Resource Management

Effective Use Of Volunteers:
Who, Why, When And How

As with any other resource, the wise and creative management of

volunteers can contribtite si

ificantly to make an operating and human
difference for the non-profit involved. fing

By Mark London, director of mark:

United Jewish Appeal — Federation Campaign of New York

ooordmg to the American Associ-

ation of Fund-Raising Council,

over 92 million Americans — or
almost two in five — give of their in-
come, energy and time annually for more
than 690,000 gift-supported organiza-
tions.

The assignments of volunteers cover a
broad gamut: They range from the task
of soliciting & modest gift for the annual
campaign, to the leadership of a muiti-
million-dotlar capital campaign.

The requirements for these assign-
ments also vary greatly. For a solicitor
secking an annual gift, a bare acquain-
tance with fund raising could be adequate;
for & capital campaign chairman, a com-
prehensive understanding of fund raising
would be useful, if not essential.

The word “volunteer” is derived from
the Latin verb “volo” meaning “to will”
or “to wish.” A volunteer is someone who
wishes to give of his various talents, to
something he feels worthy of them.

Five key traits common to volunteers
at all levels are;

® A commitment 10 a cause or institu-
tion which the volunteer is prepared
to meet through personal and financial
effort

@ The desire to meet a challenge head
on — and win

& A wish to contribute to a “common
good”

® Availability of spare time

® Ego gratification that follows after
success

Psychologists say people volunteer be-
cause they need to affiliate with others,
to be recognized and appreciated, in order
to reach full individual potential. Con-
sider one volunteer's viewpoint:

“If you want my loyalty, interest and
best efforts, remember that:

71 I need a sense of belonging, a feel-
ing that I am honestly needed for my
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total sclf, not just for my hands, nor
because I take orders well,

[4] I need to have a sense of sharing
in planning our objectives. My need
will be satisfied only when I feel that
my ideas have had a fair hearing.

{71 I need to feel that the goal and
objectives arrived at are within reach
and that they make scnse to me.

[11 need to feel that what I'm doing
has real purpose or contributes to
human welfare — that its value ex-
tends even beyond my personal gain,
or the hours I give.

[ I need to share in making the rules
by which, together, we shall live and
work toward our goals.

(] | need to know in some clear detail
just what is expected of me — not
only my detailed task, but where I
have opportunity to make personal and
financial decisions.

{11 need to have some responsibilities
that challenge, that are within range
of my abilities and interest, and that
contribute toward reaching my as-
signed goal, and that cover all goals.

[] I need to see that progress is being
made toward the goals we have set.

(A I need to be kept informed. What
I'm not up on, I may be down on.
(Keeping me informed is one way to
give me status as an individual.)

[A I need to have confidence in my
superiors — confidence based upon
assurance of consistently fair treat-
ment and recognition when it is due.

Top-echelon campaign leadership is,
for the most part, voluntary. Although
most fund-raising leaders are volunteers,
not all volunteers are enlisted to be lead-
ers.

There is an old axiom in fund raising:
all volunteers should be selected on the
“3 W" principle of wealth, wisdom, and
work.

Fund-raising leaders cannot carry the
total burden of a campaign, however
small. They need the consistent and reli-
able aid of a corps of volunteer workers
who accept the responsibility and share
in the planning of campaign activities
which culminate in obtaining a gift com-
mitment from § prospect.

The “care and feeding™ of volunteers
is a gentle art that requires human insight,
bolstered by considerable skill in persua-
sion. The essential psychology to employ
is to invite the volunteers to share in a
group activity to promote the welfare of
a worthwhile instimtion.

A potential volunteer's interest can be
deflected if he is asked simply to serve
on a committee. The left-handed diction-
ary states that a committee is a group that
keeps minutes and wastes hours.

Next to mothers-in-law, Congress and
the IRS, few groups are referrell to more
disaparagingly than committess. Con-
sider these definitions: “A committee is
made up of the unfit selected-by the un-
willing to do the unnecessary™ and a com-
mittee is “a place where the loneliness of
thought is replaced by the togethemness

. of nothingness.”

Committees indeed are badmouthed,
yet they are s prolific as fleas on a dog.
If they are such repulsive beasts, why
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A UJA Job Description:
The Campaign Chairman

2) Willingnes

your

face-to-face.

sional.

cies — most important.

division,

These are the criteria for a successful chairman:

1) Willingness to put in the necessary time.

s tolearn the needs of your fellow Jews, and the techniques
that make for success in fund raising. For instance, be prepared to
participate in leadership training and solicitor semjnars and briefings.
These are minimum expectations for you to do your job effectively.

3) Enthusiasm to motivate volunteers to achieve goals.

4) Willingness to be solicited face-to-face by an overall Campaign leader
for a personal contribution which is perceived as an appropriate gift by

5) Ability to create a campaign structure which provides significant work,
training, and growth for volunteers. (See suggestions for campaign
division structure in the Campaign Planni

6) Management Skills — become involved in
and assignment of volunteers; manage leadership continuity; be
sensitive to the needs and skills of new workers as well as past leaders.

7} Solicitleaders, key workers, and giversin the division — atleast seven,

8) Develop and execute a campaign plan: short-range — immediate
campaign plan; long-range — setting goals, leadership continuity,
worker recruitment, young leadership.

9} Maintain a productive working relationship with the campaign profes-

10) Follow-up workers on fund-raising assignments.
11) Visit Israel on a UJA-Federation mission and visit Federation agen-

12) As a leader, be accessible by phone and in person to other leaders,
campaign professionals, and all those who volunteer their time in your.

guide.)
e recruitment, training,

This is part of the Campaign Chairman’s Manual, which every candidate for
chairman is asked to read, prior to consideration or acceptance of the post.

then are there so many? Why can no or-
ganization function without them? The
parts get more done in less time than the
whole.

Committees provide the structional
framework for performing specific tasks
or solving problems. That improves the
odds for achieving at least some results.
And, because committees are smaller
groups, they have greater flexibility to
meet and adapt quickly to both the organi-
zation’s changing needs and demands,
and those of the community it serves.

Well-structured, well-managed com-
mittees also:

® Permit all members broader partici-
pation in the organization’s opera-
tions;

@ Utilize members’ special interests,
knowledge, talents and skills; -

¢ Allow greater diversitye"' of ideas
which increases the number of poten-
tial solutions to any problem;

® Facilitate decision-making and ac-
tion;

® Provide continuity and organiza-

tional memory, an on-going structure
to offset rapid personnel turnover;

® Address such individual volunteer
needs as affiliation, recognition and
individual growth;

® Increase esprit de corps, and distri-
bute responsibility for a given task,
which avoids overwhelming a single
member or threatening the less asser-
tive volunteer.

When managed skillfully, committees
aid the organization.

However, committees can be and more
often are too large, too numerous, poorly
structured and/or poorly managed. They
then constipate the organization and be-
come sluggish, cumbersome, tedious, in-
decisive, and expensive.

Volunteers should — must understand
and take seriously the role of the commit-
tee and its members, so when calied
upon, the volunteer will fit in and be will-
ing to do the essential.

The basic requirements to ensure fit
management of committees include:
clearly defined and limited direction,
scope, authority and time frame; appro-

priate size, good chairman; interested and
responsibie members.

A committee must know what it is to
do. Is it to make a decision, prepare re-
commendations or just brainstorm? What
subject matter is it to consider? There'll
be little effective action unless the com-
mitiee knows its job,

How long does & committee have to
complete its work? Organizations often
make the mistake of leaving the time limit
for decision making or action, open-
ended. Action is facilitated by specific
deadlines. The committee must act or dis-
band after an appropriate, clearly-defined
amount of time is spent on necessary re-
search, discussion and deliberation.

If there is one thing you really have to
have in successful fund raising, it's excit-
ing leadership.

Leadership is not just ornamentation.
It’s not merely “inherited respectability”.

Winston Churchill said “Great leader-
ship seems to have an affinity for the
great event and the mighty crisis”.

The bigger the cause may be and the
bolder its cbjectives, the more likely it
is that a top leader will emerge. This top
leader will bring warmth and confidence
to the cause. He/she has a way of attract-
ing the interest and loyalty of effective
and devoted licutenants. They know what
the committee system is for and how to
use it. And by the example of their own
words, deeds, and gifts, they help to set
high standards of performance and thus
invoke a broad and adequate response of
enthusiastic support. They also never
doubt the ultimate victory.

Where do you find such leadership?

Generally, campaign leadership should
be found in the family. The courtship of
good leadership is seldom easy, and may
necessitate approaching a whole series of
choices. The warning is to keep all such
hunts secret. Because when the word gets
around that several have been asked and
have turned the job down, the difficulty
of enlisting the right kind of leadership
becomes neediessly compounded and
sometimes insurmountable.

Your chairman is crucial to a success-
ful organization or committee. He or she:

® Leads in setting committee goals
and objectives; establishing strategies
to meet goals and objectives; defining
the work program and moritoring its
progress;

® Understands the decision-making
process and knows how to lead the
committee through it;

¢ Plans committee meetings, prepares
the agenda, and arranges meeting time
and location for maximum group con-
venience and effectiveness;
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. . . CAMPAIGN DIVISIONS
sary mslm mif;rmanlon'::r ﬁ over 500 separate divisions
egates responsibilitics and tasks to ap-
propriate committee members;

ngor Trades_ & " WOmet_l's Couf}cil_of Leadership
& Conducts the ing firmly, but Gifts § | Professions Communities Cam_pangn Organizations] | Development
flexibly; 135 Div. 250 Div. 11 Div.
® Draws all committee members into ’ ' " DIVISION
the discussions; : R Table of Organization
® Keeps the discussion on track; ' CHAIRMAN
® Avoids imposing his or ber opinions;
® Js scusitive to the needs and posi- | | I [ |
tions of other committee members; '

Major New Project

® Sees that lete, min- Gifts Gifts Cash Renewal | |Mission Dinner
utes are taken at each meeting and
distributed to members promptly;
® Sees that costs are held within
budget;
® Communicates often and in appro-
m Getail with the rest of the organi- Leadership Training & Expansion Super Sunday Honorary Chair
The commitiee and the organization

will be in trouble if this individual is not ”
selected carchully. Detailed organization within campaign divisions is a key to the prudent and

Remember — the ways of effoctive effective use of volunteers for the United Jewish Appeal — Federation Cam-
voluntary organizations are seldom the paign.
ways of a democracy. You don't elect
peopie for this work; you pick them.

As logic and purpose dictaic a particu- UJA-FEDERATION
h commite’s esmee o shoud | LEADERSHIP
on that committee. Who wants to serve (Fund-Raising Arm
on & committee whose work is personally Of Organization)
alien, distasteful, or incomprehensible? President and Chairman of
Or, simply because the committee needed LA — Federation Board; UJA-
2 l;ody quota and because the volunteer Federation Board; Gengml
needed to serve on a committee to fulfill Chairman of Campaign
a membership requirement?

In contrast, an interested, responsible 29
volunteer brings experience, ideas and a
positive attitude. The volunteer also: :

[

Campaign Steering Committee

® Attends commitiec meetings regu-

\ K'ey Functional Committees
larly and punctually;

. Campaign Division Structure —
RS 000 - _ Chairman
® Knows and accepts the committee’s

charges and the issues involved in its " —

works 5,000 - <29\ Campaign Executive Structure
B4

® Accepts and carries out responsibil- ' S .

ity for delegued ta.sks within the as- v — .
- 10,000 Key Workers and Solicitors

® Takes an active role in committee
discussions and selecting alternative
courses for action;

® Learns how to gather, assimilate and ~ Leadership of the United Jewish Federation, the fund-raising arm of the organi-
evaluate data for making decisions; zation, reflects the numerous volunteers contributing talents to the campaign.
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e Is ﬁoumblc to the committee
chairman for use of organization re-
sources (money and material);

#® And is cooperative with, responsive
and sensitive to other members of the
committee.

If there is an art here, it is more an art
ofpubhcmlanousthmmyﬂ:mgelse in-

volving pride, recognition, optimism,
universality and dramatization. And the

higher you hoid your standards, the better .

peopie will perform. Remember, the best
of the volunteers always have the inescap-
abie limitations of diversity of interest,
limited attention periods, and secondary
be overlooked in your planning and never
forgotten while the show goes on.

As far as committee work is concerned,
most people clearly prefer the pursuit of
happiness to the happiness of pursuit.
Only about a third of those who enroll
perform with little prodding; another third
act “effectively or moderately so with
some needling”; and the other third “are
no good at all and not worth the time to
call them up™.

Remember causes don’t need workers
50 much as they need “informed and
dedicated advocates.”

Also, all the old studies have shown
that there is a direct relationship between
the number of workers and the final
amount of money raised.

To give you a little background —
United Jewish Appeal is an umbrelia or-
ganization that raises funds to support 133
organizations in New York City, social
programs in Israel and around the world.
There are a total of 700,000 Jewish
househoids in our coverage arca, the
largest concentration of Jewish popula-
tion in the world — even larger than that
of Israel. In 1984, we received $116 mil-
lion from a total of 125,000 gifts. We
raised all together, in the 1984 campaign
year, 122 million. To give you an overall
view, nationally, UJA raised 600 million,
We are the largest single fund, raising
the largest amount of money in the coun-

y.

As with anry business this size, division
of labor is critical. Our territory —
Greater New York including the five
boroughs of New York City pius
Westchester, Nassau and Suffolk: coun-
ties — cannot be addressed as a whole.
It must be broken intp manageable units
to assure coverage and quality of cam-
paigning. These units we call divisions
and there are over 500 of them. As an
example, in our Trades and Profession
segment, we have 135 divisions; in our
communities segment, 250 divisions, and
within our Women's Campaign, 11 divi-
sions,

The overall campaign is organized to
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maximize our opportunities to reach and
attract every prospect, and to provide vol-
unteer opportunities to everyone who
wishes to participate, in additien to con-
tributing. We are working with almost
20,000 volunteers, which, I believe is
probablyﬂwlarsestmofmymsle
fund raiser in the country, Now, I’m talk-
mgabmnvohmmspuudovumndn'ee
organizations: Umtedlew:shAppeal the
Federation 'of Jewish ies of
Greater New York and the United Jewish
Appeal Federation Campaign. -
Always keepmnnndthevolum'
viewpoint, if you want their loyalty, in-
tegests and best efforts. Don't be afraid

to work with volunteers, but remember
it is hard work. @ :

Missing Children Service
Signs With Agency

Richard Parker & Associates, 680
Beach Street, #415, San Francisco, CA,
94109 — 415/441-6866, a direct market-
ing agency, has announced the signing
of The Kevin Collins Foundation for
Missing Children, located in San Fran-
cisco. The Foundation is unique in that
it offers assistance to parents and officials
with mobilization for search and rescue
of stranger-abducted children. -

The Philadelphia Orchestra selec-
ted a consulting firm that they could
trust to tailor a campaign to meet
their specific fund-raising, public
relations, and marketing needs.

So did the Pennaylvania Ballet,
the Walnut Street Theatre, the
Academy of Natural Sciences, and
other arts and cultural organiza-
tions.

Also, some of America’s highest
ranked educational institutions

them are the University of Penmsyl-
vania’s Whartor School, the Penn
Law School, the Pennsylvania
Academy of the Fine Arts, and Bryn
Mawr College. The name of the con-
sulting firm? Telefund Manage-
ment Incorporated.
What else do these organiza-

tmmhava in common? Successful,

ment become one of the nation’s
fastest growing non-profit telemar-
keting firms? Easy. We have taken
2 basic concept, telemarksting,

Stephen F. Schatz, president

WHO SHOULD CONDUCT
YOUR NEXT TELEPHONE
FUND-RAISING OR
SALES CAMPAIGN?

and made it better. We are innova-
research always ensure that the ser-
vices we provide are the best avail-
able in the industry.

Our broad experience guaran-
tees we will design and impiement
a fund-raising or marketing tele-
phone campaign specifically for
your organization.

Whether from our in-house
telemarketing facility or on-site at
your offices, we will meticulously
develop the tone and message that
you believe will be most appro-
priate.

And, by employing advanced
training techniques, we ensure that
each representative will be best
prepared to handle-your constitu-
ents’ questions and objections.

Before handing the baton to
the person who will conduct your
telephone project, make sure that
it will be in good hands.

For more information, call us
collect or write. Wowﬂlbehappyw
give you all of the information you
need to make your job easier, i

TELEFUND MANAGEMENT INCORPORATED

Michael J. Rosen,vice

1831 Chestnut Strest, Suite 5-8, Philadeiphia, PA 19103
(215) 751-9636

i Altiging membaer of CAB.E,
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