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( Introduction ) 

Show me; don't tell me. In todays world, professionals in all fields are expected to demon
strate clearly the solutions they provide for a multitude of problems, ranging from slow internet 
connections to families so poor they can barely afford shelter, much less a computer. The same 
holds true for volunteer administrators, and rightly so. In this issue of The Journal of Volunteer 
Administration, Drs. Ken Culp and Martha Nall provide an evaluation primer for managers of 
volunteer resources, stressing the necessity of measuring the impacts of volunteer programs on 
clients as well as volunteers. 

Along similar lines, Sue Waechter and Deborah Kocsis remind readers that nonprofits must 
provide excellent customer service to all their constituents, just as for-profit companies must do 
to survive. Competition for volunteers and dollars is keen. Nonprofit organizations which focus 
on their clients are more likely to attract dedicated volunteers and funders. 

While volunteers are motivated by a variety of factors, Allan Serafino states that volunteers 
who learn by methods best suited to them will be more motivated and committed to the organi
zation. He makes a key point-what volunteers learn in their roles in the organization must be 
congruent with what they are allowed to do in the organization. 

Leading by example continues to yield powerful results around the world. Peer youth leaders 
volunteering in Canadian Red Cross programs have increased retention of many young volun
teers and have encouraged them to consider lifelong connections with the Red Cross. These peer 
leaders have learned what the author of this issue's featured book writes "leadership . . . is a 
process, it is relational, it is making something happen-it is leaving a mark." 

This issue doses with an interview of Mike Cataruzolo, CVA, a dedicated AVA member and 
volunteer administrator, who has shown what he is capable of accomplishing even though he is 
legally blind. Cataruzolo makes it dear to all of us that taking action can have far-reaching, posi
tive impacts on individuals and communities around the world. 

L. Paige Tucker, CVA, MPA 
Interim Editor-in-Chief 
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ABSTRACT 
A major challenge of volunteer driven organizations is the need to document the impact of volunteer 

efforts and accomplishments. Assessment and documentation are important to the organization, volun
teer administrator(s), clientele, stakeholder groups and volunteers. Determining the impact of volunteer 
programs requires assessing the outcomes in terms of both the project and the growth and development of 
the volunteer. When evaluation is a planned part of program development and goals are determined for 
the impact on the target audience, the community as well as the volunteers, it is possible to truly assess 
the outcomes of the program. 

Evaluating the Impact of Volunteer Programs 
Ken Culp, III, Ph.D. and Martha A. Nall, Ed.D. 

INTRODUCTION 
A major challenge facing volunteer-driven 

organizations is the need to document the 
impact of volunteer efforts and accomplish
ments. Because volunteer administrators 
expend time, money and resources on volun
teer involvement and development, it is 
essential to assess and document the impact 
of volunteer accomplishments as well as to 
justify the expense of volunteer programs 
(Ellis, 1986). Both assessment and documen
tation are of great importance and interest to 
the organization, volunteer administrator(s), 
clientele, stakeholder groups and funders, as 
well as the volunteers themselves. No one 
wants to contribute time, energy or resources 
to something which has no benefit, impact or 
useful outcome. 

One of the most uncreative - and least 
helpful- questions posed to volunteer 
administrators is: "How many volunteers do 
we have and how many hours did they give 

us last year?" (Ellis, 1986). For many volun
teer administrators, documentation consists 
of counting numbers: of volunteers, volunteer 
hours served, program participants and clien
tele reached. However, simply presenting the 
number of hours served without analyzing 
what was accomplished during those hours is 
not worth compiling. One of the problems in 
evaluating volunteer achievement is that cer
tain types of volunteer positions require ser
vices which are described in terms of quality 
rather than quantity such as mentoring, 
counseling and youth development roles. 
(Bradner, 1999). These usually have long
term outcomes that make annual assessment 
of impact impractical. 

The increasing pressure to provide evi
dence of the effectiveness of social programs 
and initiatives has led to a strong focus on 
outcome evaluation. Demonstrating effective
ness and measuring outcomes and impact are 
important and valuable components of vol-
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unteer programs (Curnan & LaCava, 1998). 
Part of the evaluative challenge facing vol

unteer administrators is to move beyond 
counting numbers of volunteers, program 
participants and hours served toward under
standing other aspects of volunteer program 
evaluation. Another challenge facing volun
teer administrators and leadership educators 
lies in helping program coordinators under
stand, interpret and articulate the differences 
between the terminology which is utilized in 
the profession to describe volunteer program 
evaluation as well as to determine the value of 
volunteer efforts. These ter.ms include evalua
tion, program assessment and impact. Finally, 
volunteer administrators need to assess the 
level of evaluation which their organization is 
currently utilizing, as well as determining the 
most appropriate level for the volunteer pro
gram which is being conducted. 

REVIEW OF LITERATURE 
The review of literature will be divided 

into two sections. The first section will focus 
on defining the terms which are often utilized 
in volunteer program evaluation. The second 
section includes a discussion of three different 
program evaluation models. 

Definition of Terms, as defined by 
Neufeldt and Guralnik (1988): 

• Evaluation: 1) to find the value or 
amount; 2) to judge or determine the 
worth or quality; 3) to find the numeric 
value; expressed in numbers; 4) estimate. 

• Assessment: 1) to set an estimate or value; 
2) to estimate or determine the impor
tance or value. 

• Impact: 1) the power of an event or pro
gram; 2) to produce changes, move the 
feelings. 

A comparison of terms finds three key sim
ilarities in the definitions of evaluation and 
assessment. These include the words "value," 
"estimate" and "determine." According to 
Neufeldt & Guralnik (1988), these terms are 
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nearly synonymous. Impact, however, has a 
different meaning. Whereas the definitions of 
evaluation and assessment involve establishing 
relative or immediate worth, or placing or 
estimating the value on a project, activity or 
program, the definition of impact focuses 
upon programmatic strength and the ability 
to produce change. Impact, therefore, is likely 
to involve an assessment or evaluation in the 
future. 

Evaluation consists of gathering informa
tion to determine value and make decisions 
about program effectiveness. Data are often 
collected in order to make immediate pro
grammatic adjustments. This is called process 
evaluation. Collecting data for use in long
term decision-making is called impact evalua
tion. Impact evaluation provides information 
that will assist the volunteer administrator in 
determining the current value or worth of a 
program or activity, as well as making a judg
ment about the power of the program and its 
ability to produce intended changes in the 
target audience-impact. 

EVALUATION MODELS 
Targeting Outcomes of Programs 
(TOP) Model 

Rockwell and Bennett (1999) proposed a 
seven-step model that integrates volunteer 
activities (including volunteers and program 
participants, as well as their level of participa
tion) into a hierarchy of evaluation, assess
ment and impact (see Figure 1.) The data col
lected at each level builds on information 
provided at the previous level of assessment, 
thus providing additional evidence of the pro
gram's effectiveness at each successive level 
(Rennekamp, 1998). The Rockwell and Ben
nett Model is a logic model for collecting evi
dence of program effectiveness leading to 
long-term impact. Data collection becomes 
increasingly difficult and expensive as the 
evaluator moves from assessing resources (the 
lowest level) to determining social, economic 
or environmental conditions that have 
changed over time ( the highest level). 



FIGURE 1. 
Targeting Outcom es of Programs (TOP) Model 

(Rockwell & Bennett , 1999) 

Levels of Program Evaluation 

Reactions 

Participation 

Activities 

Resources 

Resources focus on input s expe nded . 

Resources may include the nu mbe r of volun 

teers who staff th e activ ity, the num ber of 

volunt eer or staff hours contribu ted , the 

number of do llars (either actual or in-ki nd) 

spent , etc. Resources may also includ e edu ca

tional mate rials, commun icat ion costs and 

transpo rtation (Rockwe ll & Benn ett, 1999). 
Activities includ e input s which are done in 

order to engage the voluntee rs and prog ram 

participants (Rockwell & Benn ett , 1999) . 
Activities include edu cat ion al programs, 

events an d activities, workshops, confere nces 

and events, service, etc . Activities mu st be 

linked to KOSA (Know ledge, Op inions, 

Skills and Aspirat ions), Practice and SEEC 

(Social, Eco nomic or Enviro nm ent al Co nd i

tions) in order for a successful evaluat ion to 

be conducted an d for any impact data co be 

gathered . 

Participation, the first output level, focuses 

on the target aud ience, pro gram deliverers as 

well as actua l atte nd ees (Roc kwell & Ben

ne tt , 1999). Sim ply stated, pa rti cipat ion is 

who co mes, who is expected to come and 
who del ivers the program. T his may include 

ind ivid uals, o rganizat ions, fam ilies o r co m
mun ities. 

Reactions are an imm ediate parti cipant 

response to the act ivity (Rockwell & Bennett, 

1999). Reactio ns are ofte n collected quanti ta
tively via a written qu estionn aire or qualita
tively by respondin g either in wr it ing or ver

ba lly to open-ended quest ions. React ions may 
also be collected qu alitat ively by debriefing or 

collectin g feedback at the conclusion of the 

activ ity. T he key in format ion being sought at 
ch is level is "Wh at is the parti cipan t's reaction 
to the activity?" 

KOSA prov ide init ial impac t data (Rock
well & Benn ett, 1999). T his data is collected 

at the conclusion of the act ivity and focuses 
on four key qu estions: 

"As a result of part icipat ing in thi s activi
ty ... 

• what new kno wledge d id th e participan ts 
gain or learn?" 

• what opin ion s d id the pa rticipan ts 
change?" 

• what ski lls did the part icipants develop?" 

• what aspiration s do the pa rti cipant s have?" 

Practices are a mod ification or change in a 

p ract ice in the participant's behavior or 

lifestyle . Pract ices are inter mediate outcomes 
which are dete rmin ed with some type of fol

low- up evaluatio n (Rockwe ll & Bennett, 

1999) . In order to reach the Practices level, 

participan ts mu st maint ain a behaviora l 

change over a per iod of rime. For examp le, if 
a vo lunteer present ed a lesson on healthy 

afte r schoo l snacks to a group of you th, the 
progra m cou ld be evaluated in itially by gath

ering Reactions and measurin g KO SA. 

Assessment of the degree to which the 

youth actu ally bega n choosing healthy snacks , 

i.e., pract icing recomm ended behaviors, can

not be de termin ed at an end-of-meeti ng eval

uation . It requires follow-up measurements 
which allow the youth to have an opportuni 

ty to choose a health y snack, thus indicat ing a 

change of prac tice. Knowi ng and do ing are 
two diffe rent levels. A person may know what 

foods are healthy, bu r may choose less healthy 

alternatives. Assessment at th is level bui lds on 

KOSA and indicates pract ices, a h igher level 
of evaluat ion . 
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Social, Economic or Environmental Condi
tions (SEEC) mu st be both observable and 
measurable and are improv ed as a result of 
having part icipat ed in the activity (Rockwe ll 
& Benn ett, 1999). The se are lon g-term out
comes which impact eithe r social, economic 
or environm ental condition s. The three foci 
of this impact level will no t be obtainable for 
every activity and rarely on an an nual basis. 
How ever, volunteer administrators should 
consider at least on e foci (social, economic or 
environmental) durin g program planning in 
order to arrive at a measurable outcome in 
the future. 

Th e authors expanded the TOP Model 
(Rockw ell & Bennett , 1999) co categorize th e 
type of measurement which can be collected 
at each level and the length of time needed to 
collect che necessary data at each level of pro
gram evaluation. To satisfy the request of an 
increasing number of funders, measureme nt 
at the impact level is necessary. Noc only is 
impact measurement the most time-consum
ing and expensive information to collect and 
docum ent, but it also depends upon the col
lection of inform ation at previous levels (see 
Figure 2.) 

STRATEGY FOR ACCOUNTABILITY: 
Ladewig (1999) described three perfor

man ce measurement categories. T hese three 
categories include relevance, quality and 
accomp lishm ents. Ladewig's performance 

measurem ent categories were further defined 
by Nall (1999 ). 

Relevance includ es the processes used to 
identi fy issues and develop educat ional act ivi
ties. Program relevance would includ e a 
description of the factors which led to the 
identification of the issue or need as well as 

the creat ion of the program or act ivity. 
Describing the target audien ce, involving 
planning groups, creating collaborations, con
ductin g needs assessments, estab lishing priori
ties and project ing outcom es all provid e data 

related to prog ram relevance. Examples of 
measurable program relevance includ e: 
describing the situation which led to needs 
identifi catio n; the specific people or group s 
involved in developing and /o r conductin g the 
edu cational pro gram or activity, and the 

process utilized to develop and impl ement 
the edu cational program or activity (Nall, 
1999.) 

Quality measurements inclu de a variety of 
dat a. These include : 

• Frequency and types of participation of 
target audi ences 

• Importan ce of the educat ional program or 
activity to the participants and stakeholders 

• Ed ucational methods utili zed to deliver 
the edu cationa l act ivity 

• Demographic informat ion about the par

t icipants (includ ing race, gend er, age and 
econom ic status) 

FIGURE 2. 
TOP Model (Rockwell & Bennett,1999) 

LEVELS OF PROGRAM EVALUATION 
TYPE OF TIME FRAME NEEDED 

MEASUREMENT TO COLLECT DATA 

Impact Long-term 

Evaluation 

Evaluation 

Evaluation 

Evaluation 

Evaluation 

THE JOURN AL OF VOLUNTEER AD MI N ISTRATION 
Volume 19. Number 4 

KOSA Initial 

Reactions Initial 

Participation Initial 

Activities Initial 

Resources Initial 



• Level of appropriateness (age, cultural and 
educational) of the educational activities 
for the participants 

• Standards, criteria or goal achievement in 
certification programs or curricula 

• Participant reactions (Nall, 1999). 

Accomplishment measurements provide evi
dence and data which answer the question: 
What difference did this activity make to the 
participants? The accomplishment perfor
mance measurement determines if the partici
pants made behavioral or practice changes. 
Questions to be answered may include: Did 
the public benefit? Was capacity built 
through knowledge gained, skills developed 
or opinions changed?" (Nall, 1999.) 

STAGES OF VOLUNTEER 
PROGRAM EVALUATION: 

Culp (1999) identified four stages of vol
unteer program evaluation (see Figure 3.) 
These four stages included: inputs, outputs, 
outcomes and impacts. As illustrated in Fig
ure 3, the Stages of Volunteer Program Evalu
ation are steps, whereby each build upon the 
previous. 

FIGURE 3: 
Four Stages of Volunteer Program Evaluation 

(Culp, 1999) 
Impacts 

Outcomes 

Outputs 

Input 

Inputs are the initial stage and include 
those resources that are necessary to obtain 
the desired outputs. Examples of inputs 
include: the number of volunteers, the num
ber of hours which the volunteers devoted to 
an activity, the value of the volunteer's time, 
specific volunteer performance, financial and 
curricular educational resources (Culp, 1999). 

Ou-tputs are the second stage of volunteer 
program evaluation and are needed to achieve 
the expected outcome of the activity. Output 

6 

examples include: the numbers and demo
graphic profiles of program participants who 
were reached or served through volunteer 
efforts and the participants efforts which 
result from the programs or activities deliv
ered through volunteers efforts (Culp, 1999). 

Outcomes are the third stage and are the 
output results. Outcomes are necessary in 
order to impact the participants. Examples of 
outcomes include tangible results which are 
expressed in numbers - the number of 
homes built, the amount of food collected for 
a food drive or the dollars realized in salary 
savings as a result of volunteer contributions 
(Culp, 1999). Additional examples of out
comes include the number of homeless peo
ple who received housing and the number of 
pre-cancer cases that were identified through 
cancer-awareness screenmg. 

Impacts constitute the fourth stage of vol
unteer program evaluation. Impacts docu
ment the resulting impact of the program or 
activity upon the participants, the volunteers, 
dientele, stakeholders, community and the 
sponsoring organization. Examples of impacts 
include: the number of homeless people who 
became employed and improved their lifestyle 
and standard of living as a result of receiving 
housing or the number of individuals who 
underwent cancer screening, were diagnosed 
with pre-cancer and began initial treatment 
(Culp, 1999). 

DISCUSSION 
The work of volunteer administrators and 

leadership educators is often multi-faceted. 
Volunteer administrators need to serve the 
needs of clientele and fulfill the mission of 
the volunteer organization. They teach con
cepts related to the task or project such as 
program management, organization and lead
ership development. Volunteer administrators 
provide an opportunity for individuals to 
gain subject matter knowledge and skills nec
essary to reach a goal as well as organization
al/management skills to facilitate a process 
also needed to reach the goal. 
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Volunteer administrators and leadership 
educators develop curriculum and teach top
ics such as: planning, delegation, communica
tion, collaboration, meeting management, 
parliamentary procedure, group decision 
making, critical thinking, active and reflective 
listening, teamwork, group work and dynam
ics, conflict management, community struc
tures and creative thinking. This infinite list 
of topics reflects the knowledge and skills 
needed to serve in various volunteer and lead
ership roles. There is a body of knowledge 
and experiences that lead to skill development 
that the administrator facilitates. This is usu
ally in addition to the subject matter and 
content related to the project or activity. 
Thus, the impact of educational programs 
include what the volunteer knows and does 
(KOSA and Practice) as well as the social, 
economic or environmental conditions that 
are changed (SEEC) as a result of the volun
teer's service (Practice). 

The challenge in determining the impact of 
volunteer programs is in determining what 
happens as a result of the educational pro
gram. Accountability requires that volunteer 
administrators know what happens as a result 
of the professionals' educational efforts and 
what happens as a result of the volunteers' 
efforts. At best, volunteer administrators need 
to determine the accomplishments related to 
their programs. Volunteer administrators may 
know that a volunteer will use the skills and 
knowledge learned from educational efforts 
and later provide service in the community, 
but volunteer administrators cannot always 
document it. 

Volunteer administrators feel the pressure 
to determine the outcomes and impact of vol
unteers who have participated in our pro
grams. Accomplishments described in terms 
of what was taught, who participated and par
ticipant reactions may help volunteer adminis
trators to determine cost effectiveness, appro
priateness of methodology and the degree to 
which target audiences were reached (Ren
nekamp, 1995). However, for many stake-
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holders and program administrators, this is 
considered insufficient. Most want additional 
information related to knowledge gained, 
practices changed and social, economic or 
environmental conditions that are changed as 
a result of the volunteer administrator's efforts. 
To truly evaluate the program and determine 
impact, higher level data is required. 

The Rockwell and Bennett hierarchy 
(1999) is a model for targeting outcomes of 
programs and has been adapted as a program 
development model used in planning and 
evaluating programs. Data may be collected 
at each level of the hierarchy. The data col
lected at the KOSA level provides stakehold
ers some evidence of impact and is a "stair 
step" to determining practice change (Rock
well & Bennett). As volunteer administrators 
work toward assessing impact at the SEEC 
level, the resources that are necessary in order 
to collect data and determine impact also 
increase. As the hierarchy is ascended, it 
becomes increasingly difficult to identify pro
gram outcomes that directly result from edu
cational efforts. Because of the time lag 
required to determine practice changes and 
SEEC outcomes, it is difficult to separate 
program impacts from other sources of 
change. 

See Appendix for examples of data at each 
level for three types of volunteer development 
efforts: a series of workshops, a day camp and 
an advisory council. 

GETTING TO IMPACT 
If measurable goals and objectives are artic

ulated for the volunteer leadership program 
in the beginning, it will obviously be possible 
to ask whether these have been met (Ellis, 
1986). Determining impact begins with the 
planning process. In order for any program 
evaluation or assessment to be effective, the 
initial step must be an identification of mea
surable goals and objectives. If it is important 
to know what the participants learned, the 
volunteer administrator must determine what 
is to be taught. This determination must be 



APPENDIX 

Examples of Data Gathered DuringProgram Evaluation 

Targeting Outcomes Four Stages of Workshop Series 
of Programs Model Program 
Rockwell & Bennett Evaluation 
(1999) Culp (1999) 

Social, Economic Impacts One year later, 
or Environmental seven of the partici-
Conditions pants reported 
(SEEC) being elected to of-

fice (for the first 
time) in a church or 
civic group or com-
munity club. 

Practice Change Impacts Three individuals 
teamed up to teach 
parliamentary pro-
cedure to civic 
groups and school 
clubs. 

Knowledge, Outcomes Following the par-
Opinions, Skills liamentary proce-
& Aspirations dure workshop, all 
(KOSA) participants could 

correctly sequence 
agenda items as 
well as make and 
amend a motion. 

Reactions Outcomes Following each 
workshop, partici-
pants indicated that 
the material was 
helpful 

Participation Outputs 25 people partici-
pated in each of the 
four workshops. 

Activities Inputs A series of four 
workshops were 
held to teach skills. 

Resources Inputs 14 staff days went 
into planning the 
event. 

8 

Day Camp Advisory Council 

After 12 months, After six months, 
the school recycling council meetings 
project reduced the (which formerly 
amount of trash in had lasted over 
the county landfill three hours} were 
by 3,000 cubic concluded in 90 
yards and raised minutes. 
$1,400 from the 
sale of recycled 
aluminum. 

12 youth organized All council mem-
a school-wide recy- bers were observed 
cling project. using active listen-

ing techniques of 
restating, clarifying 
and questioning to 
improve communi-
cation within the 
council. 

All youth were able Following each 
to group different mini-lesson, council 
categories of recy- members were 
clables and differ- asked to identify 
entiate between three things they 
non-recyclables. planned to do to 

improve communi-
cation. 

The youth all said Council members 
they enjoyed the reported that they 
environmental day liked the mini-
camp and would lessons and 
start recycling at learned a lot. 
home. 

30 youth partici- 15 council mem-
pated in the envi- bers were present 
ronmental day for all 12 lessons 
camp. and another 1 0 

were present for 
7 - 9 lessons. 

An environmental One mini-lesson 
day camp was uti- was taught each 
lized to teach youth month for a year to 
how to recycle. achieve educational 

goals. 

A $5,000 grant pro- 12 mini-lessons 
vided resources to each required two 
teach recycling. hours of planning 

and preparation. 
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done as a part of program planning. Writing 
goals and objectives is not a new or unfamil
iar activity for most volunteer administrators. 

What is new, however, is that volunteer 
administrators must write plans, set goals and 
determine objectives with the end result (out
come) in mind. Using the KOSA, Practice 
Change and SEEC levels in program plan
ning provides a framework for determining 
program outcomes. If participants learn this 
concept or develop these skills, they can make 
these changes in what they do. If participants 
change behavioral practices, then these 
changes in social, economic and environmen
tal conditions) may result. 

All three models of evaluation share some 
similarities. Each model provides a vehicle to 
reach and begin measuring impacts. Although 
the vehicle names are different, their destina
tion is similar, whether they are called KOSA, 
Practice or SEEC (Rockwell & Bennett, 
1999); Accomplishments (Ladewig, 1999); 
or Outcomes and Impacts (Culp, 1999). To 
measure any impact, volunteer administrators 
must begin with determining what knowl
edge was gained or which skills, opinions or 
aspirations were developed. 

The failure to specifically articulate goals 
for the project (content) as well as the indi
vidual's growth and development severely 
limits the potential of any evaluation or 
assessment activity or impact determination. 
Volunteer administrators often focus on the 
outcomes of the project rather than focusing 
on the long-, intermediate- or short-term 
benefit to the program participants. The 
authors suggest that volunteer administrators 
plan for the long-term impact upon both the 
program participants as well as the volunteers 
who deliver the program or activity. 

Evaluating volunteer leadership program 
effectiveness is dependent upon the identifi
cation of goals that clearly articulate a benefit 
to the volunteers who deliver the activities to 
the program participants. In most cases, the 
volunteers themselves are not identified as an 
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audience. Rather, the volunteers are seen 
largely as a vehicle by which services, activi
ties, educational programs or subject matter 
are delivered to a target audience. 

To effectively assess the impact of volun
teer leadership education, assessment must 
exist on two planes. The impact of the pro
gram, service or activity on the target audi
ence as well as the impact upon the volunteer. 
Volunteer leadership development should not 
happen by accident. Goals and objectives 
related to the growth and development of the 
volunteer should be dearly articulated in the 
planning process. While it is certainly impor
tant to evaluate the outcome of the activity 
and its impact upon the target audience, it is 
equally important to plan for and assess the 
benefit to the volunteer. For volunteer 
administrators who plan for and measure the 
benefits upon both audiences, the impact of a 
single activity can be doubled! 

Effective volunteer administrators should 
make an effort to develop knowledge and 
skills in those volunteers who deliver educa
tional activities. An assessment of both the 
activity ("How well did the activity achieve its 
goals with the target audience?") as well as 
the impact of the activity upon the volunteers 
who delivered it to the target audience 
("Through this experience and the training 
provided by the professional, what knowledge 
was gained, what skills were developed, or 
what practices were implemented by the vol
unteers?") must be conducted. 

This constitutes a key difference between 
volunteer development and volunteer manage
ment. In volunteer development, volunteer 
administrators consider and plan for the 
growth and development of the volunteers 
who participate in and deliver activities or 
programs. Conversely, volunteer managers 
utilize volunteers to deliver programs to target 
audiences and often fail to plan or evaluate 
the benefit that the volunteers themselves 
might gain. 



IMPLICATIONS 
1. The impact of the educational activity 

upon volunteers becomes an intentional, 
planned component of programs. Antici
pated impacts are clearly articulated dur
ing the planning process. 

2. Volunteer administrators should focus on 
evaluating the impact of a volunteer edu
cation program while developing annual 
program plans or goals. 

3. Effective program evaluation is ongoing 
and continuous, consisting of multiple 
assessments. Long-term impact requires 
long-term measurements. 

4. Each volunteer administrator must realize 
that impact is not measured only in terms 
of quantity or numbers only, but rather in 
the long-term benefit or impact. 

To effectively evaluate the impact of volun
teer programs, multiple assessments will be 
needed. Additionally, volunteer administra
tors will double their evaluative information 
if they measure the impact of the educational 
program or activity on those volunteers who 
deliver it as well as on the program partici
pants themselves. Finally, volunteer adminis
trators who consistently measure the impact 
of their programs on the volunteers who 
deliver it in addition to the impact of the 
activity or the benefit to the program partici
pants will have engaged in the business of 
developing as opposed to simply managing 
volunteers. Over time, volunteer development 
should improve both volunteer retention rates 
as well as program effectiveness. 
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ABSTRACT 
Amidst the chaos of our changi.ng !tindscape in volunteer management, we, as leaders, someti.mes get 

caught up in the crisis of the day. What often gets left out is the focus on those whom we serve through 
our volunteer programs. Theoretically, we should be able to cite how everything we p!tin, everything we 
accomplish and every decision we make is ftom our customer's viewpoint. That focus is difficult to main
tain while we juggle all the other responsibiliti.es of leadership. This article provides reasons why focusing 
on customers is so criti.cal to our organizations today. Based on four key elements of a good customer 
interacti.on, the article lists specific acti.ons that a volunteer manager can take to improve the focus on the 
customer. Together: staff and volunteers can set customer service standards that guide service delivery. 

Customer-focused Service 
Sue Waechter and Deb Kocsis 

With the constant collaborations, partner
ships and reorganizations within the volun
tary sector today, serving the client sometimes 
takes a back seat. We too often get caught up 
in working on other urgencies and lose focus 
on serving our customers. Paul Light, Vice
President and Director of Governmental 
Studies at the Brookings Institution in Wash
ington, D.C. USA, declares that nonprofits 
need to "reclaim their ownership of terms 
such as innovative, strategic, and entrepre
neurial." What better place in our organiza
tions to prove our innovative-ness, strategic
ness and entrepreneurial tendencies than in 
how we serve our clients. They are, after all, 
the reason we exist. 

HOW IT FEELS 
As customers, you and I know how it feels 

to be taken for granted or ignored. We find 
ourselves waiting for someone to help us.with 
a question or to select an item to purchase, 
waiting for someone to acknowledge us. 

When they do, they may be most unpleasant 
for having been interrupted. Each of us has 
our favorite bad customer service story. And 
how many people have we told that story to? 
Recent studies have shown that for every one 
of us that is unhappy with an organization 
and talks about it, there are 20 more who are 
just as unhappy but have chosen not to say 
anything. That means that the service being 
delivered to your clients may be 20 times 
worse than you think it is! 

Placing a low emphasis on positive client 
interactions may come back to haunt your 
volunteer program when it comes time for 
funders to evaluate the effectiveness of your 
services. Perhaps it will be the administration 
of your organization that will come to believe 
that the organization can, in fact, live without 
volunteer services. 

A POSITIVE FOCUS ON CLIENTS 
How can you create a positive focus on 

clients? Give staff and volunteers the tools 
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they need to provide excellent service to each 
and every one of your clients. Do not assume 
that staff members and volunteers come to 
your organization with these skills in their 
back pockets. When providing orientation 
and training, give them some specific steps to 
follow that will allow them to consistently 
have a positive focus on clients. Then give 
them the opportunity to practice those steps 
so that they are prepared when they are on 
the front line for your organization. 

WHAT DO CLIENTS WANT AND 
EXPECT? 

Here are some presumptions about clients 
that we can make. See if they fit for you 
when you are in a customer/ client role. 
1. Clients want to feel a connection to 

your organization. Make sure when your 
clients first make contact with your orga
nization that they feel immediately con
nected and welcomed. This may be in per
son, over the phone or via e-mail. The 
initial greeting sets the tone for the rest of 
the client's interaction with your organiza
tion. This is what we call the Greet step of 
a client interaction. 

Action: Instruct your volunteers to be 
friendly, enthusiastic, sincere, patient and 
authentic about how they serve the client. 
Give examples of what "friendly" looks 
like, what "sincere and enthusiastic" 
sounds like and what "patient and authen
tic" feels like. Have a team of volunteers 
help you define these in their own words. 
Some examples are: 
• When you first make eye contact with 

a client, always smile. 
• Sound enthusiastic by keeping your 

voice light and upbeat. Share your 
pride about the program and services 
through the tone of your voice. 

• Make good eye contact and always tell 
the truth; do not try to cover up for 
mistakes. 
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Action: Consider the customer service 
"moments of truth" in your organization. 
What are all the times that a client comes 
into contact with your organization? 
Is it when a volunteer answers the phone? 
Is it when the client receives a newsletter 
in the mail? Is it when the client opens an 
e-mail? Is it when clients walk in the door? 
Examples of moments of truth in your 
organization might be: 

• A client experiences a not-so-friendly greet
ing when coming into the organization. 

• A client's question is not answered because 
the volunteer does not have enough infor
mation. 

• A team member, an internal customer, 
working on a fundraising event does not 
feel valued by the volunteer team leader. 

• A client's call is lost in the phone system 
when the volunteer attempts to transfer 
the call. 

• A volunteer board member, out in the 
community, talks negatively about a deci
sion made in the last board meeting. 

Get the volunteers together who have 
client contact while doing their jobs. 
Work with them to list all the possible 
opportunities for client interaction and 
then evaluate those "moments of truth'' 
according to whether they think they are 
positive or negative experiences for your 
clients. Have the volunteers define actions 
to take to eliminate or improve negative 
interactions. If necessary, talk to your 
clients to find out exactly what they think 
about their interactions with your organi
zation. 

2. Clients want to be understood. Your 
clients want to know that the organization 
and people who staff it can meet their 
needs. This step requires your staff and 
volunteers to ask good questions to make 
sure that the client's needs, requests and 
situation are understood fully. Asking 
open-ended questions can help to delve 
into the client's situation. Many times, 
those who serve the clients directly make 
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quick assumptions about clients when 
they first come in or call in. That can 
cause trouble. Be open to hearing about 
the situation. We call this the Scope step. 

Action: Teach volunteers to: 
• Let the client tell his or her story first 
• Ask open-ended questions in order to 

scope for the real needs of the client 
• Check for understanding with the 

client. 

3. Clients want to feel important enough 
that their requests are taken care of 
completely. We call this the Own step -
owning the client's need long enough to 
sufficiently take care of it. This happens 
when staff and volunteers are empowered 
to solve the problem. How much authori
ty do they currently have to meet the 
client's needs? Staff and volunteers usually 
do not feel as empowered as the leadership 
would like them to think they are. 
Because of policies, procedures, systems 
and processes, staff and volunteers often 
have to jump through hoops and get 
approval to take care of something that is 
outside their typical tasks. 

Action: Give staff and volunteers the free
dom to act and assure them that meeting 
the client's needs is foremost. Do this by 
talking about their ability to make deci
sions to meet the client's needs. Give them 
examples of situations in which they 
might find themselves and talk through 
what they have the authority to do in that 
situation. Define the true boundaries that 
staff and volunteers have regarding regula
tions, safety, and liability. Dispel myths 
about other false or perceived boundaries. 
Then ask them to be creative within those 
boundaries to meet the client's needs. 
Reward them when they are creative. 
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4. Clients want to feel satisfied. We call 
this client interaction step Close. Clients 
need closure with your organization. Too 
often we go from one impersonal interac
tion to another during the day, especially 
with the use of technology. Understand 
that the relationship with your client is 
important. They want to be sent away 
with a good word or salutation. "Please" 
and "thank you" are often lost in many 
customer interactions. 

Instruct volunteers to add a closure 
and a follow-up, when appropriate, to 
their client interactions. Be sure that ser
vices are evaluated either in written or ver
bal form by your clients. This will give 
you the feedback you need to correct situ
ations that are not satisfactory. It will also 
provide positive feedback you will need to 
specifically thank staff and volunteers for a 
job well done. 

Action: Have volunteers and staff brain
storm appropriate closures for their typical 
client interactions. Challenge them to try 
to leave their clients pleasantly astonished 
by their interaction with your organiza
tion. 
Examples: 
• If the staff person or volunteer learned 

something unique or personal about 
the client during the interaction, refer 
back to it. "I hope you enjoy your vaca
tion next week!" 

• Make solid eye contact and tell them 
you really appreciate them as a client. 

• Avoid "Have a nice day." It is over-used. 

Greet, Scope, Own and Close - the four 
steps that make up a complete client interac
tion. Consider these four steps within your 
volunteer program and determine which steps 
may be missing or need improvement. Take a 
good look at your organization through the 
client's eyes. Staff and volunteers will proba
bly realize many more moments of truth for 
the clients than those your organization typi
cally spends time on. 



STANDARDS FOR CLIENT SERVICE 
Now is a good time to look at the client 

focus in your organization. 
• How often do you talk about the clients 

throughout the organization? 
• When you make a change in your organi

zation's processes, do you consider those 
changes from the client's perspective? 

• Do you ask your clients for regular, reli
able feedback? 

• Is everyone clear about whom is served 
first in the organization? 

If your organization does not have a client 
focus, start by establishing client services stan
dards. Bring staff and volunteers together to 
talk about their expectations for how clients 
will be served. Agree on those expectations 
and label them your Standards for Client Ser
vice. Remember that an excellent Standard for 
Client Service may not be the most efficient 
way to complete a process, but it must be the 
most effective in the eyes of your client. 

Some sample standards created by our 
clients in their organizations include: 
• Always answer the phone by the third 

ring. 
• Make eye contact and acknowledge a 

client's presence as soon as he or she enters 
the organization. 

• Respond to all e-mails within 24 hours. 
• Walk a client to another department or 

service area rather than simply giving 
directions. 

• When transferring a client on the phone 
who has already explained a situation, 
explain the situation to the person who is 
receiving the transfer. Do not make the 
client repeat the story. 

• Always thank each client for having come 
to the organization. 

• When answering the phone, identify your
self and ask, "How can I help you?" 
instead of, "Can I help you?" 

• In person with clients and on the phone, 
smile. You can hear a smile over the 
phone. 
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• When the organization has made a mis
take, sincerely apologize to the client. 

• Tell the client what you can do for them; 
do not list all the things you cannot do. 

Once the standards are agreed to by every
one, check them to make sure they support 
the organization's mission. Then post them in 
workstations or laminate them on small cards 
for staff and volunteers to keep dose at hand. 

Finally, reward the efforts of staff and vol
unteers. Together, celebrate the positive out
comes of providing customer-focused service. 

REFERENCES 
Anderson, K. and Zemke, R., (1998) Deliv

ering Knock Your Socks Off Service. Ama
con. 

Carlson, Jan (1987) Moments ofTruth. 
New York, NY: Harper & Row. 

Karr, R. Blohowiak, ( 1997) The Complete 
Idiot's Guide to Great Customer Service. 
Alpha Books. 

Kocsis, D. and Waechter, S. (1999). Success 
With Teams. Training course developed by 
Cornerstone Consulting Associates, LLC, 
Midland, MI. 

Light, P. (2001) "Nonprofit-like" Tongue 
Twister or Aspiration? The Nonprofit 
Quarterly, Vol. 8, No. 2. 

Sander, B. (1991) Fabled Service. San Fran
cisco, CA: Jossey-Bass. 

Waechter, S. and Kocsis, D. (1998). 
F.O.C.U.S.: For Optimal Customer 
Understanding and Satisfaction. Training 
course developed by Cornerstone Consult
ing Associates, LLC, Midland, MI. 

THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Volume 19, Number 4 



ABSTRACT 
The pu,pose of this research project was to assist managers of volunteers in volunteer organizations to 

find new ways to secure and retain volunteer commitment. The project was developed based on the 
apparent change in volunteer commitment from a long-term to a more short-term character, which has 
resulted in organizations having fewer resources to deal with increasing workloads. This problem gener
ated the study's main premise: the more able the organization is to meet an individual's personal learn
ing needs, the more likely the individual will be motivated and commi-tted to serving the organization. 
The findings provided support for the use of the model - ''Linking Volunteer Motivation and Commit
ment through Learning Activities" - as a systematic approach to the development of volunteers. 

Linking Motivation and Commitment through 
Learning Activities in the Volunteer Sector 

Allan Serafino, MCE 

INTRODUCTION 
Many volunteer organizations fail to meet 

the changing learning needs of volunteers. 
While this article recommends a systematic 
and holistic approach to learning, trends sug
gest that many volunteer organizations bypass 
the whole learning process (Wandersman and 
Abraham, 1997). In organizations that do 
provide learning opportunities, learning is 
equated with and is thus severely limited to 
initial and didactic skills training to satisfy 
minimal role requirements and does not offer 
further opportunities for personal develop
ment and growth. Orientation courses tend 
to be superficial, offering little in the way of 
understanding the organization's goals and 
mission. Some organizations provide only for
mal learning courses, while failing to recog
nize the value of informal opportunities. For 
example, 95% of Canadians learn informally 
(Canadian Lifelong Learning Journal, 1999). 
Finally, many organizations still focus their 
learning efforts on the needs of the long
term, traditional or continuous service volun
teer rather than on the short-term, episodic 
volunteer even though the latter's quality of 
contribution can be quite high. 

MOTIVATION AND COMMITMENT 
Volunteer action, supported by adult learn

ing principles and practices, can reinforce 
motivational needs and establish conditions 
for commitment. 

Motivation refers to forces acting on ( exter
nal) and acting within (internal) individuals 
to initiate and direct their behaviour (Moore, 
1985), whether to achieve a desirable goal or 
remove a sense of disequalibrium. For exam
ple, a volunteer may join to fulfil an altruistic 
need to help the homeless, but may also be 
moved out of a sense of uneasiness about his 
or her own comfort. Volunteers are motivated 
variously to 1) Help others in need; 2) Be 
involved with others in social relationships; 
3) Learn about the world around them or 
learn a new skill, and 4) Grow and develop 
psychologically ( Clary, Snyder and Ridge, 
1992). 

Commitment, specifically organizational 
commitment, is referred to in the literature as 
psychological attachment to the organization, 
congruence between individual and organiza
tional goals and values, willingness to exert 
effort on behalf of the organization, desire to 
maintain membership and identification with 

Allan Serafino is an executive with Scouts Canada Calgary with 22 years of experience. He has been involved in com
munications, program development, volunteer services, and most recently, training and development. In September 
2000 he received a Masters of Continuing Education degree from the University of Calgary where his research focused 
on linking motivation and commitment of volunteers through learning activities. He is a member of AVA and volunteers 
for the Calgary Zoo as well as several boards of directors. He facilitates training sessions for Alberta Community Devel
opment (Board Development Program) and the Calgary Centre for Non-profit Management and provides workshops in 
continuous learning. 

THE JOURNAL OF VOLUNTEER ADMINISTRATION 15 
Volume 19, Number 4 



organizational goals and norms (Harris, 
Stevens and Chachere, 1999). Some of the 
factors that contribute to organizational com
mitment are treating individuals with respect, 
having concern for quality customer. service, 
having clear job definitions, keeping the job 
stimulating and up-to-date, having access to 
resources to do the job and providing oppor
ltmity to grow and develop. 

Individuals require that organizations meet 
foµr key conditions to secure their commit
ment: 1) Congruence with his/her "helping" 
goals and values; 2) Ability for him/her to 
influence organizational decisions; 3) Con
gruence between his/her competencies and 
the job role, and 4) Congruence of his/her 
personal development goals with opportuni
ties provided by the organization (Kinlaw, 
1999). 

Adult learning: Managers of volunteers 
help create the best conditions for motivating 
and retaining volunteers when the learning 
experiences they offer relate to the key moti
vational need(s) of individuals to join a vol
unteer organization and the key commitment 
condition(s) to stay or exert effort on the 
organization's behal£ Volunteer managers are 
assisted in this endeavour because volun
teerism, by its nature, requires individuals to 
be engaged in continuous learning. Educa
tional activities provide opportunities for vol
unteers to learn the skills, knowledge and 
attitudes inherent in successful voluntary 
action (Bengels, 1999). Volunteerism offers 
opportunities for personal growth, for devel
oping unused talents or skills, for learning 
career advancement skills, for gaining experi
ences through new relationships and for 
acquiring a sense of purpose and meaning 
(Kerka, 1998). 

The principles of adult learning are 
grounded in humanistic assumptions that are 
at the heart of volunteerism. These include 
adults' needs to: 
• Know why they should learn something 

before they take ownership of the learning 
process 
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• Feel responsible for their learning deci
sions 

• Connect learning with their prior experi
ences 

• Learn to solve problems or perform tasks 
better. 
Thus, the manager of volunteers must 

develop a structured and systematic approach 
to learning that encompasses motivational 
needs, adult learning needs and commitment 
conditions. The following model attempts to 
clarify the linkages amongst these themes in a 
way that assumes a more systematic connec
tion than has previously been apparent in the 
volunteer literature. 

THE MODEL 
The model "Linking Motivation and 

Commitment through Learning Experiences" 
(See Appendix) posits three major themes: 
Motivational Needs, Learning Activities and 
Commitment Conditions. Learning Activities 
links the other two. The model is intended to 
assist the volunteer manager in selecting 
learning activities to satisfy volunteers' moti
vational needs and commitment requirements 
by organizing them in each of four learning 
dimensions: Learning about the Organiza
tion, Learning about People in the Organiza
tion, Learning about the Job and the Specific 
Skills To Do It, and Learning about Oneself 
(Fisher and Cole, 1993). Specific learning 
activities are recommended in each dimen
sion. 

METHODOLOGY AND 
RESEARCH RESULTS 

The research goal of this project was to 
provide support for the model above by 
exploring volunteer motivation to join and 
remain in organizations, how volunteers 
learn, including the conditions that encour
age or obstruct them along with the effects of 
motivation and learning on the quality of vol
unteer work and the length of time they com
mit to volunteer activity. Twenty-four volun
teer subjects (12 male, 12 female) from 12 
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volunteer organizations and eight managers of 
volunteers from eight other organizations in 
Calgary, Alberta Canada were independently 
interviewed between January and April 2000 
to provide their perspectives on the issues 
raised above. The volunteer managers' 
responses were also compared to volunteer 
perceptions about the methods and value of 
learning and ultimately with the best prac
tices recommended by volunteers to secure 
their commitment. 

The organizations represented in this study 
are those having 100 or more volunteers in a 
wide range of ages, both sexes and varying 
backgrounds. In each organization, a staff 
member or volunteer was specifically assigned 
the role of developing volunteers. 

FINDINGS AND RECOMMENDATIONS 
The responses to interviews of the volun

teers and managers of volunteers generally 
supported the major conceptual framework of 
the model and the specific activities recom
mended in it. Volunteers' responses to why 
they join and remain committed to volunteer 
organizations, how they learned, and the 
effect on organizational commitment were for 
the most part consistent with the volunteer 
managers' understanding of the volunteer 
mindset and the supportive actions they took. 

However, there were a few notable excep
tions. In learning about the organization, 
some volunteers said they were not always 
given a clear understanding of the mission 
and goals of the organization. In contrast, 
managers said they mostly sought to make 
this information available. Some volunteers 
said they were often given a cursory_orienta
tion and then left on their own to do the job 
while managers said they provided formal ori
entations. In learning about the people in the 
organization, some volunteers said staff were 
sometimes inaccessible while managers said 
they sought to make staff support a key ele
ment of helping volunteers. In learning about 
the job, some volunteers said that they failed 
to learn because the teaching style was unvar-
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ied (formal classroom settings) and because 
resources were limited. Managers agreed that 
resources were limited but did not directly 
address the issue of teaching style. 

Several recommendations for managers of 
volunteers about how to best recruit and 
retain volunteers for the volunteer sector 
emerged from this study: 

Motivation needs: Volunteers generally have 
one key motivation for joining volunteer 
organizations ( the most common was helping 
persons in need), although it was not uncom
mon to find volunteers joining for more than 
one reason. Involvement was linked to volun
teering as part of a work group. Being able to 
have a social experience with friends was an 
important condition of joining. While learn
ing was a less important motivator, even for 
those who joined to get work experience or 
improve their resumes, volunteers did want to 
further existing skills or gain new ones. Per
sonal growth was rarely named as a key moti
vator. It was named, however, as a key condi
tion of further commitment to the 
organization once the volunteer had some 
experience, often several years, with that orga
nization. 

Recommendation: Identifying the pre
dominating motivators for volunteers and 
establishing the conditions that support 
those motivational needs are key elements 
in setting the scene for retaining volunteer 
commitment. 

Learning activities: Learning about the peo
ple in the organization ( that is, learning who 
had skills, information and influence and 
how to gain access to them) was indicated as 
the prime means to gain desired skills and 
knowledge. Learning about the organization 
(its mission, goals, ~tc.) was of importance 
when initially joining the volunteer organiza
tion, but less so afterwards. With regard to 
personal growth, volunteers viewed learning 
about oneself as a distant goal. Most volun
teers (both long-term and short-term) pre
ferred a formal introduction to the organiza
tion, but afterwards preferred more informal 



methods. Access to skilled or knowledgeable 
persons was seen as particularly valuable to 
the volunteer's work on a day-to-day basis. 

Recommendation: Identifying the 
appropriate learning activity and environ
ment to support the volunteers' motiva
tional needs, learning styles and preferred 
methodology for learning is one of the key 
ways that volunteer managers can assist 
their organizations in securing volunteer 
commitment. 

Commitment conditions: Being able to work 
with knowledgeable role models was an 
important condition of commitment. Short
term volunteers looked to staff as role models 
for the organization's goals and values, but 
were energized to stay or provide greater 
effort for the organization by being recog
nized for their contribution to the organiza
tion. As the volunteers gained experience, 
access to key decision-makers and opportuni
ties to influence decisions increased as a key 
condition of commitment. Being asked to 
take on more responsibility was a demonstra
tion of trust. Having clear congruence 
between skills learned and the opportunity to 
use them was often named by volunteers as 
an important condition of their commitment. 

Recommendation: Managers of volun
teers need to ensure that what volunteers 
learn and what they are allowed to do in 
the organization is congruent, that oppor
tunities to influence organizational deci
sions are available to volunteers and that 
the skills required in the job role comple
ment the volunteers' personal development 
plans. 

Short-term volunteerism and learning. The 
problem that initially led to this study was 
that volunteer effort was changing from long
term to short-term in character, thus making 
it difficult for organizations to make the best 
use of its human resources. The data collected 
in the interviews suggests that this is quite 
true-many volunteers are committing short
er periods of time than they have in the past. 
However, the study also found that many are 
still committing extensive periods of time on 
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a continuous basis. 
While some literature suggests that the 

investment character of short-term volunteers 
may be deleterious to the volunteer organiza
tion's efforts, this study found that, even as 
many volunteers are committing short peri
ods of time, the quality of their effort often 
meets or exceeds the organization's needs. 
Many volunteers are also committing short 
periods of time to several organizations. With 
regards to short-term commitment for pur
poses of enhancing a resume, educators of 
volunteers were aware of this need and 
seemed to accept it as a new condition of vol
unteerism. However, few educational practi
tioners tailored any of their learning activities 
to meet that need. 

Recommendation: Managers of volun
teers must structure learning opportunities 
to accommodate both long-term and short
term commitment as much as possible to 
get the best performance from each type of 
volunteer. 

CONCLUSIONS 
The value of the "Linking Motivation and 

Commitment through Learning Experiences" 
model is summarized below. 
• The model can be used to organize infor

mation about the motivational impetus of 
volunteers to join an organization and link 
it to conditions that will maintain volun
teer commitment. The linkage is through 
learning activities supported by motiva
tion and adult learning and commitment 
theory. 

• The model can be used as an institutional 
assessment tool to establish a developmen
tal learning plan that addresses the moti
vation, learning and commitment needs of 
typical volunteers. 

• The model can be applied to both short
term and long-term volunteers. 

• The model's key constructs were drawn 
from the research literature on motivation, 
learning and commitment, and includes 
the behavioral, affective and cognitive 
domains of human behavior. 
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APPENDIX 
A Model Linking Volunteer Motivation and Commitment through Learning Activities 

MOTIVATIONAL NEEDS 
Helping 
The volunteer needs: 
• to help other persons less fortu-

nate 

Involvement 
The volunteer needs: 
• to strengthen his/her social re-

lationships 

Learning 
The volunteer needs: 
• to learn more about his/her 

world and exercise unused 
skills 

• to gain career-related 
experience 

Growing 
The volunteer needs: 
• to grow and develop 

psychologically 

LEARNING ACTIVITIES COMMITMENT CONDITIONS 
Learning about the organization Congruence with 'Helping' 
The volunteer manager: goals and values 
• provides orientation to culture, The organization: 

history, traditions, goals, social • creates social goals and values 
mission, vision to help others models a caring 

attitude 

Learning about the people in Able to influence decisions 
the organization The organization: 
The volunteer manager: • encourages allegiances and 
• clarifies the roles of volunteers partnerships 
• encourages affiliation and • recognizes the value of 

socialization relationships 
• encourages participation • involves volunteers in problem-

through relationship-building, solving and decision-r:naking 
team-building, decision-making 
and observing 

• teaches consensus-building, 
and problem-solving skills 

• builds on learners' experiences 

Learning about the job and the Congruence between compe-
specific skills to do it tencies and job role 
The volunteer manager: The organization: 
• promotes individual achieve- • develops learning standards 

ment • trains volunteers for real-life 
• trains for real-life situations situations 
• provides on-the-job experience • uses volunteer skill and knowl-
• updates volunteers' information edge to solve its problems 

and knowledge • provides career-related skills 
• establishes standards of and recognizes the value of 

performance career-oriented volunteers 

• provides job skills related to 
career development 

Learning about oneself Congruence with personal 
The volunteer manager: development goals 
. provides time for reflective The organization: 

practice • facilitates learning one's . teaches skills and knowledge strengths and weaknesses 
for new responsibilities • allows application of new skills . encourages understanding and and knowledge and gives more 
being critical of organizational responsibility 
values, goals and priorities • provides learning outside of the . teaches how to handle change organization 

• encourages reflective practice 
• promotes the understanding of 

and involvement in change 
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ABSTRACT 
This paper examines the role of peer management for youth volunteers at the Canadian Red Cross. 

Using data from a sample of 269 youth volunteers in this program, we analyze the role of peer manage
ment. The research shows that peer management of youth volunteers is successfal in dealing with reten
tion, recruitment and other volunteer management issues. Furthermore, the highly positive experiences of 
youth involved in this program resulted in a commitment to the organiza,tion and to volunteering in 
general The finding.r reveal that the volunteer experience of youth in this program addresses some of the 
key reasons for which youth engage in volunteer activities. 

A Study of Peer Management 
ofYouth Volunteers at the Canadian Red Cross 

Femida Handy and Kirsten Keil 

INTRODUCTION 
Volunteers of all ages are recruited by non

profit organizations. In Canada, youth volun
teers, 14 to 24 years old, account for 18% of 
all persons volunteering and 15% of all hours 
volunteered. More than one in three persons 
age 15 to 24 years old volunteered for a chari
table or nonprofit organization in 1997, near
ly double the rate of youth volunteers in 
1987 (Hall et al, 1998) 1• 

Recruiting and managing volunteers, 
including youth volunteers, is an ongoing 
and crucial issue for nonprofit organizations. 
There exists a large body of literature with 
related resources aimed at volunteer adminis
trators; new approaches to volunteer manage
ment are surfacing and are replicated across 
the sector (Fisher and Cole, 1993; Cnaan and 
Cascio, 1996, Safrit and Merrill, 1998).2 

One relatively recent approach to volun
teer management is peer management. In 
peer management, individual volunteers 
within a volunteer program manage their 
peers, requiring them to take on some ele
ments of the volunteer administrator's role. 
Although there exist several studies related to 
youth volunteers (Fitch, 1987; Furco, 1994; 
Harrison, 1987; Newmann & Rutter, 1986; 
Raskoff & Sundeen, 1998; Sundeen & 
Raskoff, 1994, 1995, 2000; Serow, 1989; 
Serow & Dreyden, 1990), little is written on 
the management of youth volunteers by their 
peers. 

This paper explores the issues of peer man
agement of youth volunteers, a program that 
was recently instituted at the Metropolitan 
Toronto branch of the Canadian Red Cross. 
We examine how this peer management pro-

Note: An earlier version of this paper was presented at the annual meeting of the Association 
for Research on Nonprofit Organizations and Voluntary Action in Washington, D.C. USA in 
1999. We thank the Canadian Red Cross staff and the many student volunteers who shared 
their experiences with us, and Tom Buis, Donna Endicott, Diana Goliss and Ken Mehlenbach
er for their generous help. Financial support received from the Faculty of Environmental Stud
ies and Faculty of Graduate Studies at York University is gratefully acknowledged. 

Femida Handy, Ph.D. is an assistant professor at the Faculty of Environmental Studies at York University in Toronto, 
Canada. She has published many articles dealing with various aspects of the nonprofit and voluntary sector and has 
received awards recognizing her research. She is currently studying the role and impact of volunteers in the health care 
system. 
Kirsten Keil, MES is a recent gnduate of the Faculty of Environmental Studies program at York University in Toronto, 
Canada. She has held numerous positions involving youth volunteers at the Toronto branch of the Canadian Red Cross 
and the Canadian Blood Services. Currently, Keil supervises a youth employment program at WoodGreen Community 
Center. Keil and Dr. Handy are presently investigating the impacts of youth volunteering on their success in the labor 
market. 
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gram attempted to respond to the goals of the 
Red Cross, which included: 
• Providing a positive volunteering experi

ence for the youth 
• Enhancing skills among youth volunteers, 

retaining volunteers 
• Fostering a commitment to the organiza

tion 
• Reducing the overall burden on volunteer 

administrators (Canadian Red Cross, 
1999; Goliss, 1999). 

We surveyed all youth volunteers who had 
participated in the peer management program 
in the Red Cross at any time since its incep
tion in June 1996 until August 1998 to 
determine their attitudes toward peer man
agement and motivations for volunteering. 
We examined the responses of those youth 
who served as peer managers to ascertain the 
benefits and challenges that arose in manag
ing their peers. Finally, to establish the value 
of the program for the organization, we inter
viewed staff involved in some aspect of man
aging the summer program involving the 
youth or in managing the Red Cross pro
grams using youth volunteers. 

PEER MANAGEMENT OF VOLUNTEERS 
IN THE CANADIAN RED CROSS 

The Summer Student Volunteer Program 
(SSV Program) at the Metropolitan Toronto 
branch of the Canadian Red Cross provided 
youth in the Toronto area with volunteer 
opportunities during the months of July and 
August. This program recruited approximate
ly 500 youth per year, students between the 
ages of 14 and 25, and gave them volunteer 
placements within the many programs run or 
sponsored by the Red Cross. 3 The intake of a 
large number of youth volunteers for a rela
tively short duration of time required careful 
and strategic management to avoid problems 
of managing, motivating and retaining indi
viduals. These needs exceeded the manage
ment resources that existed at the Red Cross 
prior to June 1996. In response to this situa-
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tion, the Toronto Red Cross developed a peer 
management program within the SSV Pro
gram called the Leadership Program. 

It was hoped that the development of the 
Leadership Program would ease managerial 
pressures, develop leadership skills in youth 
volunteers, provide a positive volunteering 
experience and foster commitment to the 
organization and volunteering in general. 
Approximately 50 youth were selected each 
year and designated as peer managers, called 
Leaders in this program. Leaders were chosen 
by the SSV program recruiters. This was not 
a highly structured process. Interviewers were 
given initial training on how to recruit leaders 
among the applicants, based on leadership 
qualities gleaned through their references or 
previous leadership experience at school or 
elsewhere. Youth were chosen based on per
sonality traits and how they conducted them
selves during the interview. 

Although approximately 50 Leaders were 
selected in any given year, the actual number 
of Leaders depended on the needs indicated 
by the program coordinators. Each year pro
gram coordinators made requests for summer 
student volunteers, and one Leader was desig
nated for approximately every 10 volunteers. 

Leaders attended training workshops and 
were assigned certain managerial responsibili
ties. One SSV staff member, specifically hired 
for the summer, was designated to train the 
Leaders in the summer program. The training 
included problem solving, managing time and 
stress, team building, motivating, resolving 
conflict, communicating effectively and deal
ing with difficult situations. The role of the 
Leaders was essentially an extension of the 
staff role, and Leaders' responsibilities includ
ed training, supervision, on-going support and 
guidance of their peers. They also scheduled 
shifts, liaised with staff, resolved conflicts, 
motivated volunteers and provided volunteer 
recognition. The SSV trainer was also respon
sible for the overall supervision of the Leaders. 
However, when the Leaders were working in 
specific programs, the year-round program 
coordinator was their on-site supervisor. 
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RESEARCH QUESTIONS AND METHODS 
We surveyed all youth who had taken part 

in the SSV Program since its inception in 
June 1996 through August 1998. A five-page 
questionnaire was mailed to 912 volunteers 
who had participated in the program during 
those years. The survey was intended to pro
duce a profile of the volunteer population in 
the SSV Program during this time period and 
to generate data on the volunteers' motiva
tions and attitudes, volunteer retention and 
responses to peer management. Personal 
interviews with Red Cross staff were used for 
data on the effects of the program on their 
workload, and to estimate their receptiveness 
to the program as well as the benefits and 
drawbacks of the program. 

Of the 912 questionnaires, 818 question
naires were successfully delivered and 269 
completed questionnaires returned-a 33% 
return rate. The seven personal interviews 
with the staff lasted between one to two 
hours each, and follow-up phone calls were 
made to complete the data collection. 

The sample group consisted of 269 
respondents, ranging from 14 to 24 years of 
age, with an average and median age of 19 
years. All of the respondents were students at 
schools or universities, and approximately 
73% of the total sample was female. Over 
80% of the respondents came from middle or 
higher income households, which reflects 
existing studies that suggest the majority of 
student volunteers generally come from mid
dle class and upper-middle class backgrounds 
(Hall et al, 1998; Sundeen, 1990; Sundeen & 
Raskoff, 1994). 

RESULTS 
The average number of hours respondents 

had volunteered at the Red Cross in the past 
12 months was 9.07 hours per week for a 
period of 2.34 months, or 1. 75 hours per 
week per year. This is a relatively low figure, 
compared to the 3.2 hou:s average for youth 
volunteers in Ontario (NVSGP, 2000). How
ever, the number of hours may be due to the 
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limited nature of the survey. Respondents 
reported only the hours volunteered at the 
Red Cross and did not include time spent 
volunteering for other organizations. Further
more, the respondents were summer student 
volunteers, usually engaged in the Red Cross 
program only for the months of July and 
August. 

Our sample had an over representation of 
women (females 73%, males 27%) as com
pared to all volunteers in Canada in 1997 
(54% female; 46% male). However, we found 
this trend reversed in our sample for Leaders 
- 29% of all male volunteers were Leaders, 
whereas only 19% of all female volunteers 
were Leaders. This may be a factor of recruit
ment of the volunteers in general or the selec
tion process used by staff for Leaders as 
described earlier. Recruitment for student vol
unteers was done at schools, and students had 
to fill out application forms. SSV recruiters 
were trained to screen out unsuitable candi
dates. For example, a student enrolled in 
summer school or taking a month-long vaca
tion was considered unsuitable due to the 
time requirements of the program. There 
were no gender specific guidelines given to 
the recruiters in either selecting volunteers or 
Leaders. 

The survey indicated that 35.7% of the 
respondents volunteered with the Red Cross 
SSV Program for more than one summer, 
most of whom (81 %) had volunteered for 
two summers, and 19% for three summers. 
Of the total number of respondents 
(N = 269), 86.6% indicated that they would 
return to volunteer at the Red Cross. Of the 
number of respondents who were already 
returning volunteers (N = 96), 92.7% indi
cated they would return again. This shows a 
substantial improvement over the 20% reten
tion rate the Red Cross experienced with 
youth volunteers before implementing the 
peer management program. 

We asked those who had returned to the 
program to indicate the top reasons why they 
had returned. The four most common 



responses were: "I enjoyed the experience and 
wanted to return," 36.4%; "I wanted to 
become a Leader," 19.4%; "I was asked to 
return," 15.8% and "I had created a circle of 
friends in the program," 15.0%. , 

A positive correlation was found between 
the chance to network and socialize and the 
number of summers that a volunteer chose to 
return. This suggested that providing volun
teers opportunities to socialize and network 
with their peers might increase retention 
rates. The peer management program 
increased the interaction of volunteers with 
their peers significantly. Since Leaders took 
on many responsibilities of managing their 
peers, it was inevitable that they would inter
act with each other more often. For example, 
scheduling volunteers and resolving conflicts 
required frequent interaction between the 
youth volunteers and their peer Leader. These 
interactions had previously been between an 
adult manager and youth volunteers. Further
more, with peer management, volunteers 
might not find it intimidating to reach out to 
their peers, as compared to an adult, for sup
port or in resolving any problems or bringing 
up new ideas (Trela & Conley, 1997; Acker
man & Boccia, 1997; and Sturkie and 
Hansen, 1992). 

A significant majority of the respondents 
(62.5%) showed an interest in becoming a 
Leader, which is meaningful in the context of 
retention rates. Over 71 % of respondents 
stated they would like to become a Red Cross 
adult volunteer, and nearly 58% indicated 
they would like to be employed by the Red 
Cross in the future. These findings indicate 
that the volunteers seemed highly committed 
to the Red Cross in terms of future involve
ment and that a positive experience in the 
peer management program was a significant 
indicator for retention rates. 

While all the volunteers donated time to 
the Red Cross, 13% also donated money to 
the Red Cross with the average donation 
being $37.40. Twenty percent participated by 
donating in the Red Bank fundraising pro-
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gram. Of those that did not donate, 72% said 
that they would donate in the future. Over a 
third of the volunteers (34.2%) donated 
blood to the Red Cross. It is likely recruit
ment and fundraising strategies targeted to 
student volunteers may prove particularly 
successful. 

LEADERS 
Over 86% of the Leaders stated that they 

found the volunteers receptive to peer man
agement. For those respondents (164) who 
had experienced supervision by Leader man
agement, 80% felt that they were well super
vised by their SSV Leader, and 90% indicated 
that they had enjoyed the experience. 
Approximately 11 o/o of those who said they 
enjoyed the experience did not feel that they 
were well supervised by the peer managers. 

Leaders were also asked to indicate reasons 
for participating in the SSV Leadership Pro
gram. Over 40% said they participated 
because they were asked to do so at the initial 
interview. Other reasons given were: "learned 
about it during regular volunteering at the 
Red Cross," 24.4%; a friend recommended 
it," 14.4% and "participated in previous 
years," 12.2%. 

Over a third (36%) of the 96 youth who 
returned to the SSV program indicated they 
returned because they wanted to become 
Leaders, the most frequently cited reason for 
returning to the Red Cross. The leadership 
position was attractive to student volunteers 
and could be used in recruitment and reten
tion strategies. 

Of the 96 respondents who had returned 
after their first summer in the SSV Program, 
35.4% of them were Leaders at least once in 
their volunteering experience with the Red 
Cross. Considering that Leaders usually rep
resent approximately 10% of all the volu,n
teers, this indicates (although not conclusive
ly) a relatively high level of satisfaction, and a 
return rate of nearly 60% of the Leaders. The 
Leader volunteers had a significantly higher 
return rate than other volunteers in this pro
gram. 
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STAFF 
We interviewed seven staff members 

involved in the program, either in coordinat
ing the programs that utilized youth volun
teers, supervising Leaders or managing the 
SSV program. For example, we interviewed 
the Manager of Employee and Volunteer 
Resources who was responsible for the SSV 
program, program coordinators, a training 
coordinator and a recruiter. During these 
unstructured interviews, staff were encour
aged to share their assessment of the program. 
They were fairly unanimous in stating that 
the peer management program had been well 
received by staff and volunteers. They indicat
ed that the youth had positive experiences 
being managed by Leaders. Peer leaders were 
found to be responsible and were a "godsend,, 
in that they reduced the time and energy 
required by staff in dealing with volunteers. 

All staff expressed an unanticipated and 
important benefit of the program- the 
Leaders injected enthusiasm and spirit in the 
volunteer program. Staff observed that the 
Leaders felt empowered and quickly took 
ownership and pride in managing their vol
unteer group. Leaders often approached their 
staff with ideas on how to improve the pro
gram and be more responsive to the needs of 
the clients and volunteers. 

Some staff remarked that some returning 
peer Leaders had to be reminded that they 
were participating in a peer program. Occa
sionally Leaders did not relate to the volun
teers as peers, instead seeing themselves as a 
privileged group with authority similar to the 
staff. This attitude was detrimental to the 
spirit of peer management, so staff intervened 
to restore the "peer,, into the management 
style. SSV Trainers were made aware of this 
problem by other Leaders or volunteers or by 
observation during training workshops4

• The 
SSV trainer addressed the issue during a pri
vate meeting with the Leader in question. 

Only one staff member felt the quality of 
student volunteer management sometimes 
suffered because Leaders occasionally lacked 
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maturity in seeking solutions to problems 
that arose. 

CONCLUSION 
Without exception, the staff rated the SSV 

program a success in terms of alleviating the 
time and energy burden on staff. Having peer 
managers help with management tasks was 
particularly useful in coping with a large 
intake of volunteers at one time for a short 
period of service. Furthermore, the program 
provided tangible benefits in terms of a sig
nificant increase in retention of volunteers. 

The costs involved in running the program 
were $5,000 to $8,000 for the summer, 
including administrative expenses and inci
dental expenses such as travel, recognition, 
supplies and photocopies. The cost of hiring 
additional summer staff for training and 
recruiting Leaders was not included. The 
Manager of Employee and Volunteer 
Resources along with the directors responsible 
for approving the budget and resources for 
the program felt the value of the program far 
outweighed the costs. Without peer leaders, 
more staff would have been needed for super
vision and management. 

The Red Cross wanted to provide positive 
volunteer experiences, encourage volunteer 
retention and promote a sense of community 
and commitment. In light of our findings, 
we believe all of these goals were achieved. 

Volunteers who were supervised by their 
peers expressed very high levels of satisfaction. 
Leaders also reported high levels of satisfac
tion and found their experience as managers 
to be very valuable. Many volunteers wished 
to return as peer managers. Youth who served 
as Leaders gained news skills and enhanced 
their resumes for gaining entrance to univer
sity programs and in seeking employment. 

In addition, survey respondents showed 
high levels of commitment to the organiza
tion. They indicated an interest in volunteer
ing or being employed with the Red Cross 
when they became adults. The student volun
teers donated money to the Red Cross and 
occasionally were blood donors. 



The findings outlined here have important 
implications for people who study volun
teerism and those who work directly with 
volunteers. Peer management among youth 
volunteers was successful on all counts and 
showed potential benefits for volunteer 
administrators, staff, peer managers and 
youth volunteers. The primary benefits were 
increased retention rates, positive volunteer 
experiences and a sense of community and 
commitment among the volunteers. 
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ENDNOTES 
1 In the United States, nearly three out of five 
teenagers volunteered for an average of 3.5 
hours per week (America's teenage volunteers, 
2000) 
2 The literature acknowledges that successful 
volunteer management techniques are often 
shared among practitioners. An example of this 
is the Canadian Blood Services' creation of a 
volunteer program which replicated a Canadi
an Red Cross program. 
3 These include: Meals on Wheels, Wheelchair 
Escort Services, Water Safety Education, Bicy
cle Safety Education, Seniors Program, City 
Kids Program, Home Healthcare, First Aid, 
Global Education, Blood Clinic Services (this 
program was discontinued in 1999) and 
fundraising campaigns. · 
4 This problem surfaced infrequently and had 
not been brought up in a proactive manner. 
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APPENDIX 

Structure of the Summer Student Volunteer Program 

To plan for the Summer Student Volunteer Program, the Coordinator of Volunteer 
Resources at the Canadian Red Cross put out an internal call among the various Red Cross 
programs to elicit their needs for volunteers and Leaders for the summer months. Recruitment 
for Leaders and assigning them to particular programs was done through interviews of appli
cants for the SSV program. The Red Cross hired recruiters to interview all students applying to 
the program and designate them to appropriate programs. 

The recruiter also chose Leaders from the applicants and matched them to programs requir
ing Leaders. Students' interests and skills drove this matching process. As a general rule, one 
Leader was assigned to manage every 10 student volunteers. The recruiters worked with student 
volunteers in the SSV program throughout the summer dealing with program needs, planning 
social events, tracking volunteer hours and generating a database of volunteer hours (collected 
from Leaders), reference letters and certificates of recognition. 

The Red Cross also hired a trainer to prepare the Leaders prior to the start of the SSV pro
gram and then to manage and supervise the group of Leaders during the program. They pro
vided leadership workshops and other support and guidance over the summer. 

Leaders initially helped with the training of incoming student volunteers and ensured that 
the program had a successful start. To facilitate this, Leaders attended a daylong workshop 
where they were trained in all administrative aspects of the program, including the mandates of 
the programs offered by the Red Cross, tracking and recording volunteer hours, scheduling vol
unteers and their relation to the staff and volunteers. The trainer taught leadership skills 
throughout the summer, including effective communication, problem solving, team building, 
conflict resolution and motivation. The workshops also gave Leaders a forum to share their 
experiences and receive feedback on their work. 

Supervision of the Leaders is done at two levels. The trainer supervises them in a general 
administrative context, while the program coordinators supervise them at the program, on-site 
level. Red Cross programs are situated throughout the city. The program coordinator works 
with the Leaders at the start of the summer to train the student volunteers, after which the 
Leaders assume responsibility for supervising the volunteers, their peers. 

The permanent staff at the Red Cross who have responsibility for the SSV program are: the 
Manager of Employee and Volunteer Resources, the Coordinator of Volunteer Resources, and 
the Coordinator of Training and Development. They hire, train and supervise the SSV 
recruiters and trainer. The chart on page 29 shows the organizational structure and manage
ment of the SSV program. 
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Organizational Structure of SSV Program 

Manager, Employee and 
Volunteer Resources 

(Permanent staff) 

Coordinator, Volunteer 
Resources 

(Permanent staff) 

I 
4 SSV Recruiters 

(Staff hired on summer 
contract) 

Coordinator, Training 
and Development 
(Permanent staff) 

I 
1 SSV Trainer 

(Staff hired on summer 
contract) 

I 
50 SSV Leaders 
(Summer student 

volunteers) 

SSV Leaders Assigned to Programs (Approximately 25) 

Program X ProgramY Program Z 
Coordinator Coordinator Coordinator 

I I I 
SSV Leader SSV Leader SSV Leader 

(1 per 1 O volunteers} (1 per 1 O volunteers) (1 per 1 O volunteers) 

I I I 

SSV Volunteers SSV Volunteers SSV Volunteers 
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( Book Review ) 

Becoming a Citizen Leader 
A Review of Larraine R. Matusak's 

Finding Your Voice: Learning to Lead Anywhere 
You \Vant to Make a Difference 

Lately, in preparation for an upcoming 
presentation, I have been reading a multitude 
of books and articles on leadership. Wading 
through numerous theories, practices and 
examples of leadership philosophy offered up 
by professors, CEOs and self-help gurus, I 
longed for a common sense approach to the 
topic. One afternoon, I stumbled across Lar
raine R. Matusak's Finding Your ¼ice in the 
bookstore, and upon opening it, was drawn 
into a personal and ongoing conversation 
with the author. 

Written for, as Matusak says, "regular peo
ple," this volume speaks openly and candidly 
to each reader in a style reminiscent of a lin
gering conversation with a friend over a cup 
of coffee. Alternating between cheerleader, 
mentor and teacher, Matusak convinces the 
reader that "you don't need an elevated posi
tion or a title of great importance to assume a 
leadership role.'' 

The book operates from the premise that 
"leadership is a social role, not a mere person
ality trait" and thus can be learned. In the 
process, each individual can identify what is of 
greatest personal importance, define steps to 
act upon those concerns, gain an appreciation 
of leading and following and learn to use one's 
internal compass to lead self and others. The 
theme of the book is dearly that "leadership is 
not necessarily a title or powerful position; it 
is a process, it is relational, it is making some
thing happen - it is leaving a mark." 

The first section of the book, entitled 
'Why Not You?' moves through a series of 
topics that encourage the reader to take a 
dose look at his or her values, issues of per
sonal concern, shortcomings and strengths. 
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By the conclusion of this section, the reader 
has gained confidence in the possibilities of 
leadership and can easily believe that one can 
make a difference - that "leadership begins 
with an individual ... " 

Part Two, 'Pathways to Effective Leader
ship,' weaves the theoretical and practical 
aspects of leadership together using observa
tions from a variety of well-known leadership 
experts and examples of everyday leaders -
"regular people" - in action. Developing a 
shared vision, appreciating a wide variety of 
views, practicing effective communication, 
dealing with change, utilizing a sense of 
humor and gaining the courage to act are 
some of the pertinent topics discussed at 
length. 

The final section of the book contains an 
extensive resource guide that includes leader
ship development programs, books on leader
ship and audio and video programs. Offered 
by the author because of her strong belief that 
learning about leadership is a life-long chal
lenge, readers are encouraged to pursue addi
tional information and training. 

By the conclusion of this book, the reader 
realizes that "each of us does have a unique 
purpose in life - to somehow, at some specif
ic time and place, make a positive leadership 
contribution to the world in which we live." 

Finding Your ¼ice: Learning to Lead .. . · Any
where You mint to Make a Difference, Larraine 
R. Matusak, Published by Jossey-Bass, 1997. 

· lleyitm'ed by Barbara K~W~ntworth, 
. Director of Community Building, United 

Way<of York County, Ken.riebunk, Maine. 
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Michael J. Cataruzolo, CVA: 
Profile of a Volunteer Resources Manager 

Mike Cataruzolo is the supervisor of Volunteer Services at Perkins School for the 
Blind in Watertown, Massachusetts USA. Although legally blind, Cataruzolo has 
obtained a bachelor's degree in Physical Education and Health, a master's degree 
in Education and an advanced degree in School Administration and School Law. 
However, he cherishes the CVA credential he earned through AVA the most. 
Cataruzolo is a dedicated volunteer administrator by profession and an active 
volunteer in his community. 

How long have you been a Manager of 
Volunteer Resources? What jobs have you 
held? 

Over the past 40 years, I have worked with 
d isabled individual s from infants to the elder
ly. My teaching included adapted physical 
education, aquatics, motor development and 
health education with various age groups. I 

coached wrestl ing as well as track and field 
for 15 years. As part of my teaching experi

ence, I caught in the physical educat ion/ 
health area of the Recreation Department at 
Boston University. 

My career as the head of the physical edu

cation and recreation department at Perkins 
School for the Blind for 15 years was fol
lowed by my current position as supervisor of 
Volunteer Services. My first com mitment was 
to establ ish my credibility as an adm inistrator 
in this field. I received my CVA certificat ion 

which provided me with knowledge and a 
deep desire to achieve high standard s in all 
aspects of volunt eer mana gement. 

What path led you to becoming a volun 
teer manager? 

Growing up, I went to public schoo ls and 
no one was aware of my vision problems 
until I was in the fourth grade. There was lit
tle sensitivity to disabilitie s at the time so I 
graduated from high schoo l, but was unabl e 
to read. Thank s to advances in technology 
and he! p from a vision clinic, at the age of 2 1 
I began to be able to see better and could 
read and write. I wanted to go to college, but 
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no college would accept me. Finally, a juni or 
college allowed me to take some classes, 
which I passed, and then I was admitted to 
the college. I had a reader who helped me 

with my classes, and she inspired me to finish 
schoo l. 

She and her family also introdu ced me to 
volunteering. I used to go with chem to visit 

the elderly in a nursing hom e. I enjoyed 
telling sto ries and talking with the people 
there. Th ere was one woman who wou ldn't 
talk, but after visiting her for a while she 
began to smile. I could tell I had made a dif
ference. The seed was planted, and it grew 
and grew. 

What have been your most successful pro
grams? What techniques were particularly 
effective? 

One of my most rewarding exper iences 

was coaching a Litcle League basebal l team of 

seven and eight year old boys and girls. 
Because of my deep comm itm ent to family 

and commu nity, my involvement and that of 
my ch ildren became qu ite extensive. Eventu
ally, I became president of the town youth 

hockey prog ram. Ninety-eight percent of the 
program functioned through volunteers. The 
hockey program was quite successful due to 
the draw ing of th e talents, skills and abilities 
of local residents. 

What has been your greatest challenge and 
how did you approach it? 

One of my greatest challenges was to be 



accepted as a Little League coach who hap
pened to be legally blind. In order to gain the 
parents' confidence and acceptance, I wrote a 
profile of my education, family and of my 
athletic accomplishments. Prior to the begin
ning of the season, I invited the parents and 
the players to my home to meet my family 
and to distribute· this profile, a practice sched
ule and the various skills that would be 
taught. I recruited several parents to assist 
with the practices. Before each practice, the 
parent coaches and I met to discuss the meth
ods and techniques for teaching game skills. 
The major emphasis was fun! That year we 
did not win one game - we tied once - but 
we had a great time. Most of the team mem
bers are still actively involved in baseball. 

What is your sense of the direction of vol
unteerism in the 21st century? 

I have seen somewhat of an increase in 
both the need and opportunity as well as 
availability of individuals in the area of volun
teerism. There still seems to be a tremendous 
need for volunteers with the elderly and pop
ulations with severe disabilities. 

As managers, we must have a plan for 
involving all kinds of people as volunteers. I 
run a program called A Family Affair at two 
nursing homes in Watertown, which has a 
population of 37,000. Families "adopt" a per
son in a nursing home and spend about three 
hours per month with that person. There are 
350 residents in the nursing homes-there 
should be a family who visits each resident. 

I would like to see more low-functioning 
individuals serving as volunteers. They are 
particularly good at assembling equipment. 
Retired people have been active in a program 
for infants at the Perkins school. School kids 
benefit from volunteering. As volunteer man
agers, we need to look at volunteer positions 
and see how people, with and without dis
abilities, can meet needs. People with disabili
ties are not likely to seek volunteer opportu
nities; we must seek them. 
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I also believe that everyone who works in 
volunteer administration should be certified. 
I would like to see "CVN' after the names of 
presidents and CEOs. We have a responsibili
ty to let people know that volunteer adminis
tration is a true profession. We are educated 
and trained; we know what we are doing. 

How does what you are doing fit with 
your own personal philosophy? 

As someone who has a disability, I feel that 
I have three major responsibilities: one is to 
my family, one is to the disabled and the last 
is to volunteerism. I was very angry as a 
young person and didn't feel good about 
mysel£ The experience I had visiting the 
nursing home for the first time woke me up. 
It was a turning point for me. I felt good 
doing things for other people. Today, it's 
rewarding and exciting to match people with 
the right volunteer position. It works like a 
puzzle. Volunteers make a difference. 
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Go Forth and Write: 
Tips about Writing 

for The Journal of Volunteer Administration 

What is special about an applied journal? 

Authors of articles do not have to be published scholars. 

Authors may write articles that report research findings or describe knowledge 
or skills gained on the job. In either case, the material is presented so that 
readers can easily apply the information to the setting in which they work. 

Why write for The Journal of Volunteer Administration? 

The profession of volunteer resources management is still evolving. You can 
help shape it-more so than in a long-standing, older profession. 

To balance academic research. The practitioner's perspective is very impor
tant, too. 

To identify and build common ground. Increase the generic core of practices 
and learning that transcends specific settings. This links us together and 
reduces isolation and duplication. 

Because there are gaps. People are still reinventing the wheel because they 
don't know someone else is doing it. You may think what you're doing is com
mon or obvious, but this is not a safe assumption. 

Because it is captures the history of the profession. The journal will live on 
after trainers and programs go. 

For what it does for you: personal growth, a chance to step back and take a 
broader view of what you do, internal and external recognition and credibility, 
professional development. 

For what it does for your organization: recognition for where you work and its 
support of research and education in the field of volunteer administration. 

How do I get started? 

Write about what you know. 

Find a partner. One talks; the other writes. One produces the first draft; the 
other edits. Each takes a piece, and then publish it jointly. 

Start by writing about the easiest part of what you want to say. Never mind the 
opening paragraph, since that's usually the hardest. Get your thoughts on 
paper; then go back to write the beginning, edit and polish. 

Say it out loud. Talk into a tape recorder. Pretend you're explaining the topic to 
someone from another country. Then go back and capture it on paper. 
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Develop an outline of major points. Forget the transitions until you've got the 
main concepts. 

Build on something you've already produced-a speech, workshop, small arti
cle or report. 

Once you've written a draft, ask someone who knows nothing about your sub
ject to read it. Does it make sense to that person? Is too much information 
assumed and do blanks need to be filled in? 

Publicly commit to a deadline and ask others to hold you to it. 

Forget perfection-it is the enemy of good I 

What do editors look for in a submission to The Journal of Volunteer 
Administration? 

Tell why and how a program was started or changed. Details are important so 
that readers can replicate what you have done. 

Who developed the program and what was the process. Who was involved in 
the process-decision makers, specific staff and/or volunteers-and what role 
did they play? 

Describe the program-how does it work on a daily basis, what are the costs, 
who makes it work. What works and doesn't. What did you learn from the 
mistakes that were made. 

What research did you conduct? This could be one-on-one interviews, internet 
searches, literature review and more. 

What can other managers of volunteer resources learn from your project or 
experience? 

Editors also welcome reviews of books that are relevant to the field. Book reviews are 
about 500 words. A review should assess the overall merit of the book, identify any 
inaccurate assumptions or information and highlight how the book may or may not be 
useful to mangers of volunteer resources. Editors also welcome suggestions from 
readers of books that they would like to have reviewed. 

How do I format my manuscript correctly? 

Use the Publication Manual of the American Psychological Association. 

5th Edition. ISBN 1557987912. Or you can use the "APA-Style Helper" 
software that was developed as a companion to the manual. 

Look at past issues of the journal for format examples. 

If you have questions, contact a professor who has published for advice and 
guidance. 
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The Journal of Volunteer Administration 
A publication of the Association for Volunteer Administration 

P.O. Box 32092, Richmond, VA 23294, USA 
Phone: 804-346-2266 Fax: 804-346-3318 E-mail: avaintl@mindspring.com 

Guidelines for Submitting Manuscripts 

Content 
• The Journal of Volunteer Administration provides a forum for the exchange of 

ideas as well as the sharing of knowledge and inspiration about volunteer admin
istration. Articles may address practical concerns in the management of volunteer 
programs, philosophical issues in volunteerism and significant applicable 
research. 

• Articles may focus on volunteering in any type of setting. Authors are encouraged 
to write articles dealing with areas less visible than the more traditional health, 
social services and education settings. Issues relating to volunteerism in natural 
resources, corrections and criminal justice, government, cultural arts and service 
learning settings are examples of some areas that would be of interest to many 
readers. 

2. Process 
• Manuscripts may be submitted at any time during the year. The Journal is pub

lished quarterly. 

• Manuscripts may be submitted for review in three ways: 1) Send document (in 
Microsoft Word or WordPerfect) by E-mail to avaintl@mindspring.com (preferred 
method); 2) Mail document stored on a high density 3.5" disk (using the same 
software listed above) to AVA. It is assumed authors will retain a master copy for 
every article they submit. 

• Submissions must also include: 
1. A one-paragraph biography (100 words or less) highlighting the author's 

background in volunteerism, including affiliation with the Association for 
Volunteer Administration or other professional organizations. 

2. An abstract of not more than 150 words. 
3. Mailing address(es) and telephone number(s) for each author credited. 

Please note: when submissions do not conform to these guidelines they may 
be returned for revision. 

• Manuscripts are reviewed by a panel of editorial reviewers. The author's name is 
removed prior to review to ensure full impartiality. 

The author will be notified in writing of the outcome of the review process. 
The Journal retains the right to edit all manuscripts for mechanics and consis
tency. Extensive editing will be discussed with the author in advance. Authors 
of published articles receive two complimentary issues of The Journal in which 
their article appeared. 

If a manuscript is returned to the author for revisions and the author rewrites 
the article, the second submission will be entered into the regular review 
process as a new article. 
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• Copyright for all published articles is retained by the Association for Volunteer 
Administration and should be referenced when appropriate. No portion of the con
tents may be reproduced in any form, including posting to the World Wide Web, 
without the written permission of the Editor-in-Chief, except for brief quotations 
(not to exceed 500 words) in a review of professional work. Credit must be given 
to The Journal of Volunteer Administration. 

3. Style 
• Manuscripts submitted should be 1 0 to 30 pages in length, with some exceptions, 

and should be typed, double-spaced. If submitted in printed form, please print on 
white paper. 

• Authors will be asked to submit the final version of an accepted article on a 3.5" 
high-density disk formatted in WordPerfect 5.2 or Microsoft Word 5.0 for Windows 
or any text-based program for Macintosh because this publication is produced in 
QuarkXpress 4.1 on Macintosh. 

• Manuscripts should be submitted with a title page containing title and author(s)' 
names that can be removed for the blind review process. Author name(s) should 
not appear on the text pages, but the article title must be shown or a key word 
used at the top of each text page. 

• Endnotes, acknowledgements and appendices should appear at the end of the 
manuscript, followed by references and/or a bibliography completed in an accept
ed form and style. 

• The author is advised to use inclusive language. Use plural pronouns or use 
"s/he." 

• Language that is accessible to the lay reader is preferred in all articles. 

• First-person articles may be acceptable, especially if the content of the article 
draws heavily upon the experiences of the author. 

• The author is encouraged to use sub-headings in lengthy articles to aid the read
er. Text should be broken at logical intervals with introductory titles. Refer to 
issues of The Journal for sample headings. 

• Illustrations (photographs, artwork) will be used only in rare instances when they 
are integral to the content of the article. Generally, such artwork will not be 
accepted. 

• Figures and charts that support and enhance the text of the manuscript will be 
reviewed and included as space allows. 

• General format for The Journal is in accordance with the Publication Manual of 
the American Psychological Association (5th ed.), American Psychological Associ
ation, Washington, DC, United States. ISBN 1557987912. 
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4. Guide to Publishing a Training Design 
When submitting a training design for publication in The Journal, please structure 
your material in the following way: 

Abstract 
Title or name of activity 
Group type and size: This should be variable so that as many groups as pos
sible can use this design. Optimum group size can be emphasized or ways to 
adapt the design to various group sizes can be described. 
Learning objectives: One or more sentences specifying the objectives of the 
activity. 
Time required: Approximate time frame. 
Materials: List all materials including props, handouts, flip charts, magic mark
ers and audiovisual equipment. 
Physical setting: Room size, furniture arrangement, number of rooms, etc. 
Process: Describe in detail the progression of the activity, including sequenc
ing of time periods. Use numbered steps or narrative, but clarify the role of the 
trainer at each step. Specify instructions to be given to trainees. Include a 
complete script of lectures plus details about the processing of the activity, 
evaluation and application. If there are handouts, include these as appendix 
items. 
Variations: If other ways of conducting the design are applicable, describe 
briefly. 
If possible, include references showing other available resources. 

The Association for Volunteer Administration welcomes your interest in The 
Journal of Volunteer Administration. We are ready and willing to work collabo
ratively with authors to produce the best possible articles. If a manuscript is 
not accepted initially, authors are encouraged to rewrite and resubmit for 
reconsideration. 

Further questions may be sent by mail or e-mail to: 

Larissa Silver 
Associate Editor for Manuscripts 
c/o Sistering 
523 College Street 
Toronto, ON M6G 1 AB Canada 
larissa@sistering.org 
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=ATIAVATEERADWNISTAATION 
AVA Membership 

You Deserve the Benefits 

■ AVA is your professional association 
As someone who cares about excellence in volunteer resources management, put the profes
sion's association to work for you! Join the Association for Volunteer Administration, the 
international professional organization dedicated to enhancing the competence of its mem
bers and strengthening the profession of volunteer resources management. 

■ Keep up with what's new 
AVA is your best source for the latest information on volunteer resources management 
worldwide. To stay informed about trends, issues and the latest research, AVA provides: 
• Newsletter (6 issues per year)-Covers association activities along with new ideas you 

can use on the job 
• The journal of Volunteer Administration ( quarterly)-Useful to practitioners and educators 
• Web site-Updated regularly with news about conferences, special events and 

happenings in the field 

■ Enhance your skills and knowledge 
AVA expands your horizons and give you the tools you need to perform well on the job and 
develop as a professional. 
• Annual International Conference on Volunteer Administration-World-class speakers 

and trainers plus the AVA Academy for newcomers to the field and advanced institutes 
for the more experienced. (Discounted fee for members) 

• One-of-a kind publications: Statement of Professional Ethics in Volunteer Administration 
and Volunteer Administration: A Portrait of the Profession (Discounts for members) 

• Free resources like sample position descriptions, salary information, sources for software 
and volunteer recognition items, bibliography of key publications and more. 

■ Be recognized as a professional 
AVA helps you earn the recognition you deserve as a professional in your field. 
• AVXs newest publication, Positioning the Profession: Communicating the Power of 

Results for Volunteer Leadership Professionals helps you demonstrate to your 
co-workers, boss and funders the importance of what you do. 

• Completion of AVX.s Certification Program allows you to join the ranks of professionals 
who have earned the credential, "Certified in Volunteer Administration (CVA)." 

• AVXs Award Program recognizes leadership, innovation and commitment to the 
profession. 

■ Connect with the world 
AVA helps you connect with peers all over the world to get help with problems, find out 
about job opportunities and communicate with the leaders in the profession. 
• AVA Member Directory provides complete contact information for all members. 
• "Members Only" section of the web site makes it easy to find who and what you need. 
• AVA staff provide one-on-one consultation and make referrals by phone or e-mail. 

■ AVA advocates for you 
AVA represents you as a collective voice, speaking out in support of the profession of 
volunteer resources management. 

• AVA leaders serve on international task forces concerning global issues that affect the 
profession. 

• AYA initiates and fosters relationships with other organizations that are involved in 
vol unteerism. 
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■ Membership Application 
Yes! I want to join AVA and make an investment in my career and my profession. 
(To help with processing your membership, please print and fill out the application completely.) 

Mr./Ms. _____________ Title ____________ _ 

Organization ___________________________ _ 

Mailing Address __________________________ _ 

City _______________ State/Province _________ _ 

Zip/Postal Code ___________ Country ____________ _ 

Phone {work) Fax 

E-mail _____________________________ _ 

Please send a "Letter of Investment" to my supervisor, acknowledging my AVA 
membership and commitment to my profession. 

Name, title, and mailing address of my supervisor: ______________ _ 

How did you learn about AVA? _____________________ _ 

■ Membership Options {Please select one.) 

□ Annual Membership $50 {US) 
Benefits: 
* Six issues of "AVA Member Briefing" newsletter and special member mailings 
* Discounts on International Conference on Volunteer Administration fees, AVA products, 

certification fees 
* Discount coupons from vendors/businesses related to the profession 
* Advance opportunity to submit proposals to present at international conference 
* Certificate of membership 
* Eligibility to participate in AVA Awards Program '° Annual Membership + Annual subscription to 

The Journal of Volunteer Administration $85 (US) '° Renew for Two (Two-year Membership) $95 (US) 

■ Payment Options 
My check for $ ____ {Payable to AVA in US dollars only) is enclosed 
Please charge $ to my: □ VISA □ MasterCard □ American Express 
Card# 
Expiration Date ________________ _ 
Signature __________________ _ 
{Note: AVA's United States Federal Identification Number: 23-7066215) 

Please mail or fax the application with appropriate payment to: 
Association for Volunteer Administration, P.O. Box 32092, Richmond, VA 23294 USA 
Fax: 804-346-3318 
If you have any questions, call 804-346-2266 or e-mail to avaintl@mindspring.com 
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