















































well as indirectly involved in those ma-
jor decisions that dramatically effect our
organization. Therefore, isn't the perfor-
mance of individual board members one
of our major responsibilities?

In order to accept the premise that we
should be more responsibile for de-
manding excellence from our board
members, we must dream a little: How
would you feel if all members of your
board met their responsibilities? What
results and progress would your
organization achieve? How much
sooner and more adequately would your
organization's purpose be realized?

You can achieve results and realize
your organization's goals by having the
“white-collar” volunteer fired. And you
can make him/her feel good about it in
the process.

The “white-collar” volunteer is
usually at least a quasi-successful busi-
ness person—one who is somewhat
results-oriented. Such individuals have
a facility for knowing when they are
doing a good job, and when they are
doing a poor job. They are proud people,
though. Even when they know their per-
formance is subpar, it is difficult for
them to admit it.

All board members have personal
priorities that continually tug and strain
on their time. Those members who are
not performing up to par have been
forced to set priorities that do not favor
your organization, although they are
probably for very good reasons. When
they find themselves in this embarrass-
ing situation, they need your assistance
in providing a gracious means for depar-
ture.

This is your opportunity to maintain a
friendship while doing what is best for
your organization. There are situations
and considerations, however, that must
take place first:

Action Step No. 1. You do not do the ac-
tual firing; only another volunteer
should fire a volunteer. Your role is to
provide the necessary information to the
board chairperson or president who
plays the major role in this process. Your
first step, then, is to convince the head of
your board that excellence can and
should be demanded of all board mem-
bers:

® Relate the overall success (mission)
of your organization to the joint role of
all board members.

® Relate the success of his/her term as
head of the board to the performance of
all board members.
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® Make the point that in business non-
performers are transferred or fired to in-
crease the success of that business; the
same philosophy is valid for your associ-
ation.

® Insure that staff will cover as many
“short-comings” of individual board
members as possible and reasonable. But
when staff finds that they are actually
doing most of a board member's job,
urge the head of the board to take the
necessary drastic action.

Action Step No. 2. Each board mem-
ber's responsibilities must be defined.
Once staff and head of board agree on all
board member job descriptions, recom-
mend that a separate board meeting be
held to describe everyone's role. A
luncheon meeting usually provides a
good environment. Use audio-visuals
during the presentation and distribute a
handout detailing everyone's respon-
sibilities. With a working knowledge of
everyone's responsibilities, each mem-
ber will be able to gauge his/her overall
performance versus that of other board
members. This will help them realize
rather rapidly whether or not they are
doing a good job.

Action Step No. 3. With the definition
of each board position must come goals
and deadlines. (Note: If you can't define

/

Whose responsibility is
it to create the
environment whereby
the most effective and
efficient decisions can be

made?

goals and deadlines for a particular
board position, then that position is pro-
bably an unnecessary one.) For example,

your membership committee chairper-
son must know the year-end member-
ship goal; your treasurer must know
when financial reports are due; your
board member who is responsible for
raising funds must know not only the
annual goal but also when money is
needed for cash-flow purposes. The best
time to present or restate these goals and
deadlines is at the same meeting during
which responsibilities are defined. Be
sure these deadlines and goals are in-
cluded in the handout.

Action Step No. 4. Staff is assigned to
each board member first (and primarily)
to assist that board member in the fulfill-
ment of his/her responsibilities, and sec-
ond, to monitor and evaluate that mem-
ber's performance. It should be
emphasized that the staff members’
main role is to assist their assigned
board member(s)—not do the job for
them. A monthly staff meeting should
be held to discuss board members' per-
formances with major emphasis on
determining how to make board mem-
bers more effective.
Action Step No. 5. Each quarter have a
“decision” meeting with the head of the
board and staff in which each staff mem-
ber is asked if his/her assigned board
members will fulfill their respon-
sibilities by year-end and why. The more
open and candid this meeting, the better.
The key is to make specific decisions re-
lative to specific board members—who
is performing, who is not doing too well
but can improve, and who should be
replaced.
Action Step No. 6. The head of the
board confronts the non-performer(s).
This meeting should be a private, one-
on-one meeting. Since the board mem-
ber who is being confronted probably
has valid reasons for inadequate perfor-
mance, you should recommend that the
head of your board be compassionate
and diplomatically offer that board
member a means of gracious resignation.
Action Step No. 7. After the “firing’
staff should ensure that the individual
involved does not develop a negative at-
titude toward your organization. Most
often he/she will not create a problem,
but don't take a chance. Staff should
send a thank-you letter on behalf of the
organization. A recognition plaque or
some other token of appreciation is also
recommended.

Set your standards high! It is never too
much to expect the very best that we and
others have to offer. ¢

17






self in a constructive, facilitating way,
the more you will enhance your resource-
fulness as leader. Doing this means main-
taining an open, non-defensive approach
to the meeting and to the participants,
especially in times of disagreement or
tension.

It means being a real person with the
others in attendance, willing to disclose
your own ideas, experiences, and some-
times your own values. It means being
as comfortable and relaxed with your-
self and your leadership role as you can
be, so that all of your physical. mental
and emotional faculties are at your dis-
posal.

Finally, it means “doing it your

way" —conducting the meeting in a way
that emphasizes your own assets and
strengths rather than trying to be some-
one you are not.
6. An effective leader is an effective
model of the behaviors he or she expects
from others. The more you demonstrate
the kinds of behaviors necessary for pro-
ductive meetings, the more you will
help meeting participants learn and ap-
ply those behaviors.

Identified below are several skills that
are key to effective meetings and discus-
sions. These are commonly referred to
as “helping/facilitating skills,” which are
behaviors that assist a group with its
task of planning, decision-making, prob-
lem solving or discussion.

Reflecting: “Feeding back” what some-
one has said to clarify its meaning or to
demonstrate understanding.
Summarizing: A brief “wrap-up” state-
ment of the main points of a discussion,
decision, or individual statement.
Open-ended question: Asking ques-
tions which seek more than agreement
or disagreement; questions which en-
courage information-giving responses,
not simply “yes” or “no” responses. For
example:

—“How do you feel about that?” vs. “Do
you feel bad about that?”

—"To what extent do you agree?” vs.
“Do you agree with that?”

—“How does this problem look to you?”
~—"Explain your reason..."

—“Describe how..."

Questions which ask what, how, or how
much are usually open-ended.
Restating: Putting someone else’s state-
ment in different words as a check on
clarity or your level of understanding.
For example:

—"“What I hear you saying is..."
—"“Sounds like you feel..."
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—"You believe that..."

—"“You're concerned that...”

—"“What happened was..."”

Listening Check: Using a restatement
or reflection of what someone has said to
determine how accurately he or she is
being understood.

A Word about Brainstorming ...
Brainstorming is one of the most fre-

It is helpful to see
your leadership role as
that of facilitating the
interaction of those
attending the meeting
by encouraging and
supporting their
participation and
contributions.
Another dimension of
this facilitator role is
to affirm the risk-
takers and

volunteers —those
who make a real effort
to participate
actively—and to do so
without ‘putting
down’ those who are
not yet involved.

quently mentioned and at the same time
frequently abused techniques available
for use in meetings. Yet, brainstorming
has the potential to be a very powerful
meeting strategy if properly used. To do
so requires a good deal of patience and
discipline on the part of both leader and
participants. Here, as a refresher, is a
“working definition” of brainstorming:

Brainstorming: Identifying as many
ideas, solutions, activities, etc., as possi-
ble within a given amount of time, with-
out evaluating or discussing the merits
of items on the list. That is, there are no
“stupid” or “wrong” suggestions. The
process is non-judgmental in nature. It is
generally done in a group setting, with
one member acting as a recorder to list
the items being generated.

Two pitfalls await those who would
use the brainstorming process. One is
the Yes-But Syndrome, in which the
response to an idea is “Yes, but we've
tried that before.” “Yes, but it will cost
too much” “Yes, but that idea would

never go over’ “Yes, but...” As the
definition says, brainstorming is non-
judgmental.

Certainly, not all of the ideas or solu-
tions identified in the brainstorming pro-
cess are practical or even desirable, but
the idea is to free ourselves from the
usual restrictions of thinking and look at
a situation or problem from new angles.
Unless we set aside our judgement tem-
porarily, brainstorming is doomed to
failure before it begins.

The second pitfall is the temptation to
stop the brainstorming process too
quickly. It is my repeated experience
that brainstorming reaches one or more
“plateaus” during which participants
seem to have no more ideas to add. It is
not uncommon after such a lull for the
list to be doubled in size. The implica-
tion: Wait out one or two such periods of
silence before concluding that no
further ideas will be suggested.

And a Word about Consensus ...

Like brainstorming, consensus gets a
lot of mention and a lot of misuse. Con-
sensus is sometimes used as the
equivalent of a decision, when it is in
fact a process for making a decision.
Let's look at a definition of consensus:
Consensus: An approach to decision
making that seeks to achieve a high de-
gree of agreement through discussion of
all points of view, as opposed to voting
or a decision by the group leader or
another individual. It is not the same
thing as a unanimous decision, for there
may be various levels of agreement
among group members.

A point worth re-stating is that con-
sensus is not the same as a unanimous
decision. It is also not the same as a ma-
jority preference. It is for this reason that
consensus decision-making must be
recognized as a process of seeking agree-
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—Volunteer assignment completion.
(Each volunteer in the program should
have a job description and an under-
standing of the tasks to which they are
responsible. Monitoring accomplish-
ments of their tasks gives an under-
standing of how well they are perform-
ing. Specifics might include number of
hours, contacts, services, etc.)
___Client assignment completion.
—Number of support contacts for
volunteers from program staff or volun-
teer coordinators. (Volunteers usually
are more productive if they are sup-
ported. Keeping tabs on the consistency
of such support can provide useful infor-
mation. Analysis may deter the types of
contacts for the future.)

___Average duration of volunteer par-
ticipation. (Most programs require a
commitment of time and duration. Some
volunteers move or quit. Measuring their
duration can give program staff insight
about time commitments and perhaps
ideas as to how to give better support to
volunteers during their critical period.)
____Participation by volunteers and
clients in program activities. (If your pro-
gram has such a component, this infor-
mation can provide insight into
desirability of activities and their effect
on volunteers and clients. In addition,
the percentage of volunteers and clients
participating in activities can be com-
pared to those who do not contribute.)
____Participation by volunteers and
clients in special activities. (From time
to time, every program involved in the
development of special activities must
measure the impact of these special
assignments and opportunities. If a cer-
tain activity is successful, then addi-
tional analysis might be used to deter-
mine whether or not such special ac-
tivity should be incorporated into the
program. One of Partners’ programs
made recommended assignments for
juvenile offenders to participate in com-
munity service projects. The impact of
the service was significant. Not only did
the community feel more positive about
the efforts of the juveniles and volun-
teers, but the juveniles also felt good
about their ability to contribute. Be-
cause of its success, the community
service project was incorporated into
our program. Be careful to measure all
aspects, including time, money, services
and impact on the overall program.)
—_Hours contributed by volunteers by
assignment. (It is important to be able to
document to the community-at-large
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the number of hours volunteers partici-
pate in a program.)

Be careful about process. It cannot
tell you everything. You may require a
volunteer to spend five hours a week
counseling a client. You may average six
hours a week of time per volunteer, but
you will also need to know whether the
contacts in general are producing
results, how much the contacts cost, if
the volunteer feels that the activity is
meaningful; what impact is the total
contribution by volunteers having.

A program manager plugs process
measures into the total informational
picture. If outcome measures show that
client behaviors are changing because
of the volunteer, for instance, it may be
assumed that the time spent by volun-
teers is critical to the behavioral change.

Process measures should be taken on
a monthly basis, which allows trends
and specific problem areas to be iden-
tified for quick modification in program
activities.

Program Measures

Other information used to determine
the health of a program are:
—_ Budget accuracy. (Monthly evalua-
tions should occur to determine the ac-
curacy of proposed budgets. The infor-
mation can be used to help modify other
expense items, if one area increases, or
can be used to help determine a more
accurate budget for the future.
-——Funding. (A continuing evaluation of
available financial resources.)
—Stafffvolunteer client training. (This
measure consists of subjective observa-
tion to review pre-service and in-service
training for all program participants.)
—Relationship with community agen-
cies. (Program managers should keep in
close contact with their peers in other
agencies and invite critiques and com-
ments.)
——Public relations. (A program from
time to time should spot check its re-
lationship to its community. A study con-
ducted on national delinquency preven-
tion programs, for example, found that
only two of eight had significant public
identity. In some cases, people who
lived next door to a program's facilities
had no idea what was going on!)
—Board and committee participation.
(A function of most human service pro-
grams of which an evaluation should
determine the level of participation.
Such involvement can benefit a program

and should therefore be the subject of
careful review.)

—Accomplishments. (Management,
staff and volunteers should document
accomplishments to understand the
nature of the success and modify the
program to increase the opportunity for
success.)

—Concerns. (Documentation of con-

cerns may lead to a greater ability tow

avoid problems through experience.)
—Information on special projects. (An
evaluation plan should be designed and
completed in relation to all special pro-
jects to determine their value and re-
lationship to the overall program. The
amount of special time the activities
consume and any specific information
that might be useful should be in-
cluded.)

— Cost effectiveness. (A general
evaluation can simply take the number
of clients served and divide it by the
total cost of operating the program.
More complex but more useful informa-
tion can be obtained by comparing the
cost of the specific program to ones of a
similar nature or other alternatives.
—Similar programs. (A manager
should always have access to what is
happening in other programs of similar
nature. “Competition” has never been a
positive word in human services, but
“resourcefulness" has. Evaluating the
performance of other agencies, their
problems and successes, can give in-
sight into how to capitalize on their ex-
perience.)

—__General program information. (Un-
solicited complaints or compliments
should be documented. If frequency
goes beyond coincidence, it may lead to
modification of the program. For exam-
ple, if compliments come in regarding a
special function of the program,
perhaps the priority of the function will
change.)

Time audits. (Periodic review of time
expenditures by staff and volunteers
can determine the percentage of time
those people dedicate to specific func-
tions of their jobs. Time audits can break
down a person's time into categories.)
—-—Historical information. As an
organization grows and people change,
much can be lost in the evolution unless
good documentation is kept. A running
log should be kept by program staff,
managers and volunteers. Program
managers can contribute to the vitality
of the organization by understanding the
possible effects of its history.
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gram is to change national social policy. While the shortrun
effort seems to be concentrated on changing practices,
longer-term objectives of policy change are not yet clear.
And that is the kind of change we must be alert to. If the in-
stitutional environment within which modern volunteerism
and volunteer administration has incubated was the out-
growth of a 50-year-old national social policy, any signifi-
cant change in policy is likely to have substantive and struc-
tural impact on those institutions. For whether one wants to
dismantle a house or not, one must be cautious in changing
the foundation under it.

Now let me tie some threads together.

Since January 1981, some of our colleagues in volunteer-
ism, regardless of party affiliation, have expressed
enthusiasm for the President’s advocacy of increased volun-
tary action. They appear to believe that it will provide a shot
in the arm for volunteerism by increasing the need, oppor-
tunity and motivation to volunteer. On the face of it, it seems
strange indeed for the President to encourage or expect
volunteers to rush in to hold up the walls of institutions
built on a social policy he seeks to change, and whose
budgets are being so severely cut that they must lay off staff.
As much as I agree with Steve McCurley that we can no
longer avoid the question of volunteers replacing staff and
vice versa, I believe there is a more fundamental question.
Not who will do it, but what services are to be performed
voluntarily and where?

I believe that is the direction in which the President is
headed. He is harking back to the 18th and 19th centuries,
calling for a resurgence of self-reliance and grassroots de-
mocracy in the tradition of a Ben Franklin and his contem-
poraries.

It remains to be seen, however, whether only one hand of
the clock can be turned backward to increase self-reliance

We love to reflect upon what we
perceive as voluntary action
in the distant past.
It provides a basis for
justifying who we are
and what we do
as volunteer administrators.

without at the same time decreasing our dependence on
money or income through employment in the delivery of
services, It is not so much that our increasing dependence
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on money has produced a waning of self-reliance; rather,
American self-reliance has changed in form. Today'’s citizen
is more sophisticated politically. Self-reliance has been poli-

Another piece of the problem is
our lack of appreciation of the
fact that voluntary action has
always been tied to the economy
of the nation. As the economy
changes, voluntary action
changes.

ticized. And that is why it is unlikely that the clock can be
turned back—or even stopped! Instead of managing with
less government, recent generations have learned to
manipulate it—voluntarily.

I have tried to show that the present jeopardy is not
shared equally—either quantitatively or qualitatively. It ap-
pears to me that the field most directly faced with change is
the professionally administered field of service volunteer-
ing, which has developed as an adjunct of the public and pri-
vate institutions of health, education and human services
already affected by federal cuts. One can anticipate a poten-
tial spurt in various kinds of advocacy, self-help and politi-
cal action, but that should not lead us to assume that the
ranks of volunteers in hospitals, schools or social service
agencies will show a corresponding growth rate.

In addition to the relative silence of volunteer leaders
about the potential impact of the New Federalism on the
field, we continue to give routine formula answers to new
questions. In the face of an unknown and uncertain future, I
believe there is more we could do to help one another ar-
ticulate the new and hard questions. We can begin by mov-
ing away from known labels.

Language tends to begin with nouns, as a child learns to
name Mommy, Daddy, dog and cat. With growth, language
expands to verbs. We move from identification to action. But
as people, organizations, institutions, professions, and other
social forms get old and rigid, verbs are again replaced by
nouns. Action gives way to labels.

So, instead of looking for new, upbeat, or more acceptable
labels—which is like primping before a mirror—let'’s try to
get back to the verb forms of the language of our field. That
may not be as easy as it sounds. Volunteerism is a noun; but
it could help to keep our focus on objectives rather than
status. @
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