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MESSAGE FROM THE PRESIDENT AND CEO

| The fact that nonprofits are fueled largely by volunteer activity is nothing new. A 2004

| study conducted by the Urban Institute sponsored by the Corporation for National and
Community Service and The UPS Foundation confirms that at least 400,000 organiza-
tions in the US are competing for this precious human resource to tackie the complex
human, social and environmental problems facing ocur communities. Without a doubt,
today’s atmosphere of scarce resources and pressure for new or expanded services
requires that nonprofits and government agencies maximize every available asset.

The first few years of this new century have been characterized by a spotlight on
volunteering at the national level, and Americans are indeed continuing to respond to
the need for their time and talents. In fact, the 2003 Bureau of Labor Statistics survey
reported a 6.8% increase in the level of volunteering from the previous year. A
renewed sense of community responsibility is evident as Americans seek more vaiue-
driven activity.

Yet despite this good news, many nonprofits report they have neither the resources
nor the knowledge to engage and manage those volunteers as fully as they would like.
Furthermore, the work of volunteers is often viewed as largely separate from other
organizational operations, disconnected from planning, evaluation, and financial
management functions. These issues point to the need for more capacity among
organizations utilizing volunteers.

“Capacity building” has become a commonly used phrase to refer to efforts which help
organizations become better equipped to achieve their missions. But few capacity-
building projects have targeted the specifics of volunteer involvement. In recognition of
this gap, the Points of Light Foundation & Volunteer Center National Network are now
focusing new attention on the creation of more effective volunteer systems within
organizations.

The four internal connections described on the following pages are indeed powerful
keys to successfully harnessing the full potential of volunteering wherever it occurs.

As discussion is stimulated among board members, senior leadership, program staff,
and volunteers, new insights are gained and internal practices are improved which, in
turn, generates increased benefits for the entire organization and those it serves. It is
our hope that this publication serves as a practical tool for stimulating change in how
entire organizations think and work, thus ensuring highly effective volunteer involvement
that truly makes a difference.

Robert K. Goodwin
President and CEO
Points of Light Foundation & Volunteer Center National Network

Powerful Velunteer Conrections: A Toolkit for Maximizing Your Organization's Volunteer Resources




Dear Reader:

and more effective.

FLEXIBLE CONTENTS

Be assured that you do not have to read the
book from cover to cover and do everything
that's outlined here. The material is organized
in a way that allows you to quickly access

the parts of it that are most relevant to your
situation.

= Rationale and Relevance: Chapter 1 offers a
strategic view of volunteer involvement as
a resource that can benefit all aspects of
an grganization’s operations. It presents
perspectives from several different types
of staff, as well as a valuable summary of
current trends influencing volunteering
today.

INTRODUCTION: Using This Toolkit

No matter who you are, the fact that you have picked up this publication means you
have an interest in the use and value of volunteers within an organization. This publica-
tion is a toolkit that can lead to doing things differently: managing a human resource —
volunteers — to yield maximum, cost-effective, mission-driven results.

Perhaps you have some personal experience that demonstrates the need for
improvement. If you work within a nonprofit or government agency, you are probably
committed to your organization, passionate about its mission, and doing the job of
more than one person. If you have been designated to coordinate and manage the
volunteers in your organization, you likely have many more responsibilities as well.

Despite your interest in this topic, you may also be thinking: “I'd like to focus more
attention on volunteer involvement, but how do | make that happen with so many
other priorities?” This toolkit was designed with you in mind — to be user-friendly,
versatile, and sensitive to the daily demands on your time. It is based on the premise
that, with guidance, people can reflect on and learn about the way their organization
works and then turn that knowledge into action to make the organization stronger

Overview: Chapter 2 presents an overview of
four internal connections that must be strong
in order to ensure that volunteer resources are
being used as effectively and efficiently as
possible. These four principles are the founda-
tion for this toolkit. From this point on, you
choose how to proceed. One option is to
assess the current level of capacity in your
organization by using the simple survey tool
provided. This is a relatively easy way to gather
information from a variety of individuals within
your organization and compare the results in
order to identify areas that need further atten-
tion. However, if you feel you already know
this, you can proceed directly to whichever
connection you want to focus on strengthening.

Points of Light Foundation




» Analysis and Reflection: Chapters 3 to 6 each
focus on one of the four connections. You may
choose to start with any one of the four, based
on the results of the assessment survey or your
knowledge of the organization. You might also
want to take a more comprehensive approach
and examine each connection in turn.

= Guided Discussion: Each chapter includes a
list of questions to stimulate group discus-
sion about a particular connection.
Receptivity to the innovative, high-impact
involvement of volunteers is a matter of will
as well as skill. If those you work with do not
have the desire to integrate volunteers fully
into the work of the organization, any skill
training that is offered will have a limited
return. Thus it is strongly recommended that
you plan guided conversations among staff
and volunteers at all levels using some or all
of the questions provided. An external facili-
tator is extremely helpful to this process.

PRACTICAL TOOLS AND RESOURCES

5 a8 i A

Included with this publication is a CD §&
containing sample forms, warksheets,
and articles related to the action step
items. The intent is to provide practical
tools that make it as easy as possible for
you to take meaningful and focused
action to strengthen each of the four
connections in your organization. The
glectronic format allows you to adapt the
tools to suit your needs, add them to
existing documents you’ve developed,
and share them with others.

In addition to the specific tools men-
tioned in each chapter, the CD Q also
contains the following items that may
be helpful as you move forward with
assessing your current capacity for
volunteer involvement and implementing
changes toward greater effectiveness.

Open discussion in a safe and accepting
environment is one effective way to develop
will. Skill-building activities grow from,
rather than substitute for, this essential
groundwork.

= Capacity-Building Action Steps: Each chapter

also includes specific, practical suggestions
for increasing your organization's ability to
maximize its volunteer resources. These sug-
gestions are presented in a sequential order,
meaning you can determine what pieces are
already in place and begin to add others as
appropriate. Some suggested action steps
will require a bit more time than others, but
all of them are doable and relevant. They are
based on successful practices in real non-
profits and can be adapted for both large
and small size organizations. You decide
which action steps best fit your organiza-
tion’s current level of capacity, priorities,
and structure.

CD °’ Action Pfan for Strengthening Connections: If

you decide to move through the assessment and
implement some of the suggested actions, you
may want to develop an action plan to capture all
of the relevant pieces. This sample format pro-
vides an easy way to outline and track your activity
as changes are implemented.

CD % ldentifying Solutions: Brainstorming and

Creative Thinking: Though brainstorming is fre-
quently suggested as a problem-solving technique,
we all know it can be done well or poorly. These
pages outline an easy process to ensure productive
creative thinking as staff and volunteers explore
new ways of working together.

CD”““@ Volunteer and Staff Reactions to Change: This

document lists specific suggestions on how to
minimize resistance to the new paradigm that may
be unfolding in your organization. Both staff and
volunteers need support as changes are planned
and implemented.

Pawerful Yolunteer Connections: A Toolkit for Maximizing Your Organization's Volunteer Resources




s Ask an experienced and respected volunteer to
lead this project. He or she could manage the
organizational assessment process and work with
a task force of staff and volunteers to discuss

A variety of people at your organization the findings and make recommendations.

can initiate this assessment process, = Make this a focus of a bqard retreat.

just as the connections, discussion = |ncorporate the organizational assessment anq

questions, and action steps can be discussion questions into your strategic planning

incorporated into your organization's process. . _
regular activities in a number of ways. » |nvolve volunteers in some of the dtscusspn as

Here are some suggestions: part of an annual volunteer program planning
event.

m  Add the connections and action steps to your
training manuals, effective practices, and/or ori-
entation for staff and volunteers.

OPTIONS FOR GETTING IT DONE

Finally, it is important to stress that this is not another book on how to recruit,
supervise, and recognize volunteers, nor is it a book about doing more with less.
As stated at the beginning, this is a resource that can lead to
DOING THINGS DIFFERENTLY:

Managing a human resource — volunteers —
to yield maximum, cost-effective, mission-driven results.

Points of Light Foundation




CHAPTER 1

Why Focus on Volunteer Involvement?

support a nonprofit organization’s mission:

money, physical plant/buildings, employ-
ees, volunteers, in-kind donations, gifts, equip-
ment, and technology. All of these resources
must be acquired, maintained, and deployed in
line with agency priorities and goals. All must be
considered during strategic planning and be
managed by people with specialized skills.

C onsider the many resources that typically

This toolkit focuses on one particular resource:
volunteers. If you are reading this, then your
organization is probably one in which volunteers
are already involved. As you are reading this, ask
yourself if you're achieving maximum return on
your investment in volunteers. Is this workforce
being maximized as a mission-driven resource for
your organization? If it isn't or if it could be fur-
ther optimized, read on to learn more.

il

A STRATEGIC VIEW

Research has shown that some organizations
do a better job than others at involving and
managing their volunteers. Why is this? What
are the factors that contribute to their suc-
cess? What are the barriers organizations
encounter that limit the effectiveness and
impact of the volunteers they recruit? In part,
the answers rest in the complexity of organiza-
tional life. Organizations are systems that are
constantly interacting with their environments
in ways that shape and reshape how work gets
done and, indeed, even what work gets done.
There is no single formula, no “magic bullet”
that will allow an organization to dramatically
transform the nature and scope of its volun-
teer involvement.

It is clear that the following factors are critical:

= The role played by top leadership and by
managers at all levels of the organization

= The underlying attitudes, values, and beliefs
that members of the organization have about
the work being done and about the appropri-
ate roles of paid staff and volunteers

= The clarity and breadth of acceptance of the
organization’s mission

= The policies and practices that shape the
management of volunteers

= The quality of volunteers’ performance and the
extent to which their contributions are known
and understood throughout the organization

It is equally clear that the interaction of these fac-
tors is most important of all. Thus, there must be
conscious, deliberate attention to the process and
dynamics of volunteer involvement. High-impact
volunteering does not just happen; organizations
that are highly effective at involving volunteers do
not just happen. Both are the result of hard work,
focused effort, and a commitment to excellence in
achieving the mission of the organization.

Every organization has an existing paradigm relat-
ed to volunteering — a perceptual map of reality
and a belief system through which information is
filtered and actions are influenced. This paradigm
may have developed by default, with little
intentional purpose or direction. Or it may have
been shaped by previous or current leaders who
asserted their opinions about how volunteers
are involved in the organization's operations.
This approach may have worked in the past, but
research tells us that many organizations are
losing valuable energy, time, and money
because they have not updated their approach
to managing volunteer involvement.

Volunteers can be a very cost-effective way to
access all the resources of the community.

Powerful Volunteer Connections: A Toolkit for Maximizing Your Organization's Volunteer Resources



They can add both tangible and intangible
value to any organization if viewed as a strate-
gic resource and truly aligned with mission
objectives and priorities.

A STRATEGIC APPROACH

v Volunteers are a finite human resource
to be used as a strategy for accomplishing
the priorities and mission of the organization.

¥ Management of volunteers is the respon-
sibility of everyone in the organization,
rather than belonging solely to a designated
staff member. Policies and procedures
affecting volunteers are developed jointly
by those most knowledgeable, and top
management is committed to reducing
potential barriers.

¥ Volunteers are equal partners with paid
staff, doing work that is necessary for
improving or expanding services or pro-
grams. They are involved in a wide range
of activities that often involve technical
skill, responsibility, and even some risk.

v Volunteers have ideas to contribute beyond
the specific tasks they are assigned to do.
Their input into organizational planning
and decisions is invited and valued as
voices of the community.

v Utilization of volunteers is tied directly to
the organization’s strategic plan, and the
results of their involvement are reflected
in evaluation reports.

v Volunteers are thought of as providing
access to all the skills and resources of
the community. Efforts are made to tap a
wide variety of individuals who have vari-
ous expertise and perspectives to offer.

The purpose of this toolkit is to help organiza-
tions assess their own level of effectiveness in
harnessing the potential of volunteering and to
suggest some specific strategies and actions
that can help build capacity. The material pre-
sented here may challenge not only the way in
which your organization views volunteers, but
also the nature of the work being done and the
role of paid staff in doing that work.

BUILDING A STRONGER COMMITMENT

Your organization may include some individuals
who resist the idea of devoting more attention to
how and why volunteers are involved. You should
anticipate comments such as the following:

“Volunteers have always helped us — why start
focusing on this now?”

“There are more pressing issues this organization
needs to address.”

“Isn’t that the job of our volunteer coordinator?”

“All the volunteers seem happy, so why look for
trouble?”

“Does this mean we're going to cut staff positions
and bring in more volunteers?”

On the surface, these can seem like valid
points that negate the need for in-depth
assessment or examination of volunteer
involvement. However, such comments may be
based on invalid or outdated assumptions
shaped by personal experiences, stories shared
by others, and the lack of access to accurate
information. The paid staff and top management
might have a general lack of understanding
about who is available to volunteer, how they

Points of Light Foundation




»
day-to-day volunteer management. Such per- = To produce desired results

ceptions, while real to those who hold them, s To maximize limited financial resources
actually serve to restrict the potential impact of & Tg ensure that volunteers have a positive
volunteers in an organization. experience so they keep volunteering
So why bother? What's in it for you and others » To sustain community support

yOU WOI‘k Wlth to Spend time bUIldIng the CapaC|' In addition' here are how some peers and
are amazingly simple and straightforward: particular roles:

~ From boartf members “D;rect service vo!unteers are an exce!ient source af new board membem — If _
 they really understand the whole organization and are committed to the mission. The more 1 know :
~ about who is mvolved currently, the easier it will be to identify individuals to serve on the board...
The connectfon to mission has a direct bearing on recruitment success if volunteers don 't under~ A
stand why this wvrk is :mporfant they will not want to give their prec:aus t:me to :t "o

can be recruited to heip, and the realities of To meet real community needs

involvement that really makes a difference. This requires that function to be understood and sup-
ported by all members of my management team...This is really Volunteer Development, more than
just the skills of volunteer management. It's a comprehensive approach similar to how we view

|

|

| | |

From executive directors/CEOs: “Our funders are asking for more concrete evidence of volunteer
raising money...We have to make the time for this — not wait till we have the time.”

From fundralsmgldevelopment directors “Volunteers who feel strong!y connected to our- arganizatfon :
will be very likely to make financial contributions as well. And they will encourage their families and -
friends to do the same. In order to encourage this, I need to understand more about who is vaiun-
‘ 'teermg with us, what they value, and how best to mwte their support...I can help the: volunteefs
know what kinds of financial support we need, and fhey can. suggest possrble resources — :f we are '
. really communicating!”

From evaluation staff: “We cannot afford to squander any of our resources on activity that is not produc-
ing the real results we need. If | am not involved in assessing volunteer involvement, we are missing an
opportunity to document the impact of their involvement on our mission.”

From a budgetffinance dtrectar “Volunteers are a very cosf-effectme resource, but they are nor free The )
-« .. real costs involved need to be incorporated into our total. orgamzat‘:onal fmanc:ai plan. But if 1 dori't! real- -
Sl understand why certain expenses are :mportant ‘tcan't advocate far mciudmg them:in the budget "

From a human resources manager: “There are lots of similarities between what 1 do and what the
coordinator of volunteers does. We both manage people to get work done, and there are a number of
ways in which we can support each other. It's helpful when staff understand the similarities and dif-
ferences between themselves and the volunteers, and we all work together to minimize the conflict
and supervision issues.”

Powerful Yolunteer Connections: A Toolkit for Maximizing Your Organization's Volunteer Resources




From a communications and marketing director: “Volunteers are a key way for a community to learn more
about an organization. Volunteers tell their friends, relatives, and others about their work and our pro-
grams. They help brand our agency in the community.”

From program staff: “/f / can more effectively delegate work to volunteers, | have more time to focus

on the areas that require my special skills and attention...Often it's not a matter of spending more time
‘with volunteers, buf rather adjusting how we make use of that time to give us what we both

need... Volunteers help personalize the organization for our clients. In return, ‘the organization can use-
-volunteer feedback as a barometer of communily attitudes and support for our services...Volunteers
=‘shm.nfd be used. effect:yely We can't afford to waste their time or mine... Volunteers can prowde special
' ‘attentron and services that we don't have time or responsibility to offer.” '

From volunteers: “Fulfillment of our organization’s mission depends on how well our volunteer tutors are
connected to teaching staff. Better communication and support from staff would help me be a better

tutor...

! have yet to meet our board or executive director, or learn anything about them. Although | feel

valued, | think better communication between the volunteers like me and the E.D, could facilitate

more productive growth of our organization.”

21ST CENTURY REALITIES

One way to address some of your colleagues’
doubts is to share some facts and figures about
volunteerism today. While these trends are invisi-
ble to many in our society, they cannot be
ignored. They have a profound impact on who is
willing, able, and asked to give their time, with
significant implications for any organization that
depends on volunteers.

Nonprofit organizations and local government
agencies alike are under increasing pressure to
respond with greater impact to the complex
human, social, and environmental problems fac-
ing our communities. Their work is being done in
an atmosphere of scarce resources, demand for
new or expanded services, and competition on
many fronts. There is also a constant expectation
from business and government community lead-
ers and the public itself that volunteers can and
should play a role in meeting community needs.
Without a doubt, organizations must maximize
every available asset in order to be effective under
these conditions.

Volunteers are one of those assets, and like every-
thing else, they must be recruited and managed in

sync with the social, economic, and demographic
realities of today. Leaders in contemporary organi-
zations who focus attention on updating their vol-
unteer management practices are able to compete
successfully for contributions of time and skills.
Consider the following facts about who is volun-
teering, why they are volunteering, and the
potential implications for your organization:

s Management matters. “Two out of five individuals
have stopped volunteering for an organization
at some time because of one or maore poor
volunteer management practices.... People are
more likely to volunteer when they feel an
organization is well-managed and will make
good use of their time.” (The UPS Foundation
survey, 1998)

Implications for my organization: If volunteers feel
their time and skills are wasted, they will not
return. Their bad experience will negatively affect
our image in the community, as well as our ability
to attract more volunteers and other types of sup-
port. We will have to work harder and harder just to
maintain the number of volunteers we have now if
our internal management systems are weak.

Peints of Light Foundation B




= |nvestment in staff to manage volunteers makes
a difference. The adoption of effective prac-
tices and the level of benefits derived from
volunteer involvement are directly related to
the level of investment in staff to manage
this resource. Sixty-two percent of nonprofit
organizations have a staff person designated
as the coordinator of volunteers, yet the
average amount of time spent on that func-
tion is only 30 percent. Of the organizations
with a designated person in this role, only
one in eight devotes 100 percent of their
time to volunteer management (Urban
Institute Study, 2004).

Implications for my organization: |f we do not
make this function a priority for staff time, we
will miss out on additional value, results, and
impact. Is the current investment of staff time
adequate and appropriate to maximize the
benefits we want to derive from our volunteer
resources? How do we know?

= Volunteers as donors. Giving time and giving
money are strongly linked. Volunteer contrib-
utors give over two times more on average
than nonvolunteer contributors (Giving and
Volunteering in the United States 2001,
independent Sector). Nearly two-thirds of
Americans age 45 and older who give $500
or more to charities annually report that they
also volunteer regularly (AARP Multicultural
Study 2003: Time and Money).

Implications for my organization: If our volun-
teers feel valued by all of us, they are very
likely to support us financially as well. Fund
development staff must be informed about
who is volunteering with us and must work
closely with the volunteer resources manager
to determine appropriate strategies for
encouraging volunteers to make monetary
contributions.

Growth in new nonprefits. The number of
501(c)(3) organizations grew by 70 percent
between 1991 and 2001. In 2001, over
783,436 charitable nonprofits were registered
in the United States — most of which depend
on at |least some volunteers (National Council
of Nonprofit Associations, 2001).

Implications for my organization: Our commu-
nity has a finite number of potential
volunteers, and competition is extremely
fierce. We cannot afford to “waste” the ones
we have, and we must maximize the impact
of their involvement with our organization in
order to sustain this cost-effective resource.

The Internet. In 2001, 60 percent of those
surveyed used the Internet to search for
volunteer opportunities, learn about volunteer
organizations, or engage in similar activities
(Giving and Volunteering in the United States
2001, Independent Sector). Furthermore, a
2004 survey conducted by Volunteer Match
documented that women are more likely to use
Internet services than men (84 percent versus
16 percent) and that 25 percent of all users
were first-time volunieers.

Implications for my organization: We must be
visible on the Internet as a place to
volunteer. This means making use of
Internet-based recruitment services and
ensuring that volunteering is seen as a val-
ued part of our organization throughout our
own website. Our Web managers must
understand how volunteer involvement
relates 1o everything else in the organization
and help us send a positive, inviting mes-
sage to everyone who visits our home page.

The “ask” factor. Individuals who are asked to
volunteer are more likely to say “yes” (Giving
and Volunteering in the United States, 2001,

Powerful Volunteer Connections: A Teoikit for Maximizing Your Organization's Volunteer Resources




Independent Sector; U.S. Department of
Labor Study of Volunteering, 2003).

Implications for my organizatian: It is worth
spending time and effort on strategic
recruitment activities that target specific
types of potential volunteers. We cannot
expect most people to give their time to
help accomplish our mission if we do not
continuously invite them into our organiza-
tion and provide a welcoming environment.

w Episodic or shost-term volunteers. Increases
in two-income families, single-parent house-
holds, aging parents that require caretakers,
and the length of the work week have
reduced the available time that many
individuals have for volunteering. This
makes episodic or “one-shot” opportunities
especially attractive. Research by the
Points of Light Foundation in late 2003
confirmed that the most frequently cited
trend in volunteering is that “more people
are interested in short-term or episodic
volunteering.” In fact, 48 percent of volun-
teers 45 and older are engaged in sporadic
volunteer activities (AARP Multicultural
Study 2003: Time and Money).

Implications for my organization: The more
scheduling options we have for people to
volunteer with us, the greater our ability to
attract them. While many organizations may
need some volunteers to make longer com-
mitments, short-term projects or tasks can
often fit the needs of episodic volunteers.
By identifying new ways to divide up the
work or delegate pieces, we can tap those
individuals who have limited time availability
but still want to help.

= Young velunteers. Volunteering by high
school students has reached its highest

level in 50 years. One-half of all high
schools currently include a service-learn-
ing component in their curriculum.
Furthermore, teens are nearly four times
more likely to volunteer if they are asked
than if they are not (Youth Service
America, 2003). In addition, the steady
rise in home schooling is creating a pool
of young people who have the flexibility to
volunteer during the day with peers and/or
family members.

Implications for my organization: Are we
equipped to tap this huge pool of energetic,
willing, and available volunteers? How do
we feel about empowering young people to
help us think creatively and participate in
mission-driven work? Are we ready to har-
ness their entrepreneurial approach to prob-
lem solving? Does our organization view
them as a resource or only a recipient of
services? If we already have them involved,
are we helping them really understand the
impact of their service?

Family volunteers. As early as 1987, a survey
revealed that 55 percent of nonvolunteers
felt that involving families wouid be an
important incentive for getting them to vol-
unteer. As organizations began to respond
creatively to this idea, the level of family vol-
unteering rose steadily. Today, more than
97percent of agencies that involve families
as volunteers find it to be a very effective
and unigue way to provide services,

Implications for my organization: By provid-

ing opportunities for various family groups

to do important work for us while spending
time together, we will attract new volunteers
and eliminate some of the competition for

their time.

Points of Light Foundation
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Low-income volunteers. While volunteers are
abundant in low-income neighborhoods, they
do not refer to themselves as “volunteers” but
as “willing workers,” “block captains,” “com-
munity workers,” or “leaders.” Nor do they
generally volunteer for established nonprofits.
Rather, they tend to give their time through
neighborhood associations, resident councils,
and religious institutions and on an individual
basis. Residents of low-income neighborhoods
often face barriers to volunteering, such as
childcare, transportation, low self-esteem, neg-
ative perceptions of volunteering, and cultural
and language barriers. Yet mobilizing these
individuals can be well worth the effort.
Volunteer opportunities that create sustainable
change, strengthen families, and transform
neighborhoods may hold the key to helping
some types of established nonprofit agencies
address their mission more effectively.

implications for my organization: If we are
located in a low-income community, are we
inviting local residents to partner with us? If
those we serve come from low-income neigh-
borhoods, are we open to considering how
they might be engaged as “helpers” as well?

Mandated service. Within the last decade,
lawmakers have found ways to mandate
community service as part of welfare reform,
public housing eligibility, and alternative sen-
tencing by courts. While tapping this pool of
nonpaid workers does present some unique
challenges, the good news is that many of
them have time during core work hours —
Monday through Friday, 9 to 5 — when many
other types of volunteers are not available.

implications for my organization: Have we con-
sidered how these types of workers might be a
resource for special events or short-term
projects? Can they be effectively teamed with
more regular or skilled volunteers? Do the ben-
efits of involving them outweigh the challenges?

= Faith-based groups. Two somewhat opposing
trends affect religious groups today. On the
one hand, Americans who contribute to or
volunteer with religious groups give more
time and money than those who are involved
in only secular activities. On the other hand,
the number of Americans who say they have
no religious preference has doubled between
1990 and 2000 (The Christian Science
Monitor, 2002).

tmplications for my organization: If we have
historically depended on faith groups as our
source of volunteers, we may be facing the
need to reach out to other types of potential
volunteers. If we have not historically part-
nered with faith-based groups, this may be a
good time to explore that as a way to build a
more long-lasting base of support.

= People with disabilities. In large part because

of the Americans with Disabilities Act of
1990, expectations are higher today among
people with disabilities that they will be able
to work, volunteer, and play wherever their
interests and talents take them. Several mil-
lion of these individuals are waiting to be
asked to contribute their time as volunteers.

implications for my organization: Can we
afford to ignore this huge untapped pool of
people as potential workers into our organi-
zation? Have we considered how they may be
a good fit with the work we need done? in
what ways are we making it clear that they
are welcome?

These trends affect every organization that
relies on volunteers as part of its workforce, and
create a sense of urgency for examining who is
currently involved, how their roles are structured,
and how their work connects to everyone else in
the organization. A summary of these trends is
provided on the CD % for use as a handout, as
well as a simple checklist for conducting an easy




“reality check” on how well your organization
is responding to these factors.

A RELEVANT MANAGEMENT TOOL

Can your organization afford to function at an
“adequate” capacity when it comes to volun-
teer involvement? If your answer is “no” or
even “I’'m not sure,” then read on. This
guide is a practical and relevant manage-
ment tool to enable staff, board members,
and other leaders to do the following:

» |nvolve people within the organization in
examining and evaluating what is happening
related to volunteer involvement.

= [nfiuence attitudes about volunteer involve-
ment and allow volunteers to thrive in an
environment of respect while conducting
high-impact work.

= Create a more effective volunteer involve-
ment system by identifying specific areas of
strength and weakness.

» Yield the highest organizational impact from
volunteer contributions.

This book is NOT about overall organizational
effectiveness. It is very possible for an organiza-
tion to be highly effective in achieving its
mission and goals without any volunteer
involvement. Similarly, even in organizations
that are less effective in their overall utiliza-
tion of volunteers, it is possible for individual
volunteers or volunteer projects to make sig-
nificant contributions. But is this enough?
This toolkit will guide your organization in
moving beyond isolated and limited success
with volunteers to achieve even more far-
reaching and consistent return on investment.

CD TOOLS AND RESOURCES

v Current Trends in Volunteering: A -
Summary .

v Current Trends in Volunteering: A
Reality Check B

# w2 B 2 0
Sources of Statistical Information about
Volunteering and Volunteer Management

n  Managing Volunteers: A Report from
The UPS Foundation, 1998.
http://community.ups.com/community/
philanthropy/toolbox.html

w Volunteering in the United States,
2003. U.S. Department of Labor.
www.bls.gov/news.release/volun.nrO.htm

s Volunteer Management Capacity in
America’s Charities and Congregations:
A Briefing Report, 2004. www.urban.org

» Time and Money: An In-Depth Look at
45+ Volunteers and Donors from the
AARP Muiticultural Study 2003.
www.research.aarp.org/general/multic
_2003.html

m  Giving and Volunteering in the United
States, 2001, Independent Sector.
www.independentsector.org/programs/
research/gvO1lmain.html

b @ W I

It takes a leader of unusual merit to say, Yes, what we have is acceptable.

The way we are doing things is adequate. Bul let’s seek a better alternative anyhow.

Truly great leaders are willing to risk changing what is acceptable and adequate
before it ceases to work in order to try to move a step closer to excellence.

—~Gene Rooney. 1994,

The Simon Syndrome: A Whelistic Metaphoric Approach to 20th Century Problems of Leader, Leading, and Leadership. Reynoidsburg, OH:

L.EA.D. Consultants, Inc.
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CHAPTER 2

Highly Effective Organizations

n 1992, the Points of Light Foundation

undertook groundbreaking research to better

understand the ways people are involved as
volunteers in human service organizations
(health, education, social welfare and grassroots
problem-solving). The focus of this work was to
gain a better understanding of what differenti-
ates organizations that are highly effective in
involving volunteers from those that are less
effective. The researchers defined “high effec-
tiveness” as follows:

= The work of volunteers more directly con-
tributes to the mission and priorities of the
organization.

= There are fewer tensions present between
paid staff and volunteers.

= The volunteer involvement has greater
breadth and depth.

= There is less resistance to change and inno-
vation in the roles played by volunteers.

In other words, these are the desirable results

in organizations that do a better job of manag-

ing their volunteer resources.

The research identified a number of character-
istics of highly effective volunteer involvement
that have subsequently been shared with
hundreds of local and national nonprofit organi-
zations; agencies of local, state, and federal
government; and private and public funders.
The reaction has confirmed a high degree of
face validity; that is, these findings make sense
to people from a number of varied perspectives.

This toolkit has its roots in that original research
but provides an updated and expanded view of
highly effective volunteer involvement. More
recent studies and experience provide additional
strong evidence that internal structure, attitudes,
and habits significantly affect an organization’s
ability to gain the greatest return on its invest-

ment in volunteers. Yes, the purely operational
tasks of volunteer management are essential;
these include role descriptions, recruitment,
screening, training, recognition, and record
keeping. But these operational activities must
occur within a larger organizational context that
supports and sustains the effort.

FOUR INTERNAL CONNECTIONS

Much has been written about the ways in which
nonprofit and government organizations can bene-
fit from partnerships and collaboration with other
entities (i.e., external connections). Similarly,
internal connections must be strong in order to
ensure that all resources are being used as effec-
tively and efficiently as possible. In the case of
volunteer resources, there are four such connec-
tions. They are summarized on the following page
(also available on the CD Q and described in
much more depth in Chapters 3 through 6).

Graphically, the relationship between these four
elements and volunteers is illustrated below:

MISSION LEADERSHIP

STAFF INNOVATION

As Stephen Covey has said, “Leaders today are
seeking deeper, more substantive solutions —
they are tired of glitzy, quick fixes and superfi-
cial answers (aspirins and Band-Aids®).
Instead, they want to solve the chronic, under-
lying problems and focus on the principles that
bring long-term results.” These four connections
are such principles.

Powerful Volunteer Connections: A Toolkit for Maximizing Your Organization's Volunteer Resources




- The Mission Connection

T The core purpose for the organization’s existence is shared by paid staff and

volunteers, and everyone has a clear understanding of how volunteers fit into the
attainment of that mission.

When there is a successful mission connection, the priorities of an organization
are framed in terms of the problem or issue the organization is addressing, and
resources are allocated accordingly. The philosophy of why volunteers are involved
is positive, clearly articulated, and widely shared throughout the organization.
Volunteer roles are designed to contribute directly to the organization’s mission.

The Leadership Connection

Management structures and consistent clear direction encourage and facilitate
high-impact volunteer involvement.

In order to have a strong leadership connection, leaders at all levels—policy-

making, executive, and middle-management—must work to support volunteer
involvement in roles that yield significant results. A clear leader for volunteer
involvement is present, but the volunteer management function is also well
integrated into the organization's structure and operations. Potential barriers to
volunteer involvement are identified and are dealt with forthrightly.

. The Staff Connection

3 Staff and volunteers are viewed as valued contributors, working together as part-
ners to accomplish the organization’s work.

When the staff connection is at its best, paid staff is respected and empowered
to participate in planning, decision making, and management related to volun-
teer involvement. There is a conscious effort to reduce the boundaries between
paid staff and volunteers. Success stories about the contributions of volunteers.
are shared among both paid staff and volunteers.

The Innovatien Connection

The organization is examining and improving its operation through workforce
diversification, velunteer feedback, and the use of technology.

With a thriving innovation connection, the value of involving people, as staff
and volunteers from all segments of the community, is recognized. There is an
eagerness to improve performance and a conscious effort to learn about the
volunteers’ experiences in the organization. The organization keeps pace with
changes in technology and continually explores its use for communication, data
management, and provision of service and as a means of engaging volunteers.
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ASSESSING CURRENT CAPACITY

The 2004 Urban Institute Study on Volunteer
Management Capacity confirms that most non-
profits say they value their volunteers. However,
in many crganizations, discussion of volunteer
work falls outside the normai strategic planning
or evaluation processes. Though the general
concept of volunteer involvement is viewed
favorably, the work of volunteers is seen as
separate and distinct from the balance of work
done in the organization. As a result, opportuni-
ties to learn about how volunteers and paid
staff feel about the involvement of volunteers
and to identify ways to continuously improve
volunteer involvement might be less common.

From an organizational standpoint, there are
three major reasons for conducting periodic
assessments of how volunteers are engaged in
your organization's work:

1. Assessment helps determine how to most effi-
ciently utilize agency resources. Boards and
executive directors are faced with the need
to make critical decisions about scarce
resources, determining where the agency
should devote its time, energy, funds, and
workforce. An organizational self-assessment
will identify whether the organization is get-
ting maximum value from its volunteers and
contribute important information to the plan-
ning process.

2. Assessment helps maintain maximum produc-
tivity and a positive public image. The process
identifies specific problems in mission under-
standing, systems management, roles and
relationships, communication, and other
areas. When these aspects of the organiza-
tion's operations are ignored, the energy of
all human resources (paid and volunteer} is
often diluted and misdirected. This may also
lead disgruntled volunteers to criticize the
agency within the community. Periodic
assessment can prevent small problems from
becoming large ones.

3. Assessment develops a consensus for any
needed change. By involving everyone within
the organization, this process creates the
evidence of where changes are needed and
builds an interest in making those changes.
Agency-wide discussions about why and how
volunteers are involved will begin to change
attitudes and increase the will for success.

As you consider the four connections and how

they relate to your organization, you may have

two questions:

1. How can we find out how our organization
measures up against these principles of high
effectiveness?

2. Once we know where our areas of weakness
are, what can we do about it?

This toolkit is designed to address both these
guestions.

If you wish to begin with an organizational
self-assessment, the following steps are
recommended:

NGIE AR Build your own understanding

Familiarize yourself with the rest of this guide.
Make notes on who in the organization needs to
be involved. Determine who will manage and
facilitate the process.

CIE:78 Create a Leadership Team

This group will help build support for the process
throughout the organization, analyze the results of
the survey, and plan for future discussion and
action. The size of the team depends on the size
of your organization, but probably should be no
larger than 10 members. The team should
include at least one representative from the board
of directors, senior management, middle manage-
ment, line staff (professional and support), and
volunteer groups (other than board members and
including all major categories of volunteers such
as fundraising, direct service, and administrative).
Ideally, the team should report directly to the
executive director. In addition, the board of direc-
tors should be fully informed about the work of
the team and expect to receive periodic reports.

Powerfu! Volunteer Sonnections: A Toolkit for Maximizing Your Organization's Volunteer Resources




NCHE:XH Develop a plan

The team will begin its work together and devel-
op a plan on how to move forward. A worksheet
is provided on the CD v«’ to help the team
address key elements.

SR Build internal support

Although support for this effort must first come
from the executive director and board, it is
equally important that everyone in the organiza-
tion understand the intent and potential value of
the process. People especially need to understand
that this is not about evaluating individual
performance. Rather, the process is designed to
collect information about how paid staff and
volunteers perceive the behavior of the organiza-
tion in relation to the volunteer involvement.

m Collect the data

Based on the Leadership Team'’s plan, distribute
the instructions and survey tool provided on the
CD #9. The survey is a single two-sided sheet
and includes an individual tabulation form. Since
it will take only a few minutes to complete, a fair-
ly short deadline is best and will yield the great-
est response. It can be administered in a group
setting (such as a staff meeting or volunteer
gathering) or be sent individually by e-mail with
a cover letter from the executive director. Each
person should be asked to summarize his or her
own scores and return the sheet to a designated
person or location.

GCEGHE Compile the resuits

This step will enable you to see common areas of
agreement and disagreement. A software tool for
tabulating the survey results is inciuded on the
CD *d) .

CIE TR Analyze the results and plan next steps

When the survey scores have been tabulated into
a repart, the Leadership Team should meet again
to review the results and begin to plan for future
discussion and action. Because the four connec-
tions are the foundation for the survey and

everything that foilows, it is critical that all team
members have a basic understanding of them at

this point. Sharing Chapters 3 through 6 is
essential. More guidance on analyzing the scores
is provided on the CD =99

Plan facilitated group discussions

and actions

Once the team has identified particular connec-
tions that need more attention, discussions with
groups of stakeholders will be helpful. Identify or
create opportunities for groups of staff and vol-
unteers to tatk further about the issues related
to each area. Use some or all of the suggested
discussion questions in Chapters 3 through 6 as
a guide, and plan for a skilled facilitator to guide
the group. The foliowing chapters also contain
specific actions that can be taken related to
each connection, and the team may want to
suggest some of these at the end of discussion
periods as possible next steps toward creating
improvement and change.

At this point, each organization must develop
its own action agenda depending on what is
feasible, appropriate, and relevant to the
desired results.

CD TOOLS AND RESOURCES:

¥ The Four Connections: A Summary

v Organizational Self-Assessment:
Planning Worksheet

v QOrganizational Self-Assessment:
Instructions and Survey Form

¥ QOrganizational Self-Assessment:
Tabulating and Analyzing the Data

v Survey Analysis Tool and Instructions
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The Mission Connection

The core purpose for the organization’s existence is shared by paid
staff and volunteers, and everyone has a clear understanding of how
volunteers fit into the attainment of that mission.

his chapter examines the way in which vol-
T unteer involvement must be clearly con-

nected to the fundamental purpose of your
organization and be viewed as a resource to

address current goals and priorities. You will do
the following:

» Learn about key elements of this connection

m Read examples of how this connection is evi-
denced in real organizations

» Find suggested discussion guestions for staff
and volunteers to explore together

m Examine specific action steps to help your
organization strengthen this connection

Much has been written about the development
of organizational vision, mission, and values,
and we sometimes use these words interchange-
ably. For the purpose of this discussion, the
following definitions* may be helpful:

Vision: An image of the; 'V“"h'sg,ion accomplished,
the ideal future state’

Mission: A task, purpose, or calling of an
individual, team, or q;gan_Izatibn-

Values:rééiﬁﬁ;% | s about what

A

Values, mission and vision guide the action
of individuals, teams and organizations.

*Definitions adapted from Interaction Associations, LLC,
NSL-FU, 1998,

Alignment of Mission and Resources

When organizations “keep their eye on the prize”
— on the core purpecse for which they were creat-
ed — they tend to be better at involving volun-
teers in more meaningful, mission-focused roles.
Leaders and workers in these organizations talk
more about the importance of the work to be done
and less about the immediate impediments to
accomplishing that work. Both paid staff and vol-
unteers know what the job of the organization is
and use similar language when describing the
purpose of the organization. They talk about com-
munity needs or problems and what their organi-
zation is doing to respond. From the volunteers’
perspective, it is often the nature of the mission,
the “cause,” that attracts them.

The mission may be obvious, but the reality is
that some organizations find it difficult to stay
focused on it. They get distracted by immediate
problems such as finances, status in the commu-
nity, or competition from others. Sometimes,
addressing these issues receives more attention
and resources than mission-based activity. As a
result, the roles of staff and volunteers are deter-
mined by the short-term hustle for survival rather
than on activity that produces meaningful results
to meet the real community need.

Positive, Clear, and Widely
Known Philosophy

In highly effective organizations, both paid staff
and volunteers easily and openly discuss the role
of volunteers in terms of fundamental organiza-
tional values and philosophy. Leaders may or
may not speak of their vision per se, but the
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value of volunteer involvement is commonly
understood and shared throughout the organiza-
tion. For example:

“This organization was founded by volunteers,
and volunteers still make the policy and guide
the work.”

“The staff here understands the importance of
the work that we (volunteers) do. An important
part of their job is helping us do our jobs.”

“All of us are smarter than one of us. We share
the same concern so we need to figure out
together how to do it, We include volunteers in
all aspects of school life, from meetings with
parents to staff development.”

fn more effective organizations, this positive
view is shared throughout the organization and
reflected in public statements, documents,
and informal conversations. How we talk about
volunteers, even to ourselves, is critically
important. The philosophy about the value of
volunteer contributions must be continuously
articulated from the top, heard by everyone,
and backed up by action.

Mission-Driven Roles for Volunteers

When organizations see their problems as
primarily financial, volunteers are often limited to
fundraising or other resource-generating activities.
In organizations that focus first on mission-based
goals and objectives, volunteers are allowed to
contribute to that work in a wide variety of ways,
in addition to obtaining other needed resources.
In essence, it's a matter of emphasis.

An instrumental approach regards volunteers as
primarily fundraisers, providing the dollars to
pay the people who do all the important work.

A mission-based approach regards volunteers as
one of several resources available to get work
done. The goal is to identify the most vital and
effective places for them to be involved.

Does this mean volunteers should not be
engaged in fundraising activities? No!
Fundraising is a core task critical to the survival
of virtually every nonprofit. The people best
qualified to do it should be given that assign-
ment, whether they are paid or volunteer.
Similarly, people best qualified to tutor

a child, intervene with a family in crisis,
advocate for changes in public policy, or
manage a surplus food program should be the
ones given those assignments, whether they
are paid or volunteer.

Organizations that think more broadly about the
potential contributions of volunteers find that
the fundraising results are at least as good, and
often better, than if volunteers were restricted
to that work only.

How Organizations Demonstrate a Strong
Mission Connection

Example: Why Volunteers?

The mission of Agency X, a residential facility,
is to care for children in a changing world. The
administrator describes volunteers as being
integrated throughout the organization. He sees
volunteers as related to the core mission in two
ways: by “Bringing outside reality in...that
keeps us honest, connected to the outside” and
by “Helping normalize things inside for the kids
who live here, by helping to prevent or solve
problems.”

One of the residual benefits of volunteer
involvement at this agency is its contribution to
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public awareness about the organization. The

top executives believe that all volunteers who

are happy with their involvement will tell 250
other people about the organization every year.
This translates into more volunteers and more
financial contributions.

" . . .
EXAMPLES: Mission Statements Convey Link with
Volunteers

Some organizations convey this level of
commitment to volunteer involvement in the
organization's vision or mission statement:

“The County Juvenile Court is committed to the
development of a public-private partnership
which includes volunteers as an important and
necessary ingredient in the development and
delivery of services.”

“The mission of FPOW is to provide companion-
ship and an improved quality of life to Fairfax-
area residents of nursing homes and assisted
living facilities through regular pet visitation by
trained volunteers and their approved pets.”

-
EXAMPLE: Volunteer Services Link to Mission

Some organizations develop a separate purpose
statement for the volunteer component of the
organization that complements and supports
the larger agency mission:

“The purpose of the Volunteer Services
Department is to empower individuals to pro-
ductively use their talents, skills, and gifts in
providing the highest quality service to the
patrons of the Allen County Public Library.”

EXAMPLES: Alignment of Mission and
Resources

A school places highest priority for volunteers
on work with all aspects of operation, such as

#
m
-2

teacher aides, individual tutors and mentors,
management consultants for administration,
and subject matter resources for teachers, and
uses a business-school partnership as the
source of volunteers. Corporate volunteers are
engaged in most of what was happening at the
school, including planning for new projects. Not
only do the volunteers contribute as expected in
each of these areas, but they aiso ended up
playing a major role in securing tangible
resources for the school, including money,
equipment, and space for trainings.

In the fire service, there is a long tradition of
volunteers as firefighters. But in District Three,
Special Services volunteers fill over 14 different
non-firefighting positions as well. Everywhere in
the corganization that paid employees work, vol-
unteers are assisting. There are also several
“volunteer-only” positions for which volunteers
have office space, equipment, and computers.
There is a strong belief that all volunteers are
members and should have the tools to do the
job they are assigned to accomplish. The inte-
gration of nontraditional volunteers has become
an automatic process, and the expectation
within the organization is that everyone is an
equally valuable member — whether paid or not.

All of these approaches are valuable and valid.
The critical element is that the organization
consciously and publicly articulates the connec-
tion between volunteer involvement and mission,
and takes a very broad view of how volunteers
can contribute.
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Basic Questions

m  Write down what you think is the mission of
this organization (without checking any notes
or documents). Compare your statement with
that of other team members. What are the
similarities and differences? How often and
how is our mission revisited with staff? With
volunteers? By the board of directors? Is
there a need for more frequent communica-
tion around our mission?

w»  How do you see your role connecting with
that mission? Is the connection strong, or do
you sometimes feel unclear about how the
daily work you do contributes to achieving
this mission?

= What do you see as the most important work
that volunteers do here? Which volunteer
work contributes most to the agency mis-
sion? Why?

Intermediate Questions

= Do you think the organization has a clear
philosophy of why it is using voluniteers and
what it wants volunteers to do? Why or why
not?

= Why do you think this agency utilizes volun-
teers as part of its workforce? From your
perspective, what are the advantages and
disadvantages of having volunteers involved?

u |s there anything that volunteers bring to the
organization that is unique or different than
what staff brings? If so, what?

= |n general, what kinds of work or tasks do
you think are suitable and best for volun-
teers to do here in our organization?

= How do we measure the value of volunteer
involvement in our organization? How do we
know if they are contributing to our mission?

The following are questions for reflection and facilitated group discussion
among staff and volunteers related to the mission connection.

Complex Questions

What types of interaction are there between
board members and the rest of the organiza-
tion (staff and volunteers)? How does the
rest of the agency know what the board does
and who they are? Would additional interac-
tion or information sharing be helpful? If so,
what might we do differently?

What are the differences and similarities
between policy level volunteers {(board or
advisory) and direct service volunteers? How
does each perceive the other? What is simi-
lar and what is different about the roles they
play in our organization?

What degree of coordination and communi-
cation exists between the agency's volunteer
resources and development functions? How
do you see volunteers related to fundraising?
Are they the only ones who can do it? Is
fundraising the only thing velunteers can do
for us? How do we know?

How do we define volunteer? Does our
definition include interns; court-ordered,
mandatory service workers; AmeriCorps
members; loaned executives; or other nontra-
ditional volunteers? Why does having a
definition matter? Do we have agreement on
this definition within the agency? What are
the implications of this definition for data
collection, evaluation, recognition, and
supervision?

=
L]
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CAPACITY-BUILDING ACTION STEPS

ZEERENRNZEERECARNEN SN AEDR

Getting Started

Paost the organizational visicn, mission
statement, and values in several prominent
places where staff, volunteers, and the gen-
eral public will see them.

Ask all staff to develop a statement about
how their role connects to the mission.
Share it with everyone for discussion and
education. Then do the same with volun-
teers.

Construct an organizational chart that accu-
rately depicts both staff and volunteer roles.
A sample is provided on the CD?@. Use this
as a tool for educating everyone about the
extent to which volunteers are active
throughout the organization, including the
board. Post the chart where it is visible to
everyone, even visitors. Discuss why volun-
teers are and are not active in certain
program or service areas.

Establish a few designated opportunities for
informal interaction between board members
and other volunteers so that they can get to
know each other and better understand each
other's role and history with the organization.

Getting Stronger

®» Ask volunteers who have been around for

a while to participate in the orientation pro-
gram for new board members, sharing
organizational history, anecdotes, and their
view of the mission,

Form a task force of staff and volunteers 1o
review the organization’s vision, mission,
and/or value statements. Explore how
language might be modified or added to
reflect a commitment to effective volunteer
involvement. Use the examples given in this
chapter as a starting point. A suggested
process on how to develop a purpose state-

ment is included on the CD @Q A related

article describing another mode! for develop-
ing organizational commitment is also
included on the CD *9p.

Invite a few staff and volunteers to draft an
organizational definition of volunteer. Use
the list of scenarios and terms on the CD *®
as a starting point for discussion. Talk
about the various terms being used today
and the language that will best refiect how
you want volunteers to be viewed, such as
volunteer staff, volunteer program, volun-
teer resources, or community partners.
Identify ways in which this language can
be incorporated consistently into agency
documents, website, publications, staff and
volunteer orientation materials, letterhead,
and business cards.

Maximizing the Connection
m Create one to two seats on the board of

directors for direct service volunteers, either
as voting members or ex-officio members.
Actively seek their opinions and perspectives
during board discussions. Ask volunteers to
serve on board committees, especially those
related to finance, programs, and ptanning.
List all the ways in which volunteers partici-
pate in the following types of activity:

2 Directly supporting the work that paid
staff does

o Intensively working on behalf of a single
person/client

o Extending the work of the organization
to new audiences

2 Building pubiic understanding and sup-
port for the organization

How does this list compare with the list of
actual position descriptions for volunteers?
Could new positions be created to address
one of these categories? How can we begin
talking about volunteer invoivement in these
terms? Or would we like to strategically
expand one of these focus areas, and how
can volunteers help with that? Remember:
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the goal here is not necessarily to have CD TOOLS AND RESOURCES:
more volunteers involved, but rather to
ensure that the existing volunteers are

being utilized in ways that directly affect
the mission.

s (Create a task force of staff and volunteers
to identify how resources are currently alio-
cated to achieve mission-based work. A
worksheet for this activity is included on
the CD é’ Discuss ways in which voiun-
teer resources might be re-assigned or new
volunteer roles developed in order to more
directly contribute to high-priority work.
This exercise can clearly demonstrate how
volunteers are critical to achieving desired
outcomes. Consider using it as part of
reporting to funders, elected officials, etc.,
as well as a velunteer recognition tool: it
can graphically illustrate how volunteers are
really making a difference.

® Revisit all existing position descriptions
to determine if they are stated in resuits-
oriented terms. Instructions and samples
are inciuded on the CD@’ as a guide for
revising your content and format. This task
is best done by the voiunteers who hold
each position and the staff who directly
supervise the position; a team approach
will result in wording that is accurate,
clear, and strategic.

|
|
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CHAPTER 4

The Leadership Connection

his chapter examines how leaders at
all leveis of the organization can share
responsibility for effective volunteer

involvement through structure, roles, and
policy. You will do the following:

s |earn about key elements of this connection

s Read examples of how this connection is
evidenced in real organizations

w Find suggested discussion gquestions for
staff and volunteers to explore together

= Examine specific action steps to help your
organization strengthen this connection

A Role for Everyone

In more effective organizations, shared lead-
ership for volunteer involvement is reflected
among the executive, the designated director
or manager of volunteers, and the managers
of other key functions. Ensuring that volun-
teers are appropriately assigned and support-
ed is a collective responsibility, and everyone
understands how their piece relates to the
whole. Responsibility is jointly owned and
translates into concrete, collaborative actions
that inevitably lead to an expansion and
strengthening of volunteer involvement.

This team approach is based on the belief
that volunteer resources management has a
connection to strategic planning, information
technology, fund development, evaluation,
and personnel. Just as it is everyone’s job to
respect the limits and guidelines used in
managing the organization's financial
resources, it is also critical for everyone to
understand how they contribute to effective

Management structures and consistent clear direction encourage
and facilitate high-impact volunteer involvement.

volunteer resources management.
Not only does this approach foster
more sustainable success, it also avoids the
need for heroic leadership on the part of any
one individual who is charged with “making
the volunteer program work.” This approach
has practical implications for communication,
inclusion in planning processes, and access
to decision-making power.

Clearly, support from the top executive is criti-
cal. That person provides the sancticn that oth-
ers need to make things happen with volun-
teers. Yet that top leader is only like a stone
dropped into a tranquil pool: the splash catches
your attention, but it is the ripples caused by
the initial splash that ultimately move the boat.
Middle managers and other function experts are
the ripple-makers, playing a vital role in devel-
oping the systems and policies that will maxi-
mize volunteer involvement.

Focused Yet Integrated

All organizations that utilize the services of
volunteers must designate a primary manager
of this human resource. The placement of this
manager varies from organization to organiza-
tion, and several models work well, depending
on the size of the organization. (Brief descrip-
tions of several models are provided on the

CD %.) In the most effective organizations,
pieces of the volunteer management function
are also well integrated into the organization’s
overall structure and operations. The key to
maximum effectiveness is to achieve a balance
between centralized leadership and decentral-
ized operational management.
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The responsibility for management of volunteers
should be shared with staff who have a vested
interest in the success of volunteer placements.
When tasks related to planning, budgeting, data
management, and evaluation are spread out
among many units of the organization, the sense
of ownership increases among all staff, and the
amount of creative energy surrounding the utiliza-
tion of volunteers is multiplied. It also empowers
people other than the single designated coordina-
tor to make decisions about volunteer involve-
ment. Those day-to-day operational decisions are
made as close to the action as possible, resulting
in a broad-based commitment to continuous
improvement of the volunteer effort.

Choosing a more decentralized approach does
not mean that the need for a designated direc-
tor of volunteer services or volunteer resources
manager disappears. It simply changes the
focus of this role. These individuals function as
internal consultants to facilitate change,
redesign work processes, empower program
staff, and build new skills among volunteers.
Most important, these individuals act as true
feaders, inspiring others with a vision of how
the contributions of volunteers can be maxi-
mized to support the organization's mission.

Barrier Busting

While issues related to liability, confidentiality,
geographical location, and scheduling are real
in most organizations, they can also become
false barriers that mask or rationalize more
deeply rooted resistance to volunteer involve-
ment. Leaders in effective organizations are
committed to resolving these issues through
dialogue and creative thinking so that they do
not become unnecessary roadblocks to mean-
ingful volunteer roles.

In our litigious society, organizations must be
concerned about issues of confidentiality and lia-
bility, but in less effective organizations, these
issues tend to become generalized into opinions
or attitudes such as “Volunteers can't be trusted
to keep information confidential” or “It's too risky
to have volunteers do that task.” Such statements
are often based cn inaccurate information or
assumptions. As such, they guickly become
brick walls that severely limit the ways in which
volunteers can be deployed and utilized. While
some limits need to be in place, highly effective
organizations approach these issues with an
exploratory attitude of “Is there a way we can
make this work?” They recognize the issue, name
it, treat it like any other problem to be solved,
and proactively look for ways to reduce or elimi-
nate barriers in order to maximize the benefit of
their volunteer resources.

How Organizations Demonstrate a Strong
Leadership Connection

| . L
EXAMPLE: Ongoing Shared Leadership

A large urban hospital created a coordinating
committee for volunteering that includes the
hospital administrator and his deputy, the head
of nursing, the head of social services, the
director of volunteers, and the volunteer leader-
ship of the hospital’s five auxiiiaries. They meet
monthly for lunch to discuss issues related to
volunteer involvement in the hospital. One out-
come of their meetings was the creation of a
discharge service in the main lobby staffed by
volunteers. Volunteers at the information desk
identified the need and created the concept,
and then the committee reviewed the idea,
strategized how to make it happen, and helped
launch it. Leadership was shared throughout.
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EXAMPLE: Cooperative Management in Action

The Appalachian Trail is managed through a
cooperative management system involving 75
state and federal agencies and an affiliation of 30
volunteer-based trail clubs. Only 60 staff mem-
bers have specific trail-wide responsibilities, while
day-to-day management is delegated to the clubs,
who have more than 4,500 active volunteers.
Furthermore, a council of club representatives
deals with trail-wide issues and reports directly
to the board of directors. Building and maintain-
ing volunteer capacity is addressed in every
employee's position description. The trail literally
would not exist without volunteers, and every
employee understands this.

EXAMPLE: Administrative Staff and Clients Learn
by Volunteering Together

Two and a half years ago, a local mental health
organization that had never utilized volunteers
decided to develop a new “volunteer corps,”
composed of consumer/clients who are dis-
abled, have mental health issues, and are
considered seriously mentally ill (SMI). The
concept quickly grew from six volunteers and
two activities a week to 332 volunteers and
198 activities a month.

While this success was impressive, the corps
coordinator realized that most administrative
staff seldom interacted with the SMI population
and lacked understanding about the rehabilita-
tion services department. To remedy this, she
created an in-house Make a Difference Day,
offering staff a fun opportunity to give some-
thing to the community while learning more
about the volunteer corps participants and their
countless successes. Staff chose a weekday or
evening volunteer activity they wanted to be
part of and arranged their schedules to accom-
modate their workweek. Says the coordinator,
“It was a real eye-opener and inspiration for
those that volunteered with my teams.”

EXAMPLE: Barrier Busting in Action

In Hospital A, volunteers on the children’s ward
are neither expected nor encouraged to observe
anything about the patients with whom they
work. They have no access to information about
the child's iliness or treatment program, nor
about the child's family. They are simply
expected to come and play with the children.

in Hospital B, volunteers are encouraged to be
familiar with their patients’ cases and are
trained to observe the children. They are asked
to report their observations to the nursing staff
through the use of an information log kept in
each ward. Indeed, paid staff in this hospital
become frustrated when volunteers do not
fulfill this expectation and fail to record their
observations.

Hospital B is more effective in utilizing its vol-
unteers as an additional resource to improve
patient care, while simultaneously protecting
confidential information.

EXAMPLE: A Volunteer Experiences Physical and
Attitudinal Barriers

At a state psychiatri@facility, 1 worked as an
intern with patients in classes they attended
three days a week for more than two months.
Everyone needed a pass to go into any of the
classrooms and to get in and out of the facility.
The facility didn't give me a pass or even a
name badge, just a name tag that read “volun-
teer.” Therefore, | couldn't get into the building
in the morning, go to lunch, or leave or get to
any of the classes without assistance. And

the staff was annoyed at having to constantiy
help me move throughout the building because
they were very busy. This made me feel as
though | wasn't respected by the patients or the
psychiatrists/ teachers because | was "just a
volunteer."
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Basic Questions

n Who is in charge of managing volunteers
here? What role do you think that person
ptays in this agency? How do you work
directly or interact with that person?

s Have you seen any written rules or policies
about the utilization of volunteers in this
organization? |f so, what types of things do
they address? Do you think unwritten rules or
assumptions about what volunteers can and

- cannot do are present? If so, what are they?

» Do you think that volunteers in the agency
have the resources they need to do their work
effectively? If not, list specific examples.

= What is the process for recruiting volunteers
to serve on the board or committees? Are
direct-service volunteers ever considered for
these types of positions? Why or why not?

intermediate Questions

= Do you think the leaders of this organization
value volunteers? What specific things have
you seen or heard to suggest that they do or
do not?

s Are there things that the agency does, or
doesn't do, that you have seen hinder the
participation of volunteers? If so, what?

m  What is the process for handling problems
encountered with volunteers? Has this been
effective? Why or why not? How might this
process be improved?

» in what specific ways are the various leaders
of the organization (board, top managers,
support staff, etc.) currently involved in
decisions related to volunteer management?

Complex Questions

= What is the process for handling a person
~ who comes to the agency and wants to

The following are guestions for reflection and facilitated group discussion
among staff and volunteers related to the leadership connection.

volunteer? |s everyone clear on this process?
Does it work well for staff? For the volun-
teer? How do we know? What might be done
to improve this process?

Would you describe the management of vol-
unteers in this organization as a centralized
or decentralized approach? Why? What are
the advantages and disadvantages of the
approach being used?

What do you think is the biggest barrier to
making better utilization of volunteers at the
agency? Has that concern ever been
addressed or dealt with? How? Do you have
suggestions for how this barrier might be
reduced or eliminated?

CAPACITY-BUILDING ACTION STEPS
EENAESNEENENEENENENN

Getting Started

Plan a discussion among policy-making,
executive, and middle-management leaders
around the following statements:

“f believe that volunteers

"

“The best thing about working with
volunteers is

“The worst thing about working with
volunteers is

“My biggest concern/fear about having vol-
unteers work in this organization is

Li

Discuss the reasons behind their statements

and possible strategies for addressing concerns

and frustrations while maximizing the positive
aspects. i

=
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tdentify the specific roles that each of these
groups play in promoting and supporting vol-
unteer involvement:

o Board members
a Executive director and other senior managers
2 Middle managers/supervisors

How do they do it? How visible are they?
tdentify ways in which any of these people
could become more involved in order to
increase efficiency or effectiveness.

Consult with human resources staff or other
experts about liability coverage, grievance
procedures, format of position descriptions,
etc., for volunteers. Consider how these
issues are handied for employees and can be
similarly addressed for volunteers.

Getting Stronger

Make volunteer resources a regular topic on
board meeting agendas. |f you are the volun-
teer coordinator, suggest that you contribute
and/or participate. If you are the executive,
ask the manager of volunteer resources o
present regular reports, written and/or in per-
son. These reports should include statistical
data, examples of who is volunteering, the
impact of their activity, recent community
contacts, and current challenges or issues
that need attention.

Offer periodic opportunities (once a year?)
for board members and the executive direc-
tor to “shadow” volunteers as they do their
work, or take them on a tour of volunteering
so they can observe and meet a variety of
volunteers in action. This can be fun, educa-
tional, increase familiarity, and demonstrate
a top-level interest in how volunteers are
contributing. It also provides an opportunity
for personalized recognition of both volun-
teers and the staff who supervise them.
When planning new projects or programs,
invite some current volunteers to participate
in these discussions to share their ideas and
perspectives.

Maximizing the Connection
= Create a volunteer management advisory

team composed of representatives from all
areas of the organization, such as the board,
senior management, line/program staff,
finance, information technology, and direct-
service volunteers. Take care that upper-level
managers do not dominate in number or in
decision-making. Convene this team on a
regular basis {(quarterly or semi-annually?) to
discuss policy changes, barriers, shifts in
volunteer roles, and similar issues. CEO or
senjor management endorsement of such a
group is essential to its effectiveness.

Work with your human resources staff to
form a task force to examine the current role
of the designated coordinator of volunteers.
Does the position description accurately
reflect the best role for this person? Does
the job title need to be changed in order o
convey the complex resource management
aspects of this position? Is this position
appropriately located within the organization-
al structure to facilitate responsive action
and the elimination of potential barriers?
Examples of effective job descriptions for
volunteer resources manager positions are
provided on the CD %»’

Review all pieces of volunteer management
against all potential players within the organ-
ization. Who needs to be involved in what
pieces in order o eliminate potential barriers
and facilitate success? A matrix worksheet
for this exercise is provided on the CD &
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HAPTER 5

The Staff Connection

staff and volunteers are viewed as valued contributors, working
together as partners to accomplish the organization’s work.

his chapter focuses on how a mutually
supportive relationship between paid staff
{especially program line staff) and volun-

teers can minimize frustration and accomplish
common goais. You will do the following:

m Learn the key elements of this connection

m Read examples of how this connection is evi-
denced in real organizations

» Find suggested discussion questions for staff
and volunteers to explore together

m  Examine specific action steps to help your
organization strengthen this connection

Respect and Empowerment

Research indicates a direct correlation between
the effectiveness with which an organization
involves volunteers and the regard in which it
holds its paid staff. In more effective organiza-
tions, people at the top tatk about their
employees in highly respectful terms: their
skills, knowledge, and commitment to the mis-
sion. These leaders reflect a high degree of
trust in their colleagues and therefore invest a
great deal of responsibility in them. Most
important, staff is given a high level of control
over their own work, including how to delegate
to and partner with volunteers. In highly effec-
tive organizations, paid staff are comfortable
with their own roles and thus not threatened by
volunteers as teammates.

By contrast, less effective organizations exhibit an
atmosphere of distrust, alienation, and tension.
Employees are often more concerned about pro-
tecting their own individual jobs rather than the
mission, and leaders may spend significant time
developing ways to control their workers. In such

organizations, volunteer involvement
is limited, almost happening in
spite of the organization instead of
because of it. Volunteer placements tend to be in
relatively routine roles, and decision-making
about their involvement is more centralized and
controlling. Staff members may feel frustrated
about not being able to move ahead positively to
develop expanded roles for volunteers, or they
may be very hesitant to share their workload with
these “outsiders.”

The line between paid and unpaid workers is
not as clear and firm as some believe it to be.
The fundamental issue is whether those who
supervise are able to trust the volunteers to be
responsible for their work, to commit them-
selves to the organization’s mission, and to
devote their energy and talent to achieve the
best possible results.

Appropriate Boundaries

In this context, the word boundaries refers to
the distance or tension between paid staff and
volunteers based on how they describe them-
seives and how they describe the other group.
Such boundaries will always exist to some
degree because there will always be differences
between paid staff and volunteers. What differ-
entiates organizations is the "thickness” of
those boundaries, or the degree to which these
differences affect the ability of staff and volun-
teers to work together.

Highly effective organizations take deliberate
steps to strengthen the working relationship
between paid and volunteer staff and to
increase the sense of working together toward a
common goal. Barriers to interaction or policies
and practices that foster inequity are recognized,
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and attempts are made to lessen their impact. In
these organizations, the boundaries are “thinner”
and more permeable. Conscious efforts are made
to reduce the differences and to emphasize and
act upon their commonality. Negative feelings or
tension related to identity, control, skill level,
and payment are talked about openly and
acknowledged, and then specific strategies are
developed 1o increase comfortable interaction,
cooperation, and true teamwork.

At the end of the day, the ultimate distinction
remains: paid staff receives financial compen-
sation, and volunteers do not. Yet sometimes
staff may wish they were getting some of the
same rewards from their work that volunteers
do. For example: a nurse in a children’s hospi-
tal comments:

"Here's why | resent volunteers. The children
love them because all the volunteers have to do
is play with them and create fun. I'm the one
who has to hurt them with the shots and tests,
so they cry when they see me coming.”

No amount of money can make up for this fact,
but increased awareness on both sides may
lead to new ways to demonstrate mutual support
for each other as they provide the best possible
health care for the children they serve.

The Power of Storytelling

Hearsay evidence about volunteering has
tremendous impact. Paid staff who share nega-
tive experiences or examples of poor volunteer
performance reinforce attitudes that devalue
and limit volunteer involvement. Conversely,
when staff tell positive stories about the work of
volunteers, other supervisors and managers are
influenced to reframe their attitudes, which
lead to new opportunities for volunteers to
demaonstrate their value. In other words, a cycle
of positive self-fulfilling prophecy is created.

Even stories about the historical role of volun-
teers in creating the organization or their
response in times of organizational crisis can
have a powerful effect on the current institu-
tional view of volunteer involvement,

Positive stories about volunteers are important
background noise that supports effective volun-
teer involvement. They keep the role and work
of volunteers in front of everyone and call
attention to the contributions they are making.
Steries also directly contribute to the widely
shared vision that is such a large part of the
mission connection.

Organizations, like communities, have cultures
that are sustained from generation to genera-
tion. indeed, the presence of these cultures is
reflected in the fact that new members
(employees and volunteers) very quickly learn
how an organization works, what is valued, and
what is not. In this age when many nonprofits
experience frequent staff turnover, it is more
important than ever to ensure a continuity of
culture through stories. In some cases, volun-
teers may even have more longevity with the
organization than most staff, and they can be
a valuable resource to help sustain the core
values and spirit behind the stated mission.

Beyond Training and Recognition

It is important to note that the volunteer-staff
connection is not about more training and recog-
nition. Yes, it is important to help volunteers
develop the knowledge and skills they need to
perform the roles to which they are assigned. It
is equally important to train staff in how to
supervise volunteers appropriately. However, no
amount of training can overcome the myriad
barriers that organizations can build around vol-
unteers to limit their work, their contribution to
the mission, and their level of satisfaction.

Similarly, it is the quality of volunteer recognition
— not quantity — that makes the biggest differ-
ence over the long haul. Highly effective organiza-
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tions empower their volunteers by respecting their
potential contribution, designing roles through
which those contributions can be maximized, and
strategically working to increase the impact of
their volunteer resources. When these elements
are in place, elaborate recognition ceremonies
and presentations of memorabilia become much
less important to the quality or duration of volun-
teer involvement.

Recognition of staff contributions also has
direct relevance to this connection. If the goal
is true collaboration, then all members of the
team need to be applauded and acknowledged
for their contributions to mission-focused work.
Rewarding successful joint efforts goes a long
way toward fostering mutual respect, commit-
ment, and satisfaction among both employees
and community volunteers,

How Organizations Demonstrate a Strong
Staff Connection
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EXAMPLE: Empowering the Staff Experts

An elementary school leaves the ultimate decision
about the nature and scope of volunteer involve-
ment in the classroom to the individual teachers.
An overall framework provides consistent guid-
ance regarding security, confidentiality, and the
philosophy of volunteer involvement as a valued
part of the educational process. But decisions as
to which volunteers do what and when rest with
the teachers themselves. The principal regards
themn as the experts on what they need to
enhance their classroom learning and their stu-
dents’ needs, and trusts them to work out the
detaiis of volunteer involvement appropriately.

In this situation, the designated coordinator of
volunteer involvement focuses on locating poten-
tial community resources, providing teachers with
ideas and successful models that have been used
elsewhere, planning school-wide recognition,

gathering data on the impact of volunteer involve-
ment (on students, teachers, and the community
at large), and assisting if problems arise.

EXAMPLE: Training to Enhance Comfort and
Success

The state director of an intergenerational edu-
cation program ensures that the local program
coordinators who work with volunteers are
comfortable handling difficult situations in
volunteer management. In quarterly meetings,
they have addressed issues of risk management
and volunteer supervision, including discipline
and dismissal of volunteers. in addition, coordi-
nators ensure that teachers and principals have
a decision-making voice in designing and
implementing the program in schools where
older adult volunteers mentor and tutor. By
advising on the training volunteers will need in
order to participate in the program, teachers
and school administrators feel confident that
volunteers are well prepared to serve in their
assigned roles. The state-level staff has also
provided some area school personnel with
sensitivity training on aging and older adults,
helping them understand important issues and
easy ways to make accommodations.

EXAMPLE: Put It in Writing for Clarity and Comfort

Staff at a national recreation area can rest
assured that volunteer roles are carefully planned.
The National Park Service issued a five-page
Director's Order that outiines the work that volun-
teers can and cannot do. This document, along
with clear position descriptions, makes all the
difference in reassuring staff that volunteers are
there to assist and support them, not take their
place. Staff members are consulted from the
early planning stages for any new volunteer posi-
tions. Policy guidelines from senior management
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send a consistent message that volunteers are
important members of the Park Service team.

EXAMPLE: Overcoming Resistance One Step at a
Time

[n order to increase staff buy-in at a mental
health services center, the coordinator of volun-
teers utilizes several strategies:

s Asking a colleague from another organization
to conduct training on volunteer supervision

m  Speaking individually with coworkers about
their needs, sharing this information with her
supervisor, and suggesting ways volunteers
might help

» Maintaining a list of current volunteer skills
(updated each month} and distributing it to
staff. She encourages them to speak with
her if they see a skill they would like to har-
ness but are not sure how to do it

s Producing an annual report of volunteer accom-
plishments, demographics, and doliar value

Over time, these actions are breaking down barri-

ers among staff and volunteers and are increasing

the volunteer involvement in assisting staff with

their own work as well as serving consumers.

EXAMPLE: Thick vs. Thin Boundaries

In Agency X, everyone wears a name badge. On
the paid staff badge, the person’s name is most
prominent, with job title in smalier letters
underneath. On the volunteer badge, the word
volunteer is most prominent, with the person’s
name in smaller letters underneath.

in Agency Y, all name badges show the person’s
name in large letters, with job title or role under-
neath in smaller letters. The paid staff badges are
all red, and the volunteer badges are green.

Which agency exhibits a thicker boundary
between paid and unpaid workers? Agency X
emphasizes the difference in pay status by label-

ing volunteers as such in a highly visible way.
Agency Y places equal emphasis on each individ-
ual’s name and function within the organization
and uses color as a more subtle way to differenti-
ate between employees and volunteers.

EXAMPLE: Collecting Stories

A local faith-based organization uses volunteers
to provide friendly visits and companionship to
neighbors with mental iliness. This program
hosts an annual “Evening of Stories™ at which
board members, staff, and volunteers gather to
share the heartfelt and moving stories of how
the organization is making a difference in
people’s lives. This event reinforces the team
commitment to the mission and the fact that
volunteers are an important part of that team. It
also provides board members and staff with
genuine stories they can share with the commu-
nity as they build public awareness, raise funds,
and recruit additional help for the program.

EXAMPLE: Annual Recognition Becomes a
StoryFest

The annua! OPB volunteer party is a time for
presenting awards to those who have given vari-
ous levels of service. The staff member who has
worked most closely with the award recipient
introduces him/her and tells a little bit about
what the volunteer has done for OPB. In addi-
tion, the staff member shares at least one story
about the volunteer which often reveals more
details about the impact of that person’s contri-
bution. Senior management is expected to
participate, and the word has spread to make
this a highlight of the organization’s activities
each year. Not only do more and more staff now
attend regularly, but the story-telling format has
led to a noticeable increase in their understand-
ing of the real role played by volunteers.

Powerful Volunteer Connections: A Toolkit for Maximizing Your Organization's Volunteer Resources




The following are questions for reflection and facilitated group discussion
among staff and volunteers related to the staff connection.

Basic Questions

w  Why do you think volunteers would want to
work here? What do you think gives them the
most satisfaction? What frustrates them?
What have you heard them say about being
part of this organization?

® Have you ever asked someone you know to
volunteer here? Why or why not?

= What influences the degree of trust we have
in volunteers and the work they do?

= What, in your view, is the ideal retationship
between staff and volunteers? How well is
that relationship working here? What have
been your previous experiences, both as a
volunteer in some other setting and as a
supervisor of volunteers?

Intermediate Questions

® How do individuals know they are valued by
this organization, from both the volunteer
and staff perspective? How does staff know
they are appreciated? Where does the great-
est amount of appreciation come from? The
least amount? How do volunteers know they
are appreciated? Where do the highest and
towest amounts of recognition come from?
What could we do differently to help each
other feel more recognized for our value to
the organization’s work?

» What are the best examples or stories you
have heard about the contributions volun-
teers make to this organization? How did you
learn about these things? Are these stories
widely known by staff and volunteers? How
can these stories and others like them best
be spread in the future?

® As a'staff member, what percentage of your

- time do you spend working with volunteers?

Is this enough, or would you prefer more?
What chalienges do you encounter when
supervising volunteers? What do you enjoy
most about teaming with volunteers to
accomplish work?

How does working with or supervising volun-
teers affect your own career advancement,
negatively or positively?

Complex Questions
= Who makes the decisions about how, when,

and where volunteers are involved? How
much authority do volunteers or staff have in
that process? If a volunteer wanted a differ-
ent position, would that be possible? How
would he or she go about requesting a
change? What possible advantages would
there be to changing some of this decision-
making process?

In general, do you think that any particular
tasks or roles should not be handled by vol-
unteers? Why? Conversely, do you think that
certain tasks or roles might be a good fit for
volunteers to take on? Why?

In what ways are the concerns of staff about
volunteers addressed? Do they have the
opportunity to discuss how volunteers affect
their own roles and how they do their jobs?
How could such opportunities be created or
enhanced?

What are the consequences of poor volunteer
supervision on:

— Volunteer retention?
~ Volunteer performance and well being?
— Agency service delivery?

- Agency image in the community?
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From both an organizational and personal
perspective, how does our work schedule
affect volunteer involvement? What options
could we explore to introduce more flexibility
to facilitate volunteer involvement?

Questions Specifically for Volunteers

Do you think your role as a volunieer is
clearly defined? Why or why not? When

was the last time that you had a discussion
with a staff person about your position
description?

How well does your supervisor keep you
motivated to do your work? Can you think of
any specific examples where your supervisor
definitely influenced how you felt about
being part of this organization (negatively or
positively)? Are there things your supervisor
could do to make your work more effective or
to help you feel more positive about your
involvement with this organization?

CAPACITY-BUILDING ACTION STEPS
AAEEEENSEENEEEEERNERN

Getting Started
» Examine what type of training/orientation is

provided to staff about working effectively
with volunteers. Discuss with staff what type
of information or guidance they would find
helpful. Is experience in working with volun-
teers a factor in hiring new staff? Part of new
employee orientation? Invite experienced
volunteers to be part of these orientation
sessions.

Develop a standard Volunteer Agreement
form that outlines the general responsibili-
ties of the organization and the expectations
of volunteers. This type of document should
not replace more detailed position descrip-
tions or policies. However, it can serve to
convey to volunteers the seriousness of their

involvement and remind staff of their super-
visory responsibilities. A sample agreement
form is provided on the CD &4,

invite various types of staff (not just the des-
ignated coordinator of volunteers) to attend
volunteer meetings (orientation, ongoing
training, auxiliary meetings, etc.) to listen,
learn, and get to know them.

Create easy mechanisms for staff to provide
volunteers with information about changes,
needs, projects, etc. This could take the
form of monthly e-mails, bulletins posted
near the sign-in areas, conference calls, and
weekly and/or monthly stand-up touch-base
meetings.

Periodically ask volunteers what
supplies/support they need to do their work.
Don’t assume supervisors know this.

Getting Stronger
» Ask staff to make specific contributions to

volunteer newsletters and recognition activi-
ties so that these messages are coming
from people other than just the designated
volunteer resources manager. Help staff
understand how they can use these tools for
sharing positive feedback and demonstrating
how a problem was solved or a new idea
implemented.

Prepare a fact sheet for distribution to staff
that answers basic questions they may have
about volunteer involvement such as: What
kind of people volunteer for our organization?
What happens when you make a referral?
What do | do if | need a volunteer? How can
I count on volunteers to help me? What’s in it
for me? Can volunteers replace paid staff?
Use it as part of orientation packets for new
staff and incoming board members and as a
tool for building relationships with depart-
ments that have not yet utilized volunteer
resources. This is especially valuable for larg-
er, more de-centralized situations. A sample
fact sheet is included on the CD #49.
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m  Develop written guidelines for staff and vol-

unteers regarding expectations for responsi-
bilities and reporting. Prepare volunteers for
what to expect in terms of staff roles — not
just their own. Help everyone understand
how they fit into the bigger picture.

Create a partnership award to recognize staff
and volunteers who are working together
well. This could be focused on a single staff
member, an entire department, or a program.
Review what type of training or job prepara-
tion volunteers are receiving. |dentify ways
this could be improved without adding
significant burden to the staff supervisors.

Maximizing the Connection
= Hold a “dream” session with staff and volun-

teers: What have you wished could be done
to improve or expand services, but didn’t
have the time, expertise, or permission to
try? Ever have a great idea you just have
never gotten around to doing? Capture all
the ideas that surface and create a task
force to look at them more closely to see if
they might be new mission-focused roles for
volunteers (instead of something currently
being done).

Gather quotes and anecdotes from staff and
volunteers about how they have successfully
worked together to do something important.
This is a great task for a volunteer or a board
member (the “storyteller”). Share these with
the entire organization in a variety of ways:
newsletter, bulletin board, website, e-mail
broadcast, speeches, recognition activities,
etc. Doing this once or twice a year will
result in enough material to use during sev-
eral months, and, over time, folks will begin
to look forward to being asked to tell their
story. This is a simple way to reinforce the
positive power of effective teamwork.

Work with human resources staff to create a
task force to examine the extent to which
the primary volunteer management functions

— recruitment, placement, training, supervi-
sion, evaluation, and recognition —

are the responsibility of the paid staff with
whom the volunteers work most directly.

~ Incorporate these responsibilities into position

descriptions to accurately reflect how that staff

position supports volunteer involvement.

Inciude it as a performance measure or

accountability indicator to stress its impor-

tance. Identify the amount of time spent on
these tasks and ways to measure performance.

In other words, hold staff accountable for good

volunteer management practices.

Create a task force of staff and volunteers

(both new and experienced, board and direct

service) to examine the extent to which the

following boundaries are evidenced in the
organization. A worksheet for this exercise is
provided on the CD&d). Identify specific
examples of how these boundaries are thick
or thin,

ldentity — How are staff and volunteers iden-
tified to one another? To the general pub-
lic? Do our actions convey equality and

- mutual respect?

Control — What are our perceptions about the
ability to control people and their work?
How are supervision problems handled?
Who has a right to speak up if control
issues are present? Are staff and volun-
teers held to the same basic standards of
accountability?

Skills - What are our assumptions about who
can provide specific expertise needed by
the organization? Do the skills of volun-
teers duplicate those of staff, or are they
different? What is the value of various
skill sets in reiation to our mission?

Turf — To what degree do staff and volunteers
share the same domains (e.g., physical
space, meetings, training, on-site and off-
site work, etc.)? B

Payment — What are our perceptions about
how various workers (staff and volunteer)
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are recognized and rewarded? Is there a CD TOOLS AND RESOURCES:
sense of fairness and equality, or is there

resentment that some work is more highly
valued than others?
Wherever thick boundaries are identified,
develop specific options or recommendations
for how they might be lessened. Present
these ideas to top management and/or the
board of directors.
= |f paid staff and/or volunteers are feeling
‘ unappreciated or your regular “recognition”
| activities do not seem to be valued by
|
|

volunteers, create a task force to explore
other possibilities. Conduct a mini-survey or
20-minute brainstorming session to elicit
feedback and creative new ideas. Is volunteer
recognition regarded as an event or a
process? Are you still doing the same thing
you did 10 years ago, even though it isn’t as
successful? How can recognition and
rewards become more personalized and
| flexible to meet the various motivations and
‘ values of individual staff, volunteers, and
| programs? How might staff and volunteers
be recognized for what they have achieved
together? Involving many people within the
organization in this process will definitely
yield high quality decisions about what
changes to make.
= Ask volunteers to periodically assess staff
they work with, whether they feel valued,
whether they are receiving adequate support,
and what they like best about working with
those staff. Share positive feedback with
staff, and use the information to identify
needs for additional coaching.
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The Innovation Connection

The organization is examining and improving its operation through
workforce diversification, volunteer feedback, and the use of technology.

This chapter discusses the benefits organiza- Diversity as a Goal
tions derive when they update how they recruit,
communicate with, and collect data from their
voiunteers. You will do the following:

Achieving a diverse workforce, both staff and
volunteer, can be a particularly difficult aspect
for organizations to tackle because discussions
of inclusiveness or diversity can quickly become
] L ) tinged with controversy and defensiveness. But
= Read examples of how this connection is evi- in an increasingly multicuttural world in which

denced in real organizations a variety of lifestyles, cultures, age groups, and
= Find suggested discussion questions for staff ;e orientations seek to coexist, attention
and volunteers to explore together must be given to these issues.
» Examine specific action steps to help your
organization strengthen this connection

Learn about key eiements of this connection

An organization’s activity around diversity
begins with a very basic philosophy about the
value of involving many types of people as vol-
unteers. Consider these contrasting statements:

Experts in management and organizational
development are making the case that an orga-
nization's ability not only o survive but also to
thrive in the future is directly proportionate to
its capacity to learn. By that they mean that the
people within organizations, both individually
and collectively, need to develop the ability to
reflect on their work and a willingness to uncov-
er, understand, and reconsider the basic
assumptions that underlie the work they are
doing. This includes considering the possibility
that some of those assumptions are no longer
valid and that they limit the way we think and
thus the way we behave. You may have recog-
nized the need in your own organization to reex-
amine some past or current practices, in which
case this chapter can help you do just that.

Organization B: “Our customers are better
served if they are interacting with volun-
teers who share their cultural values and
language.”

While many executives and board members are
quick to recognize the need for change in how

they fundraise, address personnel issues, and Organization D: “By actively inviting a variety
conduct marketing, they are less likely to focus of community residents into our organization
on updating their volunteer management strate- as volunteers, we are increasing our pool of
gies. Yet the social, economic, and demograph- potential workers and donors, gaining access
ic realities of today, as listed in Chapter 1, have to an array of resources, and strengthening

a direct bearing on your ability to attract and public support for our mission.”

retain voiunteer involvement.
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The difference between more effective and less
effective organizations is the extent to which
they recognize the importance of diversity and
inclusiveness and are attempting to find
answers appropriate to their community and
their organization. While true diversity is rare
and difficult to achieve, highly effective organi-
zations recognize the potential benefits of new
perspectives, credibility, access to new sources
of volunteers, and improved service delivery.
These organizations struggle more openly with
how they can increase the involvement of peo-
ple who typically have not volunteered to work
with them.

Leaders in highly effective organizations speak
knowledgeably and sensitively about the chang-
ing demographics of their communities. They
understand the trends toward ethnic and cultural
diversity and the differences among Baby
Boomers, Generation X, and Generation Next.
They do not avoid the issue of inclusiveness with
general statements like “our services transcend
differences among people.” They recognize the
inherent importance of engaging people from all
these groups as volunteers in order to remain
truly responsive to the total community. Most
important, they openly struggle with how to
achieve that broad engagement because they
believe it will strengthen programs and services,
not because it is the politically correct thing

to do.

Listening to Volunteers

Through a variety of techniques, highly effec-
tive organizations try to learn as much as
possible about their volunteers, what motivates
them, and the quality of their experience with
the organization. This information provides
important clues as to how the organization must
adapt and change in order to sustain this
important human resource.

One way to characterize these organizations is to
say they are never satisfied. No matter how good

their engagement of volunteers, they are not
content to sit back and let things chug along
status quo. As we know, continuous process
improvement requires ongoing feedback from all
customers, and these organizations regard volun-
teers as one of the many sources of information
about how well their customers are being served.

Because volunteers (both new and experienced)
view the organization from the community per-
spective, they may have insights that differ
from those of the staff. They are usually very
willing to offer constructive ideas and assist
with problem solving — if invited to do so.
Furthermore, when some of their ideas are
actually impiemented, a cycle of positive
investment that leads to improved retention,
motivation, and impact is established.

The Relevance of Technology

Today's professionals have adopted rapid com-
munication as the standard way of conducting
business. E-mail, instant messaging, Web-
enabled phones, and other means of electronic
communication set a high standard for rapid
response o inquiries. An organization that
cannot respond quickly to someone expressing
interest in volunteering will lose many potential
volunteers during the lag time. Furthermore,
the ability to communicate electronicaily with
current votunteers can greatly enhance supervi-
sion, recognition, and evaluation.

Expectations are equally high when it comes to
websites. Nothing is more disappointing than
visiting a site that hasn't been updated in a
year or two. A webpage should represent the
most current information available and provide
easy navigation to the parts you want people to
find. When it comes to volunteer recruitment,
the messages need to be inviting, highly visible,
and easy to follow. An out-of-date or too-general
website pegs your crganization as behind the
times and will cause potential volunteers to
pass you by without a second look.
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As noted in Chapter 1, virtual volunteering is a
growing mode of engaging volunteers in the
work of organizations around the world. No
longer does a volunteer need to come into your
office to be of assistance. Volunteer writers,
editors, graphic designers, and other profes-
sionals in the publications field can provide
valuable service to your organization from the
comfort of their homes and studios. Similarly,
tutors, mentors, buddies, and other one-on-one
client-serving volunteers can provide such sup-
port by phone, e-mail, and/or Web chat. If you
are already successfully involving volunteers
on-site and have the capability to communicate
via the Internet, you can easily expand your
operation to include virtual volunteers.

Volunteer information is valuable human
resources data and should be treated as such.
Your organization should have a data manage-
ment system in place to ensure the data are
kept secure, organized in an efficient manner,
and retrievable when needed by the people who
need it. Technology offers a range of options
that make it easy to generate reports about both
the quantity and the quality of volunteer
involvement, which in turn leads directly to
continuous improvement.

How Organizations Demonstrate a Strong
Innovation Connection

EXAMPLES: Creatively Matching Supply and
Demand

For several years, a large metropolitan science
museum has filled the daytime weekday need
for volunteers with 12- to 18-year-olds who
are schooled at home by their parents. The
students heip at the visitor services area and,
in return, gain experience and skills in public
relations, science education, and business
practices.

A social service agency provides childcare
services for parents who are participating in
counseling sessions. The childcare area is
staffed by military personnel who are stationed
at a base nearby and have flexible work sched-
ules. This assignment is attractive fo soldiers
who are away from their own children, nieces,
and nephews and provides a welcome contrast
to their highly structured work environment. in
return, the children benefit from excellent role
models, and the agency can depend on this
highly reliable pool of volunteers.

| B S EE R R A - A ]

EXAMPLE: Very “Able” Volunteers Contribute Great
Value

A museum uses individuals with disabilities in
many different roles. A blind docent (and a
guide dog) volunteers two days a week and is
given a ride by another volunteer, who won a
recent award not only for his dedicated service,
but also for his enabling her to volunteer.
Another volunteer is deaf and serves as a junior
docent {(under 18) in special events programs
doing crafts with kids. Two other docents are
volunteers who use wheelchairs. Two volunteers
have suffered head injuries: one is a docent,
and the other works with museum stores.
Another individual has a special needs diploma
{mental retardation); he has been a good
volunteer and now is also a ticket taker staff
member. All of these people are willing and able!
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EXAMPLE: Teams Create and Nurture New ldeas

At a local senior center, volunteer teams quickly
assume the management of new projects.

When a program is first initiated, volunteers are
invited to form a new team under the direction
of the volunteer services coordinator. As the proj-
ect matures and the number of team members
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increases, a team leader is selected to guide
the project. There are now over 25 volunteer
teams that individuals can choose to join.

EXAMPLE: Assessing Satisfaction

A local social services agency conducts an
annual volunteer satisfaction survey. The results
are tabulated by program area, and a summary
report is provided to each volunteer supervisor.
Each program engages its advisory committee
or other key volunteers in reviewing the survey
results and developing action steps to address
the findings. Brief articles are also included in
the volunteer and staff newsletters.

EXAMPLE: Taking Feedback Seriously

In a local police department, the annual evalua-
tion of volunteers includes a program evaluation
compenent in which volunteers are asked to
provide feedback to the organization. These are
read carefully by the volunteer resources coordi-
nator and are also shared with her supervisor.
Suggestions and comments are reviewed at the
highest level and taken seriously.
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EXAMPLE: Volunteers Support Changes in
Numerous Ways

A public radio station used Survey Monkey®
software to get feedback from volunteers about
some proposed changes - and were amazed at
the input received which significantly con-
tributed to the planning. Recently the station
has transitioned to the use of computers to
take pledges during the annual fundraising
campaign, rather than the pencil and paper
approach that had been in place for decades.
Volunteers of various levels assisted with testing

the computers in the development phase (work-
ing with staff on this}, and helped design and
implement training of volunteers on the new
system. Because the organization is so
dependent on volunteers for the pledge drives,
it was essential that everyone feel comfortable
to the introduction of computers. Success was
assured by involving volunteers heavily in each
step of the transition.

EXAMPLE: Technological Taient Widely Used

A large aquarium utilizes a number of volun-
teers with computer skills to support programs
throughout the organization:

» Two volunteers help with data entry and
producing reports.

s A volunteer develops PowerPoint® presenta-
tions for the volunteer orientation and to
educate docents on specific topics. These
are available for volunteers to check out so
that they can learn at home.

m Several volunteers maintain the e-mail notifi-
cation lists to ensure quick and efficient
communication among all volunteers and
special teams.

= The voilunteer newsletter is designed and
edited by a virtual volunteer who rarely sets
foot in the building.

= A volunteer maintains the aquarium’'s entire
website.
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Basic Questions

What discussion has occurred in the organi-
zation regarding diversity of staff and/or vol-
unteers? Who was involved in that discus-
sion? Did anything change as a result?

How would you describe the “ideal” volun-
teer for our organization? Why?

Describe a typical volunteer on the board.
What is that person like? Where does he or
she come from? How are potential board
members identified and recruited? Would
particular types of individuals strengthen the
board if they were added? Why or why not?
Describe a typical nonboard volunteer here
in our organization. What is that person like?
To what extent do the volunteers reflect the
ethnic, racial, economic, age, and gender
makeup of the community we serve? How do
we know? Are people we seek to serve also
involved as volunteers or board members?
Why or why not?

Do we know why volunteers leave this organi-
zation? How do we know this?

Intermediate Questions

Who keeps track of what the volunteers do?
Who needs this information? Is the current
system effective? Why or why not?

If you were completely in charge here,
what are three things you would do to
improve the involvement of volunteers in
our organization?

How do we learn what our volunteers are
interested in or need to do their work well?
Do we act on that information once we have
it? iIf so, how? If not, why?
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The following are questions for reflection and facilitated group discussion among
staff and volunteers related to the innovation connection.

Do volunteers attend or participate in staff
meetings? Why or why not? What advantages
might they bring?

How do various staff and volunteers in the
organization regard the use of technology? To
what degree is it relevant to each depart-
ment, program, or area of activity?

Complex Questions ,
s What is the biggest change that has

occurred in this organization in the past five
years? Who was most affected by this
change? Was this change viewed as a posi-
tive or negative by staff? By volunteers? How
do we know?

Do volunteers ever have good ideas for
improving the way the agency does things?
What are some examples? What happens to
these good ideas? How do we learn about
these good ideas? Do we provide a continu-
ous feedback loop to demonstrate that we
have heard their ideas and been influenced
by them?

How often are volunteer resources discussed
at staff meetings? At board meetings? What
types of issues are usually talked about?
Are decisions made as a result of this
discussion? _

Who knows the most about volunteers in this
organization? What kind of reports, data, or
statistics does that person collect and
prepare? Who else has access to that infor-
mation? Would it be helpful to share with
others who do not currently receive it? Would
additional information about volunteer
involvement be useful to particular staff?
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CAPACITY-BUILDING ACTION STEPS
SENEEANEEEEEREREENEEENN

Getting Started

Educate staff about current volunteer trends,
why people volunteer, and the pros and cons
of volunteer involvement. Be realistic yet
optimistic about the potential in your com-
munity, based on current information.
Ensure that all volunteer recruitment materi-
als reflect a variety of types of people —
ages, sexes, ethnic groups, etc. — that you
wish to involve.

Ask a couple of “outsiders” (those not famil-
iar with your organization) to review the cur-
rent website content related to volunteer
involvement. What messages are being con-
veyed? Is it easy to navigate? identify specif-
ic changes to make it more effective, and
then meet with the Web manager to discuss
implementation.

Getting Stronger

Adopt written value statements and policies
that ernicourage diversity among staff and vol-
unteers.

Recruit a volunteer with technology expertise
to assess how it could be used to increase
the effectiveness and efficiency of volunteer
involvement. Invite key staff and volunteers
to serve as a focus group to work with this
expert. Examine areas such as website
visibility, electronic communication options
for sharing information, recruitment strate-
gies, record keeping, and evaluating program
outcomes. :

Invite several volunteers to brainstorm ideas
on how their feedback and input could be
solicited and used to improve the organization.
Create an informal opportunity for the execu-
tive director to talk with other executives
about volunteer management practices in

~ similar organizations. Learning how others

are approaching these issues can spark new
ideas and save mental energy and time.

Maximizing the Connection
» Gather demographic data about your com-

munity, and compare it with demographic
data on your board and other volunteers.
identify underrepresented areas and develop
a plan for strategic outreach to at least one
new constituency. Special projects or short-
term assignments may be an easy way to get
started. Specific ideas for engaging several
target audiences is provided on the CD &4,
Identify some other organizations in your’
community that are wrestling with diversify-
ing their volunteer base. Convene a round-
table or “kitchen forum” with other execu-
tives, managers, board members, etc., to
share relevant information, brainstorm strate-
gies, and explore the merits of each. A sug-
gested process for conducting a simple com-
munity forum is provided on the CD &g,
Include the volunieer resources manager or
the person who knows the most about volun-
teer involvement in strategic planning ses-
sions. Ask this person to provide data, pro-
gram models, ideas, and/or recommenda-
tions to contribute o the process. Invite vol-
unteers from various levels of the organiza-
tion — not just the board — to provide input
into planning as well.

Develop a task force to examine how the
organization learns from the experiences of
its volunteers. Are regular voiunteers
debriefed periodically or given opportunities
to discuss their involvement? Do volunteers
participate in an exit interview when they
leave? How are data gathered from such
activities shared with others in the organiza-
tion? How could this learning be increased?
A sample exit interview form as well as addi-
tional feedback questions are provided on
the CD&).

Examine how voilunteer involvement is evalu-
ated and measured. Plan a multifaceted
analysis of the value of volunteer involve-
ment in your organization.
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Focus on differentiating between:

s The performance of the person supervising
the volunteers

= The performance of other staff as they interact
with and support volunteer involvement

» The impact of what volunteers do (the
difference they make)

» The cost benefits of doing this work with vol-
unteers compared to without volunteers

= The performance of individual volunteers

Each of these assessments tells part of the
story, and none can stand alone as an accurate
indicator of the value and results of volunteer
involvement. It is also critical to distinguish
between evaluating process and evaluating
impact. Use the information gathered through
such evaluations to create impact statements
that describe long-term, sustaigable changes in
individuals, the organization, and the communi-
ty. A basic process for impact evaiuation and a
simple illustration are provided on the CD%’ .
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Moving Forward

Do not be daunted by all that is contained in the previous chapters. It is highly unlikely that any organiza-
tion can undertake all of the activities suggested here—at least not in the near future! However, taking
action on even a few of them will lead to positive changes in how your organization thinks and acts about
volunteers. Over time, small steps translate into visible progress and significant results.

Want to tatk further about this with others who will understand and can offer advice? The following

organizations can be of help:

Points of Light Foundation & Volunteer Center
National Network:

A national, nonpartisan, and nonprofit organization
dedicated to engaging more people and resources
more effectively in voiunteer service to help solve
serious sccial problems. Together with more than 360
Volunteer Centers throughout the nation and more
than 1,000 nonprofit, government, and business mem-
bers, the Points of Light Foundation & Volunteer
Center National Network provides the leadership,
knowledge, programs, and resources on a national
and local scale to unify the national volunteering and
service sector. The Foundation’s catalog and resources
can be found at their website.

www.PointsofLight.org or 202-729-8000

Corporation for National and Community Service:

A national organization that provides opportunities for
Americans of all ages and backgrounds to serve their
communities and country through three programs:
Senior Corps, AmeriCorps, and Learn and Serve
America. The Corporation is part of USA Freedom
Corps, a White House initiative to foster a culture of
citizenship, service, and responsibility and to hetp all
Americans answer the President's Call to Service.

www.nationalservice.org or 202-606-5000

Association for Volunteer Administration:

The national/international professional association
for individuals who mobilize and manage volunteers.

The website includes information on the profession,
an extensive bibliography, the CyberVPM listserv,
quotable quotes, links to related sites, database of
local groups of volunteer managers, directory of con-
sultants, calendar of events, and sources of training.

www.AVAintl.org or 804-346-2266

Nonprofit Risk Management Center:

Comprehensive source of legal information related to
all aspects of nonprofits, including volunteer man-
agement. Offers practical publications and training.

www.nonprofitrisk.org or 202-785-3891

Board Source:

Numerous publications and training related to board
development.

www.hoardsource.org or 800-883-6262

TechSoup:

A technology website for nonprofits to learn about
technology tools, donated software, new products and
services, computer recycling, and how to work with
technical volunteers.

www.techsoup.org or 800-659-3579 x363

PRO-VM:

Professional Votunteer Manager Discussion Group,
designed for more advanced and experienced practi-
tioners. To subscribe, send a blank e-mail to:

PRO-VM subscribe@yahoogroups.com
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OTHER PUBLICATIONS RELATED TO STRENGTHENING THE FOUR CONNECTIONS

Available from www.PointsofLight.org/catalog
or 800-272-8306.

A basic, practical approach fo beginning a process of
volunteer outcome and impact evaluation.

A Guide to Investing in Volunteer Resources
Management: Improve Your Philanthropic Portfolio,
Association for Volunteer Administration, Points of
Light Foundation, and The UPS Foundation, 2003.

Available as a free download from
www.AVAinti.org or 804-672-3353.

Making the case for funders and others to support
the staffing, training, and other capacities that sup-
port and sustain volunteer involvement in nonprofit
organizations.

Family-Friendly Volunteering: A Guide for Agencies,
Steve McCurley. Points of Light Foundation.
Availabie from www.PointsofLight.org/cataiog or
800-272-8306.

Practical information on how to attract and involve
families as volunteers.

~ From the Top Down: The Executive Role in
Volunteer Program Success, rev.ed. Susan J.
Ellis. Phit_adetphéa: Energize, Inc.,1996,

Avaitable from www.energizeinc.convbookstore.htmi
or 800-355-9800.

A practical guide to the executive-level decisions
that lay the foundation for effective volunteer
involvement: policies, budgeting, staffing, employ-
ee/volunteer relationships, legal issues, etc,

55 Minute Staff Training Series, Betty Stallings.

- Available from www.energizeinc.com/hookstore.html
or 800-395-9800.

Ten modules to help staff work with volunteers: one-
hour session designs, handouts, trainer notes,

Measuring the Difference Volunteers Make:

A Guide to Outcome Evaluation for Volunteer
Program Managers, Minnesota Department of
Human Services, 1997.

The Cost of a Volunteer, The Grantmakers Forum
on Community and National Service, March 2003.
Available from www.gfcns.org or 510-665-6130.

An exploratory look at the costs — many of which are
hidden — associated with operating a high-
quality volunteer program.

The Nonprofit Leader’s Guide to Building Volunteer
and Organizational Capacity, Association for
Volunteer Administration, 2004.

Available from www.AVAintl.org or 804-672-3353.

Information for nonprofit executives, including key ele-
ments of volunteer resources management,

critical competencies, and options for supporting the
volunieer function more effectively.

The Volunteer Recruitment (and Membership
Development) Book, 3rd ed Susan J. Ellis.
Philadelphia: Energize, Inc., 2003.

Available from www.PointsofLight.org/catalog or
800-272-8306.

A comprehensive, practical approach to recruiting
all kinds of volunteers, even those you haven't
involved before.

The Virtual Volunteering Guitdebook: How to Apply
the Principles of Real-World Vounteer Management
to Online Service, Susan J. Ellis and Jayne Cravens.
Impact Onine: 2000. Electronic publication.
Available from:
www.energizeinc.com/downloat/vvguide.pdf

The definitive guide to incorporating virtual volunteers
into your organization.
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LIST OF RESOURCES ON THE CD

. Ilitro'dut#tion Action Plan for Strengthening Connections (DOC)
' Identifying Solutions: Brainstorming and Creative Thinking (PDF)
Volunteer and Staff Reactions to Change (DOC)

Chapter 1 g Cur%é:nt Trends in Volunteering: A Summary (PDF)
’ ; " Current Trends in Volunteering: A Reality Check (DOC)

Chapter 2 i The Four Connections: A Summary (PDF)
: e Orga‘nizationaf Self-Assessment: Planning Worksheet (DOC)
Organizational Self-Assessment: Instructions and Survey Form (DOC)
~ Organizational Self-Assessment: Tabulating and Analyzing the Data (DOC)
Survey Analysis Tool and Instructions (ACCESS) '

Chapter 3 . = Sample Organizational Chart (PDF)
: .-~ Developing a Purpose Statement (DOC)
Building Commitment for the Volunteer Program: A Replicable Model (PDF)
~ Exploring Definitions and Terms (DCC)
- Aligning Volunteer Assignments with Organizational Priorities (DOC) .
‘Designing Strategic Volunteer Position Descriptions, Samples,
and Suggested Format (DOC) |

ChapteM - ‘Models of Volunteer Resources Management (PDF)
T Sample Job Descriptions for Volunteer Resources Managers (PDF)
Sharing the Volunteer Management Function, worksheet (DOC)

- Chapter5 | ~ Sample Volunteer Agreement (PDF)
AR Sample Fact Sheet on Volunteer Involvement (PDF)
Examining Boundaries Between Staff and Volunteers, worksheet (DOC)

Chapter 6 . Engaging Various Volunteer Audiences (PDF)
_— " Conducting a Simple Community Forum (DOC)
‘Sample Volunteer Exit Interview Form and Sample Feedback Questions (DOC)
Evaluating the Results of Volunteer Involvement (DOC) '

]
m. Powerful Voluntesr Connections: A Toolkit for Maximizing Your Grganization's Volunteer Resources
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