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Assessing the i nforma ti on gathered 
from the survey, we noted that two trends 
emerge: 1) satisfaction of needs; and 2) 
perception of needs. 

Satisfaction 

There is wide spread agreement that 
satisfaction is a key ingredient in re
taining volunteers (Naylor, 1967; O'Con
nell, 1976; Scheier, 1972; Wilson, 1976). 
Volunteers are motivated by a broad range 
of things. Some of the things focus on 
personal needs; others focus on perceived 
societal needs. In any case, we believe 
that initially the volunteers are motiva
ted by interest and altruism. We also 
believe that the motivation to come or 
volunteer initially and the motivation to 
stay are different for many people. Al
truism, contributing to the public we 1-
f are, meeting the needs of a client group, 
or participation in a social club may 
provide a reason for volunteering, but 
those motivational pushes will not suf
fice to maintain the volunteer in the 
program if his or her needs are not met. 

Some use the Concept of Achievement 
Motivation as developed by Maslow, Herz
berg, and McClelland and Atkinson to ex
plain participation in volunteerism (Wil
son, 1976). These theories stress the 
need for achievement, power and affilia
tion as basic human needs. Volunteering 
can met a person's basic needs. In Mas-
1 ow I s terms, there is a hierarchy of needs 
with self-actualization resting on top. 
These theories focus on the i ndi vi dua 1 1 s 
needs as the primary motivations for par
ticipation in volunteer activities. 

In both cases, meeting personal 
needs or meeting social needs can account 
for initial involvement. We suggest that 
in any case volunteer programs must meet 
the needs of the volunteers or the volun
teers wi 11 not remain. Volunteers want 
to be part of a good (wel 1-managed) pro
gram. 

Harriet Naylor (1967, pp. 64-65) al
so suggests that the things which cause a 
person to become a vo 1 unteer may be very 
different from those which keep a person 
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an active volunteer. Volunteer satisfac
tion includes a sense of belonging and 
being comfortable, reaching goals, par
ticipation, responsibility and respect. 
Satisfaction is influenced by a number of 
things, many of which have to do with the 
climate of the program. 

Marlene Wilson (1976) suggests that 
program success is dependent upon creating 
a climate in which volunteers can func
tion effectively and creatively. She 
points out that the managers of a vo 1 un
teer program are one of the major deter
minants of the type of institutional cli
mate created. The climate created by the 
manager determines motivation and affects 
greatly satisfaction and levels of perfor
mance. The task of the volunteer program 
manager is to create a climate in which 
work is achievement and ful fi 11 ment and 
in which the needs and sa ti sf action of 
the volunteers are adequately addressed. 

We suggest that the satisfaction and 
needs of the managers are important de
terminants of the program climate. Much 
has been written about the volunteer needs 
and motivation and about the impact of 
satisfaction on volunteers. Given that 
organizational climate, satisfaction and 
productivity are linked and the critical 
role the manager plays in determining in
stitutional climate, the needs and satis
faction of the managers of volunteer pro
grams are cri ti cal factors in program 
success. 

The volunteer program manager is the 
leader of a group of paid staff and vol
unteers or unpaid staff. If the leader 
is not satisfied with the accomplishments 
of the program, then other members of the 
group are not likely to be satisfied. 

Herzberg and Snyderman have investi
gated satisfaction and dissatisfaction 
(Bobbitt, Bienholt, Doktor, and McNaul, 
1978). They suggest that hygiene or main
tenance factors influence dissatisfac
tion. Satisfaction, on the other hand, 
is linked with motivation. Motivations 
include achievement, recognition, respons
ibility, advancement, growth and the work 
itself. Our study includes information 
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which will allow us- to assess satisfac
tion with accomplishment and the work it
self. 

The questionnaire focuses on basic 
aspects of program operations. The prim
ary areas were recruitment, training, 
matching, supervision, management, and 
public relations. Items sought informa
tion about techniques and methods, problem 
areas, success and assistance. Success 
was measured for training, matching, 
supervision, management and public rela
tions. In these items respondents were 
asked to rate their efforts on a four
point anchored scale ranging from very 
successful to extremely unsuccessful. 
The items were anchored with statements 
such as 11program operates with no con
flicts, interruptions of services or 
major prob 1 ems II and II program is sta 11 ed 
most of the time with conflict, interrup
tion of services or major problems." 

Table 1 presents the responses mana
gers made to the five items measuring 
success. For purposes of comparison, 
this type of scale is most informative 
when viewed as a dichotomized scale. From 
this perspective, our respondents are 
most satisfied with their training and 
matching efforts. In both cases more 
than 90 percent identify their operations 
as successful. While supervision and 
management are not perceived as success
ful, both are rated in the upper 80 per
centage range (88 percent, 87 percent). 
Public relations is indicated as the least 
successful function (74 percent success
ful). 

Public relations is usually not per
ceived as a vi ta 1 part of the day-to-day 
operation of the volunteer program. Many 
of our respondents indicated that pub 1 i c 
relations was a problem for them (201). 
Only 51 of the respondents indicated that 
public relations was ranked low on their 
list of priorities. The two most common 
problems with public relations indicated 
were insufficient finances (112) and in
sufficient time to build public relations 
(130). 

We noted that we had a low response 
to the supervision item. We suspect that 
this reflects the number of criminal and 
j uven i 1 e justice programs which do not 
supervise their volunteer programs. In 
criminal justice, some programs recruit, 
screen, and train volunteers. These vol
unteers are then provided for agency 
staff as resources. The agency staff pro
vides supervision. 

On the whole, our respondents are 
satisfied with the operation of their 
programs. We have noted that in the itmes 
dealing with problems, these managers 
have recognized that they do have prob
lems. In most cases, however, the respon
dents were able to identify specific 

causes of these problems. Problems then 
are not seen as failure. They are seen 
as things which must be remodeled. 

Perceived Needs 

We support the position that program 
climate is crucial to volunteer satisfac
tion and to program success. We recognize 
that a number of factors such as agency 
staff, attitude, volunteer task enrich
ment and recognition play an important 
role in program climate. However, the 
most crucial element in this setting is 
the volunteer program manager. If the 
volunteer managers' needs are being met 
and they are satisfied with their work, 
then positive, supportive program cli
mates will exist. 

VIP-NCCD (Volunteers in Prevention, 
Prosecution, Probation, Prison, and Paro le 
- a division of the National Council on 
Crime and Delinquency) is devoted to pro
moting the use of volunteers in justice 
settings. We week to assist in the de
ve 1 opment and improvement of vo 1 un teer 
programs. While a primary focus has 
traditionally been the volunteer, we also 
pl ace emphasis on meeting the needs of 
those who develop and manage volunteer 
programs. A primary purpose of our pres
ent survey efforts is to identify the 
needs of justice system volunteer mana
gers. By meeting these needs and increas
ing manager satisfaction, we improve pro
gram climate and the quality of justice 
system voluntarism. 

Tab 1 e 2 summarizes our respondents' 
preferences for types of assistance. The 
independence and common sense nature of 
the volunteer movement can be seen in the 
types of assistance preferred by our re
spondents. The two types of assistance 
most frequently requested in all categor
ies were how-to manuals and training mod
ules for the respondents' staff. These 
resources increase the abi 1 i ty of the 
managers to improve their programs at 
their own initiative. This also indicates 
that these managers are satisfied with 
their performance given the material with 
which they have to work. 

In every case, the managers preferred 
the training and manual resources to con
sultants or other types of resources. We 
note the high need areas are recruitment, 
trainingforstaff, supervision and public 
relations. It is interesting to note that 
matching is another area where the most 
managers indicated that they did not need 
assistance. 

Training for staff and how-to manuals 
are two aspects of the same thing. Both 
summarize the set of skills and techniques 
needed to function effectively. Training 
is active presentation of the material in 
the manuals if effective manuals are avail
able. Unfortunately, comprehensive train-

Volunteer Administration 
Volume XIII Number 1 

-14-



ing and comprehensive manuals are not 
readily available to struggling managers. 
Programs which do have comprehensive manu
als have developed them after years of 
often painstaking trial and error program 
operation. Those manuals which do exist 
thus tend to be keyed to a particular pro
gram in a particular setting. 

The National Association for Vol un
teers in Criminal Justice has recently 
begun work on developing materials to par
tially meet this need. With funds provided 
by the Lilly Foundation and by the National 
Institute of Corrections, NAVCJ will de
velop gu{del i nes and model management 
structures. The grant anticipates a set 
of manuals and guidelines focusing on tech
nical management for all aspects of justice 
system voluntary activity. 

VIP-NCCD and the University of Ala
bama have developed a training program for 
managers of criminal justice volunteer 
programs with funds from the W. K. Ke 11 ogg 
Foundation. This two-week intensive pro
gram is offered regularly. So far, over 
150 managers have been trained. 

We look forward to the continued de
velopment of resources and the continual 
growth of the juvenile and criminal justice 
volunteer movement. We will do what we 
can to provide assistance to the movement. 

Summary 

Satisfaction is a key ingredient in 
the successful operation of volunteer pro
grams. Volunteers remain active and pro
ductive in programs which offer a positive 

supportive climate. Key to the clfmate of 
any program is the manager of the program. 
When managers are satisfied with their 
performance, a positive climate will exist 
which wi 11 meet the needs of the volunteers. 

Managers of cri mi na l and juvenile 
justice volunteer programs are satisfied 
with their performance. They do recognize 
that problems exist and are willing to 
seek assistance. They consistently prefer 
staff training and how-to manuals. These 
resources enhance the manager's role and 
control of his or her program. 

Both the National Association for 
Volunteers in Criminal Justice and VIP
NCCD are working toward meeting their 
needs. 
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Table 1. Criminal Justice Volunteer Program Managers' Satisfaction By Task 

Satisfaction 
Very Extremely Total 

Successful Successful Unsuccessful Successful Respondents 
Task # % # % Jj 

1T % # % 
Training 131 26 348 69 23 5 5 1 507 
Matching 38 8 412 87 20 4 1 471 
Supervision 32 7 318 71 84 19 14 3 448 
Management 52 11 380 76 59 12 3 1 494 
Public 

Relations 68 13 308 61 111 22 17 3 504 
TOTAL 321 13% 1766 73% 297 12% 40 2% 2424 

Table 2. Criminal Justice Volunteer Program Managers' Perceived Needs By Task 

How-
to Training 

Task Manual Consultant Product Other None 

Recruitment 195 117 114 77 171 
Training 195 102 224 35 171 
Matching 116 66 127 94 230 
Supervision 174 100 196 64 169 
Management 155 78 157 65 185 
Public Relations 189 110 170 74 162 
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