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EDITORIAL 

The secret of leadership and transformation of a group, or of another person, is the quality 
of the rela.tionship one person has with another. Thus the effective group leader will be a per
son who learns how to listen to other people. * (Savage, 1996) 

This issue begins with an update from Robert Leigh, Senior Policy Specialist, United 
Nations Volunteers, concerning the January 2005 World Conference on Disaster Reduction, 
where the role of volunteers was dramatically highlighted by the recent response to the Tsunami 
disaster. While conference attendees did not listen to the actual voices of volunteers, they did 
hear about their actions. 

Many of the articles in this issue reinforce the importance of listening to volunteers and 
managers of volunteers to more fully understand and appreciate the motivations, perceptions, 
beliefs and behaviors they bring to their work. There are suggestions for recruiting and retain
ing volunteers, incorporating volunteers with disabilities, building volunteer and paid staff rela
tionships, and measuring volunteer program performance. There are also challenges regarding 
volunteer management processes, procedures and systems. 

The first three articles focus on older adult volunteers. Finkelstein and McIntyre presented 
this first manuscript at the 2004 International Conference for Volunteer Administration 
(ICVA). Their work reflects the collaboration between a researcher and a practitioner that 
has led to programmatic improvements as well as insights to help foster active, committed 
volunteers. 

Recognizing the increasing numbers of older adults, Maximizing Elder Volunteerism and Ser
vice seeks to identify effective strategies for recruiting and retaining older volunteers. The third 
article, based on non-structured conversations with hospital volunteers, explores factors that 
motivate older volunteers as well as factors that contribute to personal satisfaction and volun
teer retention. 

The Volunteer Staff Team, featured at ICVA 2004, explores the critical relationship between 
paid staff and volunteers. Using an online survey of managers of volunteers, the authors 
identify current practices for building paid staff acceptance and cooperation with volunteers. 

Hager and Brudney, also featured presenters at ICVA 2004, introduce a new evaluation mea
surement that weighs the benefits of volunteer involvement against the difficulties of managing 
volunteers to calculate net benefits of the volunteer program for the organization. Beverly Black 
explores the perceptions of managers of volunteers about the benefits and rewards of engaging 
persons with disabilities as volunteers. 

The two commentaries challenge managers of volunteers to think in new ways. Nick Levin
son offers a provocative analysis of the usefulness and appropriateness of resumes and interviews 
in the volunteer selection process. Jill Canono, Chair of the 2005 ICVA, encourages managers 
of volunteers to create new management models to transform our organizations and programs. 

Mary V. Merrill, Editor 

*Savage, J. ( 1996). Listening and Caring Skills in Ministry. Nashville: Abingdon Press. 
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Feature Articles 
• A Social, Psychological Perspecti.ve on Recruitment and Retenti.on of Hospice Volunteers 

Marcia A. Finkelstein, University of South Florida, Tampa, FL 
Susan J McIntyre, LifePath Hospice and Palliative Care, Tampa, FL 
Two theoretical approaches to understanding long-term volunteering, motivational analysis, and role iden
tity were tested in a sample of hospice volunteers. The results partially supported a conceptual framework 
that integrates the two approaches. Consistent with identity theory, a volunteer self-concept and others' 
expectations predicted both amount and length of volunteer activity. Initial motives for volunteering 
showed a weaker than expected relationship with time spent volunteering and duration of service. 
However, as predicted by the motivational perspective, satisfaction with the volunteer experience was cor
related with time spent volunteering. The implications of the results for volunteer recruitment and reten
tion strategies were explored. The findings show that social psychology theory and research can be helpful 
in fostering active, committed volunteers. 

• Maximizing Elder Volunteerism and Service: Access, Incenti.ves, and Facilitation 
Madhura Nagchoudhuri, Amanda Moore McBride, Prema Thirupathy, Nancy Morrow-Howell, 
Fengyan Tang, Washington University, St. Louis, MO 
With an increase in the number of adults who are living longer healthier lives, volunteer administrators 
have a growing pool of potential volunteers. What strategies effectively recruit and retain older volunteers? 
In focus groups with 43 older volunteers, their perceptions of institutional access, information, incentives, 
and facilitation are assessed. Findings suggest that older adults may access volunteer opportunities through 
direct agency contact or social networks, more so than formal ads. They report that interest in the organi
zation's cause and meaningful task assignments serve as incentives for volunteering. Flexibility in task 
assignment, verbal appreciation, and transportation facilitate role performance. These findings suggest that 
informal strategies and respect for older adults' expertise and current capabilit.ies are important in recruit
ment and retention of older volunteers. 

Research in Brief 
• In Their Words: Lessons Learned from Volunteers' Reflections 

Karen D. Lewis Paciotti, Beaumont Independent School District, Beaumont, TX 
This article is an excerpt from a qualitative, narrative non-fiction story study consisting of non-structured 
conversations and observations of 5 Southeast Texas hospital volunteers to present the motivations and 
perceptions of volunteers in an urban, Southeast Texas Catholic hospital. The interview data was set in the 
context of previous research that indicates persons aged 55 years or older: 1) volunteer the most hours per 
year, and 2) are motivated by social obligation, personal fulfillment through service, and religious faith. 

• The Volunteer and Staff Team: How Do U7e Get Them to Get Along! 
Nancy Macduff, MacdujflBunt Associates, Walla Walla, WA 
E Ellen Netting, Virginia Commonwealth University, Richmond, 101 
Both practitioner and research literatures were reviewed to determine items relevant to developing volun
teer and paid staff relationships. An online survey targeted to members of the Association of Volunteer 
Administration and the CYBERVPM electronic mailing list was conducted. Respondents included 557 
volunteer program managers. A nine-item volunteer and paid staff climate instrument was completed, fol
lowed by a 27-item behavioral scale. Respondents reported that expressing appreciation, welcoming volun
teers, and being present at association meetings are almost always/usually done. These civility items were 
closely followed by communicating clear information on roles and expectations. Although all items were 
relevant to at least some programs, instrumental tasks that engaged paid staff and volunteers in the same 
training events, projects, and meetings occurred in fewer organizations. 
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• Net Benefits: Weighing the Challenges and Benefits of Volunteers 
Mark A. Hager, The Urban Institute, Washington, DC 
Jeffrey L. Brudney, University of Georgia, Athens, GA 
Evaluation is a popular means by which nonprofit organizations, their funders, and their constituents can 
measure and demonstrate progress and effectiveness. Nonetheless, evaluation is not regularly conducted in 
most volunteer programs. In this article we introduce a new measure of volunteer program performance 
that we call "net benefits." The measure is a general summary statistic that weighs the benefits of volunteer 
involvement against the problems that volunteer administrators encounter in recruitment and manage
ment. The net benefits value is easy to calculate and lends itself to comparison and benchmarking across a 
variety of volunteer programs and sponsoring nonprofit organizations. 

• Persons with Disabili'ti.es: Barriers and Rewards to Volunteering in Hospice Programs 
Beverly M Black, ~yne State University, Ml 
This study examines the perceptions of volunteer coordinators about persons with disabilities serving as 
volunteers in hospice programs. Safety and transportation issues were viewed as the strongest barriers to 
having persons with disability serve as volunteers; increased diversity and understanding were viewed as the 
strongest rewards. Perceptions about the rewards of using volunteers with disabilities in hospice programs 
significantly related to the expressed willingness to make adaptations for them. Concerns about safety 
issues significantly related to the percent of persons with disabilities volunteering in a hospice program. 
Suggestions for incorporating volunteers with disabilities into hospice programs are offered. 

Commentaries 
• Resumes and Interviews: Hardly for Volunteers 

Nick Levinson, New York, NY 
Fulfilling your group's mission usually demands committed people, and that calls for volunteers. Eliminat
ing impediments to the use of most volunteers is critical to success. Resumes, interviews, and applications 
appear useful but actually function as barriers with almost no use. Reasons and recommendations, and the 
main exception, are explored. 

• Who Will Lead the Changer 
Jill Canono, Highest Potential Consulting, Tallahassee, FL 
In this commentary, the author advocates for all individuals within the volunteer administration field to 
become leaders and to work collectively to create new volunteer management models that will result in a 
transformation of current systems and practices. 
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Volunteering and Disasters 
Robert Leigh, United Nations Volunteers, Bonn, Germany 

Early morning, on 17 January 1995, the 
city of Kobe in Japan and its surrounding 
region suffered the terrifying Great Hanshin
Awaji earthquake that killed over 6,400 peo
ple, injured some 40,000 and left over 
300,000 homeless. The Government of 
Japan, impressed by the fact that over a mil
lion people responded by volunteering, decid
ed to propose that the United Nations declare 
an International Year of Volunteers (IYV) in 
2001 which resulted in a major shift in the 
way that volunteerism is recognized and sup
ported around the world. 

Exactly ten years after the Kobe earth
quake, the city was the site of the World 
Conference on Disaster Reduction (WCDR), 
attended by over 4000 delegates, aimed at 
guiding and motivating governments to pay 
more attention to natural disasters and to 
identify practical steps to address the need for 
sound disaster risk management. 

By a quirk of fate, in the final run-up to 
the WCD R, another even more devastating 
disaster occurred, severely affecting the lives 
and livelihoods of coastal populations of sev
eral countries bordering the Indian Ocean. 
As with the 1995 Kobe earthquake, the vol
unteer response to the Tsunami Indian Ocean 
disaster was immediate and massive. In the 
case of the UN Volunteer programme, for 
example, some 40 UNV s have been fielded 
so far, several within 48 hours of the Tsunami 
striking, and nearly US$8 million has been 
raised so far from donors for further volun
teer placements. Of course there is almost 

always a volunteer response to disasters, large
ly from citizens of the countries and commu
nities hit. In the case of the Tsunami there 
was more media attention than usual given to 
volunteers arriving from all over the Western 
World due to the large numbers of foreigners 
among the victims. But the reality is that the 
volunteer response to disasters on the part of 
citizens from developing countries and com
munities affected by disasters here and else
where dwarfs volunteer contributions from 
the developed world. 

The issue of volunteering in disaster situa
tions was discussed at various points during 
the WCDR. It was recognized that the hun
dreds of thousands of permanent, affiliated 
and trained volunteers who make up a reserve 
army of national and international disaster 
relief agencies, and the considerably larger 
numbers of generally unskilled, untrained, 
and unaffiliated ordinary citizens who repre
sent a surge of volunteerism in times of disas
ter, constitute an enormous resource. It was 
also observed that much volunteering in 
times of disasters is ad hoc and uncoordinat
ed. At best, this results in a considerable loss 
of effectiveness and at worst, undirected vol
unteers can become part of the problem in 
disaster situations. It was felt that the key lies 
in adopting a strategic approach. This trans
lates into deliberately factoring volunteering 
into the planning and implementation of 
policies and programmes concerned not only 
with disaster response procedures but also 
with disaster preparedness where volunteers 

Robert Leigh, is an economist with an MA from Chicago College, London. He has worked in several country offices of the Unit
ed Nations Development Programme and is currently the Senior Policy Specialist at the United Nations Volunteers headquarters 
in Bonn, Germany. E-mail: robert.leigh@unvolunteers.org or visit unvolunteers.org and/or www.iyv2001.org. 
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play a much bigger, but often unsung, role. 
The negotiated WCD R outcome docu

ment titled "Hyogo Framework for Action 
2005-2015," adopted by 168 countries, con
tains a series of recommendations to strength
en the capacity of disaster prone countries to 
address risk and invest heavily in disaster pre
paredness. These include important recom
mendations such as a call for the strategic 
management of volunteer resources in 
schemes aimed at promoting community par
ticipation in disaster risk reduction; drawing 
attention to the roles of volunteers in enhanc
ing local capacities to mitigate and cope with 
disasters; involving volunteers in disaster pre
paredness training; promoting the strengthen
ing or establishment of national, regional and 
international volunteer corps; and highlight
ing the need to build on the "spirit of volun-

. ,, . . . 
teensm m communmes. 

Taken together, the above references to vol
unteering constitute an important step for
ward in recognition at the international level 
of the role and contributions of volunteers in 
disaster situations and lay an excellent basis 
for incorporating voluntary action into 
national disaster policy settings. It has taken a 
long time but, finally, note has been taken of 
the world's oldest and most widespread disas
ter management mechanism - the volunteer. 
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FEATUl;Ji 

A Social Psycholopcal Perspective on Recruitment and 
Retention of Hospice Volunteers 

Marcia A. Finkelstein, University of South Florida, Tampa 

Susan J. McIntyre, LifePath Hospice and Palliative Care, Tampa 

This study represented a partnership 
between social psychology theory and its 
application. The work is the first step in an 
ongoing effort to use theoretical and empiri
cal research on prosocial activities to address 
practical issues of volunteer recruitment and 
retention. 

The work integrated two traditionally sep
arate approaches to research on sustained vol
unteerism. The motivational approach, as 
exemplified by Snyder and his colleagues 
(e.g., Clary et al., 1998; Omoto & Snyder, 
1995; Snyder, 1993), holds that individuals 
volunteer in order to satisfy certain needs or 
motives. Whether the volunteer activity con
tinues depends on the extent to which the 
experience fulfills the relevant motive(s). 
Clary et al. identified six motives for volun
teering: 
• Values ( express values related to altruistic 

concerns for others; see also Flynn & 
Feldheim, 2003); 

• Understanding (acquire new learning 
experiences and/ or use skills that other
wise would remain untapped); 

• Social (strengthen social relationships); 
• Career (gain career-related benefits); 
• Protective (reduce negative feelings about 

oneself or address personal problems); and 
• Enhancement (grow and develop psycho

logically). 

The second approach to understanding 
sustained volunteering emphasizes role identi-

ty (e.g., Callero, Howard, & Piliavin, 1987; 
Grube & Piliavin, 2000; Lee, Piliavin, & 
Call, 1999). In this view, one often begins 
volunteering because of the (implicit or 
explicit) expectations of others. Over time the 
individual incorporates the role of volunteer 
into his or her self-concept, and it is this 
identification as a volunteer that sustains the 
activity. 

Penner (2002) integrated the motivational 
and role identity perspectives into a single 
conceptual framework. He proposed that the 
decision to begin volunteering is largely 
determined by motive(s) and the perceived 
expectations of others. A high and involving 
level of activity then leads to the formation of 
a strong volunteer role identity and satisfac
tion with the experience (e.g., Omoto & Sny
der, 1995). Identity and satisfaction, in turn, 
underlie continued volunteering. 

Consistent with Penner (2002), Finkelstein 
and Penner (2004) showed that aspects of 
both the motivational and role identity theo
ries explained another example of ongoing 
helping behavior: Organizational Citizenship 
Behavior (OCB). The term refers to work
place activities that exceed the prescribed job 
requirements and that are not recognized by 
the formal reward system. Like volunteerism, 
OCB is a discretionary behavior that con
tributes to the effective functioning of an 
organization. The present investigation repre
sented the first empirical application of Pen
ner's conceptual view to volunteer activity. 

Marcia A. Finkelstein, PhD, is Professor of Psychology at the University of South Florida where she has served on the faculty since 
1981. Her current research examines the factors underlying prosocial activities such as volunteerism. She also publishes in the field 
of engaged scholarship, the effort to bring faculty researchers and community partners together to work on problems of mutual 
concern. 
Susan]. McIntyre is the Corporate Volunteer Services Specialist at LifePath Hospice and Palliative Care Inc. in Tampa, Florida. 
LifePath is the world's largest nonprofit hospice. Susan has worked in volunteer management with the organization since 1989. 

6 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Volume 23, Number 1, 2005 



The study examined four variables central to 
Penner's (2002) framework: motive, expecta
tion, identity, and satisfaction. 

THE VOLUNTEER ORGANIZATION 
Participants were recruited from LifePath 

Hospice, a community-based organization 
serving Floridians since I 983. Services are 
available to individuals who are in the last 12 
months of a life-limiting illness and who no 
longer seek curative treatment. In 2003, 
6,274 individuals and their families received 
care from LifePath, and 5,926 received grief 
support services. 

The volunteers who serve the hospice are 
essential to the effective operation of the 
organization. Their hours of service have 
steadily risen in recent years. In 2001, 850 
volunteers donated a total of 39,335 hours; in 
2002, the number increased to 1,087 volun
teers and 51,767 hours; and 2003 saw 1,142 
individuals contribute 58,833 hours. Oppor
tunities for volunteers are plentiful. They 
range from those requiring dose contact with 
patients and/or their families (e.g., patient 
support, nursing home visitation) to those 
involving virtually no contact (e.g., office 
support, Speakers' Bureau). 

LifePath Hospice offers an example of a 
successful volunteer-dependent organization. 
Nonetheless, more assistance is always needed, 
and the ability to retain existing volunteers 
and recruit new ones is a perpetual concern. 
Thus from a practical perspective, it was 
hoped the results would suggest mechanisms 
for increasing and sustaining the volunteer 
pool. From a theoretical viewpoint, the objec
tive was to test the ability of the role identity 
and motivational theories to predict volunteer 
participation. 

METHOD 
Participants 

Surveys were mailed to all l,030 volunteers 
listed in the hospice's volunteer database. Of 
those, 302 responded (230 female and 56 
male; 16 did not indicate gender). Forty-one 
percent of respondents were over the age of 
65, and 64% were employed less than 20 
hours/week. Forty-eight percent had been 
volunteering with the hospice for longer than 
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2 years, and 52% volunteered at least once a 
week. The majority (228) volunteered to 
some extent in capacities that brought them 
into dose or moderate contact with hospice 
patients and/ or their families. 

Measures 
The survey began with questions about the 

participants' current level of involvement and 
length of service to the hospice. After provid
ing age, gender, and current employment sta
tus, respondents noted the hospice programs 
for which they volunteered. They then com
pleted measures of the following variables: 

Volunteer motives. Motives for volunteer
ing at LifePath were assessed with the Volun
teer Function Inventory (Clary et al., 1998). 
As discussed above, the inventory contains six 
scales, each comprising five items. A 5-point 
rating scale was used, with response alterna
tives ranging from 1 (Not at all important/ 
accurate for you) to 5 (Extremely 
important/accurate for you). 

Perceived expectations. The perceived 
expectations of others regarding one's hospice 
work were assessed with eight items adapted 
from Callero et al.'s (1987) study of blood 
donors. The items measured participants' per
ceptions of the extent to which their volun
teering is salient to others and the degree to 
which important others expect them to con
tinue volunteering. Examples include, "Many 
of the people that I know expect me to con
tinue as a Hospice volunteer" and "Many of 
the people that I know are not aware that I 
am a Hospice volunteer" (reverse scored). 
Respondents rated each item on a scale from 
1 (Strongly disagree) to 5 (Strongly agree). 

Volunteer rok iden,tity. Identity as a 
LifePath Hospice volunteer was measured 
with a modification of Callero et al. 's ( 1987) 
five-item measure of role identity in blood 
donors. Sample items include "Volunteering 
for Hospice is an important part of who I 
am'' and "I really don't have any dear feelings 
about volunteering for Hospice" (reverse 
scored). Response alternatives ranged from 
1 (Strongly disagree) to 5 (Strongly agree). 

Volunteer satisfaction. Satisfaction with 
one's hospice work was assessed with three 
items adapted from Penner and Finkelstein 



(1998). Among the items are "I am satisfied 
with my experiences as a Hospice volunteer." 
Responses again were measured in a Likert 
format from 1 (Strongly disagree) to 5 (Strong
ly agree). 

RESULTS 
The focus of this study was the relation

ship between an individual's degree of volun
teer activity and factors expected to influence 
volunteering. Activity level was measured in 
two ways: amount of time spent volunteering 
and length of volunteer service. The influ
ences on volunteer participation were based 
on the two foundations of Penner's (2002) 
model of volunteer activity: motivational 
analysis and role identity theory. From the 
former were derived motives and satisfaction 
and from the latter, others' expectations and 
volunteer role identity. Table 1 shows the 
correlations between the two measures of vol
unteer participation and each potential influ
encing variable. That is, the table shows the 
usefulness of each of these theoretical con
structs in predicting amount and longevity of 
volunteer activity. 

That time spent volunteering and longevi
ty of service are separable indices of volunteer 
participation is indicated by the near-zero 
correlation between them (r = -.02). That is, 
being a long-term volunteer did not tend to 
make someone more or less likely to be a very 
active one. However, as Table 1 shows, the 
two measures were influenced very similarly 

TABLE 1 
Correlates of Length of Service and 

Time Spent Volunteering 

Variables Length Time 

Values .09 .06 

Understanding -.12* -.02 

Social .09 -.08 

Career -.20*** -.26*** 

Protective -.01 .03 

Enhancement -.06 .03 

Role Identity .17** .38*** 

Satisfaction .06 .21 *** 

Perceived Expectations .26*** . 33*** 

Note. n = 297-300. *p < .05. **p < .01. *** p < .001. 

by the theoretical variables that were studied. 
Both were related most closely to others' 
expectations (which correlated r = .33 with 
amount of activity and r = .26 with longevi
ty) and role identity (r = .38 with amount 
and r = .17 with longevity). That is, greater 
social pressure and the formation of a volun
teer self-concept were the best predictors of 
committed volunteering. 

Surprisingly, neither measure of volunteer 
participation showed a significant positive 
correlation with any motive. The only signifi
cant correlations were the negative relation
ship between the Career motive and both 
time (r = -.20) and length (r = -.26), and the 
negative association between Understanding 
and length (r = -.12). Because the Career and 
Understanding motives were positively corre
lated with each other (r = .36, p < .001), par
tial correlations were calculated to determine 
whether length of service correlated signifi
cantly with each motive after removing the 
influence of the other. The relationship 
between length and Career motive decreased 
slightly but remained significant (r = -.17, 
p < .01), while that between length and 
Understanding became nonsignificant 
(r = -.05). 

Satisfaction with hospice volunteer work 
was a good predictor of the amount of time 
participants devoted to hospice (r:;:: .21) but 
was not significantly associated with longevity 
as a hospice volunteer. 

DISCUSSION 
Of the antecedent variables that were 

examined, perceived expectations showed the 
strongest relationship to both time invested 
and longevity at Hospice. With regard to the 
volunteer experience, identity as a LifePath 
volunteer was most closely associated with 
amount and length of service. That is, those 
who most strongly internalized the role of 
hospice volunteer as part of their self-con
cepts showed the greatest involvement and 
persistence with the organization. Additional
ly, although more satisfied volunteers did not 
necessarily stay with hospice longer, they did 
contribute more hours while they remained 
volunteers . 

The weak influence of motive was surpris-
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ing, but the finding that Career motives were 
negatively associated with volunteer activity 
was not. Recall that the present sample was 
predominantly older and retired. By control
ling for age, the correlations between Career 
motives and both time spent volunteering 
and length of service became nonsignificant 
(r = -.09 and r = -.08, respectively). That par
ticipants largely were retired may also explain 
the importance of role identity over motives 
in sustaining volunteer activity. These indi
viduals may have felt the loss of the identity 
that a job provides and looked to volunteer 
work for a new way of defining themselves. 

Connecting theory and practice/ 
recommendations 

The importance of perceived expectations 
suggests that they should prove an effective 
recruitment and retention tool. LifePath 
Hospice does utilize social influence when 
recruiting prospective volunteers. Staff and 
volunteers share their experiences with mem
bers of their faith communities and civic 
groups, answering questions and distributing 
literature. Similarly, new employees are 
encouraged to recruit volunteers among 
friends and family. 

LifePath could readily integrate other such 
practices into its recruitment efforts. For 
example, organizations (e.g., schools, busi
nesses) that advocate volunteerism might be 
induced to establish volunteer programs. As 
some members enlist, their friends and col
leagues should perceive increasing normative 
pressures to help. 

The organization assiduously incorporates 
social norms into its volunteer retention 
strategies. Support meetings, social outings, 
and book clubs encourage volunteers to inter
act with each other. The hospice's retention 
practices also help foster the volunteer role 
identity that is important for long-term com
mitment. For example, each year several 
appreciation events recognize the efforts of 
the volunteers. Identity is further nurtured 
by including volunteers in all mailings about 
LifePath and the hospice movement: newslet
ters (each containing a volunteer profile), 
legislative updates, solicitations to the com
munity, and health care updates. LifePath 
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employees nominate volunteers for commu
nity awards and submit stories about volun
teers to the local media. Additionally, volun
teers receive items (e.g., t-shirts, license plate 
holders) that allow them to be recognized for 
their Hospice affiliation. 

The data further demonstrated that the 
more satisfying the experience, the more time 
individuals spent volunteering. To this end, 
LifePath employees strive to forge a relation
ship with the volunteer during the initial 
interview, explaining the program and the 
duties, of volunteers and learning the volun
teer's particular goals. Training and orienta
tion programs are designed to provide new 
volunteers with a rewarding learning experi
ence. Care is taken to adequately prepare vol
unteers so that they feel competent in their 
duties, and to match them with the jobs they 
find most rewarding. Many claim that the 
training alone changed their lives. One-on
one supervision by volunteer coordinators 
ensures that new volunteers receive sound 
guidance and attention from someone who 
recognizes their donations of time and talent. 
Through an annual satisfaction survey, volun
teers also are given opportunities to voice 
needs, suggestions, and challenges. 

CONCLUSION 
Aspects of the motivational and role iden

tity theories of volunteerism showed strong 
associations with amount and duration of ser
vice. The data, in turn, had implications for 
volunteer recruitment and retention. Perhaps 
the main contribution of the current study 
was to demonstrate that theory and practice 
can be combined to address issues of mutual 
concern (Finkelstein, 2002). The findings 
provided the groundwork for a study, cur
rently underway, of volunteers throughout 
their first year of service to Hospice. This 
longitudinal investigation will allow conclu
sions about causal relationships among the 
variables that underlie sustained volunteering. 

REFERENCES 
Callero, P.L., Howard, J .A., & Piliavin, J .A. 

( 1987). Helping behavior as role behavior: 
Disclosing social structure and history in 
the analysis of prosocial action. Social Psy-



chology Quarterly, 50, 247-256. 
Clary, E.G., Snyder, M., Ridge, R.D., 

Copeland, J., Stukas, A.A., Haugen, J., & 
Miene, P. (1998). Understanding and 
assessing the motivations of volunteers: A 
functional approach. journal of Personality 
and Social Psychology, 74, 1516-1530. 

Finkelstein, M.A. (2002). The scholarship of 
engagement: Enriching university and 
community. Metropolitan Universities, 12, 
7-9. 

Finkelstein, M.A., & Penner, L.A. (2004). 
Predicting organizational citizenship 
behavior: Integrating the functional and 
role identity approaches. Social Behavior 
and Personality, 32, 383-398. 

Flynn, J.A. & Feldheim, M.A. (2003). 
Recruitment and retention of volunteers 
in Florida. The journal of Volunteer 
Administration, 21(4), 4-9. 

Grube, J., & Piliavin, J. A. (2000). Role 
identity, organizational experiences, and 
volunteer performance. Personality and 
Social Psychology Bulletin, 26(9), 1108-
1120. 

Lee, L., Piliavin, J.A., & Call, V.R.A. (1999). 
Giving time, money, and blood: Similari
ties and differences. Social Psychology 
Quarterly, 62(3), 276-290. 

Omoto, A., & Snyder, M. (1995). Sustained 
helping without obligation: Motivation, 
longevity of service, and perceived attitude 
change among AIDS volunteers. journal 
of Personality and Social Psychology, 68(4), 
671-687. 

Penner, L.A. (2002). Dispositional and orga
nizational influences on sustained volun
teerism: An interactionist perspective. 
journal of Social Issues, 58(3), 447-467. 

Penner, L.A., & Finkelstein, M.A. (1998) 
Dispositional and structural determinants 
of volunteerism. journal of Personality 
and Social Psychology, 74, 525-537. 

Snyder, M. (1993). Basic research and 
practice problems: The promise of a 
"functional" personality and social 
psychology. Personality and Social 
Psychology Bulletin, 19, 251-264. 

10 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Volume 23, Number 1, 2005 



Maximizing Elder Volunteerism and Service: 
Access, Incentives, and Facilitation 
Madhura Nagchoudhuri, Amanda Moore McBride, 

Prema Thirupathy, Nancy Morrow-Howell, and Fengyan Tang 

Center for Social Development, Washington University in St. Louis, Missouri 

Volunteering or service among older adults 
is associated with a range of positive outcomes 
including better health, greater life satisfac
tion, and extended longevity (Morrow
Howell, 2000; Musick, Herzog, & House, 
1999; Oman, Thoresen, & McMahon, 1999; 
Van Willigen, 2000). Volunteering provides 
older adults with an opportunity for personal 
growth as well as a sense of purpose and pro
ductivity in later life (Morrow-Howell, Kin
nevy, & Mann, 1999; Bundens & Bressler, 
2002). Their actions are also associated with 
positive outcomes for those who are served 
(Wheeler, Gorey, & Greenblatt, 1998). 

U.S. Census projections indicate chat more 
than one third of Americans will be over the 
age of 50 by 2020 (Prisuta, 2004). They are 
expected to be better educated and have 
longer and healthier lives than previous gener
ations (Gerteis, Winston, Stanton, Moses, 
Grodner Mendoza, & Roberts, 2004); hence 
productive, active engagement in later life is 
more likely. Their participation in volun
teerism may be predicated on organizational 
efforts targeted specifically to the creation of 
volunteer opportunities and management 
practices for older adults (Kovacs & Black, 
1999). 

We apply an institutional perspective to 
the study of later-life volunteering (Hinter
long, McBride, Tang, & Danso, in press; 
Morrow-Howell, Hinterlong, Sherraden, 
Tang, Thirupathy, & Nagchouclhuri, 2003). 
This perspective focuses on the link between 
institutional capacity to host volunteer roles 
and individual capacity. How can volunteer 
opportunities be made available such that 
older adults have access and incentives for 
participation, and information and facilita
tion for role performance? This article sum
marizes results. of a two-phase project on 
institutional capacity for elder service. 

The first phase included telephone inter
views with 22 volunteer administrators of 
nonprofit organizations that host older volun
teers (Morrow-Howell et al., 2003). Volunteer 
administrators report a range of strategies to 
recruit and retain older volunteers. The top 
recruitment strategies include word-of-mouth, 
other agency referrals, and targeted solicita
tions through letters or newspaper ads. In 
terms of role facilitation, a majority of admin
istrators note a commitment to role accom
modation and facilitation, e.g., variation in 
hours, supports for those with physical dis-
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abilities, and training. This research note 
reports on findings from the second phase of 
the project, which assessed older adults' per
ceptions of volunteer roles and institutional 
efforts in recruitment and retention. 

METHODS 
Four focus groups were conducted with a 

total of 43 older volunteers from 13 organiza
tions in the metropolitan St. Louis area. The 
volunteer administrators, who participated in 
the first phase of the study, identified possible 
respondents who were 60 years of age or 
older with at least one year of volunteer expe
rience. Focus group sessions ranged from 60 
minutes to 90 minutes, consisting of seven to 
14 people. The focus group sessions were 
audiotaped, transcribed, and coded separately 
by two coders. A hierarchical coding structure 
was developed with major codes reflecting the 
institutional perspective. The codes and 
quotes were analyzed for key themes. Diver
gent perspectives and relationships were 
noted, and the coding scheme was revised 
and condensed. Counts were developed for 
each theme, and applicable quotes were 
selected as examples. 

FINDINGS 
The findings are categorized according to 

access and information regarding volunteer 
roles, incentives to begin and continue volun
teering, and facilitation for role performance. 
Overall, findings suggest that older volunteers 
may perceive informal strategies for recruit
ment and retention as more important than 
formal ones. 

Access and Information 
Access pertains to role requirements and a 

person's eligibility and ability to fill the role as 
well as how information about the role reach
es potential volunteers. The likelihood of 
seeking volunteer opportunities is influenced 
by prior familiarity with the organization or 
the organization's cause (n=18). This familiar
ity developed from having been clients in the 
past or having relatives who were clients of 
the organization. As one respondent stated, 

Many years ago an organization like 

NAM! [National Alliance far the Men
tally Ill} in New jersey came to my res
cue when I desperately needed help. 
And about 10 years ago I was walking 
down the street and I saw the NAM! 
sign and I wandered in. 

Another respondent reports, 

I love kids, and I was a pediatric nurse 
before I retired at 55. So when I was 
looking far a place to volunteer, it led 
me right here to Cardinal Glennon 
[children's hospital}. 

Older adults often learned of volunteer 
roles through family members or friends 
(n=13) who were involved with the organiza
tion. To a lesser extent, respondents also 
gained access to volunteer roles through for
mal volunteer recruitment efforts such as 
advertisements (n= 7). 

Incentives 
Incentives include the rewards or perceived 

benefits possible through the volunteer role. 
Respondents report personal motivations for 
seeking volunteer roles, including interest in 
the cause (n=5) and volunteering overall 
(n= 12). The underlying sentiment was that 
volunteering helped them ease into their 
later-life transitions. When asked about possi
ble formal incentives such as training or 
stipends, respondents indicated that their 
decision to continue volunteering had more 
to do with personal satisfaction and quality of 
the volunteer experience. In addition, incen
tive to continue volunteering was influenced 
by the support received from the organiza
tion. Respondents (n= 17) emphasized that 
responsiveness and inclusion in decision
making greatly affected their motivation to 
continue volunteering. One respondent stated 
that, "You get the satisfaction and motivation 
by helping others. But our organization is 
like a family ... We are treated as volunteers 
and we are treated as part of a team." 

Facilitation 
Facilitation refers to supports or flexibility 

for role performance offered by the organiza-
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tion. Respondents focused on respect and 
inclusion in decision-making (n= 17), verbal 
appreciation by staff and clients (n= 16), and 
flexibility in task assignment and willingness 
to allow breaks (n=9). A few discussed the 
role and importance of training (n=7). 
Appreciation for respect and inclusion was 
expressed by this respondent: "They're will
ing, if I come up with an idea, requiring pur
chase of something. . . I've gotten nothing but 
a positive response, like, 'Let's go with it ... or 
let's do this, it's a good idea."' In regard to 
flexibility, one respondent stated that, "If 
someone is not able to do the [hospice] care
giving at homes, there are other options. 
There's people that come in who can help in 
the office." 

Some respondents indicated that the orga
nizations were particularly cognizant of the 
increasing age and growing health limitations 
of the volunteers, and made special efforts to 
accommodate their needs. One respondent 
stated, "I don't drive because of my eyes. 
They even come and pick me up and take me 
home. I wanted to quit when they moved, 
because it would be too far to walk and this 
woman said, 'We'll always pick you up and 
take you home.' And besides, they have lun
cheons and get-togethers and things like that 
[which make her want to continue volunteer
ing]." Related to the social aspect of volun
teerism, several respondents said they like 
open work environments and shared work
space, where they can be with other volun
teers, staff, and clients. 

DISCUSSION 
While implications from this study should 

be drawn with caution, given method limita
tions and the small sample size, several key 
points are worth noting for future volunteer 
management research. Findings from this 
study emphasize consideration of unique vol
unteer recruitment and retention practices for 
older adults. Given their social networks, life 
experience, expertise, and interests, older 
adults' access to volunteer roles, their feelings 
about the instrumental value of volunteering, 
and role performance may be different than 
young adults' (Morrow-Howell & Tang, 
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2004). 
Older adults may be more likely to access 

volunteer roles through informal means. This 
may require that organizations put their for
mal efforts into facilitation of informal out
reach methods, like training and encouraging 
current clients, family members, and volun
teers to recruit others. Recruitment materials 
may need to reflect this informal recruiting 
strategy. Recruitment may benefit from inclu
sion of messages that older adults consider to 
be motivating. Information about the role 
may need to emphasize the mission of the 
organization and how the volunteers' efforts 
will support it. When older adults enter the 
"volunteering marketplace" seeking role 
replacement, it may also be important to 
emphasize respect of their experience and 
their inclusion in agency processes. 

These findings suggest that accommoda
tion and flexibility facilitate sustained volun
teerism by older adult volunteers. Volunteer 
administrators may need to evaluate volun
teer functioning at the beginning of and 
throughout their task assignment. Task 
assignment may need to change, depending 
on the volunteer's functional level, or addi
tional supports may be needed, e.g., trans
portation. Obviously, these supports beg 
consideration of costs, but so does loss of a 
skilled, trained volunteer. Older adults in 
this study also discussed "facilitators," such 
as social opportunities and verbal apprecia
tion for contributions, as motivators. These 
are low-cost strategies that may have high 
payoffs. 

In conclusion, utilizing older adults as 
volunteers may require a unique approach. 
Further research should study effective 
recruitment and retention strategies for older 
volunteers, so that volunteer administrators 
can focus their efforts. These findings provide 
fodder for hypothesis development and theo
ry building, emphasizing access, incentives, 
and facilitation. 
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In Their Words: Lessons Learned &om 
Volunteers' Reflections 

Karen D. Lewis Paciotti, Beaumont, Texas 

According to the U.S. Bureau of Labor 
Statistics, of the 64.5 million Americans who 
volunteered during the year ending Septem
ber 2004, 7.5% worked for health organiza
tions. Women volunteered at a higher rate 
than men (Independent Sector, 2001; United 
States Department of Labor, 2004). 

Data from the U.S. Department of Labor 
show that persons 55 years of age and older 
volunteer the most hours, even though they 
account for only 54.7% of the volunteer pop
ulation. In fact, persons aged 5 5-64 years vol
unteered a median of 60 hours during the 
period September 2003 to September 2004, 
with the age group of 65 and over volunteer
ing a median of 96 hours. In comparison, the 
median number of hours for the total volun
teer population was only 52 hours (United 
States Department of Labor, 2004). 

Volunteers came to organizations through 
various means. Two out of five volunteers ini
tiated the contact; 42% were asked to become 
a volunteer, most often by someone within 
the organization (United States Department 
of Labor, 2004). Another national survey 
(Independent Sector, 2001), showed that 
50% of volunteers had been asked to volun
teer, and that persons invited to volunteer 
were "much more likely to volunteer (71 %) 
than those who had not been asked (29%)." 
Although some volunteers will contact an 
organization on their own, personal contact is 
important in recruitment. 

Personal fulfillment through service is an 
important motivation for volunteers. 
Zweigenhaft, Armstrong, Quintis, & Riddick 
( 1996) report that, in their survey, the great
est response for volunteering was, "It gives me 
a good feeling or sense of satisfaction to help 
others." Older volunteers are more likely than 
any other group to cite social obligation as 

their motivation (Gidron, 1978; Zweigenhaft 
et al., 1996). Social obligation comprises the 
desire to give back because of good fortune, 
the hope that someone would do the same 
for them or their families, the experience of 
someone dose to them having been in a simi
lar situation, or the experience of themselves 
having received help in the past (Zweigenhaft 
et al., 1996). 

Older volunteers' motivations were more 
likely than other groups to be religious in 
nature (United States Department of Labor, 
2004). When Park and Smith (2000) investi
gated the effect of religion on formal volun
tarism of churchgoing Protestants, they found 
that "the 'family's importance of faith' was 
significant in increasing the odds of non
church-related volunteering" (p. 282). 

To sum up, older volunteers devote the 
most time in volunteer activities. They are 
motivated by personal fulfillment through 
service, social obligation, and religious faith. 
Therefore, hospital administrators should 
address these motivations when recruiting 
volunteers, and provide a choice of place
ments as well as a satisfying environment, 
thereby increasing volunteer retention. 

Since there is little qualitative research 
about the motivations and satisfaction of 
hospital volunteers, I participated in conver
sations with five dedicated volunteers from 
a major trauma hospital in a Southeast Texas 
city of over 100,000 inhabitants, to present 
their stories, (Clandinin & Connelly, 2000) 
first because they deserve to be heard, and 
second to provide additional insight for hos
pital administrators regarding recruitment 
and satisfaction. I employed a qualitative, 
narrative nonfiction story method because 
stories are "a way of understanding experi
ence" (Clandinin & Connelly, 2000, p. xxvi). 
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This type of narrative has an inductive, emer
gent design (Polkinghorne, 1995), utilizing 
the language of the participants to convey 
their authentic, lived experiences (Barone, 
1995; Polkinghorne, 1995). 

At the time of this study, 300 persons were 
listed on the volunteer rolls, although 196 
volunteers were actively serving at the hospi
tal. Of the active volunteers, 40 were men, 
147 were women, and nine were couples who 
volunteered as teams. The Director of Volun
teer Services arranged interviews with five of 
the hospital's most dedicated volunteers in 
three volunteer areas of the hospital: the Day 
Surgery Waiting Room, the Lobby Patient 
Information Desk, and the Intensive Care 
Unit (ICU) Waiting Room. In-depth conver
sations during three days allowed the volun
teers' stories to unfold naturally (Clandinin 
& Connelly, 2000). Pseudonyms were used to 
protect the participants' privacy. To briefly 
illustrate the volunteer characteristics and 
motivations mentioned in the previously 
cited research, following are some of the vol
unteers' stories. 

THE STORIES 
Sarah and Emily 

Sarah is a retired bank officer who has vol
unteered in the Day Surgery Waiting Room 
for approximately 8 years. Emily has volun
teered here for 1.5 years; she also volunteers 
as a "Goodwill Ambassador," greeting 
patients and visitors, giving information, and 
escorting visitors. Sarah and Emily like to 
work as a team, and today they have what 
they refer to as a "light" load of 27 patients. 

Sarah volunteers in the Day Surgery Wait
ing Room because during her own hospital
izations, there had been no hospital support 
system for her family, and she wants to pro
vide this care to others. 

I've had about fifteen surgeries myself, 
and my former husband used to sit by 
himself, . . . they didn't have waiting 
rooms like this back then. Sometimes it 
was just a room back somewhere . . . in 
a corner, and nobody there particularly 
to answer any questions. . . . So, if I can 
help some other family, it's a good feel
ing. 

Sarah also revealed some of her secondary 
motives for volunteering: 

As one of the side perks, so to speak, I've 
really made some good friends, that I 
would not have . . . met before. And ... 
it keeps your mind active . . . my moth
er had Alzheimer's, so Im very conscious 
of trying to keep active. 

Emily laughingly shared that she originally 
volunteered soon after her husband retired! 
She also spoke more seriously about the per
sonal fulfillment she receives: 

I feel like we do a good service, but I 
think I get more out of it than the peo
ple I come in contact with. And you 
know it's nice when you hear people say 
they appreciate what you're doing. You 
go home and you just feel like you're a 
better person; that you've maybe made a 
difference for somebody that day .. . 
[Sometimes] I go home, and I've smiled 
so much [that my face is tired.] But 
then I think that might be the only 
smile a person had that day. 

Emily and Sarah characterized their volun
teer work as mostly routine and pleasant; yet, 
although Sarah felt that most people were 
cooperative, sometimes she and Emily had to 
be stern with family members who tried to 
use cell phones or who expected special treat
ment. 

Emily remarked, "You know you have peo
ple that are very emotional, and when you're 
under lots of stress you handle things differ
ently anyway, and we try to take into consid
eration that everybody here is under a lot of 

" pressure. 
Emily described one of their more light

hearted moments. "I call us the 'tooth fairies' 
because we get more calls to take dentures 
back to people [after surgery]. It's funny, the 
women want theirs right away when they 
wake up; the men couldn't care less usually." 

Emily described two serious situations: 

A family had come from ICU. . . . That 
was my first experience with anybody 
who was quite upset . . . They were cry-
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ing, so I offered them [tissues} and some 
water. They did say later that the 
patient wasn't going to make it, and 
they did go back to ICU. But that 
doesn't happen too often. 

Another time, I saw a young lady and, 
when I was first married, her family 
had lived near us. She said that her 
brother had died, and they were har
vesting his organs that day. When her 
mom and dad came in, ... it was so sad. 
It was so good to see them, but it just 
broke my heart, and you don't even 
know what to say. 

Normally, . . . the surgeons fix whatever 
the problem is. The patients come out, 
they look good, and they're going to be 
fine - they're going home. It never even 
dawned on me that anybody in here 
could be experiencing something like 
[organ harvesting]. 

Sarah and Emily both observed that they 
enjoy the fact that no two days are alike. 
"To me that's what makes it interesting," 
remarked Sarah. "Just as there are no two 
patients alike, there are no two mornings 
alike." 

"That's what makes it so great ... you 
never know what is going to happen," added 
Emily. 

Richard and Elizabeth 
Richard, who is retired, has volunteered at 

the hospital for 2 years and works about 9 
hours per week. Previously, he had been a 
dedicated volunteer at another nearby hospi
tal, where his wife had worked. Elizabeth is 
also retired and has worked for 2 years for at 
least 6 hours per week. They both work as 
Goodwill Ambassadors, but their placement 
today is the Patient Information Desk in the 
busy hospital lobby. 

The phones rang frantically, so it was sev
eral minutes before we could talk. When 
things quieted down, Elizabeth told me she 
had answered a newspaper ad placed by the 
Director of Volunteer Services. "I worked 
here in the late '60s and enjoyed working 
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here so much that once I retired, that decided 
it. I happened to see the ad, so I just said, 
Tm calling."' 

Richard also contacted the hospital of his 
own accord, and his primary motivation was 
one of social obligation. 

I was in a real bad motorcycle accident. 
I was hospitalized for four or five 
months, and the way I was treated ... I 
just felt like, when I retired, that maybe 
I could give back what I received. So, 
when my wife retired, I got hold of the 
Director of Volunteer Services. 

As we continued to talk about life experi
ences that led to their volunteer work, I 
learned that Richard's religious upbringing 
had influenced him to become a volunteer. 

I think that was probably instilled in us 
as kids. I can remember the transients 
coming to the door, and Mama would 
bring them in and feed them. I think a 
lot of it was due to being brought up in 
the church. 

Elizabeth then explained the pleasure she 
receives from helping people. 

People seem to appreciate it so much -
that's the thing that makes us do it. I 
had a little lady that was lost Friday, so 
I took her out the Emergency Room 
door. Then she knew immediately 
[where her car was]. She hugged my 
neck. That makes you feel appreciated, 
when someone does that. 

Richard agreed, "I don't know how many 
times people ... thank you and say, 'Oh, we're 

Id 'h "' so g a you re ere. 
Adding to their satisfaction is the fact that 

they were able to work with the Director to 
choose their placements. Although Elizabeth 
had been asked if she would like to work in 
the surgery waiting rooms, she chose not to 
"because I lost my husband in an accident. I 
do not handle trauma well, and I know that. 
So, I have to do something that I'm comfort
able in and enjoy." Richard agreed with Eliza
beth. 



Mary 
Mary is a 68-year-old retired elementary 

schoolteacher who volunteers an average of 
16 hours per week in the emotional Intensive 
Care Unit (ICU) Waiting Room. She decided 
to volunteer at the hospital because she had 
appreciated the help of volunteers when she 
sat in the hospital with her niece, who had 
cancer. Also, three people in her church vol
unteered at the hospital. "Two of them kept 
after me, 'You need to come and volunteer 
with us."' When she retired, she contacted 
the Director of Volunteers, and began volun
teering. 

Although this is an emotionally intensive 
placement, Mary loves it, and her faith helps 
her to cope with the sadness that often 
accompanies it. 

Throughout the day, Mary greeted people, 
escorted them to the I CU, and offered com
fort. We talked about how difficult it is to see 
families struggle with the decision to remove 
their loved ones from life-support machines, 
and she described her personal experiences 
and their effect on her interactions with fami
lies in the I CU: 

I think you're keeping them alive for 
yourself more, and it's hard to let them 
go. My mother had cancer, and the doc
tors had told us they didn't think she'd 
live three more weeks. . . . [she was suf 
faring,] and I actually would stand 
there and pray, "Lord, let her live, " 
then, "Lord, if she has to suffer like this, 
take her Lord, " then, "Don't take her 
from me." 

You are torn like that, and that's the 
reason it's hard up here. Sometimes I 
can look at one of them, and say, "You 
need a hug right now, "and I'll just gi.ve 
them a hug. I can look at their faces 
and see if they've just reached that stage 
where they need someone. 

One day we had a young man who was 
with his mother, and I kept ... sitting 
with him because he was trembling all 
over. And that's when you feel like you re 
doing some good. I guess that's why I 
like this place better than others, even 

though it's sad- because I feel like Im 
there for them when they need someone. 

Mary's desire to comfort the family mem
bers derives in part from her personal experi
ences of the Unit. She shared this moving 
story: 

My best friend passed away here. He 
was a schoolteacher, and had been shot 
while deer hunting and was blinded. 
He kept right on teaching, wiih a see
ing-eye dog who went to school [with 
him] every day. 

When he took sick and had to have 
open-heart surgery, his friend Sandy 
called me, so I came and stayed. He 
went home. [But then the doctor J said, 
"Your fluid tablets aren't working, so 
were going to put you in the hospital 
and get it straightened out in a couple 
of days. " She called and said, "Get up 
here quick. They've put him in ICU. " 

~ sat here for 36 hours before she told 
them not to keep him [on the 
machines]. That's one of the toughest 
decisions to make. All of Eric's organs 
were shutting down. . . . So she decided 
[to take him off the machines]. 

They brought his seeing eye dog up. 
Noble would never leave Eric. But since 
Eric had been in the hospital Noble 
had been taken to the vet. Sandy said, 
"Noble's got to come up and see Eric so 
there will be closure. Otherwise, he's 
going to think Eric just deserted him. " 
~ brought him in, and his tail was 
wagging. Sandy kind of lifted him up, 
he sniffed Eric, his tail was in mid-wag, 
and then it stopped. He lay down under 
the bed. And when we left the room, he 
. . . went with us. He knew. 

You see things like that up here, and it 
just gets to you. And yet, you feel like 
you are doing some good. You have real 
good stories that come out. The young 
man that I told you about that I sat 
with for two hours? Doctors kept telling 
his family, "There's no way she can live 
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through the night. " ''She's going to live, " 
he insisted 

She went home! She got completely well 
and went home! I went up to see her in 
her room and told her how thrilled we 
were that she was going home. I said, 
"l'our family never gave up hope for 

you. " So you see things like that, and it 
makes all the difference. 

It was apparent that Mary's faith was a 
source of her empathic caring for the patients 
and their families. She explained that she was 
brought up in a faith-filled home: 

I think my faith helps me to continue 
volunteering. My parents always taught 
us that you do for other people. As my 
aunt used to sa~ "The bread that you 
spread on the water comes back to you 
tenfold." 

As we ended our day together, she said 
one last time, ''/ can't explain it. It's just 
fol.filling. I could skip a lot of things, 
but I don't skip my volunteer days. 

REFLECTIONS 
As I reflected on the stories that the volun

teers had shared, I realized they encompassed 
the motivations that the research has 
described. All of the participants were in the 
54 and over age group that is responsible for 
the most volunteer hours, and their stories 
weave a tapestry of caring characterized by 
the desire to give back what they have been 
given, and by the personal fulfillment they 
receive. Richard and Mary also referenced 
their faith as a basis for service. 

Each of these dedicated volunteers 
expressed their enjoyment and satisfaction 
with their hospital work. As I thought about 
the insights I had gained from their stories, I 
wondered what hospital administrators can 
learn about the recruitment and retention of 
valuable volunteers such as these. 

Because older people contribute the most 
volunteer hours, administrators should con
sider recruiting heavily among people 5 5 
years of age and older. While an advertis~
men tin the paper attracted three of the mter-

THE JOURNAL OF VOLUNTEER ADMINISTRATION 19 
Volume 23, Number l, 2005 

viewed volunteers, they either had prior expe
rience working at a hospital, or friends who 
had encouraged them to apply. Recruitment 
should not rely simply on newspaper ads, but 
should also include personal contact. 

Personal contact could be achieved in sev
eral ways. Mary's church friends invited h~r 
to become a volunteer, which has the added 
advantage of incorporating the faith piece 
that is important to some volunteers. Man
agers of volunteers can seek out churc~es, 
which often have social groups for retuees, 
to recruit older volunteers. Or, they could 
encourage current volunteers to recruit 
friends from church or other organizations 
to which they belong. Elizabeth recruited her 
entire church to work on the national Veter
an's History Project. The hospital can sponsor 
a social gathering inviting current volunteers 
to bring a friend who might be interested in 
volunteering. 

No matter how effective recruitment is, a 
viable hospital volunteer program must 
achieve retention. The volunteers with whom 
I spoke enjoyed what they were doing, and 
that is why they continue to work. Managers 
of volunteers must listen to the volunteers 
themselves and ascertain whether they are 
motivated by socialization, the desire to give 
back what they have received, the desire to be 
emotionally involved with patients and their 
families, or the desire to serve through clerical 
work, etc. 

Hospital volunteer work encompasses a 
range of emotional involvement, a~d eac? 
placement brings comfort and servi~e; this 
should be communicated to potential volun
teers. Several participants mentioned that the 
Director discussed their interests and allowed 
them the flexibility to choose their assign
ments. The Director also allowed them to 
work on a trial basis in several areas of the 
hospital before entering a perman~nt place
ment with training from an expenenced vol
unteer. 

The participants shared that hospital staff 
show appreciation to the volunteers through 
scheduled activities during Volunteer Appre
ciation Week, as well as throughout the year, 
helping the volunteers to feel part ~fa com
munity. An annual banquet recognizes volun-



teers for their service. Volunteers are given 
privileges in the hospital cafeteria. And, if 
a volunteer with over 100 hours of service 
during the previous year becomes a patient, 
the hospital forgives up to half of hospital 
expenses that are not reimbursed by insur
ance. While these forms of recognition are 
not primary motivators, the volunteers enjoy 
being appreciated. 

Communication skills are management 
tools for identifying interests and skills, mak
ing effective placements, and evaluating and 
improving performance. There is also much 
to be learned from the more informal practice 
of listening to the stories of volunteers. Sto
ries often reveal information that managers of 
volunteers can use to help volunteers contin
ue to enjoy their placements and ward off 
potential problems. Stories are a part of every 
volunteer's life, and having the opportunity to 
share them can allow volunteers to feel more 
a part of the hospital community. 
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The Volunteer and Staff Team: 
How Do We Get Them to Get Along? 

Nancy Macduff, Walla Walla, Washington 
R Ellen Netting, Richmond, Virginia 

Paid staff acceptance of and cooperation 
with volunteers has long been recognized as 
a crucial ingredient to volunteer program 
success (Wilson, 1973). Today, in an era of 
dwindling resources, positive relationships 
between paid staff and volunteers are particu
larly needed in planning and implementing 
events, projects, and programs. Conversely, 
when relationships are strained, volunteers 
will likely be driven away (Macduff, 2001). 
Understanding how to create and maintain 
strong volunteer and paid staff relationships is 
a desirable and potentially productive aspect 
of the successful management of a volunteer 
program. 

This paper briefly reviews what is known 
about volunteer and paid staff relationships, 
drawing from both the practitioner and 
research literature and reports the results of 
a national study of volunteer managers as it 
relates to positive relationships. 

THE PRACTITIONER LITERATURE 
Practitioner literature is quick to alert vol

unteer program managers to the need for 
healthy relationships between volunteers and 
paid staff (Brudney, 1990; Macduff, 2001; 
McCudden, 2000; Marin, 1999; Wilson, 
1973). Regardless of the author, the descrip
tion of the symptoms of poor relationships 
are remarkably similar, including lack of com
munication, "us" and "them" language, and 
working in "silos" rather than jointly. 

Volunteers can be perceived as a threat to 
job security or as lacking professional creden
tials to do the work (Marin, 1999; Pearce, 
1993). Marin strongly recommends bringing 

unspoken worries into the discussion and 
working to reduce their destructive aspects. 
The uneasiness of paid staff can lead to 
"resentment, suspicion, and disrespect" from 
both volunteers and paid staff (Marin, 1999, 
p. 1). Most authors on this topic agree with 
Marin on the negative impact of poor volun
teer and paid staff relations. 

Practitioners outline elements needed to 
effect positive volunteer and staff relation
ships: communication, training, inclusive 
planning processes, clearly defined roles, 
mutual responsibilities, and support. (Brud
ney, 1990; Ellis, 1986; Macduff, 2001; 
Marin, 1999; McCudden, 2000; Pearce, 
1993; Wilson, 1973). 

THE RESEARCH LITERATURE 
In 1983 Pearce pioneered the study of paid 

staff and volunteer relationships with her 
work, Volunteers: The Organizational Behavior 
of Unpaid W0rkers. In that book she asked 
researchers to study the "tension that can exist 
between volunteers and employee co-workers 
[that] remains one of the unpleasant secrets 
of nonprofit organizations" (Pearce, 1993, p. 
77). 

While there is not a great deal of empirical 
evidence related to this area of managing vol
unteers, some data are beginning to emerge. 
Netting, Nelson, Borders, and Huber (2004) 
categorized the available studies as those that 
{I) examine job attitudes and motivations 
between volunteers and employees, (2) focus 
on volunteer participation and withdrawal, 
and (3) debate the optimal mix of paid staff 
and volunteers. 
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In terms of job attitudes and motivations, 
Liao-Troth (2001) responded to Pearce's call 
for research, extending the study of volun
teers and paid staff into a medical center set
ting in which he found that paid staff and 
volunteers have similar job attitudes. Focus
ing on participation and withdrawal, Van 
Dyne and Ang (1998) studied contingent 
workers and employees in Singapore, finding 
more commitment by paid workers than by 
volunteers. Similarly, Farmer and Fedor 
(1999) found major differences between 
volunteers and other workers in how they 
psychologically contracted with voluntary 
organizations. Nelson, Netting, Borders, and 
Huber (in press) studied volunteer long-term 
care ombudsmen in one state and reponed 
that the quality of supervisory suppon from 
paid staff was an important factor in their 
decision to leave or stay in their volunteer 
position. In other research, volunteers and 
paid staff had slightly different views or used 
different words, but in the end it appears that 
communication and trust are critical elements 
to positive relationships and the longevity of 
the volunteer's service (Macduff, 2001; 
McCudden, 2000; Wilson, 1973). 

THESTUDY 
This study was designed to address the fol

lowing research questions: 

• What is the perceived climate between 
volunteer and paid staff in organizations 
with volunteer programs? 

• What behaviors/ strategies are being used 
to facilitate volunteer/staff relationships? 

Using the literature cited above, the 
authors designed a two-part survey. The first 
was a nine-item assessment of the volunteer 
and paid staff climate as currently perceived 
by the manager of volunteers. The second 
part was a Likert type scale of 25 items iden
tified in the literature as relevant to promot
ing volunteer and paid staff relationships. 
Respondents were asked to rank their organi
zation on all items. 

The survey was distributed in late summer 
2004 to members of the Association for Vol
unteer Administration and subscribers of the 
CYBERVPM electronic mailing list for man
agers of volunteers. An email announced the 
availability of the survey at the Web site, 
www.SurveyMonkey.com. 

Five hundred and fifty seven (557) per
sons responded to the survey, 490 (88%) 
female managers and 56 (10%) male man
agers (11 did not indicate gender). Number 
of years managing volunteer programs 
ranged from 1-16+, and education ranged 
from high school to doctorates. The majority 
(n=260; 46.7%) of respondents indicated 
bachelor's degrees as their highest education; 

TABLE 1 
Volunteer & Paid Staff Climate 

Category Yes No Not Sure 

Staff say "thank you" to volunteers publicly. 520 (93.4%) 11 (2.0%) 6 (1.1%) 

The leaders of the organization (paid staff and/or volunteers) 
are visible at volunteer association events. 455 (81.7%) 57(10.1%) 23 (4.13%) 

Volunteers & staff both use words like "together, we, 
our project'' when referring to the work they do. 427 (76.7%) 70(12.6%) 43 (7.72%) 

Projects are planned collaboratively between staff 
and volunteers. 383 (68.8%) 126 (22.7%) 27 (4.85%) 

Reports on volunteer activities during paid staff management 
meetings come from other staff, not just the person 
responsible for volunteer coordination. 370 (66.4%) 140 (25.1%) 29 (5.21%) 

Volunteers and paid staff engage in relating the history of 
the organization through the telling of stories. 359 (64.5%) 84 (15.1%) 93 (16.7%) 

Volunteers are visible.in leadership decision-making 
committees. 329 (59.1%) 190 (34.1%) 20 (3.6%) 

Volunteers say "thank you" to staff publicly. 329 (59.1%) 190 (34.1%) 20 (3.6%) 
Volunteer are asked to give input and assistance in 

most organizational projects. 295 (53.0%) 195 (35.0%) 48 (8.62%) 
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those with master's degrees were the second 
largest group (n=l50; 27%). 

Volunteer programs were primarily located 
in nonprofit _organizations (n=399; 71.6%), 
following by governmental agencies (n= I 00; 

18%), other (n=37; 6.6% ); corporations 
(n=7; 1.3%) and military (n=6; 1.1 %). 
"Other,, included organizations such as art 
museums, faith-based organizations, and edu
cational institutions. 

TABLE2 
Volunteer/Staff Relations Behavior 

Behavior Almost Always Sometimes Not Often Not Sure/ 
/Usually /Rarely No Response 

Paid staff express appreciation to volunteers 
regardless of their length of service. 430 (77.2%) 63 ( 11.3%) 14 ( 2.5%) 50 (9.0%) 

There is an official procedure for welcoming volunteers. 419 (75.2%) 43 ( 7.7%) 33 ( 5.9%) 62 (11.1%) 
Volunteers are informed about the inner workings of 

the organization as it relates to their work. 402 (72.2%) 78 (14.0%) 25 ( 4.5%) 52 (9.3%) 
There are regularly scheduled award recognition events 

to highlight work by volunteers and paid staff. 394 (70.7%) 45 ( 8.0%) 51 ( 9.2%) 67 (12.0%) 
Volunteer position descriptions are readily available to paid 

staff and volunteers, and describe appropriate roles. 389 (69.8%) 64 (11.5%) 44 ( 7.9%) 60 (10.8%) 
Paid staff are informed about the inner workings of the 

volunteer program as it relates to their work. 384 (68.9%) 90 (16.2%) 27 ( 4.8%) 56 (10.1%) 
Different types of volunteer positions or projects have 

operating guidelines that spell out duties. 374 (67.1%) 72 (13.0%) 47 ( 8.4%) 64 (11.5%) 
Volunteers and paid staff have easy access to a 

handbook that spells out expectations for volunteers 
related to policies and organizational structure. 370 (66.4%) 56 (10.1%) 55 (9.9%) 76 (13.6%) 

The organization is rich with "stories" of the 
organization's history as it relates to volunteers and 
paid staff, as well as consumers of services. 346 (62.1%) 92 (16.5%) 52( 9.3%) 67 (12.0%) 

Volunteers sign a confidentiality agreement. 324 (58.2%) 39 ( 7.0%) 75 (13.5%) 119 (21.4%) 
Paid staff members participate in training 

sessions for volunteers. 317 (56.8%) 100 (18.0%) 74 (13.3%) 66 (11.8%) 
Volunteers use words like "we, us, together, all of us" 

when referring to their relationship to paid staff. 307 (55.1%) 124 (22.3%) 68 (12.2%) 58 (10.4%) 
There are regular communication mechanisms to 

keep volunteers and paid staff informed about each 
other's work. 302 (54.2%) 92 (16.5%) 97 (17.4%) 66 (11.8%) 

There are follow-up procedures in place to contact 
volunteers who have not been seen for a week or two. 298 (53.5%) 101 (18.1%) 91 (16.3%) 67 (12.0%) 

Paid staff use words like "we, us, together, all 
of us" when referring to their relationship 
with volunteers. 289 (51.9%) 140 (25.1%) 74 (13.3%) 54 ( 9.7%) 

The organization maintains a library of material on 
the management of volunteers. Books, journals, 
and periodicals are available to all paid staff. 258 (46.3%) 69 (12.4%) 133 (23.9%) 97 (17.4%) 

Changes are made based on recommendations 
of volunteers. 245 (44.0%) 183 (32.9%) 59 (10.6 %) 70 (12.6%) 

There are awards for volunteers who work effectively 
with staff. 230 (41.3%) 91 (16.3%) 122 (21.9%) 114 (20.5%) 

Paid staff are comfortable discussing confidential 
matters with volunteers. 226 (40.6%) 149 (26.8%) 91 (16.3%) 91 (16.3%) 

Paid staff attend orientation of new volunteers. 219 (39.3%) 88 (15.8%) 152 (27.3%) 98 (17.6%) 
The organization maintains a "brag board" where news 

articles about volunteers and paid staff are posted. 211 (37.9%) 90 (16.2%) 147 (26.4%) 109 (19.6%) 
Volunteers do a formal assessment of the training they 

receive from staff. 189 (33.9%) 90 (16.2%) 171 (30.7%) 107 (19.2%) 
Volunteers and paid staff spend time jointly planning 

programs that affect them. 178 (32.0%) 192 (34.5%) 127 (22.8%) 60 (10.8%) 
Volunteers and staff attend one another's meetings. 117 (21.0%) 162 (29.1%) 196 (35.2%) 82 (14.7%) 
Minutes from meetings of volunteer committees or 

staff committees are posted for everyone to see. 95 (17.1%) 86 (15.4%) 230 (41.3%) 146 (26.2%) 
There are awards for paid staff who work effectively 

with volunteers. 75 (13.5%) 61 (11.0%) 256 (46.0%) 165 (29.6%) 

Volunteers participate in training for staff. 44 (7.9.%) 104(18.7%) 265 (47.6%) 144 (25.9%) 
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Numbers of volunteers in respondents' 
programs ranged from 1-501+, with the 
largest category being over 500 (n=206; 
37%). The remaining programs were fairly 
evenly spread over the other categories. 
Number ofyears volunteers had participated 
in these programs ranged from 1-20+, with 
the majority of programs having used volun
teers over twenty years (n=328; 58.9%). 

Respondents were asked to answer nine 
items designed to assess the volunteer/paid 
staff climate in their programs. Table 1 lists 
these items in the order of those receiving the 
most "yes" answers. Publicly saying "thank 
you" to volunteers was marked yes by 520 
(93.4%) respondents, and "leaders being visi
ble at volunteer association events" came in 
second with 455 (81.7%) responding "yes." 
Least evident was "volunteers being asked to 
give input and assistance in most organiza
tional projects." 

After having completed the climate 
assessment, respondents rated twenty-seven 
statements as to their applicability to their 
volunteer programs. These items are based on 
organizational and individual behaviors iden
tified in the literature as relevant to positive 
paid staff and volunteer relationship building. 
Table 2 summarizes these results in the order 
in which the items are most likely to happen 
in these volunteer programs. Table 2 provides 
an overview of these results. 

DISCUSSION AND IMPLICATIONS 
FOR PRACTICE 

The purpose of this study was to ask the 
experts what actually happens in their pro
grams to influence volunteer and paid staff 
relationships. The sample represented experi
enced respondents, the majority of whom 
manage large-volume programs with more 
than 300 volunteers. 

The highest-rated items on both the cli
mate inventory and the behavioral tool were 
related to expressions of appreciation. One 
might call these items the civility of running 
a program, but it would seem face-to-face 
interaction is indeed important to healthy 
volunteer and paid staff relations. Saying 
thank you, expressing appreciation, officially 
welcoming people, and being present at asso-

ciation events appear to pay off even though 
they are time consuming. 

In addition, 65% of the respondents indi
cated that volunteers are almost always or 
usually informed about the inner workings of 
the organization as it relates to their work, 
that position descriptions are readily available, 
that paid staff are informed about the inner 
workings of the volunteer program as it 
relates to their work, that volunteer positions 
have operating guidelines that spell out 
duties, and handbooks that spell out expecta
tions. The respondents appear to indicate that 
standard information about programs and 
duties need to be given to volunteers and staff 
alike so that no one is taken by surprise. 

Of interest is the fact that items related to 
more instrumental volunteer and paid staff 
interaction do not appear to happen quite as 
often in all programs. For example, the lowest 
item on the climate scale is "volunteers are 
asked to give input and assistance in most 
organizational projects" and only 44 (7.9%) 
managers indicate that volunteers almost 
always or usually participate in training for 
staff. Similarly, one-third of respondents indi
cate that volunteers do not say thank you to 
staff publicly nor are they visible in leadership 
decision-making committees. 

CONCLUSION 
Although much has been surmised about 

staff resistance to volunteers, it is obvious that 
program managers in this study are taking a 
number of actions to welcome volunteers, 
establish the ground rules, and inform both 
staff and volunteers about what is happening. 
Interestingly enough, the behaviors that seem 
to be particularly evident in these programs 
focus on paid staff taking the time to be wel
coming and to be present and visible in creat
ing a positive climate in which volunteers and 
paid staff can relate to one another. 
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RESEARCH 

Net Benefits: Weighing the Challenges 
and Benefits of Volunteers 

Mark A. Hager, Washington, DC 

Jeffrey L. Brudney, University of Georgia 

Outcomes measurement and program eval
uation are making inroads in the nonprofit 
sector {Poister, 2003; Wholey, Hatry, & 
Newcomer, 2004). Both individuals and 
institutional donors, such as foundations and 
government, demand that nonprofit organi
zations document their effectiveness, and 
evaluations are a means toward documenting 
outcomes. Nonprofit managers and trustees 
also stand to gain from program evaluation, 
since knowledge of the effectiveness of pro
grams and practices can help them do their 
jobs better. Consequently, more nonprofits 
are spending time defining and measuring 
their activities. 

While individual volunteer duties defy 
direct comparison across different organiza
tions, common elements in volunteer admin
istration and the benefits that volunteers 
bring to nonprofits lend themselves to mea
surement and comparison. Systematic mea
surement and comparison are valuable both 
for gauging progress over time and for deter
mining where volunteer programs stand in 
relation to peer organizations. 

In this article, we introduce a measure that 
seeks to account for both the challenges of 
volunteer administration and the benefits that 
volunteers bring to the organization. We call 
this measure the "net benefit" of volunteer 
involvement because it takes into account 
both the benefits and challenges that volun
teer programs encounter. Typically, process 

evaluations focus only on benefits of volun
teer involvement, while challenges do not 
receive equal consideration. We believe that a 
composite measure better reflects both the 
needs and progress of volunteer programs. 

EVALUATION OF 
VOLUNTEER PROGRAMS 

Despite widespread endorsement of evalua
tion, few volunteer programs actively evaluate 
their progress. In a national (U.S.) sample of 
cities that used volunteers in service delivery, 
only one in nine programs had conducted an 
evaluation (Duncombe, 1985). More recently, 
Brudney and Brown (1993) report that only 
five percent of Georgia cities and counties 
with volunteer programs had conducted an 
evaluation. Still more recently, a survey of 
county volunteer programs (Lane and Shultz, 
1996) reports that evaluation was the least 
widely adopted of a listing of eleven adminis
trative practices. Fewer than one in five pro
grams had conducted an evaluation, and only 
about three in ten had prepared an annual 
report summarizing volunteer efforts. 

When volunteer programs do conduct 
evaluations, they generally fall into one of 
two camps: economic evaluations or program 
assessments. Economic evaluations are based 
on dollar valuation methods that estimate the 
financial value of volunteers to organizations 
or communities. Anderson and Zimmerer 
(2003) present five ways to estimate the dol-

Mark A. Hager, PhD, is a Senior Research Associate in the Center on Nonprofits and Philanthropy at the Urban Institute, a social 
policy research organization in Washington, DC. His work on the behavior of nonprofit organizations focuses on volunteer man
agement, administrative and fundraising cost reporting, and financial stability. 
Jeffrey L. Brudney, PhD, is Professor of Public Administration, adjunct Professor of Social Work, a member of the Nonprofit and 
Community Service faculty in the College of Business, and co-director of the Georgia Institute for Nonprofit Organizations at 
the University of Georgia. He has published extensively in the area of volunteer involvement. 
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lar value of volunteer work. Critics contend 
that financial estimates are more attuned to 
the inputs or supports of a volunteer program 
rather than its results. Recent economic eval
uations include Gaskin's (2003) Volunteer 
Investment and Value Audit; Quarter, Mook, 
and Richmond's (2003) applications of 
"social accounting;" and Handy and Srini
vasan's (2004) cost-benefit analysis of hospital 
volunteers. As valuable as these approaches 
may be, they place a premium on careful 
collection and analysis of data that is likely 
beyond the capacity of most nonprofit 
organizations. As a consequence, individual 
organizations are unlikely to use economic 
valuations for internal evaluation or bench
marking purposes. 

A second method for evaluation of volun
teer programs, which we call the program 
assessment model, consists of assessments of 
the common characteristics of volunteer pro
gram performance, such as degree of success 
in delivery of services or the kinds of benefits 
that volunteers bring to the organization. Ser
vices or benefits achieved are taken as indica
tors of program results (Brudney, 1999b; 
Duncombe, 1985). The program assessment 
model places fewer demands on data gather
ing and analysis than do economic evalua
tions. In this article we advocate a program 
assessment measure that is both easily gauged 
and compared across organizations. 

A SURVEY OF VOLUNTEER 
MANAGEMENT CAPACITY 

The data to undertake the development of 
this measure were generated from a national 
survey of U.S. public charities (Urban Insti
tute, 2004; Hager and Brudney, 2004). We 
drew a sample of 2,993 of the 214,995 orga
nizations that filed Form 990 with the Inter
nal Revenue Service (IRS) in 2000. Since 
charities with less than $25,000 in annual 
gross receipts are not required to file with the 
IRS, these small organizations are not part of 
our sampling frame. We selected our sample 
within annual expenditures strata and major 
subsector of operation, such as health, social 
services, and the arts. 

We conducted telephone interviews 
with volunteer administrators or executive 
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managers in sampled charities during the fall 
of 2003. We called all organizations to verify 
their existence, and to obtain the name of a 
volunteer administrator or someone else who 
could speak authoritatively about the organi
zation's operations. We mailed an information 
letter to the 80 percent of sampled organiza
tions with which we completed the initial 
call. We then called named representatives up 
to 30 times to collect study information. 
Interviews averaged 20 minutes. Adjusting for 
organizations that were defunct or could not 
be verified as working organizations in the 
initial call, the response rate was 69 percent. 
Because of the application of appropriate 
weights, the results can be used to describe 
overall conditions in the working population 
of public charities with at least $25,000 in 
gross receipts. 

For the purposes of our study, a volunteer 
is any person who works on a regular, short
term, or occasional basis to provide services 
to the charities we studied, or to those the 
charity serves. Volunteers are not paid as staff 
members or consultants. So that the study 
would not confuse the activities of board and 
non-board volunteers, we asked respondents 
to exclude board members when answering 
our questions about volunteers and volunteer 
management. We also asked respondents not 
to count special events participants as volun
teers unless the participants were organizers 
or workers at the events. Study results are 
based on those charities that engage volun
teers, excluding charities that engage no one 
who fit our definition of a volunteer. 

CHALLENGES OF VOLUNTEER 
RECRUITMENT AND MANAGEMENT 

Nonprofit organizations with very different 
missions can nevertheless compare their rela
tive success and challenges in recruiting vol
unteers and engaging them in a well-designed 
management program. We asked our survey 
respondents about nine common problems in 
volunteer administration that had been iden
tified by prior research and field experts 
(Ellis, 1996; Environics Research Group, 
2003; McCurly and Lynch, 1996). We asked 
whether each issue presented a "big prob-
1 " " all bl " " bl " em, a sm pro em, or not a pro em. 



FIGURE 1 
Percentage of Charities that Cite Various Challenges as Big or Small Problem 
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Figure 1 shows the nine issues and the extent 
to which charities identified them as a big 
probl em or a small probl em. 

Despite recent concern s that efforts to 
increase volunteerism might overwhelm the 
capacity of the nonprofit sector to accept vol
unt eers (Brudn ey, 1999a; Grantmake r Forum 
on Community and Na tional Service, 2003), 
three of the most frequently cited challenges 
concern recruitment of volunteers. Men
tioned most often is the prob lem of recruitin g 
a sufficient n um ber of volunteers, followed by 
recruiting volunte ers with the right skills or 
expertise and recruit ing volunteers available 
during the workday. 

The prevalence of recru itment as a prob
lem for charit ies strongly suggests that chari
ties more common ly experience the problem 
of having too few volunt eers. By way of con
firmat ion, when asked directly whether hav
ing more volunteers than the organization 
can accommodate was a challenge, relatively 
few chariti es responded that an over-supp ly of 
volunteers was a problem. The high percent
ages of charities that report recruiting prob
lems is consistent with past research and 
observat ion (Ellis, 1994; Brudney , 19996) 
that similarly document the seriousness of 
this issue. 

Two other frequently cited challenges per
tain to organ izationa l capacity to accommo
date volunt eers. Of the challenges presented 
in the study, the lack of fund s to support vol-

unte er adm inistration was a big problem to 
the greatest percentage of charit ies. Lack of 
paid staff time to train and superv ise volun
teers is a big prob lem for a similar proport ion 
of respondents. Although cited by a smaller 
number, absenteeism, unreliabi lity, or poor 
work habits of volunte ers are also indi cative 
of a lack of volunteer management capacity. 

BENEFITS OF VOLUNTEER 
INVOLVEMENT 

Challenges represent issues that volunt eer 
administrato rs face in their management of 
volunteers. A separate dim ension of volunt eer 
involvement is the benefits that voluntee rs 
bring to the organ ization . Just as specific vol
unt eer management challenges are direcrly 
comparab le across different charities, so are 
various benefits that volunteer s bring to oper
ations and service delivery. Therefore, we also 
asked about the extent to which charities felt 
char volunt eers are beneficial to their image 
and operations . The results are presented in 
Figure 2, which docum ents the extent to 
which charit ies cite benefits from having vol
unteers to a "great extent" or to a "mode rate 
extent." The remaining charities are chose 
that involve volunt eers but say that they expe
rience these benefits to "no extent." 

Clearly, volunt eers are valuable to these 
organizations: a majority of charities cited five 
of the six items as beneficial to a great extent . 
When including chose charities that claimed 
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FIGURE 2 
Percentage of Charities that Feel Volunteers are Beneficial to Their Operations 
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benefits at only a moderate level, more than 
nine out of ten charities extolled the benefits 
of their volunteers in increasing quality of 
service, public support, and level of attention 
to those served; helping to save on costs; and 
providing services that the organization other
wise could not provide. Fewer charities say 
they benefit from specialized skills possessed 
by volunteers, such as pro bono legal, finan
cial, management, or computer expertise. 
Nevertheless, one-third feel that specialized 
volunteers offer a large benefit, while over 
three-quarters feel that specialized volunteers 
provide at least a moderate benefit to their 
operations. 

NET BENEFITS 
Looking at challenges and benefits of vol

unteers separately gives imponant information 
about volunteer management capacity and 
the value of volunteers to organizational oper
ations. Putting both dimensions of volunteer 
programs into a single measure helps put each 
into better perspective (Kushner, 2004). The 
best possible situation for a volunteer-oriented 
charity is a minimum of challenges in volun
teer administration and greatest possible ben
efits from volunteers. The worst situation is 
when a charity experiences a full array of 
problems and gets no benefits in return for its 
efforts. We expect that most charities fall 
somewhere in between, and that their relative 
positions on the scale provide a useful point 
of comparison. 
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Therefore, based on the data and questions 
described above, we created a new measure of 
volunteer program performance called "net 
benefits." Net benefits is the difference 
between benefits of volunteers and challenges 
in volunteer administration. First we calculat
ed a sum for eight of the challenges, with a 
"big problem" contributing a value of 2 and 
a "small problem" contributing a value of 1. 
We did not include the challenge of "too 
many volunteers" because this is a qualitative
ly different problem that many charities 
would like to have. We calculated a similar 
sum for benefits. However, since the survey 
contained eight challenges items and only six 
benefits items, we multiplied the sum of the 
benefits by 11/3 so that the benefits would 
have as much weight as the challenges in the 
net benefits measure. Finally, we subtracted 
the challenges sum from the benefits sum, 
resulting in a single measure of net benefits of 
volunteer involvement that potentially ranges 
from values of -16 to + 16. Figure 3 is a 
worksheet that helps demonstrate how the 
net benefits value is calculated. 

On the net benefits measure, positive 
scores indicate a surplus of benefits over chal
lenges, and negative scores indicate more 
challenges than benefits. Only eight percent 
of the charities in the sample have negative 
net benefits, with challenges outweighing the 
benefits of volunteers. Twenty-six percent 
have low positive values falling between O and 
5. The majority, 42 percent, have moderate 



FIGURE 3 
Net Benef its Worksheet 

To what extent do volunteers p rov ide benefits to your 
organ ization? (Check the appropriate box) 

Cost savings 

More detailed attention 
to the people you serve 
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your programs, or improved 
community relations 
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positive values between 5 and 10. The 
remaining 24 percent have high positive 
values between 10 and 16. 

THE BENEFITS OF NET BENEFITS 
In this article we have intr odu ced a sum

mary measure of "net benefits" of a volunteer 
program , one that gauges multiple dimen
sions of organizational capacity and perfor 
mance. In cont rast to many other measures 
of performance, it combines benefits and 
challenges into a single barometer of volun
teer program evaluation. Th e value of this 
measure lies nor only in irs ascertain ing the 
balance of benefits over problems, but also in 
the ease with wh ich ir is calculated and the 
potential it offers to compare the effectiveness 
of nonprofit organizat ions and program s wirh 
different characteristics. For example, further 
research with the study sample reveals char 

To what extent are the fo llowing issues a problem for 
your organization? (Check the appropriate box) 

Big Small Not a 
problem problem prob lem 

Recruiting sufficient 
□ □ □ number of volunteers 

Recruiting voluntee rs with 
□ □ □ the right skills or expertise 

Recruiting volunteers available 
□ □ □ during the workday 

Indifference or resistance on 
the part of paid staff or board □ □ □ 
members toward volunteers 

Lack of paid staff time to 

□ □ □ proper ly train and supervise 
volunteers 

Lack of adequate fu nds for 

□ □ □ supporting volunteer 
involvement 

Regulatory, legal, liability 

□ □ □ constraint s on volunteer 
involvement 

Volunteers' absenteeism, 
unreliability, poor work □ □ □ 
habits or work quality 

Add up number of checks: D D D 
x2 xi xO 

Challenges Index: I l=D +D +D 
Box B 

net benefits of volun teer programs vary in 
predictable ways by organ izational size, the 
scope or extent of volun teer involvement, the 
number of different volunteer assignments, 
the adoption of recommended practices in 
volunteer management , and the presence of 
a volunte er coordin ator, especially one who 
devotes considerable rime to the volunt eer 
program. 

Were managers to consistently calculate 
the net benefits of their volunt eer programs, 
they could monitor their own performance 
over time and benchm ark their program 
against other programs of comparable size, 
volunt eer involvemen t, and other similar 
character istics. Such monitoring and bench
marking offer substantial opportun ity for rec
ognizing and imp roving volunteer program 
performance. 
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Persons With Disabilities: 
Barriers and Rewards to Volunteering 

in Hospice Programs 
Beverly M. Black 

Wayne State University, Detroit, Michigan 

This study examined the perceptions of 
volunteer coordinators about persons with 
disabilities serving as volunteers in hospice 
programs. It addressed the following research 
questions: How prominent are persons with 
disabilities volunteering at hospice programs? 
What do volunteer coordinators perceive are 
the major harriers and challenges of having 
persons with disabilities serve as volunteers? 
What do volunteer coordinators perceive are 
the potential rewards of having persons with 
disabilities serve as volunteers? To what degree 
are volunteer coordinators willing to make 
adaptations in order to accommodate the 
needs of persons with disabilities who are 
serving as volunteers? How do perceptions 
about barriers and challenges, as well as 
rewards, relate to a willingness to make adap
tations and to the percent of persons with dis
abilities volunteering in a hospice program? 

Volunteer coordinators of 28 hospice pro
grams in the Metropolitan Detroit area were 
surveyed in 1998 about their use of volun
teers with disabilities in their volunteer pro
grams. The 17 hospice programs participating 
in the study had a monthly patient census 
ranging from 11 to 112 with an average of 
56.97. 

The survey instrument asked volunteer 
coordinators to assess, using a 5-point Likert 
scale (with 1 being the least and 5 being the 
most) the degree to which: (1) they perceived 
each item on a list of 17 barriers and chal
lenges in using persons with disabilities as 
volunteers; (2) they perceived each item on a 
list of nine potential rewards in using persons 
with disabilities as volunteers; (3) they would 
be willing to make modifications or adapta
tions in volunteer programs to accommodate 
persons with disabilities. 

RESULTS 
The participating hospice programs report

ed the number of current volunteers ranging 
from 6 to 300 with an average of 83.65. Of 
the 1410 persons reported as volunteering by 
the 17 hospice programs, 43 were reported as 
those with disabilities for a total of 3% volun
teers with disabilities. Of the 17 programs, 5 
programs (29%) had no persons with disabil
ities volunteering at the current time. One 
program had 12 volunteers with disabilities. 

REWARDS 
Table 1 reports the rank order of potential 

rewards of using volunteers with disabilities as 
perceived by volunteer coordinators. They 
viewed the diversity of volunteers as the great
est potential reward or benefit. The increased 

TABLE 1 
Perceived Potential Rewards of 

Using Volunteers with Disabilities 

Potential Rewards Mean Score Standard 
(N=17) Deviation 

Diversity 4.12 1.41 
Understanding 3.94 1.24 
Life Experience 3.82 1.43 
Empathy 3.69 1.25 
Motivation 3.58 1.42 
Expand Marketing 3.47 1.46 
Increase Volunteer Pool 3.19 1.60 
Patient Identification 3.18 1.24 
Expand Options for 

Performing Tasks 3.06 1.24 

Notes 
Mean is the average score with scores ranging from 1 to 

5. 

N=17; 17 is the number of hospice programs responding 
to question. 

Standard deviation measures how widely or narrowly the 
numbers are spread out around the average. 

Beverly Black is an associate professor in the School of Social Work at Wayne State University in Detroit. Her research interests 
include volunteerism, relationship violence and prevention programming. 
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understanding, life experience and empathy 
that volunteers with disabilities could bring 
to their volunteer activities were also viewed 
as potential rewards. 

BARRIERS AND CHALLENGES 
Table 2 reports the perceptions of volun

teer coordinators as to the barriers and chal
lenges of placing volunteers with disabilities 
in hospice programs. Concerns for the patient 
safety received the highest score, followed by 
transportation issues, and concerns for the 
safety of the volunteers. They perceived the 
attitudes of other volunteers and staff as pre
senting the least barrier or challenge. 

TABLE2 
Perceived Potential Barriers and Challenges 

in Using Volunteers with Disabilities 

Barriers and Mean Score Standard 
Challenges N=17 Deviation 

Safety for Patient 4.35 0.86 

Transportation 4.18 1.13 

Safety for Volunteer 4.06 1.30 

Cost in Making Adaptations 3.88 1.11 

Attitudes of Caregivers/ 
Families 3.94 1.09 

Physical Barrier of 
Patient Homes 3.77 1.03 

Extra Supervision 3.63 1.15 

Appropriate Placements 3.65 1.22 

Recruitment 3.56 1.03 

Attitudes of Patients 3.38 0.89 

Extra Training 3.18 1.29 

Retention 2.94 .97 

Lack of experience/ 
knowledge in working 
with population 2.94 1.12 

Physical Barriers of Hospice 2.35 1.17 

Safety for Staff 2.29 1.21 

Attitudes of Staff 2.24 1.15 

Attitudes of Other 
Volunteers 1.82 0.88 

Notes 
Mean is the average score with scores ranging from 1 to 

5. 
N=17; 17 is the number of hospice programs responding 

to question. 
Standard deviation measures how widely or narrowly the 

numbers are spread out around the average. 
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TABLE3 
Degree of WIiiingness to Make Adaptations for 

Volunteers with Disabilities 

Adaptations Mean Score Standard 
(N=17) Deviation 

Self-education to 
increase awareness 

of this population 4.41 0.94 
Accessibility of training 

facility 4.00 1.23 
Training time (hour, duration) 3.82 1.29 
Length of training session 3.71 1.36 
One-on-one training 3.24 1.25 
Equipment and materials 3.18 1.19 
Interpreter/signer 3.06 1.44 

Transportation for volunteers 2.24 1.44 

Notes 
Mean is the average score with scores ranging from 1 to 

5. 
N=17; 17 is the number of hospice programs responding 

to question. 
Standard deviation measures how widely or narrowly the 

numbers are spread out around the average. 

ADAPTATIONS 
Volunteer coordinators reported a willing

ness to make adaptations for volunteers with 
disabilities. The extent to which they reported 
their willingness to make adaptations is pre
sented in Table 3. Volunteer coordinators 
reported that they were most willing to 
become better educated and increase their 
awareness about persons with disabilities. 
They also reported that they were willing to 
make training facilities more accessible. They 
reported they were least willing to make 
adaptations to accommodate volunteers with 
disabilities in the area of providing trans
portation. 

PERCEPTIONS OF REWARDS: 
WILLINGNESS TO MAKE 
ADAPTATIONS AND PERCENT 
OF VOLUNTEERS 

The volunteer coordinators' scores, about 
their perceptions of the barriers and chal
lenges faced by programs in which persons 
with disabilities volunteer, were correlated 
both with their willingness to make adapta
tions and with the percent of persons with 
disability volunteering at the hospice pro
gram. Perceptions of volunteer coordinators 



about the rewards of using persons with dis
abilities significantly correlated with their 
willingness to make adaptations on all mea
sures. The overall score on perceptions about 
the rewards of persons with disabilities volun
teering significantly correlated to their will
ingness to make adaptations to accommodate 
volunteers with disabilities (r=.790, n= 17, 
p < .01). However, perceptions of volunteer 
coordinators about the rewards of using per
sons with disabilities did not significantly 
correlate with the percent of persons with dis
ability volunteering at their hospice program 
overall or on any specific measure. 

PERCEPTIONS OF BARRIERS AND 
CHALLENGES: WILLINGNESS TO 
MAKE ADAPTATIONS AND PERCENT 
OF VOLUNTEERS 

The volunteer coordinators' scores about 
their perceptions of the barriers and chal
lenges faced by their program in persons with 
disabilities volunteering were correlated with 
both their willingness to make adaptations in 
their program and with the percent of persons 
with disability volunteering at the hospice 
programs. Perceptions of volunteer coordina
tors about the barriers and challenges of using 
persons with disabilities did not significantly 
correlate with a willingness to make adapta
tions for volunteers with disabilities overall or 
on a specific measure. The overall score on 
perceptions about the barriers and challenges 
of persons with disabilities volunteering did 
not significantly correlate with the percent of 
persons with disabilities volunteering at hos
pice programs. However, the three specific 
safety barrier and challenge scores significant
ly correlated with the percent of persons with 
disabilities volunteering at hospice programs. 
Table 4 expressed concerns about the safety 
of patients, safety of the volunteer, and safety 
of the staff significantly related to a lower per
cent of persons with disabilities volunteering 
at their hospice programs. 

IMPLICATIONS FOR PRACTICE 
Findings from this study suggest that vol

unteers with disabilities comprised a small 
percentage of the volunteers serving at the 
hospice programs surveyed. They identified 

TABLE4 
Correlation of Mean Ratings of Barriers/ 

Challenges and Percent of Volunteers with 
Disabilities at Hospice Program 

Barriers/Challenges 

Overall Mean Score 
Safety for Patient 
Safety for Volunteer 

Safety for Staff 

Notes to Table 4: 
*p < .05 
**p < .01 

% of Volunteers 
with Disabilities 

N=17 

-.458 
-.661 ** 
-.676** 

-.519* 

Correlation is the measure of the relationship 
between two variables. Its value can range 
between -1 and 1 . The closer to -1 or 1 the 
number becomes, the stronger the relation
ship between the two variables is. A negative 
correlation means that as one variable in
creases, the other variable decreases. 

issues related to transportation, access in 
patients' homes, and the cost of making 
adaptations as physical barriers in using vol
unteers with disabilities in hospice programs. 
They also expressed concern for safety of 
both the patient and the volunteer as strong 
barriers. Volunteer coordinators perceived the 
attitudes of patients as a barrier - more than 
the attitudes of staff and other volunteers but 
less than caregivers and family members. The 
findings suggest that although both physical 
and attitudinal barriers exist, attitudinal barri
ers may be more mixed and complex than 
physical barriers. The complexity of attitudi
nal barriers may in part stem from their often 
unconscious nature and may be attributed to 
others more than oneself (Taylor,1995). 

Despite the complexity of attitudinal barri
ers, addressing the attitudes of staff and other 
volunteers is crucial if hospice programs want 
to successfully integrate persons with disabili
ties into their programs. Training and edu
cation has been found to be effective in 
increasing the acceptance of persons with dis
abilities (Mathews, White, & Mrdjenovich
Hanks, 1990) and hospice programs may 
want to consider instituting these programs. 

Volunteer coordinators in the study viewed 
the strongest reward of using persons with 
disability as the greater diversity it would 
bring to their hospice programs. They also 
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perceived that volunteers with disability 
would specifically benefit patients in the 
increased understanding, life experience and 
empathy that they would bring to their work. 
Perceptions about these rewards are consistent 
with the literature suggesting that persons 
with disabilities may be viewed as more 
understanding in helping relationships 
because of their own life experiences (Levine, 
1983; Mackelprang & Salsgiver, 1996). Vol
unteer coordinators may be well served to 
emphasize these rewards in volunteer training 
sess10ns. 

Agencies should be willing to make some 
initial adaptations in order to offer volunteer 
opportunities for persons with disabilities as 
they will most likely reap the rewards quickly 
in the increased volunteer services they will 
be able to provide. In this study, volunteer 
coordinators generally expressed a willingness 
to make adaptations to accommodate the 
needs of volunteers with disabilities. They 
were most willing to make adaptations in the 
area of self-education to increase awareness 
but they were also willing to make adapta
tions in areas related to the accessibility of 
training facility, training time and duration 
of training sessions. However, they were less 
willing to make adaptations in areas related 
to transportation, additional personnel (i.e., 
interpreter), and the use of equipment. This 
finding may relate to the fact that volunteer 
coordinators were more willing to make adap
tations in areas where they personally had 
input and control. Adaptations related to 
transportation and additional personnel often 
require additional resources that volunteer 
coordinators may have viewed as beyond their 
purview. However, transportation adaptations 
may not always necessitate additional 
resources, as some work can be completed in 
one's home, in a local community center or 
via the internet if physical mobility and trans
portation problems preclude going to an 
agency. 

An interesting finding of the study reveals 
that perceptions about the rewards of using 
volunteers with disabilities related to willing
ness to make adaptations, but perceptions 
about the barriers and challenges of using vol
unteers with disabilities did not. This suggests 
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that although volunteer coordinators are 
clearly cognizant of the barriers and chal
lenges of using volunteers with disabilities in 
their program, this awareness is not influenc
ing their willingness to make adaptations for 
volunteers. It is their perceptions of the 
rewards that relate to their willingness to 
make adaptations. Increasing the willingness 
to make adaptations to accommodate the 
needs of volunteers with disabilities may 
come more from increasing the understand
ing of the rewards. This is a hopeful finding 
since volunteer coordinators expressed their 
willingness to gain greater education. 

It is also interesting to note that percep
tions about the rewards of using volunteers 
with disabilities failed to relate to the actual 
percent of persons with disabilities compris
ing the volunteer pool. However, perceptions 
about the barriers and challenges of using 
persons with disabilities as volunteers related 
to the percent of persons with disabilities vol
unteering in a program. It was only in the 
area of safety that perceptions about barriers 
and challenges significantly related to percent 
of persons with disabilities volunteering in 
the program. Interestingly, concern for the 
safety of staff was relatively low, but still relat
ed to percent of volunteers with disability in a 
program. These findings suggest that issues 
related to the concern about safety appear to 
influence the number of volunteers with dis
abilities that a program will have. In today's 
litigious society, this safety concern may be 
grounded in strong liability concerns. 

The small number of hospice programs 
included in the study limits its findings. 
Hospice programs vary greatly and, thus, a 
study including a larger number of hospice 
programs would offer a more accurate picture 
of the role persons with disabilities play in 
hospice programs. A future study would also 
benefit from learning more about what activi
ties volunteers with disabilities perform at 
hospice. This data could provide richer infor
mation to assist in the development of volun
teer opportunities for persons with disabili
ties. 

Large numbers of persons with disabilities 
have the health, resources, skills and abilities 
to bring a great deal to the volunteer experi-



ence. Volunteers with disabilities, similar to 
other volunteers, must perform duties that 
are challenging, interesting and important. 
Many have a strong desire for meaningful 
and productive activities (Taylor, 1995). 
Volunteers with disabilities, similar to other 
volunteers, must also experience successes in 
their work, receive adequate support for their 
efforts, have opportunities for friendships, 
and receive recognition for their contribu
tions (Fischer & Schaffer, 1993). Future 
research should examine the relative signifi
cance of these factors in the recruitment and 
retention of volunteers with disabilities in 
much the same manner as it has been exam
ined in the hospice literature with volunteers 
in general. 
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Resumes and Interviews: Hardly for Volunteers 
Nick Levinson, New York City 

Volunteers are bursting in. Better print up 
some applications, collect resumes, and 
schedule interviews. 

No, wait a minute. 
They sound like the best practices of vol

unteer management. They reveal experience, 
point to relationships with past managers, 
and are a forum for interests. By forcing 
applicants into writing, they become clear 
and accountable, and you select clean volun
teers, perhaps the best of the lot. After years 
of use in paid employment, these should be 
good tools, facilitating consistent judgments 
and reducing your liabilities. 

I should approve. But I don't. 
In my experience as a volunteer, they don't 

work. I'm uncomfortable with them, and, 
with few exceptions, I don't think you should 
use them. As a coordinator, I've never needed 
them. 

1. Programs that use them tend to apply the 
wrong model to volunteer selection. They 
choose volunteers much as they choose paid 
staff, ignoring a key difference. 
If you have an opening for one child care 

worker, paid, and you receive ten applica
tions, you select the finest and thank the 
other nine for coming. The nine leave, even if 
they' re almost as good. 

If you have an opening for one child care 
worker, volunteer, and ten applicants arrive, 
you put all ten to work. Even if nine lack req
uisite personalities, maybe they'll drive vans, 
scout sites for day trips, do renovations, or 
answer parents' questions. 

Strictly speaking, using resumes and inter
views doesn't prevent extensive use of volun
teers. But, in practice, the mindset of high 
selectivity dampens volunteer inclusion. 

When I'm in charge, I think of what work 
needs to get done. I see someone around. I 
ask if they can do it. Asking takes 60 seconds. 
If they affirm, I set them up and check their 
work. That's all the resume I need. 

2. These systems foster competition where none 
should exist. 
I want to add to agency capabilities, not 

kick anyone out. When I contact an organi
zation, I want to help where they want it. I 
don't like being rated above others who are 
also good, so they get curtailed or terminated. 
I want us all to stay, so the organization can 
do more. 

I also don't want a rating as less good and 
therefore useless, if I can add to your output 
and your fulfillment of institutional goals. 
Grading on a curve doesn't help either of us. 
We should both be doing as much as possi
ble, in addition to what everyone else does. 

I craft my applications consistently with 
that value. I downplay my abilities. Since my 
most advanced experiences and capabilities 
are mainly from volunteering, downplaying is 
easier. 

This has an unfortunate advantage. Many 
managers prefer that volunteers be inexperi
enced, so they won't compete with folks on 
the payroll. Thus, by downplaying, I look less 
threatening, and more palatable. 

But overreliance on a resume can make it 

Nick Levimon has volunteered over several decades in three dozen centers, including issue-oriented groups and political campaigns, 
sometimes simultaneously, in the New York City metropolitan area. He prefers walking in, gathering his assignments, and exe
cuting them. In some cases, he appointed himself as ad hoc volunteer coordinator, too. Occasionally, he pesters managers. 
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harder for anyone ever to accept that I can 
perform a needed task. Waiting until the 
resume has been forgotten is harder when 
they're used for initial classification, and I 
have to break out of an assigned track. 

These first-day screens lay an ambivalent 
impression. Instead of seeing your profession
alism, I fear you won't use most volunteers, 
and therefore that your organization isn't 
committed to its goals. I think about leaving, 
and I've hardly started. 

3. Resumes tend to hide what's not written. 
I've used mine to acknowledge shortcom

ings, showing I'm human. But even those 
don't help enough. 

We may have skills we can't talk much 
about. For example, I have some skills in law, 
electricity, and plumbing, but I'm not 
licensed in any of those fields. I can do those 
kinds of work legally, but I have to choose 
the environment, relationships, and tasks, and 
I have to reserve my option to decline. And, 
for some of it, confidentiality means I can't 
talk about past successes. So there's not much 
I can put on a resume about these fields. 

4. Interests tend to get confased. 
Resumes are used partly to identify an 

applicant's pattern of interests. 
Yet, what we've done for ages may be 

something we hate. I've had very good tech
nical skills in computers. But I've wished my 
computer had a neck, so I could strangle it. 
Those technical skills have probably saved me 
thousands of dollars and consecutive months 
I couldn't afford to lose. I'm glad I've read 
hundreds of books in cultivating those skills. 
But, in themselves, computers are not fun. I 
never volunteer anywhere so I can run their 
computers. This has jolted quite a few people. 
What we've done well for eons may not be 
our interest. 

We may instead volunteer in order to 
develop a budding pursuit. Your question 
then is our skill level and degree of responsi
bility. Evidence of that just may not fit on a 
resume, with its emphasis on long experience 
and earlier schooling. 

5. Interests are distracting. 'Were giving service 
to farther your ends. 

You may have no need whatsoever for any 
of my skills. But I may support your organi
zation's mission and be happy emptying your 
garbage cans. 

I want to know your needs. I'll tell you if 
I can fulfill any of them, which ones I can't 
help with, and whether I can refer you to 
someone else for some of them. 

Interviews should allow that, since the 
interviewer is an insider. But interviewers feel 
they shouldn't tell me about open projects 
until everything else has been decided. 

Please tell us your wants. 

6. Titles are in short supply. 
Many places refuse to give titles to volun

teers to describe their functions. They're 
afraid to acknowledge what volunteers do. 
And some of us refuse titles. 

Count on skills, not titles. 

7. Relationships are important. Past relation
ships may tell you something about fature 
ones. 
But how much do we ever learn from 

those named in an interview or on a resume? 
Past managers won't risk litigation. 
Praise may damn when organizations com

pete. And any groups with overlapping con
stituencies may compete. 

As a volunteer, I've experienced omission 
of my work. In one place, much of it was 
described as having been done by a staffer 
elsewhere. 

Because volunteers are unpaid, some staff 
believe we don't do much of value. They 
downgrade the work we do. 

A more invidious assumption is that vol
unteering is a career stage from which one 
should escape into a paid position. So, some 
managers are dubious about our doing more 
volunteer work. More than dubious, they 
may misinterpret our choice to volunteer 
without pay as a refusal to work for them, 
and feel that our application elsewhere is 
stabbing them in the back. 

Many nonprofits are interested more in 
our not volunteering elsewhere than in work
ing us while we're there. Their personnel rec
ommendations are going to be tepid, at best. 
A few recommendations, negative and posi-
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tive, are informative. They're infrequent, 
unfortunately. 

8. Responsibility doesn't need to be measured by 
a resume, nor is it so evident from an inter
view. 
Assign work along an ascending scale of 

responsibility, and examine relationships and 
results. 

9. In most contexts, even competitive ones, 
screening turns out to be completely unneces
sary. 
Your worst nightmare might be spies, a spy 

being someone who wants information about 
the agency in order to advance the interests of 
a competing agency. Spies are more frequent 
in political campaigns. Even organizations 
that are indirectly involved in politics tend to 
use many of the same people and methods, 
and they, too, worry about spies. 

Rather than screen them out, turn them to 
your advantage. If you can work them, you 
can work nearly anyone. Here's how: Spies 
want your trust, and usually spy better from 
inside. Solution: Give them harmless outdoor 
work. Let them leaflet for your cause, accom
panied by a trusted leafletter. They won't risk 
throwing leaflets away, lest their companion 
report it. They'll want to be good, so you'll 
invite them inside as a reward. 

Instead, when they come back from a great 
job educating everyone in town, invite them 
to leaflet again. And again, and again, for as 
many times as they're willing. (Rotate the 
companions.) You're protected and they're 
getting a needed job done. 

10. Extensive intake simply to keep you busy is 
a miserable waste of time. The agency needs 
you more. 
There's plenty to do by focusing on 

recruitment, retention, assignments, and 
monitoring managers' use of volunteers. 
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SAVING GRACES 
There's a legitimate use for all these tools. 
Security for sensitive work is a reasonable 

concern, and for that you should know an 
applicant's background. 

However, the same tools are overused in 
order to eliminate applicants or narrow vol
unteers' work for irrelevant reasons. 

And if you try to limit these tools to secu
rity reviews, managers who see volunteers as 
taking their jobs will start claiming that secu
rity issues lurk in most of our backgrounds. 

Many paid managers, staff, and consultants 
see volunteers as competition for jobs. Our 
willingness to work for free creates a model 
that disturbs them. They don't want the CEO 
influenced into not spending money on peo
ple. Therefore, they'll want to prove that vol
unteers can't do much, except maybe empty 
garbage cans, and often they're woozy even 
about that. 

You'll need to track how these tools are 
actually used. You'll have to force managers to 
incorporate volunteers, perhaps dropping this 
or that one but ultimately using many, and 
using them effectively. 

Move quickly from screening to utiliza
tion. Early during utilization, you and the 
volunteer should explore more possibilities. 
Volunteers can advance rapidly, as abilities 
and commitments warrant. 



Who Will Lead the Change? 
Jill Canono, Tallahassee, Florida 

During the last decade, not-for-profit orga
nizations have followed the trend of many 
business models and allocated resources to re
think, re-invent, re-organize, re-tool, and re
engineer our volunteer programs to better fit 
the needs of "stakeholders." Interestingly, the 
prefix "re" is defined in the Merriam-Webster 
dictionary as, "again, back, backward." Have 
our efforts and momentum been moving in 
the wrong direction? If we truly want to ele
vate the field and build capacity, it is impera
tive that a new conceptual framework is 
developed using different thinking, new lan
guage, and fresh approaches that are generat
ed, promoted, and used by professionals 
within the field. Current thinking among 
experts in organization change management 
such as Peter Block, Peter Senge, and Mar
garet Wheatley suggest that it is time to 
"transform" existing models and their sup
porting systems. Transformation, as defined 
in the Merriam-Webster dictionary, is a 
process that implies "major change in form, 
nature, and function." 

There is a need for significant change 
within the field of volunteer leadership to 
better position the profession and change the 
existing management model. This need has 
been a growing concern, and well document
ed in recent reports such as Positioning the 
Profession (Silver, 1999), A Guide to Investing 
in Volunteer Resources Management: Improve 
four Philanthropic Portfolio (UPS Foundation, 
2003), and Volunteer Management Capacity in 
America's Charities and Congregations: A Brief 
ing Report (Hager, 2004). In these reports 
specific recommendations have been made; 
yet, a more perplexing and reoccurring ques
tion within the field is, "what will the model 
be" and "who will lead the change?" 

Margaret Wheatley (2004), a renowned 

leadership and organizational development 
expert, uses the analogy of the metamorpho
sis of a caterpillar into a butterfly to describe 
the process of transformation in which orga
nizations experience change. As she describes 
it, a caterpillar first begins its metamorphosis 
when it starts to produce small, imaginal cells 
on its body. These cells are perceived by the 
caterpillar as foreign bodies that are attacking 
it. The caterpillar's immune system begins to 
produce antibodies to kill the imaginal cells. 
Individual imaginal cells are destroyed by the 
caterpillar until the cells begin to reproduce 
in small clusters. As the dusters grow in size, 
the caterpillar is unable to eliminate all the 
cells. Gradually, the cell clusters begin to 
envelop the caterpillar's body until it is com
pletely encased and its resistance surrenders to 
its natural evolution. After a transformative 
period in the cocoon stage, the butterfly 
emerges. The new organism is no longer a 
caterpillar, nor does it bear any resemblance 
to its previous state. In fact, there is evidence 
that the DNA of a caterpillar and a butterfly 
are actually different; thus the transformation 
becomes complete. The implications of this 
are huge: if a transformation of this sort can 
occur in nature, it serves as a metaphor of 
hope that change is possible in the most resis
tant of situations. 

Wheatley makes the point that not unlike 
the caterpillar, those within any profession 
who are the first or isolated voices that call 
for change are sometimes muted, ostracized, 
or replaced. However, as more individuals 
form clusters of conversations and activities, 
then true change begins. This author agrees 
with Wheatley that it is time we use our 
imaginations to create a new state of being
one that does not resemble today's model and 
systems. Albert Einstein said "Imagination is 

Jill Canono, PhD, is the Chief Executive Officer of Highest Potential Consulting. She has worked in the field of not-for-profit 
and volunteer management in the United States and Southeast Asia for over 25 years as a volunteer, board member, change agent, 
program manager, trainer, consultant, and organization administrator. 
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more important than knowledge." Today, we 
know we need to change, but it is the full 
power of our collective imaginations that will 
manifest a transformation that will result in 
our evolution. 

To transform our models, organizations 
and programs will require a large number of 
individuals working together collectively to 
lead the change. First, it is important that 
academics produce and incorporate research 
on volunteerism in curricula and coursework 
throughout higher education. This will spur 
their colleagues and students to pursue schol
arly investigation of this vital and evolving 
field. Research for scholarly journals should 
include naturalistic approaches so that 
themes, patterns, and trends at the grassroots 
level can be identified and used to share find
ings and recommendations. Second, recog
nized experts have the most influence and 
clout to promote cutting edge models and 
new practices to elite and powerful audiences 
such as CEOs, board members, and funding 
sources within all sectors. Capitalizing on 
advocacy and educational opportunities 
among these elite groups can increase the 
receptivity and motivation for them to lead 
change within established institutions. Third, 
consultants can open the door for change by 
facilitating the design and implementation of 
new models with their clients. Entering into 
contracts to provide traditional strategies and 
approaches that are merely repackaged does 
little to further the field or meet the real 
needs of the organization's staff and volun
teers. Fourth, volunteer management associa
tions are positioned to work closely with their 
membership to convene, facilitate, formulate, 
design, endorse, and disseminate new models. 
As a result of widespread and frequent con
vening opportunities, collective wisdom could 
be better garnered to increase and enhance 
conversations that expedite change within the 
field. Most important, volunteer leaders can 
benefit from creating vibrant - or engaging 
in existing- "communities of practice," 
such as local DOV.As or AVA online discus
sion forums, so they can meet regularly, either 
in person or via the internet, to discuss, 
exchange, and develop ideas about ways to 
design, initiate, and expedite the transforma-
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tion. It is through their conversations and 
experimentation at the grassroots level that 
we can learn the most and guide new think
ing and practices. 

New volunteer management models can 
best be developed from the leadership and 
contributions of many. Everyone has a role to 
play on the local, state, national, and interna
tional level. The collective wisdom of all will 
produce the most imaginative and viable 
models. The time is now, the leaders are each 
of us within our own spheres of influence, 
and our mission is to become unified so we 
can manifest our vision. 
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