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There is an old saying that goes:

Everyone is out of step but me and thee,
and sometimes I worry about thee...

The rhyme points, at once, to the truth and the danger of working on a book
about 'Cultural Diversity.'

The truth is that we are all culturally diverse, not because some are out of
step and some not, but because we are all individuals, unique in background,
experiences, and heritage.

As an example, and using the definitions, you find in the sidebar below, I am
then first from the 'Wylie-culture', born to Ralph and Kay Wylie never-you-
mind years ago, and brought into their 'arts, beliefs, customs, institutions,
and all other products’ of their human work and thoughts at that time.

Those arts, beliefs, customs, and etcetera included: Mom being home to raise
me as their first-born, Dad 'on-the-road' as a sales representative for the Pet
Milk Company all over the state of Iowa, and a close extended family visited
on all holidays and frequently in-between.

Other 'products of human work' included being white, female, Methodist, the
first child in my family generation, surrounded by people working in arts,
music, innovation and societal contributions.

All of these circumstances of my birth and growing up years created my first
culture, 'distinct in kind' and unlike any others exactly, therefore making me
‘culturally diverse.'

Even if you were white, female, and
born in the next hospital bed on the
same day as I was, we would have
‘cultural diversity' between us as we
grew up in a different family, distinct
in customs, beliefs, and structures from
mine,.

Thus, understanding and accepting
that we are all culturally diverse
allows us to broaden our definition of
the entire topic of diversity.

Such a powerful truth can help us work
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together, respecting our differences and blending our 'unlike' backgrounds
and experiences to form units and communities that benefit us all.

The danger that lies in examining this topic is found in people coming away
from it focused too narrowly on what divides us and makes us 'unlike' or
different. In short, making it an issue that is 'black and white.'

Too frequently, in the pattern of narrowness, that old nemesis, Assumption,
rears his twisted head when we speak of diversity and convinces us that the
topic we are discussing is only centered on race or ethnic origin.

Not so. Incredibly not so!

The danger such assumptions carry into the worksite or any corner of life is a
two-edged sword:

v/ On the one hand, it assumes ‘diversity' refers only
to the color of a person's skin or a 'foreign' accent.

v On the other, it assumes that people who are not
of a different color or origin are 'just like us.'

Please beat that sword into a plowshare, or better
yet, a shovel and bury it somewhere...it's so wrong, it
defies description!

As unique individuals we come to any worksite,
community, or effort with several cultures layered
one atop the other. I, for example, have a first layer
that is 'Wylie', but then I've added ones from
experiences I picked up along the way.

Last time I checked my 'cultural profile' it was
labeled:

Wylie, white, female, midwestern, Methodist turned Lutheran, friend, Western
Illinois University and Ball State University alumni, journalist, art-teacher,
Vineyard wife, mom, Praject Concern Director, civic volunteer, Junior
Women's Club alumni, author, editor, artist, trainer, business owner, partner,
and soon to be ‘mother-of-the-groom.’

Sub-categories for age, volunteer involvement, changes in family structure,
and work would take up paragraphs more and bore you to death.

Limiting our definitions of diversity in others to one or two characteristics is
as fool-hardy as assuming those who 'look’ or 'sound' like us are 'non-diverse'.

If your response to my own labeling is, "But all those things you listed don't
matter", congratulations, you just hit the jackpot of the real lesson written
within the topic of diversity:

"If it doesn't matter...don't let it matier!"

When people are joined in community around an issue or project, they commit
to a mission, made clear by leaders. Their goal is to accomplish that mission.

What these people each bring to that combined effort in the way of 'arts,
beliefs, customs, institutions, and all other products of human work and
thought' makes each diverse from the others.
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The focus must be on what commonalities exist among the diverse cultures in
each person that binds them together in common cause...and all the rest,
unlike and diverse, and even 'out of step' that has no affect on the work
required to accomplish the mission does not matter!

Too often people cause unnecessary conflict and tension by trying to change
characteristics or beliefs in others when those characteristics and beliefs
have nothing to do with the work to be done.

As National Director of Project Concern in the 1970's, whose mission it was to
serve needy children of poverty the world over, I really did not care about
what might have been different about the thousands of walkers committed to
participation in our fundraiser, The Walk for Mankind. I didn't care about
race, creed, national origin, age, dress, physical capabilities, religion,
education, economic level, home, marital status, or bad breath.

What I did care about was that they showed up on the day of the Walk,
prepared and backed by sponsors, to trek (however) as long (whatever) as
possible to earn money to save the children of poverty.

I also cared that they were safe on the route, well-directed, given appropriate
energy snacks, welcomed, and appreciated via a certificate at the end of the
route and safely taken home.

What made us different or diverse didn't matter. That we could work
together to serve children in need, did.

We are all 'culturally diverse." When the focus shifts from what is 'unlike’
between us to what commonalities we share, we will have added yet another
culture to the long list each of us bear: The culture of shared community and
great, good sense!
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Managing diversity

Change is painful

versus worker bees, or paid versus volunteer staff.

Culture is a word that can be applied to any group. There certainly are
regional, professional, class and lifestyle cultures. Women are socialized
differently from the way men are. Even people with disabilities have a
culture with its do’s and donts.

However, as we discuss diversity here, it will related specifically to people
from racial and ethnic groups. The terms used to designate a racial or ethnic
group in this article are based on popular usage
rather than terms used by the US Government in
most cases. However, other terms may be more
acceptable in your community. For example,
'African-American’' may be preferred over '‘Black,’
'Latino' over 'Hispanic,' or 'people of color' instead
of 'minorities.’ Some of the terms here may not be
acceptable in your community and must be adapted
so that they are. Furthermore, because preferences
may change as populations evolve, these terms
should be evaluated regularly.

Many organizations lose good people because they
fail to teach them the rules. But now the rules may
be changing, as different players enter the game.
With the growing diversity of the American work
force, organizations are beginning to reassess
recruitment and management policies, and are
designing approaches to accommodate cultural
differences among paid and volunteer staff.

Managing diversity approaches paid and volunteer staff differences not from
the legal or moral standpoint, but from a practical perspective because it
makes good business sense.

Valuing diversity programs often include presentations on current and
projected demographic realities and their implications for labor,
productivity, service delivery or profits. The shrinking volunteer pool means
more competition for existing talent, and that in turn requires a greater
commitment by managers and volunteer leaders to recruiting, developing,
and retaining paid and volunteer staff of all kinds.

Managing diversity is much more than EEO regulations. Rather, it is part of

the corporate strategic plan. We must go beyond numbers crunching and
begin to value diversity.

Managing diversity can help cut costs and increase productivity by tapping
and developing seriously underused human resources. Also, employee and
volunteer turnover can be reduced by recruitment, hiring, and promotion
policy based on merit.

Inefficient allocation of human resources in the short-run may occur when
individuals are not recruited, assigned, or promoted to the position for which
they are best qualified. In the long run, paid and volunteer staff may become
convinced that they will not attain a desirable position, and lose hope of
attaining the education or training necessary for advancement. As people

quit their 'dead-end' jobs, the organization and the individual both lose when
human resources are underused.

Changing the attitudes and assumptions that prevail within an organization
is far from easy.
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The process of
change

Navigating the
fransition stafe

terrifying prospect. The same high motivational levels which lead the
members to join the group in the first place, and contribute large amounts of
time to the maintenance of the group over the years, make it difficult to face
"losing’ control to newcomers. This is exacerbated when the change involves
making significant changes in the operational style of the group in order to
meet the requirements of these newcomers: "We've done it this way for 30
years...! What's the matter with them?"

The most-committed volunteers within the group may be the strongest
resisters to change. For some, their sense of personal identification and ego
gratification is strongly entwined with their position within the group. Facing
the loss of this 'power’ or 'rank’ can be very difficult, particularly for those
who are feeling other strong senses of loss in their lives. And anyone who has
worked hard to develop something for which they care deeply finds it hard to
turn it over to 'strangers’, who may not treat it with the same care and
concern. It is one thing to 'pass the torch' on and it is quite another to feel
that the recipient is likely to extinguish the flame...

Managing change in membership-based volunteer systems, whether as a
staff person or a key volunteer leader, can best be accomplished if one has a
sense of how change operates in organizations and how these changes are
viewed by individuals.

The process of Organizational Change can be diagrammed as follows:

Processes of Change

The process of change involves the 'movement' of the organization from its
Current State to its Desired State. This is not, however, a direct trip. Usually
the organization passes through a Transition State, in which those involved
face a sense of loss for the passing of the old system and develop fears and
hopes for the new system. An organization which attempts change without
passing through this transitional state will only do so by abandoning many of
those who formerly belonged, and who were not persuaded of and involved in
the decision to re-create the organization.

Successful management of this transition state is the key factor in persuading
a group to complete a change. What happens in this transitional stage will
determine whether a group actually goes through 'real’ change and what the
results and shape of that change will be. Many groups who initiate a process
of change become lost in a transitional limbo and either grope their way back
to where they were or develop schismatic factions who tear the organization
apart. Leadership in the change process requires carefully guiding the group
through this process of transition without alienating or losing their
motivational commitment to the 'new’ or to the ‘old’ organization. This
guidance is a process of communication, involvement, and visioning, which
we will discuss further below.

The transitional stage is itself dividable into three parts: an Ending, a
Neutral Zone, and a New Beginning.
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Ending the old
system

Exploring the
heutral zonhe

A diagram of these phases of transition would look as follows:

The Endings portion of the transitional stage is where members have an
opportunity to look back upon and bid farewell to the old system. The key
leadership tasks for this phase of transition are:

v
v
v
v
v

v
v
v

Be clear, definite, open — explain the reasons for change. People must
know and understand 'why' in order to let go.

Inform people about the process for transition and what personal impact
change will have for them.

Communicate what is and is not ending and why; avoid letting people
begin to develop a sense of 'disengagement’ from the organization.

Avoid a sense of failure. The old system is not being 'rejected’, just
modified.

Expect emotional reactions: denial, anger, depression, bargaining,
resistance. The best response to these feelings is to support people in
expressing them.

Expect people to highly value past patterns of behavior and systems
which they didn't like much before.

Provide opportunities to grieve and say goodbye to the past: acknowledge
feelings, provide rituals of separation, allow feelings of closure.

Honor the results and people of the past system.

Where people 'let go' of the old system during the Endings phase, they begin
to attach themselves to the new system during the Neutral Zone. This is an
inherently confused process, complicated by the fact that some people will go
through it faster than others.

The key leadership tasks during this phase are:

v/ Support people in not knowing exactly how they feel; don't force

premature commitments. Give them time to feel and think.

v’ Avoid premature everything: decisions, structures, systems, etc. In the

words of the Latin proverb: Make haste slowly. Set up temporary
systems, and clearly let people know they may be changed.

Managing Volunteer Diversity, 1992

19









Using natural
metaphors of
change

don’t know yet what will work and what won’t. We intend to explore

every possible opportunity. We are good enough to learn new ways to
make things work.

v Let people see you write down things that need followup. It’s
reassuring, especially if you do in fact follow-up.

v Follow-up all questions, rumors, or concerns. Don’t let anything go by.
Get the facts! What you don't know is very likely to hurt you.

v Don't do all the talking yourself. Encourage peer group conversations
or bring in an outsider with credibility to talk about the need for
change.

It is very important during the process of change to explain the rationale in a

fashion that does not condemn the old system. Members who have

participated in the old system, enjoyed its benefits and its successes, and
valued its contributions to their own lives, will find it difficult to deal with
any hint that the old system is at 'fault’. And it is right that they should,
since, during its time, the old system was probably very successful.

One excellent way to avoid ‘blaming' the old system while at the same time
persuading members that it should now change is to employ metaphors
which sugggest that change is a natural and expected process; that we are in
fact not 'ending’ the old system as much as we are simply making a natural
progression to a new stage in its development.

Here are three different natural metaphors that you might choose to employ:

@ The Organizational Life Cycle

Organizations, like people, go through a life cycle in which they age, change
in structure and ability, and eventually begin to slow down. A typical life
cycle in an organization proceeds like this:

Maturity .
Prime Aristocracy

Adolescence

Infancy,

The Cycle of Organizational Development

Each of these stages of development is marked by distinct characteristics.
Infancy is a start-up stage in which a few people initiate almost everything
(and sometimes it's a 'one person show', run by The Founder), the emphasis is
on results not procedures, and there are few policies or structures.
Everything is loose and a new organization is created each day. Adolescence
marks further growth, but management begins to decentralize as the
organization get larger, leadership begins to be shared, more structures and
rules are developed, and the rituals and ceremonies of organizational custom
are created. The Prime is the last of the high growth stages, as the
organization enjoys its success and begins to balance its original
entrepreneurial spirit with balanced long-term management.
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In Maturity the organization begins to slow down, people become satisfied
with the status quo, the climate begins to get more formalized. During
Aristocracy, the organization begins to concentrate more on its internal
concerns than external affairs; the climate becomes more formal and the
institutional procedures become of paramount importance. Many
membership groups do not go through the Bureaucracy stage unless they are
of sufficient size to have a paid staff, but when they do they experience a
system in which everyone is concerned with their own turf, there are tight
controls from the top, and people look at involvement as ‘just a job.' Death

- may not mean actual extinction, but could imply an
organization in which only a few are still actively involved,
and the organization is simply marking time, doing the same
things it has always done, and awaiting the fading away of
the last of the Old Guard, while celebrating and re-enacting
the triumphs of the past.

The interesting thing is that, unlike people, an organization
may change this pattern of development. At some point
during the latter stages, an organization may develop a 'new
vision' and re-create itself, in essence leap-frogging into a new
cycle of growth and development. In doing so, it 'sheds its
skin', returns to the flexibility of youth, and begins to develop
a new set of rules and programs. Successful organizations
will periodically go through this process of 're-birth’, adjusting
to new needs, new conditions, and new opportunities.

Q The Changing of the Seasons

Another natural metaphor to utilize is that of the seasons. As the year
progresses, we pass through the seasons in turn: Spring, Summer, Fall,
Winter. These seasons each have their own characteristics, each contributes
something to the earth and the richness of life, and no season is any 'better’
than another. But, as we do not stop in any one season, so we should not
expect to stay in any one style of organizational operation.

One can compare the growth of the organization to that of an oak tree, which
starts as a little acorn, and struggles and grows over the years. It may lose its
leaves every year, but this is a means of protecting itself and preparing for
the new growth that spring will allow.

m The Parent and Child

One final metaphor to utilize is that of the parent and child. If the
membership is unsure about passing some control of the group to the
'newcomers' then a good way to explain why this is necessary is to remind
the group of their interaction with their own children.

A parent prepares children by giving them advice and information, often
learned the hard way by the older generation. At the same time, the parent
knows that the child will probably not behave exactly as that advice suggests,
and even 'realizes' that in a way this is a good thing — the child, to mature,
must test itself, learn its own way of doing things, and develop its own
capacity for life. The child may, in fact, initially reject all of the parent's
advice. But, oddly enough, at some point that same child will look back and
realize that its parents, and their advice, were a lot smarter than they looked
at the time.

Some group members, particularly those who helped found the group, will
subconsciously think of the organization as their baby’, and will find it very
hard to conceive of giving it away to strangers. By utilizing the Parent and
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in which each new member is 'teamed’ with a more experienced member.
The senior member is expected to get to know the new member, act as
their guide, and figure out how the new member can best be involved in
the group.

v Have a special "New Member Project”. If your new members arrive as a
group, then consider creating a New Member Project, which is given as a
responsibility to the new membership class. The New Members are
responsible for thinking of the project, planning, and implementation.
The benefit of this system to the New Members is that it quickly gives
them a sense of ownership and control in the activities of the organization
--- they have something which is ‘theirs’. The system also benefits the
organization, since it quickly identifies those among the new members
who are creative and able to fulfill leadership positions. If you can't have
a separate project for new members, try to have one meeting or event
each year that is the responsibility of the new members.

LaSt thoughts This discussion of creating change in membership groups has focused on
what needs to be done with the current members more than it has dealt with
communicating with the new members. There are two reasons for this:

¢ The first is that the information in the rest of this book dealing with
specific types of 'new' volunteers will provide you with a wealth of specific
information on these potential new members. Read the information on
recruiting and involving these new populations and make use of it in your
membership recruitment efforts. It will work as well for you as it does for
the more structured service volunteer programs.

¢ The second, and more important reason, is that it is most often these
already existing systems which thwart involvement of new members
than it is anything which has to do with the potential new members
themselves. Failure to achieve real change in membership groups results
more often from an unwillingness or inability of the current membership
to take action than it does from a rejection of that action by the newcomers.
A membership group must want to change in order to accomplish change.

As the leader of the group, concentrate first on getting your own house in
order before you invite anyone to visit. If this is accomplished you'll be
pleasantly surprised how many people want to come back again.

And always remember the gentle wisdom of Will Rogers:

"Even if you're on the right track,
you'll get run over if you just sit there.”
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Administrative
policies and
procedures

Job desigh

for working for money. It is important that they recognize that you are
enabling them to gain experience beyond what they might receive if they
were working for a fast-food restaurant.

The student volunteer program should have all the components of any other
volunteer program including policies and procedures that relate to the
organization's policies and procedures for all staff. Remember, students have
not had the job experiences that many adult volunteers and paid staff have
had and will need to have many policies and procedures explained in greater
detail. Youth are not stupid, they are only inexperienced and need the
volunteer administrator and staff to take the initial time to help them
understand why it is necessary and important to have policies and
procedures.

Be prepared for youth to challenge why your organization
does things. Sometimes youth will react about the 'stupid’
way you do things. Sometimes, they are right. Do not just
automatically reject their challenges as youthful naivite.

Students will want to know why policies and procedures
exist, and if you are unable to explain in a clear and positive
manner the rationale for them, you may encounter passive
resistance or outright defiance. This behavior is more from
the desire to understand than disrespect, for if you can't tell
them why they should or shouldn't do something youth will
try to find out on their own or make up a reason. Negative
rumors start this way.

For example, if a policy states that volunteers should refrain from wearing
jeans and tennis shoes to work, you may encounter some difficult situations
unless you explain to the students by example and with positive reasons
about the 'power of dress' in a work environment.

In many programs the policies and procedures are used to develop a contract
or list of items that are to be expected by the youth, the youth's parents, and
the organization. A document of this type addresses the fact that youth have
many demands upon their time and that it is important to share information
with their parents and family about the organization and its expectations
about the commitment they are planning to make.

Some specific suggestions about the content of youth volunteer policies and
procedures are covered in the section which follows later on "Management".

In designing jobs for young people, follow the same principles of job design
you use for adults. The job description for youth should be more detailed and
contain more structure than is necessary for adults.

Many young people have high esteem needs. They are satisfied by jobs that
give them a positive sense of connectedness, a sense of effectiveness, and a
sense of uniqueness. In addition, they like a job that is fun. These aspects
should be built into the job to the greatest extent possible. Volunteer
positions for youth, especially younger members, should include some team
activity. The job should contain some clear goals to be achieved so that young
people see that what they are doing is effective and meaningful for the
organization. Individual skills and interests should be utilized to take
advantage of each person's unique talents.

Any volunteer position will no doubt contain responsibilities which are not
glamourous or fun. In a sense, this prepares them for the real world because

most of us enjoy parts of our jobs less than others. Try to make at least part
of the job 'glamorous’ or 'fun’ to the young person.
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Youth can feel envelope stuffing is fulfilling if they realize the purpose of the
mailing. Tell them why the mailing is important and try to make it fun.
Allow them to choose music to listen to while they do the mailing. Have a
friendly competition for which team can stuff the most envelopes.

In some organizations the tendency is to give volunteers the ‘jobs that no one
else wants to do.' This is even more likely to be true of

Recruitment

jobs for youth. In such circumstances the volunteer job
starts to look a lot like doing chores at home.

In designing jobs for youth, respect the volunteer's need
to "experience the experience". Make the goals clear, but
allow the job to be loose enough that youth can discover
the best way to do an activity by trial and error or by
observation. When young people are given this freedom
to grow, they retain their enthusiasm.

Generally, youth are capable of doing jobs that adult
volunteers do. At Ohio's Center of Science and Industry,
for example, volunteers as young as fourteen perform
demonstrations and answer questions pertaining to museum exhibits and
programs. Youth are capable of performing any entry level position. Once
they show they are capable of these initial responsibilities, they can be given
additional training and greater responsibility. You will find it effective to
have a 'stairstep' series of jobs, with different 'career paths'. Each step on the
path can be accompanied by some visible recognition, like a different color
badge. The environment in which all of these jobs are carried out must be one
in which it is 'safe’ to make mistakes.

Youth are often in the mode of exploring options. They may want to try out a
job and then switch to another. This does not necessarily indicate a lack of
responsibility but rather a search for who they are and for a fit with their
unique talents.

Like everyone else, youth give us a
portion of their scarce leisure time
when they volunteer. We are in
competition for their time with their
social group, romantic interests, family
responsibilities, school work, and paid
employment. As a consequence, to
recruit young volunteers we have to
offer them a flexible work schedule and
a volunteer experience that meets their
motivational needs. Some common
motivators are shown in the box to the
right,

Recruitment materials should show
potential volunteers how the volunteer
experience will meet these needs. For :
example, the picture on a brochure
could show volunteers working in a
group. A presentation to a school
assembly could stress the results
produced by young volunteers and the
recognition they receive.

The above applies to most youth. In addition, there are other segments of the
youth population with specific needs that can be tapped. For example, any
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Screening

junior high school probably contains a few smart kids who are ostracized by
an 'in-group’ which does not value intelligence. Volunteering can provide a
place where they can find acceptance and value. Similarly, shy kids can find
a place where they are accepted and can try on new roles in front of strangers
who have no expectations of them.

ing from scratch, the first recruitment question is "Where can we
find potential young volunteers?" If your
organization is one where young people might visit,
you should look at these 'customers' as a rich source
of volunteers. Staff should be encouraged to be on
the look-out for such visitors and, where
appropriate, talk to them about volunteering.
Schools are an obvious place to look for young
volunteers. Packets of information can be given to
area school principals and teachers of subjects that
pertain to the organization. Another way of
recruiting youth from school is to invite a class to
tour your facility as a field trip.

You can also recruit youth by putting out flyers or
posters at recreational centers, playgrounds, malls,
churches, fast food restaurants, and other locations
that youth gather.

The best source of young volunteers is a cadre of
satisfied young volunteers. Word of your program
will spread to the peer group members of your
current volunteers. If this word-of-mouth is
positive, young people will be calling to volunteer. If it is negative, however,
it will take herculean efforts to get other youth involved. The on-going
management of the young volunteers is thus critically connected to your
success in recruiting.

While recruiting, we actually begin the screening process. We can explain the
organization's needs and expectations and find out what the potential
volunteer expects from the organization. Sometimes this may be unrealistic.
For example, a young person may see the volunteer experience as an
opportunity to 'hang out’' somewhere. We would explain that volunteering is
a work experience, not a social activity. While there are social needs met by
volunteering, we also expect them to make a meaningful contribution to the
organization.

Youth will self-screen themselves if given enough information about the
organization's expectations. This process begins when the student first
inquires about the program and usually ends after the orientation or first
training. Send interested students a packet of information including a letter
thanking them for their interest and explaining what the program is about;
application form; reference forms (to be completed by two unrelated adults,
such as a scout leader, teacher, or neighbor they do work for); minimum
standards (age, grade completed, minimum grade average); a short list of the
program policies, and a list of volunteer positions.

Emphasize that it is a work experience but there are expectations that it will
also enable them to learn, accept responsibility, gain valuable communication
skills, serve others, and have fun.

This self-screening process will empower the student to decide if thisis a
commitment they can make before you put a lot of time in the interview and
orientation process.
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Retention

organization. Discuss what they are to do if they arrive before the
organization opens. Have a staff policy on who will be responsible for
students who are early or depart late.

¢ Dress

Remember youth are learning how to behave in an adult world. Give them
the standards you expect. It helps if there is some sort of uniform or badge
that distinguishes the volunteer (and staff) from the public. Keep in mind
that many young people are on a limited income. To make it possible for some
low-income youth to meet your dress requirement you may want to offer
financial assistance.

¢ Primary Supervisor

Youth should be assigned a primary supervisor to
communicate with on daily activities. Younger people might
have a high school student as a supervisor. Youth should also
be encouraged to talk with other staff, especially the volunteer
administrator, if they feel uncomfortable about
communicating with their immediate supervisor on some
issues.

We recommend that youth not volunteer in areas where they
would be supervised by a parent or relative or in an area
where their supervisor is supervised by a parent or relative.

¢ Evaluation

Help students learn that an evaluation is a positive tool which
enables both the volunteer and the staff to know how each is
doing and creates a list of goals for both to achieve.

* Records

Keep records of the volunteer's services, including a reference
for future employment or education. Keep track not only of the period of time
they worked and the duties they performed, but of the outstanding
achievements they made along the way.

¢ Job Re-Assignment

Determine the minimum length of time a volunteer must commit to a specific
job. Allow the volunteer to change assignments as appropriate for both the
volunteer and the organization.

+ Responsibility Statement

Develop a straight-forward statement outlining that by accepting a volunteer
position with the organization the student is agreeing to maintain high
standards of conduct in their relationships with clients, visitors, staff, and
fellow volunteers. Indicate that failure to live up to the program standards
will result in poor evaluations, probation, and/or dismissal from the program.
Note that the volunteer program is a work experience and that all scheduling,
evaluation, and in most cases, disciplinary action, will be handled between
the organization and the volunteer.

¢ Disciplinary Action

If disciplinary action is necessary a process similar to what is employed with
adult volunteers and paid staff should be used: verbal warning; written
warning (contract for change, time limit, and consequences for non-
compliance); and exit interview and firing.

If the infractions necessitate the involvement of their parents, first inform
the youth. This will help maintain their trust in you and in the organization's
policy that this is a job experience for them.

Like all volunteers, youth only volunteer because they want to. When the job
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Final comments

Provide feedback to youth on the outcome of their efforts so they can see
the effect of their daily work.

Help the young person see how their experience with your organization
relates to their outside and career interests.

As mentioned above, one of the most powerful single things you can do to
promote a youth's self-esteem is to ask for and implement their ideas. It
promotes a sense of uniqueness, because their ideas are being sought. It also
promotes a sense of power because their idea has been used to alter the way
we do things. And it builds connectedness because the organization has been
shaped by them. They therefore identify with it more closely.

In listening, you may find that a young person's ideas may be half-baked and
ill-considered, and formed in ignorance of the full reality of the situation. In
such a case, try to keep from telling the young person all that is wrong with
an idea or rejecting it out of hand. Instead, express your concerns about the
idea and encourage the youth to develop a solution that takes into account
the additional information.

If an environment welcoming and supporting youth involvement is to work it
is necessary that all staff in the organization respect and listen to volunteers.
Upper management and the volunteer program should actively and publicly

provide reinforcement and recognition to positive and supportive behavior.

Young people frequently have many time demands, especially during the
school year. Make sure you support the volunteer in trying to balance school
(a full-time job), a part-time paying job, and the volunteerism. Youth need to
be able to discuss their volunteer schedule with an employer and their paid
work schedule with the organization. Flexibility of scheduling is of prime
importance.

When you do this, however, don't devalue the volunteer program in relation
to a paying job. Expect them to keep their volunteer commitment. If you
allow them always to put other things first they will get the idea the
volunteer program isn't very important. This devalues their contribution and
makes them feel less important when they volunteer.
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There are volunteer assignments that, by their very nature, demand one-on-
one relationships between the service recipient and volunteer.

This very special type of volunteer is targeted from the start for a specific
assignment — sometimes even toward a specific person in need of
individualized attention.

When such a need arises, the manager of the volunteer program plays the
critical role of matchmaker and should understand that a great part of the
ultimate success of the matches she makes will depend on how well she
planned, targeted, recruited, trained and supported the volunteers in
question.

Successful one-on-one volunteering begins with the volunteer coordinator
gathering as much information as possible about the client or clients to be
served. The depth of that information is determined by the nature of the
service that is to be provided.

For example, if a volunteer is needed to work with a third grade child
requiring help in reading, it is critical to find out if the child is struggling
because they have a learning disability, a non-English first language, a
behavioral disorder, mild retardation, or simply would rather be at recess.

The following need to be determined in regard to the client to be served:

v What specifically is needed?

v What is the goal of the assistance to be provided?

v What is the background and history of the client that would affect the
one-on-one relationship?

v What characteristics does the client exhibit?

v/ If "normalization" is the goal for the client, how is that defined?

v/ What time commitment is needed for the volunteer to attain the stated
goal?

v What other services and support are being provided the client?

v When, where and how will services be rendered?

Obviously, if the one on one volunteer assignment is that of a 7th grader
helping a 3rd grader to improve reading skills, such in-depth information is
not necessary. On the other hand, if an adult is to work regularly to assist a
person who is developmentally disabled, even more specific information may
be needed.
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Placement

answers rather than "telegraphing” a desired response. An example would
be: "Tell me about your family" (non-directive) rather than "Are you
married" (directive).

Such questions might include:

¢ Tell me about yourself.

e Tell me about your time availability.

¢ What major demands do you have in your life?

e What interests you most about this volunteer assignment?

e What would you consider "success” for this client? For the relationship?
e What jobs have you had previously that you enjoyed? Why?

e  What jobs have you not enjoyed? Why?

o  What support would you expect in this assignment?

o What do you see your role being in this job?

e What really tough _
decisions have you had
to make in your life?

» What are the strongest
personal ;
characteristics you
would bring to this
Job?

e Isthere anything in :
your back ground that
could prevent you from
being placed in this
assignment?

Again, the depth of the
questioning is in
proportion to the degree of
challenge in the
assignment. The object is
to find out as much as you
can about the volunteer
applicant.

Actual placement of a one
on one volunteer may also
involve background
checks, recommendations,
interviews with other agency
the start as to the procedure necessary for ﬁnal approval for placement and
share this with the prospective volunteer so they are not surprised by the
depth of the scrutiny.

For very sensitive one on one placement, it is suggested that the final decision
about matching with a client be held only after the client and potential
volunteer meet face to face. The client (or advocates) and volunteer should
each then make an assessment as to whether they believe the "match” is
right.
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Recoghnition

v The agency must establish norms of support, professionalism, honesty
and caring for both volunteers and clients.

One-on-one relationships offer incredible examples of satisfaction and reward
for the two individuals involved. Life-changing interactions can fortify both
client and volunteer with great good feelings and memories. Appropriate
recognition, most frequently given in conjunction with the client served, is
typically the most meaningful for the volunteer.

Be sensitive to what might be more personalized in the way of thanks to the
volunteer. Do not assume that reaching the goal assigned is reward enough
for everyone (though it may be for some) and find ways to express
appreciation from the agency overseeing the assignment.

One-on-one volunteering is part of the diverse face of volunteerism today and
is as old as humanity. Its nature is rooted in the ageless joy of friendship
given and friendship received.

It is the heart of all voluntary interaction and truly stimulates miracles as
one person makes an incredible difference in the life of another through
caring action and intervention.
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Develop your own
vision

Create a plan for
success

collaborations among existing groups or access networks already established.
Many of these groups are well-organized and have a power base from which

you can draw. They may also be doing some of things that are similar to or

linked to what you want to accomplish. They may have a mission similar to

yours or want to impact the community in the same ways you want.

Tapping into existing organizations offer the following opportunities:

¢ You gain greater understanding and quicker access to community
resources.

¢ Combining resources creates
strength and synergy.

o Affiliation with a successful group
lends credibility to all involved.

¢ Collaboration with others may
increase your funding opportunities.

¢ Services will not be duplicated and
may become less fragmented

The risks involved in collaborating
with other organizations are that
groups may get into "turf-protection”
battles, power struggles may arise,
some may not get needed recognition
and communication links may be difficult to maintain. These risks can be
minimized if they are explored as potential barriers in the planning stages
and strategies for overcoming these obstacles are planned. The opportunities
that rural coalitions offer far outweigh the risks.

Since much of the rural culture is based on trust and is built on verbal
communication, can you state your mission and goals clearly? Do you know
what it is you want to accomplish? Is your goal to educate those in the rural
community, to provide a service to or for them, to raise funds, to initiate
change, or to spur them into action and have them work for you? How can
you present the message of your mission in a way that is most likely to be
accepted. Be organized and professional but be careful not to be too 'slick' or
you will be instantly met with skepticism and distrust.

Before beginning your recruitment process, look at the existing organizations
and learn as much as you can about each of them. What is their mission?
What are some of the projects and issues they are currently working on?
What has been their success in the past? Who are the power people in these
groups who could possibly "open doors" for you in the community? If they
agree to join with you, what do you have to offer them?

If you have developed an understanding for the rural culture and community,
have your mission clearly in focus, and have decided on the established
audiences you want to target, you are now ready to develop an action plan.
Begin by setting specific, measurable goals. Too many times people from the
outside tend to set goals that are unrealistic given the circumstances one is
likely to encounter in the rural setting. Unrealistic goals can be self-
defeating for brand new projects or programs. Since resources are naturally
limited, you may want to initially think small rather than big. Small
successes will help your credibility in the community and a series of small
triumphs will lead to greater success.

Develop your strategy and decide how the work will be accomplished. Do you

Managing Volunteer Diversity, 1992

47



need an organizational
structure? If so, what
will it be? What
resources will you need
in terms of personnel,
money, equipment
and information? Who
will be responsible for
what? What timelines
or schedule do you
need to consider?
Build in evaluation
checkpoints. Do you
know what success will
look like and how you
will celebrate the
success and the
contribution of
participants? Being
able to map this out for
yourself is a very
important part of the
planning stage.
Asking new recruits or
members of the
participating
organizations for their
input and ideas and
creating an under-
standing, and
commitment to the
plan is also important. Although work in rural areas may appear to be more
informal, it is not. Because of the limited resources and natural obstacles, \
more planning is often needed than in more populated areas where it may be
easier to get people to "fill in the gaps." Overlooking the formal planning
process will lead to less than satisfactory results.

Final keys for Follow these keys for success in working with rural populations:
SUCCessS v Search for understanding.

v Be realistic.

v Build trust.

v/ Do your homework and plan ahead.

v/ Dress to blend, not to offend.

v Speak their language and tap into their world and needs.
v Tell them what you want and why.

v Ask for their help and listen to their ideas.

v/ Work your plan.

v Celebrate your success and their success!

Creating volunteer programs in rural areas offers challenges, but the
rewards are great. The people you meet are wonderful. They are the very
fiber of our country. They care about one another and about their
communities. They may have limited resources, limited knowledge, and
limited access and experience with the metropolitan world, but they are
concerned and can be very creative in meeting the needs of their community.
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‘What do you mean,
you wanf fo
volunteer here?’

The workplace as a
focus for
volunteering

Almost every volunteer manager has encountered at some point in their
career the perplexing question of how to handle agency employees who wish
to volunteer somewhere within the agency.

The volunteer manager who first confronts this situation, usually posed by an
agency staff person who approaches them and asks (somewhat shyly) if they
can 'help out’, often experiences a brief cognitive disorientation. After all, if
the person has to be paid to do the rest of their job with the agency, it 'feels’
strange to think of them as unpaid volunteers.

If this philosophical dilemma is resolved, the volunteer manager then begins
to experience an equal feeling of disequilibrium upon contemplating the
logistical questions involved: can, for example, a person both volunteer and
be a staff person in the same department without totally confusing everyone?
Do we ask them to wear a badge marking their current status, or give them a
series of hats to wear to notify others of their identity? What happens if they
end up being supervised as a volunteer by someone they in turn supervise in
their paid staff role?

And by the time things reach the legal department, whose natural reaction is
to say "no" to anything strange, the situation is in complete chaos and the
would-be volunteer is off in the corner muttering quietly "but, I was only
trying to help..."

It should not, however, be surprising that staff occasionally desire to
volunteer, and even to volunteer within the same organization where they
are employed.

Staff are, after all, basically normal human beings. Many staff members of
non-profit agencies work within their field out of a deep commitment to the
clientele and cause, precisely the motivational elements which prompt
volunteering. Like others, they care and want to help.

Like other volunteers, the staff person may see donating time to their agency
as a way of further contributing to the cause, or as a way to advance their own
interests, such as expressing a hobby or learning a new skill.

And a volunteer assignment where one already works can be a totally
convenient way to contribute. There is, after all, almost no wasted travel
time!

In fact, far more employee volunteering currently takes place than most
people realize.

The entire area of Employee Service and Recreation programs, in which
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Working .
productively with
emeloyee unions

Logistical aspects
of staff volunteer
involvement

required. You will also want to check
applicable state laws and
requirements.

In large institutions with employee
unions it is also important to reach an
agreement with the union on the
suitability of staff involvement as
volunteers.

Upon first encountering this situation
union representatives are likely to be
as perplexed as you, and this often
leads to a quick negative response. On
the other hand, unions have a long
history of involvement in volunteering
themselves. One technique for
working through the union question is
to arrange a joint meeting of the
requesting staff person, yourself, and a
union representative to discuss this
issue.

The actual 'request’ for union approval
should come from the staff person, to
avoid any semblance of management
pressure.

Since the decision on this will be
setting a precedent of sorts, the
involvement of the union should occur
whether or not the staff person
involved is a member of the union or
subject to collective bargaining
agreements.

If the union is uncomfortable with the
involvement of staff as volunteers it is
probably in the best interests of the
volunteer program to attempt to find a volunteer placement for the staff
person in another agency. Turning volunteer utilization into an issue of
contention in labor negotiations is in no one's best interest.

While the above legal issues may seem sufficiently fearsome to deter any
consideration of involving staff as volunteers, they are actually quite minor
and should be considered more as a matter of taking some additional initial
care rather than any justification for prohibiting staff from volunteering.
The vast majority of agencies who involve staff as volunteers have never
encountered any difficulties of this nature.

The logistical aspects of staff involvement also pose some complexity.

The first managerial consideration is ensuring that the decision to
volunteer is entirely employee initiated. This probably means that you
should avoid any organized program or project created by the agency to
specifically involve staff as volunteers in which the type of work is directly
connected to the normal business activity of the agency. This would not

prevent employee wellness or fundraising campaigns, since they are not
business-connected.
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Special situations
to watch out for
& avoid

about 'employment’ status ever arises.

Finally, the following are some special situations where you will want to
take extra care or even avoid entirely.

X Volunteering within Small Agencies

Staff involvement works reasonably well in larger organizations because
their size and complexity allows for a clear separation of work and
volunteering. In smaller agencies, however, this is seldom the case. Jobs
are often ill-defined, everyone does everything, and nothing can be
separated.

If you encounter a staff person who wants to volunteer in a small agency,
suggest that they simply add the work to their paid job description, perhaps
under "other duties as assigned.”

X Professional Services

If staff with professional
credentials want to volunteer in
jobs where they will be utilizing
those professional credentials,
then some additional care must be
taken. Your best bet is to try to
discourage them, since it is very
difficult to show a separation
between their paid and volunteer
work. Your other option is to
expand their paid work
responsibilities to include
involvement in the volunteer
activity or with the client group
with whom they are interested in
working.

X Conflicts of Interest

Be careful about assigning staff as volunteers in departments with whom
they have a 'professional’ relationship. This would include departments
with whom they work extensively in their paid job and departments where
they will have access to information which impacts on their own paid job
(such as personnel information) or upon their co-workers.

X Nepotism

Another situation to usually avoid is allowing family and close relatives of
staff to volunteer. The only thing more delicate than supervising the Vice
President who wants to volunteer is supervising the Vice President's
spouse...

X Community Service Assignments

While not mandatory, it may also be wise to avoid accepting volunteer
applications from staff who are fulfilling community service requirements.
One reason for this is that it will become difficult to maintain privacy for
the employee in cases where you notify volunteer supervisors about
community service volunteers. If you do accept a staff person who is
fulfilling a requirement of this sort, make sure that the sentencing
authority approves the placement, since there could be some dispute as to

whether volunteering within one's own agency qualifies as work for the
‘community.’
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information about having your
program publicized.

v/ Almost every installation has
wives' or spouses’ groups.

v/ Many times groups are formed by
families belonging to certain units,
ships, air wings, military departments,
and divisions.

v/ There are organizations
representing the entire military
installation, such as Officer's Wives
(Spouses) Clubs, Enlisted Wives
Clubs, All-Ranks Wives Clubs, as well
as their counterparts in the retired
community.

Groups generally meet monthly from
September through May or June.
Many of the groups have special 'sign-
up' activities in August or September,
and again in January. These are an excellent opportunity to recruit for your
agency. Most clubs generally sponsor a monthly program of interest to
members, and it is often possible to offer to do a presentation highlighting
your activity. To do so, contact the Public Affairs Office for referral to the
appropriate club officers.

Other resources include:

¢ All the services have a form of social service agency. In the Army, it is
Army Community Service; in the other services it is called Family Services.

¢ Many Army installations have mayoral programs which offer services
and information to families living on post.

¢ The Navy has the Ombudsman program to tie all families together.
¢ The National Guard and the Army have Family Support Groups.

e Military posts and bases have chapels whose bulletins can print your
information.

¢ There are also Boy and Girl Scout troops, teen clubs, thrift shops, and
many other organizations which might help you reach potential volunteers.

¢  All the services have some form of welcome or relocation help that might
include your information to newcomers.

To reach retirees and their families consider the following groups in addition
to other resources listed:

The American Legion (and Auxiliary)
¢ The Veterans of Foreign Wars (and Auxiliary)

Note that many military installations have the equivalent of Volunteer
Centers. These are known by a variety of names and fall in different places in
the military organization. Contact the Public Affairs Office for the specifics of
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Expect the best

Provide fraining
in leadership and
community
service

Start young and
keep youth
involved

Conclusion

Young people are very good at living up to or down to adults' expectations.
When youth are treated with respect and trust that they will do a good job,
they usually deliver wonderfully. But if they encounter excessive guidance
and supervision born of distrust, young people will often rebel. Make sure
that the adults working with youth expect the best and communicate high
expectations and levels of trust.

Every community can benefit from
a youth leadership training
program. These programs give
youth the skills to work in groups,
act as leaders, and find
meaningful ways to get involved
in their community, and to rise
funds for projects. The best
leadership programs help young
people become aware of
community issues and have a
service project as an integral part
of the leadership experience.

Statistics cited earlier in this
article point out that involvement
drops over time. It is important
that young people have ways to get involved in junior high or even
elementary school years so they can experience the value of community
service.

The next time you feel the need for an infusion of fresh energy in your
volunteer program, go to a place where young people gather. Wouldn't you
love to tap into that energy? You can. Youth are waiting to serve, they just
need the invitation and encouragement of those of us involved in volunteer
activities.

As 17 year-old Mindy Notestine puts it: "Really give youth a chance. Young
people aren't as ignorant as some people think. There are some great young
leaders out there, they just need to be given a chance.”

Getting youth involved is a true 'win-win.' The community and organization
win by receiving all that youth has to offer and youth win by experiencing the
rewards of volunteering and leading, plus the resulting higher self-esteem,
sense of power and purpose. And for organizations that face a shortage of
volunteers, getting young people involved in serving can help fulfill today's
needs and insure a pool of committed, experienced, talented volunteers for
decades to come.
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A ‘professional’?

Getting the job
done right

Almost everyone who engages in work likes to think that they do so in a
‘professional’ fashion, but we will deal with a more limited definition of that
term in this consideration of recruiting the volunteer professional. For our
purposes, one assumes this status if one is @ member of a recognized trade
whose professional work involves specific skills or knowledge and who is
utilizing those skills as a major element of one’s volunteer job. In addition,
membership in the field of activity may often require possession of a license
or certificate of competence granted by an official body.

In one sense the volunteer professional might simply be described as a
specialist brought in to perform a technical task. And it is this status of expert
that creates some differences in working with the volunteering professional.

Step one in involving professionals as volunteers is job development. A
common mistake is to assume that the professional should be the one who
designs their own job since, after all, they are the experts. While it is true
that the professional can probably best determine how the work is to be done,
it is equally true that two others aspects of job design must be carried out
with the involvement of the volunteer manager.

The first of these is determining the
exact purpose of the job and the results
that are desired. The professional will
need to be told what is to be
accomplished and why those results
are important.

Outlining these elements will serve
both to better motivate the professional
and to assist them in deciding how to
best undertake the work. After all, the
professional knows lots of 'answers';
the problem lies in figuring out which
ones are correct for this situation. The
more information you can provide them
about what you really need, the better
they can match their knowledge to
your specific concerns.

The second aspect involves
determining the parameters of the job.
This will include items such as desired
timeframe for completion, available
support system, treatment of
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The episodic
volunteer
program

informal basis, volunteer programs, organizations, and
agencies are accommodating individuals to serve in
short-term assignments. So why is the notion of an
Episodic Volunteer Program such a revolutionary idea?

Most volunteer programs have organized their jobs and
services around the ‘regular’ type of volunteer. The
‘regular’ volunteer is a woman between 35-60 with a
Master's degree in social work or business
administration, not working outside her home, with
semi-independent children and spouse, and willing to
give 20-30 hours per week for at least 15 years to a
program. This individual is in rare supply today.

Studies of volunteers show us that giving regular service — on Boards, as
docents in museums, as church school teachers, leading youth clubs and
troops, providing service each week in hospitals and libraries — is frequently
given by those employed, males, or the newly-retired. The volunteer
recruitment effort is geared to the ‘regular' long-term volunteer. Jobs are
designed for them, training is created to meet their long term needs,
motivational activities are used to promote their retention over time, and
recognition activities occur during National Volunteer Week in the Spring.

This strategy is accurate and well-conceived and totally inappropriate for the
episodic volunteer.

The short-term volunteer may
question the validity of their job
choice if they are forced to sit
through an orientation designed
for the long-term volunteer. The
volunteer program manager who
wants to implement a program
designed specifically to attract
episodic volunteers must first
realize that taking a current job
description, written for the long-
term volunteer, and applying it to
someone serving for a short time is
not developing job opportunities
for those wishing to give short time
service. There are no short-cuts to
developing an effective and quality
program to attract those who will
serve volunteer programs in small
segments.

The development of an episodic
volunteer program requires
thoughtful consideration by
volunteers and paid staff. Start by
conducting an assessment of your
readiness.

When you have completed this
self-assessment it will be clear if
your program, organization or
agency is ready to move to the next
phase of developing the episodic
volunteering program.
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Recruiting the
episodic volunteer

Formal and informal episodic volunteer positions already existing in your
organization can be the root for developing a full-fledged episodic program.
To do that, however, requires planning and implementation of an organized
recruitment and support strategy. Use a clearly defined process to develop an
episodic volunteer program and its success is assured.

There are six strategies needed to effectively develop an episodic volunteer
campaign and conduct recruitment:

v Needs Assessment

Any new program or service begins with a needs assessment. For the episodic
volunteer program this includes identifying the current quality and quantity
of service by volunteers and the perceived need for episodic volunteers in
areas where they are not serving or the need to increase service in under-
utilized areas.

v Plan

If the decision is made through the needs assessment to develop and
implement a volunteer program, the next step is to establish a plan to
accomplish the task. This includes setting an overall goal, and smaller
objective statements that describe in measurable increments the steps to be
taken to implement the episodic volunteer program. This strategic planning
process also serves as the foundation for evaluating the success of the total
program.

v The Job Description

One mistake to avoid is to take current jobs for volunteers and assume they
can be done by episodic volunteers, as is! A primary task to be completed is
the identification of new jobs that can be performed on a short-term basis,
and the re-design of traditional volunteer jobs so they can be more
appropriately assigned to the short-term volunteer.

v Screening

Screening episodic volunteers should have all the elements of screening for
long-term volunteers. Screening includes written job descriptions,
applications, interviews and contracts. Episodic volunteers should be
expected to complete a similar process.

v Advertising and Promotion

The development of the episodic volunteer program thus far has outlined
steps to identify jobs and potential
criteria for individuals to fill
specific jobs. The process used is a
target marketing strategy.
Understanding the tasks and
qualifications necessary to be
successful in the episodic position
provides the information to
develop a targeted advertising
and promotion campaign. The
most effective way is to
brainstorm a list of the kinds of
people who could fill the positions.

v The Recruiting Team

The use of a recruiting team could
ease the burden of work on the
volunteer director or program
manager.
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Providing sueport
for the short-term
volunteer

The team can set numerical targets
for recruiting, design the screening
process, review job descriptions,
and design and carry-out
advertising and recruiting
strategies. The volunteer program
manager has a 'work force' to
implement the new program.

The development of a short-term
volunteer program does not end
with bringing the recruits through
the door to an organization, agency,
or program. An episodic volunteer
program also includes strategies to
sustain and support the volunteer
during their time of service.

Notice that the word used to
describe support for the episodic
volunteer is sustain.. Sustenance
is the process of 'supplying with the
necessaries of life, nourishment."
The process of supporting the long term volunteer is often referred to as
maintenance. This is to 'continue to support or preserve.” The difference
between sustenance and maintenance is a subtle but significant one for the
short-term volunteer.

v/ Training

The best place to begin is with ¢training. The episodic volunteer does not have
time to attend 35 hours of required training. The nature of episodic jobs for
short-term volunteers rarely requires that amount of training. The best
method to develop and design training is to engage current experienced
volunteers and some experts in adult education and training on a volunteer
training committee.

v Supervision

Supervision of short-term volunteers can be done
quite effectively by long-term volunteers. A large
national organization is exploring the idea of
designing programs to recruit a small number of long-
term volunteers who will agree to serve 15-20 hours
per week for a minimum of three to five years. The
agency will dramatically change the support and
education provided to the long-term volunteer. The
long-term volunteer then becomes a key player as
supervisor and planner of the much larger episodic
volunteer corps. This makes the volunteer program
director the supervisor of volunteers who supervise other volunteers. This
intriguing idea is best done in a field study situation, but has extremely
interesting possibilities for such organizations as Hospice, the Humane
Society, orchestras, hospital volunteer programs, youth agencies, and so
many more.

v Recognition

A key to effective supervision and sustenance of episodic volunteers is
recognition. This is the formal and informal system of acknowledging
performance. As with long-term volunteers, the episodic volunteers need to
have their work recognized in a variety of ways. It is inappropriate to use the
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current volunteer regard and recognition system to acknowledge the work of
people who only do one-time service.

v Evaluation

Evaluation is one way to provide recognition to volunteers. For example,
auction volunteers might receive a short report on the effect of the event and
thus their own work. You could include total receipts, attendance, net
receipts, the money earned and its relationship to client services. This short
report and thank-you letter can be a powerful way to acknowledge the
volunteer's job and reinforce the agency's mission.

The sustenance of episodic volunteers does not happen accidently. Like the
recruitment, selection, and screening of short-term volunteers, it is best done
in a planned and organized manner.

Futurists and studies, like that of the J.C.Penny/National VOLUNTEER
Center, tell us that short-term volunteering is the wave of the future.
Futurists predict that 3000 voluntary associations, organizations, and
programs will be lost between now and 2010. The organizations that survive
will be those that, like their brothers and sisters in the for-profit sector, have
learned to diversify. Volunteer youth programs, programs to attract
volunteers who are disabled, and episodic volunteering programs are an
effective means to diversify and reach out to new markets of volunteers.
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All members may not be enthusiastic about the project and may need to
be coerced into producing the required work as scheduled.

Control over the shape of the project may pass from the agency to the
group and the final product may not meet all the needs of the agency.

X Along with the network of friends of the group, the agency may inherit all
of its previous enemies.

Much like working with neighborhood associations, involving groups of
volunteers involves a lot of diplomacy, compromise, and choice. It should not
be undertaken lightly, since it will involve considerable effort on the part of
the volunteer manager to coordinate successfully.

DCVG'OPIDQ 2 I'OUP The first step in involving groups is to ensure that you have types of volunteer

i Jobs that are appropriate for completion by a group. Basically, such jobs
VOIunteer "0bs usually fit the following characteristics:

¢ They are short-term or episodic in nature. The dynamics of group
operation do not lend themselves well to continuous or sustained
performance.

¢ They are project-oriented, in that they have a definite goal in mind and
definite parameters for performance which can be explained to the group.

¢ They require, or allow, teamwork and interaction to accomplish.

Within this framework jobs may be very simple in nature thuggers at Special
Olympics games, participants in any variety of 'a-thon') or quite complex
(managing an entire fundraising event).

Group
recruitment

The next step is recruitment of the group. Group
recruitment commonly takes a very different
type of campaign than individual recruitment.
The campaign usually involves making a
presentation to the leadership or entire
membership of the group.

Follow these steps:

v/ Find out as much as you can about the group
and its leadership. What is their purpose?

What have they previously selected as

activities? Who are the key leaders? How do
they go about making decisions?

v/ In seeking entry to the group, consider going through a group member.
The member can serve as your authenticator to his or her peer group, paving

your way to a more receptive audience. They can also make it more likely you
will be invited to speak.

v/ Try to schedule your presentation to meet with the group's processes and
needs. Find out what other projects the group is committed to and time it to
coincide with their need to develop a new project. Determine how much lead
time they need and give them the opportunity to make a reasoned decision.

v In your recruitment pitch, stress the opportunities for accomplishment

and interaction. Show them what they can do and how they can have fun
doing it.

v Pick your presenter carefully. Make sure the person who is presenting
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can explain what your agency does and exactly what is needed from the
group. Consider sending along a volunteer who can speak forcefully about the
worth of the effort, and someone who, if asked, can talk about all the fine
details.

v Ifpossible, utilize a visual presentation, with slides, pictures, etc. If your
presentation is boring, the group will assume that your jobs will be too.

v Be prepared for success. Have jobs available both for individuals and for
the entire group. If someone expresses interest, don't leave without their
name and phone number, and commit yourself to following up with them.
Follow-up as quickly as possible.

If the groups votes to support you,
emphasis then shifts to nurturing and
directing that support. Keeping
quality control over the actions of
group volunteers can be a tricky job, as
you have to keep a balance between the
volunteers feeling ownership and
responsibility and having your agency
in control over what is done in its
name. Consider the following as ways
to juggle the two needs:

v/ When events or activities are to be
done by group volunteers, offer clear,
simple guidelines in a step-by-step
fashion. Make sure the mission of the
effort is clearly outlined. If there are
any restrictions or requirements that
need to be explained, let people know
quickly. An example of this might be
any restriction on the use of agency
name or logo or any prohibition
regarding positioning of corporate
sponsorship information related to a
fundraising event. You don't want to
wake up one morning and discover
you're operating the USF&G Food
Bank Marathon...

v Ifthe project or activity has been
done before, give the group all the
information you have about what was
done, what worked, and what didn't.

v Be clear about the various jobs that
need to be done. For complex efforts,
provide sample job descriptions and
indicate how the jobs interconnect and
work together toward the goal.

v’ Clearly outline supervisory
responsibility between you, the group,
and its individual members. Make
sure everyone is in agreement about
who is in charge or what and of whom.

v/ Establish reporting dates and a
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v’ Keep recognizing and 'stroking' the group throughout the year. Don't fall
into the Attila the Hun mentality of simply showing up at their gates
annually and demanding ‘tribute." Add group leaders to your mailing list,
send them information about the results of their effort, invite them to be
guests at other events that you are having. In short, treat them like they
were your friends all year long.

Often the greatest benefit that comes from recruiting a group to support you
is that individuals emerge who become personally committed to your mission
and will continue volunteering with you even after the group project has
ended. Watch for these individuals and cultivate their involvement because
they will both provide additional support of their own and may influence the
group to continue working with you.

Groups are a goldmine of volunteer energy for those seeking support. They
are readily available, open to appeals, organized, mission-oriented, easy to
locate, have traditions of service, and can provide both 'generalists' and
'specialists’ for your program.

When carefully researched and cultivated, and with attention to the
volunteers at both the individual and group levels, support can continue for

projects for years, offering both group and individual energies to accomplish
goals.

Group volunteerism is truly a win-win situation for all concerned.
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An untarped
resource?

Myths

There are an estimated 43 million Americans who are able to volunteer — but
haven't yet been asked. Sixty-four per cent (30 million) of them are not
currently in the work force. They want to gain work experience, are typically
very committed workers, and can bring many unique skills and values to your
organization. They have not previously been recruited because they are
people who happen to have disabilities.

Traditionally, people with disabilities tend to be viewed as clients — not as
staff or volunteers. Yet, many volunteer programs already utilize volunteers
who have difficulty hearing or seeing or who use a cane to get around. A long-
term volunteer may acquire a disability following a stroke or accident. After
all, we are, each of us, only 'temporarily able." Every volunteer manager has
experienced making accommodations for nondisabled volunteers to allow
them to accomplish their tasks. Often these accommodations improve
everyone's job satisfaction. A volunteer with a mental disability may require
written, step-by-step instructions for a task. Once these are completed, every
volunteer will benefit from clear guidelines. And almost every nondisabled
person prefers to use the curb cuts when crossing the street, finds it easier to
read large print signs, and becomes frustrated when they can't see and hear a
lecturer. Many of the accommodations we make for people with disabilities
are in fact welcomed by everyone.

Many of the fears volunteer managers might worry about concerning
utilizing volunteers with disabilities are in fact myths. For example:

X They will need extra care. :
In fact, people with disabilities
learn to live and work with their :
disability. After an initial '
accommodation is made, most
need no extra care.

X They are unskilled. In
fact, 60% have completed high
school, compared to 85% of
people without disabilities.
Recent studies show that
employees with disabilities
perform just as well as
employees without disabilities.

X They will make others
uncomfortable. In fact,
sensitivity training for staff and
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volunteers provides everyone with an
opportunity to benefit from the services
of a volunteer with a disability.

X It will cost too much to make
accommodations. In fact, 31% of job
accommodations to enable volunteers
with disabilities to perform their jobs
cost nothing; 50% cost less than $50.
For example, a headset for a phone can
be rented to allow a volunteer with
cerebral palsy to write while talking —
cost, $49.95. A desk layout can be
changed from the right side to the left
for a visually impaired volunteer —
cost, $0.00. A heavy door can be re-
hung to make it easy to push open —
cost, $0.00. A volunteer with poor
motor skills can use a typewriter to
record phone messages — cost, $0.00.

It may be easier to think about people
with disabilities if you think of them as
people who just happen to have
disabilities instead of as a disabled
person. When speaking to or about a
person with a disability, it is crucial to
pay attention to the words you are
using. Words can create barriers or
stereotypes that are demeaning to
persons with disabilities. When you
are speaking, try to use words which
encourage dignity and independence.
If you refer to a person as 'disabled’ or
'handicapped’, you are stereotyping
them. Using these stereotypes implies
that being 'disabled' is the only
distinguishing feature the person has.
If you refer to someone as a person with
a disability then you are implying that
s/he is a person, and the disability is
only one aspect of that person. In this
way, you are recognizing the
individual, not the disability. The
same reasoning applies to groups of
people with disabilities. Instead of saying 'the disabled', try to say people or
persons with disabilities. This wording also applies to specific disabilities.

Preparing your organization for volunteers with disabilities involves a three-
pronged approach:

v/ Physical Access: are your building and work areas accessible?

v Materials Access: can your training materials be made available on
tape, in large print, or in braille?

§Prdoosad
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v Identification

Here we aim to identify the set of grassroots groups (if any) it will be most
promising to work with in achieving our goal (usually the set will likely differ
for each goal). Follow these steps in determining with whom you might most
productively work:

o Be sure you are clear on what your goal
is.

° Brainstorm all possible grassroots
collaborators. Staff, volunteers, board
members, knowledgeable community
people, potential doers and 'done-to's'
should be represented as brainstormers.
Remember, some of the most promising
grassroots groups will not be listed in
directories of community services or even
in the telephone book. And don't expect a
small neat list at this point. Some years
ago, I brainstormed groups of this type
with a few agency people and community
leaders in the wonderful town of
Parkersburg, WV, population about
35,000 at that time. We had hundreds of
such groups in what seemed like no time
at all and settled for an ultimate
estimate of near-infinity. I recall Sue
Vineyard once estimating that there
were half a million self-help groups in
North America — and that's only one type
of grassroots effort!

i Consider this initial set according to the
Criteria for Selecting a Collaborating
Group.

®  Among the remaining voluntary
cooperation candidates, be alert to
groups which have actual (or clearly
potential conflict with one another,
unless you happen to be primarily in the
conflict resolution business. I suggest a
proactive cowardice approach here. That
is, be extremely wary of involving both of
the conflicting groups, unless you're
confident of isolating them securely from
one another. Be almost equally wary of
choosing one instead of the other unless
you have very solid, defensible reasons
for so doing, and even then be
careful...Best of all is to find another
relevant group not at all involved in the
conflict.

v/ Negotiation

The knack of positively involving grassroots community groups is more
diplomacy than management, more negotiation than supervision, more
community development than volunteer administration.

You are, if you will pardon the expression, the Henry Kissinger of community
relations. You don't 'manage’ grassroots groups any more than in
international relations, the US 'manages' or should try to manage, England,
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Final thoughts

year at a time, and usually only for one specifically designated project.

The accomplishments of organized volunteerism need no further
endorsement from me. At some point, however, enthusiasm overshot
realism, and some of us began to believe that people couldn't help unless they
were in an agency volunteer program — managed, trained, supervised, and
formally recognized.

Today, volunteer administration seems comfortable enough with its
achievements so that it can begin to re-explore and re-exploit the common
ground of grassroots helping from which we all came. I think here of T.S.
Eliot's wonderful saying:

We shall not cease from exploration
And the end of all our exploring

Will be to arrive where we started
And know the place for the first time.
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30% volunteered.

v/ Those who were least likely to be asked were
blacks (26%), Hispanics (27%), persons 18 to 24
years of age (831%) and those with household
income below $20,000 (26%). Among the smaller
proportion of these groups who were asked, the
proportion who volunteered was more than three

times higher than among those who were not
asked.

The old adage about recruitment remains
perfectly correct:

"If you don't ask, they can't say 'yes'."

And asking is more than just words. It requires a
sincere intention on the part of the agency, not
just a pro forma gesture. It requires adjustment of
systems and procedures, education of staff and
other volunteers, and just plain hard work,
particularly in those cases where we don't even
know what the right answers are. After all,
volunteers recruited from diverse populations
decide every day if they will show up tomorrow,
just like the volunteers we're been working with
all along...

Volunteer management involves working with
people and, as such, effective volunteer
management requires adjusting to changes in the
ways that people operate. The system of managing
volunteers which worked quite efficiently 30 years
ago is no longer appropriate to a population that has itself undergone
significant alterations.

Among the changes in management which we know are required are:

¢ Alterations in job design: making changes in the styles of jobs so that
they better fit short-term involvement while leaving room for growth and
ensuring that all jobs have a significant impact on the agency mission. Right
now, the quality of available volunteers far outstrips the general quality of
most volunteer jobs. It is very difficult to persuade people to volunteer for
‘bad’ jobs and it is even harder to
persuade them to keep doing them.

* Proactive recruitment: Most
agencies do not seriously plan and
implement their recruitment
campaigns, mostly because they have
never had to. Unfortunately the pool
of reliable volunteers that agencies
have utilized is disappearing and the
replacement group is in a "Show Me"
mood. This is particularly true when
the agency is attempting to recruit
types of volunteers who have no
previous experience with the agency
and have no particular reason to
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Each year he gives workshops to over 15,000 participants from groups as
diverse as the American Hospital Association, the Fraternal Congress of
America, the Nature Conservancy, and CBS, Inc. He is the author of more
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those years she has been active in many volunteer programs and community
activities. She has moved seventeen times in the first 22 years and is now
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