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Preface 

The 1980s promise continued emphasis on lifelong learning. Hence, for the 
remainder of this century, adult educators will confront enormous challenges. 
The learning needs of relatively well-educated adults will continue to grow, with 
demands for programs to help them fulfill new roles, adjust to new life styles, 
and update competencies. But the greatest challenge will relate to the acute 
learning needs of a vast army of adults who face severe job and social limitations 
as a result of their low level of education. 

Obviously, it is impossible for professionals and part-time adult educators 
to tackle such huge tasks alone. Here, the utilization of volunteers, who possess 
rich and varied backgrounds of experience, represents a viable, indeed crucial, 
source of help. Interestingly enough, Alexis de Tocqueville, the perceptive 
Frenchman who visited our shores more than a century ago, articulated the value 
of reliance on voluntary action as early as 1835. In his book Democracy in 
America, he wrote: 

In no country in the world has the principle of association been more successfully 
used or applied to a greater multitude of objects than in America. Beside the perma
nent associations which are established by law . . . a vast number of others are 

ix 



X PREFACE 

formed and maintained by the agency of primary individuals .... In the United 
States, associations are established to promote the public safety, commerce, indus
try, morality, and religion. There is no end which the human will despairs of attain
ing through the combined power of individuals united in a society. 

The purpose of this book is to provide adult educators with a sequential 
approach that they can follow (1) when determining how volunteers might be 
introduced into existing programs and (2) when planning future programs in 
which volunteers will form a vital component. This book fills a hiatus in the 
literature of adult education. It does so by leading adult educators who wish to 
capitalize on the talents of volunteers through the process-from the initial deci
sion to use volunteers to the final step of evaluating their performance as sea
soned workers in a program. 

The authors are indebted to Dr. Muriel Thomkins Niemi for her critical 
comments on the organization and editing of this volume. 

Paul J. Ilsley 
John A. Niemi 



Chapter 1 

What Is Voluntarism? 

INTRODUCTION 

According to a Census Bureau survey, nearly 37 million Americans en
gaged in some form of volunteer work in 1974. This figure represented 
one of four Americans over the age of 13.1 In order to better understand 
this phenomenon, it is important to examine the concept of voluntarism. 

Voluntarism embodies a spirit of willingness (even eagerness) on the 
part of volunteers to contribute their time and energies without remunera
tion and a willingness on the part of paid personnel to collaborate with 
volunteers in a particular setting. As a movement which has developed 
spontaneously in American society, voluntarism has enjoyed recognition 
as a bona fide activity. The types of activity have been described by David 
Horton Smith, a leading author in the field, as ( 1) service-oriented activi
ties; (2) issue- or cause-oriented activities; (3) activities for self-expres
sion, such as sports groups and dinner clubs; (4) activities for occupa-

'Americans Volunteer. ACTION (fhe Agency for Volunteer Service}, Washington, 
D.C., 1975. 

1 



2 CHAPTER ONE 

tional and economic self-interest, such as professional groups and unions; 
and (5) activities for philanthropic and fundraising purposes. 2 In this 
book, only the first two types will be explored. No attempt will be made 
to deal with the other three categories of voluntary activity. 

In service-oriented activities, adult educators make extensive use of 
volunteers, placing them in a number of roles, e.g., tutors and support 
staff assisting others in coping with problems. The issue- or cause-ori
ented activities might be labeled "advocacy voluntarism," whereby vol
unteers work to make community agencies and individuals aware of a 
need for social change. In both cases, the volunteers' commitment is 
based largely on a sense of duty associated with bettering their fellow 
human beings, a course of action which enriches their own lives. It is 
important to point out that any attempt to establish a dichotomy between 
service and advocacy voluntarism is a false one, as undoubtedly there are 
elements of both in all volunteer-based organizations. 

Another way to categorize the activities of voluntarism would be by 
fields of service, which include the following: 

• Civic affairs-e.g., League of Women Voters 
• Communications-e.g., public-access cable TV franchise 
• Cultural and spiritual activities-e.g., county historical museum, 

churches 
• Education-e.g., Literacy Volunteers of America, Inc. 
• Environmental affairs-e.g., Nader's raiders 
• Parks and recreation-e.g., camp directors,·youth coordinators 
• Physical and mental health-e.g., candy stripers, rape crisis inter

vention centers 
• Social justice-e.g., Alinsky community advocates 
• Social welfare-e.g., YMCA, YWCA, Chicago's Hull House 

THE NEED FOR VOLUNTEERS 

Today, many adult education agencies need additional staff for educa
tional outreach services. Through the use of volunteers, assistance can be 
sought from persons who can make additional contributions because of 
their special life experiences and strong community identity. 

The need for volunteers is directly related to the increased commit
ment by adults to learning as a lifelong process. As far as the disadvan
taged segment of the adult population is concerned, many members re
quire writing, computation, and other life skills in order to function in the 

2David Horton Smith, "Research and Communication Needs in Voluntary Action," in 
John G. Cull and Richard E. Hardy (eds.), Volunteerism: An Emerging Profession, Charles 
C Thomas, Publisher, Springfield, Ill., 1974. 
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Figure 1-1 Houle's typology of leadership. 

larger society and even to prepare them to become lifelong learners. 
Given the number of adults in this country who are unable to function 
effectively due to these deficiencies, there is a growing realization that 
professional and part-time adult educators cannot do the task alone and 
need the assistance of volunteer tutors. 3 

Volunteers can provide other invaluable services in an adult educa
tion organization. By adding volunteers, programs have often fostered 
better public awareness of and support for their goals, enriched and en
larged services to students and clients, and made possible the expansion 
of services to meet the educational and cultural needs of a changing adult 
population. The decision to use volunteers in numerous roles (e.g., public 
relations, funding drives, teaching, nursing, social work) has proved im
portant to libraries, museums, schools, hospitals, churches, synagogues, 
cultural organizations, universities, and other institutions. 

In the 1950s and 1960s, when the number of full-time professionals 
was small, the influence of volunteers in the field of adult education was 
enormous and diverse in scope. An awareness of the importance of volun
teers to adult education was articulated by Cyril Houle. His model (Fig
ure 1-1) represents a pyramid of leadership, the base of which contains the 
largest group of adult educators-the volunteers. Houle's pyramid in
cludes two smaller groups-part-time adult educators at the intermediate 
level and full-time adult educators (professionals) at the apex. The model 
illustrates the numerical size of the three groups and shows that full-time 
staff could not function without the aid of part-time workers and volun-

3The 1970 census reported 54,330,000 people 16 years of age and older who had not 
completed high school and were not enrolled in school. A Target Population in Adult Educa
tion, National Advisory Council on Adult Education, Washington, D.C., 1974, p. 153. 
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Figure 1-2 Typology of leadership. 

teers. 4 By implication, it points to the responsibility that full-time staff 
bear to provide the training necessary for part-time workers and volun
teers to fulfill their roles. That responsibility can best be shown by an 
inverted triangle (Figure 1-2) superimposed on Houle's pynunid. The tri
angle signifies the amount of preparation that full-time, part-time, and 
volunteer staff need in order to discharge their responsibilities. 

MYTHS AND FEARS ABOUT VOLUNTEERS 

Despite the obvious advantages of using volunteers, there persist among 
adult educators and other agency personnel certain myths and fears that 
cause them to resist the idea of incorporating volunteers into a program. It 
must be recognized that where myths and fears abound, there is usually 
an element of truth, or an underlying cause. The challenge of dealing real
istically with those concerns, while cherishing the spirit of voluntarism, is 
perhaps the most difficult one to face in a decision to use volunteers. The 
list of concerns appearing below is not exhaustive, but includes those 
which professionals most frequently express concerning volunteers. 

1 Volunteers may take thejobs of professionals. This threat is nota
ble in occupations troubled by a shrinking labor market. The argument 
runs that volunteers do jobs which should be remunerated; furthermore, 
if they perform without pay the same work others perform for pay, staff 
bargaining power (especially in part-time settings) will be reduced. It is 

4Cyril 0. Houle, "The Education of Adult Education Leaders," in Malcolm S. 
Knowles (ed.), Handbook of Adult Education in the United States, Adult Education Associ
ation of the U.S.A., Chicago, 1960, pp. I 19-120. 
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feared that the presence of volunteers will be cited as a reason for cutting 
salaries, withholding legitimate pay increases, or eliminatingjobs entirely. 

In response to this concern, the introduction of volunteer activity 
creates more paid staff positions, not fewer, because of the need for paid 
personnel to organize that activity. In addition, where the involvement of 
volunteers draws attention to significant social issues, a result might be 
the funding of new paid positions. In other words, volunteers tend to sup
plement rather than supplant paid positions. Rarely are they expected to 
duplicate the roles of professional personnel. Moreover, volunteer sup
port permits paid staff to achieve more in the time available to them and to 
pay more attention to other aspects of their roles. 

2 Volunteers have questionable motives. They are charged, vari
ously, with being do-gooders, perpetual crusaders, status seekers, and 
ego trippers who use the role of volunteer in quest of power. Frequently 
they are accused of using this role to overcome guilt feelings and to meet 
unfulfilled personal needs. 

In response, it is certain that volunteers entertain many different 
motives, or combinations of motives, and that these might be extremely 
complex. It is the task of a volunteer coordinator to identify the motives 
of volunteers, in order to determine their suitability for roles within an 
agency. Motives commonly represent personal needs, and these can be 
openly discussed. It is not enough that a person wants to volunteer. The 
needs of the client or student must be considered with those of volun
teers. It is hoped that no volunteer would: be placed in a situation where 
the values conflict with his or her values, capabilities, or wishes. 

3 Volunteers want to become involved in exciting and challenging 
tasks. They will avoid routine, yet essential, details such as record keep
ing, follow-up activities, lesson planning, or tasks that appear too de
meaning. 

In response to this concern, the situation can be averted if new volun
teers understand, at the outset, that every job has routine aspects that 
must be dealt with. However, it is incumbent upon a volunteer coordina
tor to place a volunteer in a job that is both compatible with his or her 
expertise and challenging. If the latter criterion cannot be met, a coordi
nator should be forthright about telling prospective volunteers that an 
agency cannot offer the stimulating tasks they seek. 

4 Volunteers lack commitment and tend to be "here today, gone 
tomorrow.'' Lacking persistence and continuity of purpose, they are seen 
as unable to develop the dedication of professionals and will not be as 
effective with clients. 

In response to this concern, it is unrealistic to assume that all volun
teers will internalize the norms and long-term commitment of professional 
staff. However, proper orientation, training, and management should 
increase their dedication. Of particular importance is the creation of a 
sense of purpose and a learning environment that is open, friendly, and 
stimulating. It is well to remember that, at times, a reasonable flow of 
volunteers in and out of an agency can have a revitalizing effect. 
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5 Volunteers are difficult to manage. According to this argument, 
they assume too much influence or power with the clients or want to do 
things in their own way, whether it is appropriate or not. Moreover, being 
part-time and unpaid, volunteers cannot be fired or even evaluated; hence 
they are not accountable to the same extent as paid staff. 

In response, these fears can be laid to rest by the establishment of 
well-organized volunteer programs. There is no reason why irresponsible 
or inept volunteers cannot be reprimanded or fired. As for competent 
volunteers, they would probably welcome evaluation, especially if they 
aspire to full-time employment in the future. 

6 Volunteers present a loyalty threat. For example, they are more 
likely to censure agency activities or to breach confidentiality. 

The response to this concern is that, on the contrary, volunteers 
appear to be advocates of programs they join. As for criticisms they 
advance, where these are constructive, they form a valuable source of 
new insights from the public sector. Such insights can help in assessing 
the strengths and weaknesses of a program and in interpreting it to a wider 
audience. 

THE SETTING FOR VOLUNTARISM 

During the 1960s, adult educators paid less attention than before to the 
use of volunteers. However, during the 1970s, voluntarism as a move
ment witnessed a noticeable degree of maturity. A partial listing of volun
teer associations which developed during the past decade appears in Ap
pendix A. 

In adult education, the settings for voluntarism are described by 
means of Schroeder's typology of adult education agencies and organiza
tions. 5 

Adult education agencies: Type I Educational organizations in 
which serving adults is a primary purpose. 

Historically, agencies in this first group have included business 
schools, correspondence schools, technical schools, and other schools 
that are independently financed, operated for profit, and designed to pro
vide adults with a myriad of curricular offerings, e.g., courses to improve 
basic skills, programs to develop vocational talents, activities to stimulate 
new avocational interests, and so forth. 

More recently, the flourishing of nontraditional education has re
sulted in a virtual explosion of new nonprofit educational organizations 
oriented to the adult learner. They carry a variety of names-free univer
sities, store-front schools, alternative educational facilities, learning ex
changes, and educational centers. Some operate residential programs; 
others do not. Some offer credit; others do not. The characteristics and 

;;Wayne L. Schroeder," Adult Education Defined and Described,,. in Robert M. Smith 
et al. (eds.), Handbook of Adult Education, Macmillan and Adult Education Association of 
the U.S.A., New York, 1970, pp. 25-43. 
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offerings of newer Type I adult education agencies are remarkably di
verse. Given the varied needs of adult learners and the still evolving prin
ciples and theories of adult education, that is probably as it should be. 

Adult education agencies: Type II Educational organizations in 
which serving adults is a secondary purpose. 

Agencies in this second group include three kinds of formal educa
tional organizations-public school districts, 2-year community colleges, 
and 4-year public and private colleges and universities-that have histori
cally viewed children and youth as their focal clientele, but have also tried 
to provide minimal educational opportunities for adults. Each has been 
involved in its own way in adult education, sponsoring communitywide 
educational activities, operating adult evening programs, conducting spe
cial workshops and conferences for adults, and so on. Also traditionally 
included in this group has been the Department of Agriculture's Coopera
tive Extension Service, which has provided a breadth of educational op
portunities for adults, ranging from individual consultation and informa
tion services to extensive course offerings and expanded uses of mass 
media to disseminate information. 

Adult education agencies: Type III Noneducational organizations in 
which adult education is an implicit part of their broad purposes. 

Museums, libraries, and social service organizations are good exam
ples of agencies in this third group. Although they are not considered 
educational organizations in the same sense as schools and colleges, all 
three provide valuable educational services to both the general public and 
specific adult clienteles. For instance, through their extensive resources, 
collections, displays, lectures, and tours, museums and libraries furnish 
adults with a vast array of opportunities for lifelong learning. In addition, 
many libraries demonstrate their interest in adult education by sponsoring 
literacy tutoring programs and providing videotape GED programs for 
high school dropouts; by extending their outreach programs and estab
lishing special collections of print and nonprint materials in branch library 
facilities; by offering concerts, discussion programs, and film seminars; 
and by serving as brokers between adults who have special kinds of edu
cational needs and other adults who have the competencies and interests 
to meet those needs. Finally, in addition to disseminating information 
about their specific services, many health agencies offer regular programs 
for adults on alcoholism, accident prevention, and family life, and many 
welfare agencies work regularly with adults who want to develop the 
knowledge, skills, and attitudes necessary to escape economic disadvan
tage. 

Adult education agencies: Type IV Noneducational organizations 
which provide adult education, but in which adult education is subordi
nate to other purposes. 

Agencies in this fourth group include churches, business and indus-
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trial concerns, labor unions, professional organizations, and voluntary as
sociations. In each case, the agency's reason for being is not primarily 
educational activities oriented to adults. For instance, churches provide 
both religious and secular services, special meetings, and discussions of 
topics of current theological and secular interest. Both industrial and busi
ness concerns, as well as labor unions and professional organizations, 
develop and sponsor a host of educational activities designed to provide 
leadership training for members, increase on-the-job competence, im
prove labor-management relations, and so forth. Nearly every voluntary 
association, whether oriented to national, state, or local issues, organizes 
and carries out an educational campaign directed at least to its members 
and often to the general public. 

Figure 1-3 summarizes the typology of adult education agencies in a 
two-dimensional matrix, in which the educational or noneducational na
ture of an organization is related to its degree of commitment to adult 
education as one of its purposes. 

Degree of 
commitment 
to adult 
education 
as a purpose 
of the 
organization 

Providing educational 
opportunities for 
adults is an explicit, 
primary purpose of 
the organization 

Providing educational 
opportunities for 
adults is an implicit, 
secondary purpose of 
the organization 

Providing educational 
opportunities for 
adults is subordinate 
to other purposes of 
the organization 

Nature of the organization 

Educational Noneducational 

Type I agencies 
(for example, business, 
correspondence, tech-
nical, and other propri-
etary schools; and the 
full range of alternative 
nontraditional schools 
and agencies) 

Type II agencies Type II I agencies 
(for example, public (for example, museums, 
school districts; 2-year libraries, and health and 
communitv colleges; welfare agencies) 
Cooperative Extension 
Services; and 4-year col-
leges and universities) 

Type IV agencies 
(for example, churches, 
business and industrial 
concerns, labor unions, 
professional organiza-
tions, and voluntary 
associations) 

Figure 1-3 Distln91,Jishing among four types of adult education agencies. 
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CONCLUSION 

Voluntarism is an important and growing concept in the United States 
today. Its roots are as old as the country itself, and the historical develop
ment of voluntarism parallels the growth of the nation. Most myths and 
fears about utilizing volunteers can be quickly countered through com
mon sense and by citing the experiences of successful volunteer pro
grams. Adult volunteers can be found in almost every type of agency or 
organization in which education plays a role. In essence, voluntarism is 
more needed today than ever before in our complex, dynamic society. 



INTRODUCTION 

Chapter 2 

Organizational Factors 
That Influence the Use 

of Volunteers 

Often a decision to use volunteers in existing adult education programs is 
based on pragmatic considerations. For example, a rapidly growing pro
gram might encounter difficulty in staffing and recognize its need for vol
unteers. As pointed out in Chapter 1, many adult education organizations 
form part of a larger organization whose overall goals include adult educa
tion as a secondary, or marginal, activity. Consequently, funding, staff
ing, and facilities are often limited. For established adult education pro
grams, a decision to use volunteers might culminate in the selection of 
volunteer paraprofessionals to fill such roles as counselors or tutors. Or, 
support staff might be recruited for administrative work-typing, filing, 
and logistical assignments such as promotion and transportation. Some
times an adult educator responsible for planning programs will decide to 
plan an outreach program whose purposes can best be achieved by select
ing indigenous volunteers from a community. The services of such per
sons have been found to be an effective resource for meeting certain com
munity needs. 

10 
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Any plan to utilize volunteers in an adult education organization by 
the adult educator (who may act as a volunteer coordinator) must begin 
with an understanding of the factors that facilitate or inhibit decisions. In 
this instance, the vital factors are the mission or purpose of an organiza
tion and its goals, objectives, and fiscal support. 

FACTORS THAT AFFECT DECISION MAKING 

A decision represents an attempt to solve a probJem by making a choice. 
Seldom is it a choice between "right 0 and "wrong," but among several 
alternatives that offer varying advantages and disadvantages. For exam
ple, a new adult education program in need of counselors might decide to 
recruit a major portion of staff from volunteers belonging to the ranks of 
retired professionals. It is important for any decision to be acceptable not 
only to the volunteer coordinator but also to the rest of the administration 
and the staff. Here, personal factors that influence decisions must not be 
overlooked. To illustrate, where volunteers display physical handicaps, 
their potential value to an organization may not be fully appreciated. Or, a 
potential volunteer may have had youthful experiences, such as serving a 
prison sentence, which are considered undesirable. Such persons tend to 
be excluded because of their prior deviant behavior; yet they may be the 
very persons whose insights are most needed in the planning of a particu
lar program. 

Equally important in a decision to utilize volµnteers are situational 
factors that relate to an organization's concept of both paid staff roles and 
volunteer roles. For example, if the prevailing expectations held by paid 
male staff toward women volunteers have been expressed in the design of 
low-level volunteer positions, the result would likely be the exploitation 
or denigration of volunteers. Another example of a situational factor 
would be a conviction, on the part of some persons in an organization, 
that volunteers' roles must "fit" with the roles of professional staff. Such 
a view, which supports a superordinate-subordinate relationship between 
the two groups, is inappropriate today and threatens the humanistic un
derpinnings of adult education. The implied warning is that in any deci
sion to utilize volunteers in an organization, it is wise to avoid narrowly 
based personal factors and to seek, instead, an overall operating philoso
phy, sometimes referred to as mission or purpose. 

MISSION OR PURPOSE OF AN ORGANIZATION 

Any attempt to analyze the personal and situational factors at work in a 
decision to utilize volunteers in an organization must begin with a review 
of its mission or purpose, which forms part of its "grand design." The 
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other components of a grand design are creed, goals, specific objectives 
arranged in a hierarchy, and the necessary fiscal support. 1 

A creed or a broad statement of intended relationships (a "mission 
statement") is meant to appeal to all groups-staff, clients, and the gen
eral public. It may be especially appealing to volunteers if it embodies 
ideals with which they can identify. For example, the initial appeal of the 
Peace Corps and VISTA lay in the opportunities presented to volunteers 
to transform their altruistic ideals into action. 

The mission or purpose relates to the operating philosophy of an or
ganization. As Peter Drucker asserts, such a statement begins by provid
ing ''common vision, common understanding, and unity of direction,'' 2 all 
of which help to determine "what the efforts of the organization are, what 
it will be, and what it should be." 3 

Today, many adult education organizations are revising their state
ments in order to reach larger segments of society. Instead of relying on a 
centralized campus or other educational facilities which generally appeal 
to younger, highly educated professionals, such organizations are turning 
to outreach facilities to make possible the participation of other adults
those with low incomes, the aged, single parents, and so on. Other adult 
education organizations are revising their statements so that volunteers 
are seen as a major resource in the delivery of adult basic education pro
grams. For example, in Programmed Activities for Correctional Educa
tion (PACE) at Chicago's Cook County Jail, volunteer tutors play impor
tant roles in helping inmate students progress with their basic education 
studies. 

Clearly, an imperative need exists for an organization to examine and 
reexamine its grand design, especially its statement, to ensure that it is 
keeping abreast of current needs in a community and among its own paid 
staff and volunteers. Lacking such direction, an organization is in danger 
of becoming static and losing its vision and unified sense of purpose. If 
such renewal does not occur, past experiences and present contingencies 
will predominate in the setting of new goals. Under these circumstances, 
the vital task of goal setting will sink to the level of a haphazard, reactive 
process. 

GOALS 

After articulating a mission statement, the next step is setting long-range 
goals. These furnish an organization with a guide that gives direction and 

1Charles H. Granger, "The Hierarchy of Objectives," Harvard Business Review, 
May-June, 1964. 

2Peter F. Drucker, Management: Tasks, Responsibilities, and Practices, Harper and 
Row, New York, 1974, p. 77. 

3lbid., p. 94. 
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stimulates action. In an organization that plans to utilize volunteers, goals 
respond to needs or problems enunciated by groups of citizens or, more 
generally, by a community. 

Service Goals 

It is evident that organizations engaged with similar problems often inter
pret their missions differently and, accordingly, set different goals. This 
phenomenon is illustrated in the provision of educational opportunities 
for the aged. One approach has an organization design programs for the 
aged around the regular array of course offerings, without taking into ac
count the older adults' orientation to life, based on physical condition, 
experiences, life styles, and commitments. Specifically a 2-year college 
had an outreach program for aged blind adults focus chiefly on recreation 
and ignore intellectual stimulation. A second approach has an organiza
tion collaborate actively with the elderly in determining their own needs 
and, on that basis, design programs aptly suited to the demands of later 
life. This process produces a set of goals that are quite different from 
those formulated in the first approach. To return to the example relating 
to aged blind adults, a collaborative approach would involve them in clari
fying their special needs and in developing a program that might stress 
contemporary issues in the community and elsewhere. It is important to 
note that neither approach should be judged "right" or "wrong." In some 
situations, the structured institutional approach described first may be 
preferable. In other cases, a collaborative approach would be appropri
ate. 

The mission and goals of an organization also supply direction for the 
planning of educational programs. If a service organization had as its mis
sion the design and delivery of adult basic education programs to single 
parents with low incomes, the goal would be to provide certain courses as 
a prerequisite for job training. However, this goal may be understood 
differently by students, instructors, volunteer tutors, and prospective em
ployers. The students may view the course content as irrelevant to job 
training, while the instructor may consider it necessary remedial work. 
The volunteer tutors may find themselves somewhere between these per
ceived goals. Finally, the prospective employers may have little apprecia
tion of the importance of basic skills as a prerequisite for job training. If it 
proves unappealing to some persons, this goal might produce little in the 
way of meaningful results. The lesson to be drawn is that an organization 
should review a goal in light of different perceptions of it. Although a goal 
might remain unchanged, the clearer understanding gained of factors af
fecting a goal both within and outside an organization could culminate in 
more unified efforts toward achieving a goal. Moreover, supplementary 
goals could be established. For example, data about the low completion 
rate of single, low-income parents enrolled in a program might reveal an 
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inability to concentrate on a course of study because of problems associ
ated with babysitting, transportation, or money for books and supplies. A 
supplementary goal would consist of the establishment of ancillary serv
ices, staffed with volunteers in conjunction with the educational program, 
to perform the services needed by the low-income parents. 

Advocacy Goals 

While the preceding example of goal setting relates chiefly to the service 
function of voluntarism, of equal importance are advocacy goals estab
lished by some organizations that utilize volunteers. The mission would 
be assisting community groups to act together in bringing to light prob
lems that have been ignored by local governments or other groups respon
sible for the quality of life in a community. An example of an advocacy 
goal would be raising the critical consciousness of a community, a goal 
that poses both challenges and risks to an organization. In particular, the 
risks associated with threats to the power of certain groups must be well 
understood. Otherwise, advocacy goals might be construed not as ways 
to stimulate or guide people to take action, but as unrealistic, even ob
structive, notions that would be dropped under pressure from social, eco
nomic, or political groups. 

In summary, goals indicate to clients, paid staff, and volunteers an 
organization's plan to serve them, through the formation of either service 
goals or advocacy goals. Goals also indicate some boundaries concerning 
what an organization will or will not do. 

OBJECTIVES 

Having established long-range goals, the next step in developing a pro
gram to utilize volunteers is setting objectives. Unlike goals, which are 
statements of intent, objectives are specific, clearly defined components 
of a goal. Objectives are stated in measurable terms and are capable of 
being achieved within a reasonable period of time. 

In short, setting objectives involves transforming goals into nar
rower, more specific units. Marlene Wilson suggests a system which will 
enable the staff of an organization to distinguish between goals and objec
tives. This system carries the acronym of SMAC, interpreted as follows: 

S-Is it specific? 
M-Is it measurable? 
A-ls it achievable? 
C-Is it compatible with the overall goals and other objectives [of 

an organization]? 

"Marlene Wilson, The Effective Management of Volunteer Programs, Volunteer Man
agement Associates, Boulder, Colo., 1976, p. 78. 
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Obviously, objectives should be operational in order to infuse an or
ganization with a sense of commitment and direction. Well-defined objec
tives enable staff to utilize resources effectively in the mobilization of 
activities and to diminish the effects of constraints on carrying them 
through. 

In any plan to utilize volunteers in an organization, it becomes appar
ent that there are two different types of objectives. The first set relates to 
building or expanding an organization, and it includes such items as roles 
and responsibilities of volunteers, recruitment, selection, training, place
ment, supervision, evaluation, and recognition. An example of the first 
set of objectives follows: 

A volunteer who has been added to a staff will demonstrate ability to show 
adult basic education students how to draw inferences. 

The second set of objectives relates to the client who is going to be served 
and to decisions about how the utilization of volunteers will make possi
ble the provision of desired services or the facilitation of community 
action through the process of advocacy. An example of the second set of 
objectives follows: 

A citizen in a community who has been trained to use a videotape recorder 
will create a position tape which depicts a community stand on an issue. 

By setting specific objectives, an organization establishes a basis for 
determining whether the purpose of a particular activity has been 
achieved. This evaluative process, which describes changes or effects, is 
the topic of Chapter 8. 

FISCAL SUPPORT 

A decision to utilize volunteers in an organization requires careful scru
tiny of fiscal support. Although volunteers work without pay, direct and 
indirect costs accrue in any program that solicits their services. Direct 
costs include insurance to cover volunteers in case of injury in job-related 
accidents. Other direct costs such as postage, telephone, training and 
working materials, travel allowances, and meals add up proportionately 
with each volunteer. Indirect costs for management and supervision, sec
retarial help, and extra heating and lighting can be substantial. Other 
funds may be needed to implement policies designed to build morale and 
strengthen the motivation of volunteers. Such policies include provision 
of child care, workshop and course tuition, professional development, 
resource materials, and awards for recognition. 

It is emphasized that a realistic examination of present and potential 
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funding is essential before any decision is made to utilize volunteers. No 
set rule could be stated to govern the amount of money that is needed, in 
light of the diversity of institutional goals, training programs, and manage
ment styles. However, a basic budget can be developed as a guide to the 
adequacy of fiscal support to achieve desired results. Where funds are 
inadequate, the alternatives may be to curtail a volunteer-based program, 
to acquire additional funds from sources within an organization, or to 
prepare a proposal or brief for the purpose of attracting funds from pri
vate and government sources. 

CONCLUSION 

A decision to utilize volunteers in an organization should not be made 
without understanding the factors that facilitate or inhibit the decision
making process. It is likewise important to have a firm grasp of an 
organization's grand design and mission which, translated into an operat
ing philosophy, supply a common vision and a sense of unity. The broad, 
long-range goals that are generated provide direction to an organization. 
Specifically, they form the basis for setting objectives which are measur
able and feasible during a time frame. It is emphasized that the entire 
planning process must be coupled with a realistic appraisal of the needed 
fiscal support. 

If the factors outlined here are thoughtfully and systematically incor
porated into an organization's plan to utilize volunteers, the first crucial 
stage in that process will be successfully completed. Further challenges to 
be faced and suggestions for overcoming them form the subject matter of 
subsequent chapters. 
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Chapter 3 

Roles and 
Responsibilities of a 

Coordinator of 
Volunteers 

If the vacant position of volunteer coordinator were to be announced, the 
advertisement might read: 

Volunteer coordinator wanted; must have experience ctesigning and imple
menting programs, working with organizations, preparing budgets, supervis
ing volunteers, and maintaining records. 

A detailed statement of responsibilities would specify assessment of the 
needs of an organization and of volunteers participating in its program; 
establishment of program goals and objectives; orientation of paid staff 
toward volunteers; job design; selection, recruitment, and orientation of 
volunteers; evaluation of a volunteer-based program and periodic reports 
about its progress; public relations regarding volunteer service; and de
velopment of linkages with other community agencies. Always, a volun
teer coordinator is a central figure, a liaison between a volunteer-based 
program and the organization that houses it and between a program and a 
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Selected roles of a volunteer coordinator 
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Figure 3-1 Selected roles and responsibilities of a volunteer coordinator. 
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Figure 3-1 (Continued) 

community. As such, he or she is responsible for both ensuring the satis
faction of volunteers and achieving organizational goals related to a vol
unteer-based program. 

It is recognized that the role will vary greatly from organization to 
organization and from program to program, depending upon the various 
goals and objectives, available resources, and other factors. For example, 
in many organizations, the position of volunteer is a salaried one. It is also 
recognized that not all programs assign equal weight to the same activities 
or equal status to a position. The responsibilities of a volunteer coordina
tor may vary as to their number, the emphasis accorded them, or the 
energy demanded in their performance. For example, in some organiza
tions a volunteer coordinator might be heavily involved in developing 
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goals and objectives, whereas in another, like a 4-H club program, he or 
she will encounter well-established goals and objectives. As for the vary
ing emphasis on responsibilities, it seems likely that a volunteer coordina
tor in a crisis intervention center would have to put greater stress on pre
service training than would be the case in a ''meals-on-wheels'' operation. 

Despite the reservations stated above, it is possible to construct 
some guidelines for describing various roles of a volunteer coordinator. 
The approach taken in this chapter will be to discuss the selected roles in 
terms of selected responsibilities, which can best be examined in relation 
to activities typically associated with a volunteer-based program. Figure 
3-1 attempts to match those responsibilities of a volunteer coordinator. 

The activities appear under "Program design," "Recruitment and se
lection," "Socialization and training," "Guidance," and "Administra
tion." The roles and responsibilities of a volunteer coordinator appear 
under "Administration," "Training/education," "Counseling," and "Re
search/evaluation.'' They testify to the considerable scope and diversity 
of the role as program planner, fiscal agent, public relations agent, liaison, 
recruiter, manager, learner, curriculum facilitator, instructor, media spe
cialist, diagnostician, counselor, placement sponsor, observer, record 
keeper, and evaluator. Figure 3-2 outlines various tasks on a 13-month 
basis, the point being that certain activities should precede others. It is 
implied that the role of a volunteer coordinator changes as activities and 
tasks are completed. 

PROGRAM DESIGN 

Program design, which must always precede the recruitment of volun
teers, will be discussed in eight parts: "Needs Assessment," "Mission 
Statement," "Establishing Goals and Objectives," "Design Program 
Components," "Obtaining Facilities and Materials," "Creation of Cli
mate," "Involvement of Paid Staff," and "Job Design." Often, a volun
teer coordinator is involved in such planning, which requires him or her to 
make many major decisions. For example, when a volunteer-based pro
gram is to be incorporated into an organization, the issue of compatibility 
must be addressed. Will the design and activities of the proposed program 
be compatible with the philosophy and rules of an organization with re
spect to recruitment, selection, and training of volunteers? To assist this 
process, care must be taken to keep paid staff and decision makers not 
merely informed of developments but actively involved in the initial plan
ning and, later, in such activities as selection, supervision, and evaluation 
of volunteers. 

Needs Assessment 
Before the goals of a volunteer-based program can be specified, it is im
portant to understand both organization and community needs. A volun-

Figure 3-2 {Opposite) Time•sequenced activities (based on calendar year). 
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teer coordinator can obtain such information through surveys, visits with 
various community and organization leaders, and informal conversations 
and observations. In the pursuit of these activities, a volunteer coordina
tor becomes a public relations agent visible to the community and respon
sible for gaining the confidence of citizens, leaders, and decision makers 
in plans to utilize volunteers for a particular purpose. Simultaneously, he 
or she acts as an observer ( or even a diagnostician) of organization and 
community needs, one who deliberately withholds the formulation of pol
icy until the information-gathering process and analysis is complete. 

Mission Statement 

As discussed in Chapter 2, the statement provides a sense of mission for 
an organization. It presents an operating philosophy from which goals are 
established. These goals may seem unattainable in the short run-for ex
ample, to eradicate illiteracy, to eliminate prejudice, or to solve the hous
ing needs of migrant workers. 

Establishing Goals and Objectives 

These are motivating factors that cause people to become and remain 
volunteers. Objectives are based on program goals, and are usually in 
more specific terms. A volunteer coordinator helps determine and fulfill 
program goals and objectives. 

Design of Program Components 

The design of program components addresses the question of how goals 
and objectives will be accomplished. For example, if one goal is to pro
vide training for hospital volunteers, the appropriate component might be 
a series of preservice sessions on the topic of patient care. Selected roles, 
which are important for preplanning and are often overlooked, are shown 
in Figure 3-1. They include those of program planner, fiscal agent, man
ager, curriculum facilitator, and evaluator. 

Obtaining Facilities and Materials 

When implementing a program, a volunteer coordinator must make wise 
choices, based in part on the needs of volunteers, about such matters as 
distance from volunteers' homes, availability of food service, physical 
environment, materials, and equipment. Always, a volunteer coordinator 
must be mindful of the funds available for the program. 

Creation of Climate 

The psychological climate of a group (the topic of Chapter 4), includes 
prevailing attitudes within it-in this case, the attitudes of volunteers, 
their coordinator, and other program personnel. A climate manifests itself 
in the level of morale, the productivity of the program, and the satisfac-
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tion of volunteers' social needs. The climate is largely dependent upon a 
volunteer coordinator's leadership style and his or her skill in establishing 
and maintaining a high degree of trust and cooperation that will prove of 
mutual benefit to the organization and the volunteers. 

Involvement of Paid Staff 

A discussion of this activity assumes that a volunteer-based program will 
be incorporated into an organization. Essentially, the preparation of paid 
staff involves soliciting their support in the planning, conducting, and 
evaluation of a volunteer-based program. Their cooperation would be cru
cial at such stages as job design and the recruitment, training, and super
vision of volunteers. A volunteer coordinator's task is to enlist the enthu
siastic participation of paid staff so that they will perceive volunteers as 
an important program resource. The facilitating nature of this task re
quires that a coordinator hold formal and informal meetings with paid 
staff and volunteers, and especially that he or she provides for the effi
cient flow of information. Any failure to involve paid staff in a volunteer
based program might cause them to develop fears or misunderstandings 
concerning their own jobs, which could affect a program adversely. 

Job Design 

Job design (discussed in detail in Chapter 5) means writing job descrip
tions that clearly state the responsibilities, obligations, powers, and privi
leges of particular roles. The advantages are (1) a person can make a more 
intelligent decision about becoming a volunteer than if no job description 
was available; (2) early job design lends structure to a program and leads 
to the planning of such activities as recruitment, supervision, and evalua
tion of volunteers; and (3) if needed, roles can be altered and job descrip
tions changed to coincide with changes in the organization. 

RECRUITMENT AND SELECTION OF VOLUNTEERS 

Recruitment and selection of volunteers actual1y begins with the estab
lished criteria of job descriptions. The careful writing of job descriptions 
should clearly delineate the responsibilities of volunteers and thus suggest 
the criteria to be used in selecting them. Usually a volunteer coordinator, 
in consultation with paid staff and other program personnel, determines 
the criteria. For example, one criterion for selecting volunteers to work 
with senior citizens might be prior experience. The recruitment of such 
volunteers gains focus when based on a job description. 

Recruitment 

The next step entails active recruitment of potential volunteers according 
to the criteria established. Questions to be addressed include these: Who 
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will do the recruiting? What methods and techniques, including the use of 
media, will be employed? Where will volunteers be sought? Can commu
nity resources offer any help? Usually a volunteer coordinator heads a 
recruitment drive, in which he or she plays the role of an educator, dis
pensing information to volunteer candidates about their prospective du
ties and to an organization about the progress of the drive. A more com
plete analysis of the recruitment process appears in Chapter 5. 

Application Design and Interview 

The selection process is a winnowing activity in which the volunteer coor
dinator seeks, on the basis of the established criteria, candidates who 
appear well suited to the particular volunteer roles. Commonly, he or she 
designs application forms and arranges interviews based on the inf orma
tion submitted. Ideally, an interview is a shared experience in which a 
volunteer coordinator, perhaps in conjunction with a paid official of the 
organization, examines a candidate's potential as a volunteer and the can
didate tries to assess the value of the proposed experience. Detailed 
guidelines for interviewing volunteers appear in Chapter 6. 

The Selection Agreement 

After information gained from the application form and the interview has 
been processed, decisions are made on whether or not to enlist the ser
vices of a volunteer. Once an affirmative decision has been reached, a for
mal agreement is drawn up between the organization and the volunteer. 
This agreement (described more fully in Chapter 6) is intended not merely 
to seal the arrangement but to outline expectations. It might contain such 
items as a volunteer's responsibilities and privileges, scheduling of his or 
her time, location of assignments, and meeting dates. As one of his or her 
main responsibilities, the task of a volunteer coordinator is to reach agree
ment on these points while establishing a foundation of mutual under
standing. 

SOCIALIZATION AND TRAINING 

The socialization and training aspects of a volunteer-based program are 
envisaged as taking place during the initial phase of a volunteer's experi
ence, but they can continue throughout the program. Some activities that 
can help to equip volunteers with the skills, knowledge, or attitudes nec
essary for the efficient performance of their jobs include orientation and 
preservice training programs, all of which should be conducted prior to 
placement of volunteers. In-service training provides additional learning 
experiences once volunteers have become adjusted to their working situa
tions. Further coverage of these activities is offered in Chapter 6. 
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To adequately train and socialize volunteers, a volunteer coordinator 
assumes the role of a facilitator who seeks the particular blend of subject 
matter and methods which will lead to optimum learning experiences 
within the limits of available resources. In some instances, he or she will 
have to don the mantle of an instructor who actually delivers the subject 
matter, become a media specialist, or assume the role of a diagnostician. 

Orientation 

The main purpose of orientation is to help volunteers become acquainted 
with others in the program, to learn the ways of an organization and the 
goals of a volunteer-based program, and to comprehend their own roles in 
it. Manuals frequently prepared for this purpose might contain a back
ground statement about a program, the rules and regulations of an organi
zation, tips on maximizing the volunteer experience, and other informa
tion designed to help volunteers become adjusted to new situations. 
Sometimes, a volunteer coordinator handles orientation in a personalized 
manner, arranging one-to-one conversations. Otherwise, orientation oc
curs in a group situation which offers opportunities for volunteers to 
share concerns or ask pertinent questions. One outcome of a well-con
ducted orientation period will be a climate of mutual understanding and 
acceptance by all parties concerned with the volunteer-based program. 

Preservice Training 

Often, preservice training involves a volunteer coordinator in preassess
ment of volunteers' capabilities, careful instruction, and evaluation of 
their learning. The purpose is to equip volunteers with the skills needed to 
petform job responsibilities. Such training becomes less arduous in cases 
where volunteers have had prior experience in the duties they are to as
sume-for example, clerical work, child care, and proposal writing. How
ever, when the subject matter is specialized and the volunteers are to 
assume technical responsibilities, as in a museum, zoo, or public aquar
ium setting, a consultant usually conducts the training. When the content 
is to include the history, policies, and regulations of an organization, a 
volunteer coordinator confronts a choice. Either he or she conducts the 
session, participates as a member of the team, or delegates responsibility. 

Placement 

Placement occurs when it has been determined that a volunteer possesses 
the proficiencies needed to undertake certain responsibilities and when he 
or she appears comfortable in a situation. In some cases volunteers will 
be fully qualified to be placed immediately. In other cases volunteers will 
not be fully prepared for the task at hand and will require some form of 
training. Placement, therefore, follows orientation and preservice training 
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in this discussion. Where a job represents a new or difficult learning expe
rience for a volunteer, a coordinator will need to make careful observa
tions and even to ponder changing an assignment when the volunteer does 
not fit the task. Often it is assumed that changing a volunteer's role is 
inappropriate. It is not unusual for several changes in placement to be 
made, such as when a volunteer's desires and capabilities do not match 
the requirements of the job. Thus, a volunteer coordinator must be pre
pared to greet a variety of situations in the placement of volunteers. 

In-Service Training 

After accumulating experience in a work situation, a volunteer often be
comes aware of a need to gain additional skills or to refine existing ones. 
(The varied methods and techniques available for this purpose are out
lined in Chapter 6.) Before employing any of them, a coordinator should 
carefully diagnose the individual learning needs of each volunteer and 
select the appropriate content areas and instructional processes that will 
lead to a rich learning experience. 

GUIDANCE 

The demands placed on volunteers to enter new situations, meet new 
people, and practice new skills can be overwhelming. It is the task of a 
coordinator to analyze difficulties in adjustment, including personal prob
lems which might impede performance, and to reduce anxiety. The goal is 
to enhance the motivation of volunteers and increase their satisfaction, 
while improving the productivity of the program. 

Motivation 

A coordinator who wishes to build motivation must understand the per
sonal goals of individual volunteers and check regularly to ensure that 
these goals are being fulfilled. If not, a coordinator might expand a job to 
make it more challenging, reassign jobs, or suggest new learning experi
ences that will give a volunteer a sense of renewal. 

Supervision 

The process of supervision will yield insights to a coordinator about the 
morale of volunteers. Hence, in overseeing their activities, he or she will 
scrutinize not only their productivity but also such factors as attendance, 
punctuality, and personal relationships for indications of the state of mo
rale. A basic requirement is that a coordinator must be prepared to make 
an honest appraisal of a volunteer's strengths and weaknesses, to discuss 
them candidly with a volunteer, and to suggest constructive ways to im
prove performance. 
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Recognition 

In extending formal recognition to volunteers, a coordinator might ar
range dinners and luncheons, or make awards in the form of certificates 
and letters of appreciation. The keynote is sincerity, which can be aided 
by specific mention of a volunteer's contribution, as opposed to a general 
expression of appreciation. (The topic of recognition is discussed further 
in Chapter 7.) 

ADMINISTRATION 

The purpose of so-called administrative activities is to facilitate a produc
tive working environment which produces mutual benefits for the pro
gram and the volunteer. The major difference between administrative ac
tivities and those grouped under "Guidance" resides in the nature of the 
activities. Those directly concerned with the management and well-being 
of volunteers, such as motivation and recognition, are guidance activities. 
Those activities which do not directly affect volunteers, such as manage
ment of the office (including record keeping and proposal writing), estab
lishment of community linkages, and maintenance activities are consid
ered to be administrative activities. Though indirect, administrative 
activities give way to a particular climate for volunteer participation-one 
that often depends on the style of the administrator. 

Management 

Although many office responsibilities can be delegated, a coordinator is 
frequently accountable for results. Examples of responsibilities in this 
category are record-keeping systems, progress reports to organization de
cision makers, dissemination of information to paid staff and volunteers 
and, possibly. fiscal planning, alertness to new sources of funds, and cleri
cal duties. (Detailed discussion of these responsibilities appears in Chap
ter 7.) 

Evaluation 

As indicated in Chapter 8, evaluation is a multistage plan used by a coor
dinator, outside experts, or paid staff, among others, to analyze various 
aspects of a volunteer-based program with a view to improving it. The 
purpose of a particular evaluation study might vary from upgrading cer
tain aspects of a program to deciding whether to adopt an innovation. 

Linkage Development 

Linkages between a volunteer-based program and certain community or
ganizations and agencies make possible a sharing of resources, especially 
when those groups avow similar purposes. Potential areas of cooperation 
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include joint recruitment campaigns, shared public relations, common 
training programs, and endeavors toward the cooperative acquisition of 
materials. An astute coordinator will recognize that such shared activities 
not only hold out the hope of cost savings but might actually broaden the 
scope of a program. 

Continuing Education of a Volunteer Coordinator 

Finding and taking advantage of opportunities for further learning and/or 
personal growth can reasonably be considered an aspect of the role of a 
coordinator. He or she can plan well in advance to attend conferences, 
workshops, and meetings that deal with relevant topics, to undertake 
course work, to visit other programs, and to pursue independent study. 

Until recent1y, few educational opportunities have existed for volun
teer coordinators in adult education-opportunities to share ideas, invent 
standards of success, or shape the creative side of the role. But, with the 
surge of interest in voluntarism, new opportunities are emerging. Coali
tions and associations have been formed, such as the Association for Ad
ministration of Volunteer Services, Association of Voluntary Action 
Scholars, Alliance for Volunteerism and, Volunteer (National Center for 
Citizen Involvement). These groups are composed of practitioners, 
scholars, and volunteers working toward the creation of models of organi
zational management relating to volunteers. These models will become 
increasingly useful as the movement gains momentum. In addition, there 
is an increase in the number of workshops, institutes, and roundtable 
meetings on voluntarism, with attention to such topics as grantsmanship, 
self-awareness, evaluation, conducting workshops, legal training, staff
volunteer relations, fund raising, and supervision techniques. As for the 
universities, they are offering degree programs in the administration of 
volunteer-based programs. Clearly, the intent is to furnish practitioners 
with insights and competencies related to the social and political sciences 
and to deal with issues that pertain specifically to voluntarism. A univer
sity course of study usually blends theory, research, and practice to pro
duce a kind of vision of voluntarism. The multidisciplinary nature of a 
master's or bachelor's program can be judged from its content areas: or
ganizational theory, management studies, the volunteer organization, 
American studies, statistics, managerial accounting, marketing, social 
change, communications, politics, futurism, and psychology. 

CONCLUSION 

This chapter began with a hypothetical announcement of a vacant posi
tion for a volunteer coordinator and proceeded to develop various aspects 
of that role. It has become apparent that the role is much more complex 
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than it seems-so much so that an organization which contemplates hiring 
a coordinator might feel compelled to develop selective criteria based on 
the responsibilities outlined in this chapter. As for a coordinator, he or she 
should find comfort in the knowledge that a growing number of agencies 
and institutions offer assistance in various ways. 

Two interrelated themes emerge from the above discussion. One is 
that the establishment and sequencing of program activities define the 
responsibilities and hence shape the role of a volunteer coordinator. An
other is that the fluid and extensive nature of that role, in turn, affects 
operation of the program. The conclusion must be that neither organiza
tional structure nor leadership alone is sufficient to ensure the success of 
a program. 

The role of a coordinator requires the creative management of peo
ple, resources, and opportunities-that is, an ability to inspire people to 
develop their highest potential and a propensity to discover, even cr~ate 
opportunities. To be creative, then, is to be proactive (not merely reac
tive), to devise alternatives (not merely perceive them), and to strive to 
shape the future (not merely plan it). According to Peter Drucker, an 
important characteristic of an effective leader is that he or she has a focus 
on the future, an ''outward contribution,'' as opposed to an orientation to 
the past.' 

1Peter Drucker, The Effective Executive, Harper and Row, New York, 1967; p. 24. 



Chapter 4 

The Importance of 
Climates for Volunteer 

Participation: 
An Examination of 

Varying Types 

INTRODUCTION 

As discussed in previous chapters, building and maintaining a productive 
volunteer-based program involves more than coordinating program activi
ties. An additional consideration, which is fundamental to the process, is 
creating an optimum climate for volunteer participation. By "climate" is 
meant a predominant set of standards, attitudes, and conditions that gov
ern a volunteer-based program. An ideal climate is one which results in 
satisfaction of the needs of both the volunteers and the organization. 
Also, a climate 

... should be one which causes adults to feel accepted. respected. and sup
ported; in which there is freedom of expression without fear of punishment or 
ridicule. 1 

1 Malcolm S. Knowles. The Modern Practice of Adult Education: Andragogy versus 
Pedagogy, Association Press, New York, 1973, p. 41. 

30 
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To create a positive climate for volunteer participation means being mind
ful of the needs of volunteers, as well as striving to accomplish the goals 
and objectives of the organization. 

The purpose of this chapter is to investigate a range of working cli
mates which permits, as far as possible, the integration of volunteers' 
needs and organizational demands. We will explore three commonly held 
managerial beliefs or attitudes about volunteers, each of which underlies a 
distinct type of program. This discussion will be followed by a continuum 
of corresponding climates. 

THREE MANAGERIAL BELIEFS ABOUT VOLUNTEERS 

Every administrator, manager, or coordinator entertains beliefs about the 
nature of people in general and of subordinates in particular. These beliefs 
are certain to be reflected in the leadership style chosen, which has impli
cations for the way decisions are made and the nature of interpersonal 
relations. Frequently, the success of a volunteer coordinater is linked di
rectly to the consistency of his or her attitudes about and toward volun
teers, attitudes that markedly affect the conduct of a program. The three 
managerial beliefs to be investigated are called the "calculative volun
teer," "participatory volunteer," and "self-actualizing volunteer." 2 

The Calculative Volunteer 

Douglas McGregor asserts that beliefs about human nature influence 
managerial style. His model, referred to as theory X and theory Y, dichot
omizes two managerial approaches which can be extended to the volun
teer setting.3 Theory X assumes that organizational goals can best be 
reached when workers are tightly controlled through specific task instruc
tions and strict supervision. The theory leans toward a mechanistic style 
of management. By contrast, theory Y assumes that organizational goals 
are reached more readily when workers are highly motivated, are given 
decision-making responsibilities, and can share in the overall success of 
the organization. Theory Y is interpreted as a participational or humanis
tic approach to management. 

Coordinators who assume volunteers to be calculative adopt a philos
ophy that resembles theory X. Specifically, the assumptions may include 
the following: 

2Terms adapted from Edgar Schien, Organizational Psychology, Prentice-Hall, Engle
wood Cliffs, N.J., 1965, pp. 47-63. 

3Douglas McGregor, The Human Side of Enterprise, McGraw-Hill, New York, 1960, 
pp. 34-35. 
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1 People volunteer for their own purposes and gains. 
2 Volunteers are unreliable and require, even prefer, being con

trolled by the organizational management. 
3 Volunteers avoid organizational responsibility since others, not 

they, are paid to make decisions. 
4 Volunteers' goals are opposed to those of the organization. 
5 Volunteers are incapable of self-discipline and self-control be

cause of their irrational feelings. 

The corresponding management style stresses the establishment of 
strict lines of authority, clearly defined responsibilities, and well-planned 
goals and objectives. Volunteers are rarely offered decision-making re
sponsibilities, nor are their opinions considered necessary in shaping the 
program. Rather, volunteers are regarded as a means toward an end, a 
factor of production, in meeting the expressed objectives of the organiza
tion. Therefore, the burden of success rests with management. 

The Participatory Volunteer 

McGregor's theory Y depicts workers as self-motivated and interested in 
the job, with a capacity to be creative and to assume responsibility. 
Hence, they are motivated by a need to participate and share in the deci
sion-making process. To adapt this view to a volunteer setting, the coordi
nator who believes that volunteers are participatory by nature probably 
makes the folJowing assumptions: 

1 Volunteers find a sense of identity through contact with others. 
2 The act of volunteering offers a way to initiate friendships and to 

gain a sense of purpose. 
3 Volunteers wiJI respond to the instructions of a volunteer coordi

nator if an adequate social setting is provided. 
4 Volunteers are responsive to their peer group and seek to form 

cohesive group relations. 

These assumptions dictate that a given program will be volunteer
centered, not organization-centered. The implications for management 
follow accordingly: to be attentive to the needs of volunteers, their feel
ings of acceptance, and the social setting; to worry less about command
ing the obedience of volunteers and, instead, to encourage group initiative 
and teamwork. In this situation, coordinators become facilitators and sup
porters as wen as buffers to the chalJenges and mandates from high-level 
decision makers. One aspect of this philosophy is that if the social factors 
affecting the group are "right"-that is, if volunteers fee) themselves a 
part of the program, sharers in decisions-turnover will be low because 
volunteers are likely to remain with the program. Under these circum-
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stances, the burden rests on management to facilitate agreement between 
volunteers and the organization, with emphasis on team building and 
group decision making. 

The Self-Actualizing Volunteer 

Abraham Maslow defines self-actualization as a higher-order human need 
which acts as a motivator for many people. Specifically, this need in
volves a process of growth which leads one toward the '' . . . complete 
development and fruition of one's resources and potentialities and conse
quent feeling of growth, maturity, health, and autonomy. " 4 Self-actualiza
tion can motivate people only when the basic physiological, safety, love 
and affection, and esteem needs have all been satisfied. 5 If the environ
mental conditions are conducive and a person is motivated to make full 
use of his or her capacities, then it can be said that he or she is becoming 
self-actualized. A volunteer coordinator who believes that people are mo
tivated by the self-actualizing need regard the volunteer as one who re
quires meaning from volunteer experiences. 
The volunteer coordinator must display a management style which con
siders relationships among tasks to be accomplished, the structure of the 
organization, and the characteristics of the personnel. 

The accompanying assumptions about volunteers include the follow
ing: 

1 Volunteers wish to be responsible and can be self-directed. 
2 Responsibility involves having an adequate time perspective, the 

needed skills and abilities, and an understanding of the organization's 
goals and objectives. 

3 Volunteers have a clear sense of self-improvement that seeks to 
understand and correct their own shortcomings. 

4 External controls will be looked upon as a threat to the volunteer. 
5 Social situations cannot be mandated or controlled, but must 

evolve and grow naturally. 
6 Volunteers will willingly adapt to the structure of the organization 

and accept its philosophy and goals. 

The implications for management are similar to those that apply to 
the participatory volunteer in the sense that the work the volunteers do 
needs to be meaningful and rewarding. The chief difference lies in the 
degree of control assumed by the volunteer. That is, self-actualizing vol
unteers are generally more able to assume responsibility and hence tend 
to be better self-starters than participatory volunteers. The managerial 

4 Abraham Maslow, Motivation and Personality, Harper and Row, New York, 1970, 
p. 69. 

5lbid., p. 91. 
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goal is not so much to fulfill social needs but to help the self-actualizing 
volunteer reach his or her self-potential through volunteer experiences. 
Hence, proper recognition, honesty, open criticism, and trust become im
portant managerial actions. If volunteers learn, grow, and enjoy new ex
periences in a volunteer setting, they are likely to remain faithful to the 
job and to become avid supporters of a program. 

In this situation, a coordinator becomes less of an authority figure 
and more of a facilitator or counselor. The ''authority'' to get the job done 
is invested in the role of the volunteer. Volunteers are expected to respond 
to the challenge of the assignment. The organization is expected to pro
vide the necessary guidance, instruction, and evaluation. Volunteers gain 
a satisfaction that is intrinsic to the challenge. The organization gains the 
expertise and dedication of volunteers. This relationship may cause vol
unteers to internalize the norms of the organization and develop a moral 
commitment to it. If belief in the work is strong, great potential will be 
released. 

Thus far we have considered three singular managerial assumptions 
about volunteers. Each assumption rests on a belief of what motivates 
volunteers. The calculative volunteer is motivated by expected extrinsic 
rewards, the participatory volunteer by social needs, and the self-actual
izing volunteer by intrinsic rewards, or personal growth. It must be re
membered that volunteers are individuals, each with complex needs and 
motives that are liable to change according to the situation in which they 
find themselves. Furthermore, in time, volunteers might exhibit new mo
tives and set new goals. We can conclude that volunteers will react differ
ently to different management styles, and that it is the responsibility of the 
volunteer coordinator to recognize the type of leadership that offers the 
greatest benefit to the volunteers and to the organization. 

A CONTINUUM OF WORKING CLIMATES 

As mentioned earlier, managerial assumptions about volunteers may be a 
determining factor in the type of working climate that emerges. In com
paring two of the three managerial beliefs stated above, the climate typi
cally created for the calculative volunteer contrasts sharply with that cre
ated for the participatory volunteer. In the former, organizational 
efficiency and productivity tend to be emphasized, often at the expense of 
social, informal aspects of a program. The latter is seen as minimizing the 
goal attainment and productivity of an organization and maximizing satis
faction of the expressed social needs of volunteers. The ideal climate for 
the self-actualizing volunteer places emphasis on personal growth. Yet, 
the ideal is not always attainable. For example, in some emergency life
saving programs, the sense of urgency precludes compromise on the part 
of an organization to fit the needs of the volunteers. In other organiza-
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Selected program activities 

Types of climates Socialization Training Guidance 

Open H H H 
Autonomous H H M 
Controlled L H H 
Familiar H L L 
Paternal is tic L L M 
Closed L L L 

Figure 4-1 H-high emphasis; M-medium emphasis; L-low emphasis. 

tions, it would be easier to provide for socialization, to individualize train
ing, and to guide volunteers toward their particular goals. A coordinator 
cannot guarantee either organizational productivity or the gratification of 
volunteers' social needs. However, a realization of the range of possible 
climates is important because it helps in understanding managerial op
tions. 

In an analysis of seventy-one educational institutions, Andrew 
Halpin and Donald Croft observed six different kinds of climates, based 
upon such factors as leadership style, morale, and intimacy among staff.6 

This research, which was performed in public schools (where volunteers 
have been used extensively as support staff) is relevant to volunteer
based programs because it establishes a relationship between leadership 
style and type of climate. Halpin's model is applicable to many types of 
adult education agencies. The types of indicators used to distinguish cli
mates can also be used to differentiate volunteer programs as well, such 
as the existence and power of a hierarchy, adherence to job descriptions, 
leadership style, use of rules and regulations, and morale. The resulting 
continuum of types of climates characterizes the opposite ends as "open" 
and "closed," according to organizational flexibility or rigidity. Between 
the extremes lie the "autonomous," "controlled," "familiar," and "pa
ternalistic'' climates. Each of the six climates shows a different combina
tion of such indicators. 

An attempt will be made to differentiate six climates, using practical 
indicators such as socialization (emphasis on the process by which volun
teers are introduced to a group setting), training (emphasis on providing 
skil1s to volunteers), and guidance (emphasis on providing leadership and 
a sense of direction to volunteers and attending to their personal growth). 
Figure 4-1 shows the six climates and describes them according to the 
emphasis given to socialization, training, and guidance. 

6Andrew W. Halpin and Donald B. Croft, Organizational Climate of Schools, Midwest 
Administrative Center, University of Chicago, Chicago, 1963. 
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An Open Climate 

An open climate demonstrates a balance between meeting volunteers' so
cial needs and maintaining high standards of efficiency. Success in achiev
ing this balance depends heavily upon the ability of a volunteer coordina
tor to establish a democratic decision-making process and a two-way 
communication flow. He or she must provide encouragement and support 
when morale declines and utilize controls to enforce standards when pro
ductivity falters. However, because morale is usually high, productivity 
seldom has to be stressed. Typically, a leader shows trust and compassion 
toward volunteers and frequently delegates responsibility to them. Such 
exemplary behavior earns the respect of volunteers. 

The socialization process reflects an awareness of the needs, mo
tives, and goals of volunteers. New volunteers experience a high degree 
of acceptance by the group and sense cohesiveness among its members. 
At orientation sessions, they receive information about the history and 
goals of an organization and about the mission of a volunteer-based pro
gram. Once new volunteers have become acculturated to an organization 
and understand the values and standards of a program, they are encour
aged to interact and to participate in planning and decision-making pro
cesses. The strengths and weaknesses of new volunteers are noted by a 
volunteer coordinator so that he or she can design appropriate staff devel
opment programs for them. 

Although rules and regulations exist, they are not forced upon volun
teers. Instead, efforts are made to have their purposes understood so that 
volunteers will comply wi1lingly. Routine work is handled in much the 
same way. Generally, decisions about how routine work is to be accom
plished are left to volunteers, who develop a sense of pride in their work 
as they manage the business day in a democratic way. 

In an open climate, the hierarchy of an organization is understood 
and not questioned. Hence, volunteers do not threaten the status of paid 
staff and it becomes easy to form friendly relationships and promote a 
warm atmosphere among paid and nonpaid personnel. Among volunteers 
there is adherence to rules and responsibilities outlined in the job descrip
tion, yet job rotation occurs, enabling them to experience new learning 
situations. 

Training is valued by volunteers who display a motivation to learn. 
Opportunities for learning appear in the form of seminars, workshops, 
and courses. Training programs are periodically evaluated to keep them 
pertinent, a process aided by the wil1ingness of volunteers to provide in
put about the utility of subject matter. In this way and others, volunteers 
can determine the direction of their learning. Occasionally, funds are 
sought to reimburse volunteers for tuition costs or registration fees. 
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An open climate provides guidance for volunteers as well as opportu
nities for them to assess their short- and long-range goals in consultation 
with a coordinator. If volunteers are dissatisfied with assigned work, ad
justments are made. Recognizing individual difference, a volunteer coor
dinator avoids placing undue emphasis on conformity. Where volunteers 
feel a need for additional opportunities, new goals can be established and 
new learning opportunities created. Volunteers receive an honest ap
praisal of their own strengths and weaknesses, and are encouraged to 
make an honest appraisal of a program. If problems surface, a volunteer 
coordinator is prepared to offer assistance. Rarely does he or she indulge 
in scolding or ridicule. Rather, the role resembles that of diagnostician. 
By being realistic about observed behavior a volunteer coordinator can be 
of tremendous help to volunteers, especially in areas of difficulty. Recog
nition of volunteers is a motivator as well. It takes the form of reminding 
them of their contributions to a program, and showing gratitude for their 
efforts. 

To summarize, an open climate is marked by high morale, high par
ticipation, and shared decision making. The values and attitudes of volun
teers agree with program goals, and the leadership style reflects attention 
to organizational goals and compassion for volunteers. 

An Autonomous Climate 

According to Halpin, the autonomous climate also emphasizes high mo
rale for volunteers, though somewhat less than does the open climate. 
The chief difference is that a leader chooses to remain more aloof from the 
staff. This is not to say that there is resistance to expressive or informal 
activities. As long as productivity is high, volunteers will be responsible 
for satisfying their own social needs. The result is an effective democratic 
decision-making process and a sense of pride arising from group involve
ment. Efficiency does not have to be stressed for, as in the open climate, 
there is an apparent motivation to comply. The communication pattern 
suggests a high emphasis on upward communication and medium em
phasis on downward communication; that is, the coordinator listens to the 
concerns of the volunteers, but does not share the concerns of the pro
gram or issue orders. In other words, volunteers are encouraged to voice 
their concerns, with assurance that they will be listened to. 

Socialization is regarded as a strength of the autonomous climate. 
The group works well together, especially when engaged in activities re
lated to task achievement. New volunteers find a spirit of acceptance and 
are swiftly brought into the process, sometimes by a volunteer coordina
tor but more often by veteran volunteers. On their efforts hinges the suc
cess or failure of this acculturation process. The group then becomes a 
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source of satisfaction for volunteers, because of its effectiveness in ac
complishing assigned tasks and for its gratification of social needs. 

The hierarchy and functions of the organization are understood and 
not questioned by volunteers. Although little emphasis is paid to the for
mulation of working relationships with paid staff, volunteers are generally 
regarded as assets to the organization. A warm and functional relationship 
exists among the volunteer group. Rotation of assignments occurs infre
quently. Although volunteers are generally able to manage without a coor
dinator, they treat one with respect and assent to the few demands he or 
she places on them. Volunteers may recognize that a volunteer coordina
tor faces other heavy demands and respect the resulting time constraints. 

Training is important to both a volunteer coordinator and the volun
teers, but there is no long-range training program and meetings or work
shops are of a pragmatic nature. Volunteers suggest training ideas to a 
volunteer coordinator, who is responsible for providing or facilitating the 
training. Therefore, training becomes largely a short-range activity. 

In the autonomous climate, there would be little guidance if it were 
not for the support given by the group itself. A volunteer coordinator, 
although considerate and attentive, does not view guidance as a high pri
ority and ignores problems relating to job satisfaction and those brought 
to the group's attention. Often the group itself is able to find effective 
solutions. However, little systematic assessment goes on, either by the 
group or by the volunteer coordinator. Only when problems become ur
gent are they submitted to the group. 

The autonomous climate fe~tures an aloof, yet considerate and 
possbily overcommitted volunteer coordinator who allows volunteers to 
attend to many details and decisions of the program. The group is usually 
effective at achieving organizational ends, although the priority lies in the 
camaraderie of its members. Consequently, morale and participation are 
high. 

A Controlled Climate 

A controlled climate denotes a neutral level of morale (either high or low), 
considerable emphasis on efficiency, and relatively little emphasis on 
gratification of volunteers' social needs. Volunteers are encouraged to 
produce results rather than engage in expressive activities. The leader
ship style reflects this attitude, coupled with an unwillingness to share 
authority. A volunteer coordinator is task-oriented, interested in building 
a rigid organizational structure. Consequently, great emphasis is given to 
downward communication, especially in the form of orders, but slight 
emphasis is paid to upward communication or listening to volunteers' 
concerns. Organizational ends are systematically pursued, and the 
achievement of those ends produces some gratification to volunteers. 
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Socialization is routinized, projecting the desire that volunteers un
derstand precisely what is required of them. A volunteer coordinator 
takes charge and explains the limits of responsibility to new volunteers. 
The amount of information needed to accomplish a task is offered to the 
volunteers prior to placement. Little attention is paid to group cohesive
ness, but great attention is paid to task accomplishment. Volunteers are 
encouraged to perform effectively, and receive information about the re
quired routine work and the processes of training and evaluation. 

Compliance with rules and regulations is deemed necessary and is 
enforced. Perhaps the basic rule is that volunteers must obey a volunteer 
coordinator, who is responsible for achieving high production. Volunteers 
are also expected to understand the hierarchy of the organization and to 
remain within the limits of job descriptions which discourage the estab
lishment of relations with paid staff. Rarely does job rotation occur. The 
predominant concern is that the job gets done. 

The training offered to volunteers is designed to fit job descriptions, 
and attendance is mandatory. The objectives of training are to increase 
job performance, rather than to foster volunteers' personal growth. So, 
the workshops and meetings are likely to be structured and self-con
tained, offering little opportunity to volunteers to shape the direction of 
their learning. 

Guidance is a priority, not because of a volunteer coordinator's con
cern for volunteers but because of a desire to achieve organizational 
goals. Volunteers are held tightly to job descriptions, and any variance is 
quickly detected and remedied by a volunteer coordinator. Evaluation of 
volunteer performance is frequent. If a volunteer expresses dissatisfac
tion with the work, the response is to terminate his or her service. 

The controlled climate allows little room for volunteers to express 
their concerns or to share in the planning of an organization's functions. 
These are strictly controlled by a volunteer coordinator. 

A Familiar Climate 

Whereas a controlled climate is distinguished by an emphasis on effi
ciency and neglect of social concerns, a familiar climate is known for 
stressing social concerns and downplaying efficiency. The subsequent 
leadership style stresses social concerns. Few rules exist, because rules 
are seen as impairing the social dimension. Consequently, business affairs 
are taken care of in chaotic fashion. Volunteers gain a sense of satisfac
tion from belonging, not from goal achievement. Hence, morale is at a 
neutral level and little emphasis is placed on downward communication. 
A volunteer coordinator does not motivate volunteers toward productiv
ity. Upward communication is emphasized, however, because the volun
teer coordinator is attentive to their expressed needs. 
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The goal of the socialization process is to accommodate volunteers to 
the social setting and to instill a "friendly" group spirit. New volunteers 
are readily accepted into the group and are made to feel at ease. Socializa
tion is not handled the same way for every volunteer, due to an inclination 
toward the forming of personal relationships. Briefings and explanations 
of organizational policies and procedures are minimized. 

A volunteer coordinator does not burden volunteers with routine 
work, but takes care of it alone, believing that this course of action will 
avert conflict or resentment. Rules and regulations are practically nonex
istent, being perceived by a volunteer coordinator as a threat to morale. 

The hierarchy of an organization is not explained, and little attempt is 
made to form functional relationships with paid staff, although such 
events can occur. Some organization members regard volunteers as un
necessary, a view that is resisted by a volunteer coordinator. Volunteers 
manifest a casual attitude because lines of authority are nonexistent. Al
though volunteers acknowledge that a volunteer coordinator is sincere in 
his or her efforts to provide a friendly social setting, they lack motivation 
toward production. 

Training to equip volunteers with the skills to do a job is not a prior
ity. Instead, meetings tend to resemble social experiences designed to 
bolster morale. Occasionally, volunteers seek training elsewhere. 

Guidance, in the sense of help offered to volunteers in reaching 
short- and long-range goals, is minimized because of the lack of concern 
for organizational goals. Rather, there is concern for volunteers' well
being, expressed in attention to such problems as transportation, child 
care, and recognition of accomplishments. A volunteer coordinator does 
not believe that criticizing volunteers is productive and strives, instead, to 
form close relationships. Recognition is viewed as an important function. 

A familiar climate is characterized by a disregard for organizational 
goals and high regard for volunteers' social needs. A leader tries hard to 
please volunteers, but assumes no responsibility for their growth or pro
ductivity. Morale is neutral because volunteers tend to enjoy the social 
situation but gain little satisfaction from task achievement. 

A Paternalistic Climate 

A paternalistic climate is exemplified by high conflict among staff, fac
tionalism, an overbearing leader, and low morale. While opportunity ex
ists for gratification of social needs, it usually fails to occur due to the 
leader's inability to share responsibilities, provide guidance, or foster a 
friendly spirit. In fact, it appears to volunteers that a volunteer coordina
tor distrusts and resents them, yet it is evident that he or she has invested 
much time and energy in the running of the volunteer-based program. 
Neither goal achievement nor social needs are realized. The resulting 
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communication pattern shows considerable, yet ineffective emphasis on 
the downward pattern and slight emphasis on the upward. 

Usually a leader is not interested in the social concerns of volunteers 
or in instilling a sense of efficiency. New volunteers are introduced to 
others in the hope that they will take responsibility for answering ques
tions and helping newcomers become acquainted with other people and 
the ways of the program. However, due to the low morale of veteran 
volunteers, new ones primarily learn about problems and conflicts. Some
times cliques are formed when veteran volunteers are unwilling to accept 
new volunteers and view them as a threat. 

There is much routine work, which is grudgingly undertaken by vol
unteers, but little emphasis on rules and regulations. A volunteer coordi
nator tries to make the experience as pleasant as possible for volunteers. 
But with little productive spirit, they become apathetic toward the organi
zation and the busy work given them. Avoiding responsibility, chronic 
absenteeism, and high turnover become commonplace. 

The hierarchy of the organization is not fully understood by the vol
unteers, and the purpose of a volunteer-based program is not understood 
by paid staff. Even though a volunteer coordinator attempts to thwart 
criticism by paid staff, volunteers are nevertheless regarded as a hin
drance. Conflicts which arise between the two groups often require a vol
unteer coordinator's intervention. 

Training volunteers is neither encouraged nor discouraged, but few 
opportunities for training exist. The occasional meetings are poorly at
tended and characterized by debate and argument. When a leader at
tempts to resolve a conflict, he or she is often seen as an intruder. 

A volunteer coordinator attempts to learn about the problems of vol
unteers, but guidance is, on the whole, very directive. However~ the 
actions he or she takes often do not help volunteers overcome their prob
lems. 

A paternalistic climate is marked by low morale and a sense of fac
tionalism. Some interaction occurs and some guidance is offered, but not 
enough to raise the low morale. A leader is not attentive to the needs of 
volunteers, except when one wishes to drop out or when outside criticism 
forces action. In these matters, a volunteer coordinator is largely ineffec
tive. 

A Closed Climate 

A closed climate is similar to a paternalistic one, as shown by the shared 
characterisitics of low morale and failure to achieve organizational goals 
or to satisfy volunteers' social needs. The difference lies in the business
like nature of a leader and his or her failure to provide any kind of social 
activity or guidance for volunteers. In this climate, a leader shows no 
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consideration for volunteers. Consequently, there is high turnover among 
them and activities tend to be temporary in nature. Both upward and 
downward patterns of communication are negative. 

Socialization is nonexistent. Volunteers are expected to perform 
their duties without acculturation or social interaction. There is no regard 
for their needs, nor is any attempt made to make them proud of the orga
nization. Generally, volunteers are expected to perform their duties in 
isolation, unaware of the effects of their efforts. Morale is understandably 
low and apathy high. 

Rules and regulations are usually nonexistent or temporary, but rou
tine detail work is abundant. A volunteer alone decides whether to per
form a menial task, and usua1ly decides against it. A leader does not en
force rules and tolerates low efficiency. 

No attempt is made to explain the hierarchy of either the organiza
tion or the volunteer-based program. Volunteers are frequently criticized 
by paid staff, but a volunteer coordinator does not respond. No one, in
cluding volunteers, is quite certain what they are supposed to do. 

In this climate opportunit.ies for training are unavailable, nor are 
meetings held for volunteers. Should the issue of training arise, it usua1ly 
comes totally from volunteers. Training is not viewed as beneficial. The 
guidance factor is also low, meaning that the social needs, problems, 
short- and long-range goals, and recognition of volunteers are neglected. 

A closed climate is characterized by an absence of effective leader
ship, few opportunities for volunteers, and low morale. No concern is 
shown for volunteer participation in helping to shape productivity or for 
the satisfaction of social needs. Consequently, turnover is high and little 
is accomplished. 

CONCLUSION 

One purpose of this chapter is to point out that certain climates are more 
conducive to volunteer participation than others. Inasmuch as a mutua1ly 
beneficial arrangement between an organization and a volunteer is the 
aim, the assertion can be made that the open and autonomous climates 
are more desirable than those paternalistic and closed ones. This asser
tion is based on the conviction that volunteers are more often self-actual
izing and participatory than calculative. When warranted, volunteers can 
and do accept responsibility. With proper socialization, training, and 
guidance, volunteers are quite capable of self-discipline and rational pro
ductive activity. 

Without attempting any precise comparisons, it is possible to detect 
how attitudes and assumptions concerning volunteers can affect a work
ing climate. For example, the self-actualizing volunteer roughly corres-
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ponds to the autonomous climate, the participatory volunteer to the con
trolled or familiar climate, and the calculative volunteer to the 
paternalistic or closed climate. The combination of the self-actualizing 
volunteer and the participatory volunteer seems to produce the open cli
mate. In short, the creation of a climate for volunteer participation begins 
with managerial beliefs about volunteers. 

Another purpose of presenting descriptions of climates is to demon
strate how different climates influence program activities. It is hoped that 
such discussion will lead to informed choices among the types of climate 
and activities appropriate to different volunteer settings. Depending on 
the type of volunteer organization, a different emphasis will no doubt be 
placed on such factors as socialization, training, guidance, and communi
cation. Although the climates are presented as though they were discrete, 
it is possible to establish a combination of climates. 

As for controlling the three program activities presented in Figure 
4-1-socialization. training. and guidance-reasoned approaches can be 
taken which may lead an organization toward a certain climate. In the 
case of these three activities, concrete preplanning can help ensure a fa
vorable climate. Owing to the large amount of attention paid to these ac
tivities elsewhere in the book, a lengthy discussion of varying types of 
socialization, training, and guidance need not occur here. It is enough to 
realize the dynamics of the relationship between the program emphasis 
afforded them and the resultant climate. 

The open climate, deemed appropriate for most volunteer-based pro
grams, results from (or perhaps causes) strong emphasis on each of the 
three program activities. By way of stark contrast, the closed climate is 
marked by complete neglect of such activities. In other words, the con
spicuous omission of concern for the socialization, training, and guidance 
of volunteers directs a program toward a closed climate. Viewed this way, 
a closed climate is not achieved but results from an absence of concern 
for volunteer participation. An open climate is achieved through an abun
dance of concern for voluntary participation and careful preplanning. 



INTRODUCTION 

Chapter 5 

Recruitment of 
Volunteers 

Recently, when an urban-based adult literacy program came into exist
ence, one of the first decisions made by the neophyte coordinator was to 
recruit volunteers as tutors. Subsequently, a recruitment campaign was 
launched. Flyers and brochures were prepared and distributed, advertise
ments appeared in local newspapers, and speeches and interviews were 
arranged with community-based service organizations and representa
tives of the local radio station. As a result of this campaign, thirty people 
committed themselves as volunteers. However, shortly thereafter, volun
teers began dropping out until only seven remained after 6 weeks. 

What went wrong? Was this decline normal? Were the volunteers the 
wrong kind of people? Who or what was at fault? In this case, the problem 
lay with the volunteer coordinator's lack of knowledge of how to pro
ceed-specifically his failure to realize that recruitment is not an isolated 
activity but is closely related to and follows such activities as job design, 
development of selection criteria, and establishment of training require
ments. Job design involves writingjob descriptions that clearly reveal the 

44 
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tasks to be performed by volunteers; selection criteria represent an at
tempt to "match" volunteers to tasks; and training requirements provide 
the knowledge, skills, and attitudes needed to perform the tasks. Other 
factors which the coordinator may have disregarded include systematic 
determination of the number of volunteers needed and knowledge of why 
people volunteer. In short, he did not realize that recruitment is a process 
and that without structure it is doomed to failure. 

A key feature of the recruitment process is the imparting of informa
tion about a volunteer-based program to rouse people's interest and ulti
mately persuade them to volunteer. The major purpose of this chapter is 
to explore selected elements of the recruitment process: determining 
roles and analyzing tasks, writingjob descriptions, investigating potential 
sources of volunteers, and selecting a promotional plan. 

DETERMINING ROLES AND ANALYZING TASKS 

It would be exceedingly difficult to exhaust all possibilities for volunteer 
involvement in adult education. The eventual determination of roles in a 
particular organization hinges on the capacity of the program to support 
new roles and/or to expand its goals on the basis of organizational needs. 
The following list of volunteer roles suggests a wide variety of tasks: 

1 Advisory positions: Evaluator, fund raiser, needs assessor, pro
posal writer. 

2 Administrative/clerical positions: Typist, receptionist, clerk, su
pervisor. 

3 Instructional positions: Materials specialist, diagnostician, 
trainer, teacher aide, tutor. 

4 Ancillary service positions: Transportation worker, child care 
specialist, food worker, leisure-time worker. 

S Specialty positions: Reading specialist, artist, journalist, re
searcher, public relations agent, counselor. 

Listing Tasks 

For the purpose of analyzing tasks, let us select five roles from the above 
list and specify the tasks involved: proposal writer, receptionist, tutor, 
transportation coordinator, and public relations agent. Many approaches 
are possible to analyze these roles. One way is to isolate many of the tasks 
that constitute a role. For this type of task analysis, Mager and Beach 
offer a schema (Figure 5-1) that proposes such factors as frequency of 
performance and importance to the job. 1 For determining volunteer posi-

1Robert F. Mager and Kenneth M. Beach, Jr., Developing Vocational Instruction, 
Fearon, Palo Alto, Calif., 1967, p. 13. 
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VOLUNTEER POSITION: _________ _ 

NO. TASK 
FREQUENCY OF 
PERFORMANCE IMPORTANCE 

CHAPTER FIVE 

REQUIRED 
EXPERTISE 

Figure 5-1 Task listing sheet. (Adapted from Robert F. Mager and Kenneth M. Beach, Jr., 
Developing Vocational Instruction, Fearon Publishers, Inc., Palo Alto, Calif., 1967, p. 13.) 

tions, Mager and Beach's third factor, learning difficulty, has been re
placed by required expertise. These factors can be clarified through talk
ing with paid staff in an organization. Mager and Beach further suggest 
that tasks be interpreted as sequential activities. Such a schema may have 
value, particularly for a new volunteer coordinator, when utilized as a 
method of analyzing roles for the purpose of building job descriptions. 

Frequency of Performance This category is used to determine how 
often a task is to be performed (daily, weekly, monthly). When frequency 
cannot be readily determined, an educated estimate can be made. Un
doubtedly a potential volunteer would welcome knowledge concerning 
how often tasks are performed. 

Importance This signifies the differing levels of importance to be 
assigned to tasks. Some will always be more crucial than others. Mager 
and Beach suggest noting importance levels on a scale of 1 (high impor
tance) to 3 (low importance), judged according to experience and availa
ble research. 2 

Required Expertise This indicates the level of proficiency required to 
perform a task. If a certain task requires a high level of expertise, it may 
be desirable to recruit a person who possesses the necessary proficiency. 
Another option is to design a training program that will enable volunteers 
to overcome the difficulty. Judgment of the nature and extent of the ex-

21bid., p. 14. 
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pertise required for a given task can be aided by discussions with students 
or with experts in the area of difficulty. 

Application of the formula outlined above makes it possible to spec
ify tasks and their characterisitics as they relate to five examples of volun
teer roles (Figure 5-2). It should be noted that judgments made as to fre
quency of performance, importance, and required expertise should be 
regarded as guidelines (and not precise conclusions) because these judg
ments will vary from person to person and program to program. 

The job analyses found in Figure 5-2 are based on case studies of 
volunteer-based adult education programs served by the Illinois Region I 
Adult Education Service Center in the greater Chicago area. These volun
teer jobs exist in a county jail, a senior citizens program, a community 
college, a museum, and a literacy project, respectively. 

Detailing Tasks 

The next step in Mager and Beach's analysis involves sequencing the 
parts, or steps, required in each task (Figure 5-3).3 To do so calls for 
analyzing tasks according to optimum performance criteria. For example, 
the task of preparing a brochure may require several steps, such as writ
ing copy, getting it approved, and working with the printer. These steps 
would be recorded in the second column of Figure 5-3. 

Type of Performance Mager and Beach ,present five kinds of per
formance, adapted from Robert Gagne's eight categories of learning:4 

1 Discrimination, or knowing the difference between two or more 
things, conditions, or events (such as student skill level). 

2 Problem solving, or perceiving the solution to a problem (such as 
lesson design). 

3 Recall, or knowing what to do based on experience or knowledge 
(such as knowing how to conduct a lesson). 

4 Manipulation, or having the ability to perform a task (such as 
actually conducting a lesson). 

S Communication, knowing how to speak and write (such as com
municating to a group). 

What type of skills will a volunteer require to fulfill the assigned tasks? 
Distinguishing the type of performance is useful for selecting instructional 
strategies in preservice and in-service training. 

Required Expertise This is similar to the last column in Figure 5-2 in 
requiring judgments to be made about whether the steps are of high, mod-

3Jbid., pp. 18-24. 
41bid., pp. 45-51. See also R. M. Gagne, The Conditions of Learning, rev. ed., Holt, 

Rinehart and Winston, New York, 1970, pp. 63-64. 



VOLUNTEER POSITION: Proposal writer 

FREQUENCY OF REQUIRED 
NO. TASK PERFORMANCE IMPORTANCE EXPERTISE 

1. Identify needs Quarterly High 
2. Seek advice and consent Weekly Low 
3. Identify sources Quarterly Moderate 
4. Secure guidelines Quarterly Low 
5. Write needs assessment Monthly High 
6. Write objectives Monthly High 
7. Associate objectives 

with activities Monthly High 
8. Prepare budget Monthly High 
9. Assemble and disseminate 

proposals Monthly Low 
10. Follow up on proposal 

decision Monthly Moderate 
11. Act upon final decision Monthly Moderate 

VOLUNTEER POSITION: Receptionist 

FREQUENCY OF REQUIRED 
NO. TASK PERFORMANCE IMPORTANCE EXPERTISE 

1. Answer phone 10-20 times daily Low 
2. Greet visitors 6-10 times daily Moderate 
3. Take and direct messages 10-20 times daily Low 
4. Provide information 10-20 times daily 1 High 
5. Attend staff meetings Weekly 3 Low 
6. Maintain office schedule Weekly 2 Moderate 
7. Maintain records Weekly 2 Moderate 

VOLUNTEER POSITION: Tutor 

FREQUENCY OF REQUIRED 
NO. TASK PERFORMANCE IMPORTANCE EXPERTISE 

1. Conduct initial interview 
and make diagnosis Initial session High 

2. Determine student goals 
and interests Initial session High 

3. Determine placement Initial session Moderate 
4. Select materials As appropriate High 
5. Choose methods and 

techniques As appropriate High 
6. Select appropriate 

setting Initially 2 Low 
7. Determine schedule Initially Low 
8. Meet with students Weekly Low 
9. Evaluate student 

progress Monthly 2 Moderate 
10. Prepare periodic reports Monthly 3 Low 
11. Refer students Upon termination 

of task 2 Moderate 
12. Attend training sessions Monthly 2 Moderate 



VOLUNTEER POSITION: Transportation coordinator 

FREQUENCY OF 
NO. TASK PERFORMANCE IMPORTANCE 

1. Maintain map of area Weekly 2 
served, chart routes 

2. Know clients' schedules Weekly 
3. Coordinate car-pooling Weekly 
4. Drive mini-van Daily 1 
5. Prepare reports Monthly 2 
6. Attend staff meetings Weekly 3 

VOLUNTEER POSITION: Agency public relations agent 

FREQUENCY OF 
NO. TASK PERFORMANCE 

1. Assist in writing Annually 
objectives 

2. Prepare brochure Annually 
3. Select audiences Quarterly 
4. Select methods and 

techniques Monthly 
5. Establish liaisons Monthly 
6. Arrange speaking 

accommodation Monthly 
7. Assessing and making 

reports following events Monthly 
8. Evaluate success Biannually 
9. Periodic meetings with 

administration Weekly 
10. Attend training sessions Monthly 
11. Submit periodic reports Monthly 

Figure 5-2 {Opposite and above) Task-listing sheet. 

JOB: ____________ _ 

TASK: ___________ _ 

NO. STEPS IN PERFORMING TASK 

Figure 5-3 Task-detailing sheet. 

IMPORTANCE 

2 

1 
2 

2 

2 
1 

2 
2 
2 

TYPE OF 
PERFORMANCE 

REQUIRED 
EXPERTISE 

Moderate 

Low 
Moderate 
Moderate 
Low 
Low 

REQUIRED 
EXPERTISE 

Moderate 

High 
Moderate 

Moderate 
High 

Moderate 

Moderate 
High 

Low 
Moderate 
Low 

REQUIRED 
EXPERTISE 
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JOB: Proposal writing 

TASK: Prepare narrative of proposal 

NO. STEPS IN PERFORMING TASK 

1. Understand funding guidelines and instructions 
2. Refresh knowledge of philosophy and goals of 

the program 
3. Meet with administrators 
4. Recognize limitations of funding 
5. Understand needs of population to be served 
6. Understand existing program coverage of need 
7. Write the narrative 

JOB: Receptionist 

TASK: Take messages 

NO. STEPS IN PERFORMING TASK 

1. Answer phone appropriately 

2. Ask caller to identify self 
3. Determine nature and urgency of business 
4. Determine whether caller will call back, 

requests a return call, or wants to leave 
information 

5. Record message, instructions 
6. Leave message in appropriate place 

JOB: Tutor 

TASK: Initial interview and diagnosis 

NO. STEPS IN PERFORMING TASK 

1. Solicit background information 
2. Explain process, answer questions, address 

fears and apprehensions 
3. Solicit students' goals 
4. Solicit students' interests 
5. Record information 
6. Prepare student for diagnosis 
7. Administer diagnosis 
8. Interpret results 
9. Share results with students 

10. Establish goals of tutoring 

TYPE OF REQUIRED 
PERFORMANCE EXPERTISE 

Problem solving Moderate 
Recall Moderate 

Problem solving Low 
Discrimination Moderate 
Problem solving High 
Discrimination Moderate 
Communication High 

TYPE OF REQUIRED 
PERFORMANCE EXPERTISE 

Recall and Low 
discrimination 

Communication Low 
Communication Low 

Problem solving Low 
Manipulation Low 
Manipulation Low 

TYPE OF REQUIRED 
PERFORMANCE EXPERTISE 

Communication Moderate 
Communication Low 

Communication High 
Communication Moderate 
Communication Low 
Communication High 
Recall Moderate 
Discrimination Moderate 
Communication Moderate 
Problem solving High 
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JOB: Transportation coordinator 

TASK: Maiotain map of area served, chart results 

NO. STEPS IN PERFORMING TASK 

1. Acquire large map of area served 
2. Request clients' address from central office 
3. Place tacks on map indicating where clients live 
4. Determine most efficient routes 
5. Update list and map as needed 
6. Canvass information about available, reasonably 

priced types of transportation 

JOB: Agency public relations agent 

TASK: Prepare brochure 

NO. STEPS IN PERFORMING TASK 

1. Check accuracy of knowledge of program 
2. Write copy for b:-ochure 
3. Submit copy to others for criticism 
4. Determine brochure length, size, type, the 

number to be printed, and schedule 
5. Submit copy to printer for estimates 
6. Submit budget estimates to volunteer 

coordinator for approval 
7. Submit copy to printer for printing 
8. Check proofs 
9. Disseminate brochures 

TYPE OF 
PERFORMANCE 

Manipulation 
Communication 
Manipulation 
Problem solving 
Recall 

Problem solving 

TYPE OF 
PERFORMANCE 

Recall 
Communication 
Discrimination 

Problem solving 
Problem solving 

Communication 
Discrimination 
Discrimination 
Manipulation 

Flgure 5-4 (Opposite and above) Task-detailing sheet. 

REQUIRED 
EXPERTISE 

Low 
Low 
Low 
Moderate 
Low 

Low 

REQUIRED 
EXPERTISE 

Moderate 
High 
Low 

Moderate 
Moderate 

Low 
Moderate 
High 
Low 

erate, or low difficulty. It should be noted that the selected tasks appear
ing on the task listing sheets have been used in Figure 5-4. 

One advantage of analyzing volunteer roles by breaking down tasks 
into smaller units of information, or steps, is that it helps potential volun
teers make more informed choices on becoming a volunteer than would 
be the case if positions were merely announced. The information is also 
helpful to recruiters and may strongly influence their decisions concern
ing who is to be recruited. For example, if it is found that certain tasks 
(such as proposal writing) involve a high degree of difficulty, and if the 
program has neither the capacity nor the time in which to provide train
ing, then it becomes necessary to recruit volunteers who already possess 
the expertise. For tasks which have a moderate level of difficulty (such as 
agency public relations agent), perhaps training could be provided, 
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though volunteers who possess experience may be favored. In short, the 
difficulty posed by a certain task influences both the kind of volunteers to 
be recruited and the type of training needed. As for who is responsible for 
task analysis, it may be contingent on the type of climate. For example, in 
an open climate, the approach may be a collaborative one in which paid 
staff, volunteers, and a volunteer coordinator share in analyzing roles. 

WRITING JOB DESCRIPTIONS 

Job descriptions consist of carefully constructed statements that com
monly reflect the mission and purpose of an organization, as they define 
the tasks assigned to volunteers. Some purposes of written job descrip
tions follow: 

1 They define job responsibilities. 
2 They supply supervisors and paid staff with job content informa-

tion. 
3 They allow volunteers to make an informed decision. 
4 They facilitate the recruitment and placement of volunteers. 
5 They suggest areas of training needed for effective job perform

ance. 
6 They lay a foundation for the supervision and evaluation of the 

volunteer job performance. 

Ideally, job descriptions are written after program goals have been 
established and before recruitment begins. They are intended to be flexi
ble, so that if certain goals and responsibilities receive new priorities, job 
descriptions can be changed. Often they include qualification require
ments such as education, experience, an expertise which may automati
cally limit the number of potential applicants. To return to the example of 
proposal writer, a program may seek a college graduate who has had ex
perience with social agencies and possesses writing ability. If few people 
apply, one option is to lessen the qualification requirements and provide 
on-the-job training. Another option is to limit the responsibilities of the 
position. However, either option places increased constraints on the orga
nization. 

Job descriptions often include summary statements about working 
conditions, including days and hours involved, duration of service, listing 
of available training opportunities, available leisure or expressive oppor
tunities (such as use of facilities, activities, or subscription to services), 
and available ancillary services (such as child care, transportation, food 
service, or insurance). A statement of working conditions might also in
clude a volunteer's degree of responsibility (including decision-making 
responsibility), opportunities to learn new skills, or degree of job flexibil-
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ity in terms of time. All this information helps to specify the nature of the 
volunteer experience. Sample job descriptions appear in Appendix B. 

POTENTIAL SOURCES OF VOLUNTEERS 

A potential source of volunteers is highly dependent upon the type of 
program, the nature of the positions (including the expertise required), 
and the number of volunteers needed. Certain programs may prefer to be 
selective, particularly if special skills are required or if volunteers are to 
be recruited only from local colleges and universities. Some programs 
may deem it important to form a collaborative network with other social 
service agencies and share the recruitment process. 

Who volunteers? The stereotype of a typical volunteer is a white, 
middle-class housewife between the ages of 28 and 42, with a college 
diploma, a car, and two children. However, helped by the changing status 
of women and of volunteering itself, this activity is attracting people of all 
ages from all parts of the community and from all races. No age group, 
sex, race, or socioeconomic group should be ruled out as sources of vol
unteers. It is wise to avoid building mental barriers that exclude certain 
segments of the population because volunteering is simply not an activity 
reserved for special groups. 

The following list of institutions, organizations, and agencies may be 
helpful as sources for recruiting volunteers. The great diversity of pur
poses and activities represented here affords some hint of the variety of 
people who elect to become volunteers. 

Voluntary Action Centers 
Local high schools 
Local business and industry 
Universities and colleges 
Voluntary bureaus 
Religious organizations 
Retired citizen organizations 
Parent-teacher associations 
Civic organizations 
Professional and community 

organizations 
Service clubs 
Fraternal clubs 
Tenant councils 

Antipoverty programs 
Neighborhood Youth Corps 
Public affairs offices 
YMCA and YWCA 
Welfare councils 
Alumni associations 
Head Start programs 
Block clubs 
Employment services 
Friends of paid staff 
VISTA 
CETA 
Political groups 

To single out one popular source of volunteers, university and high 
school students are often dedicated and capable volunteers whose enthu
siasm can add much to the morale of an agency. In return, an agency can 
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sometimes offer students inducements in the form of credit or pertinent 
experience, although student availability will vary with examinations and 
vacations. It is important to arrange realistic commitments with students, 
perhaps through a campus internship adviser. 

Another group, business and industry, has become increasingly in
volved in community affairs. Hence, personnel directors are often good 
sources for contacting volunteers, especially if they maintain lists of em
ployees willing to volunteer, act as brokers for placement, and/or issue in
house newsletters that give notice of voluntary opportunities for em
ployees. As automation pervades the production and manufacturing 
industries, and as employment patterns shift, increased amounts of lei
sure time might compel workers to seek volunteer work as an activity 
which offers genuine fulfillment. 

METHODS OF RECRUITMENT 

As a general rule, specific methods are preferred to the haphazard recruit
ment of volunteers. Whenever possible, it. is wise to choose recruitment 
methods that are based on a knowledge of the group to be selected. Often, 
successful recruiting techniques require person·-to-person contact. In or
der to deal with specific questions from potential volunteers, it is impor
tant for a recruiter to have a firm understanding of a program-its goals, 
strengths, and weaknesses. He or she should also be prepared to deal 
honestly with the advantages and disadvantages of being associated with 
it. The logistics, such as the amount of time involved~ availability of trans
portation, and proximity of places to eat, are alsctimportant. 

What characterisitics distinguish an excellent recruiter from an ade
quate one? The following list suggests some answers; an excellent re
cruiter: 

1 Identifies with the target group, that is, has knowledge of the folk-
ways, mores, and history of the group or groups being recruited. 

2 Knows the objectives, procedures, and parameters of a program. 
3 Understands the community, institutions, and resources. 
4 Can communicate, on the basis of empathy, with a wide range of 

people. 
5 Is committed to the goals of a volunteer-based program. 
6 Believes in lifelong learning for self and for others. 

When a recruiter is not available, who should recruit? Given the 
characteristics stated above, it is obvious that not everyone can qualify as 
a recruiter. Some people regard recruitment as an unpleasant task and, in 
that case, the responsibility should be reserved for those who enjoy meet
ing new people and helping the program grow. 
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Sometimes collaborative networks are formed among several agen
cies for the purpose of collective recruitment drives. Such networks not 
only offer cost savings but also provide benefits such as sharing of ideas 
and pooling of talents. In this arrangement, good timing is essential, espe
cially if the agencies operate on varying fiscal years. For example, a uni
versity may act as a broker, assuming responsibility for schedule, objec
tives, and duration of a recruitment campaign. If students are to be 
recruited, the agencies will have to conformjointly to the school calendar. 
Other possible brokers include the Voluntary Action Center, social and 
religious organizations, and public schools. 

The selection of promotional methods requires a recruiter to concen
trate on the type of person sought, the nature of a program, and the avail
ability of funding. Some techniques are designed to create general interest 
and awareness, whereas others make a direct appeal for a specific com
mitment. We will next discuss two techniques: mass recruitment and per
sonalized recruitment. For specialized positions, such as proposal writer, 
recruiter, or typist, personalized recruitment is suggested. 

Mass Recruitment 

The following methods are useful for creating awareness of and interest in 
a new program. 

Newspaper Some techniques are free, such as press releases, fea
ture stories, and letters to the editor; others are budget items, such as 
classified and picture advertisements. Press releases centering around hu
man interest stories, t1nique activities, and interesting people may find a 
willing response from newspapers and attract public interest. Convincing 
feature stories are useful for creating general awareness, especially if pic
tures are included. Possible topics include historical trends, personality 
profiles, or community concerns. Advertisements are more likely to re
ceive prime space as well as a more accurate depiction. 

Small News Sources Trade and association newsletters are effective 
for reaching specific audiences. Press releases issued to newletters are 
most effective when the issues addressed are of particular interest to 
readers. 

Brochures, Flyers, and Posters Used in post offices, libraries, 
doctor's offices, supermarkets, and other public places, these materials 
create general awareness of a program. 

Public Service Announcements on Radio or TV If honest and believ
able, such announcements can be successful. If the station's schedule 
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permits, a manager may air the announcement as a public service. How
ever, competition for public-service air time is fierce. 

Interviews on Radio or TV Appearances by articulate persons on 
radio or television can be effective in reaching particular audiences. In 
planning interviews, it is important to consider who watches or listens to 
a station during the time of the broadcasts. 

Mailers Mailers are often used to announce a new program, its na
ture and scope, and the advantages of volunteering for it. However, the 
production and mailing costs of a well-designed flyer may be prohibitive. 

Speaking Engagements Group contact has the advantage of enabling 
interested persons to ask specific questions. It also allows a recruiter to 
address any concerns expressed by those in the audience. 

Open Houses and Tours On-site group contact offers recruiters the 
chance to show the actual resources and facilities that a program has to 
offer. Such activities should be followed up by letters and phone calls. 
Further awareness can be stimulated by involving the press. 

Personalized Recruitment 

Door-to-Door Door-to-door recruitment has the advantage of being 
highly personal, making it possible to address specific concerns. The re
cruiter using this method must be able to gain the trust of people. Follow
up activities are important. 

Personal Letters and Phone Calls Following a meeting, open house, 
or visit, a letter or a phone call serves as a useful reminder. 

Bring-a-Friend Night This method seems most effective when vol
unteers themselves bring the friends and do the talking. 

CONCLUSION 

The emphasis in this chapter has been on preplanning in the recruitment 
process. The approach begins with determination of the roles and respon
sibilities of volunteers and specification of the tasks involved. Next, ma
terial such as job descriptions must be carefully prepared, outlining the 
conditions of the job to potential volunteers. Only after these details have 
been worked out and recruitment methods and techniques chosen should 
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contact with the public be made. On the assumption that there are capable 
people ready and willing to volunteer, it becomes the responsibility of 
program recruiters to initiate contacts with prospective volunteers and 
give them the information they need to make wise decisions. Ultimately, 
perhaps, the degree of success realized by recruiters depends upon the 
reputation that a program has gained within a community. 



INTRODUCTION 

Chapter 6 

Selection, Orientation, 
Placement, and Training 

of Volunteers 

In the preceding chapter, the point was made that the more precision and 
special skill required in a job, the more care must be given to directing 
recruitment efforts toward selected populations. The next steps to be 
taken to increase the likelihood of proper placement are selection, orien
tation, and training. For example, if volunteers are to be placed with sen
ior citizens for the purpose of facilitating leisure activities, it is important 
to avoid placing volunteers who have misconceptions about the physio
logical or psychological characteristics of the aging. Such misconceptions 
may lead volunteers to adopt patronizing attitudes toward the elderly. 
Such situations should be avoided through careful selection. Interviews 
would help to reveal whether candidates entertain misconceptions, and 
potential volunteers could be accepted or rejected accordingly. Another 
way to deal with the problem is through training. All applicants would be 
accepted and, prior to placement, would attend a seminar aimed at possi
bly overcoming minor misconceptions. Volunteers who successfully com
pleted the seminar would then be placed. It is recognized, of course, that 
ensuring suitable volunteers involves more than single-factor selection. 

58 
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The above example demonstrates the similar intentions that lie be
hind the activities of selection and training-to facilitate the highest possi
ble degree of productivity of volunteers in a program. The purpose of this 
chapter is to outline the methods volunteer coordinators can use to maxi
mize the performance levels of volunteers. Correct placement and high 
productivity not only involve awareness of the managerial activities asso
ciated with selection, orientatioa, and training but also depend upon 
matching the goals, interests, and abilities of volunteers to the tasks to be 
performed. Specifically, this chapter will explore the application, inter
view, selection decision, agreement concerning employment conditions, 
orientation, preservice training, placement, and in-service training. 

THE APPLICATION 

Application forms constitute a means of seeking and storing pertinent in
formation regarding the qualifications, goals, and experience of volunteer 
candidates. This information serves a useful purpose not only in the selec
tion process but also in the training, placement, and supervision pro
cesses. For many volunteer-based programs, the application is the first 
step in the selection process. 

In designing application forms, it is important to obtain all the basic 
data about candidates (name, address, education, experience). Attempts 
should be made to determine special interests and aptitudes, other com
mitments, time schedules, and a candidate's motives for volunteering. 

In Figure 6-1 the categories of information are not meant to be ex-

Categories Item 

Background information • Name, address, phone number 
• Days, hours available 
• Mode of transportation 

Education and experience • Employment experience 
• Volunteer experience 
• References 
• Educational level 
• Fluency in foreign language (if relevant) 
• Travel experience 

Interests, goals and expectations • Interests and hobbies 
• Reasons for volunteering 
• Area of volunteer interest 
• Knowledge of and skills in service area 
• Short- and long-range career goals 
• Educational goals (if relevant) 
• Expectations from organization 

Figure 6-1 Application information. 
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1. Name: ___________ _ 3. Phone·: __________ _ 

2. Address: __________ _ Work: __________ _ 

Home: __________ _ 

4. What are your reasons for volunteering? ( Use the back if necessary.) ________ _ 

5. What expectations do you have of the organization? _____________ _ 

6. What academic degrees have you earned? ________________ _ 

7. What academic experiences will help you as a volunteer? ____________ _ 

8. What is (are) your current job(s}, including volunteer work? __________ _ 

9. What employment experience will help you as a volunteer? ___________ _ 

10. What are your interests and hobbies? _________________ _ 

11. How many hours per week can you commit as a volunteer? (Please list in the chart below.) 

Days: ______ Times: _____ _ 

Total hours: __ _ 

12. Do you have a valid driver's license? _________________ _ 

13. When can you begin volunteering? __________________ _ 

Figure 6-2 Volunteer application. 

haustive, but should provide a guide for constructing a purposeful appli
cation form that will elicit needed information about prospective volun
teers. When collecting information about an applicant, job descriptions 
and requirements should be kept in mind. For specific jobs, it may be 
advisable to construct special forms. A sample volunteer application can 
be found in Figure 6-2. 

THE INTERVIEW 

Interviews are two-way information exchanges that normally follow the 
completion of application forms. Interviews are useful to recruiters in 
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expanding information contained in the forms and in gaining information 
that the forms might have neglected, such as the attitudes, beliefs, and 
motives of prospective volunteers. Interviews also provide applicants 
with opportunities to learn about an organization and to make judgments 
concerning their involvement in it. They become future-oriented through 
discussions of policies, procedures, and norms of the organization. Fi
nally, interviews provide input to program planners for the expansion of 
existing jobs or the creation of new ones, especially when it is discovered 
that some volunteers possess skills and ambitions beyond those envisaged 
in job descriptions. Or the discovery of discrepancies in volunteer skills 
or attitudes could affect the determination of training objectives. 

The skill of the interviewer is perhaps the most important factor for a 
successful interview. An unknowledgeable and unpracticed person in that 
position could possibly negate even the most carefully planned strategy. 
A firm understanding of the practices and policies of an organization, as 
well as a reasoned predetermination of the direction of the interview, in
creases the likelihood of a successful interview. 

Obviously, a major purpose in interviewing is to forecast, as accu
rately as possible, the performance of applicants. What kind of informa
tion should we seek to determine a volunteer candidate's potential? Al
though predicting a person's behavior is a risky proposition, it seems 
reasonable to judge a candidate's future performance on the basis of past 
attitudes and behavior, including working habits. For example, if it found 
that an applicant has long demonstrated a desire to learn, or that he or she 
consistently works well with others, these might be construed as powerful 
indicators of success as a volunteer. The nature and length of prior com
mitments, especially in volunteer work, records of civic or community 
involvement, and reasons for leaving previous employment may provide 
insights about future performance. Any judgments should take situational 
variables into account. For example, a person may have had to leave 
school in order to help support a family, or a person may have lived in 
numerous localities because of job transfers. 

How can interviews be structured so as to uncover this information 
in a tactful way? Some suggested guidelines and pitfalls are presented in 
Figure 6-3. 

As suggested in the preceding section, it is helpful to have thought 
through the kind of skills, attitudes, or knowledge desired by candidates 
when seeking information for selection purposes. Once these have been 
determined, the next step is to decide how information will be sought. 
Figure 6-4 provides a sample listing of questions grouped under possible 
areas of inquiry. 1 Many questions will not only elicit facts but will also 
yield insights into personality characteristics (for example, the 

1Adapted from Marlene Wilson, Effective Management of Volunteer Programs, Vol
unteer Management Associates, Boulder, Colo. 1977, pp. 130-133. 
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Guidelines Pitfalls 

Setting the stage for the interview 

1. Choose a relaxed, comfortable envi
ronment which encourages a spirit of 
honesty and openness. 

2. Listen attentively while being mindful 
of the flow of conversation, emerging 
patterns of experience, nonverbal or 
body language. 

1 . Avoid a busy environment where 
frequent interruptions cause an 
interviewee to feel nervous or 
distracted. 

2. Refrain from putting the interviewee 
on the defensive with insistent inter
rogation or patronizing questions. 

Strategies for questioning 

1. Ask open-ended questions which en
courage narrative responses and thought
ful analysis. Try to ask questions in 
such a way that an interviewee feels 
that several options are available. 

2. Use probing questions to obtain clari
fication of issues. 

1. Avoid questions that demand only 
"Yes" or "No" answers or questions 
that put words into the interviewee's 
mouth. 

2. Abstain from rude or brusque behav
ior in seeking further information. 

The interview process 

1 . Be prepared to explain the details of a 
particular assignment and the purposes 
of a program. 

2. Try to build rapport by showing under
standing and consideration toward the 
interviewee. 

3. Know what kind of information you 
are looking for, but be alert to securing 
additional information which might be 
of service to a program. 

Figure 6-3 Interviewing strategies. 

1. Avoid rushing through the interview. 

2. Refrain from assuming a rigid, threat· 
ening, or overbearing stance. 

3. Avoid having either no plan or an 
inflexible one. 

interviewee's sense of self-worth) and attitudes toward authority, learn
ing, and assuming responsibility. 

THE SELECTION DECISION 

Whether information about volunteers is gained through an application 
form, an interview, or both, it is wise to process that information system
atically so that biases do not creep in. While first impressions may be 
important, they should be checked against the information that is accu
mulated. The following selection pitfalls are to be avoided: 
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Patterns of employment experience 
1. What responsibilities have you had in former paid jobs or volunteer jobs? 
2. What other experiences do you bring to the position? 
3. How would you describe your work habits? 
4. What is the ideal job for you? 
5. What were some of your likes and dislikes in former positions? 
6. Why did you leave your last job? 
7. How do you think you can help us? 
8. What experience have you had in working with adults? 

Motives for volunteering 
1. Why did you choose this organization? 
2. To what extent can you commit yourself at this time? 
3. Why do you want to volunteer? 
4. What are some of your short- and long-range personal goals? What are your 

educational goals? 
5. What do you know about this organization? 
6. Is there anything in particular that you want to learn while on this job? 
7. What do you enjoy most about volunteering? 
8. What do you enjoy least about volunteering? 
9. What kinds of people do you most enjoy working with? 

10. What kinds o.f people do you have difficulty working with? 
11 . What is it that attracts you to this particular area of adult education? 
12. What do you hope to gain from it? 

Figure 6-4 Interview guide. 

1 The candidate is accepted or rejected because he or she shares 
interests or background-such as travel experience, place of residence, 
or alma mater-with the interviewer. Rather, the candidate should be ac
cepted or rejected on such factors as skill, attitude, knowledge, and po
tential. 

2 Making decisions hastily should be avoided. Instead, decisions 
should be made carefully. 

3 The decision is made soon after the interview begins, on 
the grounds that the candidate is very personable. Personality may be 
only one factor. Other evidence should be culled before a decision is 
reached. 

4 The interviewer's values influence the decision to an unwarranted 
extent. Preferably, an interviewer will remain open to a variety of life 
styles, thereby keeping an open mind. 

5 The candidate's mannerisms unduly affect the selection decision. 

On the contrary, judgments concerning a candidate's potential should be 
made on reasoned criteria without interference from biases. 

Inviting staff members or volunteers to join in the selection process 
can be helpful. It also allows them to become involved in the decision
making aspects of a program. 
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AGREEMENT ON EMPLOYMENT CONDITIONS 

Once a volunteer has been accepted, an agreement serves to formalize 
expectations. There is no question that a mutually beneficial experience 
depends upon a volunteer's success in fulfilling the expectations placed 
on him or her by an organization and its success in meeting a volunteer's 
expectations. The agreement, preferably a written document, will contain 
factors of importance to a volunteer, such as working conditions, fringe 
benefits, and training options. It will also outline standards of perform
ance which an organization considers vital, such as hours of work per 
week, duration of service, performance indicators, and required training 
or attendance at meetings. In effect, an agreement is an expansion of the 
job description. In general, an organization expects reliable performance 
from volunteers, the provision of a certain amount of time, and the dis
charging of duties in a prescribed way. A volunteer expects to be treated 
fairly, to be given opportunities to perform worthwhile work, to learn new 
skills, and to occupy a definable area of responsibility. The value of an 
agreement as a bond between an organization and a volunteer is that it 
may shape the behavior of volunteers and of those working with them. It 
can also serve as an evaluative and supervising device. 

Different types of volunteer organizations require different types of 
agreements, depending upon the degree of formality, the ends and means 
of an organization, and the tasks to be performed. It would seem more 
appropriate, for example, for an agreement to be written for volunteer 
nurses than it would for volunteers in a religious setting, because the re
sponsibilities and procedures are more clearly defined in the former situa
tion. In less precise situations, like a community bake sale, a verbal agree
ment might suffice. It is the intent behind the agreement which serves the 
purpose, and not necessarily the means by which it is done. 

What if a volunteer is uncertain about his or her expectations? Such a 
situation is commonplace, the implication being that an agreement cannot 
be concluded hastily. Instead, an effort should be made to carefully re
view a volunteer's experience and background in relation to an 
organization's goals and expectations. 

As mentioned earlier, an agreement consists of two parts: a 
volunteer's expectations of an organization and its expectations of a vol
unteer. What volunteers can expect (see Figure 6-5) can be categorized as 
organizational cooperation, ancillary benefits, humanistic considerations, 
and opportunities for learning. What an organization can expect (see Fig
ure 6-6) can be categorized as organizational requirements, time commit
ment, attitudinal considerations, and standards of success. 

In Figure 6-5 organizational cooperation refers to an organization's 
willingness to share its resources confidently with volunteers and to plan 
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Organizational cooperation 
1. Access to facilities 
2. Access to organizational leaders 
3. Safe working conditions 
4. Interaction with others 
5. Opportunities for advancement 
6. Opportunities for leadership or decision making 
7. Access to information about an organization 
8. Chance to be involved in worthwhile tasks 
9. Chance to be challenged with meaningful assignments 

10. Chance to learn the job when the time is right 
11. Awareness of organizational constraints 

Ancillary benefits 
1. Reimbursement for travel 
2. Reimbursement for courses or workshops 
3. Child care support 
4. Insurance options 
5. Participation in organizational activities, such as sports or cultural events 
6. Visitation rights in a hospital or jail 

Humanistic considerations 
1. To be treated with respect, as a dedicated employee 
2. To be offered an open social climate 
3. To be recognized for efficient performance 
4. To be evaluated and supervised fairly 
5. To be assured that a volunteer's opinion is important 

Opportunities for learning 
1. Being placed in a learning environment 
2. Preservice training 
3. In-service training 
4. Access to courses of formal instruction 
5. Access to instructional materials 
6. Special seminars or conferences 

Figure 6-5 Elements of the agreement of employment conditions: What a 
volunteer can expect. 

experiences that will promote their personal and professional growth. An
cillary benefits can assume importance for volunteers by easing their wor
ries about transportation, child care, or the cost of taking courses and by 
assuring them of their status in an organization. Many items are specific 
to certain organizations, such as uniforms for Red Cross volunteers, spe
cial exhibit tickets for museum volunteers, or tuition waivers for commu
nity college volunteers. 

Humanistic considerations denote the respect given volunteers as 
employees and individuals, and the guidance and moral support which 
accompanies such respect. Included in this category are ethical consider
ations relating to status, responsibility, and recognition. 
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Opportunities for learning embrace the chance to gain new skills, 
knowledge, or attitudes through workshops or other means. Learning of
ten acts as a powerful incentive for volunteer participation and may even 
induce volunteers to commit themselves to an organization. 

In Figure 6-6, organizational requirements are those which help to 
acquaint volunteers with the internal structure and functioning of an orga
nization and the volunteer's place in it. Time commitment refers to the 
frequency and duration of service which a volunteer is prepared to make 
to an organization. Attitudinal considerations denote an organization's 
perception of desirable qualities of volunteers, especially their devotion 
to its goals. Standards of success relate to performance of volunteers and 
may be relatively easy to define in a hospital or correctional institutional 
setting, where the limits of volunteer service can be clearly defined. 

Not all categories need be included in all agreements. The decision 
depends upon such factors as the personal styles of a volunteer and a 
volunteer coordinator and what an organization can tolerate (i.e., the type 
of special privileges allowed a volunteer, the nature of a volunteer posi-

Organizational requirements 
1. Efficient record keeping 
2. Attendance at mandatory meetings or training sessions 
3. Knowledge of organization function 
4. Understanding of hierarchy, particularly supervisory positions 
5. Understanding of responsibilities, obligations, privileges, and power 
6. Understanding of patterns of coordination 
7. Understanding of goals of volunteer-based program 
8. Understanding of lines of authority 

Time commitment 
1. Number of hours to be served per week 
2. Length of service 
3. Special expectations, as dictated by tasks assigned to volunteers 

Attitudinal considerations 
1. To be committed to the goals and standards of an organization 
2. To work in a spirit of diligence and service 
3. To be dedicated to assigned tasks 
4. To exercise loyalty and discretion in communicating information 

about an organization to others 

Standards of success 
1. Goals of assignment 
2. Evaluation criteria 
3. Special competencies required 
4. Limitations of area to be served 
5. Knowledge requirements 

Figure 6-6 Elements of the agreement of employment conditions: 
What an organization can expect. 
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tion, or the availability of funds for fringe benefits). An ideal agreement 
is, of course, one which responds to the specific needs of both an organi
zation and a volunteer. 

ORIENTATION 

During orientation, volunteers become aware of the policies, procedures, 
and philosophy of the organization; its expectations concerning their 
roles; and the history and traditions of a volunteer-based program. In 
addition, volunteers become acquainted with paid staff and their func
tions in an organization. Through this process, with its salutary effect of 
dispelling volunteers' confusion and anxiety, it is expected that a firm 
commitment to the goals of an organization will develop. On the other 
hand, the process will prove valuable if it uncovers discrepancies between 
the desires of a volunteer and the demands of an organization; the best 
solution would then be for a volunteer to withdraw from pursuing activi
ties with the organization. 

Good communication is a primary ingredient in orientation. An as
tute volunteer coordinator will listen carefully to a volunteer's concerns 
and try to assess how these could be satisfied within the context of an 
organization's goals, available resources, needs of other volunteers and 
paid staff, and so on. Where a climate of trust prevails, relaxed and honest 
communication is likely to flourish, causing the learning needs of a volun
teer to surface. The next step would be to base a training program on 
those needs. In effect, a volunteer might begin his or her training before 
placement. 

Lastly, orientation provides broad clues for the proper placement of 
volunteers. If placement means matching their talents with program chal
lenges, to the satisfaction of all concerned, then orientation plays a key 
role in that process. 

Types of Orientation Programs 

There may be commonalities in all orientation processes, but there is no 
"correct" way. The nature of a program, lines of authority, type of orga
nization, the skill levels of volunteers-all contribute to differences in 
orientation programs. Some are individualized, others are conducted in 
large or small groups. Some are best organized by paid staff, others by a 
volunteer coordinator. 

As for designing the content of orientation sessions, see the topics 
listed in Figure 6-7. Some will have been dealt with during the interview. 

There are many ways to orient volunteers. It is important to choose 
the correct method based on personal style, skill level, and background of 
volunteers and the type of organization. Orienting volunteers can be done 
in the following ways: 
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Organizational functions 
Population served 
Types of programs 
Location of activities 
Resources and facilities 

Organizational history 
Founding date and circumstances (including mission statement or purpose) 
Governing body 
Expansion rate 
Funding process 
Change of focus or purpose 
Numbers of people served 
Early workers 

Rules and regulations 
Statutes or bylaws of organization 
Existing codes of conduct for paid personnel, clients, volunteers 
Reporting requirements 
Health and safety requirements 

Lines of authority 
Hierarchy of organization 
Communication channels 
Nature of volunteer-based program 
Status of volunteer-based program 

Benefits and incentives 
Policies regarding reimbursement for mileage, child care, and tuition 
Special privileges given to volunteers 
Social and recognition functions 
Training programs 

Volunteers' reactions 
Concerns and fears of volunteers 
Additional points raised by volunteers 
General discussion with paid staff 

Figure 6-7 Selected issues and topics of organization. 

CHAPTER SIX 

1 Large groups Orienting en masse saves time and is best em
ployed when the information to be provided is simple. It is wise to involve 
paid staff, high-level decision makers, and other volunteers, whenever 
possible. In addition to being supportive, they can expand information or 
clarify points. The interaction between them and volunteers can promote 
understanding and reduce the possibility of conflict. 

2 Small groups In small groups, people tend to voice their opin
ions more freely and come to know each other better, a situation that 
often creates a team spirit. 

3 One-to-one relationships A one-to-one relationship between a 
volunteer coordinator and a volunteer creates an intimacy that makes 
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possible the planning of highly individualized training and placement pro
grams. However, time and financial constraints sometimes work against 
this approach. 

4 Independent study A volunteer could work independently if 
given specially designed materials, reading assignments, slides, and tapes 
(a do-it-yourself orientation kit), as well as a chance to observe. Clearly, 
the onus is on the volunteers. Provision must be made to answer the ques
tions that will undoubtedly arise. 

PLACEMENT 

Placing a volunteer into a particular role occurs once his or her interests, 
skills, and inclinations have been discovered. It has been strongly implied 
that without thoughtful assessment of volunteers' skills, without provi
sion for them to gain an understanding of an organization, placement be
comes a matter of luck. Selection and orientation are, then, crucial to the 
placement of volunteers in positions where they can contribute to an 
organization while furthering their personal growth. 

Where a job description and criteria for job selection are well-focused 
and orientation equips volunteers with attitudes and information neces
sary to understand the job, placement becomes relatively easy. When 
these conditions are not met, a probationary period may help in several 
ways: ( 1) volunteers can attest to their confidence in their ability to do the 
work; (2) program personnel can determine when volunteers are capable 
and, when not, can change assignments; and (3) the validity and reliability 
of the indicators of success can be assessed. In this sense, a probationary 
period can be mutually beneficial. Volunteers gain an opportunity to learn 
about various aspects of a program and the specific nature of their contri
butions and rewards, and program benefits from the involvement and 
feedback of personnel. When volunteer supervisors actually direct the 
placement process, there appears to be a greater chance for quicker and 
more lasting placement. 

When volunteers cannot be placed immediately into the jobs of their 
choice, programs have been known to create new positions, develop wait
ing lists, or make referrals. Inviting volunteers to attend orientation or 
preservice training sessions has the advantage of building mutual familiar
ity for the future. 

PRESERVICE AND IN-SERVICE TRAINING 

Preservice training follows orientation and commonly precedes place
ment. Such training is intended to assess the abilities of volunteers and to 
equip them with the formal skills needed to perform their assignments. In 
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short, preservice training consists of both assessment and training func
tions, and has obvious implications for placement. 

The more sophisticated the assignment, the more necessary preser
vice training becomes. Once skills have been obtained, volunteers can 
move confidently into their areas of responsibility. To neglect such train
ing would be to leave them unprepared and set the stage for the demise of 
a program. 

Many of the guidelines envisaged for preservice training coincide 
with those for in-service training. However, preservice training is unique 
in that a volunteer's satisfaction, abilities, and performance can be as
sessed and acted upon prior to placement. 

In-service training is a means to ensure volunteers' continued growth 
and to maintain job efficiency. Well-designed training is most effective 
after volunteers have been on a job for a period of time. According to Eva 
Shindler-Rainman and Ronald Lippitt, in-service aims at Hmaintenance of 
effort training'' -removing volunteers from ruts, exchanging practices, 
and gaining new methods. 2 In addition, in-service training increases the 
potential of both volunteers and an organization. To be effective, in-serv
ice training must reflect volunteers' social and learning needs. 

The following purposes for in-service training are suggested: 

1 To reinforce skills, knowledge, and/or attitudes. 
2 To introduce new skills, knowledge, and/or attitudes. 
3 To plan and manage program changes. 
4 To provide volunteers with opportunities for self-renewal and 

growth. 
S To provide assurance to paid staff and others that volunteers are 

receiving professional training. 
6 To increase group rapport and teamwork. 
7 To offer volunteers a forum in which to express their concerns. 
8 To help volunteers and an organization reach their maximum po-

tential. 
9 To ensure, in as many ways as possible, that the purposes of an 

organization are aligned with the needs of volunteers. 

Bringing the principles and processes of adult education to bear on 
the design of in-service training of volunteers involves a sequence of 
steps: needs assessment and program objectives, design and delivery of 
program content, the instructional process, implementation, and evalua
tion. 

2Eva Schindler-Rainman and Ronald Lippitt, The Volunteer Community: Creative Use 
of Human Resources, NTL Learning Resource Corporation, Fairfax, Va., 1975, p. 72. 
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Needs Assessment and Program Objectives 

As Malcolm Knowles demonstrates (see Figure 6-8), needs assessment 
means determining the needs of three groups: individuals (in this case, 
volunteers), the organization, and the community. Needs are closely re
lated to interests, capabilities, and attitudes. To illustrate, in a crisis coun
seling center that employs volunteers, close interaction exists between 
the center and people in the community. It is apparent that volunteers 
need in-service training to equip them with skills in interpersonal rela
tions. According to Knowles' schema, all such needs must pass through 
figurative "filters": institutional purposes ( counseling of people in crises), 
feasibility, and interests of clientele (volunteers). 

Three kinds of 
assessed needs 

are screened 
through three 

filters 

to produce two 
kinds of objectives: 

1. 
2. 
3. 
4. 

Operational 
objectives 

1. 
2. 
3. 
4. 

Educational 
objectives 

Figure 6-8 The process of translating needs into objectives. (Source: Malcolm S. Knowles, 
The Modem Practice of Adult Education: Andragogy versus Pedagogy, Association Press, 
New York, 1970, p. 127. Used by permission of Association Press/Follett Publishing Company.) 



72 CHAPTER SIX 

Purposes Needs which do not "fit" the purposes of a program 
should be screened out. In the case of the crisis center, volunteers' needs 
for training in interpersonal and communication skills would survive the 
first filter. 

Feasibility The feasibility process often screens out the expenditure 
of large amounts of time and money. Examples are needs which call for 
elaborate training (such as learning psychological diagnostic procedures), 
costly equipment, an inordinate amount of space, or extensive travel. To 
return to the crisis center volunteers, their need to acquire skills in inter
personal relations would survive the feasibility filter if such training could 
take place under the tutelage of an instructor who could be hired for a 
reasonable fee. 

Interests of Clientele Humanistic educators generally agree that 
learning quality is greatly influenced by a learner's level of interest. 
Adults are voluntary learners. Normally, they learn what they prefer to 
learn. It therefore behooves a planner of volunteer preservice and in-serv
ice training to consider the interests of the volunteers. At the same time, if 
an organization is to achieve its goals, the volunteer coordinator must 
ensure that volunteers possess the competencies needed for effective per
formance. Knowles suggests that one objective for training might be to 
heighten the interest levels of volunteers. To continue with the example of 
the crisis center, the need to instill interpersonal relations skills in volun
teers would survive the interests-of-clientele filter if the content were of 
interest to volunteers. 

Translating Needs Into Objectives 

According to Knowles, the needs that survive the filtering process can 
then be translated into operational and educational objectives. To facili
tate implementation and evaluation, objectives should be measurable, 
clearly stated, and in written form. Operational objectives are those 
which "identify the things that will be done to improve the quality of 
instructional resources for meeting the educational needs. "3 Those re
sources include format, facilities, and logistics. Examples of operational 
objectives are: 

1 To conduct three half-day sessions in the course of a year for the 
entire staff on the topic of interpersonal communications skills. 

2 To reduce the dropout level. 

3Malcolm S. Knowles, The Modern Practice of Adult Education: Andragogy versus 
Pedagogy, Association Press, New York, 1973, p. 126. 
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3 To organize a representative committee of between six and eleven 
people, composed of volunteers, paid staff, and administrators, for the 
purpose of planning and implementing in-service sessions and establish
ing evaluation procedures. 

4 To provide transportation and child care services for volunteers 
during the sessions. 

5 To reserve a reasonably priced site for the sessions that is away 
from telephones and other disturbances. 

Educational objectives ref er to learning opportunities extended to 
volunteers. Their value may be demonstrated later by increased perform
ance, new skills, or higher level of understanding. Objectives which relate 
to the crisis center example and volunteers' needs for skill in interper
sonal relations might read as follows. After attending three half-day ses
sions, volunteers will: 

1 Show an ability to listen without interrupting. 
2 Display nonthreatening interviewing skills.· 
3 Contribute confidently to group discussions. 

Design and Delivery of Program Content 

Once objectives have been formulated, attention can be given to the de
sign and delivery of content under the headings of format or methods, site· 
and facilities, and instructional process including human and other re
sources. The implied decisions to be made require early attention, based 
on volunteers' needs and interests, available funding, time, and the nature 
of the content. 

Format or Methods Format, or methods, refers to the manner in 
which an organization plans to deliver a volunteer-based program. There 
are three approaches: individual, group, and community. 

1 Individual 
a Apprenticeship 
b Internship 
c Correspondence study 
d Programmed instruction 
e Directed individual study 

2 Group 
a Clinic, institute, or workshop 
b Class 
c Discussion group 
d Conference, convention, fair 

3 Community 
a Community education 
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In these approaches, the relationship between learner and orga
nization differs significantly. An important characteristic of the individual 
approach is a one-to-one relationship in the learning process. In the ap
prenticeship, this relationship takes place in a job setting where the 
learner acquires knowledge and has an opportunity to apply it. This ap
proach to learning occurs under close instructional supervision. The in
ternship, in contrast to the apprenticeship, takes place after the comple
tion of formal study. In this one-to-one relationship, the learner has an 
opportunity to integrate knowledge and skills in a particular work role 
under the supervision of an expert. In correspondence study, the learner 
is isolated from the organization by such factors as geography and time. 
The format provides for systematic study at a distance through the use of 
correspondence and tapes. In contrast to this approach, programmed in
struction links the learner to predesigned material in the form of a book, 
teaching machine, or computer. Finally, under directed individual study, 
the one-to-one relationship between the learner and the organization sug
gests some direct personal contact. Its use may take the form of suggest
ing materials for individual study. In some cases, it takes the form of adult 
counseling that furthers the learner's goals. 

The group approaches suggest the simultaneous involvement of 
many learners in a learning activity. The clinic, institute, or w~rkshop are 
methods used for a learning experience of short duration, usually 1 to 5 
days. In many cases, the learners collaborate with staff in the design, 
direction, and application of the content presented. Unlike the clinic, in
stitute, or workshop, the class is usually planned for a longer period of 
time. Although the organization and responsibility for the class content 
rests with the educator, this class format presents two extremes: teacher
centered and learner-centered. For some adult learning, the former may 
be preferred; for many others, the latter may be the most desirable. The 
conference, convention, or fair involves large-group methods which bring 
together many learners for a limited period of time. To meet the learning 
needs of this diverse audience, varied learning experiences are designed 
around a theme, slogan, or some other broad topic. 

The community approach suggests a process whereby the commu
nity serves as the setting for its members to solve problems related to 
living. Here, it is important that the members of the community 'study 
their problems, a process which might lead them to take action. Recently, 
audio and videotape recorders have been used as interactive media to 
assist community members to determine probable priorities. 

Site and Facilities The location of in-service training is commonly 
selected based on the convenience and availability of funds. Experienced 
planners of workshops and conferences recognize the importance of se-
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lecting a site that will enhance rather than inhibit the learning process. To 
this end, it is desirable that the following facilities be readily available: 

1 Food service 
2 Meeting rooms 
3 Display area (if needed) 
4 Adequate heat, ventilation, lighting, and acoustics 
5 Absence of noise 
6 Appropriate furniture for adults 
7 Audiovisual equipment 
8 Library facilities 
9 Storage facilities 

10 Parking and public transportation facilities 

The Instructional Process and Implementation 

The instructional process described below has the effect of implementing 
in-service training. 

1 Develop a climate that will encourage volunteers to participate 
actively in the learning process. 

2 Diagnose their learning problems, with special attention to physi
ological, psychological, and sociological differences that may affect moti
vation. 

3 Help volunteers set attainable, measurable objectives, expressed 
in behavioral terms and based on their needs. 

4 Develop materials and utilize a variety of techniques and devices 
(shown in detail in Appendix C and D) appropriate to subject matter. 

5 Plan activities that bring community and other resources to bear 
on volunteers' needs. 

6 Evaluate volunteers' petformance and program effectiveness on 
objectives based on preassessment of volunteers. 4 

Evaluation 

Evaluation entails qualitatively measuring the impact of in-service train
ing on volunteers and program activities in order to improve subsequent 
training. It is an important step and one that will be treated extensively in 
Chapter 8. 

CONCLUSION 

It is hoped that this chapter will convey some sense of the time and energy 
associated with the activities of selection, orientation, placement, and 
training. The central theme is the suitability of volunteers for their ap-

" John A. Niemi and Catherine Davison, .. The Adult Basic Education Teacher: A 
Model for the Analysis of Training.'' Adult Leadership, February 1971. p. 247. 
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pointed tasks and the ways in which an organization can inspire them to 
optimum performance. The selection process, with its communication 
flow between volunteer and organization, provides a valuable exchange 
of information which helps both sides to decide whether they could work 
fruitfully together for their mutual benefit. Orientation continues this flow 
and, at its best, produces a commitment by volunteers to the goals of the 
organization. 

Placement matches volunteers to tasks appropriate to their capaci
ties, while training provides for enhancing those capacities or adding new 
ones. This is not to say that all learning must be formal. Informal means 
such as observation and discussions with other volunteers may be equally 
helpful vyhere certain topics are concerned. It must always be kept in 
mind that the processes of selection, orientation, placement, and training 
are interlocking units with a single purpose: to satisfy the needs of volun
teers while simultaneously advancing the goals of an organization. 



INTRODUCTION 

Chapter 7 

Management of 
Volunteer-Based 

Programs 

In Chapter 3, a distinction was made between administration and guid
ance. The purpose of guidance, according to the distinction, is to enhance 
the motivation of volunteers while increasing their productivity. The goal 
of administration is similar: to facilitate a productive working environ
ment. The difference lies in the nature of the activities. Those which di
rectly affect the motivation of volunteers are guidance activities. Those 
which do not directly affect volunteers, such as budget and linkage devel
opment, are administrative activities. While it is true that many guidance 
activities are also administrative activities, such as supervision and recog
nition, administrative activities are seldom guidance activities. 

The purpose of this chapter is to present ten managerial consider
ations or actions which a volunteer coordinator must address in attempt
ing to develop an effective volunteer-based program. The first five
" Budgeting and Finance," "Managing Time," "Effectively Utilizing 
Records and Reports," "Establishing Community Linkages," and "Us
ing an Advisory Committee"-can be viewed as administrative (as op-
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posed to guidance) functions because they do not necessarily involve vol
unteers. Following the administrative functions are five guidance 
functions: "Understanding Why People Become Volunteers," "Control
ling the Quality of Volunteer Performance," "Delegating Tasks," "Giv
ing Recognition to the Volunteers' Accomplishments," and "Resolving 
Conflict." In addition to being guidance activities, they are also supervi
sory in nature because each is concerned with the execution of volunteer 
responsibilities. 

An underlying theme of this chapter might well be the promotion of 
effective communication, for the establishment and maintenance of open 
lines of communication are important elements in each managerial activ
ity. Volunteer coordinators are pivotal figures in this sense, initiating and 
overseeing the flow of information to clients, volunteers, paid staff, 
higher-level decision makers, funding officers, cooperative organization 
personnel, and the community at large. Perhaps the eventual success of a 
volunteer-based program rests largely upon the ability of a volunteer co
ordinator to communicate effectively. 

ADMINISTRATIVE FUNCTIONS 

Budgeting and Finance 

Although volunteers work without pay, direct and indirect costs arise in 
any program that incorporates their services. Direct costs such as tele
phone expenses, meals, and travel allowances increase with each volun
teer. Indirect costs for extra heating and lighting, management and super
vision, and evaluation can be considerable. 

Figure 7-1 shows budget items in a setting where ten volunteers work 
2 hours per week tutoring adults in a literacy program. This assumes that 
volunteers were recruited, interviewed, trained in an 18-hour workshop, 
given materials to work with, and supervised and evaluated for a period of 
1 year. No volunteer coordinator was hired; instead, a salaried adminis
trator managed the program. Due to variances in specific costs among 
programs, budget items are presented in percentages of the total budget. 
While the budget contains such ancillary items as child care, travel, and 
tuition reimbursement, it would still be of considerable size even without 
them. Nevertheless, it remains true that volunteer help can provide in
struction at a fraction of normal cost. 

There can be no set rule governing the amount of money to be allo
cated for volunteers in a program, especially given the diversity of organi
zational goals, training programs, and management styles. However, in 
forecasting a budget, some fixed items, or those which are not dependent 
upon the number of volunteers, can be distinguished from variable items, 
or those which change according to the number of volunteers. An exam-
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Fixed Variable Direct Indirect Percentage 
Budget item items items costs costs of budget 

Recruitment (newspaper 
advertisements, posters) X X 4 

Interview (18 candidates, 
½ hour each) X X 0 

Preservice training (registra-
tion fees and materials) X X 8 

Preservice training lunch X X 4 
Instructional materials 

(4 books per volunteer) X X 10 
Supervision and evaluation 

( 1 hour per volunteer 
per week) X X 25 

In-service training (registra-
tion fees and materials) X X 8 

In-service training lunch X X 4 
Travel X X 7 
Postage (200 pieces of 
correspondence) X X 7 

Secretarial assistance 
(200 hours) X X 0 

Telephone X X 0 
Tuition and workshop 

reimbursement X X 8 
Child care X X 8 
Heating, air conditioning, 
and lighting X X 0 

Recognition ceremony X X 7 
--
100 

Figure 7-1 Sample budget of volunteer-based program. 

pie of a fixed cost is a consultant's fee, which remains the same if the 
group numbers five or twenty-five. 

A closer look at Figure 7-1 reveals that most costs decline in propor
tion to the number of volunteers; for example, the number of books pur
chased, the number of miles traveled, and the number of letters typed and 
mailed depend upon the number of volunteers. Two items that remain 
relatively fixed pertain to recruitment-heating and air conditioning and 
lighting (a major indirect cost). 

Managing Time 

In Figure 7-1, the time spent establishing a program, interviewing volun
teer candidates, and orienting and training them is noted as an indirect 
cost. This does not mean that these services were offered free of charge. 
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1. Try to make decisions as quickly as possible, without vacillating or postponing them. 
It is helpful to distinguish between minor decisions, which should not be time-con
suming, and major ones, which deserve more attention and time. 

2. Do "something" with every piece of paper you touch. Answer it, file it, hand it to 
someone else, mail it, or destroy it. Do not just read it and put it down for later 
attention. 

3. Persuade your boss to manage time better, so that you can improve your management 
of time. 

4. Be specific about dates, and enter them immediately on a calendar or appointment 
book. 

5. Schedule important activities when your concentration and energy level are at their 
highest. 

6. Schedule routine work when your concentration and energy level are lower. 
7. Increase your reading and writing skills, so that you can master reading and writing 

tasks quickly. 
8. Be selective about the tasks you agree to do. Learn to say "No" to time-consuming 

tasks which bore you and from which you learn little-except, of course, when you 
must repay a favor. 

9. Control the telephone, especially when a deadline confronts you. When a short answer 
is not possible, tell the party you will call back. 

10. Control interruptions by suggesting another time to your caller. Sometimes hide until 
a task is finished. 

11. Limit chit-chat and aimless puttering. 
12. If possible, clear off desk each night. 
13. Make a daily written plan, showing specific tasks. Use asterisks to mark important 

ones. 
14. Work on those tasks early in the day. 
15. Use a reminder system-prominent notes on your desk or an alert secretary. 
16. Stick to the task at hand until it is done. 
17. Create "availability hours" in which to see your supervisor and others. 
18. Space dull t~sks with interesting ones. 
19. Reward yourself with interesting jobs or favorite diversions (e.g., watching TV). 
20. Learn to use small amounts of time (e.g., half-hours) productively. You may be sur

prised how much progress can be made on large tasks during these periods or how 
many small tasks can be disposed of. (If you wait for big blocks of time, they may 
never come.) 

21. Where possible, combine tasks to save time. For example, organize library research 
plans so that you can do several tasks (return books, look up a reference, reserve a 
book) at one time. The same principle applies to telephone calls, shopping, and so on. 

22. Discover your energy and frustration levels and pace yourself realistically. If you 
become overly tired, much time could be lost in recovering from fatigue. 

23. Divide large tasks (reading ten chapters of a book in a week) into smaller ones and 
allocate definite times for them (two chapters on Tuesday be~ween 2:00 and 4:00 
P.M., one chapter on Thursday atS:30 A.M.). 

Figure 7-2 How to manage time better. (Adapted from a paper presented by Jolene 
Scriven, assistant professor of business education, at the Adult Continuing Education 
Administrators Workshop, Northern Illinois University, Summer 1977.) 
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It simply means that the costs were not included in the volunteer budget. 
The point is that, in some situations, salaried administrators will be as
signed these and other responsibilities associated with a volunteer-based 
program, often without additional remuneration. The situation may create 
a shortage of time or, more accurately stated, an overload of responsibili
ties. As the number of volunteers grows, a supervisor is increasingly dis
tracted from other responsibilities until, at a certain point, it seems pru
dent to hire a volunteer coordinator. Other solutions to the time problem 
include using volunteers as middle managers or increasing salaried per
sons' efficiency. Utilizing volunteers as middle managers, because of its 
applicability to a variety of situations, has been included under "Delega
tion" in this chapter. 

Increasing efficiency has strong implications for time management, 
which has been attracting much attention in management literature. As 
Robert Mason explains, "Time, or perceived lack of it, often defeats the 
purposeful manager in his or her strivings for truly effective management. 
Managers do have control over their time .... " 1 

By becoming aware of how time is utilized, assigning priorities to 
responsibilities, eliminating time wasters, and planning on a daily, 
weekly, and monthly basis, managers are likely to learn how to manage 
their time effectively. Guidelines for time management are presented in 
Figure 7-2. 

Effectively Utilizing Records and Reports 

Records and reports are often viewed as an unwanted, but necessary pro
gram function. They can serve a variety of purposes: providing account
ability to funding sources and the sponsoring organization; maintenance 
of internal control; evaluation of the performance of program personnel, 
including volunteers, paid staff who hold supervisory positions, and a 
volunteer coordinator; and evaluation of program components such as 
selection, training, and supervision. When used for evaluation purposes, 
the criteria to be recorded should be planned in advance of the com
mencement of program activities. When records are used for other pur
poses, it is helpful to know who will receive them and for what reason. It 
is also helpful to know who will be responsible for recording and storing 
information. Some sources of useful information are listed in Figure 7-3, 
along with indications of how the information may be used. 

Establishing Community Linkages 

Volunteer-based programs cannot exist in isolation. To find sources of 
volunteers, to influence a community in positive ways, and to seek fund-

1Robert C. Mason, .. Managerial Role and Style," in Philip D. Langerman and Douglas 
H. Smith, (eds.), Managing Adult and Continuing Education Programs and Staff, National 
Association for Public Continuing and Adult Education, Washington, D. C., 1979, p. 88. 



82 

Information 

1. Attendance records of volunteers 

2. Turnover-rate records of volunteers 

3. Volunteer performance/achievement 
reports 

4. Volunteer satisfaction reports 

5. Program planning reports 

6. Job descriptions 

7. Recommendations from paid staff 

8. Recruitment information and records 

9. Interview records 

10. Selection agreements 

11. Placement reports 
12. In-service training evaluations 
13. Supervision reports 

14. Management reports 
15. Recognition reports 

16. Community linkage reports 

17. Budget reports 

CHAPTER SEVEN 

Use 

To help determine volunteer motivation 
and morale. 
To help determine effectiveness or in
effectiveness of motivation techniques 
or job assignments. 
To determine effectiveness of volunteers 
and accuracy of job design. 
To help determine strengths and weak
nesses of volunteers, jobs, and/or the 
environment, and training objectives. 
To determine and evaluate program 
objectives. 
To establish selection and training 
criteria. 
To evaluate and improve paid staff and 
volunteer relationships. 
To evaluate recruitment techniques and 
sources of volunteers. 
To determine suitability of candidates 
and to improve interview practices. 
To establish employment agreements 
with volunteers and to improve selection 
process. 
To evaluate adequacy of placements. 
To improve subsequent training events. 
To determine performance and motiva
tion of volunteers. 
To improve management practices. 
To serve as basis for recommending 
volunteers. 
To maintain and strengthen community 
linkages. 
To help in effective fiscal management, 
plus accurate accountability to sponsors. 

Figure 7-3 Selected types of information sought for record keeping. 

ing, a volunteer coordinator must have knowledge of a community. In 
Chapter 5, the point was made that as such knowledge increases, the task 
of identifying sources of volunteers becomes easier. Similarly, an under
standing of the institutions within a community enhances opportunities 
for cooperative agreements and joint planning to overcome community 
problems. Volunteer-based programs rely on a community for guidance, 
particularly from advisory board members. The following list suggests 
areas of inquiry that offer help in understanding a community: 

1 History When, by whom, and under what circumstances was a 
community founded? What are the prominent local traditions-political, 
social, cultural? 
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2 Demographic data How large is the population? What is the 
median age? What are the racial and ethnic patterns? What has been the 
rate of growth or decline in recent years and what has caused it? Are 
young families moving into or out of the area? 

3 Socioeconomic indicators What is the unemployment rate? 
What do people do for a living? Are employment patterns shifting? What 
is the proportion of upper, middle, and lower classes? What is the average 
income level, the housing situation, and the crime rate? 

4 Issues and trends What are the current community issues and 
trends? What issues and trends have arisen in the past? Which were re
solved, and how? 

5 Power Who wields the power? Religious institutions? The 
press? Politicians? Industrial leaders? 

6 Politics What is the nature of local politics? How does the com
munity vote? What is its political history? What are the ages of political 
leaders? Are they long-entrenched leaders or relatively new ones? 

1 Business and industry What industrial patterns exist? Are busi
ness and industry moving into the area or leaving it? 

8 Public education institutions How many schools, colleges, and 
universities are in a community? How recently were they built? Have any 
schools closed down? What is the situation in regard to integration of 
schools? What is the dropout rate? What are the educational needs of the 
community? What kinds of adult education programs exist in the commu
nity? What special services (counseling, special education, industrial arts, 
and so on) do educational institutions offer? 

9 Service organizations What kinds of service organizations ex
ist? How many members do they have? What functions do they serve? 
How well are they utilized? 

Although this list is not exhaustive, it does provide a starting point 
for understanding a community. Much of the information is a matter of 
public record and can be obtained from the public library, the archives, or 
the local newspaper. Other sources are public officials, newspaper edi
tors, doctors, priests, workers, owners of businesses, and politicians. 

In establishing community linkages, it is vital for a community, in 
turn, to understand an organization-its mission, goals, and objectives 
(see Chapter 2). Otherwise, misrepresentations might arise and nullify at
tempts to establish a good public image within a community. 

Using an Advisory Board 

One of the best forms of linkages between an organization and the com
munity is the advisory board. The formation of an advisory board should 
be carefully considered as to representation. A preferred view is that 
members of an advisory board should represent many community groups. 
It is not uncommon for a volunteer coordinator to preplan the functions of 
an advisory board. As a voluntary group, it is important that members of 
the advisory board understand their role through an orientation to the 
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agency or the organization. The operation of the advisory board is depen
dent on determining purposes, deciding membership, and planning meet
ings. 

Determining Purposes A primary function of an advisory board is to 
advise and counsel the administration and paid staff associated with a 
volunteer-based program. Depending on the authority vested with the ad
visory board, this function may be achieved in a number of ways, such as 
providing information and offering support to the administration, or plan
ning, implementing, and maintaining program components. The following 
list is representative of specific functions of an advisory board: 

1 To provide a communication linkage between a program and a 
community. 

2 To assist in the development or review of a program philosophy 
and mission statement. 

3 To develop or review the goals and objectives of a program. 
4 To make recommendations regarding sufficient funding levels. 
5 To advise in the formulation of a fund-raising strategy. 
6 To provide criticism of the volunteer selection criteria. 
7 To promote the program. 
8 To support the volunteer recruitment efforts. 
9 To offer advice concerning the adequacy and appropriateness of 

materials and facilities. 
10 To establish or review support service objectives, e.g., the scope 

of child care and transportation programs. 
11 To recommend criteria for program evaluation. 
12 To aid in the continuous review of a program. 
13 To design the volunteer recognition activities. 

Thus, the specific functions of an advisory board can include a broad 
scope of activities. Whether determined by the volunteer coordinator, 
higher-level administrators, or by the board itself, well-stated purposes 
provide focus to a board. 

Deciding on Membership Policies regarding board membership 
might incorporate such aspects as size, criteria for the selection of mem
bers, the term of membership, and delegation of responsibilities. Appro
priate policies need not be lengthy or complex, as the following list sug
gests: 

1 The advisory board will have a workable size, between twelve 
and fifteen members. 

2 Members will be chosen from among the following groups: stu
dents, volunteers, paid staff, health and welfare organizations, clergy, 
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business, industry, community action organizations, unions, government, 
neighborhood councils, and universities. An equally balanced representa
tion will be sought. 

3 Members will have an interest in volunteer-based programs, a 
working knowledge of the community, a willingness to contribute time, 
and an ability to express convictions in a group setting. 

4 Members will serve for 3 years. Each year a third of the commit
tee members will relinquish their responsibilities, enabling new members 
to begin a 3-year term. 

S Any member of the advisory board may recommend persons for 
membership. Once all nominations are made, a vote will then be taken to 
determine which person(s) will fill the vacant board position(s). 

6 When an unexpected vacancy occurs, nominations from the 
board will be held at the subsequent meeting. 

7 If a board member fails to attend three consecutive board meet
ings without extraordinary extenuating circumstances, he or she will be 
requested to resign. 

8 A chairperson will be elected at the first meeting of every year. 
9 A secretary will be elected at the first meeting of every year. 

10 The chairperson and volunteer coordinator will recommend a 
listing of task forces based on program needs, and present the listing to 
the board at the second meeting for approval or modifications. 

11 Board members may volunteer to serve on one or more task 
forces. 

12 Task forces will meet as often as deemed necessary by the task 
force members. 

13 An annual review of the task forces will occur to determine their 
effectiveness. 

It is not to be inferred that the above policies are applicable to every 
advisory board. Rather, the list is intended to demonstrate the scope of 
policies which any advisory board must consider. 

Planning Meetings The initial meeting is crucial for building and 
maintaining interest among members. When well conducted, the first 
meeting provides a new member with a sense of purpose as well as needed 
information. Owing to members' varied backgrounds, a chairperson not 
only must create a climate which encourages participation but also must 
maintain and control an agenda. To accomplish a balance of control and 
free expression of views requires preplanning by the chairperson. Specifi
cally, he or she must seek to achieve an open climate, decide upon 
length and frequency of meetings in light of the work to be accomplished, 
select the optimum day and time, and conduct the meeting in an 
efficient manner. Some suggestions to ensure more productive meetings 
follow: 
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1 An agenda prepared and delivered to board members several days 
in advance of a meeting allows for forethought. 

2 Reminding members the day before a meeting helps to ensure 
high attendance. 

3 Establishing a consistent schedule of meetings, e.g., every sec
ond Tuesday of each of the next 12 months, fosters high attendance. 

4 While structure is preferred, a danger lies in overstructure. Meet
ings should include time for general discussion and summarization. 

The skill of the chairperson will determine the effectiveness of an 
advisory board. In addition to presiding over meetings, he or she directs 
the agenda and spearheads the establishment of task forces. An effective 
chairperson often provides relevant information to members, seeks to de
termine a comfortable level of responsibility for each member, and over
sees the development of reports and documents. 

GUIDANCE FUNCTIONS 

Understanding Why People Become Volunteers 

Why do people volunteer? Why do some people remain volunteers and 
other withdraw? How can volunteer coordinators design program activi
ties which appeal to the motives of volunteers and help to accommodate 
their needs and ambitions? In response to these questions, some current 
literature and research on the subject of human motivation will be re
viewed. It is assumed that volunteer coordinators and others who design 
volunteer-based programs have an obligation to discover the motivations 
of volunteers and to recognize their needs when designing program activi
ties. 

In Chapter 4, three managerial assumptions about volunteers were 
explored: the calculative, participatory, and self-actualizing volunteers. 
The purpose was to show the relationship between those assumptions and 
the types of leadership patterns which emerge. It was maintained that no 
one assumption could be applied to all volunteers, because their needs are 
variable, complex, and dependent upon the different situations in which 
they find themselves. To help broaden this view, and to substantiate the 
claims that have been made, some theories of motivation will be exam
ined. 

J. R. Kidd mades a distinction between intrinsic and extrinsic mo
tives. Intrinsic motives are those which prompt a person to act for the 
"sake of the activity," 3 such as the pleasures gained from the act of volun
teering, the chance to utilize special skills, or something to do. Extrinsic 

3J. R. Kidd. How Adults Learn, Association Press, New York, 1977, p. 103. 
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motives refer to an end result, "the value associated with the activity, "4 

such as gaining recognition or finding employ~ent as a result of volun
teering. 

Frederick Herzberg provides another view of motivation by contrast
ing two sets of factors, called motivation and hygiene (maintenance). Mo
tivation factors, which include achievement, recognition, the work itself, 
responsibility, advancement, and growth, produce in workers a high level 
of satisfaction. Hygiene (maintenance) factors, on the other hand, are po
tential sources of discontent. They include company policy and adminis
tration, supervision, relationships with supervisors and others, working 
conditions, salary, status, and security. Herzberg asserts that where 
workers concentrate on these maintenance factors, they tend to demon
strate little interest in the job or in the quality of their work. 5 

To return to the original question, HWhy do people volunteer?" 
Knowles asserts that people are generally motivated by a need for growth 
and a related need for new experiences. 6 Growth needs refer to learning, 
development, and a striving to reach full potential. This view corresponds 
with current thinking in the area of human development, notably the be
Jief that a person's growth continues throughout life. The need for new 
experiences is tantamount to the thirst for adventure and the urge to try 
new activities and take risks. 

A study conducted by the U. S. Census Bureau sought to determine 
specific reasons why people volunteer. 7 The findings, which present a 
contrast between responses received in 1965 and 1974, appear in Figure 
7-4. The total amount exceeds 100 percent because respondents were per
mitted to answer more than one item. 

In researching the motives of volunteers in a variety of child-oriented 
settings, James L. Lewis discovered eleven categories: 8 

1 Recognition Achieving through others' extrinsic rewards. 
2 Skill maintenance Particularly expressed by individuals who 

had temporarily left paid employment. 
3 Social needs As expressed by interpersonal interaction, group 

identity, personal reinforcement and feedback. 
4lbid. 
5Saul Gellerman, Motivation and Productivity, American Management Association, 

New York, 1963. See also George H. Litwin and Robert A. Stringer, Jr., Motivation and 
Organizational Climate, Harvard University Press, Cambridge, Mass., 1968, p. 8. 

6Malcolm Knowles, The Modern Practice of Adult Education: Andragogy versus Ped-
agogy, Association Press, New York, 1973, p. 85. 

1Americans Volunteer, ACTION (The Agency for Volunteer Service), Washington, 
D.C., 1975, p. 12. 

8James L. Lewis, letter quoted in Virginia C. Patterson, "Characteristics and Motiva
tional Factors of Volunteer Club Leaders in Evangelical Churches: An Analysis of Pioneer 
Girls' Club Leaders," unpublished doctoral dissertation, Northern Illinois University, 1978, 
pp. 24-26. 
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Reasons 

Wanted to help people 
Enjoyed volunteer work 
Had a sense of duty 
Had a child in program 
Could not refuse 
Had nothing else to do 
Hoped activity would lead to a paying job 

Figure 7-4 Reasons for volunteering. 

1965 

37% 
30% 
33% 
22% 

6% 
4% 
3% 

Years 

CHAPTER SEVEN 

1974 

53% 
36% 
32% 
22% 
15% 
4% 
3% 

4 Expectations of others As a result of peer pressure, commu
nity pressure, influence of children or others. 

5 Knowledge for its own sake Learning as opposed to skill main
tenance. 

6 Loyalty to a cause Volunteering because of a belief in the pur
poses of an organization. 

1 Debt repayment Showing a desire to repay by helping others 
have similar experiences. 

8 Martyr syndrome Having a desire to draw attention to sacri
fices through volunteer work. 

9 Selfless desire to serve Demonstrating a sense of putting goals 
of an organization above self. 

10 Volunteering for credit Earning credit from universities, col
leges, or high schools. 

11 Career rehearsal Preparing for employment. 

Lewis's research is notable for two conclusions: (1) that all volun
teers interviewed had multiple reasons for volunteering and (2) that mo
tives changed through time. Patterson's research, conducted in a religious 
setting, supports Lewis's conclusions.9 

Eva Schindler-Rainman and Ronald Lippitt offer a rather specific ex
planation of what keeps volunteers motivated, based on Kurt Lewin's 
model for motivation: 

1 A major motivating factor for volunteers is the opportunity to 
participate in problem solving and significant decision making. 

2 The placement of volunteers should include some process for re
lating the type of work and situation to their particular interests, needs, 
and motivations. 

3 To increase motivation, most volunteer opportunities should pro-

9lbid. 
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vide for both self-actualizing personal development and meaningful serv
ice to the needs of others. In other words, the opportunities for volunteer 
service should be presented both as continuing educational opportunities 
to learn and grow and as opportunities to contribute one's "tithe" of 
much-needed social service. 

4 The "contract" between the volunteer and the organization 
should legitimize a feasible level of commitment and allow for personal 
variations in time, energy, and interest without guilt or tension about di
vided loyalties and limited energy. 

5 The on-the-job experience of the volunteer should include contin
uing opportunities for reflective study and evaluation and for joint plan
ning and design of service goals and action. Much of the volunteer's sus
taining and renewing motivation comes from seeing clear steps toward the 
group's goals and from successfully completing them one by one. 

6 Needs can be met and motivation sustained more effectively if the 
work situation also allows for individual advancement through a series of 
steps leading to higher levels of responsibility, skill, learning, and influ
ence. 

7 For many volunteers, motivation will be increased if a record of 
activities is kept. This can become part of a resume and may lead to paid 
work. 

8 Motivation will be sustained best if there are regular mechanisms 
for supportive feedback from clients, coworkers, and professional leader
ship and for recognition from the agency and community. 

9 Participation in meaningful training activities inside and outside 
the organization (e.g., conferences) is an important source of continuing 
motivation and growth. 10 

Schindler-Rainman and Lippitt's explanation is particularly helpful for 
relating motivation and retention to the design of specific program activi
ties, especially delegating, decision making, placement, providing chal
lenging tasks, establishment of an agreement, arranging opportunities for 
growth, allowing job expansion or job rotation to occur, maintenance of 
accurate records, fostering of supportive communication patterns, and 
providing training. 

In conclusion, volunteers seem to be motivated by a commitment to 
get a job done, a desire to make a worthwhile contribution, pride in an 
organization, and membership, or a sense of belonging to it. Some mo
tiv.es can be induced, others simply maintained. Because of the wide vari
ation of motives, a perceptive volunteer coordinator will provide a setting 
conducive to accommodating volunteers' needs by allowing much latitude 
in the design of program activities. 

10Adapted from Eva Schindler-Rainman and Ronald Lippitt, The Volunteer Commu
nity, NTL Learning Resources Corporation, Fairfax, Va., 1975, p. 47. 
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Controlling the Quality of Volunteer Performance 

Controlling is a managerial function which helps to ensure the satisfactory 
completion of program objectives. An essential aspect of controlling is the 
measurement of volunteer performance, a periodic evaluation designed to 
determine whether the stated program objectives are being met. When 
discrepancies between program objectives and actual performance exist, 
or when a program is not functioning properly, a manager (probably a 
volunteer coordinator) takes corrective action in a number of ways. Ob
jectives may be modified, the number of volunteers may be increased or 
decreased, job descriptions may be modified, standards for selection and 
training may be altered, or new leadership patterns may be chosen. Some 
of these steps are formal; others are informal, such as budget changes and 
conferences with volunteers about their employment agreements or about 
delegating responsibilities. 

As a process, controlling involves three elements: 

1 Establishing criteria of success, standards of performance, and 
program objectives such as the job description and the volunteer employ
ment agreement. 

2 Measuring actual volunteer performance with respect to these 
stated criteria of success through observation, conferences, or formal 
evaluation. 

3 Correcting any deviations through managerial action.n 

To illustrate the controlling process, let us choose the example of a 
volunteer metropolitan citizenship council. One purpose of this group is 
to honor newly naturalized citizens at receptions which immediately fol
low citizenship ceremonies. The receptions feature a short education pro
gram, singing, and refreshments. Volunteers not only facilitate the pro
gram agenda but are also responsible for ushering the new citizens from 
the courthouse to the reception room. In accordance with the first point 
above, one objective is to persuade as many of the new citizens as possi
ble to attend the reception. A corresponding criterion for success might 
be to attract 70 percent of the guests of honor. To measure the effective
ness of volunteer performance, as suggested in the second point above, 
one need only observe the volunteers in action. Are they reaching all who 
exit from the courtroom? Are the new citizens greeted with cordial invita
tions? Do they respond affirmatively? The crucial performance measure, 
of course, is the percentage of new citizens attending the reception. If 
participation is low, the volunteer coordinator has at least four courses of 
action to meet the third point above: (I) to ask the new citizens why they 
decided to attend or not to attend, (2) to increase the number of volun-

llAdapted from Robert C. Mason, op. cit., p. 61. 
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teers, (3) to ask the volunteers what to do, and (4) to lower the criteria for 
success. Clearly, the nature of any controlling process is dependent upon 
the nature of the program, types of climate, roles of volunteers, and the 
leadership style of the volunteer coordinator. 

Delegating Tasks 

In a previous section, delegation of tasks was referred to as a means of 
lifting a burden from overcommitted volunteer coordinators or others as
suming that role. Delegation involves a transfer of authority and/or deci
sion-making responsibilities. It can also be viewed as an important mana
gerial activity which provides motivation akin to job promotion for 
volunteers. The smooth functioning of a volunteer-based program re
quires more than a charismatic leader or a coordinator who is willing to 
work long hours. It requires a person who recognizes that delegation is a 
viable managerial option for achieving organizational goals. Symptoms 
which point to a lack of delegation are as follows:12 

1 Detailed planning accomplished at high levels. 
2 High frequency of orders issued from above. 
3 Limited control of management over subordinates. 
4 Lack of policy or too much policy. 
5 Clear evidence of overcontrol or undercontrol by the manager. 
6 Undue delays in decision making through the manager's inability 

to reach decisions. 
7 Holding back on using authority. 
8 Constant criticism of staff by the manager. 
9 Manager quoted frequently to justify unpopular or questionable 

actions. 
10 Manager continually takes work home at night. 

Volunteer coordinators who display a reluctance to delegate tasks 
often manifest fear that tasks will not be performed promptly or accu
rately, or they find it irksome to instruct others to perform tasks. Even at 
its best, delegation must make allowances for mistakes. Volunteer coordi
nators who delegate effectively tend to be more interested in the means by 
which they are achieved than in the results. In that case, delegation is 
facilitated, but not governed, by a management-by-objectives approach, 
which requires defining goals or standards of performance. 

Some possible areas of delegation can be found by examining pro
gram activities. Are the recruitment and public relations campaigns effec
tive? Is training frequent enough? Are volunteers being supervised ade
quately? Wilson believes that the delegation of whole areas of 

121bid., p. 59. 
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responsibility provides more motivation to volunteers than the delegation 
of bits and pieces.13 Volunteers who no longer find fulfillment in their 
roles may welcome an expansive approach to delegation. (Incidentally, it 
may prove advantageous to volunteer coordinators to delegate tasks 
which they like, not those which they dislike, because supervision could 
be easier.) Sources of volunteers for middle management positions may 
be sought within the ranks, either as an expansion of a current role or as a 
transfer to a new role. Or new volunteers may be sought through adver
tisements. Either way, it is wise to regard the position of these middle 
management volunteers as similar to the positions of other volunteers 
with regard to the selection, training, and supervision processes. A volun
teer coordinator should pay careful attention to maintaining the role of 
middle manager and supporting the volunteer who holds that role. The 
following procedures may be instructive: 

1 Establish a job description, complete with areas of responsibil-
ity. 

2 Develop selection guidelines. 
3 Involve volunteers and paid staff in the selection decision. 
4 Provide a thorough orientation to the volunteer. 
5 Provide training for a volunteer in the area of involvement. 
6 D~legate authority to accomplish the goals. 
7 Maintain open channels of communication. 
8 Provide support and assist in planning efforts. 
9 Meet regularly. 

10 Evaluate progress regularly. 
11 Recognize a volunteer's efforts. 

Delegation of tasks will not eliminate a volunteer coordinator's work, 
but it can be expected to change the nature of the work. Obviously, super
vision of a middle management volunteer would be needed, and a coordi
nator would enjoy somewhat less contact with the program. 

Giving Recognition to the Volunteers' Accomplishments 

The Lewis study cited above lists recognition as a motivation factor for 
volunteers. For that reason, it is viewed as a guidance function. Recogni
tion is a personal, honest acknowledgment of the efforts of a volunteer by 
a volunteer coordinator and/or others associated with a program. Al
though most of them would agree as to its importance, great diversity 
exists in the ways it is implemented. Some techniques involve public rec
ognition, others private. Some techniques are planned celebrations, others 

13Marlene Wilson, The Effective Management of Volunteer Programs, Volunteer 
Management Associates, Boulder, Colo., 1977, pp. 32-34. 
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Planned 
events 

Spontaneous 
events 

Public recognition 

Awards ceremonies, public 
receptions and banquets 

Cooperative interagency recogni-
tion events 

Citations for outstanding service 
Pins, gifts, or symbols of achieve-

ment 
Invite press to events 
Edit a recognition edition of the 
agency newsletter 

Nominate for civic or organiza-
tional awards 

Send articles to newspapers 
regularly 

Figure 7-5 Recognition techniques. 

Private recognition 

Send letter to volunteer's place-
ment file 

Send note and/or flowers to 
spouse of volunteer 

Recommend volunteer to pro-
spective employer 

Present volunteer with small gifts 
(for example, subscription to a 
newspaper or journal) 

Getting to know volunteers well 
Meetings with volunteers to dis-

cuss their needs, strengths, and 
weaknesses 

Attitude of respect to volunteers 
Utilize volunteers as consultants 
Encourage administrative person-

nel to socialize with volunteers 
Invite volunteers to staff meetings 
Offer special privileges to volun-

teers such as use of desk, office, 
or special bus 

spontaneous. Figure 7-5 shows a partial listing of recognition techniques. 
Sincerity demands that the techniques chosen should acknowledge the 
nature of a volunteer's contribution to an organization. 

Resolving Conflict 

The purpose of this section is to identify selected interorganizational and 
intraorganizational conflicts which can prove dysfunctional to the pur
poses and operation of an organization and to present recommendations 
for resolving these conflicts. The starting point will be a listing of road
blocks to communication which frequently underlie such conflicts. Atten
tion will then be given to resolving conflicts between a volunteer coordi
nator and paid staff and between a coordinator and higher-level decision 
makers. Lastly, conflicts which surround voluntarism as an enterprise 
and which may impinge on programs will be explored. 

Some roadblocks to communication which can prevent swift and just 
resolution of conflicts appear on the following page:14 

14Adapted from Marlene Wilson, op. cit., pp. 172-173. 
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1 Inaccessibility When a leader is remote from a situation, physi
cally or psychologically, communication and the development of healthy 
relationships become virtually impossible. Volunteers are likely to feel 
keenly the inaccessibility of volunteer coordinators and other officials. 

2 Distortion Distortion of information accidently and/or deliber
ately engenders confusion because it offends people's cherished beliefs. 

3 Lack of trust Lack of trust induces people to withhold opinions 
that are negative or critical. Fearing what they perceive as an inherent 
risk, they tend to "play it safe." 

4 Hidden agendas Entry into a relationship with a hidden, pre
determined, and manipulative motive will reduce trust in the long run. 

5 Ineffective listening Ineffective listening often represents a de
sire to dominate, accompanied by unwillingness to tolerate others' views. 
It may cause a person to interrupt frequently. 

6 Formulating conclusions prematurely Failure to keep an open 
mind until all arguments have been examined causes people to jump to 
conclusions. This tendency may represent a wish to force a desired con
clusion. 

1 Belief in absolutes This behavior involves relying on general
izations or prejudices in forming opinions and may lead to a tendency to 
cast blame. 

8 Right-and-wrong syndrome This entails a belief that only two 
sides of an issue exist, an attitude that may preclude compromise. 

9 Traditional beliefs Time-honored beliefs often cause a ten
dency in a person to seek singular answers to problems. 

10 Individual differences Allowing differences of race, age, or 
status to predominate makes it difficult to appreciate others' points of 
view. 

One major challenge for a volunteer coordinator is to prevent conflict 
between paid staff and volunteers. Problems involving threats to status, 
fear of losing ajob, and misunderstandings can lead paid staff to compete, 
not collaborate, with volunteers. It is a coordinator's responsibility to 
establish channels of communication and cooperative agreements. As dis
cussed in Chapter 3, one way of doing so is to involve paid staff in the 
volunteer program and to show them how volunteers might actually re
lieve some of their job pressures. Paid staff can be involved in numerous 
ways: in the program design phase, selection process, training activities, 
supervision process, and evaluation process. Once good relationships 
have been established, certain measures can be taken by a volunteer co
ordinator to maintain them: 

1 Emphasize the importance of productivity of the entire organiza
tion and recognize every person's contribution. 

2 Inform paid staff of the philosophy and goals of a volunteer-based 
program. 
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3 Inform volunteers of the paid stafr s authority. 
4 Create opportunities for everyone to ventilate concerns honestly 

and openly. 
S Recognize that conflict can be used for identifying needed areas 

of change. 
6 Be supportive, not defensive, toward attempts to examine prob

lems. 
7 Seek advice from paid staff and be willing to accept and respond 

to that advice. 
8 Make certain that cooperative agreements and areas of involve

ment are understood by volunteers and paid staff alike. 

Overcoming Opposition to Volunteers 
At times, a sponsoring organization may not be supportive of a volunteer
based program and may not provide a setting which will encourage its 
growth. In that case, a coordinator may be called upon to correct the 
misconceptions of antivolunteer administrators and to address their spe
cific concerns. Knowles identifies three strategies for coping with this 
type of situation: ( 1) seek to change the larger organization and to educate 
its officials; (2) develop a semiautonomous organization within the larger 
organization, thus lessening mutual dependencies; or (3) negotiate gradual 
modifications in policies to allow a volunteer-based program to become 
increasingly autonomous. 15 

In regard to top-level administrators. Ivan Scheirer describes three 
types: (1) those visibly and vocally opposed to volunteers, (2) those who 
are unrealistically enthusiastic, and (3) those who offer passive support. 16 

For administrators who oppose voluntary efforts, as well as those who 
are overly enthusiastic, the following recommendations apply: 

1 Encourage them to visit successful volunteer-based programs or 
to accept visitors from successful programs. 

2 Involve them in volunteer activities within and without an organi
zation. 

3 Inform them of endorsements from others. 
4 Keep them apprised of the progress of the program. 

For administrators who offer passive support, the following recommenda
tions apply: 

1 Make them aware of the amount of time, expertise, and money 
available to conduct a volunteer-based program. 

15Malcolm Knowles, op. cit., p. 63. 
161van Scheirer, Orienting Paid Staff to Volunteers, National Information Center on 

Voluntarism, Boulder, Colo., 1972, p. 36. 
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2 Explain the nature of the contribution they would be asked to 
make to a volunteer-based program. 

3 Acquaint them with the potential benefits to themselves. 

Opposition to volunteer-based programs exists outside of an organi
zation as well. According to Schindler-Rainman and Lippitt, two such 
sources are women's groups and unions. 17 Women's groups, particularly 
the National Organization for Women, aim their criticism of voluntarism 
primarily at service groups, claiming that such activities degrade women 
and prevent them from entering the work force. Unions see in the vast 
potential of the voluntarism movement a danger that volunteers will be 
used as an excuse to take away jobs or reduce budgets. But Schindler
Rainman and Lippitt insist that "it is not the purpose of the volunteer 
movement in the United States to take paid work away from anyone." 18 

Upon closer examination, critics might discover that volunteering is 
a way for people to become fulfilled and that a decision to volunteer is 
individual and personal. Furthermore, if present trends hold, volunteer 
programs will increasingly attract both men and women, even though 
greater numbers of women are expected to enter the work force. As the 
voluntarism movement grows in stature and professionalism, criticisms 
will probably diminish. 

CONCLUSION 

The considerations and actions that have been discussed inevitably create 
a view of the kind of leadership required in volunteer settings. The discus
sion augments the view presented in the concluding remarks of Chapter 3 
concerning the multifaceted aspect of the role of a volunteer coordinator. 
It is a pivotal role whose responsibilities extend to many distinct groups of 
people within and outside an organization. Perhaps the most difficult as
pect of the role is to confront skeptical members of an organization who 
are reluctant to participate in a volunteer-based program. To a great ex
tent, a volunteer coordinator's command of administrative and guidance 
skills will prove to be the crucial factor in launching such a program and 
maintaining its viability. Special importance is attached to communication 
skills, which include sensitivity to others's needs and a realization that his 
or her leadership style will affect others' behavior, a propensity to quickly 
detect and break down barriers to effective communication, and an ability 
to manage conflicts. 

17Eva Schindler-Rainman and Ronald Lippitt, op. cit., pp. 44-45. 
18lbid. 
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Volunteer-Based 

Programs 

The purpose of this chapter is to explore the nature and practical applica
tion of volunteer-based program evaluation. To achieve this purpose, the 
following topics will be addressed: the meaning of evaluation, what to 
evaluate, points of evaluation, who should evaluate, selecting methods of 
evaluation, and frequent problems with evaluation, including an examina
tion of basic assumptions and misapprehensions. 

MEANING OF EVALUATION 

In attempting to define "evaluation," its nature and purpose, it is useful to 
examine several definitions. One definition reads: 

... a process by which evidence, criteria and judgments are used in manag
ing resources and facilitating accurate and appropriate decision making in 
areas of major importance. . . 1 

1Sara Steele, "Program Evaluation as an Administrative Concept," paper delivered at 
AERA Annual·Meeting, New Orleans, Feb. 28, 1973, p. 8. 
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Evaluation, then, is a strategy which enables the volunteer coordinator or 
other decision makers to make enlightened decisions about the distribu
tion of program resources such as time, funds and people. Evaluation is 
not the exclusive domain of skilled consultants. Rather, it is a collabora
tive, ongoing activity that might involve many people associated with a 
volunteer-based program. 

Another definition recognizes evaluation as a multipart activity: 

Evaluation is the determination (whether based on opinions, records, subjec
tive or objective data) of the results (whether desirable or undesirable; tran
sient or permanent; immediate or delayed) attained by some activity 
(whether a program or part of a program ..... an ongoing or one-shot ap
proach) designed to accomplish some valued goal or o~jective (whether ulti
mate, intermediate, or immediate. effort or performance. long or short 
range). This definition contains four key dimensions: (I) Process-the "de
termination"; (2) Criteria-the .. results"; (3) Stimulus-the .. activity"; and 
(4) Value-the .. objective." The scientific method with its accompanying 
research techniques then provides the most promising means for "determin
ing" the relationship of the "stimulus" to the "objective" in terms of mea
surable .. criteria. " 2 

Evaluation is, therefore, based on a plan. Certain aspects of the plan 
require predetermination, such as what will be evaluated, the criteria for 
measurement; the methods used, and how the results will be used. 

A third definition recognizes the broad nature and purpose of evalua
tion as 

. . . a process of examining certain objects and events in the light of specific 
value standards for the purpose of making adaptive decisions.3 

The implication is that the purposes of evaluation can be very specific, 
especially when the standards are specific. Understanding various pur
poses increases the value of conducting evaluation for all concerned. The 
following list relates a wide variety of purposes: 

1 To assess the effectiveness of program components such as plan
ning, recruitment, and training. 

2 To help determine the benefits and/or detriments of program ex
pansion or reduction. 

2 Edward A. Suchman, Evaluative Research, Russell Sage Foundation, New York, 
1967, pp. 31-32. 

3 C. F. Paulson, A Strategy for Evaluative Design, Teaching Research, Oregon State 
System of Higher Education, Monmouth, Oreg., 1970, p. 1, as used in Arde'! Grotelueschen 
et al., Evaluation in Adult Basic Education: How and Why, Interstate Prmters and Pub
lishers, Danville, Ill. 1976, p. 17. 
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3 To document successes, and consequently avoid institutional crit-
icism. 

4 To account for program expenditures. 
5 To determine the appropriateness of the content area. 
6 To ascertain the strengths and weaknesses of program personnel. 

Clearly, there are multiple purposes, or combinations of them, for 
conducting an evaluation. Arden Grotelueschen believes that most of 
them can fit into the broad evaluative categories of past events, present 
events, and future events, or, as he terms it, "past activities, or out
comes; current program activities; and possible future actions." 4 The dis
tinction is useful for pointing out the time-related differences among ac
countability, program improvement, and planning. 

WHAT TO EVALUATE 

An understanding of the purposes of evaluation and an awareness of what 
kind of information is required are prerequisites for determining what is to 
be evaluated. As an ongoing process, evaluation begins with the initial 
planning phase when program components such as recruitment and train
ing are defined. Of particular importance are objectives, which should be 
constructed in such a way that they can be measured or observed. For 
example, if twelve volunt.eers are to be recruited to tutor non-English
speaking adults 2 hours per week for a year, measurable criteria for suc
cess may be predetermined, such as student performance on the conver
sational level, volunteer attendance, and the effects of training on 
volunteer performance. The initial design of the evaluation process pro
vides a plan for the measurement of program components in a system
atic manner. 

What is evaluated, then, are program components, especially objec
tives. The following selective list presents such measurable program com
ponents: 

1 Program design 
a Program planning 
b Job design 
c Facilities 
d Coordination with paid staff 

2 Selection 
a Recruitment 
b Interview 
c Selection decision 

4Arden Grotelueschen, '"Evaluation," in a book to be published by the Adult Educa
tion Association and Jossey-Bass. 
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3 Socialization and Training 
a Orientation and preservice training 
b Placement 
c In-service training 

4 Guidance 
a Supervision 
b Motivation 
c Recognition 

5 Administration 
a Community linkages 
b Records and reports 
c Budget 
d Evaluation design 

POINTS OF EVALUATION 

CHAPTER EIGHT 

Program components are not easily measured by themselves. It may be 
insufficient, for example, simply to know that a training activity has oc
curred. In order to produce meaningful information, the components need 
to be made operational and defined in measurable, action-oriented terms. 
Some components may be defined in terms of objectives which become 
the points of evaluation. For example, one objective of in-service training 
may be to introduce volunteers to the use of a new technique. In that 
instance, information would be sought regarding the utility and frequency 
of use of that technique. Other components that might be treated in this 
way are cost efficiency, anticipated results, unanticipated results, volun
teer performance, student achievement, volunteer satisfaction, or turn
over rate. Points of evaluation must be measurable and should be prede
termined. In addition, we might ask ourselves what criteria can be used to 
evaluate the morale of volunteers? Absenteeism, turnover rate, and the 
feelings of the volunteers may come to mind. Yet, if morale was also to be 
measured in terms of how frequently and willingly volunteers attend 
training sessions, the need and provision for training would require prede
termination. 

Some components can be made operational according to subactivi
ties. Recruitment, for example, suggests subactivities such as the success 
of public relations methods, printed materials, and the electronic media. 
The efforts spent formulating objectives from major goals during the plan
ning process should also facilitate the evaluation process. 

As for specific standards used to judge points of evaluation, they are 
usually predetermined by program personnel. Acceptable standards for 
measurement, or criteria for success, serve to guide an evaluation. It may 
be unrealistic to assume that a single acceptable standard of success ex
ists for all agencies. Perhaps more realistic is the assumption that the 
specific nature of criteria for success should differ among programs. Nev
ertheless, as Figure 8-1 shows, it is possible to view program components 
in terms of measurable points of evaluation. 



Program components 

I. Program design 
1. Program planning 

2. Job design 

3. Facilities 

4. Coordination with paid staff 

11. Selection 
5. Recruitment 

6. Interview 

Criteria for measurement 

• The resulting objectives 
• The achievement of objectives 
• Adherence to objectives 
• Program outcomes 
• Satisfaction of volunteer coordinator 
• Satisfaction of higher level decision 

makers 

• Satisfaction of students or clients 
• Satisfaction of volunteers 
• Satisfaction of volunteer coordinator 
• Turnover rate 
• Absenteeism rate 
• Opinion of paid staff 
• Number of unplaced volunteers 
• Number of unfilled volunteer jobs 

• Working environment 
• Storage space 
• Lighting 
• Seating 
• Frequency of audio and visual distrac

tions 

• Cost 

• Paid staff's knowledge of the purpose 
of the volunteer-based program 

• Time expended by paid staff 
• Level of involvement of paid staff 
• Adherence to written guidelines of 

cooperation 
• Volunteer's knowledge of organization 

• Time and effort expended 
• Cost 
• Success of promotional methods used, 

such as newspaper, radio. and television 
• Turnover rate 
• Sources of volunteers 
• Placement/nonplacement rate 
• Performance of volunteers 
• Satisfaction of volunteers 

• Suitability of interview design or written 
interview guide 

• Qualifications of interviewers 
• Turnover rate 
• Quality and accuracy of information 

given to volunteer 
• Time spent interviewing 
• Opinion of volunteers 

Figure 8-1 Selected criteria for measurement. 



Program components 

7. The selection decision 

111. Socialization and training 

Criteria for measurement 

• Number of volunteers accepted 
• Number of volunteers refused 
• Terms of volunteer agreement 
• Criteria for selection 
• Agreement and adherence to termination 

date 
• Turnover rate 

8. Orientation and preservice training • Assimilation process for new volunteers 

9. Placement 

10. In-service training 

IV. Guidance 
11 . Supervision/motivation 

• Degree and evidence of teamwork, group 
cohesiveness, and democratic process 

• Methods and techniques used 
• Resources expended 
• Evidence that skills, attitudes, or knowl-

edge learned is appropriate to the job 
• Volunteer motivation and enthusiasm 
• Opinions of paid staff 
• Nature of information available to the 

volunteer 

• Choices offered volunteers 
• Turnover rate 
• Criteria used for placement 
• Satisfaction of volunteers 
• Satisfaction of paid staff 

• Frequency and duration 
• Resources expended 
• Evidence that learning occurs 
• Methods and techniques used 
• Interest level 
• Attitude of volunteers 
• Turnover rate 
• Evaluation of training sessions 
• Volunteer performance 
• Evidence that skills, attitudes, and 

knowledge of volunteers are appropriate 
to the assignment 

• Opinion of volunteers 

• Adherence to employment agreement 
• Evidence of sponsorship of volunteers 
• Motivation techniques used 
• Recognition techniques used 
• Number of reassignments 
• Amount of job rotation 
• Type of climate 
• Goals of volunteers 
• Turnover rate 
• Volunteer satisfaction 
• Group spirit 
• Methods of volunteer appraisal used 
• Communication flow 
• Accessibility of volunteer coordinator 



Program components 

12. Management 

13. Recognition 

V. Administration 
14. Community linkages 

15. Records and reports 

16. Budgeting 

17. Evaluation 

Figure 8-1 (Continued, opposite and above) 

Criteria for measurement 

• Type of leadership demonstrated 
• Nature of hierarchy 
• Problem-solving techniques used 
• Amount of delegation of responsibility 
• Clarity and specificity of responsibilities 
• Cooperation of organization 
• Nature of community linkages 
• Resources expended 
• Adequacy of planning 
• Organizational relations 
• Volunteers' opinion of management 
• Turnover rate 
• Dynamics of the volunteer group 

• Scheduled events 
• Opinion of volunteers 
• Publicity techniques used 
• System of rewards of incentives, i.e., 

certificates, pins, plaques 

• Time and effort spent recruiting, includ
ing number of speaking engagements and 
joint campaigns 

• Types of linkages planned 
• Types of linkages realized 
• Opinion of administrative decision makers 

• Type of data available 
• Type of data required 
• Purpose of records and reports 
• Time spent 
• Depth of coverage 

• Proposals written 
• Sources of funding 
• Allocation of funds 
• Clarity of records 

• Purposes 
• What is evaluated 
• Criteria chosen 
• Time and money spent evaluating 
• Frequency of evaluation 
• Utility of results 
• Reliability of results 
• Methods and techniques used 
• Evidence that results are usable 
• Evidence that results are shared 
• Evidence that results are acted upon 
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The sample listing of points of evaluation in Figure 8-1 could directly 
assist an evaluator in making selected program components operational. 
However, the main intention of such a listing is simply to demonstrate the 
necessity and feasibility of defining major areas of evaluation in measur
able terms. Of course, certain components are more difficult to make op
erational than others. In evaluating the morale of a program, for example, 
one may never be sure that the criteria are exhaustive. However, in most 
cases, a little information is better than none. 

To further illustrate the importance of points of evaluation, one item 
will be selected and made operational for each program component in 
Figure 8-1. Such treatment should reveal the value of predetermining 
points of evaluation. It is not to be assumed that each of the examples in 
Figure 8-2 is equally applicable to every institution or agency. 

THOSE WHO SHOULD EVALUATE THE PROGRAM 

Involving a variety of people in the evaluation process has several advan
tages. First, it allows them to become more familiar with the volunteer
based program. Second, it fosters a sense of belonging and may increase 
morale among the paid staff. Third, a wide range of opinions from a vari
ety of vantage points often leads to a more valid evaluation. The com
ments given below relate to the different groups that should be involved in 
the evaluation process. 

Volunteers 

If we want to know what volunteers experience, how they feel, what their 
motivations and goals are, and what suggestions they have for program 
improvement, why not ask them? Their judgments are important because 
each individual has a unique view of the program. 

Paid Supervisory Staff 

Paid supervisory staff directly associated with volunteers also hold spe
cific views of the program-its trends, leadership, and potential-and 
may be a source of much data. A possible drawback is that competing 
demands and ego involvement may intrude when paid staff work with 
particularly capable volunteers and form a biased opinion of the program 
as a whole. For example, as a relationship of mutual respect develops 
between a volunteer and a paid staff person, the latter may lose impartial
ity toward a volunteer's performance. 

Other Paid Staff 

Although other paid staff are indirectly involved with a volunteer-based 
program, not with its day-to-day activities, they can add another perspec
tive to the evaluation process by explaining how they have been affected 
by the program and what attitudes they hold toward volunteers. 



Program components 

Program planning 

Job design 

Facilities 

Coordination with paid staff 

Recruitment 

Interview 

The selection decision 

Orientation and preservice training 

Making points of evaluation operational 

As a point of evaluation, program outcomes, 
such as a well-balanced group of volunteers from 
the various segments of the community, are im
portant criteria to measure the effectiveness of 
program planning. 

A point of evaluation for job design is the number 
of unplaced volunteers. If it is extraordinarily 
high, an evaluator might recommend a review of 
the nature and variety of volunteer positions. Of 
course, agency personnel would decide how many 
unplaced volunteers the program could tolerate. 

An evaluation of facilities may include a determina
tion of the adequacy of natural and artificial 
lighting by taking into account the opinions of 
volunteers and clients. 

A helpful point often used to evaluate coordina
tion with paid staff is the time expended by paid 
staff with volunteers, especially if thought to be 
insufficient. If this is the case, a volunteer co
ordinator would be advised to consider the extent 
of social interaction. 

One important point in evaluating recruitment is 
the successful use of promotional media such as 
newspapers, radio, and television. A measure of 
a program's success may be found by comparing 
predetermined objectives with a~tual outcomes. 
For example, if an objective of a radio advertise
ment is to recruit fifty listeners and only two 
enroll, then it would appear that the radio ad
vertisement is not effective in reaching prospective 
volunteers. 

An evaluation of the interview process might in
clude measuring the turnover rate and scrutinizing 
its fluctuations over time. What constitutes an 
acceptable turnover rate will vary from program to 
program. Undoubtedly, the quality of the interview 
process has much to do with turnover rate. 

Measuring the number of volunteers accepted is 
one example of a point of evaluation. If the num
ber of volunteers accepted into a program falls 
short of expectations, this would indicate that the 
selection criteria need further examination. 

Evidence that skills, attitudes, and knowledge 
learned is appropriate to the job can be mea-
sured by observing participants in their work to 
determine if the content of training sessions is 
being applied. If not, the reasons for this in
adequacy should be sought from the volunteers. 

Figure 8-2 Making points of evaluation operational. 
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Figure 8-2 (Continued) 

Making points of evaluation operational 

As a point of evaluation, satisfaction of volunteers 
can be elicited, revealing the degree to which they 
enjoy their work. Subsequent evaluations may 
provide additional insights into volunteer satisfac
tion. 

One point that might be used to evaluate in-service 
training is the success of the training sessions, 
which may be measured by assessing participant 
satisfaction. 

The rate of job rotation is a popular point of 
evaluation when assessing morale. The frequent 
use of job rotation as a managerial technique 
indicates that serious attempts are being made 
to increase morale. 

A measurable point of evaluating management 
is assessing appropriateness of the type of leader
ship demonstrated. An evaluator may seek to 
understand the opinions of volunteers regarding 
the leadership of the volunteer coordinator. 

One point of evaluation is the appropriateness of 
the system of rewards and incentives, such as 
certificates, pins, and plaques. By carefully sur
veying volunteers, an evaluator gains important 
information regarding recognition. 

Types of linkages realized, or the number and 
nature of agreements made between the volunteer 
program and other community agencies, can be 
confirmed simply by asking the volunteer co
ordinator. 

An examination of the time spent on records 
and reports is a key point of evaluation. Either 
too much or too little time spent.on records 
and reports justifies the attention of an evaluator. 

The nature and sources of funding is a significant 
point of evaluation. An evaluator may scrutinize 
the actual sources of funding and rate them ac
cording to the amount of flexibility allowed by 
the granting agency. It is necessary to bear in 
mind the period of time for which funding is made 
available. A continuing dependency on short-term 
funding diverts energies away from other aspects 
of a program. 

Evaluation is an ongoing process. The very fact 
that the administrator acknowledges the im· 
portance of evaluation is itself a positive indicator 
of the quality of the program. 
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Volunteer Coordinator 

Since the major responsibility for volunteers falls on the shoulders of a 
volunteer coordinator, he or she is perhaps in the best position to under
stand program strengths and weaknesses and to guide the implementation 
of evaluation. Furthermore, because a volunteer coordinator must act 
upon the results of an evaluation, he or she should certainly understand 
where the information came from and how it was obtained. 

Outside Experts 

Evaluation experts who are unfamiliar with a program may offer skilled 
methods of obtaining data and objective means for its interpretation. Con
sultants are commonly used in situations demanding objectivity. Disad
vantages of employing consultants include the additional costs incurred 
and their limited knowledge of program aspects such as historical back
ground, politics, or attitudes. 

Administrative Decision Makers 

Involvement of organization officials seems advantageous because it of
fers the possibility of building rapport with them. Although they may not 
be familiar with all the details of a program, their special vantage point 
might allow for a more holistic view that could lead to helpful judgments 
and subsequently to program improvement. 

Community Representatives 

When a volunteer program relies on community involvement and support 
(as it often must), representatives from the community might offer good 
advice in such matters as the "image" of the program, recruitment tech
niques, and public relations. 

Advisory Board Members 

As representatives of the community who possess intimate knowledge of 
the program, members of the advisory board might provide helpful insight 
concerning administrative policies, such as community linkages and pub
lic relations. 

Students or Clients 

Considerable importance should be attached to the opinions of students 
or clients-those who may be most affected by the volunteer-based pro
gram. An obvious concern relates to whether progress has been made 
toward achieving their goals. 

As we have tried to show, there are advantages to using a variety of 
people in the evaluation process~ Yet certain individuals are in a better 
position than others to evaluate some aspects of a program. The restate-



Program components Evaluator 

I. Program design 
1. Program planning • Outside experts 

• Administrative decision makers 
• Volunteer coordinator 

2. Job design • Students or clients 
• Volunteers 
• Volunteer coordinator 
• Paid staff 

3. Facilities • Students or clients 
• Volunteers 
• Volunteer coordinator 

4. Coordination with paid staff • Administrative/decision makers 
• Volunteer coordinator 
• Paid staff 
• Volunteers 

11. Selection 
5. Recruitment • Outside expert 

• Volunteer coordinator 
• Volunteers 
• Community representatives 

6. Interview • Interviewer 
• Volunteer coordinator 
• Volunteers 
• Outside expert 

7. The selection decision • Volunteer coordinator 
• Volunteers 

111. Socialization and training 
8. Orientation and preservice training • Program planner 

• Volunteer coordinator 
• Presenter 
• Participants 
• Outside expert 

9. Placement • Volunteer coordinator 
• Paid staff 
• Volunteers 
• Students or clients 

10. In-service training • Program planner 
• Volunteer coordinator 
• Presenter 
• Participants 
• Outside expert 

Figure 8-3 Who should evaluate. 
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Program components Evaluator 

IV. Guidance 
11. Supervision/motivation • Volunteer coordinator 

• Volunteers 
• Paid staff 
• Outside expert 

12. Management • Administrative decision makers 
• Volunteer coordinator 
• Volunteers 
• Outside expert 

13. Recognition • Volunteer coordinator 
• Paid staff 
• Volunteers 

V. Administration 
14. Community linkages • Administrative decision makers 

• Volunteer coordinator 
• Community representatives 
• Outside expert 

15. Records and reports • Administrative decision makers 
• Volunteer coordinator 
• Volunteers 

16. Budgeting • Funding source representative 
• Volunteer coordinator 
• Administrative decision makers 

17. Evaluation • Outside expert 
• Volunteer coordinator 
• Volunteers 
• Administrative decision makers 

Figure 8-3 (Continued) 

ment of program components in Figure 8-3 is accompanied by suggestions 
concerning who should evaluate each component. 

Figure 8-3 suggests that people will be vitally concerned with se
lected evaluation activities because of the nature of their involvement 
with the program. For example, paid staff will be most aware of program 
components related to their own supervisory responsibilities such as job 
design, coordination with paid staff, placement, and supervision motiva
tion. The volunteer coordinator, because of his or her responsibilities to 
the program as a whole, would not be totally excluded from the evaluation 
of any program aspect. However, when objectivity is demanded, he or 
she may wish to assume a passive role. For higher-level decision makers 
who must be concerned with the well-being of the entire sponsoring orga
nization, it is suggested that they be involved with the evaluation of such 
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components as program planning, coordination with paid staff, manage
ment, community linkages, records and reports, budgeting, and evalua
tion. 

WHEN TO EVALUATE 

Thus far it has been suggested that evaluation be introduced during the 
program planning phase and continue as an ongoing activity. Of course, 
this does not mean that elaborate evaluation schemes should be con
ducted on a daily basis. Rather, the timing of evaluation depends upon 
what aspect of a program is being assessed and the intended uses of the 
results. Examples of times when evaluation should be conducted include: 
before reporting to a funding source, before annual program planning, 
following preservice or in-service training sessions, or when crises arise. 
Figure 8-4 shows more precisely the timing of evaluation of particular 
program components by associating what is to be evaluated with a time 
specification. 

Program components When 

I. Program design 
1. Program planning • Upon completion and continually in an 

informal way 
2. Job design • Annually 
3. Facilities • Annually 
4. Coordination with paid staff • Annually 

11. Selection 
5. Recruitment • Following recruitment activities 
6. Interviewing • Monthly 
7. Final selection decision • Monthly 

111. Socialization and training 
8. Orientation and presservice training • At the conclusion of sessions 
9. Placement • Monthly 

10. In-service training • At the conclusion of each session 

IV. Guidance 
11. Supervision/motivation 
12. Management 
13. Recognition 

V. Administration 
14. Community linkages 

15. Records and reports 
16. Budget 

17. The evaluation design 

Figure 8-4 When to evaluate. 

• Several weeks following each session 

• Continually in an informal way 
• Annually 
• Annually 

• Annually or prior to establishing new 
linkages 

• Annually 
• Monthly or before each advisory board 

meeting 
• Annually 



EVALUATION OF VOLUNTEER-BASED PROGRAMS 

SELECTING METHODS OF EVALUATION 

111 

An impressive array of data collection techniques is available within the 
social sciences for the purpose of determining facts, beliefs, attitudes, 
standards of action, and reasons for policies and behavior. Furthermore, 
elaborate correlative schemes and statistical procedures can be used to 
judge the significance, reliability, and validity of information. The selec
tion of such tools depends largely upon the precision demanded of the 
data, the type of analysis desired, and the purpose of the information. 
Much needed information can be found by using a few techniques such as 
questionnaires, interviews, the examination of records, and observation. 
Choices among them can be made easier by examining their advantages 
and disadvantages. 

Questionnaires 

The art of constructing valid and reliable questionnaires involves translat
ing what needs to be measured into clear and understandable questions 
which can be interpreted similarly and consistently by the respondents. 
Such uniformity of wording helps to ensure uniformity of measurement. 

Advantages of Questionnaires 

1 They can be cost-efficient. 
2 They provide ease of administration and tabulation. 
3 Large numbers of people can be surveyed at one time. 
4 They can be distributed through the mail. 
5 Confidentiality can be guaranteed. 

Disadvantages of Questionnaires 

1 They can be burdensome to the respondent. 
2 Questions may force choices and opinions. 
3 The range of choices may be limited. 
4 Biases may affect reliability of the questions. 
5 The return rate may be low. 
6 The meaning of questions may differ from person to person. 
7 Questions may not address all of the important problems as per

ceived by respondents. 

Interviews 

Interviews are face-to-face encounters between an evaluator and a re
spondent. They may be structured or informal. In a structured interview, 
an evaluator uses a list of questions to guide the flow of the conversation. 
Skillful evaluators attract and hold the interest of respondents, while guid-
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ing them from item to item. The manner and the language of an evaluator 
can affect the results. 

Advantages of Interviews 

1 Interviews can be used for everyone involved with the program. 
2 Information gained tends to be complete. 
3 Flexibility exists for asking important questions. 
4 An allowance can be made for probing. 
S They offer an opportunity for the information to be validated. 
6 The response rate is usually high. 
7 There is less chance to misinterpret a question or definition. 
8 More information may be obtained from an interview than from a 

questionnaire. 

Disadvantages of Interviews 

1 Large amounts of time and money are often required. 
2 A high level of expertise is needed. 
3 Many factors such as attitudes, situational factors, and setting af

fect the results. 
4 Trust must be established even though confidentiality cannot be 

guaranteed. 
5 Interviewers' biases may affect the validity of the questions. 
6 Questions may not help solve the problem. 
7 The wording of questions may change from interview to inter

view. 
8 Data may be difficult to analyze. 

Program Records 

If a volunteer coordinator has foresight, he or she will establish a record
keeping system that will facilitate evaluation. The task of evaluation be
comes eased when access can be gained to goal statements, agreements, 
and other records that have been carefully maintained. Records concern
ing recruitment, selection criteria, placement, training, supervision, and 
evaluation are particularly helpful. In general, records provide useful pro
gram development information for an evaluation team to consider. 

Advantages of Program Records 

1 Records tend to supplement other data. 
2 They are convenient. 
3 They may provide a beginning for the data collection process. 
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Disadvantages of Program Records 
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1 Viewing records may not meet with the approval of all concerned. 
2 Records may be difficult to interpret. 
3 Definitions of terms may differ, causing misleading information. 
4 Validity and reliability may be low. 
5 Records may be incomplete. 
6 Records may be inaccessible (Privacy Act). 

Observation 

Perhaps the most frequently used evaluation technique is observation. 
Observing reactions to training and recognition events, for example, may 
provide clues to a person's level of satisfaction. As a useful evaluation 
technique, observation is neither casual nor unplanned. A deep level of 
understanding of what is to be evaluated and a systematic strategy for 
finding and recording information are required. Furthermore, an observer 
must come to terms with those biases and expectations which may influ
ence the information-gathering procedures. An observer must be well 
trained to be effective. 

Advantages of Observation 

1 An observer can be unobtrusive. 
2 Unexpected results can be taken into account. 
3 Interesting and useful insights about program procedures may be 

found. 
4 More information may be obtained by observation than by an in-

terview. 

Disadvantages of Observation 

1 Large amounts of time may be required. 
2 Not all situations are conducive to good observation. 
3 An observer cannot manipulate the data. 
4 A systematized method of recording data is required. 
5 It is often difficult to discern a person's true beliefs by observa

tion. 
6 An observer's biases can easily influence the quality of the 

results. 

The selection of a data-gathering technique should take into consider
ation not only the type of information sought but also the source of infor
mation. For example, asking a student of adult basic education to tackle a 
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Program components 

I. Program design 
1. Program planning 

2. Job design 

3. Facilities 

4. Coordination with paid staff 

11. Selection 
5. Recruitment 

6. Interview 

7. The selection decision 

111. Socialization and training 
8. Orientation and preservice training 

9. Placement 

10. In-service training 

Figure 8-5 Methods of evaluation. 

CHAPTER EIGHT 

Methods of evaluation 

• Interview 
• Records 
• Questionnaire 
• Observation 

• Interview 
• Records 
• Questionnaire 

• Interview 
• Observation 

• Interview 
• Records 
• Questionnaire 

• Interview 
• Records 
• Questionnaires 

• Interview 
• Records 

• Records 

• Interview 
• Questionnaire 
• Observation 

• Interview 
• Records 

• Observation 
• Records 
• Interview 

complicated questionnaire is clearly inappropriate. Similarly, asking for 
the volunteer's opinions of the leadership ability of the volunteer coordi
nator in a group situation is inappropriate. 

Figure 8-5 repeats the program components and matches them with 
suggested methods of evaluation. 

PROBLEMS OF EVALUATION 

Even the most carefully designed evaluation plan faces potential prob
lems. For example, many important program aspects such as the climate 
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Program components Methods of evaluation 

IV. Guidance 
11. Supervision/motivation • Observation 

• Interview 
• Records 

12. Management • Records 
• Interview 
• Questionnaire 

13. Recognition • Observation 
• Interview 
• Records 

V. Administration 
14. Community linkages • Records 

• Interview 

15. Records and reports • Records 
• Interview 

16. Budget • Interview 
• Records 

17. The evaluation design • Records 
• Observation 
• Interview 

Figure 8-5 (Continued) 

and the leadership style of the volunteer coordinator simply cannot be 
easily measured. In addition, it is probably true that certain unintended 
beneficial results of volunteer programs escape the attention of some 
evaluation designs. One reason is that volunteer-based programs are fluid 
situations, in which such variables as attitudes and values can change 
with unpredictable regularity and speed. Other common problems of eval
uation include: 

1 Lack of agreement about program goals and components. 
2 Ill-defined and unmeasurable objectives. 
3 Absence of a preconceived plan. 
4 Lack of a purpose for evaluating. 
S Neglect of hard-to-measure aspects, such as attitudes, secondary 

consequences, and values. 
6 Neglecting to inform people associated with the program of the 

intended use of results. 
7 Failure to take action on the results. 
8 Spending more time and money than necessary. 
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CONCLUSION 

In this chapter, evaluation has been viewed as an ongoing strategy of 
gaining information for program improvement. Its achievement is usually 
based on a logical plan of action which includes the reasons for evalua
tion, determining what to evaluate, specifying the points of evaluation, 
deciding upon who should do evaluation, and selecting methods of evalu
ation. It should be recognized that the specific criteria used to judge 
points of evaluation or acceptable standards for success are unique to 
every program. The determination of such a strategy at the initial planning 
phase often leads an evaluation to become a purposeful and useful pro
gram activity. A considerable amount of expertise is required to perform 
an adequate evaluation; yet even if outside help is sought, it should be 
remembered that a good evaluation is collaborative in nature, often in
volving an entire roster of program personnel, volunteers, and students. 



Appendix A 

National and 
International 

Associations for 
Voluntarism 

Voluntarism, which finds expression in the volunteer and voluntary 
action, is an emerging field not only in the United States but in other 
countries as well. In 1951, an association of volunteer bureaus was 
formed as a constituency-based organization responding to growing needs 
for the exchange of information and experience to administer community
based volunteer coordination agencies in the United States and Canada. 
In 1966, the National Information Center on Volunteerism (NICOV) grew 
out of a criminal justice volunteer program in Boulder, Colorado. NICOV 
developed a resource collection of over 8,000 documents, including over 
200 research and evaluative studies. Its major objective has been to pro
vide technical services to the leadership of volunteer programs in all hu
man services areas. In 1970, the National Center for Voluntary Action 
(NCV A) was organized to stimulate new responses to America's most 
pressing needs through the greater recognition, utilization, and coordina
tion of volunteers. NCV A and some 300 Voluntary Action Centers (V AC) 
have served organizations that rely on volunteers to carry out their pro-

117 
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grams. In 1980, NCVA merged with NICOV to form a new organization, 
VOLUNTEER: The National Center for Citizen Involvement. The new 
organization hopes to expand on the combined strengths of the two 
former organizations and facilitate citizen participation of all kinds, in
cluding community development. New publications will emerge from the 
organization, and the enduring ones, such as the quarterly publication 
Voluntary Action Leadership, will continue. 

In 1973, the Association of Voluntary Action Scholars (AVAS) was 
organized at Boston University and, in 1977, relocated to Boulder. This 
organization, which draws its membership from twenty academic fields, 
disciplines, and professions, has as its goal the bringing together of re
searchers interested in voluntarism and practitioners. AVAS publishes 
the quarterly journal Voluntary Action Research, and copublishes Volun
teer Administration with AAVS. It also publishes a Bibliography and Ab
stracts File. Another national organization, the Association for Adminis
tration of Volunteer Services (AAVS), focuses on the generic nature of 
the field and the common interests shared by volunteers, regardless of the 
setting. This organization grants certification (called-CAVS, or Certified 
Administrator of Volunteer Service) to administrators of volunteers. 

In 1975, the above organizations appeared among seventeen major 
national organizations which organized the Alliance for Volunteerism. 
This organization, developed with funding from the Lilly Foundation, 
sought to encourage cooperation and unified action through communica
tion across groups. The alliance has led to the relocation of AVAS, 
AAVS, and a satellite office of AVB, all of which share office space with 
VOLUNTEER. Conferences among AVAS, AAVS, and AVB are co
sponsored, and cooperative linkages are being developed within publica
tions, e.g., Volunteer Administration. 

A number of universities have begun to address the need for profes
sionally trained persons to manage volunteers. Two which have full de
gree programs are Antioch University (Baltimore) and Lindenwood Col
leges (Washington, St. Louis, and Santa Monica). Others have developed 
courses in voluntarism. 

The movement to stimulate interest in voluntarism, supply assistance 
to administrators of volunteers, and provide a research base for volunta
rism can be seen elsewhere as well. In England, the Volunteer Centre was 
opened in 1973 in response to the Aves repo~t. The centre has three areas 
of activity: collecting and disseminating information on voluntary and 
community involvement; advising on the training of volunteers and of the 
people who work with them; and discussing with statutory and voluntary 
authorities possibilities for extending voluntary participation. The centre 
has published two extensive directories, Research into Community In-
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volvement, which cover research carried out by universities, voluntary 
organizations, statutory bodies, and community health councils. A Brit
ish association, patterned after AVAS, has been initiated by Dr. David 
Zelden at the Open University in London. One of its major initiatives is 
international voluntarism, and it has held special sessions for European 
and Third World members. 
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Sample Job Descriptions 

Midcoast humanities center job description 

JOB: 
JOB SUMMARY: 

SPECIFIC DUTIES: 

QUALIFICATIONS: 

120 

WORKING 
CONDITIONS: 

CONTACT: 

Volunteer proposal writer 

The Midcoast Humanities Center was inaugurated 2 years ago to 
provide cultural opportunities to the Greater Midcoast area (200 
square miles). Through the book sharing club, the film review 
club, and the summer theater, the center has attracted more 
than 200 participants. There are five full-time staff and over 50 
volunteers. It is hoped that services will be expanded. However, 
funding is currently limited to one source, which is expected 
to terminate its contribution next fall. A proposal writer is 
expected to seek new sources of funding and apply for grant 
awards. He or she should be prepared to produce a proposal on 
a monthly basis. 

Specific duties include understanding funding guidelines, com
prehending the goals of the center, assisting in the continued 
development of its philosophy, identifying needs, identifying 
sources of funding, writing narratives, preparing a budget, and 
meeting funding source guidelines. 

Qualifications include experience with the humanities, writing 
ability, and a desire to help the center expand its activities. 

The person selected will be offered the use of a desk and office 
equipment and will share the services of a full-time secretary. 
Hours are flexible. Admission to all center events and discounts 
on books, paintings, and sculpture are available. Meetings with 

board monthly. 

Mrs. Harold Steinbrenner at 372-9781. 
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Volunteer tutors needed (Bayview Educational Enrichment Program) 

JOB: 
JOB SUMMARY: 

SPECIFIC DUTIES: 

QUALIFICATIONS: 

WORKING 
CONDITIONS: 

CONTACT: 

Volunteer reading tutor 

Thirty volunteers are being sought to tutor illiterate adults. The 
Bayview Educational Enrichment Program (BEEP, has been in 
existence for 12 years. and is funded by the State Office of Edu• 
cation and by foundation grants. Sixty teachers are employed 
on a part-time basis. BEEP enrolls approximately 1000 adults 
per year in a variety of academic and leisure courses. Volunteers 
will work with one student each for an hour a week for a period 
'ot one year. 

Responsibilities include diagnosing, placing. instructing and 
evaluating the student. Volunteers will select materials, methods, 
and techniques for instructional purposes and will fiJe periodic 
reports. A 30-hour training session is made available to the 
volunteers. 

Qualifications include willingness to learn and success on a qual• 
ifying exam. Experience in educational settings is desirable. 

Volunteers may utilize the child care facilities and .cafeteria on 
Wednesday nights and are invited to the annual volunteer ban• 
quet. Numerous skill training opportunities are available. 

Mr. Joseph Jacobs 
Volunteer Coordinator 
BEEP 
1200 Ridgeland Road 
Phone:429-7300 
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Techniques 

By "techniques" we mean those learning activities an instructor selects 
as being best suited to the needs of the learners, the objectives that have 
been set, and the availability of those activities. A technique, or a combi
nation of techniques, is often employed in conjunction with devices 
(books, films, tapes, and so on), which will be discussed in Appendix D. 
The techniques discussed below1 include lecture, panel, group discussion, 
buzz group, role play, process demonstration, field trip, and case study. 
For the sake of clarity, each technique is broken down into its structure, 
purpose, advantages, limitations, instructor's role, and learner's role. It is 
recognized that the instructor and learner may discover other advantages, 
limitations, and descriptions of their roles. 

I Lecture 
A Structure 

A formal oral presentation in which a one-way communication 
pattern dominates. 

1John A. Niemi, The Trainer's Manual, Girl Guides of Canada, Toronto, 1971 (re
vised). 

122 
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B Purpose 
The primary purpose of the lecture is to impart information. 
The instructor may introduce a new subject or relate new mate
rial to content which has been taught before. The instructor 
may also give directions for a learning task to be developed by 
another technique. 

C Advantages 
1 An appropriate technique when the particular information 

is not available by other means. 
2 Valuable for presenting material which must be organized in 

a certain manner for a special group. 
D Limitations 

1 Learner has no opportunity to participate. 
2 Not an appropriate technique if the objective of the learning 

session involves the application of skills or information. 
3 Usually complex or technical material can be handled with 

only limited success. 
E Instructor's role: Preparing the lecture 

1 Determine its purpose. 
2 Select relevant information. 
3 Identify the major areas to emphasize and arrange them in 

logical order. 
4 Support arguments with statistics and illustrations of var

ious kinds. 
5 Select audio and/or visual aids to illustrate material. 
6 Decide on any reading for learners to do before the lec

ture. Give them the actual material to be read, a list of 
references, or both. 

7 Preferably, use short sentences and simple language. 
8 Summarize the main points. 
9 Give illustrations that enable learners to relate material to 

their experiences. 
10 Suggest other sources of information (for example, books 

and films) for further study of the topic. 
F Instructor's role: Giving the lecture 

1 Try to engage the attention of the class at the start through 
an interest-catching opening, e.g., a humorous story of a 
personal experience related to the topic. 

2 By your tone and manner, create an atmosphere in which 
your audience will become receptive to your ideas. 

3 Avoid reading the entire presentation. You should know 
your subject well enough to use your notes only as a guide 
and a source of direct quotations. 

4 Speak clearly, enunciating carefully. 
5 Adjust your rate of speaking to your material and your audi

ence, giving them time to assimilate the ideas. Generally 
speaking, simple, nontechnical material can be presented 
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more quickly than material of a complex technical nature. 
Also, if your audience has prior knowledge of your topic, 
you can usually proceed at a faster pace. 

6 Avoid mannerisms (shuffling your feet, making faces) 
which might distract the attention of your audience. 

7 Put into operation steps S-10 under "Preparing the Lec
ture." 

8 Encourage learners to ask questions. 
G Learner's role 

1 Prepare by doing the assigned reading and thinking care-
fully about the topic. 

2 Listen attentively to ideas presented. 
3 Avoid behavior that distracts instructor and other learners. 
4 Take notes on major ideas, suggested further reading, and 

so on. 
5 Consider how the information might be used. 
6 Ask questions about unclear points. 
7 Integrate new information into one's own experience, 

ll Panel 
A Structure 

An informal presentation in which a number of experts discuss 
an assigned topic which is coordinated by a moderator. 

B Purpose 
Like a lecture, the panel is primarily designed to present spe
cific knowledge. However, this knowledge is a composite of 
information possessed by experts or by persons whose experi
ence qualifies them to speak with authority. 

C Advantages 
1 A variety of views held by qualified people can be commu

nicated in an informal manner to learners, who will thereby 
enjoy a new learning experience. 

2 Frequently, panel members stimulate each other and 
learners to produce new ideas or to grasp new relationships 
among ideas. 

D Limitations 
1 A systematic presentation of information is rarely pos

sible through this informal, conversational approach. 
However, the situation can be helped considerably if 
the moderator sums up the contributions of members 
and prods panel members and learners to raise ques
tions. 

2 Ill-informed or irresponsible panel members can drastically 
curtail learning, as can an ineffective moderator. 

E Moderator's role: Preparing the panel 
1 Select four to six qualified persons and give each one an 

assignment. 
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2 Meet with panel members to brief them, explore possible 
questions on which members might base their remarks, and 
set time limits. 

3 Tactfully suggest that members undertake research on the 
topic to prepare themselves for the panel. 

4 Decide on any reading for learners to do. Give them the 
actual material to be read, a list of references, or both. 

F Moderator's role: Conducting the panel 
1 Briefly outline the topic to be discussed. 
2 Introduce panel members to learners in a manner designed 

to establish a relaxed, informal climate. 
3 Guide discussion by asking questions, prodding others to 

raise questions, and making comments, thus securing par
ticipation of members. 

4 Maintain a neutral position, but clarify issues or keep dis
cussion on the track, as needed. 

S Summarize both during discussion and at the end. 
G Expert's (panel member's) role: Preparing for panel 

1 Carefully read and think about topic. 
2 Consult with other panel members beforehand to avoid mis

understandings or duplication of information. 
3 Plan to restrict one's remarks in order to keep within the 

time limit assigned to each panel member. 
H Participating in panel 

1 Present ideas in an informal, relaxed manner. 
2 When making contribution or reacting to questions, keep 

responses short and to the point. 
3 A void monopolizing discussion. 
4 Entertain opposing views without showing hostility. 
5 Assist moderator to make a summary. 

I Learner's role 
1 Prepare oneself by doing any assigned reading and thinking 

carefully about topic. 
2 Give close attention to ideas presented by speakers. 
3 Take notes on major ideas. 
4 Ask questions on unclear or incomplete points. 
5 Determine how information might be used. 
6 Integrate new information into one's own experience. 

m Group discussion 
A Structure 

The group discussion technique requires the instructor to guide 
a group of learners to engage in purposeful dialogue on a mutu
ally selected topic. 

B Purpose 
In general, to provide learners with an opportunity to learn 
from each other by discovering topics of mutual interest, by 
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sharing information and opinions, and by identifying and ex
ploring problems and possible solutions. 

C Advantages • 
1 Group discussion encourages active participation by 

learners in the teaching-learning process. 
2 The experience of presenting ideas to a group and getting 

the benefits of its response helps learners to clarify and ex
pand those ideas. 

3 From the reaction of the group to their ideas, learners will 
gain insight into their own behavior, especially where there 
is a climate of mutual acceptance. 

4 By developing their ability to work in a group, learners will 
acquire self-confidence in that role. 

D Limitations 
1 Technique should not be universally applied, because not 

all topics lend themselves to group discussion. 
2 Technique is practical only for small groups, i.e., not more 

than twenty persons. 
3 Technique requires all learners to have a specific level of 

knowledge in order to contribute meaningfully to discus
sion. 

4 Rambling, unproductive discussion, or discussion domi
nated by a few members, may result when learners are un
aware of their responsibilities or unwilling to fulfill them. 

E Instructors role: Preparing for discussion 
1 Guide group to select topic for discussion, with regard to 

relevance, appropriateness, and so on. 
2 Decide on any reading for learners to do before the group 

discussion. Give them the actual material to be read, a list 
of references, or both. 

3 Compose beforehand questions that will stimulate discus
sion sessions and make learners aware of them. (May link 
questions to specific pages or chapters in reading material.) 

4 Explain to learners their individual responsibilities in group 
discussion, e.g., willingness to listen to others and respect 
for their opinions. 

F Instructor's role: Handling the discussion 
1 Present topic to be discussed, using visual aids where ap

propriate. 
2 Solicit group reaction to a tentative outline for them to fol

low. 
3 Encourage al/ learners to participate, discourage domina

tion by one or more individuals, and solicit responses from 
timid persons or those holding minority opinions. 

4 Guide group to stick with topic unless there is a clear reason 
or desire to deviate from it. 
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S Observe verbal and nonverbal signs (e.g., facial expres
sions) as evidence that learners are confused or in disagree
ment. 

6 Clarify any confusion or disagreement as it arises and then 
make sure that discussion resumes. 

7 Avoid making speeches or taking sides on an issue. 
8 Take notes, or have recorder take notes, to use when pre

senting summaries during discussion and at the end. 
G Leamer' s role 

1 Assist instructor to select topic. 
2 Help determine goals and procedures for discussion. 
3 Prepare for discussion by doing any assigned reading and by 

thinking carefully about the topic. 
4 Take responsibility for making discussion meaningful by 

contributing relevant ideas and experiences. 
5 Seek clarification of unclear points. 
6 Recognize rights of other members by listening carefully to 

them, respecting their views, and so on. 
7 Assist in summarizing important items discussed and judg

ing how they could be related to the course. 
IV Buzz group 

A Structure 
A technique which enables full participation by having the in
structor divide learners into small groups consisting of three to 
six members. Generally, 6 to 10 minutes are allotted for discus
sion. 

B Purpose 
The smaller, more intimate buzz group allows learners to hold 
brief, informal discussions of assigned topics or to concentrate, 
as a group, on a specific problem. It is important that members 
have a certain background of information; otherwise, they will 
find themselves sharing ignorance or misconceptions. 

C Advantages 
1 It is possible for a large audience to gain, in a short time, a 

variety of opinions on a topic by seeking suggestions from 
the smaller buzz groups. 

2 A large number of questions and recommendations can be 
formulated by buzz groups in a short time. 

3 Some learners, especially shy ones, find it easier to partici
pate in a small group of three to six members than in a large 
group. 

4 The structure of the buzz group makes it possible for the 
instructor to observe individual learners closely and to gain 
information about their needs and interests. Such informa
tion will assist the instructor in preparing future presenta
tions with learners. 
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D Limitations 
1 The time limit imposed by the buzz group makes it impos

sible for new material to be presented or for complex issues 
to be discussed. 

2 The technique cannot be used in a room with fixed chairs. 
3 The time limit may curtail discussion at an important stage, 

leaving members of the buzz group frustrated. 
E Instructor's role 

1 Explain to a large group of learners the purpose of the 
buzz group. 

2 Divide learners into buzz groups of three to six members. 
3 Encourage members to become acquainted with each 

other. 
4 Suggest that each buzz group arrange, formally or infor

mally, for a recorder (scribe) to write and, later, to report 
its findings to the entire group. 

5 With learners, select one or two tasks and set a time limit 
of 6-10 minutes. 

6 Visit each buzz group in case learners need assistance. 
7 Give buzz groups a 2-minute warning before reassembling 

as a large group. 
8 Request each recorder to report significant contributions 

of his or her buzz group, avoiding duplication of points 
made by previous recorders. 

9 Allow other members to make additional comments or a 
minority report. 

10 Discuss with learners significant ideas emerging from the 
discussion and summarize them on a chalkboard or trans
parency. 

11 Suggest further study or action based on discussion. 
F Learner's role 

1 Assist instructor to select topic. 
2 Become acquainted with other members of buzz group. 
3 Select recorder. 
4 Define or restate topic, when necessary, so that all mem

bers understand their tasks. 
5 Contribute ideas on topic and suggest how to solve prob

lems. 
6 Listen carefully to others and respect their views. 
7 Judge value of information exchanged and propose ways to 

employ it. 
V Role play 

A Structure 
A presentation in which the emphasis is on the specific roles 
assigned by the instructor and spontaneously portrayed by the 
actors (learners). They do not play "themselves," but assume 
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the roles of other individuals, e.g., those caught up in a con
flicting situation. 

B Purpose 
Role play helps the actors and others understand the behavior 
of individuals when confronted by a certain problem, espe
cially when the actors first assume the role of one protagonist 
and then switch to the opposing role. Role play is not entertain
ment but a means to facilitate learning. 

C Advantages 
1 Role play provides the learner with an actual problem situa

tion to act out, analyze, and discuss. 
2 Role play gives both instructor and learners a broader un

derstanding of human behavior within the context of a spe
cific problem. As they perceive how others think and feel, 
they may improve their owp ability to work with people. 
The actors, in particular, may gain a better understanding of 
themselves. 

D Limitations 
1 Role play cannot be used for complex objectives. 
2 Owing to the highly emotional nature of role play, the in

structor must be well-qualified to conduct it. For example, 
the instructor may have to deal with disturbing effects upon 
the actors or upon the learners in the audience. 

3 The actors may lose sight of the problem as they become 
increasingly involved with their roles. 

E Instructor's role 
1 Explain the nature of role play as a technique. 
2 Assign specific roles to volunteer actors (learners) and give 

them directions. 
3 Give actors time, outside of the room, to adopt the mood for 

their roles. 
4 Explain problem situation to rest of learners (audience) and 

suggest points to watch for. 
5 Signal actors to begin. 
6 Curtail action after the desired aspects of the situation have 

been portrayed. 
7 Lead group in analyzing reasons for behaviors portrayed by 

actors and possible solutions to problems. 
8 Examine with the group attitudes that were not expressed. 

F Learner's role (actor) 
1 Volunteer for a specific role. 
2 Study carefully the role to be played. 
3 Decide how to interpret the role (i.e., actions, mannerisms, 

and so on) in light of the purposes of role play. 
4 Play the role. 
5 Participate in group discussion of role play. 
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6 Share with other learners the feelings he or she had in the 
particular role. 

G Learner's role (audience) 
1 With instructor, choose a problem situation and decide 

roles to be portrayed. 
2 Observe carefully the interaction among actors in role play. 
3 Share reactions with others. 
4 Determine how to use the insights gained from the role play. 

VI Demonstration 
A Structure 

A technique used by instructor to demonstrate an activity or a 
skill, step by step. The demonstration and verbal explanation 
are followed by the learners' practicing the activity or skill, 
e.g., a game, cooking, typing. 

B Purpose 
Demonstration permits the learner to gain a new activity or 
skill. 

C Advantages 
1 By showing clearly how an activity or a skill should be con

ducted, the demonstration may arouse the learner's inter
est. 

2 The learner will develop confidence by performing the ac
tivity or skill. 

3 The learner will receive immediate feedback from the in
structor. 

4 The learner has an opportunity for continued practice of the 
activity or the skill under the instructor's direction. 

D Limitations 
1 Demonstration is suitable for only certain kinds of learning, 

i.e., an activity or a skill. 
2 Equipment required for the demonstration may be difficult 

to find and may require improvisation. 
3 Size of the group must be restricted to give all learners an 

opportunity for observation and practice. 
E Instructor's role: Preparing the demonstration 

1 Select the activity or the skill to be demonstrated. 
2 Decide on any reading for learners to do before the demon

stration. Give them the actual material to be read, a list of 
references, or both. 

3 Divide the demonstration into a logical step-by-step opera
tion. 

4 Estimate the amount of time required to demonstrate the 
activity or skill, so that the learner can assimilate each 
step. 

5 Estimate the amount of time required for the learner to 
practice the activity or skill. 

6 Arrange for the necessary equipment and materials. 
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F Instructor's role: Presenting the demonstration 
1 Mention briefly the particular activity or skill to be demon

strated. 
2 Explain each step while performing it, allowing time for 

questions and necessary repeat demonstrations. 
3 Suggest when and where the particular activity or skill 

could be used. 
4 Summarize the process demonstration. 
5 Provide each learner with sufficient time to practice each 

step. 
6 Observe learner's performance and correct any errors. 

G Learner's role 
1 Prepare oneself by doing the assigned reading. 
2 Carefully observe process demonstration by learner. 
3 Practice steps involved in performing the activity or skill. 
4 Request instructor's assistance in steps which learner finds 

difficult. 
5 Determine how the activity or skill can be used in own ex

perience. 
VII Field trip 

A Structure 
An educational tour in which a group visits a place to observe 
an activity firsthand. Usually, a field trip is preceded by a pre
paratory meeting (e.g., lecture or group discussion), followed 
by a meeting designed to analyze the experience. The informal 
nature of the field trip gives it a flexible structure, because 
groups are dispersed throughout the place visited. 

B Purpose 
The field trip provides information to learners through a wide 
variety of experiences, such as education and visits to a learn
ing exchange or learning center. 

C Advantages 
1 The informal nature of the field trip makes it possible for 

learners to become better acquainted with each other. 
2 This opportunity to observe and react with a group in a su

pervised situation may train them to observe more closely 
and more accurately in the future. 

D Limitation 
1 Feasibility of field trip, i.e., whether it serves a useful pur

pose in view of the time involved, costs, and problems of 
communication and administration. 

E Instructor's role: Before the field trip 
1 Select with learners place to be visited as a learning experi

ence. 
2 Make preliminary arrangements with personnel at place to 

be visited and arrange, where necessary, transportation, 
food, accommodation, and tickets of admission. 
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3 Give learners data on place to be visited. 
4 Decide on any reading for learners to do before the field 

trip. Give them the actual material to be read, a list of refer
ences, or both. 

S Suggest that learners make notes of their observations. 
(May give out a list of questions to guide learners.) 

F Instructor's role: Field trip 
1 Meet learners at designated place and introduce them to 

guide and other persons. In general, look out for the welfare 
and comfort of group. 

G Instructor's role: After the field trip 
1 Encourage learners to evaluate their experiences, espe

cially to examine critically their impressions or assump
tions. 

2 Summarize experiences reported by individual learners. 
3 Question group on how material might be used. 
4 Based on this experience, solicit ideas for future field trips. 

H Guide's role: Field trip• 
1 Acquaint oneself with background and interests of learners 

and work closely with them and the instructor. 
2 Explain points of interest or activities in terms which group 

can grasp, and answer questions. 
I Learner's role 

1 Prepare oneself by doing any assigned reading and by think-
ing carefully about the topic. 

2 Make careful observations and notes during the trip. 
3 Seek clarification, where necessary, from guide. 
4 Analyze and interpret knowledge acquired from field trip. 
5 Integrate new information into one's own experience. 
6 Suggest future field trips, including but not limited to the 

followup to this trip. 
VIII Case study 

A Structure 
A technique whereby the instructor organizes a class as indi
viduals or small groups to study a real-life situation. 

B Purpose 
By analyzing data pertaining to a "real" situation or problem 
and by suggesting solutions, learners find ways to deal with 
other similar problems. 

C Advantages 
1 The case study technique enables the learner to tackle a 

"real" situation instead of a hypothetical one. 
2 The learner develops analytical skills involved in problem 

solving; i.e., he or she learns to see different interpretations 
of a problem and different alternatives for its solution. 



TECHNIQUES 133 

D Limitations 
1 Material for the case study must consist of factual informa

tion (geographical, psychological, sociological, and so on) 
that is accurately and fully presented. 

2 It may be difficult to find material appropriate to the situa
tion. 

E Instructor's role 
1 Carefully select detailed case study and present it to group. 
2 Assist learner to analyze data and suggest solutions to prob

lems. 
3 Summarize learner's findings and suggest a course of action 

for making use of information. 
F Learner's role 

1 Analyze case study material, paying close attention to ele-
ments of problems, e.g., personal conflicts. 

2 Suggest possible solutions to problems. 
3 Study other solutions offered by fellow learners. 
4 Determine how information might be used in one's own ex

perience. 



Appendix D 

Devices 

Devices include books and other printed materials, records, tapes, chalk
boards, films, filmstrips, and slides. A device, or a combination of de
vices, is frequently used by the instructor in conjunction with a particular 
technique, making it possible for material to be presented to learners 
through more than one sense, i.e., through sight, sound, and touch. In 
addition, devices provide both instructor and learners with a wide range 
of knowledge and experience, and can be employed in both individual and 
group learning. The section ''Hints for Choosing and Using Devices'' is 
followed by a section that lists the advantages and limitations of each 
device. It is recognized that instructor and learner alike may add to these 
lists as they gain experience in using devices. 1 

HINTS FOR CHOOSING AND USING DEVICES 

1 There must be a purpose for using a device. It should illustrate or 
reinforce knowledge or skills being taught; e.g., a film might illustrate 

1John A. Niemi, The Trainer's Manual, Girl Guides of Canada, Toronto, 1971 (re
vised). 

134 
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cardiac massage, or a record might demonstrate how a heart should 
sound. Always, a device should be thought of as an integral part of a 
total learning experience, not as something apart from it or a gim
mick. And a device should be evaluated in terms of how well it fulfills 
its purpose. 

2 Before using a device, the instructor should inform the learners of his 
or her purpose. The instructor should also draw their attention to 
significant points presented or emphasized by means of the device; 
e.g., in a film on basketball, ask learners to observe the kinds of 
problems that can arise when an offensive team achieves a mismatch 
because of the difference in the height of players. 

3 Such instruction provides a basis for a followup discussion after 
the film. The instructor will likely find that a better discussion 
ensues when learners have prepared themselves to deal with specific 
points. 

4 Generally, the content of a device should be relevant to the mature 
learners; e.g., a book or a game designed for children should not be 
used with adults unless there is good reason for doing so. 

S Instructors will no doubt realize that books, pamphlets, films, tapes, 
filmstrips, and slides often express biases held by the authors or pro
ducers, or may be limited to one viewpoint. The situation is most 
likely to occur with controversial issues like sex education. Such de
vices may also be inaccurate or out-of-date. Instructors can avoid 
some of these problems by consulting reliable sources such as profes
sional associations, libraries, and universities. 

6 When using devices like charts, chalkboards, or transparencies, the 
instructor should include only pertinent items, being careful not to 
overload learners with information. Such devices should be rather 
simple and eye-catching, and letters should be large enough to be 
read by everyone. Also, they should neither be crowded together nor 
placed too far apart. 

7 In explaining transparencies or charts, the instructor should take 
care not to block the view of learners. 

8 The instructor should identify important points, i.e., make them 
stand out clearly, by underlining them, drawing "boxes" around 
them, or presenting them in color. 

9 For the use of projected materials, i.e., films, filmstrips, and slides, 
the instructor might find this checklist helpful: 
a Arrange for the projector and projectionist. 
b Preview all films, filmstrips, slides to be used. 
c Decide how they will illuminate or supplement the content being 

taught. 
d Consider how ideas appearing in the film, filmstrips, or slides are 

to be handled-in question-and-answer periods, group discus
sion, and so on. 

e Check film, filmstrip, or slides ahead of time to be sure they are 
complete, in good condition, and in the right order. 
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f Check on the availability of extra equipment, like an extension 
cord of the same thickness as machine cord, a spare bulb, and so 
on. 

g Check hall or room for blackout (should be total for colored film, 
filmstrip, or slides), location of light switches, and outlet for pro
jector. 

h Check hall or room for ventilation and seating arrangements. 
i Appoint someone to operate light switches. 
j Setup equipment well ahead of time. Check to see if the projecter 

gates and lens are clean. Is the projector back far enough so that 
images fill the screen? Mark with chalk on floor the correct loca
tions for table and screen. Then check if the screen is visible to all 
and that the speaker is close to the screen and well above the floor 
(to prevent an echo). If film or filmstrip is used, thread it through 
the machine and check light, focus, and sound. If slides are used, 
check to see if they are in the correct order and right side up. 

10 After showing films, filmstrips, or slides, the instructor should leave 
the equipment in place until program ends. Rewinding a film or tak
ing down a screen distracts an audience. 

11 It is often a good idea to show a film, filmstrip, or slides a second 
time, but there must be a purpose, e.g., to clear up a misunderstand
ing, to settle an argument, or simply to study more closely the impli
cation of a film, filmstrip, or slides. 

TYPES OF DEVICES 

Printed Materials 

I Books 
A Advantages 

1 Learner is exposed to the thinking of good minds. 
2 Information is presented in a systematic manner. 
3 The learner can study material at his or her own rate. 

B Limitations 
1 Information contained in books may be inappropriate for a 

particular course. 
2 Material may be aimed at a different audience, e.g., high 

school students. 
3 Material may be out of date, inaccurate, or biased. 
4 Certain books may be difficult to acquire because the edi

tion was limited. 
D Pamphlets 

A Advantages 
1 The same as those relating to books. 
2 Material relating to special areas is available in condensed 

form, and can be read quickly. 
3 Material is usually inexpensive to acquire. 
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B Limitation 
1 Same as for books. 

III Homemade materials 
A Advantages 

1 Instructor can design materials to fit the special needs of 
learners. 

2 Learners can help to develop material that will reinforce 
their learning and that might be useful in future as resource 
material. 

B Limitations 
1 Necessary materials and equipment may not be available. 
2 Individuals with particular knowledge or skill needed to de

velop materials may not be available. 
3 Developing materials is time-consuming. 
4 It may be difficult to make such materials visually attractive 

to learners. 

Audio and/or Visual Aids 

I Records 
A Advantages 

1 Make available to learners the talents of specialists. 
2 May be stopped at any point. 
3 They are portable, and record players are usually available. 

B Limitation 
1 Contain "fixed material" that cannot be changed. How

ever, parts of a record may be appropriate to the learner's 
purpose. 

II Audiotapes 
A Advantages 

1 Like records, audiotapes make available to learners the tal
ent of specialists. Also, tapes may be stopped at any point 
and are portable. However, tapes are more flexible than re
cords because instructor and learners can make their own 
tapes (which may include live performances, radio broad
casts, and audio portions of a TV show) and then analyze 
them. 

B Limitations 
1 Instructor or learner may be reluctant to "perform" for a 

tape. 
2 Developing tapes is time-consuming. 
3 Locating a particular part on a tape may be difficult. 

m Videotapes 
A Advantages 

1 Videotapes show "real" situations that could not be pre
sented in another way (e.g., prisoners being interviewed) 
give closeups that show in detail such things as a portion of 
a painting. 
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2 Live material which relates directly to problems may be ac
quired from TV or films. 

3 The nature of this medium (its appeal to several senses) 
is such that learners are likely to become more involved 
in the problem than they would through a record or an 
audiotape. 

4 Videotapes may be used to record a class session and later 
analyzed for the purpose of discovering any weakness in 
the session. 

B Limitation 
1 Technical knowledge needed to operate expensive video

tape equipment may not be available. 
IV Films 

A Advantage 
1 Like videotape, films show ''real" situations that could not 

be presented in another way, and they "involve" learners in 
a problem. However, films can better show an "ideal" per
formance (e.g., conducting a job interview) because they 
are carefully planned and edited, whereas videotapes are 
spontaneous, recording an "instant" performance. 

B Limitations 
1 Special equipment and a projectionist to show films cannot 

always be found. 
2 Sometimes only part of a film is relevant to the instructor's 

purpose. However, it can still be useful if the instructor 
draws the learners' attention to important points. 

3 Because the room must be dark, learners cannot take notes 
unless a "daylite" screen is available. 

V Filmstrips 
A Advantages 

1 Visual images are enlarged and can be "held" indefinitely 
for purposes of discussion. 

2 Filmstrips are compact, easily handled, and in a proper se
quence. 

3 They are inexpensive and require simpler and cheaper 
equipment than does the film. 

4 They may be accompanied by records or audiotapes, cho
sen by the instructor to suit his or her purposes. 

B Limitations 
1 Filmstrips are static, lacking the movement of films and vid

eotapes. 
2 Filmstrips are also inflexible; i.e., their fixed sequence 

makes it impossible for the Instructor to rearrange the ma
terial. 

3 It may be difficult to make filmstrips locally. 
4 Because the room must be dark, learners cannot take notes. 
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VI Slides 
A Advantages 

1 Visual images are enlarged and can be "held" indefinitely 
for purposes of discussion. 

2 Unlike filmstrips, slides can be arranged in a variety of se
quences in accordance with the instructor's plan. 

3 When out of date, slides can easily be discarded and re
placed by new ones. 

4 They are simple and inexpensive to prepare or they can be 
purchased. 

5 They can be handled and stored in a small space. 
6 They can be used with records or audiotapes. 

B Limitations 
1 Like filmstrips, slides are static. 
2 They can be damaged or incorrectly projected. 
3 Because the room must be dark, learners cannot take notes. 

VII Transparencies (made by instructor) 
A Advantages 

1 By making transparencies, the instructor can present mate
rial in a systematic sequence to large or small groups. 

2 The rate of projection can be controlled by the instructor. 
3 The instructor can face the audience, maintaining eye con

tact with them. 
4 As the room does not have to be dark, learners can take 

notes. 
B Limitations 

1 Transparencies are time-consuming to make, because they 
have to be carefully constructed with attention to the 
amount of information being presented, sequence, relation
ships to be depicted, size and clarity of writing or printing, 
and eye appeal. 

2 The equipment with which to make transparencies or the 
special overhead projector needed to display them may not 
be available. 

VIII Photographs and other pictures 
A Advantage 

1 Like slides, photographs and other pictures can be pur
chased and arranged in whatever sequence the instructor 
chooses, can be replaced when damaged or out of date, and 
can be studied indefinitely by a class. With captions, photo
graphs and other pictures are especially suited to displays 
(see below), and may be accompanied by records or 
audiotapes. 

B Limitation 
1 Like filmstrips and slides, photographs and other pictures 

are static. Also, they generally cannot be used "as is" with 
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large groups. They require an opaque projector, which may 
not be available. 

IX Displays: Exhibits, bulletin boards, and models 
A Advantages 

1 Like slides and photographs, displays have the advantage of 
flexibility; i.e., they can be organized to show such proce
dures as completing income tax returns. 

2 Displays enable learners to study detailed material at their 
own rate. 

B Limitation 
1 Displays are static. Unless they are especially creative, 

commanding attention through originality and color, dis
plays may go unnoticed. 

X Chalkboards 
A Advantages 

1 The flexibility of chalkboards makes them valuable devices 
to use with any technique. They can even be used simulta
neously with a technique. For example, the instructor might 
illustrate a lecture by writing the major ideas on the chalk
board as he or she presents them. 

2 Chalkboards can be made visually attractive by the arrange
ment of material. 

B Limitations 
1 Chalkboards can be used only with classes of limited size. 
2 Material written on chalkboards is not "permanent." 

XI Charts and flip charts 
A Advantages 

1 Charts may be used to reinforce a verbal explanation or 
communicate statistics. Charts are especially useful for 
showing relationships, e.g., the roles of various individuals 
within the structure of an industrial organization. 

2 By using flip charts, which consist of a series of charts fas
tened together, the instructor can present several topics, or 
several aspects of a single topic, in logical sequence. 

3 Charts and flip charts can be made visually attractive by the 
use of color and arrangement of material. 

B Limitation 
1 Charts are time-consuming to make because they have to be 

carefully constructed with attention to amount of inf onna
tion being presented, sequence, relationships to be de
picted, size and clarity of writing or printing, and eye ap
peal. 

XII Flannel graphs 
A Advantages 

1 Flannel graphs can be built step by step before the eyes of 
the class to illustrate ideas. Flannel graphs are inexpensive 
to make and allow for a great deal of flexibility. 
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2 They can be made visually attractive by the use of color and 
arrangement of material. 

B Limitation 
1 They are time-consuming to make and must be made to 

stick properly. 
xm Multimedia 

The multimedia approach, or the simultaneous use of several media 
(films, slides, and audiotape), has the obvious advantage of drama
tizing an issue and involving the viewer in an unique way. How
ever, it must be kept in mind that this very bombardment of the 
senses may be confusing, especially if the viewer is accustomed to 
having material presented in a linear fashion. The multimedia ap
proach is time-consuming because of the need for coordination 
among the media used, and it requires expertise and a considerable 
amount of equipment. 

XIV Radio and TV 
As indicated above, radio and TV programs can be recorded on 
audiotapes and videotapes. Another way in which the instructor 
can usefully employ radio and TV is to study the guides which give 
information about impending programs and then to have learners 
listen and observe. Subsequent discussions would focus on the 
content and attitudes, expressed in these programs. Finally, the in
structor should not overlook the possibility of having learners pro
duce radio and TV programs of their own. 
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