (Selby, 1978). Consequently managerial
behavior that might be termed fisba]ly irresponsible in the
private sector becomes characteristic, if not Valued in the
Third Sector.
Little reinforcement accompanies the attributes of

quantitative prowess or managerial shrewdness, while those
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ﬁualities may be valued and rewarded in the private sector,
they are of secondary concern to the service sector. Top
management in the latter sector is praised for behaviors |
seen as caring, innovative, creative, scholarly, compassion-
ate and sensitive. The valued qualities of effective man-
agement are regarded differently by the two sectors
(Herzlinger, 1977).

Multiple constituencies, diffused accountability. Be-

cause direct financial reward for exceptional agency perfor-
mance is not available to top management in the service sec-
tor, a work incentive focusing on self-satisfaction develops,
often to the detriment of teamwork. Further undermining the
teamwork concept is a diffused structure of accountability,
and conflicting agency governance regulations and controls.
In a corporation, the board of directors appoints the chief
officers and invest in them authority and responsibility to
achieve organizational aims. Direct lines of accountability
are Tess clear in the service sector. Who the "owners" are
and to whom either the top management or the bqard of direc-
tors should be held accountable is ambiguous.

When the budget is_a]locqted from general income tax
revenue, practically everybody could be considered the
“owners” of the service institution (Drucker, 1974). With
such a broadly shared power base, the agency executive is
forced to respond to the initiatives and actions of diverse
power groups in order to placate all constituencies (Lynn &

Seidle, 1977). Accentuating the impact of this issue has
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been the gradual sociological change reaching its péak in
the late 1960's. Society developed a broader respect and
tolerance for the minority viewpoint; "power to the people”
became the modus operandi (Selby, 1978).

That every action produces a reaction, was equally true
as the power base shifted to the "people." Corporations and
foundations came to question their support of "liberal"
causes that denigrated the capitalist system creating the
profits sustaining or enhancing many service institutions.

The Harvard Business Review entertained the editorial com-

ments of Mallott (1978) and Cabot (1978) debating the effi-
cacy of corporate contributions to institutions of higher
education where certain students and faculty members vocally
rejected business values.

As consumer groups and other external influencers have
grown more vocal in demanding services delivered to their |
specifications, the acencies and some funding sources have
been forced to bow to their demands. Other funding sources
have chosen to redirect their efforts creating a financial
vacuum filled by federal funds. Federal funding has also
increased because the sheer volume of dollars needed by ser-
vice institutions exceeds the capability of private re-
sources.

At least two consequences result from federally fi-
nancing service agencies. Staff devote increasing 1afge
segments of professional time to proposal writing, report

. completion and related functions such as committee meetings.
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Less time is available for difect client contact. Volun-
teers may be available to extend the outreach of over-bur-
dened staff to clients, but this option is'greeted with
mixed accord. Volunteers require supervision and training
further depleting precious professional time. And if the
volunteer works directly with the client, they rob the staff
person of his/her contact with the client, the source of pro-
fessional satisfaction. Staff members generally find less
and less time for volunteers and volunteers find Tess inter-
est in the agency. The agency needs more funds to compen-
sate for depleted human resources, so staff write more pro-
posals and the cycle continues to épira1 (Selby, 1978).
Federal funding guidelines have an impact on the ser-
vice institution. Not oﬁ]y does it take time to seek and
acquire federal funds, butlthey bring mixed btessings. In
responding to legistative and public demands for account-
ability to justify massive expenditures, unrealistic and
ill-concetved performance measures are often attached to the
federal dollar. 1In order to satisfy the requirements of the
funding sources, agencies are forced to direct their atten-
“tion away from the real - social problems they strive to re-
solve and focus their service on recipients who are likely
to produce the required results (probably even without
agency assistance) accountability demands (Herzlinger, 1977).
Service institutions are also forced into operatinﬁ within
the tight time constraints enacted by a ever changing Tegis-

lative system governed by the ultimate boss of the election
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schedule. Not only must resuTts be produced within the time
frame of the legislation governing the federal funding '
source, but the next congressional body is 1ike1y to change
the entire focus of a funding stream at the point when the
agency has just cultivated the appropriate consumer constit-
uency. It has been said that the private sector is governed
by "the art of imbalance"; the choice to apply massive re-
sources to a few carefully chosen objectives. The third sec-
tor, particularly recipients of public funds, is governed by
"the art of the imperfect"; the application of limited and
shared resources to global and rapidly changing objectives
(Bower, 1977).

Multiple management hierarchies. Confused and diffused

accountability results from the numerous constituencies
“owning" the service institutions and from the multiple
sources allocating financial resources to them. Confounding
the situation further is the multiple, parallel and inter-
acting management hierarchizs (Raymond & Greyser, 1978;
Selby, 1978).

Many service institutions provide professional services
‘that can only be delivered by_profeséiona] staff. One need
only examine hospitals to gather the implications of the
situation. Physicians and certain other health proféssion~
als are the only persons authorized to provide medical
treatment. As a rule, physicians have their own management

hierarchy reporting directly to the board of trustees and

not to the top hospital administrator (Selby, 1978). The
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authority of ;he board of trustees is limited in its juris-
diction over physicians by the state licensing board and
standards established by the professional association, the
American Medical Association (Rehnborg, 1979). Volunteer
auxiliaries repeat this process often circumventing the di-
rector of volunteer services (who they may even hire) re-
porting directly to the top administrator or a committee of
the board. This same situation occurs in universities, in
museums with curators and managers of equal status, and in
the performing arts with artistic directors and administra-
~tors, to name just a few (Raymond & Greyer, 1978).

With multiple and interacting management networks, each
sharing in the responsibility for the delivery of service,
accountability is very difficult to clarify let alone can
feedback be guaranteed about the quality and nature of the
service. With individual and specialized management hier-.
archies reporting to the board of directors, the board of
directors, rather than top manager appointed by the boardy,
assumes responsibility for coordinating and rationalizing
professional and administrative issues (Selby, 1978). Yet
it has only been in recent years that boards of directors
have come to realize the extent of the administrative re-
sponsibilities that accompany their legal and fiscal re-
sponsibilities. The traditional board of directors of the
past, stereotyped as 'encrusted bastions of the elite' are
only now giving way to concerned, committed volunteers dedi-

cated to the awesome management task they face (Raymond &
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Greéyser, 1978).

The issue of authority. Challenged, and in some cases

even undermined, by competing, bara11el managerial hierar-
chies, the top administrator is faced with a management job
nearly devoid of meaningful authority. 1If one subsc;ibes
to classical business management theory, one recognizes the
dilemma this poses:
Authority is the key to the management job. It is the
right inherent in a position to utilize discretion in
such a way that enterprise or department objectives are
set and achieved. (Koontz & 0'Donnell, 1972, p. 56)
Koontz & 0'Donnell (1972) go on to say:

. . The authority.vested in a hanageria] position is
the right to use discretion, the right to create aﬁd
maintain an environment for the performance of indi-
viduéls‘workihé togetHer in gkdups. S Authority is
the basis for responsibility and is the binding force
in organization. . . . The essence of responsibility is
'obligation--the obligation to one's superior to pefform
assigned duties. . . . managers have authority delegated
to them, responsibility exacted from them, and duties
assigned to them, all as pertain to their position.

(p. 57) |

The source of managerial authority is variably attrib-
uted to three different theories. The Formal Authority The-
ory ascribes the source of authority to the institution of

private property and the complex web of rights, laws and



traditions vesting in a pefson power over material resources.
Theoretically, the Formal Authority Theory transcends all
form of institutions, business; social or governmental. Each
possesses certain private properties. Ultimately the origin
of authority is traceable to basic elements of huma; group
behavior that vests power in property. As basic elements of
human group behavior change, so too does the social institu-
tion of authority change {(Koontz & 0'Donnell, 1972). Based
on the prevjous discussion of the complex constituency is-
sues faced by service institutions, the basic truth of this
theory is grossly overshadowed by the complexity of social
change. Private property rights may vest certain amounts

of authority in the manager in a business setting; human
group behavior and group rights seems to have divested the
service sector manager of authority.

The second tﬁedry, thé'Acceptahée Theory holds that the
real source of managerial authority lies with the subordi-
nates who may accept or reject the power the manager holds
6ver'them. Central to this theory is the assentrof the in-
‘dividual to have the superior establish authority over him.
The position holds

That a subordinate will ‘'accept' the authority of a

command if he understands it, if he bélieves it con-

sistent with organization purpose and compatible with
his own interests, and if he is mentally and physically

able to comply with it. (Koontz & 0'Donnell, 1972, p.

59)
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Within the employment content, fhe most important ad-
vantages of accepting authority, and disadvantage of re-
jecting authority, arise from the maﬁager's power to grant
or withhold financial rewards or to dismiss the subordinate.
Acceptance can hardly be considered genuine where the sub-
ordinate's alternative is to quit his job or be fired. Eco-
nomic necessity dictates the "acéeptance" of certain man-
agerial commands. If acceptance were truly the genuine
source of authority, the manager would be in a position of
not knowing from one commahd to another if he would be
obeyed and until he was obeyed, he would have no authority
to command.

Perhaps then, the acceptance theory is actuatly dis-
cussing the caonditions of leadership rather than authority.
Within the volunteer content, the acceptance theory may par-
tially sugéest the basis of managerial authority over a wotk-
force where

(1) no one ever needs to take these jobs; (2) no one

-is ever forced to stay with a job; (3) the time that

one gives to these jobs is defined by the person them-

selves; (4) there is no paycheck. (Stringer, 1979,

p. 10) |
Leadership skills, more than formal managerial authority may
be a2 crucial ingredient in harnessing and directing volun-
teers. The choice component for a volunteer workforce is
radically different from the economic necessity of the em-

ployee. Leadership skills may also be the key ingredient in
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coordinating groups of professionals with independent and
parallel management hierarchies. Devoid of formal author-
ity, the service institution m&nager must build concensus
with those whom he must work to accomplish the servi;e de-
livery aims of the organization. r

The Competence Theory offers the third explanation of
the origins of managerial authority (Koontz & 0'Donnell,
1972). With a closer affinity to the acceptance theory,
rather than the formal authority theory, this belief holds
that authority derives from personal qualities or technical
competence. Through sheer strength of personality and some
specific professional competence, the manager is able to ex-
ert influence on subordinates by offéring sound advice or
furnishing answers.

Managers versus leaders. If managerial authority in

the service sector derives largely from personal qualities’
of leadership, a significant dilemma is posed to the tradi-
tion interpretations of the manager's role. The motivations,
personal histories, actions and thoughts of managers are
qualitatively very different from those éharacteristics of
leaders {Zaleznik, 1977).

Persons described as "leaders® rely on power to influ-
ence the thoughts and actions of other people. They often
accept high risk positions and tend to prefer intense, emo-
tional relationship with a few significant friends. A
leader seldom takes thihgs for granted and is continuously

struggling for a sense of order. Leaders tend to feel sepa-
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rate from most other pe0p1e} While they may wofk in an or-
ganijzation, ihey never reatly "belong" to it. Their sense
of who they are does not depend on membership, work roles or
other indicators of social identity. Williams James*® concept
of being "twice born" applies to the leader; their sense of
self derives from intense self understanding and introspec-
tion usually resulting from some personal crisis situation
they have had to resolve. While there is no known way to
train leaders, their development is enhanced through a close
mentor type of relationship (Zeleznik, 1977).

The manager, on the other hand, is characterized
as a problem-solver and a harmonizer of conflict situa-
tions. Managers identify with the institution they are
a member of and their sense of mission in 1ife and gen-
eral well being is derived from this affiliation. Man-
agers prefer to work with people, avoiding solitary activ-
ity because it makes them anxious. Managers avoide intense
emotional relationships, in favor of reconciling differences,
seeking compromise and establishing new balances of power.
Managers see themselves as conservators and regulators of
an existing order of agency affairs with which they per-
sonally identify and from which they gain rewards. Their
sense of authority derives from their position within the
organization and the resources they may allocate in ac-
complishing the goals of the organization. Not only are
managers and leaders different from one another, but

the type of environment conducive to the
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development and supbort of the one, if often antithical to
the other (Zé]eznik, 1977).

Where then does this management/leadership/authority
dilemma leave the "manager" of service institutions? He is
given the title of manager, but robbed of meaningful author-
ity. He is placed in command of an institution of profes-
sionals reporting to other professionals. He is asked to
harness volunteer resources without controls to guarantee
their compliance. He is told to accomplish certain orga-
nizational aims, but demanded to satisfy numerous and com-
peting demands from multiple diverse constituencies. He
must efficiently and effectively administer a budget, but
the rewards of this effective performance accrues to the
consumer. He is forced to rely on skills of leadership in
winning compliance, or at least placating dissidents, but
may lack leadership skills which cannot be “taught." He
must rely on a board of directors to harmonize agency func-
tions, but bouards meet infrequently and often lack the tine,
Vability or understand{ng necessary to address the complex
task they face. And finally, his most tangible measure of
performance is the size of his budget as service delivery
measures are more difficult to idgntify, quantity and evalu-
ate.

Managers of Volunteer Service Program

According to the Standards and Guidelines for the. Field

of Volunteerism (Jacobson, 1978) the manager of a volunteer

services program, is defined as the "person responsible for
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developing and implementing [the] volunteer program of a
given agency/organization, and managing volunteers" (p. 32).
This person typically works in a service organization, al-
though there are notable exceptions to this role. The Exxon
Corporation hires a full time director for its Voluntary In-
volvement Program (VIP) to facilitate the volunteer activity
of its gmp]oyees in community service projects ("An Invita-
tion to Action," 1974; Hoey, 1973). The growing numbers of
volunteer administrators in private corporations in New York
City has given rise to a local professional association to
address the heeds of this unique group, the Corporate Volun~
teer Coordinators Council.. While this exception is notable
and suggests a future trend in volunteer services adminis-
tration, the group remains comparatively small and nonrepre-

sentative of the general population,

Goals, performance measures and motivation. Operating
within service institutions, volunteer services program ad-
ministrators generally encounter many of the same organiza-
tional problems discussed throughout this section. The lack
of a clear, generally shared organizational purpose directly
effects the operatjon of a volunteer services program.
Stenzel and Feeney (1976) indicated that volunteers differ
frdm paid staff persons in that their service involvement in
an organization is often directly related to the goal of the
agency. Lacking a clearly defined organizational goal -volun-
teer involvement may be difficult to achieve, or may occur

for personal reasons not entirely consistent with the orga-
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nizations purpose. Careful program planning based upon a
clearly defined goal and measurable objectives is the sub-
ject of a considerable volume of literature in the field
(ACTION, 1974; Sorum, 1977; Wesby, 1978; Wilson, 1976).
Not only must the program identify its directions, but the
volunteer effort needs to fit into the overall organiza-
tional content to be meaningful {Wesby, 1978).

The logical extension of performance measures based on
organizational and program goals are of particular signifi-
cance to the volunteer administrator. As disﬁussed. a bud-
get-based system militates against setting priorities and
focuses primarily on the maintenance and growth of enabling
funding (Dfucker, 1974). This system indirectly rewards
staff in that jobs are maintained (Selby, 1978), but offers
no reinforcement whatsoever to the direct service volunteer
and only minimal reinforcement to the policy making and/or -
board member volunteer.

Mechanism must be found to motivate and sustain the in-
terest and commitment of volunteers. This is a key function
of the volunteer services program administrator (Abrahamson,
1954; Blumberg & Arsenian, 1960; Gidron, 1978; Hardy, 1978;
Jacobson, 1978; Karelitz, 1977; Kelly, 1978; Knowles, 1971;
Loeser, 1979; McAlea, 1978; Naylor, 1973, 1976; Nehnevajsa &
Karelitz, 1976; Schindler-Rainman & Lippitt, 1975; Stockman,
1977; Wilson, 1976). The motivational theories of Maslow,
Herzberg, Atkinson, McClelland, Lewin and other psycholo-

gists, industrial psychologists, anq management experts,
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have been applied to the fie]d (Schindler-Rainman & Lippitt,
1975; Wilson, 1976). Augmenting these approaches, Kotler's
(1975) marketing techniques based on an exéhange of values
methodology, have been tried and recommended as a way to en-
hance the appeal of volunteer service opportunities (Barbeito
& Hoel, 1977; Sparks & George, 1979). Career exploration and
skills development through volunteer activity has gained con-
siderable momentum as a motivational technique in the wake of
the women's movement {CNO, 1977; Lobb, 1976; Loeser, 1974,
1979). Without direct mondtary rewards or readily measur-
able performance standards to evaluate volunteer contribu-
tions, the ongoing task of sustain{ng a volunteer's interestL
is a central concern to the administrator.

Internal and community relations. The need to recruit,

retain and recognize vo]unfeer activity confributes to the
major public relations responsibility of the administrator.
Speeches to public service groups, feature stories in news-
papers, public service spot announcements, and promotional
brochures are just a few of the techniques employed by the
administrator {Drake, 1974). The diversity of techniques
suggests the diversity of competencies required by the ad-
ministrator to fulfill this one function., In addition to
pubtic relations skills, the administrator needs skills in
interviewing volunteers, designing appropriate volunteer
placements and job descriptions and ability for ondoing
supervision of volunteers {Jacobson, 1978; ee, 1977;

Naylor, 1973, 1976; New York Mayor's Office, 1972; Schindler-
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Rainman & Lippitt, 1975; Wilson, 1976). Because a volunteer
workforce is very diversified and may include students, mi-
noritijes, retired persons and middle age persons with varying
degrees of education and from multiple socio-economic back- |
grounds, the administrator must be capable of workin; well
with all types of persons and sensitive to widely divergent
needs and aspirations.

The qualifications and experiences volunteers bring
to the job cannot be categorized, nor standardized. Con-

sequently the administrator assumes major training responsi-

bilities. In Volunteer Training and Development, Stenzel &

" Feeney (1976) detail the training functions of the adminis-
trator and recommend appfuaches to orfentation, pre-service
and in-service education programs. Training needs were iden-
tified as the key, critical issue facing volunteer action
centers (Spencer, 1977).

The non-profit sector is faced with multiple constitu-
encies to work with and satisfy, so too is the volunteer
serv%ces administrator. Schwartz (1978) identifies four
major constituencies. The volunteer grodp itself is the
primary constituency which must be handled and satisfied.
This group alone is infinitely complex. Persons from every
conceivably station in 1ife may volunteer f‘or an equally
wide range of motivational factors. The growing interest
in advocacy volunteerism suggests that the administrator
becomes a conduit for change within an agency {(Hatfield,

1978) as well as the supervisor and sustainer of direct
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service personnel. Maintaining a harmonious climate among
volunteers with differing perceptions of their role is no.
mean task.

Volunteers are members of the larger community sur-
rounding the agency. Recruitment efforts designed to at-
tract volunteers inevitab]y convey a message about the
agency to the larger community. The type of message de-
livered effects the agencies®' external public image. Are
volunteers needed because the agency just lost funds and
public support, or are they essential to extend the outreach
of an agency concerned about its rgsponsibi]ity to deliver
pefsona]ized service? Public speaking engagements, news-
paper articles and brochures reach hany more persons than
the actual number of volunteers recruited as a result of
their efforts. The administrator is responsible for build-
ing and helping maintain a positive public image of the
agency to recruit immediate volunteers and to interest po-
tential ones (Bower, 1977; Wilson, 1976},

The second clientele of the administrator-is the pro-
fessional staff, administrators and support personnel within
‘an agency (Schwartz, 1978). Agency staff nonsupport of vol-
unteers is a major and pervasive impediment to effective pro-
gram operations (CNO, 1963; Magoon, 1972; Scheier, 1972,
1977, 1978; Wilson, 1976). Staff fear that vo]unpeers wiltl
threaten their job security; will be unprofessional; may ex-

pose the weakness of the agency to public scrutiny, will be

uncontrollable and unreliable, and may actually harm the
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client (Scheier, 1972, 1978). The administrator is called
upon to provide training to staff about voluntarism and
volunteer utilization (Cox, 1977; Trost, 1977; Schwartz,
1977) and must be adept at problem-solving, conflict reso-
lution, and harmonizing multiple work forces. The i;sue of
multiple management hierarchies within an organization com--
pounds the importance of this relationship issue. Distinct
approaches may be necessary to convince social workers, phy-
sicians and nurses of the value of volunteer involvement in
an agency.

The volunteer administrator must also work effectively
with the agency executive director and board of directors
(Schwartz, 1978). The role of the volunteer must be clari-
fied, and their contribution to the agency documented in
experienti91 and financiai terms. Documenting the cost-ef-
fectiveness of a volunteer services programs rests with the
administrator (Moore, 1978). While the board of directors
of the aygency is generally comprised of volunteers this, in
and of itself, insures no greater ease of relationships
(Root, 1978; Wilson, 1976). The board seldom regards it-
self as "volunteers" {except when expedient to do so) and
loses sight of the important support function volunteers
provide to the agency. Effective relationéhfps with the
policy making members of the agency is necessary to insure
a favorable allocation of financial resources to the program
(Hanson & Marmaduke, 1972).

The last, and also internally diversified constituency
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facing the administrator, is that of the clients receiving
volunteer services (Schwartz, 1978). Does the client want
volunteer assistance, and if 50; what type of service and
from whom, must be ascertained to insure a harmonious match
between the volunteer and the client. !

The volunteer administrator is on the “"cutting-edge" of
the multiple constituency issue facing service institutions
(Schindler-Rainman & Lippitt, 1975; Wilson, 1976). A change
in public sentiment about an agency will immediately impact
a volunteer services program. Volunteers have the choice to
serve and the choice to leave an agency if it loses public
favor. Confusion and strain resulting from poor staff re-
lations or a change in ménagement philosophy equally effects
volunteer performance. The traditions, philaosophy and goals
of the agency must be interpreted to the volunteer workforce
as well as concerns facing the agency which receive public .
attention or effect agency policy. With a vacuum of finan-
cial rewards, volunteers require an understanding of the
agenéy to maintain commitment to the operational policies
gffecting the achievement of organizational aims. The vol-
unteers’ relationship with other community groups magnifies
the importance of this concern. A knowledgeable, satisfied
volunteer workforce will enhance an agency's reputation in
the community.

With multiple constituencies to work with, effective
communication skills are essential. The administrator must

~work with and harmonize the efforts and concerns of the
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multiple consﬁituenciés described, must have the ability to
speak before public audiences, must be capable of conveying
in writing the mission of the agency and the contribution of
volunteers and must be able to train the volunteer to perforn
essential services (Hanlon, 1975; 0'Connell, 1976; Schwartz,
1977, 1978; Stenzel & Feeney, 1976; Wilson, 1976). Wilson
(1976) suggests the importance of the pervasive and dynamic
ingredient of communication to all phases of the administra-
tor's position: |

- The Role of a Manager is basically one of communica-

tion~--the giving and receiving of information and
sharing of'experiences and meaning as they affect
all else we do. The style of leadership determines
the mode of communication.

- The Organizational Climate is determined by communi-

cations as they exist between manager and staff;
staff and volunteers; staff and client;, volunteer
and c¢lient; and, volunteer and volunteer.

- Motivation is impossible to determine or maintain if

a persaon is not effectively heard and the message
acted upon; and

- Planning, Evaluatijon, Job Design, Interviewing, and

Training, all are inextricably linked to effective
communications. (p. 162)
Deriving managerial authority from the acceptance the-
ory and the competence theory (Koontz & 0'Donnell, 1972) the

importance of communication skills escalates. The leader of
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meet each of these responsibilities essential to job per-

formance.
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