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With this issue of The Journal of Volunteer Administration, the Association for Volunteer
Administration initiates what we hope is the first of many special issues of value to our
readers, one with a theme and “guest edited” by an expert in the field. Because of its
timeliness and importance, the article about the VOLUNTEER 2000 STUDY was also
included in this issue.

Most of the articles which you will read here were submitted as a result of a special
“Call for Manuscripts” released a year ago. There was nothing pushing us to select the
topic of program planning and evaluation except that there was a qualified volunteer will-
ing to take on the challenge of helping to develop the system of “guest editing,” and the
topic was one that is important to volunteer and paid staff, regardless of the setting.

Hopefully, this will interest some of our readers in taking on the challenge in an area of
interest to them. We have no deadline or topic for the next special issue, so let us know if
you would like to consider this opportunity for your own professional development.

Please write us to comment on this innovative undertaking. Who knows—you might
even be published in The Journal of Volunteer Administration!

Enjoy!

Anne S. Honer
Editor-in-Chief
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Introduction

The percentage of volunteers dwindled slowly over the last 5 years. The number of
hours available for leisure time for adults has dropped 10 hours since 1973. Volunteer
programs throughout Canada and U.S. cry out for more volunteers. What is happening to
volunteerism?

Solutions lie in many directions: more sophisticated management of current programs,
marketing strategies for recruiting, the widespread use of volunteer recruiting teams, more
emphasis on development of episodic volunteering, and deeper understanding of the
reasons people volunteer. One primary solution is to improve the programs offered to
volunteers.

Frederick Herzberg, an industrial psychologist, maintains that the job must be
interesting before you can have a truly motivated work force. Ask yourself: When were the
jobs in our organizations designed? Who was involved in developing the way we deliver the
service? Are we trying to interest 90's volunteers in 50’s jobs?

This issue of The Journal of Volunteer Administration offers practical tips on the
development of new programs and strategies used to evaluate both volunteers and
programs. You can learn about hospital volunteers in emergency rooms and understand
their effectiveness. Evaluation of a wide range of programs at the Haas Public Service
Center at Stanford University serves as a model for those using evaluation techniques to
improve their programs. Another article describes a new program to train those who
supervise volunteers. The slow implementation of a volunteer evaluation is described in
an article by Nancy Gaston. A new method of assessing value, the naturalistic method, is
applied in the volunteer sector. Another paper deals with a highly participatory model for
planning programs.

The thoughtful work of these authors can only add to the overall understanding of solid
program planning and evaluation. Futurists predict the loss of 3000 volunteer
organizations and agencies by the 2lst century. The strategies suggested in this special
issue of TJOVA are aimed at helping you stay out of the group of 3000.

Nancy Macduff
Guest Editor
Walla Walla, WA
Fall, 1989

About the Guest Editor

Nancy Macduff has worked in the field of volunteerism for 21 years. For 14 years she
served as the Executive Director of a not-for-profit youth-serving agency. From 1983-87
she served as Community Resource Program Manager for a governmental volunteer
program. In both those jobs she was known for innovation and creativity in developing
programs. One program received an honorable mention citation from President Reagan
during National Volunteer Week ceremonies. Currently she is on the faculty at Washington
State University, Pullman, WA, teaching classes on the management of volunteer programs
to graduate students. She is a prolific author of books, articles, and research findings. Her
most current publication is Designing Programs for the Volunteer Sector. She is a member of the
Association for Volunteer Administration (AVA) Region 10 Council, serving as Chairperson
of Professional Development; she is also a member of the Board of Directors of the
Association of Voluntary Action Scholars.
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Taking Volunteerism into the 21st Century:
Some Conclusions from the American Red Cross
VOLUNTEER 2000 STUDY

Maria P. Smith

INTRODUCTION

In essence, volunteerism is a state of
mind. It urges us to help resolve problems
beyond the parameters of our daily lives. It
propels us to act when we perceive a need.
And it reminds us that, although our
actions as volunteers are not always self-
less, there is great reward in the accom-
plishment of a worthwhile task.

The fielding of a strong volunteer force
is a natural concern for the American Red
Cross, which by virtue of its size, local,
national, and international presence, and
the great variety of its services is a micro-
cosm of philanthropic activity in the United
States. For the first decades of its exis-
tence the American Red Cross was direct-
ed and staffed exclusively by volunteers.
Paid staff were hired only when needed to
do work for which volunteers could not be
found.

Today the ratio of volunteers to paid
staff at the American Red Cross is still 50
to 1. Volunteers are viewed as central to
the organization and not as mere exten-
sions of paid staff. The 1,200,000 volun-
teers who work with 23,000 paid staff
throughout the nearly 2,800 chapters of
the Red Cross are involved in every aspect
of the organization—from hands-on ser-
vice and middle management to the high-
est echelons of leadership. Their invaluable
contribution to the organization is based
on their experience, skills, dedication,
clout, passion, and capacity to reach out
to the American public.

As the world changes, the responsibili-
ties, expectations, and identities of volun-
teers also change. For this reason, the

American Red Cross initiated a study of
current issues in volunteerism and volun-
teer administration. The results of that
exhaustive investigation are documented
in the Red Cross 1988 three-volume VOL-
UNTEER 2000 STUDY. This article summa-
rizes some of the broad conclusions of
that study.

THE BASIC ELEMENTS OF SUCCESSFUL
VOLUNTEER INVOLVEMENT

The VOLUNTEER 2000 STUDY concluded
that in the environment we can predict for
the next decades the following principles
will need to underlie any successful volun-
teer program:

1. Defining who is a volunteer in an ethi-
cal yet inclusive manner.

2. Removing barriers to volunteering so
as to broaden the potential volunteer
pool.

3. Recognizing that volunteers are not
“free.”

4. Appreciating that volunteers con-
tribute more than the sum of their
labors.

5. Moving away from the concept of the
volunteer as an amateur.

6. Assuring that the mutual expectations

of volunteers and their organizations

are met.

Developing, not “using,” volunteers.

Involving volunteers in management.

Looking beyond volunteer numbers.

Looking to collaboration among non-

profit organizations as a means to

maximize volunteer opportunities and
effectiveness.

© 0N

Maria P. Smith, the co-author and project co-manager of the American Red Cross VOLUNTEER 2000 STUDY, is
currently volunteer consultant to the Office of Public Policy and Planning at American Red Cross national
headquarters. Besides her work with American Red Cross, she has volunteered for various military family sup-
port organizations at home and abroad and in the area of criminal justice both in the field and for five years as
a member of the Board of Directors of the National Council on Crime and Delinquency. Her nonvolunteer work
experience includes economic research for the Federal Reserve Bank of New York and the Tax Foundation, and
teaching at the college and high school levels. She holds a B.A. degree in Political Science from Wellesley Col-
lege, and an M.A. degree in Public Administration from Harvard University.
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An Ethical and Inclusive Volunteer Definition

Volunteers are individuals who reach out
beyond the confines of their paid employment
and their normal responsibilities to contribute
time and service to a not-for-profit cause in the
belief that their activity is beneficial to others
as well as satisfying to themselves.

VOLUNTEER 2000 STUDY

That new definition of volunteers pre-
sented in the study includes the basic ele-
ments of what traditionally was agreed to
constitute volunteerism:

* service to something beyond oneself;

* a contribution of time or effort out-
side a formal for-pay relationship;

* a contribution of time and effort
beyond normal personal responsi-
bilities.

However, the new definition also broad-
ens the traditional concept in significant
ways:

* In acknowledging that volunteers
themselves benefit in many ways
from their volunteer participation, it
avoids passing judgment on the moti-
vations of volunteers or on degrees, if
any, of coercion.

* The definition includes employees in
both the private and public sectors
who volunteer on company, govern-
ment, or “work release” time, provid-
ing that the service rendered is not
part of their regular job.

e The definition excludes those who work
without pay for a nonprofit organiza-
tion while being paid for that service
by a third party. Thus it excludes,
among others, formal contract rela-
tionships such as the “loaned execu-
tive” and the "pro bono” law services
of a firm. These are considered to be
“donations in kind” by firms rather
than volunteerism by individuals.

¢ [ts phrasing on rewards does not rule
out various volunteer “enabling” and
motivating initiatives such as training,
stipends, vouchers for eventual bene-
fits, or expense reimbursement meant
to help broaden the volunteer pool.

The new definition of volunteers as set
out in the VOLUNTEER 2000 STUDY takes
into account the complexities of today’s
volunteer world and our rapidly changing
society. It is intended to be nonjudgmen-
tal, flexible, and inclusive without losing
sight of the essential elements of volun-
teerism.

Removing the Barriers to Volunteering so as to
Broaden the Volunteer Pool

While many speak today of a “shrinking
volunteer pool,” that pool has actually
been growing. Working women, who a few
years ago were expected to drop out of the
volunteer force, are now shown to be vol-
unteering at a greater rate than nonwork-
ing women (though, individually, they
donate fewer hours than nonworking
women). Students in schools and colleges
have shown renewed interest in volunteer-
ing. Retiree organizations have promoted
volunteerism among seniors through talent
banks and information networks. Increased
interest in religion has resulted in volun-
teer growth in programs sponsored by reli-
gious groups. Corporations are strongly
encouraging volunteer activity by their
employees. Government at all levels and in
both the legislative and executive branches
has stimulated interest in, and respect for,
volunteer work.

What unfortunately has not yet hap-
pened to a significant degree, however,
has been an increase in participation by
those populations that traditionally have
not formally volunteered. Still largely
absent from the volunteer force are such
potentially large volunteer resources as
ethnic and racial minorities, low-income
families, the disabled, and those home-
bound or without transportation.

Before these groups can be expected to
participate fully in volunteer activities, bar-
riers to volunteering must come down.
Such barriers include:

* Language barriers: The words associat-
ed with volunteerism sometimes do
not exist or have different connota-
tions in other languages. In addition,
volunteer recruitment is too rarely
conducted in foreign languages.

* Cultural barriers: Certain aspects of the
volunteer world (for example, highly
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structured committees, work outside
the local community, intrusion into
other people’s private lives), are alien
to some cultures.

* Economic barriers: While many persons
from low income households gladly
work without remuneration for causes
they believe in, they often cannot
afford such incurred expenses as
transportation, telephone charges,
child or elder care, training or uni-
forms.

s Physical barriers: Too many work areas
still do not provide access to the
handicapped; too much communica-
tion still does not reach the seeing
and hearing disabled.

* Barriers of time: Too many volunteer
opportunities are still limited to nor-
mal working hours.

* Barriers to togetherness: Too few oppor-
tunities exist for couples or entire
families to volunteer together.

* Barriers of distance: Despite strides in
communication that permit a decen-
tralized workplace, too many pro-
grams still require volunteer presence
at central locations, thereby exclud-
ing the homebound or those without
transportation.

With a little effort and creativity these
barriers and others can be removed to
access a broadened volunteer pool. One of
the most exciting success stories in ithis
regard at the American Red Cross involves
homebound volunteers who have become
“command centers” for disaster relief
operations. Their continued presence near
their telephones has turned their handi-
caps into personal and community assets,
improving 24-hour coverage and emergen-
¢y communication, while placing the
homebound functionally, if not physically,
in the midst of their communities.

Recognizing That Volunteers Are Not Free

Volunteers bring to the organizations
they serve many tangible and intangible
benefits. They also bring with them costs
which the organizations must recognize
and be willing to bear if they are to main-
tain a strong and well-qualified volunteer
force. The idea that volunteers provide
“free services” is a misconception.
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1. Costs similar to paid staff

¢ Volunteer involvement generates
administrative costs such as those
associated with recruitment, place-
ment, orientation, training, supervi-
sion, and record-keeping. These are
similar to costs for paid personnel
administration with the exception, of
course, of those very time- and staff-
consuming functions related to paid
staff salaries, pensions, and benefits.

* As with paid staff, volunteers need
logistical support such as work space,
supplies, information; telephones,
computer terminals, travel
allowances, secretarial or other staff
assistance, identification, and other
job necessities.

* To promote retention, an organiza-
tion needs to invest in the profes-
sional and personal development of
its volunteers. Just as with paid staff,
this involves the enhancement of
both technical and interpersonal
skills and growth opportunities
beyond immediate job requirements.

* Recognition—acknowledging a per-
son’'s contributions to an organiza-
tion—needs to be accorded to both
paid and volunteer staff and involves
costs of time and money.

* Volunteer committees and boards,
just like committees and boards com-
posed of paid members, need to be
staffed. Regardless of whether that
staffing is done by paid employees or
volunteers, it costs time and money.

2. Costs Particularly Associated with

Volunteer involvement

There are two costs that need to be
borne by all volunteer-involving organiza-
tions. One is the cost of intensive and
effective training for all managers in the
skills of volunteer administration. The sec-
ond is the cost of an effective orientation
of all personnel to the nature of the volun-
teer culture prevailing in the organization.
Such training and orientation need to be
mandatory regardless of whether the orga-
nization is all-volunteer or includes both
paid and volunteer staff.

For those organizations that involve
both paid and volunteer staff, there are
additional costs associated with acquaint-



ing both classifications at all levels of the
organization with the structures, skills, and
sensitivities necessary for working with
each other in a full and tension-free part-
nership.

The costs of honing volunteer manage-
ment skills and of increasing sensitivities
of paid and volunteer staff in regard to
each other are small by comparison to the
intangible costs incurred when those skills
and sensitivities are absent.

3. Avoidable Costs

Some negative perceptions about volun-
teers are occasionally held by volunteers
and paid staff alike. Whenever these per-
ceptions reflect reality or whenever mis-
perceptions remain uncorrected, they sig-
nal intangible costs such as inefficiency or
workplace tensions. Some of these percep-
tions include the following:

* Volunteers are not always available
when needed because of irregular
schedules or other commitments.

* Volunteers sometimes tend to be less
responsive to such organizational
restraints as chain of command, bud-
get limitations, timelines, and dead-
lines.

* Volunteers cannot be disciplined or
held accountable.

* Volunteers sometimes act in a “cava-
lier” manner because they do not
have any “real stake” in the outcome.

* Action is sometimes delayed when
volunteer approval is required as vol-
unteer boards and committees meet
too infrequently.

¢ Volunteers receive preferred treat-
ment (such as the most interesting
jobs) and are accorded greater visibil-
ity than paid staff.

* Volunteers are in position to compete
unfairly for paid jobs that open up.

All of the above problems are avoidable.
Appropriate training and orientation of
both paid staff and volunteers (including
board members); an accepted performance
management system for both paid staff and
volunteers; improved planning, scheduling,
and articulation of mutual expectations can
resolve these problems when they arise. In
addition, it should be noted that many of
these perceptions apply to poorly managed

paid staff as much as they do to poorly
managed volunteers.

Appreciating the Full Extent of the
Volunteer Contribution

The costs of volunteer involvement are
shouldered willingly by organizations that
fully appreciate the volunteer contribution,
a contribution which goes far beyond the
accomplishment of specific job-related
duties. Within Red Cross there is a strong
awareness of the true worth of volunteers
as evidenced by the following often
repeated comments:

* “Without volunteers there would be
no programs”; "They are the hands
and the numbers”; "A significant
reduction in our volunteer force and
we close shop”; "Volunteers extend
our reach and our capacity to deliver
services.”

* Because they personify “service” and
"humanitarianism,” volunteers pro-
vide the “image,” the "legitimacy,”
and the “credibility” that enable the
Red Cross to ask for contributions of
blood and money.

¢ Volunteers provide "priceless diversi-
ty” and “depth” of skills, talents,
expertise, and experience; in addition
they often bring an “external perspec-
tive,” “corporate discipline,” and the
capacity for "reality testing” to the
nonprofit world.

* Volunteers give an organization com-
munity access. They identify and
make available community resources;
they open doors to particular seg-
ments of the community; they are
particularly well received fund raisers.
They can provide a high profile for
the organization and its programs.

* Volunteers often bring an element of
"passion” and “enthusiasm” to the
workplace.

* Volunteers often serve as “innova-
tors” and “risk takers.”

* As bearers of bad news and in the
resolution of problems, volunteers
sometimes are “better received” than
paid staff.

* During times of paid staff turnover,
volunteers provide continuity and
memory.
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These many and diverse contributions
by volunteers in addition to the perfor-
mance of their assignments give an organi-
zation a tremendous return on its invest-
ment in a volunteer force.

Not Viewing the Volunteer as an Amateur

Management expert Peter Drucker
recently observed that volunteers “are
increasingly selected, trained, supported,
and managed as unpaid staff, rather than
as well-meaning amateurs” ("The Nonprof-
it's Quiet Revolution,” Wall Street Journal,
Sept. 8, 1988). He credits this develop-
ment to a new emphasis on sound man-
agement practices by nonprofit agencies,
and a shifting emphasis from reliance on
“the good cause” to accountability and
results.

There are other reasons for this develop-
ment as well. One of these is that volun-
teers simply often are not amateurs,
because they volunteer in their areas of
expertise. Skillful recruitment and job
matching will have as a result that volun-
teers provide the organization with the
benefits of lifetimes of professional experi-
ence, developed talents and skills, and
willingness not only to use these on behalf
of the organization but to share them
through instruction of paid staff and other
volunteers.

When volunteers do undertake unfamil-
iar tasks, sound administrative practice
dictates that the organization provide
them instantly with systematic orientation,
training, supervision, on-the-job experi-
ence, and evaluation. Where skill develop-
ment takes time, apprenticeship stages
need to be defined. Once a volunteer is
ready to perform at a competent level, he
or she is, and must be considered to be, as
professional as any paid employee with the
same experience. Thus, the use of the
adjective “professional” should never be
used to exclude volunteers, as in the
unfortunate expression “volunteers and
professional staff.” Whether a person is
being paid or not should never be the cri-
terion for determining professionalism.

Emphasis on training and competence is
necessary to the self-esteem and self-con-
fidence of the volunteer as well as to the
safety and satisfaction of clients. It also
helps ensure the degree of confidence in
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our nonprofit programs and institutions
our society needs to have if it is to contin-
ue to support them with donations of time
and money.

Meeting the MUTUAL Expectations of
Volunteers and Their Organizations

In recent years, the management of vol-
unteers has come to be recognized as a
specialty within the broader area of per-
sonnel administration. Increasingly, organi-
zations recognize that the recruitment,
development and retention of volunteers
require special skills and knowledge. Yet
they also have come to realize that in cer-
tain areas, such as the meeting of mutual
expectations and the provision of quality
service and leadership, similar conditions
need to prevail for paid and volunteer
staff.

The American Red Cross has reconciled
these two aspects of volunteer administra-
tion by developing a performance manage-
ment system for volunteers that parallels
the performance management system for
paid staff. The system is based on individ-
ual performance standards which tie into
unit performance standards and organiza-
tional objectives.

The performance standards are agreed-
upon goals to be achieved over a set time.
The goals are negotiated. The negotiation
process adapts a generic job description
(1) to the particular circumstances (time
commitment, time availability, skills, inter-
ests) of the volunteer and (2) to the needs
of the unit. Significantly, the performance
standards include not only specific perfor-
mance goals for the volunteer but also
specific undertakings of support to the
volunteer on the part of the unit and the
organization.

Standards of performance and perfor-
mance review are not new to the American
Red Cross. Volunteer performance in client
services such as casework, disaster assis-
tance, instruction of Red Cross courses,
has always been subject to quality control
and performance assessment. What is new
is the attempt to formalize the process. to
introduce the element of negotiation and
individualization so necessary in volunteer
involvement, and to include leadership vol-
unteers and organizational support volun-
teers in the system. Leadership volunteers



include both governance volunteers (board
members) and volunteers at the manageri-
al and supervisory levels.

In all cases, the standards permit
appraisal of progress toward goals and of
the adequacy of organizational support. In
other words, performance appraisal at its
best reviews the degree to which the mutu-
al contract between the volunteer and the
organization has been fulfilled. Periodic
resetting of goals give both the volunteer
and the organization an opportunity to
restate or refine their expectations.

Developing Nonexploitative Relationships
with Volunteers

At the heart of the performance stan-
dard contract is the belief that a volun-
‘teer’'s commitment must never be
exploited. When volunteers are pressured
to work longer hours than were anticipated
or negotiated, they feel exploited. When
volunteers are led to expect developmen-
tal and resumé-building opportunities and
are not provided them, they feel exploited.
Yet because of their enthusiasm and sense
of commitment, volunteers often make
easy prey.

The following are the essential elements
of a positive, nonexploitative relationship
between volunteers and the organization
they serve:

¢ Faithfulness to mutual expectations

* Placement that matches the volun-
teer’s skills, interests and expectations

* Adequate job preparation

* Accurate job description

* Adequate tools and administrative
and supervisory support for efficient
job completion

* Adequate career development oppor-
tunities including awareness of new
job openings and access to training
(job related or not)

* Appropriate recognition in keeping
with the volunteer’s motivations and
goals

* Easily understood award and promo-
tion systems

* A straightforward succession plan for
leadership jobs

* Responsive grievance procedures

e Accurate, complete, and accessible
personnel records

* Inclusion in appropriate meetings and
social events

Involving Volunteers in Management

The VOLUNTEER 2000 STUDY revealed
that volunteer involvement in the Ameri-
can Red Cross falls into four categories:
governance, advisory, management, and
service (service either to clients or in orga-
nizational support). It revealed also that
both paid staff and volunteer staff feel
overwhelmingly that there is no job in the
organization which is intrinsically inappro-
priate for a volunteer with the necessary
skills and time commitment. And it
revealed thirdly that indeed there is no job
which somewhere and at some time has
not been handled by a volunteer.

While governance, advisory, and service
roles for volunteers are standard practice in
the nonprofit sector, the extent of the vol-
unteer role in senior and middle manage-
ment in the American Red Cross is excep-
tional. The volunteer management role has
its roots in the history and philosophy of
the American Red Cross which for the first
decades of its existence was an organiza-
tion directed and staffed exclusively by vol-
unteers, and in which even today the
majority of small chapters are all-volunteer.
The Red Cross philosophy considers paid
staff to be enablers of, and not substitutes
for, volunteers and provides that the princi-
pal management roles be filled by volunteer
and paid managers working together and
sharing responsibility.

The consequences of the volunteer
management role are many and beneficial:

* Well matched management team
partners bring increased depth and
breadth of expertise, expanded geo-
graphic coverage, and varieties of
style and perspective to the manage-
ment task.

* Management positions, either solo or
team, provide volunteers with man-
agement experience—a valuable
recruitment tool and an asset to take
into the job market.

* Management positions “empower”
volunteers to design, influence and,
in some instances, control the pro-
grams to which they lend their ser-
vices. Volunteer empowerment, com-
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mensurate with responsibility, is an
important element in the retention of
capable and dedicated volunteers
and a source of great strength to a
volunteer organization.

e Volunteers in management and
supervisory jobs and with manage-
ment and supervisory experience
often eliminate the need to hire addi-
tional paid staff every time a new pro-
gram is introduced or the level of
activity increases.

e Volunteers present in both senior
management and governance posi-
tions help to assure that the organi-
zation will not undertake any major
initiatives or policy changes that
would disrupt volunteer participation.

Looking Beyond Volunteer Numbers

The heightened competition for volun-
teers among a rapidly increasing number of
volunteer-intensive organizations and pro-
grams often obscures the fact that success-
ful volunteer involvement should not be
measured by volunteer numbers alone. It is
rarely thought strange that while paid staff
is always exhorted to do more with fewer
people, volunteers are usually exhorted to
increase their numbers.

This is partially because of image pres-
sures and partially because volunteers are
often pictured vaguely as “increased
capacity” rather than as persons recruited
for well defined jobs or specific projects.
The VOLUNTEER 2000 STUDY suggests
that increases in volunteer productivity as
well as more disciplined recruitment are
means by which to bring about greater vol-
unteer involvement.

Tools for more productive volunteer
recruitment include:

* periodic assessment of long-term and
short-term human resources needs
with recruitment policies closely tied
to these assessments;

* internal recruitment, resulting in a
more flexible volunteer force, more
well-rounded volunteers, and a
decrease in volunteer burn-out;

* targeted recruitment, resulting in the
recruitment of volunteers who are
particularly suited to, or interested in,
areas of specific organizational need;

THE JOURNAL OF VOLUNTEER ADMINISTRATION 9
Fall 1989

e immediate and well prepared opportuni-
ties for volunteers recruited via media
or other broad gauge recruitment
efforts (nothing is thought to discour-
age volunteers more than responding
to an appeal and finding the organi-
zation not ready);

* clearly assigned responsibility for vol-
unteer recruitment to pinpoint
accountability;

o careful job preparation before the vol-
unteer’s arrival and adequate supervi-
sion and training subsequently;

* acute awareness of the motivations
and expectations of individual volun-
teers so as to provide a satisfying vol-
unteer experience.

Looking to Collaboration Among Nonprofit
Organizations as a Means to Maximize
Volunteer Opportunities and Effectiveness

The number of causes and organizations
served by volunteers has grown by geomet-
ric progression in recent years. This trend
shows no signs of abating. Ever expanding
and more affordable communication tech-
nologies, as well as the increase in the
number of issues, problems, and condi-
tions raised to the public consciousness,
will speed up the multiplication of agencies
and membership groups even further.

The existence of a large number of non-
profit organizations is in many ways advan-
tageous because it means specialization,
variety and healthy competition. The dis-
advantages are duplication, scattering of
resources, and an overwhelming number of
choices for financial contributors and vol-
unteers.

Adding healthy collaboration to healthy
competition among nonprofit agencies will
be the key to effective volunteer manage-
ment and service delivery in the future.
Collaboration already exists in many areas
such as in United Way and Combined Fed-
eral Campaign fundraising and in program-
matic partnerships such as those Red
Cross has with many disaster relief groups.
Collaboration needs to be expanded in
volunteer related fields as well.

Areas where collaboration can be
expanded are:

* Volunteer referral — While Volunteer
Action Centers have sprung up in



many communities and volunteer
referral positions have been estab-
lished on many military installations,
much more can be done by the
hands-on agencies themselves to
place volunteers with organizations
other than their own and to refer
clients to other agencies.

Volunteer loans and exchanges — Non-
profit agencies can promote volun-
teer loans and exchanges similar to
college programs that allow
semesters at other schools. This
would be especially beneficial for vol-
unteer leaders and specialists.

Shared training and expertise — Different
agencies bring different types of
expertise to the nonprofit sector and
should promote systematic sharing of
that expertise through joint training
ventures. Such opportunities already
exist at national conferences held by
national organizations. Now is the
time to create more local and region-
al opportunities and train more local
instructors.

Recognition of each other's strengths — If
they hope to share each other’s
expertise, agencies must find better
means to keep abreast of what is
happening in other organizations.
Sharing of infrastructure — The emer-
gence of umbrella organizations in
the nonprofit world such as VOLUN-
TEER: the National Center, Indepen-
dent Sector, and Campus Compact,
to name but a few, has been a very
positive factor. Agencies economize
by sharing resources. Also, joint poli-
cy pronouncements raise the profiles
of the nonprofit sector to the benefit
of all its members. Innovative initia-
tives at local levels, in such areas as
child and elder care, should be
explored.

Laboratories for new ideas — As new ideas
for programs and for volunteer
involvement are developed by policy
makers and experts, hands-on agen-
cies should volunteer to conduct small
pilot projects with the purpose of

making the results available to all. The
VOLUNTEER 2000 STUDY suggests
such a role for Red Cross chapters.

s Crosscutting opportunities — A growing
number of organizations are combin-
ing very different programs and types
of volunteers in joint undertakings.
One imaginative initiative brings
together museum volunteers and vol-
unteers servicing the homeless.
Together they conduct museum tours
for the homeless in the belief that
hearts and minds need as much nur-
turing as bodies. More such bold ini-
tiatives are needed.

* Linking up with other sectors — Creative
volunteer activity is increasingly
occurring in the government and cor-
porate sectors of our society. The
nonprofit sector needs to share its
expertise and experience with the
public and private sectors and, in
turn, benefit from developments
there.

In the best of all possible worlds, we are
all volunteers. The ten basic principles
which summarize the conclusions of the
VOLUNTEER 2000 STUDY suggest how we
can move toward that goal as we get ready
to enter the 21st Century.

Editor's Note: The American Red Cross
received the 1989 National Service Award
from the Association for Volunteer Admin-
istration in recognition of what it does for
volunteers and volunteerism. This article
reflects the continuing commitment of the
Red Cross to understanding and preparing
for what lies ahead.

Funding for the VOLUNTEER 2000 STUDY
was provided by Tenneco, Inc., The Mobil
Foundation, Inc., The Norman Foundation
and Barry Joel Matt.

The VOLUNTEER 2000 STUDY was con-
ducted by the Department of Corporate
Planning and Evaluation at American Red
Cross National Headquarters. Project co-
directors and co-authors were Frank Larkin
and Maria P. Smith.
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ABSTRACT
In response to the challenge to accurately and appropriately assess the value of volunteer efforts, this
article offers a naturalistic approach which focuses on the impact of service delivery in the lives of clients.
The article describes the establishment of outcome measures, data gathering processes, and the presenta-

tion of assessment information.

Valuing Volunteers: A Naturalistic Approach
Kathleen M. Curtis and James C. Fisher, Ph.D.

INTRODUCTION

As potential funding sources approach
the difficult task of allocating resources to
the voluntary sector, they are increasingly
interested in evidence of effective program
outcomes. In order to survive, agencies
need well-developed methods to gather
and present information which describes
both service effectiveness and efficiency
with precision. The current emphasis on
accountability poses a special challenge
when attempts are made to assess services
delivered by volunteers.

Two familiar methods have been used to
assess the efforts of volunteers: 1) collec-
tion of statistical data on the amount of
volunteer effort, and 2) analysis of replace-
ment costs of equivalent positions. Each
of these methods has limitations in its
ability to present information which accu-
rately reflects the impact of volunteer pro-
grams on the lives of clients. This article
reviews these limitations and proposes a
naturalistic approach which allows deci-
sion makers and funding sources to assess
the value of volunteer services on the basis
of a more appropriate presentation of pro-
gram outcomes.

The Traditional Approaches

One traditional approach used to
describe the results of volunteer programs
has been to assess the work of volunteers
through a form of effort evaluation. This
familiar approach involves compilation of
statistical information on the number of
volunteers involved, the hours of volunteer
service provided during a given period of
time, and the number of clients served. No

indication of quality of services or actual
outcomes experienced by clients are
reflected in this form of assessment. The
number of volunteer hours and clients
served provide only a partial view of the
program unless accompanied by informa-
tion which describes the extent to which
program goals were met and clients were
impacted by the activity of volunteers. This
form of assessment fosters the misguided
notion that since volunteers do not charge
for their services, their efforts need not be
evaluated for effectiveness. From it one is
expected to infer that because volunteers
are doing something, they must be doing
some good.

A more recent method presented as a
means of assessing the value of volunteer
efforts is the assignment of a replacement
cost for “equivalent services,” as if they
were to be purchased from paid employees
rather than provided by volunteers (Karn,
1983). In order to determine replacement
costs, the program manager identifies a
paid employment classification which is
judged to be equivalent to the types of
services provided by volunteers. The
hourly rate of pay for that employment
classification is multiplied by the number
of volunteer hours to arrive at “true value.”
The costs of paid staff benefits and indi-
rect service time may also be considered
as part of this formula.

Although the replacement cost
approach to valuing volunteer services
offers interesting mathematical computa-
tions, it promotes acceptance of the tradi-
tional school of thought which implies that
an assessment of volunteer efforts can and

Kathleen M. Curtis is the Director of Volunteer Services Division at Family Service of Milwaukee. She has been
awarded the CVA credential (Certified in Volunteer Administration) by the Association for Volunteer Adminis-
tration. She has served as a manager of volunteer programs and board member for a variety of community-
based organizations for eight years. James C. Fisher, PA.D., is an Associate Professor of Adult and Continuing
Education at the University of Wisconsin-Milwaukee where he teaches the course "Leadership and Manage-
ment of Volunteer Services.” He has served as a staff person in a volunteer agency for 25 years and is currently
a board member for several community-based organizations, educational programs, and colleges.
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should be translated into dollars without
regard for those intangibles which are a
valued component of volunteer services.

Why Volunteers?

The use of effort evaluation or replace-
ment analysis may be appropriate if an
agency's rationale for involving volunteers
in service delivery were based entirely on
budgetary considerations. In that instance,
given available funds, paid staff would
more likely be employed than volunteer
staff, since volunteers are primarily valued
because they provide relatively inexpensive
labor. Widespread efforts to assess volun-
teer service solely from the standpoint of
monetary input prompt the fundamental
question, “why volunteers?”

If an agency chooses to involve volun-
teers primarily because it values the
unique nature of the contributions volun-
teers bring to service delivery, then com-
parisons of paid staff time and volunteer
time based on monetary considerations do
not provide a valid comparison since the
true value of volunteer efforts is reflected
in terms of outcomes rather than inputs.
Valuing volunteer services based on out-
comes experienced in the lives of clients
allows the agency to be consistent with its
rationale for involving volunteers in service
delivery. These outcomes can be measured
and described through an alternative, nat-
uralistic approach which describes the
impact of volunteers’ services on agency
goals using both qualitative and quantita-
tive measures. When compared with use of
input measures, this approach is more
appropriate and useful. Additionally, it cel-
ebrates the unique difference between the
contributions of paid staff and volunteers.

The naturalistic approach is also more
compatible with the feelings volunteers
express regarding the value of their efforts.
Volunteers, as well as managers of volun-
teer programs, have typically felt uncom-
fortable attributing dollar value to volun-
teer services based on cost comparisons
between volunteer efforts and those of
paid staff. Volunteers frequently display
negative, often vehement reactions against
such suggestions, preferring recognition of
the uniqueness of their services with
descriptions such as “irreplaceable” and
“invaluable.” Basic to their feelings is a

sense that the value of volunteer time falls
somewhere outside of the economic norm
and therefore should not be measured
against a monetary standard. One reason
for the reluctance to accept a monetary
standard as a measure of value for volun-
teer efforts may lie in the fact that it
reduces considerations of value to those
readily translated into monetary measures.
The naturalistic approach is likely to be
positively received by both volunteers and
managers of volunteer programs since it
allows the question of value to include the
unique and diverse nature of volunteer
efforts.

Equivalency or “Bread and Roses”?

In a social service setting, there are
often some apparent similarities between
paid staff and volunteer staff: both engage
in forming a relationship with the client for
an agreed-upon purpose, both use the
structure of the agency or program as a
way of setting boundaries on their time
and effort, and both are committed to giv-
ing of themselves to the client. However, it
is the nature of the relationship that is the
difference.

A comparison of paid staff and volun-
teer time is basically inappropriate
because of their incommensurability. They
are sufficiently different in principle so that
a common basis of comparison with
respect to both their time and the results
of their efforts is inappropriate. The
metaphor "bread and roses” provides a
descriptive illustration of the concept of
incommensurability as it relates to the
intrinsically different roles of paid staff and
volunteers. In a social service setting, the
way in which paid professionals (the
“bread”) give of themselves to promote
client healing and growth is based on a
theoretical framework and practice model
analogous to the recipe and procedure
used in making bread. The way in which
volunteers (“the roses”) develop a relation-
ship with a client is through a nurturing,
"blossoming” transaction, a spontaneous
being with the other person that is rich in
humanity and carried out with personal
distinctive style. Not only is it closer to a
friend/friend relationship, it can represent,
or take the place of, some family involve-
ment. Both paid staff and volunteers have
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a particular job to do, but the outcomes of
the efforts of each vary because of these
basic differences in direction.

The naturalistic approach to assessing
the value of volunteer efforts recognizes
these differences and allows decision mak-
ers and funding sources to fully appreciate
the unique outcomes of volunteer efforts.

Valuing Intangibles

Whereas the traditional approaches
assess the value of tangible considerations
which can be readily translated into mone-
tary terms, an advantage of the naturalistic
approach is that it can provide a means to
communicate information regarding the
intangible outcomes which occur when
clients are favorably impacted by services
provided by volunteers. The descriptive,
qualitative information which is gathered
and presented through the naturalistic
approach can help decision makers and
funding sources gain increased insights to
the client-related outcomes which can be
linked specifically to the efforts of volun-
teers. These include such things as clients’
increased self-esteem, improved judgment,
growing ability to nurture others, etc.
Although decision makers and funding
sources may currently request effort evalu-
ation or replacement cost analysis, man-
agers of volunteer programs can, through
the naturalistic approach, offer more use-
ful information which will allow others to
fully appreciate and understand the value
of the volunteer efforts.

AN ALTERNATIVE.:
THE NATURALISTIC APPROACH

The primary advantage of the naturalis-
tic approach is that it provides a better
“feel” for the role of volunteers and how
their efforts contribute to program suc-
cess. “Naturalistic” is a particularly apt
description for this approach, as it allows
the inherent, spontaneous, subjective
characteristics of volunteer involvement to
be considered in an assessment of the
value or worth of volunteer programs. The
naturalistic approach includes the follow-
ing elements:

* indication of outcomes evidenced in
the lives of program participants
and/or the community,
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* identification of causal linkages
between volunteer activities and out-
comes,

* and presentation of qualitative infor-
mation in quantitative terms.

The naturalistic approach involves three
essential steps which may be modified to
reflect the unique characteristics of indi-
vidual programs and their impact.

Step 1: Establishment of Outcome Standards and
Measures of Success in Relation to Program Goals
The naturalistic approach can and
should begin with a descriptive statement
regarding the number of clients, hours of
service, and cost of the program. This
information is provided to give decision
makers and funding sources a perspective
regarding the scope of the program.

The outcome standards describe pro-
gram goals in terms of desired impact in
order that program success can be mea-
sured against a predetermined standard.
The focus is on results experienced by a
specific client population and/or communi-
ty rather than simply on the amount of
effort to be expended through program
implementation. The number of outcome
standards set for each program may be
one or as many as five, depending on the
scope of the program.

An example of the type of descriptive
information which precedes the outcome
standard statements:

The “Family Life Education” program will be
successful if at least 300 participants are pro-
vided with 1,200 hours of service at a total
cost of $10,000, resulting in at least. . .

Examples of a variety of program goals
and measures of success written in the
form of outcome standard statements:

* 90% of program participants will report
increased ability to deal effectively with
their anger andor stress.

* 80% of program participants will increase
educational achievement levels by 20% or
more.

* 75% of parents who participate in the pro-
gram will report increased involvement and
satisfaction with their children’s education.



* 90% of teen mothers who participate in the
prevention program will not have a repeat
pregnancy during their remaining teen
years.

As a variation to step |, an organization
which involves volunteers in a broad com-
munity-wide effort rather than one limited
to a specific group of participants may
develop outcome standards which reflect
results felt by the community as a whole:

For example:

The Teen Pregnancy Prevention campaign,
sponsored by a group of local television stations
will be successful if the city experiences at
least. . .

Examples of broad-based program out-
come standard statements:

* g 20% decrease in.the community's teen
pregnancy rate.

* a 20% increase in the community’s high
school completion rate.

o a 10% increase in minority employment.

Another variation to step | is to define a
range of percentage levels which indicate
varying degrees of success, i.e., the pro-
gram will be highly successful if 80%-90%
of program participants report increased
ability . . ., moderately successful if
60%—80% report increased ability, etc.

Step 2: Development of Processes to Collect Data
to Demonstrate the Degree to Which Qutcome
Standards Established in Step 1 Are Achieved

In this step, both qualitative and quanti-
tative data may be collected, but the
emphasis is primarily on qualitative data
and evidence of the intangible benefits
experienced by participants. Data is com-
piled and interpreted to reflect progress
toward the outcome standards established
in step 1. Where possible, collection
instruments and processes are designed to
specifically link volunteer efforts to out-
comes in order to substantiate the role of
volunteers in program success. Managers
of volunteer programs have an opportunity
to use their creativity as they develop vari-
ous means of data collection and present
the data for use by decision makers and

funding sources. Two ideas for data collec-
tion techniques are a) Goal Attainment
Scaling and b) Client Survey.

A. Goal Attainment Scaling

This type of data collection provides evi-
dence of causal linkages between volunteer
activities and the achievements of program
goals and outcome standards as in the fol-
lowing illustration of a form of goal attain-
ment scaling used in the Family Aide pro-
gram at Family Service of Milwaukee.

In this program, a volunteer is matched
with a socially isolated, troubled teen
mother who is at risk of child abuse and
neglect, alcohol and/or drug abuse, and
other serious problems. The volunteer and
client form a friendly relationship in which
the volunteer serves as a mentor and role
model regarding parenting and social skills
and helps the teen work toward personal
growth. This program has some similarities
to other social service programs which
match a volunteer friend to a client with
needs: Big Brothers/Big Sisters, Advocates
for Retarded Citizens, Compeer (friends for
the mentally ill), and volunteer programs
working with at-risk youth in schools or the
criminal justice system. Although other
social service programs could benefit from
this technique by adapting it according to
their unique services, goal attainment scal-
ing works particularly well in programs
where volunteers have a one-to-one rela-
tionship with clients.

The goal attainment scaling technique
used in Family Aide is an adaptation of a
method developed to evaluate comprehen-
sive community mental health programs
(Kiresuk & Sherman, 1968). Goals are
established once the volunteer and client
have successfully established a relation-
ship, usually after three to five meetings.
The volunteer determines the specific goals
on which she will work with her client, often
in consultation with the program manager
and/or social worker. In other types of pro-
grams in which the client is at an emotional
and intellectual level which allows for par-
ticipation in goal-setting, the client may
also be involved in goal selection.

In setting these goals, the volunteer
Family Aide links the activities of the pro-
gram in a tangible way to the outcome
standards determined by step 1. This link-

14 THE |OURNAL OF VOLUNTEER ADMINISTRATION
Fall 1989



age describes the role of the volunteer as
the major variable in the level of outcomes
achieved by the program. Goal selection
also provides volunteers with a foundation
from which to structure their activities and
discussions with the client. Charting client
progress toward goals also provides volun-
teers with feedback on their effectiveness.

One of the Family Aide outcome stan-
dards is that at least 90% of the teen
mothers who participate in the program
demonstrate improved parenting skills. In
goal attainment scaling, the volunteer
selects goals which can reflect progress
toward this outcome standard and tailors
those goals to the individual needs of her
client. For example, for a client who has
had a record of child abuse and/or neglect,
the volunteer may select one or more of
the following goals: The client demon-
strates. . ..

1) an increase in behaviors which
demonstrate nurturing and protective
parenting,

2) an increase in behavior which demon-
strates an ability to handle anger and
stress effectively and nonviolently,

3) an increase in behaviors which
demonstrate an understanding of
infant developmental stages and
acceptance of the behaviors which
can be expected of the child at each
stage.

Family Service of Milwaukee uses a case
management system which includes forms
which are used to document client
progress toward goals over time. After goal
selection, the volunteer in consultation
with the program manager or social work-
er, describes potential outcomes in five
different categories which focus on the
various levels of success possible, ranging
from least to most favorable outcomes
thought likely for the particular client (see
Appendix A). The outcome scales, or levels
of predicted goal attainment, are specific
to individual teen mothers. The volunteer
then charts client progress toward these
goals at regular intervals over the space of
a year, using the form contained in
Appendix B.

The goal selector (the volunteer) may
choose to specify priority by establishing a
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set of weights for the goals, reflecting her
appraisal of the value each goal has in
indicating a successful outcome in the life
of the client. This is not a necessary com-
ponent of goal attainment scaling since
equal weighting of goals does not lose
information or decrease indications of pro-
gram outcomes. Its primary function is to
provide the volunteer with a means to sort
out the relative importance of the various
goals selected for the client.

B. Client Survey

Another way to gather qualitative data on
outcomes which reflect significant changes
in clients’ lives and behaviors is to gather
their responses to a Client Survey (see
Appendix C). The survey may be adminis-
tered in written form or may be done orally
with clients who are illiterate or for whom
English is not the primary language. If done
orally, it may be best to involve a neutral
third party rather than the volunteer to
administer the survey so that client
responses will be as open as possible.

The program manager summarizes and
interprets client statements to reflect
progress toward program outcome stan-
dards. For example, a Family Aide client
described her relationship with the Family
Aide in the following way:

We are very close now. She has filled my life
with many possibilities in religion, connections
in business and knew the right persons to talk
to whenever | had a question or a need.

In describing the helpfulness of the
Family Aide volunteer, a client said:

My friend provided me with social outlets. [ got
to see her family and hear her tips on parent-
ing (she has seven children). She helped me
when | needed her, supported my efforts to fin-
ish college, applauded my accomplishments
and final attainment of a career. | attended her
family gatherings and she attended mine. She
is my daughter's godmother and was my spon-
sor to join the Catholic Church. She is the
exact model of a perfect friend and she is my
“best friend.”

These responses were summarized and
interpreted by the program manager in the
following way:



The client is seeing new possibilities for her life,
she is more aware of resources and social out-
lets. She has grown from tips on family and
parenting, and her self-esteem is increased
from the support and applause of her volunteer
friend. She has attained school and career
goals and has been proven competent and wor-
thy. She has grown spiritually. She has had a
model of a “perfect friend.”

Social workers, volunteers and/or pro-
gram managers can add their own observa-
tions to the client surveys, indicating areas
in which they have observed client growth
during the relationship with the volunteer.
In the above case, one social worker
added: "The client has become a success-
ful single parent, and although also chal-
lenged by a physical disability, she gradu-
ated from college and attained a job which
allows the family to be off general assis-
tance for the first time.” Parent reports can
also be used in a similar way if working
with adolescents or youth.

In addition to collecting qualitative data
through techniques such as goal attain-
ment scaling and client surveys, step 2
may also include the gathering of quantita-
tive data where possible. The latter can
take the form of such things as test scores,
pre- and posttest comparisons, school
reports, statistical information, and longi-
tudinal records.

Step 3: Preparation and Presentation of
Information for Reports to Decision Makers and
Funding Sources

The data collected through the goal
attainment scaling and client surveys are
necessarily more descriptive in nature than
the data collected through traditional
input measures alone and are therefore
less adaptable to brief, succinct state-
ments. However, the qualitative informa-
tion can be presented in a quantitative way
by linking it to the outcome standards and
at the same time offering the reader a
fuller appreciation of the impact of the
program.

Information gained through the goal
attainment scaling process can be com-
piled and converted to statements which
reflect progress toward desired outcomes
such as the following: "In 80% of the vol-
unteer/client relationships, teens achieved

more than expected levels of progress
toward goals; 60% of these were in the
areas of protective parenting, and 70% in
the areas of decreased social isolation.”

Client survey results can also be quanti-
tatively related to program outcome stan-
dards. For example, outcome standards
established for the Family Aide program
refer to increased self-esteem, parenting
skills, and social interactions/communica-
tion skills in at least 80% of the clients.
The program manager reviews responses
to the client surveys and interprets those
responses to determine which clients have
grown in the above-mentioned areas, and
to what degree. A summary statement on
each area can be developed, including
such statements as "80% of clients report
increased parenting skills as evidenced by
such things as increased responsiveness to
their child’s emotional needs,” or “75% of
clients gained in communication skills as
evidenced by their ability to handle anger
or solve problems.”

Selected quotes from client surveys and
observations made by volunteers, social
workers and program managers through
the goal attainment scaling process can
add flavor to the assessment of the value
of the program and provide evidence of
the intangible, difficult to measure, or
unforeseen benefits which occurred
through the delivery of services. A specific
case study of how a volunteer worked with
a client to achieve progress toward specific
goals can provide the reader with a fuller
understanding of the therapeutic nature of
the volunteer/client relationships devel-
oped through the program. Examination of
client feedback and of goal attainment
data, presented anonymously, provide the
means for a valid assessment of the value
of volunteer services in the achievement of
agency goals.

SUMMARY

Traditional methods of assessing the
value of volunteer efforts have relied prin-
cipally on quantitative data to allow for
convenient translation to monetary values.
Use of the monetary standard as a basis
upon which to determine the worth of vol-
unteer efforts may at first glance appear
appropriate, yet upon closer inspection it
becomes apparent that these traditional
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methods fail to consider service effective-
ness. The naturalistic approach provides
this ingredient by focusing on output mea-
sures rather than merely on the traditional
input information.

The naturalistic approach to assessing
the value of volunteer services is designed
to focus on output measures as evidence
of program benefits rather than merely on
the traditionally-used input measures.
Managers of volunteer programs who
choose to use the naturalistic approach
may wish to address the need by funding
sources and decision makers for assistance
in understanding the advantages of out-
come standards and the concept of
reporting qualitative data in quantitative
terms. Such obstacles notwithstanding,
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the use of outcome measures, especially
those documented with naturalistic data,
may be more in keeping with the intrinsic
value of volunteer services as described by
both volunteers and clients.
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APPENDIX A

FAMILY SERVICE OF MILWAUKEE
FAMILY AIDE PROGRAM

GOAL-ATTAINMENT SERVICE PLAN

Client Name Volunteer
Client-Specific Goals
(use separate form for each goal)
GOAL:

Least Favorable
Outcome Thought
Likely

Less Than
Expected
Success

Expected Level
of Success

More Than
Expected
Success

Most Favorable

Outcome Thought

Likely

Beginning Date:

Review Date: Closing Date:
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APPENDIX B

FAMILY SERVICE OF MILWAUKEE

PROGRESS CHART/DATA BASE

Client: Volunteer:

FAMILY AIDE PROGRAM

Goal Statement:

Starting Point:

Review Date Activity/Observations

Level of Progress
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APPENDIX C

FAMILY SERVICE OF MILWAUKEE FAMILY AIDE PROGRAM

CLIENT SURVEY

DATE: NAME OF CLIENT:

(VOLUNTARY)

. How long did you have a volunteer friend from Family Service?

. How frequently did the two of you meet? Weekly Every other week
Other (specify)

. What kinds of activities did you do?

. How was your child (or children) involved with her?

. Please provide a brief description of your volunteer friend.
Indicate what she was like, what kind of person.

. How did you feel about the time you spent together, and the activities you shared?
Indicate if you wish you had done different things.

. Some of the aims of the Family Aide Program are:
(1) to help single parents have social activities,
(2) to provide a role model for healthy parenting,
(3) to encourage single mothers to continue their own growth and development.

Please describe the way in which your Family Aide volunteer friend was most helpful

to you. Expand on this a little: What has it meant to you, personally, and as a
mother, to be a part of this program? (Use reverse side of paper as needed.)

THANK YOU FOR TAKING TIME TO COMPLETE THIS FORM
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ABSTRACT
During the past decade, the proliferation of managed care plans and the reduction of governmental

reimbursement has seriously eroded hospital revenues.

As a result, hospitals are managing with less resources yet confronting more complex patient problems,
particularly in the Emergency Department of the hospital.

Since the Emergency Department is frequently the major interface between the hospital and the
community, it is essential that patients have a positive experience while obtaining care. This study
explores the impact of a hospital-based volunteer program upon patient satisfaction within an Emergency
Department and the implications for hospital administrators.

Patient Satisfaction
Within an Emergency Department:
The Impact of a Hospital Volunteer Program
Anne Walsh, Helen Bloom, and Jack Rappaport

FACTORS INFLUENCING EMERGENCY
DEPARTMENT TREATMENT

Frequently, the Emergency Department
is the primary interface between the
patient and the hospital. Decisions related
to the need for emergency care, however,
often circumvent the traditional physician-
referral mechanisms and rely to a large
extent upon self-referral. Wood and Cliff
(1986) discovered that 42% of the patients
in their survey did not consult with their
private physicians based upon their per-
ception of an immediate need for treat-
ment and the potential absence of ancil-
lary services in a private practice. In
particular, patients who perceive a need
for x-ray and laboratory procedures were
less likely to consult with their private
physicians.

Conversely, patient decisions related to
the selection of one Emergency Depart-
ment over another Emergency Department
are significantly influenced by the proximi-
ty of care, physician affiliation, and previ-
ous satisfaction with care. While issues of
access and physician affiliation strongly
influence institutional selection, 35.3% of
the patients in a study by McMillian,
Younger, and DeWine (1985) cited previous
satisfaction as a key consideration in the
selection of an Emergency Department.

In a similar vein, Locker and Dunt (1978)
contend that patient satisfaction also
influences whether a person complies with
a treatment and maintains a continuing
relationship with a provider.

Patient satisfaction, however, may not
necessarily be influenced by normative
clinical and administrative criteria but
rather by the extent to which the care con-
formed to the patient’s expectation of
care. Expectations are confirmed when a
service is delivered as expected and dis-
confirmed when the service is less than
expected. Frequently, it is the magnitude
of the disconfirmation experience that
results in satisfaction or dissatisfaction
with a service or product (Churchill and
Surpenant, 1982).

MANAGEMENT DILEMMAS IN THE PRGVI-
SION OF EMERGENCY SERVICES

Conflict is an inherent characteristic of
emergency room operations. Clinical staff
typically perceive their goals as the provi-
sion of sophisticated crisis-oriented ser-
vices while patients often utilize emergen-
cy services as a, substitute for a primary
care visit (Katz, 1973). It is not surprising,
therefore, that Smeltzer and Curtis (1986)
in a random informal survey of eight hospi-
tals reported waiting times ranging from

Anne Walsh is Assistant Professor and Coordinator of the Health Care Administration Program at LaSalle Uni-
versity, Philadelphia, Pennsylvania. Helen Bloom has served as director of the Volunteer Department at the Fed-
eration of Jewish Agencies in Philadelphia, Pennsylvania, and developed the first volunteer program at
Eagleville Hospital, a rehabilitation center for drug and alcohol addictions. Since 1975 she has been the Direc-
tor of the Volunteer Services Department at the Albert Einstein Medical Center in Philadelphia, Pennsylvania,
developing programs which primarily focus on offering emotional support to patients and their families. Jack
Rappaport is Assistant Professor, Management Sciences Department, LaSalle University, Philadelphia, Pennsyl-
vania. Jack served as a volunteer at the Albert Einstein Medical Center from June 1986 to May 1989.
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one to four hours in duration with an aver-
age waiting time slightly above two hours.
In addition to lengthy waiting times, Lane
and Evans identified impersonal attitudes
of the emergency room staff and lack of
information about patient status as key
variables which affected satisfaction with
service. Subsequent studies by McMillian,
Younger, and DeWine (1986) suggest that
communication provided to the patient
and persons accompanying the patient is
an often ignored dimension of care and
may contribute to patient dissatisfaction.

IMPETUS FOR THE EMERGENCY ROOM
VOLUNTEER PROGRAM

Statistics from the Emergency Depart-
ment of Albert Einstein Medical Center in
Philadelphia indicate that approximately
40,000 patients are treated on an annual
basis. Usually, these patients are accom-
panied by two or three significant others
which suggests that 120,000 to 160,000
individuals have direct contact with the
department. Many of the patients receiving
treatment are indigent individuals or recent
immigrants who do not have a primary
care physician. Consequently, the need for
empathic and accurate communication
between the clinical staff and patient is
enhanced.

In order to address issues of communi-
cation involved in the delivery of emergen-
cy room services, a pilot program relying
upon hospital and community volunteers
was initiated in July of 1986. Essentially,
the goals of the volunteer program focus
upon increased communication between
emergency room staff and patients (see
Table 1). Volunteers offer psychological
support, interpret emergency room poli-
cies and procedures, and provide informa-
tion on the process of care to patients and
their families. In some cases, volunteers
also assist with discharge functions for the
patients.

Although the clinical staff and adminis-
tration recognize the pivotal role per-
formed by the volunteers, information
related to the impact of volunteer activity
upon patient satisfaction had not been
evaluated. Since patient satisfaction is cru-
cial not only to the preservation of a con-
tinuous relationship with a provider but
also to the retention of a favorable image

within the community for the departmerit,
further studies related to the impact of vol-
unteer intervention upon patient satisfac-
tion were initiated.

RESEARCH DESCRIPTION

In February, March, and April of 1988, a
random telephone survey was conducted
approximately one to two weeks after the
patient visit to the Emergency Department.
During this period, 75 patients were con-
tacted and 66 patients completed inter-
views resulting in a response rate of 83%.
Patient logs from the Volunteer Depart-
ment were used to identify those patients
in the experimental group who received
volunteer services and a control group was
developed utilizing emergency room logs
which indicated the hours when the volun-
teers were not present.

Global satisfaction scores were adopted
from the Larsen, Attkinson, and Harg-
reaves index which was designed to mea-
sure satisfaction within human service
agencies (see Table Il). Comparative health
indices to measure patient satisfaction on
a global basis are not as well represented
in the health administration literature. In
fact, few articles related to the quality of
health services were published prior to
1960. Studies which were conducted
emphasized structural measures which
focused on the organization of the institu-
tion or process studies which validated the
appropriateness of particular treatments in
comparison to medical standards (Lebow,
1974). Partially, the absence of a global
measure is due to institutional auspice and
locus of service as well as the associated
dilemma of measuring variations in medi-
cal practice patterns within the same envi-
ronment (Lebow, 1974).

Although global measures are useful
from a research perspective, their rele-
vance is limited to the manager who may
be interested in modification of specific
attributes within the health delivery sys-
tem. Typically, global measures amplify
satisfaction with service while neglecting to
measure the specific attributes which con-
tributed to patient satisfaction. Conse-
quently, intervention to rectify or expand
specific facets of service is impeded (Lock-
er and Dunt, 1978).

Recent studies have developed mea-
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TABLE 1
VOLUNTEER FUNCTIONS IN THE EMERGENCY DEPARTMENT

Administrative Functions

Provide explanation of waiting time to patients.

Explain the procedures in the Emergency Department to patients.

Escort patients to waiting areas or other hospital areas.

Provide periodic information about treatment to patients and family members.

Psychosocial Functions

Provide support to patients and families.
Initiate contact with family members or escorts.
Assist patients or families with refreshments or reading material.

Discharge Functions

Provide information about transportation.
Assist with transportation when requested by clinical staff.

TABLE I1
GLOBAL SATISFACTION SCALE*

(1) To what extent did the Emergency Department meet your needs?
Almost all of my needs have been met
Most of my needs have been met

Only a few of my needs have been met

None of my needs have been met

(2) In an overall, general sense, how satisfied are you with the services you received?
Very satisfied

Mostly satisfied

Indifferent or mildly satisfied

Quite dissatisfied

(3) If you were to seek help again, would you come back to our emergency room?
No, definitely not

No, | don't think so

Yes, | think so

Yes, definitely

* Larsen, Attkinson and Hargreaves Index
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sures to evaluate patient satisfaction in
relation to specific attributes within the
health delivery system. Many of these
studies have focused on the clinical as well
as the institutional variables which may
potentially affect satisfaction (McMillian,
Younger, and DeWine, 1986). Since institu-
tional variables such as access and com-
prehensiveness of care are integral compo-
nents of the Emergency Department
experience, questions which assessed
patient satisfaction with these variables as
well as satisfaction with the quality of
medical care were analyzed in the study
(see Table 1l1).

DISCUSSION OF RESULTS

Sixty-six surveys were evaluated in the
study. Thirty-three interviews were
obtained from individuals in the experi-
mental group who received volunteer ser-
vices, and thirty-three interviews were ana-
lyzed from participants in the control

group. Initially, a t-test was conducted to
measure differences in global satisfaction
between the control and experimental
groups.

Global satisfaction scores measured the
extent to which the Emergency Depart-
ment services met the patient’'s needs,
patient satisfaction with the services which
were provided, and the willingness of the
patient to use Emergency Department ser-
vices in the future. Significant differences
in patient satisfaction between the experi-
mental and control groups emerged
(t = 4.24, p < .05) which suggests that vol-
unteer intervention contributed to patient
satisfaction as well as a tendency for
patients to express a desire to use Emer-
gency Department services in the future.

Further analysis to assess differences in
patient satisfaction with the comprehen-
siveness, quality, and access to care was
also conducted using a series of t-tests to
measure differences in mean satisfaction

TABLE 111

EMERGENCY SERVICE DELIVERY ATTRIBUTES

Sources of Satisfaction:

(Scale: 5 = high satisfaction; 1 = low satisfaction)

1. Access to Care:

signs posted to emergency room area

information requested upon arrival in emergency room

2. Comprehensiveness of Care:

comfort of waiting area

3. Quality of Care:

waiting time prior to treatment

cleanliness of waiting area
waiting time for x-ray, lab results, etc.

availability of facilities (bathrooms, cafeteria)

interest of medical staff and nursing staff in your condition

courtesy extended by clinical staff to you and family
explanation provided about treatment

quality of treatment which you received
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scores between the two groups. Patients in
the experimental group again demonstrat-
ed a higher level of satisfaction with the
comprehensiveness of care provided by
the institution (t = 3.56, p < .05). This
finding is particularly interesting because
these measures were designed to assess
the patient’s perception of the comfort
and cleanliness of the waiting area, waiting
time for ancillary services, and the avail-
ability of support services. Invariably, the
communication provided by the volunteer
appears to mitigate delays intrinsic in the
provision of ancillary and support services
and to minimize inconveniences which are
inherent in most waiting areas of Emergen-
cy Departments of urban institutions.

Statistical differences related to the
quality of health services delivered by the
clinical staff also emerged between the
control and experimental groups (t = 5.66,
p < .05). Individuals in the experimental
group expressed a higher level of satisfac-
tion with the courtesy and interest of the
medical staff and appeared more content
with the explanations of treatment which
they received from the medical staff.

Conversely, volunteers had virtually no
impact upon patient satisfaction with
access to health services. Patients in the
control and experimental group expressed
dissatisfaction with prolonged waiting peri-
ods for treatment in the Emergency
Department. Although the mean satisfac-
tion score for the experimental group
(2.75) was slightly higher than that of the
control group (2.5), this finding was not
significant at the .05 level (t = 1.25) and
indicates no difference in satisfaction
between the two groups.

IMPLICATIONS FOR HEALTH MANAGERS
Due to the nature of emergency
medicine, administrators may not be able
to alleviate problems associated with
extended waiting times. In most cases,
those patients with critical symptoms will
receive immediate treatment while those
with less severe complaints will have to
wait for care despite the best intentions of
management. Since administrators may
not be able to consistently influence this
dimension of care, it is crucial that other
components of the emergency room expe-
rience contribute to a satisfactory experi-
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ence for the patient.

Patients continue to use services which
meet their expectations, and they also
tend to share their impressions about par-
ticular services with others in the commu-
nity. Studies by Diener and Greysen (1978)
confirmed that at least 34% of those dis-
satisfied with a product will communicate
this information to other individuals. Con-
sequently, administrators must be cog-
nizant of the ultimate impact of patient
satisfaction upon future referrals and
image in the community.

In an era of declining revenues and pro-
fessional shortages in hospitals, volunteer
involvement can be instrumental to the
preservation of patient satisfaction within
an Emergency Department. Volunteers can
not perform functions which are obviously
within the domain of the health care pro-
fessional. They can, however, document
incidents which require further investiga-
tion or alert administrators to problems in
service delivery. More importantly, they
can humanize the health care system for
the patient by interpreting the bureaucratic
structure of the hospital or by offering psy-
chological support during a crisis, func-
tions which to a large extent enhance the
satisfaction of a patient in the emergency
room and contribute to a positive image
for the hospital within the community.
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Easy Does It: Initiating a Performance Evaluation
Process in an Existing Volunteer Program
Nancy A. Gaston, CVA

THE PROBLEM

"We’'ve been doing just fine without
report cards.” That was the response of a
Board member and long-time volunteer of
a telephone crisis service when the subject
of performance evaluation was broached.

The grassroots agency which he served
had begun as an all-volunteer project.
Affiliated with a strong national program,
CONTACT Teleministries USA', it features
initial training and apprenticeship for the
volunteers who handle all telephone calls.
It had operated for several years without
paid staff. When the need for professional
management became evident, an executive
director was hired. New recruiting, record-
keeping, and support systems were wel-
comed, but the concept of evaluation was
threatening to those who had been operat-
ing on their own since the beginning of the
organization.

The Board of Directors supported mak-
ing evaluation part of the program. An ad
hoc committee was named to work with the
new executive to develop a sensitive and
gradual process for evaluating volunteer
performance. The resulting process can be
adapted to other programs, especially
those engaging volunteers who provide
human services in one-on-one situations,
whether by telephone or face to face. The
plan involves adding components to the
evaluation process in three steps over as
many years.

YEAR ONE: SELF EVALUATION

The first year, a two-page questionnaire
was designed and mailed to the one hun-
dred volunteers. One part involved self-
evaluation, with each person being asked to
rate his or her handling of various kinds and
aspects of calls, areas of personal growth,

areas in which personal development was
needed, and willingness to serve the organi-
zation in other capacities. The second part
involved evaluation of the agency pro-
gram—ophysical facilities, support system,
in-service training, and communications.
The cover letter explained that the pro-
cess was designed to help the organization
offer appropriate support, training, facili-
ties, and service opportunities. It was
signed by both the chair of the committee
and the director, to reflect both the joint
authorship and the fact that the process
was a cooperative undertaking of volun-
teers and paid staff. There was a deadline
for returning the questionnaire, and
respondents were asked to provide their
names but confidentiality was promised.
After the deadline, committee members
phoned non-respondents. Following the
calls, the return rate reached almost 90%.
The director then telephoned the remain-
ing nonrespondents, explaining the value
of their participation and offering to
conduct a telephone interview. One volun-
teer resigned, saying she had wanted to do
so for some time but had felt guilty. The
call became an exit interview, followed
promptly by a letter of appreciation that
included a record of her service. Two other
individuals indicated that they had pro-
crastinated about sending in the question-
naire because they felt inadequate as vol-
unteers. Listening, affirmation, and
encouragement were offered, and an
attempt was made to assess their needs
for continuing training and support.
Questionnaire results indicated a need
for more in-service training. Almost any
imaginable topic was listed by at least one
respondent, but a majority cited a need for
sessions about repeat callers, substance

In addition to long and varied service as a volunteer, Nancy A. Gaston, CVA, has been Executive Director of
CONTACT of Kanawha Valley in Charleston, West Virginia (the program discussed in this article) and of Neigh-
bors In-Deed, a volunteer chore service in Vancouver, Washington. She was Program Manager of the Volunteer
Bureau of Clark County, Washington, and is a trained leader in Stephen Ministries, a church program involving
lay volunteers in pastoral care. She has provided training in volunteer program management on local, state,
and regional levels. She is now Director of Christian Development for a Presbyterian church in Portland, Ore-
gon. Her publications include articles in national church publications and a manual for the directors of volun-
teer-staffed crisis lines. Nancy became a Certified Volunteer Administrator in 1988.
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abuse, and domestic violence. Generally,
respondents expressed satisfaction with
facilities and procedures, but about 25%
observed that the bulletin board was clut-
tered, making it hard to spot new items
quickly. An equal percentage expressed a
desire to know more about Board plans
and projects. A half dozen responses
offered very specific practical suggestions
for simplifying forms and reporting proce-
dures. Twenty respondents—about one in
five—commented that they would like
more prompt and direct feedback about
their handling of calls.

Questionnaire results were dealt with in
several ways:

* Six in-service training opportunities
were offered as compared to four the
previous year.

* Procedures were streamlined to
incorporate suggestions, and the bul-
letin board was kept current and
organized.

* Practices and procedures that had
been poorly understood were clarified
in newsletters and in a revision of the
procedures manual.

* Newsletter frequency was increased,
and a regular column featuring high-
lights of Board meetings was added.

* Over the next two or three months,
the director visited each volunteer
during her or his regular shift in the
telephone center, beginning with
those who seemed from their
responses to be insecure, unhappy.
or burned out.

* To facilitate more frequent feedback,
a postcard system was initiated and
prompt, brief notes sent to those
who handled difficult situations, gave
extra time or made helpful sugges-
tions.

Results of the first year of the evaluation
process were encouraging. Intake sheets
filled out by workers indicated that calls
were being handled more appropriately.
Attendance at each in-service training ses-
sion increased by almost 50% over the pre-
vious year, despite the fact that there were
two additional sessions. Two or three inac-
tive volunteers became involved again as a
result of personal attention to their con-
cerns and needs.

YEAR TWO: PEER EVALUATION

The second year, the Board replaced the
ad hoc committee with a standing one. A
revised questionnaire was mailed and fol-
lowed up with a new component: peer
evaluation.

Volunteers were asked to pair up to cri-
tique one another’s performance. Volun-
teers, who ordinarily worked one at a time in
the telephone center, arranged to visit the
center during the partner’s shift. The pair
took turns answering calls and assessing one
another’s responses. Printed forms were
provided to guide the process. They includ-
ed most of the items from the first part of
the questionnaire but added such specifics
as vocal tone and pace, ratio of time spent
listening to time spent talking, and appropri-
ateness of word choice—all elements that
are hard to judge about oneself.

Participants were not asked to share the
contents of the evaluations with staff or
committee. Each volunteer signed a list
indicating completion of the process and
noted any suggestions for improvement of
training, procedures, or policies. Four volun-
teers had trouble overlapping their sched-
ules with others’ and two were on a leave of
absence during the process, but all the
remaining individuals participated and
reported that the procedure was helpful.
Some pairs even met another time or two to
evaluate progress or continue discussion.

The informal system of selecting partners
had a built-in flaw: there was some tenden-
cy for persons with like weaknesses to be
paired. Volunteers knew best those persons
who had been in the same initial training
class and who thus reflected any weakness-
es of that particular training experience. For
example, if their training session on the use
of referral materials had been weak, neither
partner might recognize lack of efficiency in
locating referral information. Allowing free
choice of partners, however, enhanced the
process by making it less threatening and
more enjoyable.

YEAR THREE: AN OBJECTIVE ELEMENT
The initial plan called for an objective
evaluation instrument to be introduced in
the third year. The committee had consid-
ered asking each volunteer to critique a
verbatim—a written transcript of a crisis
line call—but had some misgivings. Such
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verbatims are prevalent in the human ser-
vice professions, but the committee mem-
bers anticipated considerable resistance
from volunteers who excelled at oral com-
munications but detested “writing it
down.” After streamlining recording proce-
dures in response to volunteer input, it
seemed inappropriate to ask for analysis of
a written script.

A cassette tape of a simulated crisis call,
with questions inserted at intervals, and an
accompanying response form had been
developed by another crisis agency and
offered for sale. Several copies were
obtained, and each volunteer was asked to
listen to the tape, either signing out a copy
to take home or using it at the center. A
tape player was provided, and volunteers
completed the response form and left it at
the center.

Once the form was received from a vol-
unteer, a brief interview was scheduled. A
specially trained senior volunteer or staff
member met with the individual, and the
tape was played again. Responses were
discussed, with lively dialogue resulting.
Human communication does not always
lend itself to objective evaluation. Even
when volunteers argued for their "non-
standard responses,” however, they had
increased awareness of missed verbal
clues and misleading answers.

The initial results of this phase of the
evaluation process looked very promising.
There was no indication that volunteers felt
threatened by the procedure. On the con-
trary, many seemed to relish the challenge
of critiquing the simulated call. It should be
noted that the questionnaire was repeated
a third time, with the intention to use a
questionnaire on an annual basis for pro-
gram and performance evaluation.

SUMMARY

Although performance evaluation is an
essential part of any well-managed volun-
teer program, it is a part that should be
introduced sensitively and carefully into an
existing program. Self-evaluation is proba-
bly the least threatening way to begin,
especially if it is linked to program evalua-
tion so that people see the purpose as
growth and development rather than judg-
ment or criticism. Peer evaluation is a logi-
cal second step, with a more objective
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evaluation instrument being introduced
only after people have become comfort-
able with the process.

Introducing volunteer evaluations means
that there must be a commitment on the
part of those who manage the program to
deal with the information generated. If vol-
unteers are asked to provide input but do
not perceive that they are heard, then
evaluation becomes not just a useless but
a negative process.

APPLICABILITY AND ADAPTABILITY

While the process as outlined is obvi-
ously appropriate for a telephone crisis
service, it could be adapted for use in
almost any program in which volunteers
work individually and with little direct
supervision to provide personal care:
home, hospital or nursing home visitation;
chore services; information and referral
services; intake interviewing; peer counsel-
ing; or befriending programs such as Big
Brothers or Big Sisters.

The questionnaire idea can be utilized
essentially without adaptation. (Give any
questionnaire a trial with three or four per-
sons to eliminate ambiguous or misleading
questions.) Do not settle for returns
received without prompting and followup,
and aim for 100% response.

Peer evaluation can involve listening to
one another’s calls, quietly sitting in on
interviews (with the permission of the
interviewee), or going along on visits to
clients. Big Brothers or Big Sisters could
pair up to take their younger counterparts
on a shared outing and be aware of the
interactions between the adults and young
people for later discussion.

The third step could involve a video tape
if the program provides for face-to-face
contact. Audio or video tapes with ques-
tions right on the tape or signals to shut
off the tape and critique at various points
can be more effective for use with volun-
teers than are written transcripts. Tapes,
whether audio or video, are probably even
more effective when used in small group
settings so that discussion can immediate-
ly follow the critique. However, some vol-
unteer programs do not lend themselves
readily to gathering groups of volunteers.

In designing the program, it is well to
keep in mind the Board member’s comment



about report cards. Change of any kind gen-
erally produces some anxiety, but when that
proposed change involves evaluation, the
anxiety is intensified. Easy does it.

FOOTNOTE
1. CONTACT Teleministries USA, Pouch A,
Harrisburg, PA 17105.
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Catching Moonbeams in a Jar:
Evaluation in a University Public Service Program
Jackie Schmidt-Posner, Ph.D.

INTRODUCTION

The 1980s brought about renewed dis-
cussions of public service as an important
part of each American’s life. President Rea-
gan urged individual involvement as a way
to offset government'’s role in many social
issues, and President Bush recently
announced a "Points of Light Initiative,”
designed to encourage citizen volun-
teerism. Students are looked to as an
important source of volunteer power in
these efforts.

Many colleges and universities now offer
programs to support student interests in
public and community service. In 1985,
presidents of more than 120 institutions of
higher education formed the Campus
Compact as a way to share information
among their institutions and advocate stu-
dent participation. Qver 200 college presi-
dents now have joined this national coali-
tion. Though college students have always
been involved in volunteer service, a rein-
vigoration of their efforts is clearly under-
way, focused not only on providing needed
community services, but on enhancing stu-
dents’ academic and personal develop-
ment at the same time (Milton, 1989).

At Stanford University, for example,
available statistics suggest that public or
community service is an ever-increasing
part of the student’s experience. Of the
1988 graduating seniors responding to the
Senior Survey, 68% said that they had
been involved in some public service. This
is almost a 20% increase from the year
before. During the 1988-89 academic year
approximately 750 students—over 10% of
the undergraduate student body—were
actively involved in volunteer programs
through the Haas Center for Public Service.

The Haas Center for Public Service is a
place of diversity and intense activity. Bul-
letin boards overflow with notices about
programs and volunteer opportunities.

Students are everywhere—hunkered down
on the hall floor painting banners; racing
up and down the stairs; waiting in line to
use the copier or Macintosh; and working
on any available empty surface. One pro-
gram in the Center operated out of a book-
shelf in the hallway for the better part of
this year!

Many of the students do good things in
their volunteer work. They report their
accomplishments and what they've
learned:

The best part [of a spring break experience
related to homelessness in the Bay areal was
the evening we played with the kids from the
Family Living Center. . . . All they wanted was
someone to pay attention to them and love
them; they gave the love right back multiplied
by 10. Jose, one of the kids, both touched my
heart and broke it. | was his “horse” for half
an hour before he felt comfortable really talk-
ing, but when he did it was the best feeling.
Stanford Senior (Political Science major)

The most memorable part of the experience
[service project on a Zuni reservation| was lis-
tening to a little girl answer the question “Do
you know how this mountain was made?”" with
a story about the gods of the Zuni without a
moment's hesitation or flicker of indecision.
Stanford Junior (Anthropology major)

Our own experience working in volunteer
programs and the stories people tell us
about their experiences are two sources of
information about how programs or organi-
zations are doing. However, these sources
of information—while compelling—tend to
be biased and subjective. If volunteer pro-
grams are to develop and improve, more
systematic inquiry—evaluation—is neces-
sary. Recognizing the need for more evalua-
tion, a group of Campus Compact mem-
bers who met at the Wingspread

lackie Schmidt-Posner, evaluation specialist at the Haas Center for Public Service, Stanford University, since Jan-
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Analysis from Stanford. Outside of her professional work in university student services, she has been involved
in a variety of volunteer activities over the past twenty years. Current volunteer involvements include leading a
Brownie troop and serving on a California Department of Justice advisory committee on in-home child care.
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Conference Center in Fall 1988 set as one .

of four priorities for future action the devel-
opment and improvement of college public
service program evaluation.

The Haas Center for Public Service has
grappled with evaluation issues for several
years. Some evaluation mechanisms work
and have provided clarity about the prob-
lems and barriers to evaluating our particu-
lar type of organization. The intention of
this article is to share what we have
learned about why evaluation is important,
why it’s difficult, and to give an overview of
the Haas Center’s approach to evaluation.

OVERVIEW OF THE HAAS CENTER
The Haas Center for Public Service (for-
merly the Stanford University Public Ser-
vice Center) was founded in 1984. Funded
by the University, the Center was con-
ceived by Catherine Milton, its director, as
a way to bring together under one roof a
variety of community service programs
already operating on campus. The exper-
tise and continuity provided by a profes-
sional staff coupled with the ideas and
enthusiasm of students have resulted in a
dynamic, continually-evolving program.
The Center supports a clearinghouse of
volunteer opportunities such as tutoring
and other school-based programs. These
programs give the Stanford students the
opportunity to provide one-one-one assis-
tance, student organization assistance, and
public service fellowship programs; stu-
dents also may assist with the annual stu-
dent-run, issue-focused “You Can Make a
Difference” conference. The 1989 confer-
ence on environmental issues drew over
2,000 participants. Many of these efforts
are supported by grant funds. In addition
to the programs directly sponsored by the
Center, Stanford University boasts a variety
of other very effective community service
efforts which have been developed by eth-
nic student communities, academic depart-
ments, and other student organizations.
Trying to capture the amount, nature,
and impact of all of this activity is some-
what like trying to catch moonbeams in a
jar. Further, budget cutbacks, space restric-
tions, and other resource limitations mean
that evaluation often gets pushed to the
bottom of the funding list as an activity.
For the past two and a half years the

author worked as an evaluation specialist
at the Haas Center. The position is funded
as a one-quarter time (10 hours per week)
graduate assistantship and was initially
underwritten as part of a grant from the
Hewlett Foundation. Evaluation now is
institutionalized as an essential compo-
nent of the Haas Center’s functioning.

WHY EVALUATE?
Interviews with staff yield a number of
reasons to support evaluation or systematic

inquiry.

Program intervention

The most compelling reason to engage
in evaluation is to collect information
which can be used to make changes or
improvements in programs or activities.
Carol Weiss (1988) suggests that the infor-
mation gained from evaluation is used by
leaders and decision makers for four pur-
poses: 1) warning signal that something is
wrong; 2) guidance for improving policy or
programs; 3) stimulus for reconceptualiza-
tion or reframing of issues or programs;
and 4) mobilization of support.

Understanding what volunteers are
doing, why they are doing it, how the
recipients of service feel about it, and
strengths and weaknesses of the experi-
ence allow program directors to improve
on problem areas and enhance, or main-
tain, aspects that are working well. For
example, a survey of Stanford students
involved as tutors in the first year of a pro-
ject with a local school district asked them
about the positive and problematic
aspects of their experience. The result of
this evaluation effort highlighted the need
for better coordination at the school site
and more tutor-teacher contact. The data
were used to support a successful grant
application to develop a system of peer
Tutor Coordinators who are responsible for
establishing links and building relation-
ships with the teachers and tutors who
work at a particular school site. This pro-
gram innovation has been a key ingredient
in building continuity and commitment
among teachers, students and the children
tutored.

Likewise, a series of structured group
discussions with students focused on their
motivations for involvement and the
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nature of their experience in public service.
It yielded a new framework for thinking
about the Center’'s programs. Most useful
was the distinction between “direct ser-
vice” activities and “internships with orga-
nizations.” The discussions suggest that
students enter into these two broad types
of experience with different motivations.
Students who get involved in direct service
want to "make a difference” and “help oth-
ers,” while students seek internships to
“learn about” or “gain experience in" a par-
ticular type of organization or setting. Dis-
tinct programmatic supports (e.g., type of
training, amount of structure, supervision)
are required for each type of service, and,
further, we found that involvement in these
two types of experiences tends to corre-
spond to stages in students’ undergradu-
ate careers (Schmidt-Posner, 1989).

Building an institutional memory

A central feature of educational
organizations is the transiency of students.
On the positive side, this provides a built-
in mechanism for new ideas, fresh energy,
and change. The problematic aspect is that
often when key student leaders leave, they
take with them the wisdom accumulated
from their experience. Documenting pro-
gram objectives and implementation
strategies and assessing how well they
worked builds an institutional memory. The
availability of this information allows new
leaders to benefit from the experience of
their predecessors and provides the conti-
nuity that facilitates more informed pro-
gram decisions.

One of the ways Stanford students are
introduced to public service is through a
-one-day event, Reach Out Today, in which
large numbers of students are encouraged
to volunteer for several hours on a particu-
lar Saturday. The students participate in
short-term community projects such as
painting a school gym, planning a party for
disabled children, or sorting clothes for a
battered women's shelter. While the pro-
gram was successful at creating student
interest, participation from agencies began
to slack off.

A small evaluation effort involving visits
and discussions with key community agen-
cies uncovered problems. Agency staff
were devoting scarce time to developing
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tasks for the students and giving up their
own weekend time to supervise the activi-
ty, but occasionally the students failed to
show up. These discussions with communi-
ty agency leaders pointed to the need for
more conscientious follow-through on the
student end and for the development of
ways to build student commitment.
Because these insights were documented,
the next Reach Out Today coordinator was
able to focus on how to address these
weaknesses, thus making the program
stronger for both the students and the
agencies.

Modeling reflective behavior

The philosophy underlying many college
volunteer programs—including Stanford'’s
—is that volunteering is a form of service
learning. "Because college is a time for
learning and questioning, community
involvement experiences are prime oppor-
tunities which challenge students’ cogni-
tive processes and foster values develop-
ment” (Delve, Mintz and Stewart, 1987).
Professionals working in the area of service
learning generally agree on the value of
structuring opportunities for students to
reflect on their experiences as a way of
learning from them. Engaging in reflection
about our programs—evaluating them—is
a way for professionals to model the
behavior we seek to encourage in the stu-
dents with whom we work.

Fundraising and public relations support
Stanford’s national prominence in
encouraging college student volunteerism
(President Donald Kennedy is one of the
three founding presidents of Campus Com-
pact) has attracted the attention of jour-
nalists who write about this growing move-
ment. Typical questions posed center
around the number of students involved in
volunteer activity and how this compares
with past levels. Foundations and individu-
als funding programs want to know what
difference their money has made. Until the
Haas Center began to systematically track
student involvement and evaluate pro-
grams, providing information to the foun-
dation and media communities involved
guessing about numbers and relating anec-
dotes. Many problems with collecting pre-
cise data still exist, and anecdotal data are



still appropriate and powerful. However,
with the development of tracking systems,
the staff now has at its disposal more
accurate information to use in communi-
cating to others—both internally and
externally— about the Center’s progress
and activities.

Enhanced power and credibility for students

In response to the question about the
uses of evaluation, the Center’'s Volunteer
Coordinator, who advises a number of stu-
dent-run projects, suggested that evalua-
tion and documentation of programs can
be a source of power for students. Because
they lack both longevity and depth of
experience in the organization, students
are sometimes at a disadvantage in deci-
sion-making situations which affect their
programs. However, when student leaders
can point to documentation of their pro-
grams over time, they can potentially exert
more influence in the decision making pro-
cess.

BARRIERS TO EVALUATION

The results of evaluation or systematic
inquiry can clearly be useful to both stu-
dent or volunteer leaders and program
administrators. However, reports from
Campus Compact members suggest that
little is done in the way of evaluation in
many college public service centers or pro-
grams. Such efforts are hindered by a num-
ber of factors, most of which are not exclu-
sive to college community service
programs.

Inadequate resources

Volunteer programs seem to be
chronically underfunded, and there are
always four or five good ideas or worthy
causes waiting in the wings to compete for
any surplus time, money, or space. Further,
the benefits to be garnered from an invest-
ment in evaluation are uncertain, probably
long-term and may not be tangible. The
costs of not engaging in systematic inquiry
are also not readily apparent so that orga-
nizations may have little incentive to use
scarce resources for evaluation.

Diversity and dynamism of programs
A major difficulty in developing an
evaluation system for the Haas Center

grows out of the diversity of activities and
programs in which students are involved
and the decidedly organic evolution of
many of them. A few programs, such as the
Ravenswood-Stanford [School] Tutoring
Project, are fairly straightforward: we know
who the Stanford University students in
the program are, how much time they vol-
unteer, the training they receive, and the
nature of their service. Assessing the
impact of the project on the children
tutored is an enormously complicated
task, but finding out what the tutoring
experience is like for the Stanford students
is quite achievable.

An important role of the Center, howev-
er, is to encourage student ideas and ini-
tiative. For example, in 1988 a group of
students participated in a four-day spring
break service-learning project about home-
lessness in San Francisco. At the end of
the project, some of the student partici-
pants wanted to learn more about the
issues and educate the Stanford student
body about ways to get involved in solu-
tions. The group developed a week-long-
agenda of activities which culminated in a
conference. While the numbers were not
overwhelming, the events were successful
and the students immediately started plan-
ning for a bigger conference which was
held a year later. Now the 20-30 students
who worked on the 1989 conference have
formed a student organization, the Stan-
ford Homelessness Action Coalition
(SHAC) to educate the Stanford communi-
ty and to develop service opportunities
working with the homeless. The group has
already done some successful fundraising
and will work with Habitat for Humanity to
build a house in East Palo Alto this
September! Because of the evaluator’s
record of growth and change, he or she
can only begin to capture these dynamics.

Broker role

One of the functions in the Haas Center
is to serve as a broker between opportuni-
ty-seeking students and volunteer-seeking
community groups. In many cases the Cen-
ter is simply the conduit through which
students connect to people and organiza-
tions needing their help. Students them-
selves look in the Clearinghouse files and
at computerized internship listings, leaving
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with names and phone numbers to call.
Finding out what happens to these stu-
dents has been difficult. Students using
this service of the Center do not establish
a personal relationship with Center staff
who encourage them to stay in contact;
thus, they have no particular incentive to
report on their successes or the problems
they encounter in locating a placement. A
variety of follow-up strategies have been
tried, but we still know relatively little
about the experience of students who
make their contributions outside of the
structured programs of the Center.

Students-related factors

In part because of their youth and in
part because they are just passing through
the institutions, students often don't think
very far ahead. Their energy goes into plan-
ning and implementing events and once
the event is over, they have little interest in
evaluating it. Further, they often lack an
understanding of how their program fits
into a larger picture and thus can't fully
appreciate the importance of evaluation.
For students, then, there are no strong
incentives pushing them to document and
assess the results of their efforts.

EVALUATION IN THE HAAS CENTER

Despite the problems and barriers to
evaluating college volunteer programs,
evaluation has become an important com-
ponent of the Haas Center for Public Ser-
vice. The only funds directly allocated to
Center-wide evaluation are for a quarter-
time graduate student assistantship. Two
and a half years of developing evaluation
.mechanisms and approaches that work in
our setting have suggested three basic ele-
ments to consider in planning evaluations.
These elements are offered to those inter-
ested in encouraging more systematic
inquiry in their organizations. Because
much good literature on the basic compo-
nents of evaluation (e.g., defining the
objectives, data collection strategies, etc.)
is available, those principles are not dis-
cussed here.

Start modestly
We began by developing systems to
simply count and track students who were
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involved in programs. Over time this
descriptive, quantitative data can reveal
trends and changes in student participa-
tion. Setting up systems and reporting for-
mats for participation data takes time, but
once a system is in place, data collection is
more easily accomplished. Without the
most basic data concerning how many and
which students are involved in various
activities, finding out how their experiences
can be improved is impossible.

In the Center two kinds of data about
participation are now routinely collected.
Organizers of all events sponsored or co-
sponsored through the Center complete
an "Events Evaluation Form.” This form is
designed not only to collect data about
the costs and number of people who
attended but also to serve as a mechanism
for event organizers to evaluate the public-
ity, room arrangements, speakers, and so
on. These forms are kept in a notebook in
the central office and serve as a repository
of accumulated wisdom about events.

A more challenging task has been to
develop ways to capture the extent of stu-
dent involvement. Some students are
involved in ongoing volunteer programs
such as tutoring, while others are intensely
involved for a more concentrated period,
perhaps working on a conference. Still oth-
ers may participate for just one afternoon
in a Reach Out Today project. During the
1988-89 academic year we have experi-
mented with using three categories of stu-
dent involvement: 1) involvement in one-
time events, 2) ongoing direct service to
the community (such as tutoring or adopt-
a-grandparent programs), and 3) ongoing
leadership of student programs (confer-
ence organizers, officers and directors of
student organizations, Clearinghouse peer
advisors, etc.). On a quarterly basis pro-
gram directors estimate the number of
hours contributed by participants in their
programs. At the end of the 1988-89 year
students had contributed an estimated
60,000 hours of service in programs spon-
sored by the Center.

Document program implementation

Simply documenting various aspects of
program planning and implementation
helps to build an institutional memory.
What is learned in the early phases of a



program can be useful in making improve-
ments for future efforts. Documentation
". .. can benefit both project participants,
who are enabled to make reflective deci-
sions about program modification, and
potential adopters, who can review the
‘record’ and adopt components, process-
es, and roles for . . . replication” (Clark,
1988, pp. 21-22). Documentation has
been particularly useful in providing conti-
nuity for student organizations in which
the leadership changes annually. Further,
documenting program implementation—
that is, keeping files and making notes
about decisions, costs, people contacted,
etc.—is a task that is straightforward and
fairly easy for students to do.

Internalize evaluation in the organization

The evaluation specialist in the Center
was to be a part of the staff and to assist
student leaders and program directors in
evaluating their programs. This ongoing
involvement in the Center facilitated the
development of relationships with student
leaders and professional staff, thus reduc-
ing the resistance and anxiety which the
prospect of evaluation sometimes triggers.
Further, ongoing participation in the orga-
nization allowed Evaluation Staff to under-
stand the complex dynamics affecting vari-
ous programs.

From time to time Evaluation Staff was
directly involved in designing and conduct-
ing an evaluation. More often, however,
her role was to work with others in the
Center, helping them to think about how
and why they might evaluate their pro-
grams, and to offer technical assistance in
the design of surveys or other data-collec-
tion mechanisms. An important part of the
job was to educate and enable others to
build evaluation into their programs. Stu-
dents involved in program development in
the Center learn from the opportunity to
wrestle with questions of what and how
and why to evaluate.

Michael Patton (1988) argues that evalu-
ation and program implementation need
not be independent activities. "Indeed,
such independence and separation is one
of the things that drives up the cost of
evaluation” (p. 85). Thus, teaching stu-
dents and staff members to integrate eval-

uation with their program planning is a
cost-effective strategy for volunteer pro-
grams and is likely to increase the extent
to which evaluation results get utilized.
Spreading out the responsibility for evalua-
tion means that more gets done and that
systematic inquiry becomes more widely
institutionalized in the organization.

CHALLENGES FOR THE FUTURE

As systematic data collection efforts and
evaluation of programs have become more
integrated into the Center’s functioning,
two new challenges arise. "The body counts
are easy,” one staff member is fond of say-
ing, when compared with the task of ana-
lyzing the impact of programs on the com-
munity or client group served, or the
quality of the volunteer experience for stu-
dents. Our student focus group discussions
are the first step in a much longer process
of understanding what students need in
order to effectively learn from their experi-
ences. It is only after we determine the
characteristics of quality volunteer or
internship experiences that we can develop
ways to assess that quality more broadly.

The second challenge facing the Haas
Center is the development of an internal
process for making decisions about evalu-
ation priorities. It is not possible nor is it
necessary to evaluate all programs each
year. While responsibility for a basic level
of program documentation can be dis-
persed throughout the organization,
resources are limited for conducting more
formal or extensive program evaluations.
Designing and implementing surveys or
interviews cost time and money. A mecha-
nism for identifying and prioritizing evalua-
tion needs in the Center would rationalize
the process of deciding where to allocate
scarce evaluation resources. In a dynamic
organization, where innovation and
responsiveness are part of its vitality, such
rational processes are not easily installed.

Ultimately the objective of evaluation is
to capture and feed back to the organiza-
tion information about its work in a way
which allows that information to be used
for program improvement. According to
Haas Center director Catherine Milton:
“Though evaluation results have been
invaluable in fundraising and public rela-
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tions efforts, by far the most important
reason to do evaluation is to make our
programs better.”
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Integrating Organizational Programs with
Community Improvement Issues

Michael J. Havercamp

INTRODUCTION

In what ways can nonprofit organiza-
tions make difficult choices as to which
programs. are worthy of attention? This
article will address this question by pre-
senting a participatory planning process
that will enable organizational leaders' to
successfully match their programs to com-
munity issues. There are many organiza-
tions which skillfully and competently suc-
ceed in providing critical community
programs such as health care for the indi-
gent or training for teaching literacy skills.
However, for existing organizations search-
ing for a process to better integrate pro-
grams with community needs or for those
people considering the establishment of a
new organization, this article is of signifi-
cance. This discussion will include: (a) a
rationale for the process, (b) understand-
ing the community character, (c) how to
match organizational programs to commu-
nity issues, and (d) facilitating the process.

Rationale for the Process

This process is based on two assump-
tions. First, programs of many nonprofit
organizations focus on meeting community
problems such as substance abuse, neigh-
borhood deterioration, unemployment,
illiteracy, and peace and justice. Although
most organizations may start with this
focus, sometimes community improve-
ment, or service, is de-emphasized as
organizations develop and leaders become
“more concerned with their organizations’
survival. For example, leaders can become
predominately concerned with issues such
as employee satisfaction or salary adjust-
ments and less concerned with the
community issues their organizations were
often created to resolve.

A second assumption of this process

argues that volunteers should be directly
involved in decisions about organizations’
programs and services. Satisfying such vol-
unteer-felt needs as having decision mak-
ing power is important to triggering the
motivation lever of many volunteers. Many
recognize the importance of the particular
experiences and skills that volunteers bring
to nonprofit organizations. In addition,
Pinder (1985) suggests that a considerable
amount of voluntary work can be attribut-
ed to power motives (p. 46).

Step 1. Understanding the
Community Character

How can organizational staff and their
volunteers better understand the character
of their community or confirm their under-
standing of the community for which they
provide programs? For this understanding
to occur, a community study could be
implemented and should include such top-
ics as population characteristics and
research/study questions. Before the study
begins, the organization must also deter-
mine methods and sources of information
and how to involve volunteers in the com-
munity study.

Population Characteristics

A community study should be conduct-
ed as though it were a physical exam of a
person, uncovering as much about this
community body as possible. Understand-
ing the character of its people—history,
customs, recreation patterns, political
arrangements, and other socioeconomic
and cultural characteristics—is important.

These population characteristics must
be understood in terms of changes and
trends without limiting the community
study at first. Time spent will be very valu-
able in the long term. What the community
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residents consider are the human and
community problems, concerns, and ideas
for change must be determined. These par-
ticular ideas and perceptions will help the
organizational leadership to determine
community improvement issues.

Understanding the individuals who are
the influential leaders can benefit the orga-
nization in many ways. For example, when
planning a fund-raising campaign for a sub-
stance abuse center, it is strategic to know
the influential leaders in the community so
the campaign will be a success. Influentials
are often respected by other community
members for their opinions. They form
viable communication networks among
members in a community (Rogers and Kin-
caid, 1981). These networks, via influentials,
can generate a positive message encourag-
ing community members to contribute to
possible fund-raising campaigns.

It's also important to understand how
people in the community make money to
live and to know with which organizations
one’s own organization associates or could
associate in the future. Information about
organizational associations will help in
assessing present and future collaborative
networking options when considering
strategies for implementing new programs.
How technology is changing a communi-
ty’'s way of life and the strengths and weak-
nesses of local government and the legal
systems should also be included in the
community study. Finally, and very impor-
tantly, learning where people volunteer
and the characteristics and perceptions
these individuals have relative to commu-
nity needs will lead us to potential sources
of volunteers who will respond to the
needs of a variety of community problems.

Research Questions

What is a process for identifying
research questions for the community
study? When creating questions for the
community study, list the many questions
the organization would like to have
answered. Attempt to make the creation of
these questions a learning and enjoyable
experience. For example, Nevada Coopera-
tive Extension conducted a community
study in the Stateline area (near Lake
Tahoe). As an initial step, through a group
brainstorming method, Extension agents
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developed a list of all the questions they
would like to have answered concerning
the Stateline community. These questions
were related to achieving a better under-
standing of the people and their local
community character. Specific questions
addressed the number of single-parent
families, unemployment, household
income, and perceptions of community
leaders about community problems.

Once an agreed upon list of questions
has been determined, establish a working
team which will take responsibility for mak-
ing sure the information is gathered and
evaluated. In the Stateline example, Exten-
sion agents formed working teams who
answered questions for the community
study.

Sources and Methods of Information

What are the sources and methods of
gathering information for answering ques-
tions for the community study? A commu-
nity study should include at least two
maijor sources of information. Public docu-
ments such as census records and news-
papers are good sources to begin with.
Secondly, documenting the perceptions
held by community people about the study
questions is critical.

Specific methods of gathering informa-
tion from community members include a
formal written survey (e.g., Delphi tech-
nique), nominal groups, focus groups, task
groups, advisory groups, community
forums and key informants®. To illustrate
how two of these methods could be used
together, fifteen people with a similar inter-
est were recently brought together as a
task group in Battle Mountain, Nevada. This
group, representative of the community
social and economic character, was asked
specific open-ended questions about the
benefits of implementing a community-
development project. The members’ per-
ceived benefits were rank-ordered using a
modified nominal-group process. In order
to know if their ideas (benefits) were “repre-
sentative” of their community, a written
questionnaire is being mailed to a large
sample of community members. Summary
data from the questionnaire will be used by
the task group which will attempt to make a
meaningful decision about the community-
development project.



During the past twenty years, many -

improvements in information-gathering
have been made. For example, Michael
(1987, p. 37), provides a very good descrip-
tion of a process for using an improved
nominal-group process which includes: (a)
silent generation of ideas in writing, (b)
round-robin recording of ideas, (c) serial
discussion of the list of ideas, and (d) vot-
ing. This approach could be especially use-
ful to organizational leaders who are hav-
ing difficulty soliciting the ideas of every
person in a group about a topic, such as a
community need.

lnvolving Volunteers in the Community Study

How can volunteers become involved in
the community study? They can participate
with organizational staff in its design and
implementation. For example, a group of
farm families and their parish pastor in
Michigan defined and made decisions
about many of the questions to be
answered in a study conducted there
(Havercamp, 1985 and 1988). They accom-
plished this task in a relaxed atmosphere
at a dining room-table with refreshments.
Their participation also helped to create a
sense of teamwork among the farm fami-
lies and the parish pastor, allowing them
to increase their feeling of power or con-
trol over the planning process. The collab-
oration among the farm families and the
parish pastor, which began seven years
ago, continues today. These initial plan-
ning and decision making efforts have
resulted in the formation of three commu-
nity organizations: Choices (an educational
nonprofit organization), Choices Producers
Cooperative (a food marketing coopera-
tive), and Foods (a buyer/consumers’
cooperative). The United States Catholic
Conference Campaign for Human Develop-
ment, which helped to fund the work of
the farmers, recently chronicled the efforts
of this group and three other groups in a
videotape entitled, "Building Partnerships:
An Experience of Faith” (Campaign for
Human Development, United States
Catholic Conference, 1988).

Volunteer participation will help to cre-
ate a process leading to “volunteer owner-
ship.” After initial discussions, new volun-
teers will learn about organizational
programs and determine if their participa-

tion in the organization, in their view, will
improve the community. Secondly, they
will determine subconsciously if their par-
ticipation will satisfy their own develop-
mental needs. These needs, according to
Glasser (1985, p. 3) include: (a) to survive
and reproduce, (b) to belong and love, (c)
to gain power, (d) to be free, and (e) to
have fun.

The organization must consider these
needs and focus on these needs as study
topics so that volunteer participation will
increase. This was demonstrated in a pro-
ject from which was formed a new commu-
nity organization in Saginaw, Michigan.
During two years with Saginaw United
Neighborhoods Association, observations
indicated that volunteers tended to per-
form leadership roles when they felt their
participation would result in solving a com-
munity problem that they considered to be
specific, immediate, and realizable (Alin-
sky, 1971). Specifically, volunteers, regard-
less of their roles, must view their partici-
pation as rewarding to themselves.’

Involving volunteers also provides the
organization with the opportunity to bene-
fit from different areas of expertise, often
for free. Volunteers, as well, are often more
knowledgeable and skillful in a program
area than paid persons in an organization.

Step 2: Matching Organizational Programs to
Community lmprovement Issues

How can organizations match organiza-
tional programs to community improve-
ment issues? When completed, a commu-
nity study should have identified a set of
community issues or problems with which
an organization could be particularly con-
cerned. These problems or concerns may
include the need for literacy education,
personal enrichment, placement of bat-
tered women in employment or housing,
substance abuse, economic development,
or farm and ranch survival, or any one of
many other problems. While many organi-
zations can't easily change their program
focus (due to its original mission, person-
nel changes, new equipment, and so on),
the findings from this community study
could serve to help organizational leaders
evaluate if they should change their pro-
gram focus and, therefore, assess the fea-
sibility of plans for change.
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The organization must determine what
issue or set of issues is relevant to its orga-
nization. This is where the match should
exist! Are the community needs which
require immediate attention compatible
with the mission program or focus of the
organization? Returning to the Saginaw
experience, this match existed when lead-
ers of Saginaw United Neighborhoods
Association agreed to organize neighbor-
hood groups (a program focus) in order to
address housing issues. This decision was
a result of a participatory planning process
which included a community study: gather-
ing demographic data (e.g., housing owner-
ship characteristics of a given neighbor-
hood), getting individual perceptions of
some neighborhood residents about
neighborhood issues, and bringing neigh-
borhood residents together to agree on
priority issues. In this situation, improving
neighborhood housing was the agreed
upon priority issue.

Attempting to determine how organiza-
tional programs can be linked with com-
munity improvement issues requires an
understanding of issues central to the
organization as well and could require an
organizational development study. Fox
(1987, pp. 43-101) provides an excellent
resource for designing a participatory plan-
ning process for addressing organizational
development issues. He provides the fol-
lowing step-by-step guide to group prob-
lem solving: (a) premeeting idea generation
and preparation, (b) in-meeting idea gener-
ation and refinement, (c) guiding the dis-
cussion phase effectively, (d) voting proce-
dures for authentic results, (e) the
document review meeting, (f) program
planning and other multiple group situa-
tions, and (g) putting it all together.

Once this match is determined, specific
strategies should be formulated which will
allow for addressing community issues and
the fulfillment of an organizational pro-
gram focus.

Educational, Organizational, and Community
Action Strategies

Why are educational, organizational, and
community action strategies necessary?
Conceptually, a successful planning pro-
cess for linking organizational programs to
community issues would include strategies
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for learning, organizational change, and
community development actions. These
strategies must take into account what is
"winnable” or achievable, always working
toward the increased responsibility of vol-
unteers in the planning and implementa-
tion of this planning effort.

In this context, educational refers to
unlearning and new learning. The learning
issues could relate to new knowledge,
skills, and sensitivities about the organiza-
tion, about self, about others, about rele-
vant programs, and about the local com-
munity character in general. Similar to a
community study, volunteers should be
encouraged to help design and implement
educational strategies. Returning to the
Michigan farm-family project, farm mem-
bers determined they needed to develop
new knowledge and skills for reducing the
input of synthetic chemicals in growing
corn in order to produce healthy feed for
the cattle. For many years, some farmers
used specific pesticides and chemical fer-
tilizers and thought that they needed to
“unlearn” chemical production practices
and learn new production practices. These
conclusions were established after the
farmers completed a community study
supporting this synthetic chemical reduc-
tion goal. Therefore, farm members attend-
ed workshops, read publications, and
established a “biological” group where new
knowledge was shared and new skills were
learned. In 1989, some of these farmers
incorporated new farming practices which
are based, in part, on the new knowledge
gained and the skills learned from these
educational experiences.

Another type of strategy which may be
necessary in order to successfully integrate
organizational programs with community
issues could involve organizational plans
(strategies). Issues such as staff readiness
to change, workload, competencies, and
resource allocations may require priority
focus by an organization’s leaders.’

In the farm-family project, farmers iden-
tified specific organizational issues related
to marketing, financial, and decision mak-
ing which needed to be addressed in order
to establish a new nonprofit organization.
Marketing tasks included determining: (a)
sales goals (yearly, long term), (b) pricing
and quality standards, (c) inventory needs,



(d) transportation needs, (e) advertising
plans, and so on. Financial tasks included
assessing: (a) cost estimates for products
and services, (b) need for start-up money,
(c) cash-flow needs, (d) membership dues
and other fund-raising efforts, and so on.
Decision-making group tasks included
determining: (a) characteristics of the poli-
cy group governing a new organization, (b)
decision-making style (e.g., consensus vs.
majority vote), (c) standards for officers, (d)
responsibilities of members, and so on.
Strategies for community action may also
be necessary as organizational leaders
attempt to integrate organizational pro-
grams with community issues. To illustrate
this point, Saginaw neighborhood resi-
dents organized public meetings related to
requiring demolition or rehabilitation of
specifically identified houses. As a result of
these volunteer-controlled meetings
involving up to 200 people, a selection of
resolutions was affirmatively acted upon
by the Saginaw City Council. These resolu-
tions called for the demolition and/or reha-
bilitation of certain houses as well as new
housing and building code changes.

Step 3: Facilitating the Process

Who should facilitate the process for
matching organizational programs to com-
munity improvement issues? In order to
assure that Step 2 is accomplished, an
individual or team should coordinate the
planning process. A staff member, paid or
volunteer, from the organization involved
should act a facilitator and be responsible
for coordination. Criteria for selecting a
person or team facilitator should include:
commitment to this process, ability to lis-
ten and communicate with others, and
skills in group problem-solving. In addition,
a facilitator should possess an understand-
ing of organizational development, com-
munity development processes, and value
volunteers to be directly involved with
decision making.®

A facilitator is a coach, helper, guider,
prober, and supporter. Effectively perform-
ing these functions is particularly impor-
tant to volunteers’ participation in this
planning process. For example, volunteers
must have opportunities to meet develop-
mental needs such as power. If a facilitator
has an autocratic decision-making style

(telling others what to do) and is not
receptive to others’ opinions, volunteer
involvement will be limited at best. The
facilitator, sensitive to various volunteer
needs, must be patient, allowing volun-
teers opportunities to increase their deci-
sion-making control and to assume
responsibility for their actions. A facilitator
coach, when working with others, must
attempt to be authentic (minimize conflict-
ing messages); avoid bluffs and threats;
avoid sarcasm and nagging; and must be
his/her own best example to others (De-
Ville, 1984).

For facilitation to be effective, a process
for matching organizational purposes to
community improvement issues must con-
sider the importance of “taking time.” The
specific elements of the process, there-
fore, should not be overly structured in
order to avoid possibly restricting the nat-
ural development of volunteer participa-
tion and flow of information. In essence,
the facilitator(s) will play a most important
role in linking the organization with the
community.

SUMMARY

In this article, a participatory planning
process was discussed which could help
nonprofit organizations make difficult
choices when they attempt to link organi-
zational programs to community improve-
ment issues. This process included a dis-
cussion of: (a) understanding the
community character, (b) matching organi-
zational programs to community issues,
and (c) facilitating the process.

FOOTNOTES

1. A leader potentially could be any mem-
ber of an organization (paid and unpaid,
such as volunteers) who could be
involved in the problem-solving and
decision-making process of an organiza-
tion. Depending on the nature of an
organization and its process for decision
making, this may include persons in tra-
ditionally formal leadership roles (e.g.,
Director) as well as less-formal roles
(e.g., receptionist).

2. For information about surveys, the Del-
phi technique, nominal group process,
focus groups, task groups, advisory
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groups, community forums and key
informants, see, for example: Butler,
n.d.; Krueger, 1988; Moore, 1987; Keys to
community involvement, n.d.; and Witkin,
1984.

3. For information on recruitment strate-
gies for volunteers, see, for example:
“Volunteerism—Managing programs,”
1988; MacBride, 1982; and Haines,
1977.

4. For a discussion of learning concepts,
see, for example: Brookfield, 1986; Elias
and Meriam, 1980; Houle, 1972; and
Knowles, 1970.

5. For a discussion of organizational devel-
opment topics, see, for example: Argyris
and Schon, 1978; Bradford, 1978;
Deutsch, 1973; Francis and Young,
1979; and Lippitt and Lippitt, 1978.

6. For a discussion related to community
development topics, see, for example:
Jensen, 1980; Michael, 1978; Roberts,
1979; and Zaltman and Duncan, 1977.
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Guide to Publishing a Training Design

When submitting a training design for publication in The Journal of Volunteer Administration,
please structure your material in the following way:
TITLE OR NAME OF ACTIVITY
GROUP TYPE AND SIZE:This should be variable so that as many groups as possible
can use the design. Optimum group size can be emphasized
or ways to adapt the design to various group sizes can be
described.
LEARNING OBJECTIVES: One or more sentences specifying the objectives of the ac-
tivity.
TIME REQUIRED: Approximate time frame.
MATERIALS: List all materials including props, handouts, flip charts, magic markers,
and audio-visual equipment.
PHYSICAL SETTING: Room size, furniture arrangement, number of rooms, etc.
PROCESS: Describe in detail the progression of the activity, including sequencing of
time periods. Use numbered steps or narrative, but clarify the role of the
trainer at each step. Specify instructions to be given to trainees. Include
a complete script of lecturettes plus details of the processing of the activity,
evaluation, and application.
If there are handouts, include these as appendix items. Camera-ready
handouts are appreciated.

VARIATIONS: If other ways of conducting the design are applicable, describe briefly.

Include a three or four line biographical statement at the end of the design and any
bibliographical references showing other available resources.

Please send three (3) copies of all materials to: THE JOURNAL OF VOLUNTEER ADMIN-
ISTRATION, P.O. Box 4584, Boulder, CO 80306.
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GUIDELINES FOR SUBMITTING MANUSCRIPTS

I. CONTENT
A. THE JOURNAL OF VOLUNTEER ADMINISTRATION provides a forum for the exchange of ideas and
the sharing of knowledge about volunteer administration. Articles may address practical concerns in
the management of volunteer programs, philosophical issues in volunteerism, and significant applicable
research.
B. Articles may focus on volunteering in any type of setting. In fact, THE JOURNAL encourages articles
dealing with areas less-visible than the more traditional health, social services, and education settings.
Also, manuscripts may cover both formal volunteering and informal volunteering (self-help, community
organization, etc.). Models of volunteer programming may come from the voluntary sector, government-
related agencies, or the business world.
C. Please note that this JOURNAL deals with volunteerism, not voluntarism. This is an important distinction.
For clarification, here are some working definitions:
volunteerism: anything related to volunteers or volunteer programs, regardless of setting, funding base,
etc. (so includes government-related volunteers)
voluntarism: refers to anything voluntary in our society, including religion; basically refers to voluntary
agencies (with volunteer boards and private funding)—and voluntary agencies do not always utilize
volunteers.
Our readership and focus is concerned with anything regarding volunteers. A general article about, for
example, changes in Federal funding patterns may be of value to executives of voluntary agencies, but
not to administrators of volunteer programs necessarily. If this distinction is still unclear, feel free to
inquire further and we will attempt to categorize your manuscript subject for you.
D. THEJOURNAL is seeking articles with a “timeless"” quality. Press releases or articles simply describ-
ing a new program are not sufficient. We want to go beyond “show and tell” to deal with substantive
questions such as:
—why was the program initiated in the first place? what obstacles had to be overcome?
—what advice would the author give to others attempting a similar program?
—what might the author do differently if given a second chance?
—what might need adaptation if the program were duplicated elsewhere?
Articles must be conscious demonstrations of an issue or a principle.
II. PROCEDURE
A. The author must send three (3) copies of the manuscript to:
AVA
P.O. Box 4584
Boulder, CO 80306
B. Manuscripts may be submitted at any time during the year, but the following are the deadlines
for consideration for publication in each issue:
for the October issue: manuscripts are due on the 15th of July.
for the January issue: manuscripts are due on the 15th of October.
for the April issue: manuscripts are due on the 15th of january.
for the July issue: manuscripts are due on the 15th of April.
C. With the three copies of the manuscript, authors must send the following:
1. a one-paragraph biography, highlighting the author’s background in volunteerism;
2. a cover letter authorizing THE JOURNAL OF VOLUNTEER ADMINISTRATION to publish the sub-
mitted article, if found acceptable;
3. mailing address(es) and telephone number(s) for each author credited.

46 THE JOURNAL OF VOLUNTEER ADMINISTRATION
Fall 1989



D. Articles will be reviewed by a panel of Reviewing Editors. The author's name will be removed
prior to this review to assure full impartiality. The review process takes six weeks to three months.
1. Authors will be notified in advance of publication of acceptance of their articles. THE JOURNAL
retains the right to edit all manuscripts for basic writing and consistency control. Any need for
extensive editing will be discussed with the author in advance. Published manuscripts will not be
returned and will not be kept on file more than one year from publication.
2. Unpublished manuscripts will be returned to the authors with comments and criticism.
3. If a manuscript is returned with suggestions for revisions and the author subsequently rewrites
the article, the second submission will be re-entered into the regular review process as a new article.
E. Authors of published articles will receive two complimentary copies of the issue of THE JOURNAL
carrying their article.
F. Copyright for all published articles is retained by the Association for Volunteer Administration.
II. STYLE
A. Manuscripts should be ten to thirty pages in length, with some exceptions.
B. Manuscripts should be typed, double-spaced on 82" x 11" paper.
C. Manuscripts should be submitted with a title page containing title and author and which can be
removed for the "blind” review process. Author's name should not appear on the text pages, but the
article title may be repeated {or a key word used) at the top of each text page.
D. Footnotes should appear at the end of the manuscripts, followed by references listed alphabetically
(please append an accurate, complete bibliography in proper form).
E. Authors are advised to use non-sexist language. Pluralize or use he/she.
F. Contractions should not be used unless in a quotation.
G. First person articles are acceptable, especially if the content of the article draws heavily upon the
experiences of the author. This is a matter of personal choice for each author, but the style should be
consistent throughout the article.
H. Authors are encouraged to use interior headings to aid the reader in keeping up with a lengthy
article. This means breaking up the text at logical intervals with introductory "titles.” Refer to issues
of THE JOURNAL for sample headings.
1. 1llustrations (photographs, artwork) will only be used in rare instances in which the illustrations are
integral to the content of the article. Generally such artwork will not be accepted.
). Figuresand charts should be submitted only when absolutely necessary to the text of the manuscript.
Because of the difficulty we have in typesetting figures and charts, authors are requested to submit
such pieces in camera-ready form. Figures and charts will generally be placed at the end of an article.

THE JOURNAL OF VOLUNTEER ADMINISTRATION welcomes your interest in our publication. We are
ready and willing to work collaboratively with authors to produce the best possible article. Please feel
free to submit outlines or first drafts to receive initial response from us. If your work is not accepted on
the first try, we encourage you to rewrite your manuscript and resubmit.

Further questions may be directed either to our administrative offices in Boulder or to Anne Honer,
Editor-in-Chief (401-294-2749, evenings).
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AVA

You are cordially invited to join the fastest
growing professional association in volunteerism.

ASSOCIATION FOR VOLUNTEER ADMINISTRATION

e're the international, multi-discipline mem-
bership organization of professionals in volun-
teerism and volunteer administration. We're AVA
— your Association for Volunteer Administration.
Our mission is to shape the future of volun-
teerism, locally, nationally, and internationally by
promoting and strengthening the profession of
volunteer service management.
Together, AVA members share a vision of effec-
tive volunteer involvement and a commitment to
developing their professional skills.

Advance your professional credibility. Mem-
bership in AVA is widely recognized as an impor-
tant indication of an individual's commitment to a
career in volunteer administration.

AVA sponsors the only professional certification
program in the field of volunteer management, and
has done so since 1967. The designation CVA,
“Certified in Volunteer Administration,” is awarded
following a peer review of an applicant’s compe-
tency-based portfolio.

Expand your opportunities. AVA members
work together on national policy issues, promoting
recognition for their profession. We encourage
each other’s professional development through
information exchanges, conferences, workshops,
publications and performance based professional
certification.

Conferences provide contact with noted authors,
trainers, educators, researchers, consultants, and
volunteer administrators. The annual International
Conference on Volunteer Administration sponsored
by AVA each October includes workshops, presen-
tations of papers. issue sessions, and panels
conducted by national leaders. Regional confer-
ences focus on both skills development and career
advancement programs featuring outstanding
speakers and program directors from the field of
volunteer administration.

Leadership, networking, and collaborative
opportunities are available at local, state, regional,
and national levels within AVA.

Strengthen your organization. Your membership
in AVA can help build credibility and respect for
your organization. As you develop your own skills
and knowledge, you will transfer those skills to
others in your organization—increasing their over-
all effectiveness in dealing with volunteers and
volunteer placement responsibilities.

Should your organization want assistance, AVA
is available to counsel and advise, offering support
and referral to appropriate information on exper-
tise.

Publications. As a member of AVA you will receive
the following publications.

* The Journal of Volunteer Administration, a quarterly
featuring articles dealing with practical concerns
in the field, philosophical issues, and significant
research.

* Update. AVA's bi-monthly newsletter.

* National Issues Update, a quarterly report on issues
relating to volunteerism.

* Professional Ethics in Volunteer Services Administration,
developed by AVA, is the only guide to profes-
sional ethics and standards for volunteer ad-
ministrators.

* AVA Membership Directory. an annual directory.

Here's how you can join AVA.

Complete the attached Membership Applica-
tion. Membership in AVA is open to both salaried
and non-salaried persons active in volunteerism
and volunteer services administration. Member-
ship categories include:

Active Member: Dues are $75 annually for individuals
who are currently active in the field of volunteer
administration and for trainers, educators, research-
ers, and consultants.

Associate Member: Dues are 540 annually. This cate-
gory is for retired volunteer administrators only.

Student Member: Dues are $40 annually for full-time
students.

Membership Application:

Name

Title

Organization

Address

City

State/Province Zip/PC

AVA

Association for Volunteer Administration
P.O. Box 4584
Boulder, Colorado 80306

Membership Categories icheck one):
Active: Dues are $75 annually for individuals who are
currently active in volunteer administration.

Associate: Dues are $40 annually for retired volunteer ad-
ministrators only.

Student Dues are $40 annually for full-time students

Membership Fee Payment:

Check enclosed lin U.S. dollars only) for amount
S
Please charge (in U.S. dollars only):

Visa Card # Exp
Mastercard # Exp.
Signature Date
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Subscription Form

Journal as a benefit of membership. Please send me more information.
(four issues) at $24.

years (twelve issues) at $65.
Name

{1 1 would like to join the Association for Volunteer Administration and receive The
[ 1 would like to subscribe to The Journal of Volunteer Administration for one year

0 1 would like to subscribe to The Journal of Volunteer Administration for three

Title

Organization

Address

SUS) enclosed made out to: Association
for Volunteer Administration. Please note: Card No.

[J Check or money order (payable in [ Charge to my[JVISA [J MasterCard

subscribers outside the United States and L
Expiration Date

Canada must add $10.00 per year for
additional postage and handling costs. Signature
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r
1
i
1
1
i
1
1
i
|
|
1
1
1
|
|
|
|
|
1
|
i
|
|
|
1
i
I
|
|
|
1
1
1
I
|
|
1

THE JOURNAL OF VOLUNTEER ADMINISTRATION

EDITOR-IN-CHIEF
Anne'S. Honer, Fund Consultants, Inc., Providence, Rhode Island

CITATION EDITOR
David Colburn, American Red Cross, Norfolk, Virginia

EDITORIAL REVIEWERS

Connie Baird, Southside Hospital, Bay Shore, New York

Dwayne Breashears, Volunteer and Information Agency, New Orleans, Louisiana

Judy Burke, Children’s Memorial Hospital, Omaha, Nebraska

M. Kathleen Cavanaugh, The Volunteer Center of Camden County, New Jersey,
Camden, NJ

Barbara S. Gilfillen, Community Service of Hamilton-Wenham, Inc.,
South Hamilton, Massachusetts

Wm. Lynn McKinney, The University of Rhode Island, Kingston, Rhode Island

Laura Otten, Sociology Department, La Salle University, Philadelphia,
Pennsylvania

MANUSCRIPT DEVELOPMENT
Susan ). Ellis, Energize Associates, Philadelphia, Pennsylvania

TRAINING DESIGN EDITOR
Maureen P. Marshall, Virginia Department of Volunteerism, Richmond, Virginia

POLICY ADVISORS

Marion Jeffery, former President, Association for Volunteer Administration,
Pittsburgh, Pennsylvania

Billie Ann Myers, Chair, AVA Public Information Committee, Arkansas Office of
Volunteerism, Little Rock, Arkansas

EDITORIAL ASSISTANT

Tom Funston, Association for Volunteer Administration, Boulder, Colorado

SUBSCRIPTION MANAGER

Karen Hanson, Association for Volunteer Administration, Boulder, Colorado








