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Pref ace to the Inaugural Issue 

As Editor-in-Chief, I take great pleasure in introducing this inaugural 
issue of THE JOURNAL OF VOLUNTEER ADMINISTRATION. Readers who 
have made the transition with us from THE JOURNAL's predecessor (VOL­
UNTEER ADMINISTRATION) will immediately notice the new look of this 
publication. It is the hope of THE JOURNAL staff and of the publishing 
organization, the Association for Volunteer Administration, that this "new 
look" points to a bright future for our field. 

Many people have been involved behind the scenes in preparing for THE 
JOURNAL OF VOLUNTEER ADMINISTRA TIO N's debut. Some of their 
names appear on the inside cover as continuing staff. It should be noted that 
all JOURNAL personnel serve as volunteers--giving many hours of personal 
time to ensure the most professional publication possible. A note of genuine 
appreciation is extended to THE JOURNAL's graphic artist, Laurence Manou, 
who willingly consulted on all aspects of this first issue's design, well beyond 
the original requirements of his contract with AVA. This extra time was also 
volunteered. 

While the ultimate goal of THE JOURNAL is to be fully typeset, the 
present interior format will be maintained until funds permit moving to the 
next "stage" of production. This means that readers will continue to see 
visual changes as THE JOURNAL develops ••• something to anticipate with 
pleasure. 

This inaugural issue contains quite a diversity of articles, as will all 
subsequent issues. THE JOURNAL will be meatier than before and will 
attempt to introduce readers to the "wide world of volunteerism." The 
variety inherent in our field is represented by the articles in this issue: 

* The authors vary from directors of volunteers, to VAC directors, to 
academics, to professionals in related fields. They also are both salaried 
and volunteer. 

* The location of the projects described ranges all over the United 
States. The authors themselves come from Wisconsin, Virginia, Nebraska, 
New York, Alabama, Ohio, New Jersey and Pennsylvania. 

* The type of volunteering described includes both formal programs 
incorporated into agencies or institutions, and programs that are volun­
teer-run, including self-help groups. THE JOURNAL is one forum where 
all the many components of volunteerism can examine mutual interests 
and concerns. 

* The point of the articles also serves different needs. Some present 
model programs, others give insight into new issues confronting the 
volunteer administrator. 

The cumulative effect of issue after issue of THE JOURNAL OF VOLUN­
TEER ADMINISTRATION will be to broaden the horizons of readers to 
include the full scope of volunteerism. 

There are a number. of JOURNAL features still under development. 
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Readers will see these features introduced in upcoming issues, including: 

Abstracts: Gordon Manser, co-author of Voluntarism at the Crossroads 
and active volunteer advocate even in "retirement," has signed on to be 
Abstracts Editor. He is presently redefining and restructuring the 
groundwork laid by Ivan Scheier in the previous publication, so that THE 
JOURNAL can provide readers with an invaluable resource for keeping 
abreast of the printed word about our field. Anyone interested in 
assisting as an Abstractor is encouraged to volunteer now. Abstracts will 
appear as a special JOURNAL section on a regular basis. 

Training Ideas: As a periodic feature, THE JOURNAL intends to publish 
interesting and adaptable training designs developed by volunteer adminis­
trators. Because all program leaders must implement training for 
volunteers and salaried staff, ideas for group involvement can be of great 
aid. The next issue of THE JOURNAL will contain the first entry in this 
category and will be a sample of the type of design others could share. It 
will be a full explanation of how to run a "Strategy Exchange" such as the 
one offered during the 1981 National Conference on Volunteerism. Since 
there have been a number of requests already for this design, it seemed 
like an excellent choice to demonstrate the potential of this feature 
section. 

National Conference on Volunteerism: Though this goal may require a 
few years before complete implementation, THE JOURNAL intends to be 
a way for the proceedings at the annual National Conference on Volun­
teerism to be documented. Presentors will be asked to submit articles 
(Barrie Alan Peterson's piece in this issue on self-help groups is already an 
example) that build on workshop sessions. Other aspects of the Confer­
ence will be captured by writers "commissioned". to record key ideas. 
Anyone wishing to help with this goal during the 1982 Conference in 
Disneyland is urged to come forward as soon as possible. 

There are other ideas in the hopper, too. Special book review articles, 
updates of classic articles, and other sorts of reference pieces are planned. 
Letters to the editor are welcomed and will be printed if they respond to 
JOURNAL authors or raise pertinent concerns. Theme issues are a possibility 
in the future. 

So, welcome to THE JOURNAL OF VOLUNTEER ADMINISTRATION. 
Add our issues to your library on volunteerism and actively help us to grow in 
value to you by responding to our ideas and calls for assistance. Look for 
THE JOURNAL in September, December, March and June. We'll mark the 
seasons together. 

Susan J. Ellis 
Edi tor-in-Chief 
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Recruiting Black and Hispanic Volunteers: 
A Qualitative Study of Organizations' Experiences 

Susan Maizel Chambre, PhD 

Volunteers are an important hu­
man resource for a variety of organi­
zations and institutions in American 
society. In 197 4 ( the most recent 
year when a national study of volun­
teering was performed), close to 37 
million Americans devoted some time 
to doing volunteer work (ACTION, 
197 5). The total economic value of 
this time was estimated as being 
$33.9 billion yearly, an amount less 
than its real value because the typ­
ical volunteer's time was calculated 
to be worth the minimum wage 
(Wolozin, 1976). 

The traditional image of the vol­
unteer--an affluent woman with ex­
tensive leisure time--is a narrow 
view of reality. Recent historical 
studies and current empirical data 
have shown that volunteers are a 
diverse group (Ellis and Noyes, 1978; 
ACTION, 1975). However, several 
social characteristics are closely 
linked with volunteering: whether or 
not an individual engages in volunteer 
work· is significantly influenced by 
sex, age, income, educational a­
chievement and race (Chambre, 1980; 
Morgan, Dye and Hybels, 1977; AC­
TION, 1975). The Americans Vol­
unteer--1974 study found that whites 
were about twice as likely to be 
volunteers as nonwhites; approxi­
mately one-quarter of the whites and 
one-eighth of the nonwhites surveyed 
indicated that they had done orga-

nized volunteer work during the pre­
vious year (ACTION, 1975). 

Volunteer administrators in social 
service agencies have been concerned 
with expanding the pool of volun­
teers, particularly the number of 
nonwhites. (Richards and Polansky, 
19 59; Chapin and Mok, 1979; Cruz, 
1978; National Center for Voluntary 
Action, 1976; Grindel, 1969). In­
creasing nonwhite participation is in­
tended to have several practical ef­
fects: 1) expand the actual number 
of volunteers; 2) have a more diverse 
group receive the benefits of doing 
volunteer work; 3) improve the qual­
ity of services provided when sim­
ilarities between volunteers and cli­
ents are beneficial; and 4) expand the 
range of opinions represented when 
volunteers serve in an advisory ca­
pacity. 

This article reports some of the 
findings of a larger project on re­
cruitment of minority volunteers 
(Chambre, 1980). The study was con­
ducted under the auspices of Big 
Brothers, Inc. of New York City and 
was supported by the Rockefeller 
Brothers Fund. The purpose of the 
project was to identify strategies for 
recruiting black and Hispanic big 
brothers and big sisters. This article 
describes the results of a survey of 
organizations concerning successful 
methods for attracting minority vol­
unteers. 

Susan Maizel Chambre is Assistant Professor of Sociology at Baruch College 
of the City University of New York. She conducted a study of ways to 
recruit black and Hispanic volunteers for .Big Brothers, Inc. of New York 
City. At the current time, her research activities include studies of 
volunteering among the aged. 

NOTE: The views expressed in this article are the author's and do not reflect 
the opinions or policies of Big Brothers, Inc. of New York City which 
sponsored the research project on which this paper is based. The author 
expresses appreciation to the following for their assistance in this project: 
John Odum, Winifred Brown and Dr. Florence S. Schwartz 
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Although volunteers serve a vari­
ety of significant functions and are 
crucial to the existence of many or­
ganizations, most social service a­
gencies currently rely upon paid staff 
members to provide the bulk of di­
rect services to clients. Big Broth­
er /Big Sister agencies are unique in 
their continued reliance upon volun­
teers as a major source of direct 
services to individuals on a long-term 
basis. Thus, for these agencies, in­
creased participation of black and 
Hispanic volunteers is particularly 
crucial, given the large number of 
minority children from single parent 
families who would benefit from hav­
ing contact with a minority volun­
teer. 

METHODOLOGY 
Seventy-one unstructured inter­

views were conducted with individ­
uals who were knowledgeable about 
or who had had direct experience 
with the recruitment of black and/or 
Hispanic volunteers. Those included 
in the sample were identified in three 
ways: they were working in organi­
zations which had specifically re­
cruited black or Hispanic volunteers; 
they were identified by another in­
dividual in the sample as being know­
ledgeable about the subject; or they 
served as directors of volunteers for 
organizations which were either lo­
cated in or which served black or 
Hispanic neighborhoods. 

Table 1 indicates the distribution 
of respondents according to the na­
ture of the organization they worked 
for or the reason why they were 
included in the sample. 

Due to time constraints, most re­
spondents were interviewed by tele­
phone. The interviews were un­
structured; therefore, the questions 
asked were based on the particular 
knowledge, interests and experience 
of the respondent. Almost all of the 
interviewees were associated with in­
terracial organizations. A sub­
stantial number voluntarily identified 
themselves as being either black or 
Hispanic. This information was not 

systematically recorded. 

FINDINGS 
The respondents expressed con­

sensus on two general points: 1) that 
a well-designed volunteer program 
would attract minority volunteers; 
and 2) that recruitment of minority 
volunteers is affected by the overall 
characteristics of an organization. 

With respect to the first finding, 
respondents pointed out that: 

Minority volunteers can be re­
cruited using the same techniques 
as those used for all volunteers. 
However, some special efforts 
must also be made and volunteer 
administrators must be sensitive 
to the unique needs of minority 
volunteers. 
This observation, expressed either 

extemporaneously or as a response to 
a direct question, was held by vir­
tually all of those who were inter­
viewed. A well-designed and care­
fully administered volunteer program 
will attract black and Hispanic volun­
teers. The major difference is that 
an organization must work harder to 
find minority volunteers and be sensi­
tive to their special needs. The fol­
lowing statement summarizes this 
viewpoint: -

Recruiting is no different 
from recruiting anyone else • • • • 
You need to place a concerted 
effort to recruit them • • • • They 
must be made to feel they can 
give •••• Tell them they need to 
come forth •••• Don't make them 
feel as if they are tokens because 
that is resented. If you want 
them, you can get them. 
A second area of agreement con­

cerns the effect of the organization 
itself rather than specific recruit­
ment techniques. 

All features of an organization 
influence whether or not an in­
dividual will volunteer. Minority 
volunteers, as members of groups 
with traditionally low involve­
ment outside their own communi­
ties, are particularly responsive 
to positive or negative cues. 
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The literature on volunteer re­
cruitment (National Center for Vol­
untary Action, 1976; Selvidge, 1978; 
Naylor, 1967) and respondents in this 
survey indicate that low participation 
by nonwhites may reflect the fact 
that organizations are "hard to 
reach" rather than nonwhites do not 
want to volunteer. Organizations in­
terested in increasing nonwhite in­
volvement should be aware that mi­
nority volunteers may be "pioneering" 
by moving into organizations outside 
of their communities. The prevailing 
opinion among respondents is that 
when compared to whites, nonwhites 
initially tend to be less confident 
about their own abilities and the val­
ue of their contribution. Organi­
zations which have increased minor­
ity participation have extensively re­
examined and, in some instances, 
substantially modified their programs 
and procedures. 

These two findings are rather 
general and refer to all phases of a 
volunteer program. Several specific 
findings also emerged from the inter­
views. These are presented in an 
order which follows the temporal se­
quence of a volunteer's involvement 
with an organization. Many of the 
points are applicable to successfully 
recruiting volunteers from all back­
grounds. 

PROMOTE AWARENESS OF THE 
NEED FOR VOLUNTEERS AND THE 
BENEFITS TO BE DERIVED BY THE 
VOLUNTEER 

Modern volunteer administration 
does not rely solely upon humanitar­
ian social values to assure an ade­
quate supply of people. Rather, or­
ganizations stimulate altruistic be­
havior by "recruiting" volunteers. As 
a first step, volunteer programs pro­
mote awareness of their existence 
and purpose, communicate the volun­
teer's role, stress the organization's 
need for volunteers and specify the 
kinds of benefits which can be de­
rived. 

When recruiting blacks and His­
panics, organizations should indicate 
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the consistency between their own 
goals and methods and the needs and 
interests of minority communities. A 
recruiter for the Girl Scouts indi­
cated that she stresses that major 
goals of her organization are shared 
by the black and Hispanic parents 
whose children's participation is be­
ing solicited and who themselves 
could also serve as adult leaders. 

The volunteer's role must also be 
presented as achieving these mutu­
ally-shared goals. In the case of Big 
Brothers, I considered whether the 
method of service delivery (a one-to­
one relationship between an adult 
volunteer and a child) is relevant to 
potential minority volunteers. Since 
the problems of young people are 
widespread in many minority com­
munities, a one-to-one relationship 
may appear inconsequential since 
only one child at a time is affected. 
However, one respondent, himself an 
upwardly mobile Hispanic, indicated 
that a one-to-one relationship is ap­
pealing because: "All of the guys 
who've made it in the South Bronx 
have done so because someone took 
an interest in them." 

In order to promote awareness on 
the part of potential volunteers, or­
ganizations should communicate a 
general need for participants and, si­
multaneously, a special need for 
black or Hispanic volunteers. Both 
messages should be clear. One volun­
teer administrator has found that 
specifying the precise number and 
types needed has proven valuable. 
Knowing that a finite number are 
needed signals to a potential volun­
teer that his or her participation 
would be a significant contribution 
rather than being part of a never­
ending need for people. 

In addition to specifying the num­
ber needed, experience has shown 
that clearly communicating the need 
for black and/or Hispanic volunteers 
is also beneficial. In the opinion of 
some respondents, the inclusion of 
photographs of blacks and Hispanics 
in promotional material is not suffi­
cient. While clearly superior to ma-



terial excluding such photographs, it 
can also appear as "tokenism" if not 
done with sensitivity. To counteract 
the perception of tokenism, the tone 
and content of promotional material 
should strike a responsive chord in 
minority recruits, thereby signalling 
to them that the organization would 
be a place where they would be wel­
comed and feel comfortable. Bene­
fits derived from participation should 
be clearly communicated to potential 
volunteers. Professionals who admin­
ister volunteer programs have come 
to recognize that a mixture of altru­
ism and self-interest is an acceptable 
and valuable motivation. Organiza­
tions should therefore communicate 
clearly to all volunteers, particularly 
those who may be "pioneers," that 
they, too, will benefit. 

A review of case records of mi­
nority big brothers and big sisters of 
Big Brothers, Inc. of New York City 
revealed two motives which exem­
plify altruistic self-interest. A num­
ber of individuals indicated that they 
had a particular interest in working 
with children. Others felt that they 
were particularly well-suited to the 
role because of their own childhood 
experiences growing up without fa­
thers or in foster homes, the type of 
volunteer Sills (1957) labels as "vet­
eran." 

All of these findings suggest that 
systematic ways of promoting aware­
ness should signal to the potential 
volunteer that an organization is an 
appropriate and also a comfortable 
context within which he or she might 
want to donate time. The following 
section considers how such messages 
should be communicated. 

COMBINE MASS MEDIA AND COM­
MUNITY ORGANIZATION TECH­
NIQUES 

A major difference of opinion 
pertained to the best medium of 
communication. Some respondents 
favored the use of mass media as the 
most efficient way of promoting a­
wareness. Others contended that 
one-to-one contact and community 

organization techniques are the best 
methods for recruiting minority vol­
unteers. A third viewpoint, which is 
endorsed here, is that a combination 
of the two approaches is the most 
consistent with the process of be­
coming a volunteer. 
Mass Media 

The use of newspapers, maga­
zines, radio and television has the 
major advantage of reaching large 
numbers of people with relatively 
minimal effort. However, a negative 
by-product is that such publicity at­
tracts individuals who may not be 
suited to the roles to be performed. 
Use of media may place an organiza­
tion in the position of -having to 
screen out a large number of people. 
Careful consideration must also be 
given to achieving this without dam­
aging an organization's reputation, as 
ill-treatment can be communicated 
to others. To achieve this, some 
organizations have trained volunteers 
to screen over the telephone, thus 
lessening the burden on paid staff. 

A combination of media efforts 
directed to varied audiences as well 
as to minority audiences will ensure 
that a broad range of individuals will 
be informed. When a foreign lan­
guage is used, individuals with a lim­
ited fluency in English will respond. 
If this would disqualify an individual, 
then commercials and advertisements 
should clearly specify that fluency in 
English is a prerequisite. 

Newspapers with a focused circu­
lation--to communities, colleges, un­
ions and businesses-should also be 
used. The inclusion of feature stories 
on current volunteers with a con­
nection to the readership would si­
multaneously perform several func­
tions: 1) promote awareness of the 
organization's purpose; 2) provide 
recognition of a particular volun­
teer's contribution; and 3) personalize 
the role to be performed by demon­
strating it does not require ex­
ceptional abilities. 
Community Organization 

Volunteer administrators have 
profitably adopted community orga-
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nization techniques to recruit mem­
bers of groups with traditionally low 
involvement. The prevailing opinion 
among respondents is that recruit­
ment of all volunteers, but particu­
larly blacks and Hispanics, requires 
personalized efforts. Mass media is 
valuable but must be supplemented 
by direct appeals to individuals. The 
development of relationships with 
community groups enables an outside 
organization to tap new social net­
works while having the endorsement 
of an organization known within a 
particular community. 

Scouting organizations have suc­
cessfully adapted community organi­
zation techniques in recruiting youth 
and adult participants in inner-city 
areas. As a first step, they survey 
existing organizations. This enables 
them to assess the reputations of 
existing groups and their place in the 
local power structure. Local groups 
must be selected with great care; a 
coalition with an organization with a 
poor reputation will severely limit 
the success of a volunteer recruit­
ment effort. 

A second step is to establish a 
collaborative relationship with a lo­
cal group. This should be viewed as 
an alliance which is beneficial to 
both parties. For example, Scouting 
organizations indicate to local groups 
that they have a program valuable to 
inner-city youth and also the ex­
pertise to implement it. The com­
munity group's contribution is crucial 
because it has access to other re­
sources which are necessary for a 
program's success: a positive reputa­
tion, people, space and community 
contacts. 

A potential problem in forming 
alliances is that an organization may 
overextend itself and be unable to 
follow-,through on contacts which 
have been initiated. This has short­
term as well as long-term implica­
tions as described in this excerpt 
from a Boy Scouts staff manual; 

Knowledgeable Scouters are ap­
palled at the percent of dropped 
or inactive units which occur in 
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inner-city and rural areas • • • 
Project directors frequently re­
ported ill-will on the part of the 
people toward Scouting, because 
someone had gone into their areas 
and unit sponsors made promises 
that either were not, or could not 
be, kept ••• Many people and 
sponsors seemed to have been dis­
appointed by inferior or unsuc­
cessful Scouting, thus creating 
this "burned over territory" condi­
tion when attempts were made to 
go in and try to organize a­
gain ••• at times, the memory of a 
bad experience in one church or 
school was reported during orga­
nizational attempts at a neigh­
boring church or school ••• (Boy 
Scouts of America, 1973:25). 
A successful alliance with a com­

munity group should yield volunteers 
for several reasons. It promotes a­
wareness of the organization's pur­
pose and need for volunteers. The 
alliance itself communicates that 
there is a common interest between 
the organizations, serves as an en­
dorsement by the community group, 
and signals to potential volunteers 
that they are likely to feel com­
fortable in the outside organization. 
Without any additional efforts, the 
alliance should yield volunteers. To 
ensure further success, recruitment 
should, however, also operate at an­
other level: person-to-person ac­
tivities should be instituted. 

MAINTAIN THE INTEREST OF 
POTENTIAL VOLUNTEERS BY 
INSTITUTIONALIZING "TRIGGER 
EVENTS" 

Studies of volunteering indicate 
that there is a gap in time between 
becoming aware of an opportunity 
and actually making a commitment. 
According to Sills (19 57: 102), decid­
ing to volunteer is a two-step pro­
cess. Actually becoming a volunteer 
requires that a "trigger event" trans­
form vague interests and intentions 
into a tangible action. His study of 
the March of Dimes found that, most 
often, the trigger event involved an-



other person known to the volunteer-­
a belief shared by the respondents in 
this survey. The actions of another 
person serve to crystallize a decision 
which may have been under consider­
ation for a substantial period of time. 

Data from a study conducted in 
Pittsburgh, Pennsylvania indicate 
that blacks more often relied upon 
other individuals to "trigger" their 
decision to volunteer than whites 
(Nehnevajsa and Karelitz, 1976). 
This is probably due to their more 
limited experience with volunteer or­
ganizations, particularly organiza­
tions outside of their own communi­
ties. Another individual provides as­
surance that the potential volunteer 
is qualified, that the role to be per­
formed is an appropriate one, and 
that a particular organization will be 
receptive to his or her contribution. 

Organizations should recognize 
the decision-making process of be­
coming a volunteer and develop pro­
cedures which sustain the potential 
volunteer's interests. Any minority 
recruitment effort must build in the 
role of a "trigger" by using staff, 
volunteers and community leaders to 
assist individuals in crystallizing 
their decision to volunteer. Several 
strategies have been used to achieve 
this. 

Some organizations have used in­
fluential community leaders, formal 
as well as informal, to identify and, 
in effect, "nominate" potential volun­
teers. The use of nominators person­
alizes the recruitment process and 
signals to an individual that an influ-

. ential person has identified him or 
her as a potential volunteer. 

A second approach is to hold 
gatherings of current and potential 
volunteers. This technique simulta­
neously serves as a "trigger" and a 
way of initially orienting potential 
volunteers. It further personalizes 
the role to be played because recruits 
can discuss the nature of the role to 
be performed with current volun­
teers. 

A third trigger-like activity is a 
more impersonal one which involves 

the inclusion of phrases in recruit­
ment appeals that crystallize the de­
cision to volunteer. For example, a 
message such as "if you've wanted to 
be a __ for a long time, now is the 
time to do it," provides recognition 
of the decision-making process and, 
with little effort, would perform the 
trigger function for some individuals. 

ENSURE THAT SCREENING AND 
ORIENT A TION DO NOT TURN OFF 
POTENTIAL VOLUNTEERS 

Organizations typically screen po­
tential volunteers to ensure that they 
are not given inappropriate responsi­
bilities and, when they provide direct 
services, to ensure an adequate qual­
ity of services. In order to be certain 
that responsibilities will be carried 
out and the individual understands 
the nature of the organization, volun­
teers generally receive an orienta­
tion. 

Screening and orientation may 
weed out inappropriate individuals 
but may also screen out potentially 
valuable people. The respondents in­
dicated that minority volunteers are 
generally more sensitive to the nega­
tive cues at this stage of the process. 
Black volunteers, in particular, are 
especially sensitive to any implica­
tion that screening is intended to 
exclude individuals. If extensive 
screening is necessary, its rationale 
and relevance for both volunteer and 
organization should be explicit. 

A significant gap in time between 
contacting an organization and as­
suming the volunteer role may un­
intentionally communicate to a po­
tential volunteer that he or she is 
either not needed or is not wanted. 
For this reason, the time involved in 
screening and orientation should be 
as short as possible. Sills' (1957) 
work on volunteering suggests that 
the time between gaining awareness 
and deciding to volunteer may al­
ready be considerable. At this point 
in the process, recruits may be im­
patient. A delay can be interpreted 
as a rejection, which may result in a 
person's loss of interest in doing any 
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volunteer work or in working for one 
particular organization. 

SUMMARY 
The relatively lower formal vol­

unteer participation among nonwhites 
and the desire to expand their par­
ticipation has presented volunteer 
administrators with a challenge. A 
number of organizations have spent 
significant time and effort develop­
ing ways of expanding nonwhite vol­
unteering. This article summarizes 
the experiences of a number of or­
ganizations outlining some general 
perspectives and specific techniques 
for recruiting black and Hispanic vol­
unteers. 
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Table 1 

Frequency Distribution of Individuals Who Were Interviewed by the Type of 
Organization in Which They Were Employed or the Reason Why They Were 
Included In the Sample 

Organization or Reason Included 

Youth Organizations 
Big Brothers 

National staff 
Local agency staff 

Boy Scouts 
National staff 
New York region 

Girl Scouts 
National staff 
New York region 

Campfire 
Other youth organizations 

Mayor's Voluntary Action Center 
Hospitals and health organizations 
Humanities* 
National Center for Citizen Involvement staff 
Child welfare 
Citizen's Committee for New York City 
Volunteer coordinators, other organizations 
Familiar with volunteer administration 
Familiar with Black and/or Hispanic lifestyles 

Total 

Number of Individuals 

3 
11 

l 
2 

2 
2 
3 
2 
6 

14 
4 
2 
4 
2 
5 
5 
2 

71 

*Participants in the National Center for Citizen Involvement's project on 
recruitment of hard-to-reach volunteers. 
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If It Acts Like a Manager, It Must Be a Manager 
Virginia M. Cronk 

The position of director of volun­
teers has a commonly accepted defi­
nition in the health, social service 
and cultural organizations in which it 
exists. The director of volunteers is 
the person who is responsible for as­
suring an adequate number of volun­
teers to meet the needs of the or­
ganization. While the position is 
commonly understood to entail man­
agement responsibilities, there is 
currently no common agreement as 
to what competencies or attributes 
are employed by the directors of vol­
unteers to meet these reponsibilities. 
There are repeated cries from direc­
tors of volunteers that they need to 
be treated as "professionals" and 
need to be given more recognition 
and respect for their special skills 
and . abilities. However there is in­
creasing recognition that the position 
is a valuable one within the organiza­
tion, but more needs to be known 
about the people who hold these posi­
tions and the areas of competencies 
which they are expected by em­
ployers to demonstrate. 

Are directors of volunteers "mar­
ginally accepted leadership of a mar­
ginally accepted workforce (volun­
teers)" as Ivan Scheier (1980) sug­
gests? Do directors of volunteers 
still have to struggle to define their 
roles in organizations even though 
the career can be traced to the late 

eighteenth century? Although a 
great deal has been written which 
describes directing volunteers as a 
management position and as a pro­
fessional career, how is the position 
perceived by those who hold the posi­
tion and those who supervise them? 
One way of determining this is to 
look at the ways in which the direc­
tor of volunteers is evaluated as an 
employee. If the position is seen 
within the organization as a manage­
ment position, the employee evalua­
tion will be done on management 
criteria. 

A review of the classical manage­
ment functions (identified by various 
experts) in conjunction with the ac­
knowledged responsibilities of direc­
tors of volunteers is shown in the 
accompanying chart. This juxta­
position of management functions 
with the responsibilities of directors 
of volunteers shows that the position 
of director of volunteers carries 
management responsibility. How­
ever, as cited, much of the literature 
perpetuates the perception that there 
is a reluctance among executives of 
agencies and among directors of vol­
unteers themselves to recognize or 
deal with the fact that they are in­
deed managers. The purpose of this 
paper is to argue that directors of 
volunteers should be perceived by 
themselves and by agency executives 

Virginia Cronk is Executive Director of the Greater Milwaukee Voluntary 
Action Center, a position she has held since 1977. Her extensive volunteer 
and community service background includes moderating the "Human Rights 
Series'' for WTMJ-TV and radio, co-chairing the HUD Housing Resources 
Board, being a Sunday School teacher, and being president of the League of 
Women Voters in Milwaukee. She is currently enrolled in the Urban Social 
Institution doctoral program at the University of Wisconsin-Milwaukee, with 
a research emphasis on the role of the voluntary sector in the community's 
economy. 
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Reseonsibilities of Directors 
Management Functions of Volunteers 

Planning: Determining in advance what Develop goals and objectives. 
will be done. Implement board policies. 

Organizing: Determining how work will Interview. 
be divided and accomplished. Develop job descriptions. 

Use community resources. 
Develop resources for volunteer 
programs. 

Staffing: Assuring there are qualified Identify needs and opportunities for 
people to fill needed positions. volunteer service. 

Utilize various recruitment tech-
niques. 
Schedule volunteers. 

Directing: Getting people to accom- Provide orientation and training. 
plish tasks assigned to them by Supervise volunteers. 
motivating, communicating and Develop volunteer recognition pro-
leading. gram. 

Establish lines of supervision. 

Controlling: Evaluating to determine Do written evaluations of job per-
if events have conformed to plans. formance. 

Monitor volunteer program. 
Provide on-going evaluation of pro-
gram. 

Interpersonal roles: Serving as a Work creatively within the struc-
figurehead, leader, liaison. ture. 

Promote volunteerism. 
Serve as a liaison between agency 
and community. 
Assure communication between 
staff and volunteers. 
Maintain good public relations. 

Informational roles: Serving as a Enlist support of staff for volun-
a message center, monitoring teers. 
and disseminating information, Maintain records. 
serving as a catalyst. . Be knowledgeable about trends and 

issues. 

Decision maker: Allocating resources, "Hire," fire and assign volunteers. 
negotiating, acting as group consultant. Identify service gaps. 

12 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Fall 1982 



as managers, and to suggest ways in 
which to build this perception. 

An employee evaluation based on 
management criteria would include 
those characteristics which measure 
a person's ability to perform manage­
ment tasks. However, directors of 
volunteers may undergo employee e­
valuations which are based instead on 
program evaluation. Such an eval­
uation would measure the health of 
the volunteer program but not neces­
sarily the management abilities of 
the director of volunteers. Now we 
return to our original statement: if 
the director of volunteers is recog­
nized as filling a management posi­
tion, the employee evaluation cri­
teria will be that of management. 

EVALUATION CRITERIA 
There are several criteria for e­

valuation which can be drawn from 
the functions of managers as outlined 
in the previously discussed chart. 
The commonly-accepted five areas of 
management responsibilities (plan­
ning, organizing, staffing, directing 
and controlling) could serve as a ba­
sis. Evaluations could be based on 
Drucker's concept of the manager's 
management of his or her own time, 
concentrating on results rather than 
work, and sticking to priorities (Wil­
son, 1976). A manager must also 
have technical and professional com­
petence to run a department smooth­
ly and see that employees carry out 
assignments. The manager must be a 
"competent subordinate" to his or her 
supervisor, or a good employee. 
Since the manager is the link be­
tween employees and administration, 
a good working relationship must be 
maintained with both. These dimen­
sions of management as developed by 
Haimann (1973) can become criteria 
for evaluation. 

Lopez (1968:280-282) has devel­
oped a checklist for evaluation of 
individual performance of managers. 
This includes such elements as: 

Judgement. In executive situa­
tions it is necessary to deal with 
unknowns. A good manager 
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should be willing and able to make 
quick judgements on the basis of a 
few, but not all, of the facts in a 
situation. 
Skills: ( a) in instructing others; 
(b) in planning; ( c) in drawing 
from others the maximum in will­
ing eff activeness. 
Courage. When the going gets 
tough, how do you behave? Are 
you persistent, able to stic_k to a 
job, to work on it and to struggle 
through until it is finished? 
Interest in people. An executive 
must be at ease with people from 
all backgrounds in personal re­
lationships. How well do you han­
dle hostile feelings towards oth­
ers? 
Cooperation. Even when in con­
trol, a good executive must be 
able to cooperate with others. 
Acceptance of organizational 
responsibility. 
Capacity to grow. Acceptance of 
personal responsibility. 
A study done in London in 1973 

(Gill, Ungerson, Thaker: 51-52) 
pulled together the characteristics of 
management and set them into cri­
teria for evaluation. · These charac­
teristics were: 

1. Assertiveness. Inclination to 
assert oneself so as to be an ac­
tive part of a group effort rather 
than remain passive to the re­
quirements of the task or situa­
tion. Tendency to push forward 
one's own interests or ideas, de­
spite opposition. 
2. Persuasive or selling ability. 
Ability to convince others of one's 
point of view. The logical pre­
sentation of this point of view in 
order to convince others. 
3. Oral communication. The a­
bility to speak with clarity, good 
choice of words and poise. The 
presentation should be interest­
ing, articulate, and easy to under­
stand. Good vocabulary, gram­
mar, syntax and semantics are all 
important. 
4. Planning and organizing. The 
ability to organize work activi-



ties. The ability to make an or­
derly approach to tasks. Use of 
guidelines in the approach to 
problems. Proper emphasis upon 
organizational structure, co­
hesiveness, and integration of 
ideas. 
5. Self-confidence. Positive be­
lief in one's self which is positive 
yet realistic. Control of emo­
tions. Need for approval by 
peers, subordinates and superiors 
is not excessive. 
6. Resistance to stress. Ability 
to stand up in the face of unusual 
pressure. Ability to resist the 
effects of uncertain or unstruc­
tured conditions on performance. 
Tendency not to be disturbed by 
opposing views. 
7. Energy level. Ability to sus­
tain a high level of work activity 
on a continuous basis. Physical 
endurance. Vigor. Does not tire 
easily. Active participation in 
group exercises. 
8. Decision making. Ability to 
make decisions quickly and ac­
curately. Decisions are based on 
a careful and balanced considera­
tion of all available facts. 
9. Interpersonal contact. Sensi­
tivity to the feelings of others. 
Makes a good first impression on 
others. Has political understand­
ing, likeability and empathy. 
10. Administrative ability. Ac­
curate and reliable record keep­
ing. Ability to properly delegate. 
Thoroughness. Attention to de­
tail. 
11. Originality and creativity. 
Unusual solution to problems; 
novel or imaginative organiza­
tional thoughts or ideas. 
12. Mental alertness. The ability 
to deal with ideas at an abstract 
level, to learn and understand 
readily. The ability to perceive 
subtle relationships of impor­
tance. 

MILWAUKEE SURVEY 
In order to determine by what 

criteria the director of volunteers is 

evaluated, a questionnaire was devel­
oped and administered in 1981 to 
fifty agencies registered with the 
Greater Milwaukee Voluntary Action 
Center. This questionnaire included 
management criteria developed from 
the review of the literature with spe­
cial emphasis on the work of Lopez 
(1968), Gill, Unger, Thaker (1973), 
Wilson (1976), and Haiman (1973). It 
also included criteria which would be 
primarily a measure of the health of 
a volunteer program taken from the 
work of Reigel (1977). The criteria 
were accompanied by a rating scale 
to measure the importance of each 
criteria in the employee evaluation 
of the director of volunteers. 

The first eleven evaluation cri­
teria were criteria for evaluating 
management personnel. They were: 

1. assertiveness in being part of 
total staff efforts 

2. oral communications 

3. self-confidence 

4. resistance to stress 

5. ability to manage own time 

6. decision making ability 

7. interpersonal skills 

8. administrative ability 

9. originality and creativity 

10. ability to supervise staff 

11. budget making and monitor-
ing 

Six additional factors in the list 
of criteria in the questionnaire were 
measures of the health of the volun­
teer program. These six criteria 
were taken from a volunteer program 
evaluation manual developed by 
Reigel (1977). They are measures of 
the volunteer program's success rath­
er than of the director's abilities be­
cause the total volunteer program is 
impacted by top management, cli­
ents, other volunteers, the staff and 
the board of directors, in addition to 
the director of volunteers. For in-
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stance, excessive turnover of volun­
teers may be due to lack of commit­
ment of the organizational adminis­
tration, time and resources allotted 
to the volunteer program. While 
these six factors are not an accurate 
measure of the director's ability, 
they can serve as information to help 
the director identify problems and 
take action to solve them (Reigel, 
1977). These six factors are: 

1. number of new volunteers re­
cruited 

2. number of volunteers giving 
service to the organization 

3. total number of volunteer 
hours contributed 

4. length of service of volun­
teers 

5. the quality of service pro­
vided by the volunteers 

6. the degree to which volun­
teers aid the agency in reaching 
its goals 

The responses to this survey came 
to the following mean values: 

Criteria 

assertiveness 
oral communication 
self confidence 
resistance to stress 
manage time 
decision making 
interpersonal skills 
administrative ability 
originality 
supervise staff 
budget making 

number of volunteers 
new volunteers 
volunteer hours 
length of service 
quality of service 
degree aid goals 

The directors and evaluators es­
sentially agree on those criteria re­
ceiving the ratings of highest im­
portance and those of lowest im­
portance. Evaluators did rate the 
importance of oral communications 
higher than did the directors. Except 
for oral communications, the direc­
tors and evaluators followed the 
same pattern when their ratings for 
each criteria were graphed. The e­
valuators consistently gave a rating 
of more importance to each criteria 
than did the directors. 

The first eleven criteria, which 
are those on which managers can be 
evaluated, were given higher ratings 
in general than the second set of six 
criteria which are measures of the 
volunteer program. The· two ex­
ceptions are budget making (from the 
management criteria) which was 
rated lower, and the degree to which 
volunteers aid the agency in reaching 
its goals (from the program evalua­
tion criteria.), which was rated high­
er. 

The four criteria rated of highest 
importance by the directors of volun-

Directors Evaluators 

3.85 4.0 
3.59 4.24 
4.31 3.95 
2.75 3.95 
4.79 4.75 
4.39 4.41 
4.42 4.55 
4.15 4.10 
3.47 3.79 
3.94 4.05 
2.41 2.71 

3.38 3.53 
3.0 3.5 
3.31 3.3 
2.69 2.68 
3.94 3.89 
4.68 4.29 

The criteria above the line relate to management 
skills, while the criteria below the line refer to 
program evaluation. 
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teers were, in descending order: self 
confidence, ability to manage time, 
the degree to which volunteers aid 
the agency in reaching its goals, and 
interpersonal skills. The four criteria 
rated of highest importance by the 
evaluators were, in descending order: 
the ability to manage own time, in­
terpersonal skills, the degree to 
which volunteers aid the agency in 
reaching its goals, and oral communi­
cations. 

The four criteria which received 
the lowest ratings from the directors, 
starting with the lowest rank and 
moving up, were: budget making, 
length of service of volunteers, the 
number of volunteer hours con­
tributed, and, equally ranked, the to­
tal number of volunteers and the 
number of new volunteers. The four 
lowest ranked criteria by the evalua­
tors, starting with the lowest ranked 
and moving up, were: length of ser­
vice of volunteers, budget making a­
bility, the numbers of hours of vol­
unteer service, and the number of 
volunteers involved in the program. 

CONCLUSIONS 
From this study one can reach the 

conclusion that directors of volun­
teers in these agencies are evaluated 
on management criteria. Directors 
of volunteers and the people who 
evaluate them see the director as 
needing management skills and char­
acteristics. If this existing percep­
tion is to be translated into accep­
tance among other managers and into 
the salaries and promotability which 
can be expected to accompany recog­
nized management ability, directors 
of volunteers must concentrate on 
perceiving themselves and projecting 
themselves as managers. Unless Mil­
waukee is a unique situation, and that 
seems unlikely, directors of volun­
teers do not need to fight for proper 
evaluation; that is being done. How­
ever, AVA and other organizations of 
directors of volunteers as well as 
individual directors of volunteers 
should work to strengthen the man­
agement aspects of their positions. 

Job descriptions for the director 
of volunteers should follow the same 
format and wording of other manage­
ment level positions. Likewise, the 
recruitment and interviewing of di­
rectors of volunteers should be con­
sistent with the process for other 
management positions. For instance, 
the placement and wording of a 
newspaper advertisement should be 
representative of the management 
skills required. We have all seen ads 
that say the only qualification is "a­
bility to work with people." Orga­
nizations representing directors of 
volunteers should watch for such ads 
and protest to the employers. These 
organizations should also discourage 
people who lack management skills 
from claiming to be part of the pro­
fession. Funders should be alerted 
that "director of volunteers" is not a 
position for which the agency should 
be seeking funds to train an employee 
unless they treat other management 
aoo./or professional level positions 
the same way. 

The individual self-development 
of directors of volunteers should not 
take place solely in the company of 
other directors of volunteers. The 
directors ought to seek out exposure 
to other managers and to the general 
body of knowledge about manage­
ment. Membership ought not to be 
solely in organizations for directors 
of volunteers but ought to be also in 
the organizations in which other 
managers participate. 

Directors of volunteers should 
perceive of themselves as managers 
and showcase the similarities in jobs 
and skills of their positions with 
other management positions. Those 
functions commonly performed by 
managers which are, not always re­
quired of directors of volunteers 
should be developed. These might 
include budget making and other fi­
nancial skills. 

A final comment is the obvious. 
If directors of volunteers are eval­
uated most heavily on interpersonal 
skills, time management and the abil­
ity to develop volunteer resources 
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which aid the organization in reach­
ing its goals, then the competent 
director of volunteers will consis­
tently demonstrate a high degree of 
competence and increasing sophisti­
cation in these areas. Those criteria 
which the directors of volunteers see 
as most important should serve as a 
springboard to the further develop­
ment of standards for the profession. 
Those criteria which evaluators see 
as most important should be utilized 
as ways of demonstrating to execu­
tive management the valid manage­
ment skills and knowledge which 
competent directors of volunteers 
possess. 
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Community Group Leadership 
Mele Koneya, PhD 

Almost all that we know about 
leadership and group behaviors has 
been discovered in those formal or­
ganizations which occur in industrial, 
governmental and military settings. 
In organizations such as these, per­
formance from an individual is en­
couraged and sometimes demanded 
through established systems of re­
ward and punishment based on the 
intrinsic power the organization 
wields. In industry, government or 
any other formal organization in 
whichindividualsareona payroll and can 
quit whenever they want, demotion, 
transfer, pay cuts, or threats of dis­
missal are the favorite instruments 
of coercion and compliance. Con­
versely, promotions, pay raises, bo­
nuses, and time off are the elements 
of reward which inspire workers to 
increase their productiveness. In the 
military setting, where people have 
been conscripted or have enlisted for 
fixed periods of time, failure to obey 
orders can result in a variety of sanc­
tions ranging from the loss of rank to 
dishonorable discharge from the ser­
vice, to imprisonment, and to ex­
ecution in time of war. Promotions, 
medals, and weekend passes comprise 
part of the military reward system. 

Applying leadership and group 
process principles which have been 
developed in formal organizations to 
informal and voluntary community­
based organizations poses some prob-

lems. Getting compliance with a 
leader's and group's wishes from a 
person who is not paid or otherwise 
compelled to remain a member of the 
voluntary organization is no easy job. 
Without the formal organization's bag 
of substantial punishment and re­
wards, leaders of neighborhood and 
other community-based organizations 
need to be far more sensitive and 
tactful in the application of leader­
ship principles than do their in­
dustrial, governmental, and military 
counterparts. 

With this discussion in mind, let's 
look at some basic leadership and 
group process principles and apply 
them to community-based organiza­
tions. 

BALANCE OF POWER BETWEEN 
GROUP AND LEADER 

As our starting point, it is neces­
sary to highlight the various ways 
leadership of groups and organiza­
tions can be expressed. Figure l.r 
"Continuum of Leadership Behavior," 
depicts the balance of power that can 
exist between a designated leader 
and members of a group or organiza­
tion. The numbers along the base of 
the figure refer to positions of the 
leader in relation to the group or 
organization. 

Position /11: 
the chart, the 
authoritarian. 

At this position on 
leader is extremely 
A political scientist 
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Lincoln. He worked with commwiity-based and volwiteer-rwi organizations 
when he was director of an antipoverty program in Los Angeles, and has 
continued this experience in his current work with neighborhood and com­
mwiity organizations throughout Nebraska. These experiences have provided 
the material for a book and several articles on group processes, leadership, 
and nonverbal commwiication. 

18. THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Fall 1982 



Figure I: Continuum of Leader Behavior 

•--- Leader Centered 

USE OF AUTHORITY BY LEADER 

AREA OF FREEDOM OF GROUP 

I Leader 
decides and 
announces 
decision 

2 "Sells" 
decision 
to group 

3Announces 
decision, 
permits 
questions 

4 Presents 
tentative 
decision: 
consults 
group 

5 Presents 
problem; 
asks for 
ideas; 
decides 

6 Presents 
problem and 
boundaries; 
group decides 

7Grouphas 
as much 
freedom as 
leader to 
define 
problem and 
to decide 

and decides 

would call this position fascist or 
totalitarian. The leader behaves as if 
the group doesn't exist and unilater­
ally makes decisions which are pro­
claimed in bulletins or memoranda. 

Position 112: This position is only 
slightly less authoritarian; the leader 
acknowledges that there is a group 
and is sensitive enough to want to 
"sell" the group on the worthiness of 
the decision. The group's role is one 
of passive acceptance with no input 
to the decision making process what­
soever. 

Position 113: In this one, the 
leader involves the group at least to 
the extent of allowing for questions. 
The questions usually do not affect 
the decision but enable the group to 
understand and presumably · accept 
the decision which has been made for 
them. 

Position 114: This middle position 
represents somewhat of a sharing by 
the leader with the group in decision 
making. By presenting a tentative 
decision, the leader implies room for 
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change based on consultation with 
the group. Bear in mind that the 
group has had no say thus far in 
defining the problem or even acknow­
ledging whether or not there is a 
problem. 

Position 115: Here is where the 
group begins to assert itself in the 
decision making process. The group 
still does not define the problem but 
is able to provide ideas which deter­
mine the dee is ion made by the 
leader. 

Position 116: Now the power to 
decide is in the hands of the group 
members with the leader presenting 
the problem and its boundaries. 

Position 117: This position, which 
is most opposite the fascist position 
at the extreme left of the diagram 
(111) and most like the concept of 
utopian democracy, makes the leader 
basically undifferentiated from the 
group. 

Why have a leader at all in posi­
tion number seven? That is a ques­
tion whose answer depends on the 
distinction between "leader" and 



"leadership" as concepts. We will 
deal with that distinction shortly. 

THE CONCEPT OF APPROPRIATE 
LEADERSHIP STYLE 

Though the foregoing discussion 
has mentioned "positions" which have 
been numbered in sequence, it is not 
proper to view the various propor­
tions of leader/group influence in de­
cision-making as dynamic phases of 
development. Some leaders and 
groups start and finish their lives in 
the same position. But the phases 
could represent evolutionary develop­
ment in a situation where a leader 
"gets the ball rolling" via highly au­
thoritarian actions and then gradually 
relinquishes powers as the group ma­
tures. 

While a dictatorial leadership , 
style can quickly dissolve a grass­
roots, voluntary, community-based 
organization, a leader who is willing 
to take full command when necessary 
is essential to the group's survival. 
What is most important to remember 
is the concept of appropriate leader­
ship. When a building catches on 
fire and we are in it, we want some 
forceful and knowledgeable persons to 
lead or, if necessary, push us safely 
out of the building. To call a com­
.mittee meeting and go around the 
table for ideas as the smoke billows 
and the flames dance would be very 
silly. So, appropriate leadership is 
that which is proportionate to the 
urgency, importance, and life threat 
of the situation. Most matters that 
community-based organizations deal 
with are not emergencies and can be 
given the time to enable group input 
to the solution in a cool, deliberative 
manner. But every so often in the 
life of a community-based organi­
zation, there will be an emergency 
that threatens the life of the group 
and a leader will be needed who faces 
that emergency without the luxury of 
consulting the group. This is a fact 
of political life, too. While we elect 
leaders of this country democratic­
ally, we allow that there might be a 
need in times of flood, fire, war, or 

other disasters to declare martial law 
and to suspend individual rights until 
the emergency has passed. We trust 
our leaders to restore our rights when 
normal times return. 

It is also important to keep in 
mind the fact that even the best 
leader is not effective in his or her 
actions all the time. It is best to 
regard a leader as you would a good 
hitter in baseball. There is no hitter 
who gets a hit one hundred percent of 
the time at bat. In fact, getting a hit 
one out of four times at bat is good, 
while one out of three is outstanding 
and two out of five is stupendous. 
There are many more strike outs than 
there are home runs in a good hitter's 
overall performance. A good leader, 
then, is a person with a good ''batting 
average" who does not expect to hit a 
''home run" each time at bat, who 
relies on the rest of the "batting 
order" ( the group) for run production, 
who may be only the "clean up hitter" 
in an outstanding line-up and who, 
consequently, does not burn out pre­
maturely. 

LEADER AND LEADERSHIP 
As was promised earlier in this 

discussion, we need to make an im­
portant distinction between two 
terms that have been used very gen­
erously thus far: leader and leader­
ship. The term "leader" usually re­
fers to a person who has a designated 
title or rank but, as we use it here, it 
refers to anyone who exerts influence 
on the behavior of others at any 
given moment in time. While we 
easily think of chairpersons, presi­
dents, captains, etc. as "leaders" be­
cause of their titles, we often have 
difficulty regarding the untitled and 
unranked lowly group member as a 
leader. But, strictly speaking, each 
group member is a leader when he or 
she influences the behavior of the 
group. To cite an extreme example, 
if a group member who has not said 
anything· all meeting long suddenly 
faints and falls to the floor causing 
several other members to come to his 
or her aid, that swooning group mem-
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ber has influenced group behavior and 
is technically the leader of the mo­
ment. That may seem a bit absurd, 
but the underlying point is that exer­
cise of influence--whether active or 
passive, positive or negative, and not 
merely a fancy title--is what really 
makes a person a leader. 

What a leader does to influence a 
group is called "leadership." Leader­
ship is a dynamic process and not a 
commodity that belongs only to a 
person with a designated rank or 
title. In a democratic group atmos­
phere, leadership is free floating and 
can be expressed by any member of 
the group. Hence we speak of "lead­
er-centered" leadership and "group­
centered" leadership to contrast the 
two extremes and the in-between 
stages depicted in Figure 1, and to 
acknowledge the separateness of the 
terms, leader and leadership. The 
paramount lesson here is that a 
leader can give up leadership and still 
retain the honor and prestige of his 
or her rank. Those leaders who do 
not understand this and try to do it 
all overwork themselves and alienate 
members who would like to share in 
the influence of group actions. 

SOURCES OF POWER FOR THE IN­
DIVIDUAL AND GROUP 

Incidentally, the word "influence" 
represents a soft way of saying 
"power;" the two words can be used 
interchangeably. The quest for 
power is the basic energizer behind 
the establishment of grassroots com­
munity-based organizations. These 
organizations empower themselves in 
order to deal effectively with local 
governments and other forces in th~ir 
political surroundings. However, 
power is also an ingredient within the 
community-based organization itself. 
The six kinds of power available to 
lea<;tzrs and groups have been identi­
fied and are listed as follows: 

REWARD POWER: Where a per­
son or group uses valuable things 
(money, goods, services or psy­
chological supports) to get re­
sponses from others. Power is 
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good as long as the "goodies" last. 
Ironically, concrete and expend­
able rewards such as money and 
goods are apt to be less durable 
because of their limited supply 
than nonmaterial rewards such as 
love, esteem, and recognition 
which are unlimited in supply. 
Mark Twain once said that he 
could live on nothing more than a 
good compliment for two whole 
weeks. 

COERCNE POWER: Where ac­
tual punishment or a threat is 
used to influence others. Gang­
sters and totalitarians wield this 
type of power routinely. Demo­
cratic leadership uses it only in 
emergency situations such as na­
tional defense and public safety. 
In the Army, there are some ser­
geants who say: "We can't make 
you do it, but we can make you 
wish you had." This kind of power 
need not be brutal or physically 
painful to be effective; it can be 
nothing more than the threat of 
public exposure and ridicule. But, 
"when the cat is away, the mice 
will play," which means that coer­
cive power needs to be applied 
continuously to be lasting. Very 
often, the resentment of op­
pressed citizens builds up and 
eventually explodes into violent 
overthrow of coercive leadership. 

LEGAL OR LEGITIMATE 
POWER: Elected persons and le­
gally-designated persons have this 
power. The leader's action is 
sanctified by law or by an elec­
tion process. "No taxation with­
out representation" was a slogan 
which questioned the legitimacy 
of a legal government which made 
laws without recourse to citizens' 
input through representatives. 
Legal is not the same as legiti­
mate. It is possible for a 
leader to be legally chosen lJy a 
minority of the group's member­
ship. That leader would then be 
subject to challenges to his or her 
legitimacy or right to represent 



people who did not vote for him 
or her. It is possible for. a leader 
to lose legitimacy as he or she 
moves away, in actions and 
thought, from the majority which 
elected him or her. (Haven't you 
known presidents like that?) 

REFERRENT OR CHARISMA 
POWER: Some people are well­
liked and respected because of 
intrinsic aspects of their person­
alities. Other people do things 
for them because they love or 
respect them for who they are 
more than for what they are. Be­
cause people with charisma are 
loved and respected right off, 
they can get other people to do 
things for them. 

EXPERT POWER: When a person 
has a talent or skill that he or she 
shares. Probably a permanent 
source since talents and skills last 
as long as the health and vitality 
of the individual. However, the 
need for specific talents and skills 
may fade through time. A person 
who can shoe a horse, though ad­
mired, is no longer valuable where 
there are no horses. 

INFORMATIONAL POWER:Where 
a person has knowledge, facts, 
data, and thinking ability of use 
to others. Lasts as long as the 
information does. Person or 
groups with this kind of power 
must keep informed. 

The foregoing list indicates that 
some power sources are in limitless 
supply arid are quite economical. 
Leaders of informal organizations 
need first to inventory the sources of 
power they have and then to use 
these sources to sustain the voluntary 
involvement of members. 

WHY PEOPLE JOIN GROUPS 
The word "involvement" in the 

preceding sentence brings up the 
question as to why people Jom 
groups a_rd organizations. One re­
searcher offers a plausible explana­
tion of the needs people want satis­
fied through group membership. Ac­
cording to him, people expect to sat­
isfy any of three kinds of needs in the 
group setting. These needs are af­
fection, control, and inclusion. Each 
need has two dimensions: expressed 
( toward others) and wanted (from 
others). The needs and their dimen­
sions are shown in Table 1. 

Each person has his or her own 
unique proportion of these needs. 
Some may have very strong control 
needs in the "expressed toward 
others" dimension and could be ex­
pected to try to take over a group. 
Others may have strong inclusion 
needs in the "wanted from others" 
dimension and may feel terribly 
spurned if they are left out of group 
activities. Still others may have 
strong affection needs, desiring to 
cherish and be close to others. 

TABLE 1 

INCLUSION CONTROL AFFECTION 

Expressed I join other people I take charge; I I get close 
( toward others) and I include others. influence people. to people. 

Wanted I want other people I want people to I want people to 
(from others) to include me. lead me. get close and 

personal with me. 
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Community group leaders should 
expect to find all of these needs in 
any random grouping of citizens. 
They should develop programs and 
plan meetings which satisfy these 
needs in positive ways. People with 
strong control needs rnake good lead­
ers and good followers of directions, 
depending on the dimensions of their 
needs. Those with strong inclusion 
needs are good joiners or good at 
getting others to join, depending on 
the dimension. Finally, there is al­
ways room for genuine human af­
fection in any organization. A com­
munity-based organization, by virtue 
of its very mission, enables people to 
cherish, to be personal with, and to 
get close to one another. 

PHASES OF GROUP DEVELOPMENT 
The phases of development which 

a group or organization passes 
through on its way to maturity and 
functional effectiveness can also be 
described in reference to inclusion, 
control, and affection needs. 

Incl1,.1sion needs tend to pre­
dominate the initial phase of group 
development. When people come to­
gether to that first organizational 
meeting in the community, they are 
expressing their needs to be included 
and to include others. It is very 
important that the very first meeting 
enable each person to be a part of 
the group by getting his or her "two­
cents worth" into the discussion. An 
interim leader facilitating the first 
meetings of community-based groups 
must take pains to acknowledge the 
presence and value of all who attend. 

The next phase of group develop­
ment is typically dominated by power 
struggles among those who have 
strong control needs. Those who 
want to lead others and those who 
want to be led by 'this or that person 
come into conflict in this phase. 
Having several leadership functions 

· (i.e., the officers and committee 
chairpersons) available to the mem­
bership helps provide outlets for 
those with strong control needs. Re­
membering, too, that leadership is 
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not the sole property of the desig­
nated leader results in membership 
sharing in decision-making, thus miti­
gating the severity of power strug­
gles. 

After the group has made every­
one feel included and has resolved 
the power struggle conflicts, it is 
ready to deal with the affection 
needs which individuals have. Group 
members become aware of each 
other as sentimental beings and not 
just as fillers of organizational roles. 
They genuinely miss members who 
skip a meeting, and they become con­
cerned with the mental and physical 
health of each other. Community­
based organization leadership should 
allow time at formal meetings for 
informal socializing and might 
even schedule social events with no 
business agenda for the sole purpose 
of having fun and enjoying one an­
other as real people. 

Though a successful group satis­
fies the membership needs which 
dominate each of the three develop­
mental phases, the needs never com­
pletely disappear. In mature groups, 
the needs remain in roughly equal 
proportions with no one of them ever 
dominating the group atmosphere. 
Sometimes a sudden influx of new 
members might bring the group back 
to the inclusion phase and might ne­
cessitate going through the control 
and affection phases again. 

Another way of identifying the 
phases groups pass through has beeij 
cleverly provided by one researcher 
who calls the phases "Forming," 
"Storming," "Norming" and "Perform­
ing." These phases parallel the pre­
viously discussed inclusion, control, 
and affection phases. 

FORMING: The group gets to­
gether, agrees there is a need for 
an organization. 

STORMING: Power struggles 
erupt and prevail. The officers 
and committee chairpersons who 
will direct the organization pre­
cipitate from these struggles. 

NORMING: The group decides 



what behavior is appropriate to a 
"good" member, what values 
should guide the group as a whole. 

PERFORMING: The group is 
ready to deal with issues and 
problems and to take actions on 
matters which brought the organi­
zation into being. 
Knowing that all groups go 

through phases of development should 
provide some comfort to community 
leaders who may be easily discour­
aged by the first meeting of the 
group where it looks like a disaster is 
the only possible outcome. A group 
is a living, organic entity. The fact 
that the words "organism" and "or­
ganization" have the same root is no 
mere coincidence. As a living thing, 
a group or organization ripens, ma­
tures. Community leaders must ex­
ercise patience while the group occu­
pies any given phase of development. 
Impatience might frustrate develop­
ment and fixate a group at an imma­
ture phase or destroy it completely. 
Different groups will spend different 
amounts of time in the various phases 
depending on the personality mix 
which the group comprises. Eventu­
ally, however, all groups can be ex­
pected to reach the mature "per­
forming" phase of groupness. 

SEA TING ARRANGEMENT AND 
GROUP GROWTH 

Despite a sincere desire on the 
part of community group leaders to 
share leadership and to attend to the 
inclusion, control, and affection 
needs of group members, there are 
some physical circumstances which 
thwart these desires. For example, 
the seating arrangement chosen by a 
group leader can determine who 
leads, who talks, and who feels in­
cluded or excluded. Recently much 
has been discovered about the effects 
seating arrangements hc,ve on leader­
ship and participation. Figures 2 
and 3 show two opposite sea ting ar­
rangements. The circular arrange­
ment facilitates inclusion and shared 
leadership. People tend to talk a-

cross the circle, and this can deter­
mine who talks to whom, but the 
circle symbolizes equality and unity. 

Row-and-column or theater style 
seating depicted in Figure 3 keeps 
group members apart, establishes a 
single leadership position (up front) 
and may leave many group members 
in the back rows and sides feeling 
left out. People sitting in the front 
and middle tend to talk most to the 
leader and thereby tend also to dom­
inate the discussion and decision 
making of the group. 

Community group leaders should 
provide seating arrangements where 
group members are facing inward. It 
may be necessary to have a circle 
within a circle within a circle, and so 
forth to accommodate a large num­
ber of people. Rows of seats ar­
ranged into rectangles facing inward 
are another way to satisfy inclusion 
needs and to share leadership or in­
fluence over the group's delibera­
tions. 

It is also appropriate to break a 
large group into "buzz groups" and 
"huddle groups" during a meeting to 
help generate feedback in the nature 
of questions and comments. A "buzz 
group" is nothing more than two peo­
ple who are already seated alongside 
each other being allowed to talk 
about what they have heard at the 
meeting thus far. A "huddle group" is 
formed simply by asking anywhere 
from three to six people sitting near 
each other to meet as a small group 
for a while to discuss what they have 
heard thus far. Out of this conversa­
tion in the "buzz group" or discussion 
in the "huddle group" might come a 
brilliant question or comment that 
has already been "field tested" by at 
least one other listener. ·ene of the 
conversational partners or group 
members might now have the courage 
to put his or her question or comment 
to the group at large. These tech­
niques are discussed fully in a lively 
book6on group dynamics and leader­
ship. 
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Figure 2: "Steinzor" Effect 

GROUP SEATED IN A CIRCLE 

• Speaker 
Q Persons least likely to respond 
~ Persons most likely to respond 

SUMMARY 
In summary, this discussion has 

merely scratched the surface of the 
knowledge and skills that are needed 
by community group leaders. Lead­
ing voluntary groups is much more 
difficult than leading paid groups, but 
the nobleness of the former is 
greater than that of the latter, if 
that is any consolation. Strong lead­
ership; anticipating and satisfying 
group needs for inclusion, control, 
and affection; using available sources 
of power; and choosing physical set-. 
tings that make for "groupness" and 
shared decision making are essential 
aspects of successful grassroots com­
munity leadership. The would-be 
community group leader must not 
merely ape his or her industrial and 
governmental counterparts, but must 
apply the leadership and group pro­
cess principles developed there in 
ways that serve the unique setting of 
the voluntary, grassroots organiza­
tion. 
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Figure 3: Row and Column, Classroom, 
"Theater-Style" Seating 
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An Exploration of the Use of Past Presidents 
Within Volunteer Organizations 

and Professional Societies 
Dorothy H. Blanchard 

The new president receives the 
gavel signifying the transfer of power 
and authority. The past president 
walks away to face a new challenge. 
Is there a challenge? Will the result 
of time and resources expended on 
the president be further utilized by 
the organization? What role is ap­
propriate for past presidents? A re­
view of available literature in the 
fields of behavioral science and vol­
unteerism has failed to reveal any 
specific information on this subject. 
Conversations with leaders of na­
tional organizations also indicate 
that the utilization and expertise of 
past presidents of organizations is a 
neglected area of research. 

RESEARCH METHOD 
To collect data for this study a 

questionnaire was developed to so­
licit information from persons in­
volved in volunteer administration 
concerning the use of skills and ex­
pertise of past presidents within spe­
cific organizations. The survey in­
strument sought to identify other ar­
eas of endeavor in which past pres­
idents might participate, specific 
placement procedures whereby past 
presidents automatically assume a 
specific role, if a vehicle should be in 
place for the continued utilization of 
the volunteer president, and the posi­
tive and negative aspects of con­
tinued leadership of past presidents 
within an organization. 

The information which follows is 
the result of sending questionnaires 

to 26 people from New York to Ken­
tucky and throughout Virginia. Six 
presidents from the Virginia Associa­
tion of Hospital Auxiliaries (VAHA), 
American Association of University 
Women (AAUW), and the Society of 
Logistic Engineers (SOLE) were in­
terviewed to collect information con­
cerning their position and long range 
planning for their own skills develop­
ment within their organization. In­
terviews were conducted with four­
teen past presidents representing Gir 1 
Scouts of the USA (GSUSA), V AHA, 
League of Women Voters, Rotary In­
ternational, Virginia Community De­
velopment Society, American Red 
Cross, SOLE, and Junior Women's 
Club. They were able to address the 
questions from the standpoint of 
their most recent involvement with 
their specific organization. Oper­
ational attitudes were obtained 
through interviews with six salaried 
executives of GSUSA and the Mary­
land Commission for Women, and Di­
rectors of Community Services and 
Volunteers at nearby hospitals. Four 
of these respondents were also able 
to relate to the questions as past 
presidents. 

UTILIZATION OF PAST PRESI­
DENTS 

The survey indicated two major 
positions regarding utilization of past 
presidents. First, some organizations 
have a specific placement procedure 
for past presidents. The bylaws state 
that the past president is to serve on 

Dorothy Blanchard is a 52-year-old graduate student at VPI&SU, majoring in 
Adult and Continuing· Education. From 1975-80, she served as president of 
Virginia Skyline Girl Scout Council, with a membership of 18,000 covering 37 
counties. She has served on numerous volunteer boards and presently is vice­
president of the Center for Volunteer Development Advisory ,Council. 
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the board: as an advisor, either with 
or without vote; from one year, until 
the next president is elected; or in­
definitely. Interviews revealed that 
three boards each consist of 23 mem­
bers-at-large plus officers, including 
president, one to four vice-presi­
dents, a secretary, and a treasurer. 
One board has thirteen past presi­
dents with full voting power; the oth­
er two have five and four non-voting 
past presidents sitting on their 
boards. Another organization auto­
matically nominates the past presi­
dent as a member of the nominating 
committee. Six organizations retain 
the past president on the board as an 
advisor, either with or without vote. 
In the other organizations the bylaws 
do not assign the past president to a 
specific office, committee, or task. 

Second, in some of the organ­
izations, the past presidents are not 
encouraged by the structure to con­
tinue serving the organization. It is 
assumed that if the past president 
desires to continue to serve the or­
ganization, he/she will seek out an 
area of special interest and inform 
the appropriate person. Some past 
presidents prefer to slow down and 
return to one of the seemingly less 
stressful roles they enjoyed within 
the organization before assuming the 
presidency. They may be heard to 
say, "now it's someone else's turn." 

APPROPRIATE ROLES FOR PAST 
PRESIDENTS 

The survey respondents had sev­
eral opinions about the roles of past 
presidents. A small percentage be­
lieve that there should be no role at 
all. Some past presidents do not 
want to lead anymore. They really 
want time to relax. Not infre­
quently, some past presidents suffer 
from ''burn out." They have given 
almost all of their time and attention 
to the organization. The more de­
manding it became on their time, the 
more they gave, until the election of 
the new president. It was like run­
ning a race, giving the last spurt of 
energy, passing the finish line, col-
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lapsing and saying, "no more." In this 
case, an organization may retain that 
person by refraining from interrupt­
ing their chosen exile. 

Several reasons were given for 
not retaining the past president as a 
member of the board. One was that 
the past president really wasn't that 
good. A not-so-good president advis­
ing a new president would prove 
harmful to the organization. Another 
reason for not returning the past 
president to the board is that it often 
discourages new membership devel­
opment. Some new presidents take 
time to develop and may produce 
very little for the first six months, 
but during the subsequent period of 
time may achieve a great deal. It is 
sometimes difficult for new people to 
break into the inner circle, which 
may deny growth to the organization. 
Additionally, a domineering past 
president could stifle the creativity 
of the new president. Some people 
have difficulty divorcing themselves 
from former roles as key decision 
makers. If the past president auto­
matically continues to serve on the 
b9ard without a time lapse, some­
times new ideas and personalities are 
unable to emerge and changing direc­
tion may not be possible. So it seems 
most appropriate for a past president 
to be available to answer questions 
and to be invited to a board meeting 
for a specific purpose. 

One past president role which the 
respondents felt strongly about was 
providing support within the organi­
zation. They indicated a number of 
ways that this could be done. Most 
past presidents are able to give con­
tinuity to long range plans, are usual­
ly well trained, and know how and 
when to use their knowledge. They 
have come up through the system, 
know the organization, its policies 
and procedures, history, past prob­
lems, and successes. They can clear­
ly articulate its direction and offer 
other members strength and support. 
They provide broader perspectives 
and can bring distance and objec­
tivity to view situations. They are 



concerned about the organization and 
can help to implement its dreams. 

Some past presidents act as a 
resource not only to the president, 
but to many of the committees and 
task forces. Since they understand 
the organization so well, they find 
satisfaction in being involved as in­
formal leaders and counselors to 
committee chairpeople responsible 
for fund development or public rela­
tions, working on newsletters, acting 
as liaison with the community, being 
a training consultant or member of a 
speakers' bureau, serving on special 
task forces, doing long range planning 
and future development, acting as a 
parliamentarian for an annual meet­
ing, and assuming a senior spokes­
person role. 

A few respondents suggested that 
there be a council of past presidents 
or ambassadors who would serve as 
an advisory committee and could 
speak for organizations and impact 
the community and the voluntary 
sector. They would be an elite, 
knowledgeable group who would be 
able to study the tough problems that 
the organization faces. Acting as a 
senior sta tesperson by being involved 
in the organization allows past presi­
dents to pursue what they can do 
best. Another role which utilizes 
special skills is that of being talent 
scouts for specific organizational 
needs. Past presidents can be valu­
able resources within their com­
munity by helping to plan and develop 
coordinated efforts through their 
contacts with people and other or­
ganizations. 

Appropriate roles for past presi­
dents would also be to serve on dis­
trict, state, and national committees 
as internal relations area repre­
sentatives, serving on resolutions 
committees, working with legislative 
committees, chairing state conven­
tions, and being a trainer in their 
area of special interest. The presi­
dency has been a training ground. 

CONCLUSIONS 
There are different practices for 

utilization of past presidents in var­
ious organizations •. Some groups have 
no form of guidance for past presi­
dents. This easily leads to confusion 
and a loss of talent to the organi­
zation. Many respondents felt that 
an effective volunteer would seek out 
some way to use his/her expertise, 
not necessarily within the organi­
zation where volunteer administra­
tion was learned. Other groups have 
a predetermined slot for past presi­
dents. This could jeopardize the de­
velopment of other volunteers and 
stagnate the organization as well as 
the past president. Preparing and 
training the president for a position 
after the presidency by continuing 
the developmental process of the vol­
unteer appears to be necessary even 
as a president examines the options 
of what happens when the power of 
the office is transferred. The lack of 
literature on this subject indicates 
that nothing is being done to actively 
recruit and utilize past presidents nor 
to document the roles they have as­
sumed. Based on available sources, 
supported by these interviews, the 
expertise of past presidents is not 
being fully utilized. This represents 
an untapped source of volunteer lead­
ership ability. 

These research findings are pre­
liminary in nature due to the limited 
size of the data base. However, 
these findings are considered to be 
significant in view of the few litera­
ture resources in this area. Thus, one 
obvious recommendation is that fur­
ther research should be conducted on 
this subject. 

The following are some questions 
that need to be addressed. What are 
the positive and negative implica­
tions of continuing participation of 
past presidents on boards? Should 
the board structure pe such that 
there is a president-elect? Should 
the first, second, and third vice-pres­
idents assume that they will be suc­
cessive presidents? If so, does that 
inhibit the future growth of the or­
ganization or provide a long-range 
planning network to function more 
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effectively? A circle of influence 
may prohibit more volunteer input, at 
the same time a need for continuity 
in long range plans exists as well. 
How can organizations alert volun­
teers to keep records of their man­
agement performance in the event 
that they need this information for a 
job resume? These are just a few of 
the questions that should be ad­
dressed in the field of volunteer de­
velopment. 

OPTIONS 
There are four options which past 

presidents or organizations that are 
interested in the long range plan of 
volunteer development might con­
sider. These options have implica­
tions for organizations and for their 
respective past presidents, but each 
organization will decide the future of 
the individual depending on its unique 
structure. Various past presidents 
have different goals and so each per­
son will also select the option most 
comfortable to her or him. 

Option I: Reduced Level of Partici­
pation 
A. Past president's choices: 

1. Participate in an exit inter­
view between president and or­
ganization's executives. 

2. Think about returning to a 
more active role in the organiza­
tion after a breather. 

3. Consider ways to utilize spe­
cial leadership skills. 

4. A void taking a volunteer po­
sition just because of having been 
asked. 

5. Avoid taking a position where 
special skills are underutilized. 

B. Implications for the organization: 

1. Recognize that the past pres­
ident may wish to temporarily re­
duce level of participation within 
the organization. 

2. At least twice a year follow 
up to insure that the past presi-

THE JOURNAL OF VOLUNTEER ADMINISTRATION 29 
Fall 1982 

dent does not become lost or al­
ienated from the mainstream of 
the organization. 

Option II: Work Actively Within the 
Organization 
A. Past president's choices: 

1. Have an exit interview with 
new president and executive of 
organization. 

2. Consider making maximum 
use of skills by serving in various 
other leadership roles within the 
organization. 

3. Continue personal growth and 
productivity. 

4. Use expertise to be a spokes­
person and visable advocate for 
the organization. 

B. Implications for the organization: 

1. Avoid keeping the past presi­
dent in roles that prevent the 
organization from growing. 

2. Avoid incestuousness and in­
hibiting of new m~mbers by con­
tinued recycling df past president 
and board members (not letting in 
new ideas). 

Option III: Aspire to More Leader­
ship Development on District, State, 
and National Levels 
A. Past president's choices: 

1. Develop more leadership 
skills on district, state, and na­
tional levels. 

2. Keep abreast of issues, 
trends, program ideas, and human 
and material resources through 
participation in peer networks in­
volving other voluntary organiza­
tions. 

3. Expand participation outside 
the local organization by accept­
ing invitations to participate on 
higher levels within the organi­
zation, in order to continue the 
learning process plus gaining 
peers' recognition. 

4. A void getting discouraged if 



talents aren't recognized by or­
ganization. 

B. Implication for the organization: 
Avoid passing over opportunities to 
nominate people who should be con­
sidered for higher level leadership 
within the organization. 

Option IV: Consider Paid Employ­
ment 
A. Past president's choices: 

1. Learn how to identify em­
ployable skills acquired through 
volunteer experiences and incor­
porate them into a resume. 

2. Use paid employees within 
organization to write recommen­
dations. 

3. Use organization to test out 
skills appropriate for paid em­
ployment opportunities. 

4. Avoid under-selling skills ac­
quired through volunteer work. 

5. A void regarding volunteer 
experience as inferior to paid ex­
perience. 

6. Encourage organization to 
support certified volunteer uni ts 
(CVUs) or other formalized learn­
ing criteria recognized by higher 
education or by employers. 

B. Implication for the organization: 
Respond to the issues above. 

The volunteer who has been a 
president is a valuable resource. 
Care must be taken by an organi­
zation to nurture this dedicated per­
son. 
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Utilization of Volunteer Family Advocates 
in the Emergency Care Unit Waiting Room 

Jacqueline Crocetti, RN, MSN 

Providing physical, emotional, and 
psychosocial care for family mem­
bers who must wait in Emergency 
Care Unit waiting rooms has been a 
formidable challenge for hospital ad­
ministrators and professional staff. 
A busy Emergency Unit means a busy 
family waiting room: a wife seeking 
direction to the admissions office; a 
family of children needing activities 
to keep them occupied while their 
brother receives stitches; an anxious 
husband needing someone to talk to 
while awaiting the report on his 
wife's condition. 

In response to this concern, St. 
Luke's Hospital of Bethlehem, PA has 
sought the .assistance of trained vol­
unteers to help the nursing and medi­
cal staffs meet the needs of families 
who must wait during emergencies. 

The idea of providing care for 
families in the Emergency Care Unit 
(ECU). waiting room was initiated by 
the Ladies' Aid Society--an existing 
volunteer group at the hospital. 
Since other hospitals were already 
utilizing volunteers to assist families 
waiting in operating room areas, it 
was felt that this concept could be 
extended to the ECU room (Moran 
and Sutter, 1979). 

DEFINING THE ROLE 
The role of the volunteer in the 

Emergency Care Unit waiting room 
evolved as a Family Advocate. The 
role of the Family Advocate was 
jointly planned with input from Nurs-

ing Administration, Nursing Inservice 
Education and the Ladies' Aid Soci­
ety. Input from the Director of 
Nursing, the ECU Head Nurse and 
Supervisor, and the central instructor 
from Inservice Education, as well as 
from the officers of the volunteer 
group helped to establish the purpose 
and objectives of the program. This 
cooperative effort also defined 
ground rules such as the limitation of 
the Family Advocate role and the 
hours when the volunteers would 
work. 

The purpose of the Family Advo­
cate volunteer was established in or­
der to assist families experiencing 
the acute crisis of injury or illness 
and possible hospitalization of a fam­
ily member. The planners of the 
Family Advocate program identified 
four main reasons where volunteer 
assistance would be utilized in the 
waiting room: 

1. act as a liaison between pro­
fessional staff and the patient's 
family; 

2. provide a readily available 
listener for the patient's family to 
talk to and listen to their con­
cerns; 

3. entertain children; and 

4. act as a liaison between the 
community and hospital by edu­
cating families regarding hospital 
routines and policies. 

In addition, it was hoped that the 
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Family Advocates would serve as 
"good will ambassadors"--a link be­
tween the community and the hos­
pital emergency unit which is often 
misunderstood in it's attempts to pro­
vide efficient, quality care. Often­
times, the need to serve the most 
seriously ill patient is obvious to the 
staff in the ECU, but is not always 
obvious to the iess seriously ill pa­
tients and their families. Hospital 
administration identified the need for 
such community awareness, and 
hoped that the Family Advocate Vol­
unteers could assist the hospital with 
this task. 

TRAINING 
The basic orientation to the new 

Family Advocate role was planned 
and coordinated by Nursing Inservice 
Education, since the volunteers would 
be working on a Nursing Unit. Objec­
tives of the orientation were to pro­
vide the volunteers with the ability 
to: 

1. demonstrate effective com­
munication skills with adults as 
well as with children; 

2. offer brief explanations of 
the ECU's admission procedure to 
the patient's family; 

3. act as a listener for the pa­
tient's family; 

4. assist the patient's family 
during the acute crisis of hos­
pitalization by creating a com­
fortable, therapeutic climate; and 

5. assist family members exper­
iencing grief and loss. 

The central instructor from inser­
vice coordinated the ten-hour course 
which was planned as five afternoon 
sessions. In order to prepare the 
volunteers for the role of a Family 
Advocate, classes were presented on 
effective communication, hospital 
policies, and the role of the profes­
sional staff in triage nursing. Ad­
ditional information that the volun­
teers received included: a basic 
knowledge of ECU procedures such as 

the admission, transfer, or discharge 
of a patient; patient education ma­
terials; infection control measures; 
risk management guidelines; know­
ledge of the grieving process and its 
application to family I members in the 
ECU waiting room. Information re­
garding special emergency admission 
procedures including the abused 
child, the rape victim, the patient in 
labor, and the patient with multiple 
trauma were reviewed by the central 
instructor as well as hospital staff 
guest speakers. Selected readings 
and tours of the ECU and hospital 
rounded out the orientation. 

Throughout orientation, the role 
of the Family Advocate and its lim­
itations were defined; situations indi­
cating the need for a nurse were 
explained; and the need for a chap­
lain to meet with bereaved parents, 
the need for security to handle a 
hostile visitor, or the need for police 
to meet with an assault victim were 
stressed. Volunteers were instructed 
to seek assistance from the Nursing 
staff whenever necessary. When re­
porting on and off duty or when need­
ing assistance, the volunteer was re­
sponsible to the Head Nurse or 
Charge Nurse of the unit. 

Two groups of volunteers com­
pleted the planned orientation. 
There were twenty volunteers in the 
first orientation group and thirteen 
volunteers in an added, second orien­
tation group. In addition to the di­
dactic portion of orientation, the 
second group.of volunteers received 
on-the-job training with the more ex­
perienced volunteers. Volunteers se­
lected to participate in the initial 
orientation classes had all had pre­
vious volunteer experiences in the 
hospital. 

SCHEDULE AND ACTIVITIES 
Upon completion of the orienta­

tion, and after consideration by the 
ECU Head Nurse, the hours that the 
volunteers would work were selected 
from 11:00 a.m. to 2:00 p.m., and 
from 4:00 p.m. to 7:00 p.m. These 
times seemed to be most busy with 
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incoming patients. The volunteers 
would then also be available to help 
supplement the staff through dinner 
and supper hours. 

Volunteers were allowed either to 
select a partner with whom to work 
or to volunteer alone. All volunteers 
were required to give at least six 
hours of service per month, in order 
to maintain skills and to be sure that 
the established hours were staffed. 

The ECU waiting room at St. 
Luke's Hospital is separate, yet close 
to the patient triage and treatment 
areas. Since beginning the volunteer 
program, the Ladies' Aid Society has 
established a reception desk in the 
waiting room. Communication is 
made possible with the nursing and 
medical staffs by means of an inter­
hospital phone-an important link 
from the patient treatment area to 
the family waiting area. Volunteers 
are encouraged to call the treatment 
area so that they may keep waiting 
families updated on their patient's 
status, treatment regimen, or the 
possibility of being able to see the 
patient. 

The ECU waiting room is quite a 
new place since the advent of Family 
Advocate volunteers: children are 
read to while waiting for a sibling to 
receive treatment; directions on how 
to get about the hospital are provided 
for family members who must admit 
a family member; change is available 
for an important phone call or cup of 
coffee; and a few comforting words 
are offered to the spouse who must 
await test results--all vital services, 
yet difficult for busy nursing and 
medical staffs to provide. In addi­
tion, volunteers have added carpet­
ing, wall hangings, children's furni­
ture, games, books, and magazines to 
the waiting area, making the room 
more home-like and comfortable. 

EVALUATION AND FUTURE PLANS 
Approximately one and a half 

years after the original orientation 
classes were held, a survey was dis­
tributed to the volunteers. Statistics 
were compiled to evaluate such as-
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pects of the program as the volun­
teers' response to their new role, the 
functions of the Family Advocate 
volunteer, suggestions for future ori­
entation classes, as well as opinions 
regarding the continuation of the 
program. 

When tabulated, over thirteen 
hundred volunteer hours had been 
served in the ECU waiting room dur­
ing the eighteen-month period. Vol­
unteers cited listening to family 
members and helping to entertain 
children as the most frequently pro­
vided services given to families. 
Among the many rewarding aspects 
of being a Family Advocate, helping 
to comfort another person topped the 
list. 

At the present time, supported by 
hospital and nursing administration, 
an additional orientation class is be­
ing considered. Several changes are 
being planned based on the family 
Advocate survey as well as on the 
changing needs in the ECU, all in the 
hope of providing quality care for 
families who must wait. These 
changes include: 

Concentrating orientation into 1 
or 2 days. Offering the course over 5 
days caused some difficulties for vol­
unteers who did not want to miss a 
class but who had made a previous 
commitment for one of the orienta­
tion afternoons. 

Accepting volunteers from out­
side the hospital. Several colleges 
are located in the same city as the 
hospital; utilization of students is be­
ing considered. The nature of the 
existing Ladies' Aid Society is also 
changing, which would then allow 
men to serve as Family Advocates. 

Expanding volunteer hours. The 
need to cover more hours is of con­
cern to the patients, their families, 
and the hospital staff. It is hoped 
morning hours as well as change of 
shift hours (2:00 p.m. to 4:00 p.m.) 
might be added. 

Scheduling of volunteers should be 
handled by the Director of Volun­
teers. With an initially small group 
of Family Advocate volunteers, 



scheduling was handled by two of the 
volunteers. However, as more volun­
teers begin to work, the scheduling 
has become more complex. The Di­
rector of Volunteers is someone who 
is at the hospital on a daily basis, and 
would be available to assist with: 1) 
master schedules; 2) scheduling 
changes; and 3) recruiting of new 
Family Advocate volunteers. 

Expanding volunteer responsibili­
ties. Due to the "feast or famine" 
nature of many ECU's, several volun­
teers responded in the survey that 
they would like to have additional 
responsibilities when few family 
members are in the waiting room. 
These activities may include helping 
the unit clerk with such things as 
putting together admission packets. 

Utilizing an information tool to 
be used between hospital and nursing 
staffs and the volunteers. This could 
include monthly meetings to keep all 
persons involved and updated on new 
policies, procedures, changes in vol­
unteer hours, or job responsibilities. 

There are clearly continued chal­
lenges ahead, but the Family Advo­
cate program at St. Luke's is well 
worth the effort. Patient and staff 
needs are met while volunteers are 
challenged and appreciated. 
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Seff.-Help Mutual Aid: 
An Idea Whose Time Has Come Again 

Barrie Alan Peterson, MDiv & CA VS 

The self-help movement is boom­
ing. Widespread attention is being 
given to it and there is much evi­
dence that people are increasingly 
participating in mutual aid groups. 
Glen Evans in The Family Circle 
Guide to Self-Help suggests there are 
500,000 local self-help groups in the 
country. A lot of positive attention 
is being given to the self-help move­
ment in the media. Phil Donahue and 
other talk show hosts have frequent 
guests representing self-help groups 
and many advice columnists refer 
people to the groups. 

The Summer 1981 issue of Volu­
ntary Action Leadership contained a 
letter by Bruce Stokes of Worldwatch 
Institute who estimated that the val­
ue of services contributed by the 
self-help movement was nearly as 
much as the value of services con­
tributed by traditional philanthropic 
volunteers. If this is so, then the 
shape of our profession of volunteer 
administration may undergo drastic 
change. As Ivan Scheier has cau­
tioned, we cannot yet precisely de­
fine ourselves because the people 
have not all gathered. It is time to 
look at these self-help volunteers and 
develop ways volunteer adminis­
trators can connect. 

This paper will examine the self­
help movement, its connection to 

philanthropic volunteerism and ex­
amples of how volunteer administra­
tors in various contexts might re­
spond programatically. 

DEFINING A SELF-HELP GROUP 
The term "self-help mutual aid" is 

most accurate, since popular usage 
links "self-help" to self-improvement 
books and courses or implies solitary, 
self-aggrandizing behavior. Dr. Al­
fred Katz, Professor of Public 
Health at the UCLA Graduate 
School of Health, describes self-help 
groups as similar to any other small 
group: they are people who share 
personal problems. This sharing is 
the heart and soul of the group. Help 
occurs then and there in ·the group. 
Furthermore, a self-help group is 
composed of peers with common 
goals, with any professional role be­
ing minimal and advisory. The group·, 
Katz observes, has shared power, be­
ing democratic and of ten informal. 
Officers and Robert's Rules are not 
usually important, there being "no 
forms and no fees." 

Most groups are totally independ­
ent of agencies, while others have 
been started by them or by other 
professionals. The myth that an 
agency or professionally-provided 
service and a self-help group conflict 
dissolves when we learn that exten-
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sive interaction occurs, including re­
ferrals in both directions. The bene­
fits provided complement each other. 

A wide variety of structures is 
evident. Some groups meet we~kly; 
others monthly. Groups will often 
start out meeting at a member's 
home but as they get larger (or if 
they want to appeal to the public) 
will meet in a house of worship or 
library, or any accessible and inex­
pensive place. The size of groups is 
another variable, ranging from four 
to over 100, with groups over twenty 
arranging opportunities for smaller 
discussion sessions. Groups may be a 
unique, local "home grown" gather­
ing, cautious about publicity. On the 
other hand, some groups are part of a 
well-organized national association. 
To locate a group, one should locally 
contact one of the twenty or so self­
help clearinghouses, a helpline, or an 
information and referral service. 

EXAMPLES OF SELF-HELP GROUPS 
The leading edge of the self-help 

movement is seen in the growth of 
three groups in New Jersey. Parents 
Anonymous (for parents who abuse or 
neglect their children) has grown 
since 1980 from under 10 chapters to 
nearly 30. Also since then, Narcotics 
Anonymous (another group borrowing 
from Alcoholics Anonymous, the 
grandparent of all self-help groups) 
has jumped from 5 to 35 groups. 
Finally, Tough Love (for parents with 
acting-out teens) increased from 3 
groups in the State in early 1981 to 
nearly 20 by mid 1982. The N.J. 
Self-Help Clearinghouse has identi­
fied over 400 different groups in the 
state with some 3,000 local meetings. 

The range of concerns these vol­
untary groups address is as broad as 
that of the agencies in which they 
serve. In the health area are found 
groups such as Mended Hearts, com­
posed of people recuperating from 
heart surgery who meet to help each 
other adjust to their new lifestyles. 
There are numerous general disabili­
ties support groups and special groups 
such as the Agent Orange Victims 

Association, which does advocacy 
work and conducts support groups of 
Vietnam vets who were exposed to 
this chemical and who now suffer 
Delayed Stress Syndrome. 

The area of addiction has Over­
eater's Anonymous and Gambler's 
Anonymous and, of course, Alcoholics 
Anonymous which alone has thou­
sands of meetings. Present as well 
are thousands of Al-Anon groups for 
the family of the alcoholic and Ala­
teen groups for teens whose parents 
are alcoholic. In the mental health 
field, Recovery, Inc., founded in the 
thirties in Chicago, has over 1,000 
chapters across the country for peo­
ple with nervous symptoms. An up­
surge of interest is being felt in 
starting mental patient support 
groups and family of the mentally ill 
groups as the process of deinstitu­
tionalization continues. In the death 
and bereavement area there are 
many widow and widowers groups 
such as THEOS and, for parents who 
have lost a child, The Compassionate 
Friends. 

In the parenting area, besides the 
examples already given, are numer­
ous adoption and stepparenting 
groups. In the category of divorced 
and singles are found many reli­
giously-affiliated support groups with 
rap sessions and recreational activi­
ties. Moreover, the NOW-related 
womens' support groups and the mens' 
groups deal with identity and rela­
tionship issues. 

Finally, some groups do not fit 
into any neat category: Speak Easy, 
for those who stutter and need to 
practice proper speech and get posi­
tive feedback from a group; Little 
People of America, for short-stat­
ured people combating stigmatiza­
tion; and economically-related groups 
such as tenants associations, food co­
operatives and job clubs. 

This overview has covered only a 
few examples of self-help groups. A 
clearer picture of the movement can 
come from discussing common char­
acteristics of the groups. 
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SERVICES OF GROUPS 
Most important of the many ser­

vices offered by a self-help group is 
peer support to help people realize 
they aren't alone in struggling with a 
problem. Advocacy work is some­
times done to insist on member's 
rights, to try to improve local agency 
service, or to implement legislation. 
Third is education of members 
through speakers, publications and 
discussions on various topics at each 
meeting. Education of the public 
occurs via literature and public talks 
about the group's particular life sit­
uation focus, as well as presentations 
to professional bodies. The groups 
have a lot to volunteer in terms of 
what it feels like "to have gone 
through it" and this can be tapped for 
in-service staff. development pro­
grams at agencies. 

Groups often have a 24-hour 
phone network or a newsletter for 
communication between meetings. 
That this can serve as a vital link 
between theory and practice to en­
able people to carry out responsi­
bilities for their treatment is seen in 
the following story. A leader of a 
Juvenile Diabetes group · received a 
call early one morning from a new 
member who was panicked at giving 
his son the necessary insulin shot. 
This father had received training 
from the hospital staff on how to do 
it, but he froze. The group member, 
remembering her feelings when she 
began giving her own child injections, 
was able to calm him and talk him 
through it. This is service money 
can't buy! 

Another form of help is that some 
medical, addiction, and bereavement 
groups will send visitors to help those 
who are currently going through the 
difficult experience. One such pro­
gram will be described later and 
works through the volunteer depart­
ment of a hospital. 

BENEFITS OF GROUPS 
What are the basic contributions 

of self-help groups? First, isolation 
is eased by speaking with others who 
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have been there and can give reassur­
ance. Second, the groups help reach 
the underserved--those who live too 
far away from a population center 
with its agencies or those who are 
resistant for whatever reason to pro­
fessional services. Third, self-help 
groups can supplement diminishing a­
gency services. The cuts are coming 
fast and furiously and self-help 
groups can be utilized by creative 
professionals to assist in many ways. 

Fourth, groups help supply what 
the family once commonly provided. 
Dr. Leonard Borman, Director of the 
Self-Help Institute in Chicago, has 
pointed out that self-help is a posi­
tive response to the breakdown of 
traditional institutions: the extended 
(and now, the nuclear) family; the 
social glue once provided by religious 
and civic groups; and living in one 
place for years. The destruction of 
such natural helping networks has 
eliminated rites of passage, familiar 
role models and neighborliness, while 
commercial, mobile and mass values 
have increased. The consciously-cre­
ated, problem-oriented self-help 
groups are efforts to make new fam­
ilies. 

Another contribution of the 
groups is in taking problems out of 
the closet so they can be addressed. 
People are now saying: "I'm a person, 
I'm me and I'm proud of it. I have my 
rights and my responsibilities. I'm 
not going to be passively taken care 
of nor ignored. I have my problems 
but I also have strengths and together 
we can make it." Both an identity­
pride and normalization process are 
evident. 

Finally, groups offer opportunities 
for people who have gone through a 
difficulty, people who were aided 
successfully by an agency, to give 
something back by being role models 
for others. This is also related to the 
"helper principle." Alan Gartner, Co­
director of the National Self-Help 
Clearinghouse, points out that the 
person who tutors often learns more 
than the student. Thus the veterans 
in a self-help group, by assisting the 



novices to the experience, also help 
themselves by gaining perspective on 
how far they've come and by building 
their self-esteem through assisting 
others. 

Having surveyed the voluntary 
self-help field, let us turn to how vol­
unteer administrators can work 
through a philosophic rationale and 
expand their activities to cooperate 
with these groups. 

RELATING VOLUNTEERISM TO 
SELF-HELP 

Volunteer administrators have al­
ways known of the "emotional pay­
check" received by the volunteer and 
some recently have begun to market 
volunteer "opportunities," stressing 
the various benefits from volunteer­
ing. A few have begun work with 
"transitional volunteers" who are vol­
unteering explicitly in order to aid in 
rehabilitation. Some are even con­
fronted with court-referred "commu­
nity service or restitution" volun­
teers. It is but another step to 
consider how to refer to, help start, 
advise and tap the energy and exper­
tise of self-help groups. 

There is a personal side for volun­
teer administrators to consider, too. 
Each person should think back to any 
direct experience with a self-help 
group. Building on one's own involve­
ment with mutual help, or the in­
volvement of a relative or friend, is 
just as valid a base of expertise as 
anything written in a book or article. 
The personal attraction to a group, 
how and why one became active, etc. 
can guide a director of volunteers in 
understanding how to form a self­
help group around any concern. 

SELF-HELP CAME BEFORE OR­
GANIZED VOLUNTEERISM 

To conceptualize the self-help­
volunteer relationship from a differ­
ent angle, a brief review of the roots 
and development of both is in order. 
By The People--A History of Amer­
icans As Volunteers by Susan Ellis 
and Katherine Noyes, reviews the 
mutual aid patterns of the 18th and 

19th centuries which led to the crea­
tion of our municipal services and 
private non-profit agencies. As these 
institutional responses to the prob­
lems of industrial life grew, profes­
sions emerged. Only within ethnic 
and labor groups did widespread self­
help modes continue. Once Federal 
funds began flowing in earnest to 
social programs during the Depre~­
sion, volunteerism began to be de­
fined by our emerging profession (es­
pecially since World War II) as citi­
zens helping agency p.rofessionals de­
liver services. 

Now, however, we are at the end 
of the period of ever-expanding agen­
cies with their volunteer components. 
Public support for institutional ways 
of solving problems has shrunk and 
we must look again at the self-help 
ways of doing things which had been 
our primary way of meeting human 
needs before, say, our Centennial. 

The change in public policy is not 
simply due to Reaganomics but also 
is based on a realization of the lim­
itations and even of the paternalism 
of some of our social service institu­
tions. Christopher Lasch has written 
of this in The Culture of Narcissism. 

In 1978, the President's Commis­
sion on Mental Health described self­
help groups as an untapped resource 
and urged the creation of new self­
help clearinghouses. The 1979 Sur­
geon General's Report echoed this 
and urged professionals to make more 
use of such groups. In a review of 
the seventies by The New York 
Times, the growth of the self-help 
movement was named as the most 
significant development in behavioral 
science during the decade. In Alvin 
Toffler's book, The Third Wave, he 
describes the new attitude favoring 
people participating--not simply re­
ceiving services or providing ser­
vices--and he coins a new term for it: 
"prosumerism." This well describes 
the trend to become active in meet­
ing one's own needs locally with other 
people who share a common situation 
or problem. 

Even closer to home, Sam Brown, 
then Director of ACTION, made self-
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help the subject of his keynote 
speech at the 1979 AV A-A VB-AV AS 
National Conference on Volunteer­
ism. It was later printed in Volunteer 
Administration as "Self Help: Build­
ing Communities of Competence" 
(Winter, 1979). He applauded the 
healthy development of self-help, 
called it a form of volunteerism and 
charged volunteer administrators to 
begin incorporating it in their work. 
The programs created in response to 
emergencies, to meet perceived hu­
man needs and in an effort to ad­
vance j_ustice were needed, he said, 
and to a large degree helpful, but bit 
by bit the cumulative effect has been 
to strip away from individuals the 
sure sense that they have control or 
responsibility over their lives. 

The self-help movement enables 
people to once again become active 
locally in solving their problems and 
this is the essence of volunteerism. 
A new balance between what in­
dividual citizens do and what the 
government should do is being struck 
by the self-help movement--a bal­
ance which transcends political or 
philosophical labels. There are al­
ready fewer agencies and pro­
fessionals providing services so the 
survivors are searching for ways to 
make more efficient use of their 
time. Working with and through self­
help groups is one avenue by which 
services might be continued. 

On the other hand, simplistic rhe­
toric from Washington about volun­
teerism and self-help substituting for 
decreased services must be chal­
lenged. Frank Riesmann, editor of 
Social Policy magazine, has pointed 
out that the basic Reagan cutbacks 
affect jobs, welfare, housing, food, 
education, day care, services for the 
elderly, etc. He warns that self-help 
groups cannot possibly meet all these 
problems. Self-help groups can, as 
informed advocates, struggle to aid 
related agencies maintain vital ser­
vices by appealing to funding bodies. 

Since Brown's keynote three years 
ago, signs of increasing interest in 
self-help are popping up among vol-
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unteer administrators. The Volunteer 
Leader, the publication of hospital 
volunteer administrators, printed an 
excellent piece in its Fall 1980 issue, 
"Self Help Groups Offer New Service 
Options" by Carol Keenan. A Na­
tional Self-Help Clearinghouse staf­
fer was a resource person at the 
Spring 1981 National Conference on 
Citizen Involvement, while the au­
thor of this article presented a work­
shop on this subject at the October 
1981 AVA-AVB-AVAS National Con­
ference on Volunteerism. Voluntary 
Action Leadership includes in its 
yearly index a category called "Self­
Help," listing articles dealing with 
neighborhood revitalization and anti­
crime groups. The January-March 
1981 Journal of Voluntary Action Re­
search contains a review of a book by 
major self-help author Phyllis Silver­
man. 

With an understanding of the self­
help movement part of volunteerism 
and being motivated to develop con­
structive and cost-efficient new ways 
to foster social services, let us ex­
amine exemplary models within the 
different contexts volunteer adminis­
trators work. 

SELF-HELP GROUP PROMOTION 
BY CIVIC AND RELIGIOUS GROUPS 

The Essex County, New Jersey 
Section of the National Council of 
Jewish Women strives to blend needs 
and skills of volunteers from their 
4,400 members with unmet com­
munity needs. After consultation 
with the N.J. Self-Help Clearing­
house, Project GRO (Groups Reach­
ing Out) was launched in 1981. Wom­
en were recruited and trained based 
on their having been through keylife 
experiences which needs assessment 
revealed as problematic for area 
women. Peer support groups are now 
facilitated by these volunteers a­
round various issues: Women With 
Small Children, Women With Aging 
Parents, Women Going Through Di­
vorce, Widows, Adoptive Mothers, 
and other concerns as interest arises. 
Blanche Dorman, Volunteer Director, 
helps screen potential facilitators a-



long with handling potential volun­
teers for other Council volunteer 
projects. She reports an extremely 
high caliber of women coming for­
ward to share their own personal ex­
periences and also that Project GRO 
has stimulated in---reased volunteering 
on behalf of other projects. 

Other service groups convene sup­
port groups. The National Council of 
Negro Women has a project to get 
Debtors' Anonymous groups going for 
people who have budget planning and 
credit card problems. One Junior 
League chapter in New Jersey 
started Chemocare, a peer counseling 
service for cancer patients; another 
is planning a group of parents suffer­
ing fetal and stillborn deaths of in­
fants. 

Religious organizations are the 
most popular sites for all self-help 
group meetings and are involved in 
other ways. The Lutheran Social 
Services Committee in North Dakota 
invites parishioners to volunteer their 
availability to speak with other peo­
ple about crucial life experiences in a 
program called Friends. Over a doz­
en groups have emerged from these 
pairings. Singles or widow/widower 
groups are commonly sponsored by 
congregations of all faiths. Just as 
religious organizations have begun u­
tilizing volunteer administration 
techniques, so volunteer administra­
tors may be able to learn from them 
how to weave together self-help and 
traditional volunteerism. 

HOSPITAL 
GRAMS 
ENERGY 

VOLUNTEER PRO-
TAPPING SELF-HELP 

Volunteer Directors can utilize 
local self-help groups as sources of 
specialized or "like kind" volunteers. 
As the DVS at a psychiatric hospital 
a few years ago, the author brought 
in members of Recovery, Inc. and 
Overeater's Anonymous to present 
monthly educational programs for pa­
tients. Since patient education was a 
nursing function, members' hours 
were logged as nursing volunteers, 
yet they were not put through orien­
tation or required to wear jackets. 

The DYS announced the programs at 
morning staff meetings, put up post­
ers and occasionally observed the 
meetings. Group reps passed out lists 
of local meetings so patients could 
get involved once they went home. 

At Newark Beth-Israel Hospital, 
DVS Sonia Brody initiated a program 
whereby members of Open Heart (re­
covering heart patients) formed a 
visitation committee. These visitors 
are trained and come in daily to see 
pre-operative patients, doing what no 
one else could so effectively--reas­
suring the patient by their presence 
and encouragement. 

Another way a DVS could interact 
with self-help groups is by being a 
liaison to or starter of a group. 
Nancy McBain at Abington Memorial 
Hospital in Pennsylvania has devel­
oped these roles with both an ostomy 
and a stroke club and a chapter of 
Make Today Count (for people with 
life-threatening illness and their 
families). An administrator of the 
hospital is pleased with her connec­
tion to these groups because patients 
can thereby be referred more easily 
and the hospital welcomes commu­
nity groups to use its facilities. Sim­
ilar roles are played by both the DYS 
and the Auxiliary of Parkway General 
Hospital in North Miami Beach re­
garding cancer patients, people with 
pacemakers, lung disease, arthritis 
and heart problems. 

The most common hospital in­
volvement with self-help groups is in 
the cancer area, with nurses leading 
the way. The DVS, however, is in a 
unique position to be able both to 
suggest community resources at the 
appropriate point to aid in a patient's 
emotional adjustment, and to channel 
the grateful recovered patient's ener­
gies into assisting in humanizing the 
curing of others. 

VOLUNTEER BUREAUS AND VACS 
Volunteer recruitment agencies-­

especially those with an information 
and referral component--can develop 
into local self-help clearinghouses. 
The VAC of Northeast Pennsylvania 
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in Scranton, for example, received 
grants in early 1982 to hire two staff 
to identify local self-help groups and 
to train professionals in working with 
these groups. 

Clearly the opportunity exists for 
the creative volunteer-promoting or­
ganization to shape new approaches 
to apply personnel resources to help 
solve problems. This is their man­
date. VACs can work more exten­
sively with "like kind" volunteers by 
encouraging volunteer directors to 
create job descriptions based on vol­
unteers sharing what they've been 
through. Another option is inviting 
representatives from self-help groups 
to workshops and meetings of volun­
teer administrators. 

OTHER CONTEXTS FOR CONNECT­
ING VOLUNTEERS AND SELF-HELP 

The volunteers who work one-to­
one with clients of mental health 
agencies as Community Companions 
or out of elderly service centers· as 
Friendly Visitors can be equipped to 
help natural leaders convene support 
groups, or to establish phone chains. 

The traditional concerns of health 
foundations have been raising money 
to eliminate the illness and to edu­
cate the public. The need for patient 
services is an increasing priority and 
some foundations are encouraging 
self-help groups for both patients and 
family. 

A support group for single parents 
is a natural offshoot of running a big 
brother /big sister-type program. 

Volunteer administrators working 
with neighborhood, anti-crime, eco­
nomic development and co-op groups 
are already taking a self-help ap­
proach. Sufficient stress needs to be 
given to the emotional support as­
pect, however, since advocacy ef­
forts often take the spotlight. 

Volunteer administrators are of­
ten involved with the personal lives 
of volunteers and sometimes do coun­
seling. Referrals to self-help groups 
can be made as part of the response 
to volunteers' needs. 

Finally, DOVIAs and local AV A 
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groups could become more of a self­
help forum for giving and receiving 
personal and professional support. As 
volunteer administrators are often 
isolated at the agency, with no one 
else doing what they do, mutual sup­
port is needed to prevent burnout. 

SUMMARY 
The decrease in public support for 

agency methods of delivering human 
services presents an enormous chal­
lenge to volunteer administrators. 
To the extent volunteer programs are 
tied to professional-intensive insti­
tutions, they will be asked to do more 
with less staff, budgets and time of 
supervisors. 

But to the degree volunteer ad­
ministrators can broaden their per­
spectives and assertively and cre­
atively connect with the self-help 
movement, all kinds of new avenues 
of volunteer service and sources for 
agency revitalization will open up. 
The result will be true teamwork, 
facilitated by volunteer administra­
tors, between professionals and self­
helpers--teamwork whose first gener­
ation of leaders will lay the founda­
tion for social policy for years to 
come. 



We the People, Inc.­
Teenagers Serving Their Community 

Kathy Litwack 

Editor's Note: During "Volunteer 
Venture," Ohio's state volunteerism 
conference held this year in Akron in 
May, participants were treated to an 
evening of entertainment by a special 
group of young people performing un­
der the name "We the People." WTP 
had been invited to perform not only 
because of its bouncy show, but also 
because WT P members are all volun­
teers on behalf of many community 
service projects. THE JOURNAL OF 
VOLUNTEER ADMINISTRATION 
asked the group to write an article, 
sharing WTP's history and present 
structure with our readers. Their 
submission follows. It should broaden 
some concepts about the role of 
teenagers not only in volunteer ser­
vice, but also in decision making. 

This article also introduces a new, 
periodic feature of THE JOU RN AL 
OF VOLUNTEER ADMINISTRATION: 
a forum for volunteers themselves to 
present ideas to those leading volun­
teer efforts. 

We The People, Inc. is a musical 
and community action group of young 
adults from the Kent-Stow area of 
Northeastern Ohio. Our per­
formances and our community action 
projects are our "raison d'etre," so to 
speak, but the backbone of the group 
is the variety of people who have 
come together to share the ideals and 
beliefs of We The People. The mem­
bers of the group are dedicated, 
hard-working and united to spread 

the messages of brotherhood, positive 
involvement, peace and love. 

I have yet to find any other or­
ganization that even comes close to 
We The People's levels of acceptance 
and tolerance and honesty. It is 
indeed a unique group. 

HISTORY 
The history of We The People 

(WTP) begins in the early spring of 
1968. The Kent Kiwanis contacted 
the local high school, Kent Roosevelt 
High, and offered to sponsor sending 
a group of students to see an "Up 
With People" show in Cleveland. "Up 
With People" is a national movement 
whose original purpose was to express 
concern and hope for this country and 
its citizens through songs, and to 
inspire the formation of local casts 
all over the country. Ms. Leslie 
Hudak, a teacher at Roosevelt, vol­
unteered to take a group of students 
up to Cleveland for the performance. 
After seeing "Up With People" per­
form, the Kent students who at­
tended decided to start their own 
group with Ms. Hudak as the advisor. 

In May, 1968, "Sing-Out Kent" 
was officially organized. The mem­
bers began learning the songs and 
choreography of "Up with People." 
After a year or so, however, the 
members of Sing-Out Kent found that 
some of the "Up With People" songs, 
although musically entertaining, did 
not communicate the personal con­
cerns which the group felt. They 
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She received her Master of Arts in Telecommunications from Kent State 
University and her Bachelor of Arts in Radio, Television and Film from the 
University of Michigan. 

42 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Fall 1982 . 



wanted their audiences to think about 
specific problems which faced the 
world. Part of this was solved by 
singing songs writ ten by profession­
als. The other means was to look to 
their own members for new, original 
songs which would satisfactorily ex­
press the sentiments of the group. 
Members of Sing-Out Kent began 
writing songs on topics such as ecol­
ogy, brotherhood, positive involve­
ment, drugs, mental retardation, 
friendship/family life, peace and the 
treatment of the elderly. These 
songs conveyed a more personal and 
direct message to their audiences. 

In the winter of 1971, "Up With 
People" notified all local Sing-Outs 
like Sing-Out Kent that they could no 
longer continue their affiliation and 
support of the local Sing-Outs due to 
financial difficulties. The members 
of Sing-Out Kent decided to discon­
tinue their association with "Up With 
People" totally. This whole change 
involved a new name for the group 
which is now "We The People." 

WTP is a non-profit interfaith or­
ganization. There are currently ap­
proximately 50 members in the 
group. The requirements for joining 
are that a person be fourteen or out 
of the eighth grade. People of any 
race, religion or background are eli­
gible to join. A person does not have 
to be able to sing or dance, just be­
lieve in the ideals of WTP. These 
ideals are reflected in our songs and 
community projects. 

COMMUNITY PROJECTS 
Our community projects range 

from visiting the elderly to devoting 
time to our communities to working 
with children. Over the years we 
have been involved as volunteers in 
many different types of projects, 
such as painting the Summit County 
(Ohio) Home for the Blind, collecting 
food baskets at Thanksgiving, holding 
benefit shows for various organiza­
tions like the American Cancer Soci­
ety, the Big Brothers/Sisters program 
and the MERCY (Mental Retardation 
Concerns You) Committee;- as well as 
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singmg at the Special Olympics. 
One of our major projects began 

in 1970 and it is known as our Child­
ren's Summer Project (CSP). This 
project is in its thirteenth year this 
summer and is one of our most suc­
cessful. A chairperson is elected 
early in the year and coordinates 
CSP. Approximately 10-15 children 
from the Portage County (Ohio) area 
schools are selected to participate in 
this project. Every Wednesday during 
the summer, the children are paired 
up with a WTP member and are taken 
to various places such as a zoo, an 
amusement park, a bowling alley, and 
swimming. The day lasts from 9:30 
to 3:00 and there is no charge to the 
child or his/her family. WTP pro­
vides food and transportation and a 
chance for unique relationships to de­
velop. 

Our community involvement grew 
when, in 1971, we began monthly 
visits to the Kentway Retirement 
Center in Kent. At first, everyone 
played cards and games and sang oc­
casionally. Now we sing at Kentway 
every other month and join the resi­
dents after each show for refresh­
ments and socializing. In 1981, we 
began singing at the newly-opened 
Tower 43 Retirement Center, also 
located in Kent. We alternate be­
tween the two centers and find that 
the elderly are among our most ac­
cepting audiences. 

In November 1974, we began our 
most ambitious undertaking. We be­
gan publishing a children's magazine 
called Smiling Faces. This magazine 
is written and assembled by the 
members of the group. It is sent out 
during the school year to over 1500 
children in Portage County and is 
free of charge. These children are 
home-bound, learning disabled or 
mentally retarded. Smiling Faces in­
cludes puzzles, games, crafts, jokes 
and a personal greeting from 
"Smiley." It is another of our most 
successful projects. 

We make ourselves available to 
the community at all times and re­
cently helped plant flowers and do 



weeding at the city parks for the city 
Environmental Council. Many of the 
individual members recycle cans, 
newspapers and plastic at the Kent 
Recycling Center. And every year, 
the group goes holiday carolling to 
shut-ins, friends and neighbors. 

Our shows are also a way we 
express our beliefs. With most of our 
songs b_eing original music written by 
past and present members of the 
group, we are able to share our con­
cerns with many varied audiences. 
We sing at churches, festivals, din­
ners, nursing homes, camps, schools, 
etc. Our costumes are made by each 
member and are either yellow or red. 
Each girl chooses one of these colors 
for her dress and wears black shoes. 
The boys have either a yellow or red 
shirt and black pants. Our costumes 
change periodically and are chosen by 
a group vote. 

When we are contacted to do a 
show, we discuss it at our weekly 
Sunday night practices. As Public 
Relations Chairperson, I am respon­
sible for organizing the show details. 
A simple majority vote is taken to 
determine whether or not we will 
accept the show. We try to limit our 
shows to about one per week, but 
sometimes, especially in the summer, 
we have many more engagements. 

In addition to our songs, we also 
use what we call "Speak-Outs" in 
these shows. Speak-Outs let us share 
our messages by talking to the au­
dience and introducing the songs. 
They are also written by group mem­
bers. 

Every year (or nearly every year) 
we put on what we call our Big Show. 
In 1982, our Big Show was entitled 
,"Pyramids" and was held on March 12 
and 13. Months of planning goes into 
~hese productions and everyone's help 
1s necessary to ensure a successful 
show. These shows are open to the 
public and give us a chance to share 
our new music, messages and chore­
ography with our parents, friends, 
sponsors and supporters. 

ORGANIZATIONAL STRUCTURE 
We The People's officer structure 

is very simple yet highly effective. 
All of the officers are elected on a 
yearly basis, by the members, for a 
one-year term. The advisor is the 
only officer required to be over 21 • 
all other officers can be any age: 
Any member can run for any off ice 
depending on his or her individuai 
interests. 

The advisor oversees every aspect 
of the group with the assistance of 
four elected trustees who are adult 
non-members. Under the advisor are 
the three major of fices: president 
d . ' 1rector and community action chair-
person. These three people oversee 
all the eighteen other offices. Each 
office has a written description of 
the duties of that office and each 
person is expected to fulfill those 
duties. 

At our Sunday night practices, we 
have a business meeting every week 
to vote on shows, make announce­
ments, conduct business and discuss 
any problems. During the week on 
Tuesday evenings, we have our offi­
cial business meetings. These are 
called Action Councils, at which all 
of the officers give reports about 
their offices, decisions are made re­
garding policies and recommenda­
tions are decided upon. The Action 
Councils meet at a different mem­
ber's house each week and are the 
most effective way to get business 
details ironed out. 

We also publish a monthly news­
letter called "The People's Express" 
that goes to members, parents and 
sponsors to keep them informed of 
our activities. 

Every July, the members of the 
group get together for their annual 
Retreat weekend. Since 1968 we 
have been going back to the ;ame 
place: Camp Muskingum in Carroll­
ton, Ohio. During that weekend we 
elect our officers for the upco:iiing 
year, hold discussions on where the 
group has been and where it is going, 
get to know each other better share 
our feelings about each oth~r, and 

44 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Fall 1982 



strengthen our ties to We The People. 
~any members consider this weekend 
to be the highlight of the We The 
People year. The group elects a 
chairperson in May and that person 
oversees the planning of Retreat. 

A unique aspect of- our Retreat is 
the last activity held on Sunday af­
ternoon. We call it our "Final Circle" 
and every member of the group is 
given a chance. to share any feelings 
they may have about themselves, the 
other members, the group or anything 
at all. It is a very special time for 
everyone. 

WTP is a non-profit organization 
that financially supports itself by do­
nations. These donations partially 
come from community sponsors and 
patrons. Sponsors can be any busi­
ness or individual who donates $25.00 
or more, on a yearly basis, to WTP. 
Patrons generally donate time or ser­
vices to the group. Currently there 
are 35 sponsors and eight patrons. 
WTP also receives money through our 
shows. Being non-profit, we do not 
charge a fee to perform. We do 
accept donations, though, and usually 
receive $25.00 from our audiences. 

IMPORTANCE TO MEMBERS 
WTP's uniqueness stems from the 

people who make up the group. We 
range in age from 14 to 35. We are 
high school students, college stu­
dents, working adults. We all support 
WTP's ideals and beliefs. All of our 
projects and shows could not be ac­
complished if it were not for the 
dedication of the members. We have 
all learned to work together, grow 
together, learn together. WTP's 
openness and ultimate acceptance of 
people with varied backgrounds and 
personality are two of the many 
things that draw people to the group. 

I have been a member for seven 
and a half years. Many of those 
years, I was only a part-time member 
since I was away at college. I always 
knew, however, that WTP and the 
people in it would be there whenever 
I returned. Holding the office of 
Public Relations over the past year 
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has been exciting, challenging, frus­
trating, rewarding and a learning ex­
perience. I am so grateful for the 
things I've learned from WTP: re­
sponsibility, leadership, cooperation, 
acceptance. WTP will always be a 
part of me and I will carry its ideals 
with me wherever I go. 

Here are some other current 
members' feelings about WTP: 

Dave Gri iths 1981-82 Director: 
I have been involved in WT P or 
over 3-l years. During that time, 
I have had the opportunity to 
learn about how it is to be truly 
responsible. I have held four of­
f ices in that time and have grown 
with each one. As I became more 
involved in the group, it became 
easier to give more of my time. I 
think it was because the more 
work and time I put into the 
group, the more I felt like I was 
accomplishing something; and I 
was doing it on an adult level. I 
was responsible for my actions. I 
had room to try new things, learn­
ing from my mistakes, develop my 
own creativity and learn my lim­
itations. The level of personal 
development, positive comments 
and constructive criticism cannot 
be matched by any other organi­
zation that is honest with itself. 
Not everything is perfect by far, 
but at least we admit it. 

Lauri Litwack, 1981-82 President: 
Throughout my 7 l years in WT P, 
Pve been involved in different ca­
pacities ranging from a general 
member to the choreography 
committee to president. The 
group has helped me to grow emo­
tionally and my experiences have 
been invaluable. Pve learned to 
deal with many types of people, 
organizational skills, responsibil­
ity and patience. The community 
projects we do are good for all of 
us to give us a. sense of helping 
and caring for others. Because of 
our projects, we are continually 
learning and growing--giving of 
ourselves. 



Jon Darrah, 1981-82 Speak-Outs 
Chairperson: WT P is a very 
unique group, bound together by 
love and caring. I joined the 
group as a high school freshman 
and Pm now a senior. Throughout 
my time in WT P, it has helped me 
angle my thoughts toward school, 
Pve been able to communicate 
better and Pve developed a sense 
of understanding. WTP has helped 
me express myself, and has helped 
me learn more about myself. 
WTP helped me find me. When 
one joins WT P, it may not be 
forever, it rarely is. But one 
learns of himself and shares that 
with others. The cycle goes on 
forever. 

Teri Evans, 1981-82 Assistant 
Choreographer: WTP not only 
sings about important issues but 
does something about it. I have 
helped myself by helping others. I 
have become aware of changes in 
the world that I can make. The 
idealism of youth has found fer­
tile soil in WTP and has grown 
into a productive use of that 
idealism. WT P has also shown me 
how to care about people on a 
more personal level. Other mem­
bers can call each other "friends" 
and mean it. We have worked 
together, played together, cried 
together, shared our feelings, and 
made new friends. I feel good 
that I can share my talents with 
others, and others can share 
theirs with me. 

As you can see, WTP members 
recognize the potential of the group. 
Each member learns and grows at his 
or her own rate. .They are encour­
aged to express their opinions and 
contribute to the group's decisions. 

WTP's future is, of course, un­
known. Based on our fourteen year 
history, I feel that WTP will be a­
round for a long,long time. It has had 
its good times and its bad, its up 
moments and its down, but it has 
survived all. Many people have pass­
ed through WTP and many more will. 

One thing is for sure: no matter 
what happens to WTP, its impact on 
people's lives will never be forgotten. 
Each member will carry what they 
have learned and spread the message 
to other people. 

One of the songs we perform is 
called "Building Together" and it 
says: "We can build together, one 
step at a time." WTP has been 
building for fourteen years and we 
hope to continue to work, learn, love, 
share, grow and build together for 
many years to come. 
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The Use of Management Information Systems 
in Volunteer Program Management 

Robert Sigler, PhD and John G. McNutt, ACSW 

Management information systems 
are effective tools which can be used 
by the managers of volunteer pro­
grams to increase the effectiveness 
and efficiency of their operation. 
Most managers see management in­
formation systems as complex auto­
mated processes requiring substantial 
allocation of resources and sophisti­
cation of staff. But management 
information systems and their use are 
more a matter of orientation than a 
matter of complexity. In essence, 
"management information" refers to 
the systematic collection, storage 
and analysis of data which can be 
used by managers to make effective 
decisions in the maintenance and 
modification of their programs. The 
collection of data can be by hand, the 
storage of data can be made on mim­
eographed summary sheets, and the 
analysis of data can involve the com­
putation of simple totals and per­
centages. If the information is sys­
tematically and continuously col­
lected, the most basic of information 
provides the manager of the smallest 
program with fact rather than belief 
as a basis for making management 
decisions. A recent development, 
however, has been the availability of 
micro-computer technology. These 
small, relatively inexpensive units 
can bring the cost of automated man-

agement information systems within 
the reach of many smaller programs 
(Taylor, 1981). Management infor­
mation systems can range from com­
plex computer based systems to basic 
hard copy systems. 

The information developed by a 
management information system can 
have serious consequences. The fact 
that information developed through 
the use of these techniques is used to 
make decisions which alter programs 
and which affect human lives man­
dates the application of the most 
rigorous criteria in the data gather­
ing process. The standards applied in 
each stage of the project must be as 
high as that applied in theoretical 
research projects. It should be noted 
that the procedures for gathering and 
analyzing information are or should 
be the same regardless of the appli­
cation of the data gathered. 

MANAGEMENT INFORMATION SYS­
TEMS 

A management information sys­
tem is a process in which information 
is gathered on a regular and routine 
basis for the purpose of monitoring 
the operation of a program; providing 
a data base for making decisions about 
the allocation of resources and modi­
fication of program components; and 
making cost assessments, cost-out-
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come assessments, or outcome as­
sessments (Washington, 1980). An 
effective management information 
system becomes the basis for de­
cision-making in both daily opera­
tions and long range planning. In the 
loose sense of the concept, manage­
ment information refers to all of the 
decision-relevant information a pro­
gram coordinator needs to manage 
effectively any operation or program. 

While management information 
systems have existed in the private 
sector for many years, public agen­
cies and volunteer programs are in 
the early stages of the development 
and implementation of these pro­
grams. As is the case in evaluation 
research, the need for accountability 
has facilitated the adoption of man­
agement information systems. Public 
and private nonprofit agencies are 
expected to operate in an effective, 
rational, well-planned manner. Pub­
lic dissatisfaction with the level of 
performance in public agencies has 
encouraged the development of ef­
fective information systems for both 
increasing the efficiency and eff ec­
tiveness of program operations, and 
for rationalization of the decision­
making process in the public policy 
setting (Perlmutter and Slavin, 1980). 
This need has produced techniques 
such as "zero-base budgeting," Pro­
gram Planning and Budgetary System 
(PPBS), and Goal-Oriented Social 
Services (GOSS). Because this pro­
cess is located in a political-survival 
context, the pressure to obtain the 
"right" information is often strong 
(Weiss, 1972). For this reason, extra­
ordinary care must be taken to pro­
tect the quality of the data gathered 
to insure objective, unbiased mea­
surements. 

From a measurement perspective, 
there are two different tasks in most 
management information systems. 
The first task is the measurement of 
goal accomplishment or outcome. 
The second is the measurement of 
specific aspects of program opera­
tions. 

The goal assessment or outcome 

measurement component of the man­
agement information system is simi­
lar to the implementation of an eval­
uation research project on a continu­
ous basis. Many evaluation research 
projects are one-shot approaches to 
the development of information. The 
volunteer program is evaluated at 
one time, producing information a­
bout the effectiveness of the pro­
gram at that time. In management 
information systems, which are de­
signed to measure goal accomplish­
ment or outcomes, the measurements 
are a part of the routine procedures 
and can be summarized at regular 
intervals, providing a relatively con­
tinuous assessment of volunteer pro­
gram "success" as measured by the 
specific outcomes targeted for mea­
surement. 

The measurement of specific pro­
gram maintenance or routine opera­
tions is usually the primary process in 
management information systems. 
The volunteer program is defined in 
terms of the processes which occur 
as the program functions and/or 
achieves goals. A measurement is 
designed for each of the processes 
which monitors the rate, and in some 
cases, the quality of the action which 
is occurring during the process. One 
example of this type of operation 
would be accounting processes. This 
information is summarized at regular 
intervals and is used to guide de­
cisions about each process in terms 
of other processes and the overall 
operations of the program. In other 
instances, the management informa­
tion is designed to operate with some 
degree of autonomy. That is, speci­
fic "triggers" are established for the 
various measures. When the rate of 
activity increases or falls to the trig­
ger point, the operation of the pro­
cess is adjusted. In this sense, man­
agement information systems have 
developed from cybernetic and basic 
feedback system theory. · · 

MANAGEMENT FEEDBACK PRO­
CESSES 

The concepts of management 

48 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Fall 1982 



feedback processes can be traced to 
general systems theory and to the 
basic cybernetics feedback model. 
There are three basic components: a 
receptor, a controller, and an ef­
fector. The receptor monitors the 
fluctuation in a variable or variables. 
When the fluctuations exceed speci­
fic levels the controller is signaled. 
The controller then activates an ef­
fector which intervenes until the sys­
tem is in balance or within the par­
ameters set for the receptor (Wiener, 
1965). 

Feedback operates in two ways. 
In a negative feedback system the 
level of activity is reduced. In volun­
teer programs, the number of clients 
or tasks accepted is determined by 
the available person power. As the 
pool of available volunteers is ex­
hausted, the number of new clients or 
tasks accepted by the program is 
decreased. Agencies receiving ser­
vices from the volunteer program 
would be advised to seek additional 
resources in accomplishing their 
tasks. 

In positive feedback the output in 
the process is increased. In the case 
of matching available volunteers with 
client or task needs, control of pro­
duction is just one alternative. The 
response could be an increase in re­
cruitment efforts and expansion of 
the volunteer program to meet in­
creasing needs for services. 

It is possible to use both positive 
and negative feedback components in 
the same management information 
system and in the same process. 
That is, the volunteer program could 
control the rising level of services to 
be delivered through careful review 
of present capability while increasing 
recruitment efforts and planning for 
future growth. In a fairly stable need 
situation, the increase or decrease in 
recruitment efforts could be tied to 
increase and decrease in the size of 
the available pool of volunteers ready 
for assignment, and in the screening 
and training components of volunteer 
preparations. 

Maintenance components can be 
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automatic or can provide information 
for administrators to use in managing 
agencies or programs. In automatic 
systems, the information is generated 
and assessed by machines or by a 
human operator. Guidelines have 
been established for most conceiv­
able contingencies. Specific re­
sponses ranging from no action to 
minor changes, or referral to man­
agement for further consideration 
are defined and are implemented. If 
the contingencies are within the 
group of contingencies for which re­
sponses have been established, the 
response is automatic in that it is 
made without further evaluation of 
the facts or circumstances in the 
situation. When no specific response 
has been defined, management is 
alerted with additional information 
or clarification sought followed by a 
specific appropriate response. Extra­
ordinary care should be taken in the 
development of a system with auto­
matic components to avoid the em­
barrassment which is created when 
the system works improperly. When 
the responses of the volunteer pro­
gram staff or volunteers are not 
monitored, errors can become signifi­
cant before they are noticed. It is 
also best to provide for regular moni­
toring of program operations to in­
sure continuous smooth performance. 

Most volunteer program informa­
tion systems are not automatic. 
Most volunteer programs need to 
maintain the maximum amount of 
flexibility in response. Volunteer 
program management information 
systems tend to be reflective rather 
than reactive. The system develops 
information which is summarized on 
a regular basis for managers. Volun­
teer program managers evaluate the 
information and develop a response 
or intervention if a response is war­
ranted. In this approach, con­
tingencies and responses are not pre­
defined. There are usually triggers 
or response thresholds in the system, 
but when the threshold is reached, 
the manager is notified that a situa­
tion requiring an intervention exists. 



The manager reviews the situation, 
then develops and implements a re­
sponse. 

DESIGNING A MANAGEMENT IN­
FORMATION SYSTEM 

In designing a management infor­
mation system, the basic tools of 
measurement and design characteris­
tic of research are used. Thus any of 
the basic techniques and approaches 
described in texts focusing on social 
science research can be used in the 
design. 
Staff Involvement 

The human factor in system de­
sign must be considered in systems 
development. It must be remem­
bered that people will contribute the 
data, run the system and make use of 
the information the system develops. 
Their involvement, therefore, is crit­
ical. 

The management of the volunteer 
program must, of necessity, be in­
volved in the development of the 
management information system. 
Management makes crucial decisions 
and so the information developed by 
a management information system 
must be relevant to the decisions to 
be made. As Senn (1978: 17) notes: 
"The primary emphasis of Manage­
ment Information System is that of 
providing decision support to man­
agement •••• " Chapman (1976:11) 
states that: "Nothing can extinguish 
a Management Information System 
quicker than the fact that its reports 
are not used to make a difference in 
resource allocation." The manager, 
then, must participate, so that he or 
she can specify the information 
he/she needs, and develop a support­
ive attitude toward the management 
information system and its products. 
Senn (1978:38) states that "successful 
management information system ef­
forts require the direct involvement 
and participation of the managers 
who will use the system." 

Staff must also be involved in the 
system design process. Chapman 
(197 6: 11) observes that "the agency's 
staff should participate in the design 

process. Not only is this essential for 
the system to be acceptable to the 
people who must work with it, but 
personnel at all levels have useful 
contributions to make." Systems de­
signed in the abstract may be un­
workable in the field. The man­
agement information system designer 
may have insufficient or inappropri­
ate understanding of the task en­
vironment. Early involvement by ac­
tual users can prevent this problem. 

Acceptance of the system is also 
critical. If a system is not accepted 
by the volunteers and paid staff, they 
may not furnish accurate information 
or any information. Social scientists 
(Rothman, 1974; Burke, 1979) have 
found that people are more likely to 
support plans that they have been 
involved in formulating. 

Taylor (1980:29) notes: "The 
computer always threatens to disrupt 
the power balance within an organi­
zation." This can be a serious prob­
lem. We cannot expect staff to fur­
nish needed data if they perceive it 
as a weapon to be used against them. 
Taylor (1981:29) goes on to say that 
"the trick is to design the informa­
tion system so that balance of power 
is not disrupted. This requires that 
all levels of staff have a chance to 
reflect on the system's implications 
for themselves and for their work."· 
Regardless of program size, paid and 
nonpaid staff with management re­
sponsibilities should be involved- in 
the development of the management 
information system. 
Designing a System 

The first step in the development 
of a management information system 
is the identification of the goals or 
anticipated outcomes of the volun­
teer program. In most cases, this is a 
fairly straightforward process. The 
goals or outcomes are fairly visible 
and only need to be clearly defined. 
In some volunteer programs, how­
ever, the goals and products are not 
easily identified or defined. In many 
cases the goal is the maintenance of 
a particular process. Thus, the goals 
of a program which provides guides 
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for the local museum include: pro­
viding information; conducting tours; 
explaining special exhibits; and oper­
ating information slide shows. These 
goals can be identified and defined 
for the management information sys­
tem with some attention to charac­
teristics of the process as a part of 
the goal. Thus, in the sample mu­
seum program, the amount of time 
required to provide a guide or per­
haps the number of tours conducted 
or percentage of visitors served be­
comes a part of the goal statement. 

Once the goals have been identi­
fied and clearly defined, the specific 
activities which are required to 
achieve the goals are identified and 
clearly defined. This articulation can 
lead to changes in the procedures and 
processes of the program. If some 
procedures appear to be counterpro­
ductive or fail to contribute to the 
goals, or if some procedures which 
are necessary for goal achievement 
are missing, the volunteer program is 
modified so that the goals, pro­
cedures, and processes of the pro­
gram are consistent. The result is a 
clear statement of the goals and pro­
cesses of the volunteer program in 
fine detail. As mentioned ear lier, 
resistance can be anticipated here. 

For each process and goal, mea­
sures are developed and each goal is 
defined in measurable terms. The 
scales needed to measure the approp­
riate outcomes are developed. The 
same procedure is followed in devel­
oping measures for each processes. 
Measurable factors in each process 
which track or monitor the flow of 
productivity are identified and scales 
are developed for each factor. The 
factors designated for measurement 
must constitute, in combination, a 
complete tracking system for the 
processes which constitute the opera­
tions of the volunteer program. That 
is, the measures measure every key 
factor in the operations of the pro­
gram. 

Measures for the processes should 
be diagnostic rather than success­
failure measures. That is, the mea-
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sures should provide descriptive in­
formation which can be used in plan­
ning, rather than information which 
simply indicates that the system is 
working or not working. At the sim­
plest level, this means using an ex­
panded scale rather than a two-point 
threshold scale. Thus, if the measure 
monitors the placement of children in 
foster homes in a volunteer program 
which recruits, screens, and trains 
foster parents for the juvenile court, 
the measure should be the number of 
children placed as an unreduced frac­
tion with the number of children who 
need placement as the base. The 
development of diagnostic measures 
can also include choosing measures 
which focus on various aspects of the 
process rather than the immediate 
procedural outcomes. 

If the measurement focuses on 
the volunteer recruitment process, 
measures might include: type of ad­
vertisement reported during in­
quiries, source of referrals; reasons 
for making the inquiry; reasons for 
pursuing and not pursuing further in­
volvement; evaluation of rejection 
rates or success rates of screening 
staff; and any other measures which 
would tell the manager which tools 
and techniques are effective and in­
effective. Thus, if the number or 
percent of successfully-recruited vol­
unteers declines, the manager will be 
able to assess specific tools and tasks 
as contributory factors. A more re­
fined system would track specific el­
ements or factors which make volun­
teers difficult to recruit. With this 
type of information, the specific type 
or types of procedures which are im­
peding performance can be identi­
fied, permitting the development· of 
targeted procedural changes or de­
velopment of specific resources to 
improve performance. 

Measures should also be designed 
so that they are as unobtrusive as 
possible. Senn (1978:23) feels that a 
management information system 
should be "a natural part of daily 
activities." Information systems tend 
to operate most effectively when the 



data is generated as a part of the 
normal operations of the volunteer 
program or agency. Programs with 
fully automated data processing 
equipment are better equipped to im­
plement an effective management in­
formation system. In these cases, a 
large volume of information is rou­
tinely collected and stored in an ac­
cessible format. Subtle changes in 
the types of information collected 
and the manner of collection will 
often permit the development of an 
effective management information 
system in an automated agency. 

Most volunteer programs do not 
have access to the equipment needed 
to maintain fully automated or even 
partially automated systems. When a 
management information system is 
developed for a program with a non­
automated information system, care 
must be taken to develop forms and 
procedures which will make the col­
lection of data a part of the normal 
routine of the staff. Because collec­
tion of data in management informa­
tion systems is continuous, the data 
is collected by agency employees who 
have other responsibilities as well. 
Those other responsibilities tend to 
be their primary job responsibilities 
and so care must be taken to build 
measurement tasks into these pri­
mary job functions. The routiniza­
tion of these tasks will also protect 
the quality of the data. Routine 
tasks once learned and implemented 
tend to be repeated regularly. The 
task should be divided into fairly sim­
ple steps. Any complexity should 
occur during the design phases and 
data analysis phases of the process. 
These principles apply to one and two 
person agencies as well as to larger 
operations. The consistent, regular 
recording of information provides 
fact instead of belief for making pro­
gram management decisions regard­
less of the size of the program. 

Training for the staff is essential 
(Chapman, 1976; Taylor, 1981). 
Training will provide the staff person 
with an essential knowledge of the 
operation of the management infor-

mation system and, more impor­
tantly, his or her role in it. Docu­
mentation is also vital (Taylor, 1981; 
Chapman, 1976). A well-articulated 
description of the processes of the 
management information system can 
provide a basis for implementing and 
maintaining it. 

USING MANAGEMENT INFORMA­
TION SYSTEM DATA 

In management information sys­
tems, data is collected and stored on 
a regular basis. The data is sum­
marized and analyzed at specific pre­
defined periods or when management 
needs information. In fully auto­
mated systems the summarization of 
data is a relatively simple process. A 
program or summary procedure is de­
veloped during the planning and im­
plementation process. When sum­
mary data is required it is drawn 
from the system. The same process 
can be established for a non-auto­
mated system. As each event. which 
is monitored occurs, it is recorded on 
a summary sheet. When summary 
information is required, the summary 
sheets are pulled and the data is 
summarized. 

Since most volunteer program 
management information systems are 
non-automated, summary sheets are 
already fairly common because of the 
need to record hours of service and 
similar accountability data. For ex­
ample, if the progress of a match in a 
one-to-one direct client service pro­
gram is to be tracked, then each 
report filed by the volunteer or the 
volunteer supervisor will be recorded 
on summary sheets. Thus, when a 
report is writ ten it is noted on the 
appropriate summary sheet in the 
manager's or secretary's office by a 
unique identifier as the activity re­
port is processed. Each meeting of 
the volunteer with the client or a 
monthly case summary will generate 
a written report. The presence of 
the report and the type of action 
taken is recorded on appropriate 
summary sheets in the office as the 
report is placed in the client or vol-
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unteer file. 
Such summary sheets constitute 

the primary information in the man­
agement information system which is 
concerned with the operation of the 
process rather than the specific facts 
in any particular case. In this ex­
ample, information is available a­
bout: the number of matches; the 
number of contacts; types of prob­
lems; types of activities; types of 
achievement; and, if recorded at the 
conclusion of the match, an assess­
ment of the relative success of the 
process in meeting the client's needs. 
The data could also be summarized 
by type of problem, by type of out­
come, or by any other factor which 
the system is designed to measure. 

Regular summarization and re­
view of·data provides theinformation 
for regular monitoring of agency op­
erations. The level of operation of 
each component of the volunteer pro­
gram is reviewed in terms of expec­
tations for performance of that com­
ponent. If the information indicates 
that the component is functioning be­
low expected level or if the amount 
of work to be completed has ex­
ceeded anticipated work level then 
adjustments need to be made. If the 
functioning of the modified com­
ponent affects the operations of oth­
er components, then the level of op­
eration of all affected components 
are reviewed and can be modified. If 
assignment data indicates that the 
available volunteers lack the skills 
needed to provide the services in 
demand, the location of additional 
resources or the development of tar­
geted procedures for recruitment can 
be coupled with the allocation of 
additional resources or the develop­
ment of expedited procedures for 
training. These changes would pro­
duce a volunteer prepared to provide 
the needed services. Information 
from the management information 
system is used in this manner to 
make adjustments in volunteer opera­
tions on a regular or continuous basis 
to enhance program effectiveness 
and efficiency. 
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Management information system 
data can also be used in planning. 
Once the system has been in opera­
tion for more than a year, a data 
base is established. That is, summary 
information is available for one or 
more years of operation. As this 
data base is developed the data can 
be evaluated for patterns and trends. 
To some extent the patterns which 
emerge in the first years of operation 
that require agency adjustments can 
be anticipated. Plans can be made to 
modify agency operations to meet 
the needs of the agency as they 
emerge. This concept can best be 
illustrated by considering fluctua­
tions in the recruitment process. 
Some months are better months for 
volunteer recruitment than other 
months. Information gathered from 
prior years will indicate the strong 
and weak months. The manager can 
then allocate more resources to re­
cruiting in highly productive months 
and reduce allocations in weak 
months. At the same time, the size 
of the pool of · volunteers available 
for assignment will be expected to 
vary as the program moves from good 
months to bad months and back again 
to good months. Targets can be set 
for the size of the resource pool for 
the beginning of each month to insure 
a steady supply of volunteers. To the 
extent that a volunteer program 
gathers information about 0utcomes 
and processes and uses the informa­
tion to modify program operations, it 
is using a management information 
process. The extension of this ap­
proach to all or most aspects of the 
volunteer program operations pro­
duces a management information sys­
tem. 

Planning can also involve change 
based on management information 
system data. Information deve_loped 
may indicate weaknesses or inade­
quacies in program operations. In the 
planning process, changes in agency 
procedures or allocations of re­
sources are made to strengthen the 
agency's operations and eliminate in­
adequacies. Management informa-



tion systems also provide information 
which can be used when planning for 
a change in agency goals or purposes. 
If a state changes its Juvenile Court 
Act to raise the age limit on juvenile 
court jurisdiction, juvenile and adult 
court information systems can be 
used to project the size of the in­
creased caseload. Volunteer program 
management information system data 
can be used to project increases in 
resources at each level needed to 
maintain effective volunteer program 
operations. The more sophisticated 
the management information system, 
the more refined the planning process 
recommendation will be. 

SUMMARY 
The management information sys­

tem is a useful tool for managers of 
volunteer programs of any size. 
Management information systems 
provide factual data which can be 
used in making management de­
cisions. Because this data is used to 
make decisions about programs and 
human beings, care should be taken 
to insure that data collection and 
analysis processes be of the highest 
possible quality. Basic research 
techniques from the social sciences 
can be used to develop designs and 
measurement tools. Management in­
formation systems can have both out­
come and process components. In 
either case, the measurements devel­
oped should be diagnostic so that the 
manager will have precise informa­
tion about the part of the process 
which will need modification to im­
prove the effectiveness and effi­
ciency of volunteer program opera­
tions. 

Each volunteer program manager 
should assure the possible applica­
tions of management information 
procedures to his/her program. The 
increase in the quality of program 
management should outweigh the 
costs in virtually every case. 
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