


So Why Delegate?

Let's start by looking at why we
should delegate authority or specific job
responsibility to others. The literature in-
dicates that executives rarely supervise
more than eight to 14 subordinates. Yet
volunteer coordinators often attempt to
supervise 30, 50 or even hundreds of
volunteers. The results are predictable.
Some volunteers are not supervised
adequately. You can improve your super-
vision of volunteers by delegation.

A second important reason for
delegation is that a volunteer coordina-
tor is actually running a mini-agency
within the structure of a larger agency.
The reality that the volunteer coordinator
does a job that is different from any
other supervisor in most agencies
means you are usually on your own in
terms of planning, training and supervi-
sion. You must have time for these func-
tions, and therefore you must délegate.

Finally, small jobs that must be ac-
complished often don't get done uniess
you delegate. You, as a volunteer coor-
dinator, simply cannot do it all. You must
delegate.

Whom Should | Choose?

You might ask, Where do | find volun-
teers whom | can delegate responsibility
to? They are right there in your agency. it
just requires a little bit of looking with a
new eye to discover volunteers who will
accept and even welcome more respon-
sibility.

Remember that volunteers come to
your agency with many different motiva-
tions. Volunteers who are candidates for
delegation include those who are bored
and ask for more responsibility, those
who are interested in a career in volun-
teerism, and those who need more
responsibility and experience with au-
thority to become employable.

Some volunteers in every agency are
bored, feeling useless and frustrated
with the simple tasks they are asked to
perform. These volunteers are often the
ones you lose to other agencies.
Through delegation you often can save a
volunteer who otherwise would not re-
main with your program.

There are also many people who
refuse responsibility and authority. Often
this is because they really lack the in-
terest. Others, however, are shy, scared
or unsure of themselves. With suppor-
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tive supervision, they can be given
responsibility.

What Should | Delegate?

Now that you have people you can
delegate to, let's look at what tasks can
be delegated. Small specific tasks or
responsibility for very small programs
are the first things that are easily deleg-
ated. Jobs like laying out volunteer sign-
in sheets and collecting them, unlocking
rooms volunteers need, and preparing
program materials for volunteers are all
tasks that responsible volunteers can do
easily.

Slightly more complex tasks include
leading agency tours and record-keep-
ing. Such tasks can be done by most
volunteers with some supervision.

More highly complex tasks that can
be delegated to appropriate volunteers
include recruitment, orientation and
training of new volunteers, as well as the
supervision of on-going volunteers.
These are jobs that can be done by
some volunteers in nearly every agency.

More important, the use of volunteers
in the recruitment, orientation, training
and supervision of volunteers automat-
ically provides you with a career ladder
for your volunteers. Those people who
can perform such roles can consider be-
coming a volunteer coordinator or a
manager in private industry.

Perhaps the most intricate jobs to
delegate are public speaking and public
relations. In this case you are delegating
not only responsibility, but also control
of your agency's image. Since volun-
teers have various motivations for and
ideas about volunteering in an agency,
you retain a responsibility to monitor
their activities and assure yourself and
your supervisors that accurate informa-
tion is going out into the community.
Nevertheless, there is no simpler way to
demonstrate to the community that your
volunteers are content. It's often said
that satisfied volunteers are the best
recruiters for your agency.

Doing It Right

There is no process that can
guarantee 100 percent success when
you're delegating responsibility to
others, but there are a number of steps
that can assure you a minimum amount
of failure.

The steps that you should use are
ones that many volunteer coordinators

employ regularly. The most important
step is a well-written job description
that clearly delineates the responsibility
and authority that goes with a particular
position. The job description should be
developed with the input of volunteer
and paid staff, so both clearly recognize
the delegation of authority.

The next step is to ask volunteers and
paid staff for candidates to be recom-
mended or to volunteer for this unpaid
position. You also can invite qualified
candidates to apply who might not do
so otherwise.

The process of candidate selection
can be a politically traumatic one if it
sets up a series of different levels of
volunteers. If possible, a number of peo-
ple might be delegated new authority at
the same time. The critical point is that
each position should have a job descrip-
tion, and each job description should be
modified to meet the skills and abilities
of an individual who will be delegated
new authority.

At this point, an individual must be
oriented and trained to his or her new
responsibilities. Remember, since this
volunteer already has proven skill and
ability, the training should be task-
oriented. What special knowledge, skills
and abilities does the volunteer need to
do that part of your job that you are
delegating?

After training your new volunteer
delegate, you should offer consultation
and support, but /et the volunteer do the
job alone. A volunteer cannot accept
responsibility if you are always behind
him or her to intercede. Your job is to
hold regular supervisory conferences,
and evaluate your volunteers regularly.

Benefits

Once you have delegated, there
should be some clear-cut payoffs to you
and to the agency. There are both im-
mediate and long-range benefits that
you will receive.

® By delegating you immediately
create a situation where more people
can look at and work on the problem.
Because you have added another layer
of administration, more people can
analyze and work on solutions to prob-
lems without taking your time.

® As you delegate authority, you also
generate interest and concern in the
people who accept the responsibility
you have given them. This is seen best
when volunteers who are assisting
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