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Imagine for a moment that you are a staff person who has 
never before worked with a computer. chances are that 
sometime during the past ten years you fit that description, 
and may not even now be totally comfortable with computers. 
At a staff meeting the head of your agency announces that she 
believes that computerization is the only answer to the 
enormous workload that your agency faces, and that she 
intends to obtain as much computer equipment as she can for 
staff, none of whom at this point work with a computer. She 
announces that she has just hired a Director of Computer 
Operations to 'get the agency moving on this.' 

Shortly after this meeting the new Director 
of Computer Operations walks into your 
office one day, deposits a computer on your 
desk, says "Here's your new computer, fi.ope 
you enjoy it!", and walks out. There is no 
manual with the computer, no training 
session in its use, no knowledge in your 
possession about how to operate the 
machine, and not even much space in your 
office to accomodate it. 

What would you do in this situation ... ? 

Bang at the keys until something happened? 

Place the computer in the corner and use it as a plantstand? 

How would you feel if you were the staff person, given a 
possible resource that you don't fully understand and may even 
resent for the changes it imposes on your workstyle? 

It may sound strange to say it but volunteers and computers 
have a lot in common, and each !,. i 
resource has suffered from ' 
haphazard attempts to implement 
their use within agencies. 

Each resource is complicated and 
multi-faceted. Each requires 
specific skills on the part of the 
staff who will be utilizing it. And 
each, to be most effective, needs 
to be customized for the usages, 
setting, and personalities they will 
be working with. 

About the only differences between a computer and a 
volunteer from a strict management standpoint are that 
volunteers are more complex (they can do a greater variety of 
things, if operated properly) and they are less forgiving. 

A volunteer, for example, doesn't take well to being asked to 
stand in the corner and serve as a plantstand until needed ... 

This is a round-about way of explaining that staff difficulties in 
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working with volunteers - whether those include active 
opposition, passive resistance, or simple inability to achieve 
creative usage - are probably not really the fault of any of the 
staff. 

For the most part, many staff in agencies who are being 
encouraged to make use of volunteer resources are equivalent 
to a person given a computer and told: "Bang tne R.eys until 
sometnLn9 Fi.appens." 

No matter how well meaning the staff person is, they are 
unlikely to accomplish much. They are Likely to become 
frustrated. And they are very likely to damage the equipment. 

To understand why this Lack of ability to work with volunteers 
is so damaging, you must realize the immense changes that 
have taken place In volunteer involvement during the past 
decade. 

Twenty years ago most volunteer departments operated, for the 
most part, on their own. usually a volunteer coordinator 
(either paid or unpaid) supervised the activities of volunteers 
engaged in a variety of projects or programs. 

usually these volunteers were engaged in program activity that 
were somewhat 1separate 1 from other agency operations. The 
volunteer coordinator was responsible for almost all 
recruitment, job development, supervision, etc of "her'' 
volunteers. 

Visually, one could represent the management relationships 
involved in this system as a simple, two-sided continuum: 

1/0IJIIITEER 
MANAGER 

The volunteer coordinator was essentially 
responsible for everything that related to the 
volunteers. In some cases this resulted in rather 
silly management sytems in which one volunteer 
director was supposed to be 'in charge of' 
hundreds or even thousands of volunteers ... 

As volunteer involvement has become more 
sophisticated, this situation has changed 
dramatically. Beginning in the late 1970's 
volunteers began to 'diffuse' throughout the 

...___._-..I .. ,..._ agency structure, sometimes assuming tasks and 
responsibilities that had previously been done 
by staff. As new activities were undertaken by 
the agency, volunteers began to work in 

partnership with staff, operating as 'aides' or members of 
teams, or simply as assigned workers to a staff department. 
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They began to work regularly 'with' and 'for' staff other than 
the volunteer coordinator. 

This new system of volunteers working not just with the 
volunteer coordinator or manager but working more directly 
with individual staff has totally changed the dynamics of 
effective utilization within the agency. 

In a visual sense, what has evolved is: 

Volunteers 

Volunteer 
Manager 

Agency Staff 

You will note that this three-sided relationship is much more 
complex than the old continuum. 

There are probably two major differences which this new 
system creates: 

✓ The first is a requirement that the volunteer director 
view their job in a quite different fashion. As you can 
see from the connective lines of the triangle, the 
volunteer director 'links' both to volunteers and to 
staff. This means that work must be done with each 
party to be successful. 

✓ The second is the realization that the line of 
relationship between the staff and the volunteers is the 
primary line of management and supervision. If 
volunteers work on a day-to-day basis with staff, 
whether through an assignment with a single staff 
person, or in conjunction with multiple staff, then it is 
the quality of that management and interpersonal 
interaction which will determine whether the volunteer 
is effectively and satisfactorily involved. 

This shift in operational style is now at varying stages in 
different agencies. Generally, the larger the agency the more 
likely that volunteers work more directly with staff. It is quite 
apparent, however, that this new style is the most effective 
method of truly achieving optimal volunteer usage. 

Think back to the computer illustration. 

If a staff person is provided with a computer, does the agency 
Director of computer Operations attempt to operate the 
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keyboard for each staff person? 

obviously not; indeed, the idea is ridiculous. 

Why, then, should we not also expect the staff to 'operate' the 
volunteers with whom they work? 

For volunteer utilization to function effectively, each 
staff person must understand and be able to implement 
volunteer management. They must have the capacity to 
comprehend the diversity of the volunteer workforce, to 
create imaginative and meaningful jobs for volunteers, 
and to effectively lead and supervise those volunteers 
with whom they work. 

They must become, in essence, "Managers of 
Volunteers." 

And, in turn, volunteer directors must realize that preparing 
staff for these new responsibilities may necessitate a change in 
their own roles. 

one way of explaining this shift is to simply note the subtle but 
significant difference between two phrases: 

DIRECTOR OF 1/OlUNTEERS 

DIRECTOR OF 1/Ot.UNTEER $£RI/IC£$ 

The first, "Director of Volunteers," implies a person who 'directs' 
volunteers. It is the person responsible for everyday 
management and supervision of volunteers. In our computer 
analogy, the equivalent phrase would be 'computer operator.' 

The second, "Director of Volunteer services," indicates the 
person who is responsible for overall agency operations 
involving volunteers, but who does not operate each individual 
volunteer. Instead they enable, assist, and prepare each staff 
person to make effective use of their own volunteers. In the 
computer analogy this would be the 'Director of computer 
Operations.' 

What is needed is for volunteer managers to take a 
broader interpretation of their roles, viewing 
themselves as being responsible for the system of 
volunteer involvement within the agency, which 
includes working closely with both volunteers and 
staff. 

Alas, in the real world, this logical transition is 
made somewhat more difficult. 

Quite frequently volunteer managers lack the real 
or apparent authority to 'direct' anyone, much less 
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senior agency staff. 

This lack of power makes it 
necessary for the successful 
volunteer manager to 
approach the role somewhat 
differently, assuming the 
guise of a 'consultant', one 
who helps when needed and 
one who does not, and 
usually cannot, order anyone 
to do anything. 

The consultant, in a situation of this sort, engages in two types 
of teaching behavior: 

The first is diagnosis. In this context that means working with 
staff, sometimes on an individual basis, to help identity the 
ways in which volunteers can assist them in accomplishing the 
work within their purview. The key element in this process lies 
in showing staff how to think about volunteers in such a way 
that they can continue to think of appropriate and creative 
usages for volunteers. 

~ The second task is that of instruction. This would involve 
••• ~~~ educating staff about the requirements and 

~..!!) "- techniques of working effectively with volunteers. 
"-. In essence, the volunteer manager turns the staff 

into 'volunteer operators,' knowledgeable about 
both the overall agency system of volunteer 
involvement and supervision of individual 
volunteers. 

The volunteer manager will then identify, recommend and 
implement all the organizational actions which are needed to 
make it possible for staff to successfully accomplish the tasks 
and activities identififed during the diagnosis and instructional 
phase. 

In all of this, the volunteer manager, 
acting as a consultant, concentrates 
on working with staff, not in 
attempting to coerce them. The 
point is to persuade and empower 
staff to think about volunteers from 
the perspective of a trained 
'volunteer manager.' 

And, inevitably, much as knowledge 
of, and even affection for, 
computers has blossomed in the consciousness of agency staff, 
we can succeed in inculcating the same improvement in 
volunteer utilization. 

Always hoping, of course, that no one refers to our successful 
new users as 'volunteer nerds' ... 

Teacfi.in9 Staff to WorR. witfi. Volunteers, 1993 
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This training kit is designed to provide you with the information 
and tools to accomplish these two consulting tasks. It will tell 
you the basic information that needs to be conveyed to staff to 
make tfiem 'volunteer managers', expressed in ways that are 
more Likely to make sense to staff because they are based on 
the staff's perspective, and it will provide you with some 
concrete tools that you can immediately utilize in beginning to 

implement a training program for the staff 
within your agency. 

Depending upon your own knowledge of the 
particular needs of your agency, you can 
determine your own plan for implementing 
the various techniques demonstrated in this 
kit. You may decide to conduct actual staff 
training workshops. If you do, you will find 

~ a variety of exercises, handouts, and 
~ overheads designed to assist you. 

You may decide to approach staff on a one­
to-one basis. If so, you can adapt the 
techniques and exercises in this kit for that 
individualized format. 

Our recommendation is to consider utilizing the one-on-one 
technique if there is possible hostility or strong resistance to 
volunteers among the staff. concentrate on generating success 
stories among those staff who do wish to work with volunteers 
and, in the Long run, this success will 'soften up' or convert the 
dubious. No one has the power to 'force' a recalcitrant staff 
person to work successfully with volunteers: their quiet 
indifference will effectively serve to discourage any volunteers 
who are assigned to them ... and every 'negative' example of 
volunteer utilization will only make your job that much harder, 
as well as unfairly punishing volunteers assigned to resistant 
staff. 

You might also consider implementing these exercises on a trial 
or demonstration basis, offering them on an optional 
basis, for example, or incorporating some of them in 
orientation sessions that are provided to new staff. 
over time these seemingly small 
investments will reap big dividends. 

In the Handouts at the end of this 
kit you will find a Staff Assessment 
survey on Volunteer Involvement 
which may help you determine both 
problems and opportunities, as well 
as issues that will need to be dealt wit unng any 
training session. We strongly suggest that you utilize it to get 
a clearer picture of staff attitudes and experience in your 
agency. The more information you have the better you can 
tailor a training program that will address both people and 
problems accurately. 
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To help you in either of the above 
formats, this training kit will take 
you through six 'exercises' focusing 
on key areas of staff training: 

✓ Exerci.se #1: convincing staff 
of their Need to be Trained in 
Volunteer Management 

✓ Exerci.se #2: sensitizing staff 
as to the scope of Volunteer 
Involvement and Erasing 
Stereotypes about Volunteers 

✓ Exerci.se #3: Orienting staff to 
the overall Agency Volunteer 
System 

✓ EXerci.se #4: Helping Staff Develop Meaningful and 
Workable Volunteer Jobs 

✓ Exerci.se #5: Assisting staff in Designing Training 
Programs for Volunteers 

✓ Exerci.se #6: Working with Staff to Identify Techniques for 
Effectively supervising Volunteers 

For each of these exercises you will find the following: 

Explanation of the exercise, with tips on how to take 
participants through its various stages and hints on 
what to concentrate on. 

Description of the handouts and overheads that are 
to be utilized during the exercise. 

Tips on de-briefing the exercises, with suggestions on 
how to facilitate discussion and options for working 
further on this subject area. 

Suggestions for follow-up, both to support staff who 
are working to implement the principles of the exercise 
and to work further with staff who are having problems. 

You may also decide to utilize the techniques within this kit in 
assisting you to design an overall system of volunteer utilization 
within your agency that will be more supportive of both staff 
and volunteers. 

No amount of consulting or training can be effective unless it 
has the support of the overall institution. While this training kit 
will not attempt to cover all of the overall agency mechanisms 
which are necessary for productive volunteer involvement, it 
will cover some of the essential elements which relate to the 
staff. If you are interested in a more complete Look at 
volunteer utilization, you might want to take a Look at Essential 
Volunteer Management by Rick Lynch and Steve Mccurley. 

In so far as that system for volunteer involvement relates 
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directly to staff, it requires that the following seven elements 
be in place: 

1. overall Policy on Volunteer Utilization 

Each agency should have an overall policy on volunteer 
utilization, expressing wfiy the agency 
wants to utilize volunteers. Reasons 
may include: 

Provide community outreach and 
input 
Gain additional human resources 
Cost-savings 
Supplement expertise of staff 
Allow involvement of client groups 
Demonstrate community support 
Act as conduit to funders 
Provide personal touch in services 
to clients 

The policy should provide a clear 
rationale, which can be utilized in explaining the volunteer 
program both to staff and to potential volunteers. It indicates 
to the staff that the volunteer program is not just an 
emergency measure dreamed up one weekend by a desperate 
Executive Director, but is one which fits within the overall 
mission of the agency. The policy should: 

✓ Be adopted and supported 6y top policy maR.ers 
✓ Be integrated into overall agency plans and 6udgets 
✓ Encourage, 6ut not mandate, staff involvement. 

That last point is often overlooked, but is crucial. It is 
impossible to force staff to work effectively with volunteers. 
There are too many many ways for staff to sabotage a 
volunteer effort to think that staff can ever be coerced into 
productively utilizing volunteers when they do not want to. 
Even the indifference of a staff person will quickly 
communicate itself to volunteers, who will equally quickly 
decide not to staff where they are not wanted. Mandatory 
policies create resistance, and you will only be asking for 
trouble if you attempt to force compliance. Plan to work off 
rewards for productive staff, not punishements. 

Exercise #1, Convincing Staff of Tfieir Need to 6e Trained in 
Volunteer Management, is designed to assist you in making this 
agency policy become a reality by showing staff why it is in 
their own interest to learn about volunteer management. 

2. Assessment of Staff Capabilities 

The more you know about your staff the better you can design 
a system which takes into account their individual 
characteristics. A very effective preliminary tool is a quick look 

8 

Teacfi.Lng staff to Worf<. witfi. Volunteers, 1993 



Steve Mccurley 

at staff attitudes and experience with 
volunteers. This survey should ascertain the 
following: 

✓ Staffs prevlous experience witfi. 
volunteerin9. 
This includes their own experience as 
volunteers, their previous work in an 
agency which utilized volunteers, and 
any previous experience in supervising 
volunteers. 

✓ Staff attitudes toward volunteer 
utill.zatLon. 
This would include the opinions of staff 
about the perceived need for volunteers, 
and any fears or recommendations about 
what jobs would be appropriate or 
inappropriate for volunteers. It would 
also include staff perceptions of what needs to be 
done before volunteers are utilized. 

9 

A sample of a Staff Assessment survey on Volunteer Involvement 
is included in the Handouts section of this training kit. If the 
findings of the survey indicate a lack of experience with 
volunteers, then Exercise t2, sensLtW.n9 Staff as tfi.e scope of 
Volunteer Involvement and Erasin9 Stereotypes a6out Volunteers 
is a possible tool for beginning to educate staff. 

3. Staff Orientation to the Volunteer Program 

staff need to learn the 'system' for volunteer involvement 
within the agency. This would include educating them about 
the following: 

♦ Rationale for volunteer utilization 
♦ Brief history of volunteer program 
♦ Explanation of types of volunteers and jobs 
♦ Description of contributions of volunteers 
♦ In-depth explanation of role of the staff in 

all aspects of volunteer utilization 

This 'Orientation' might actually be provided in 
different ways and different times. Part of it might 
be given to each new staff member. Part might be 
given as scheduled intervals for staff who wish to 
begin volunteer utilization. It may be given either 
in a formal or informal setting, either in a workshop 
on one-on-one. 

It is very effective to include successful staff 
managers of volunteers and volunteers as co-

presenters during these sessions. People relate better to what 
they see that what they just hear about. 

Teacfi.ln9 Staff to Worf wttfi. Volunteers, 1993 
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Exercise #3, Orienting Staff to tfie overall Agency Volunteer 
system, is designed to help with this process of orientation. 
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4. Individualized Volunteer Job creation Process 

Ultimately, volunteer retention Lies in having jobs which are 
interesting and rewarding enough that volunteers will really 
enjoy doing them. No recruitment campaign can compensate 
for boring volunteer jobs. This means that a process needs to 
be in place for assisting staff in creating jobs which are 
meaningful to the staff person (i.e., they really help out) and 
meaningful to potential volunteers. This process will work in 
three ways: 

✓ Providing Staff witfi 
Ideas Prior to 
Volunteer Utilization 
One way to do this is by 
giving staff an 
explanation of their 
options in utilizing 
volunteers. For a sample 
of this method see the 
Staff Worf._sfieet on 
Developing Volunteer Jo6s 
in the Handouts section. 
Another method 
is the 'Chinese Menu' 
approach in which staff 
are given Lists of types 
of volunteer jobs to 
consider. The most 
'powerful' List would be 
that of jobs volunteers 
currently do for other 
staff within the agency. 
The next most powerful 
would be jobs done in 
similar agencies. 

✓ Assisting Staff in 
creating Jo6s in Tfieir 
Area 

NEXT.. 
\ 

-.....::: 

COUNS[LING 

This is where the Volunteer Manager as consULtant is 
essential. Exercise #4, HeljJing Staff Develop 
Meaningful and WorR.a6le volunteer Jo6s, is designed 
to assist with this element. 

✓ HeljJing Staff Continue to Develop Innovative Jo6s 
The job development process is never-ending. New 
ideas should be continuously provided to staff. 

Among the ways to do this are: 

+ Talent Advertising: disseminating notices of 
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volunteers who have recently joined the agency 
with particular skills or expertise. 

+ success Stories: highlighting examples of 
innovative usage, often best done by showing 
the 'success' that staff have had in achieving 
some new goal or solving some problem through 
the involvement of volunteers 

11 

+ Jo6 up9radin9: utilizing scheduled evaluation 
sessions of volunteers to re-examine assignments 
and re-shape the job to take into account the 
growth and development of the volunteer. 

5. Earl4 Monitoring of Volunteer 
Placements 

Initial assigments of volunteer should be viewed as 
temporary and experimental. It is a bit irrational 
to assume following a 30-minute interview that you 
k..now where this volunteer will be most effective. It 
is far better to give a temporary assignment, with a 

review scheduled for 30 days later. During this time the 
volunteer can conduct a 'test drive' of the job and of the 
agency, and determine if it matches their needs. The agency 
(in the person of the staff member who works with the 
volunteer) can see if the volunteer has the qualifications and 
commitment required by the job. The volunteer manager can 
see the the volunteer and the staff person have those essential 
elements of fit that will be essential to a mutually productive 
working relationship. The experience of this intial 'trial period' 
can then be utilized in 'finalizing' the placement of the 
volunteer. If changes need to made then it is much better to 
do them at this early stage than to wait until disaster strikes. 

You will also need to monitor the progress of the staff person 
in providing 'On-the-Job' training for the volunteer. Exercise 
#5, Assistin9 Staff in Desi9nin9 
Trainin9 Pro9rams for Volunteers, 
is designed to help with this 
process. 

6. Giving Staff Control in 
Volunteer Management 

Once staff become accustomed to 
the idea of supervising 'their' 
volunteers, the majority will quickly 
become quite happy to accept this responsibility. The role of 
the volunteer manager is to teach them how to do this 
correctly, particularly insofar as managing volunteers is 
different from managing paid staff, and to assist them staff 
dealing with problem situations. 

Exercise #6, Work..in9 witfi. Staff to Identify Tecfi.niques for 
Effectively supervisin9 Volunteers, is designed to assist with 
both of these elements. 
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7. Providing Feedback and Recognition. 

The final element in a system for staff involvement is 
continuing to advocate for increased utilization. This includes: 

✓ Providing managerial information to staff on quantities and 
patterns of volunteer utilization. 

✓ Showing examples of successful and innovative utilization of 
volunteers 

✓ Implementing rewards and recognition for successful staff 
managers of volunteers. 

What you are trying to create is an overall organizational 
climate that recognizes and respects volunteer utilization. This 
means that true recognition should occur tfirou9fiout the 
agency management process, not just at sporadic events. 
Including volunteer utilization in overall evaluations of agency 

accomplishments, or evaluating staff in their 
profiency in volunteer management, are 
much more substantive and meaningful 
indicators than certificates handed to staff 
on an annual basis and the staff will be well 
aware of the difference. 
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IIBOVT TNl8 TRAINING Kff/ 
This kit is a stand-alone resource for managers of volunteer 
programs. Within the kit you will find: ELP 

ITED 
✓ 

✓ 

✓ 

✓ 

IJl8fJV88l0N of the theory and practice of teaching staff 
how to work better with volunteers. This discussion will 
help you to better understand the need for staff training, 
the staff's perspective in working with volunteers, and the 
various approaches and systems that might be utilized in 
turning staff into more productive volunteer managers. 
The discussion may even convince you to take a look at 
how you are doing your own Job and show you alternate 
approaches that might be more effective for both you 
and your agency. 

TRIIININ, EKEllfJl8E8 that will illustrate and educate staff 
in different aspects of working with volunteers. These 
include exercises on sensitizing staff to differing types of -
volunteers, helping staff recognize their own need for training in volunteer 
management, assisting staff in developing needed and innovative jobs for 
volunteers, and learning ways of dealing with problem volunteers. 

NMIIJOVTa that will provide you and your staff with additional information and 
resources. These include sample assessments of staff background and 
attitudes, worksheets for training exercises, and others. 

0WRNIIIIJ8 that you can utilize during your own presentations to staff. 

In short, this training kit is designed to provide you with a comprehensive set of 
resources so that you can immed lately begin working to upgrade the skills of the staff 
at your organization. It will tell you the wfiy, show you the Fi.ow, and give you the wfiat. 

1/BOVT TNE 1/VTHOR/ 
Steve McCurleq is an internationally-known trainer and consultant in the field of 
effective volunteer management. He is currently a partner in VM Sqstems, a 
management consulting firm. He previously served as Director of Field Services for The 
National VOLUNTEER Center. 

Steve is a former board member of the Association for Volunteer Administration. He 
has served as a consultant on volunteer program development to the American 
Association of Retired Persons, the National Association of Partners in Education, the us 
Tennis Association, the Aid Association for Lutherans and the National Park service. 

Each year he gives workshops to over 1s,ooo participants from groups as diverse as the \ o American Hospital Association, the Fraternal congress 
~ of America, special Olympics International, and CBS, 

Inc. He is the author of over 75 books and articles on 
_, ~ volunteer management, including the bestselling basic 

\======~~~ text, Essential Volunteer Management. 
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In thinking about how and where volunteers might be 
Involved In your area of responsibility, there are several 
factors you will want to consider. You might, for 
example, think about creating volunteer Jobs through 
consideration of the following categories of work: 

1. Are there areas of work that staff don't want to do? 
This may be because they are not skilled In that type 
of work, or else simply have a preference to 
concentrate their effort In another area which 
better matches their Interest and expertise. 

2. Are there areas In which there Is too mucfi. worR.. for 
staff to do alone, and for which we might create 
volunteer assistants who can extend staff resources? 
These assistants might work directly with a staff 
person or could do tasks that benefit all staff. 

3. Are there areas In which we can initiate or extend 
services because volunteers would allow us to begin 
work that we cannot now consider undertaking with 
current staff resources? 

You might also want to consider the creation of volunteer 
Jobs based on the recipients of the service. consider the 
following: 

~ Jobs that are of direct assistant to an individual 
client (counseling, visitation, mentoring, etc.) 

~ General assistance to staff (information services, 
filing, messengers, computer aid, etc.) 

~ Direct assistance to Individual staff (research, 
training, etc.) 

~ outreach (speakers bureau, fundralslng, client 
marketing, etc.) 

: ::::IIIMit:filfi~~g'.r!o§l?-jqg!;~rJili.::t:j:: : 
Keep the following keys In mind as you think about the 
specific work you would like the volunteer to do: 

1. The work must be meaningful and significant, both to 
the agency and to the cllentele. The work must be 
needed and should be Interesting to someone. This 
means that your volunteer Job must have a goal or 
puryose which the volunteer can work to accomplish 
and can feel good about having achieved. 

2. The volunteer ought to be able to feel some 
ownersfi.lJJ and responsL6Lllty for the Job. volunteers 
are not robots, but must feel that they have some 
Input Into and control over the work they are asked 
to do. This will mean including the volunteer in the 
flow of Information and decision-making within the 
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office. 

3. The work must 
flt a part-time 
sltuatlon. 
Either the work 
must be small 
enough in 
scope to be 
productively 
handled in a 
few hours a 
week, or else It 
must be 
designed to be 
shared among 
a group of 
volunteers. 

4. volunteers must be worR..ed wLtfi.. They should be 
assigned to staff who are capable of supervising 
their activities In a productive fashion and providing 
on-going direction, evaluation, and feedback. 

,, ,,,,, ,, ,,, ,,,, ijpBiiijtim9:::ltH¢i:¥9t:iJH~!gtt:1;i1I: :::::::::J rr 
The more flexible the tlmeframe of the volunteer job, the 
greater the likelihood that we can find someone who will 
be willing to undertake It. Think about the following as 
different options for the Job: 

✓ Are there set hours during the week when the 
volunteer work will be needed? 

✓ can the work be done In a totally flexible schedule 
at the discretion of the volunteer? 

✓ Could the work be done on evenings or weekends? 

✓ Must the work be done on-site at our office? 

: i:ii!:i: i :i1ti1$.~~i!il9ifflqfigggp~qmR~PaU1:g~$lII 
The following considerations must also be addressed in 
thinking about a new volunteer position: 

D Do you have adequate assigned workspace and 
equipment for the volunteer? 

D Have you assigned a supervisor for the volunteer? 
D Do you need to provide any orientation or training 

for the staff before they work with volunteers? 
D Do you have a clear Idea of the qualifications we will 

be looking for In a prospective volunteer? 
D Do you have a firm description of the goals and 

objectives of the work to be done, and of the 
tlmeframe for the work? 

D Do you know what training a volunteer would need to 
do the Job In the way we want it done? 

D Do you have a plan for Including the volunteer in our 
office activities and communications flow? 

Del/et.OPING 11 //Ot.VNTeell POSff/ON 1 
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MllllllfJEMEAIT O#EOKt.l&T 

✓ 81/PPORT THE /Nff/Al. 
DHJ/8/0N TO VTIUZE 
IKJI.VNTEER8 

✓ HElP MIINllflE THE 
IMPUMENTIITION 
PROfJE88 

✓ DEIII. WffH PR08UM8 
AND Dl88IITl8FIIIJTION 

✓ ENHANCE THE 
REIATION8HIP 
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AfJTION.f TIIAT PIIOWIJE 8IIPPOIIT 
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1. Are volunteers involved in your area of 
direct responsibility or in your 
department? 

□ Yes □ No □ Don't Know 

2. In your experience, are the volunteers 
in our agency adequately qualified for 
their positions? 

□ Yes □ No □ Don't Know 

3. How would you describe the utilization 
of volunteers in our agency by other 
staff? 

□ Well Utlllzed 
0 Not Well Utlllzed 
0 Generally well utlllzed, 6ut some poor use 
□ Very m.Lxed patterns of utUi.z.a.tlon 
0 Don't fnow 

4. Are the volunteers in our agency 
adequately trained for their 
responsibilities? 

□ Yes □ No □ Don't Know 

5. Do you think our staff has been 
adequately trained to work with 
volunteers? 

□ Yes □ No □ Don't Know 

7. How would you describe the reaction of 
our clients to our volunteers? 

□ Favora6Le reaction 
□ Mixed reaction 
□ unf avora6Le reaction 
□ Don't Know 
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6. What else should be done to help our 
staff work better with volunteers? 

8. What benefits do you think we have 
gained from the utilization of volunteers? 

9. What problems have we created 
through the use of volunteers? 

10 How has your work load changed as a 
result of our utilizing volunteers? 

□ Increased 
□ Lessened 
□ Remained tfi.e same 
□ cfi.anged rype of worK.. Being Done 

11 . How would you. describe the assistance 
you have received from the volunteer 
department? 

□ Hel)Jful □ Not Hel)Jful □ Don't Know 

12. Use the space below to make any 
comments regarding our use of volunteers, 
any additions you would like to make to 
your answers above, or any suggestions you 
have about how we might make better use 
of volunteers: 

0~ l/Ot.1/NTEER I/Tlt.lZAT/0,V 
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Experience with Volunteers 
Have you previously worked in an agency 
which utilized volunteers? 

□ Yes 0 No □ Don't Know 

Have you previously directly supervised 
any volunteers? 

□ Yes 0 NO □ Don't Know 

Do you do volunteer work yourself? 

□ Yes 0 No □ Don't Know 

Assessment of Volunteer 
Involvement 
What is your overall assessment of the 
desirability of utilizing volunteers at this 
time? 

□ would Never Be A)J)Jro)Jriate 
O Not Desira6Le At rfi.Ls Time 
□ uncertain 
□ somewfi.at DesLra6Le 
□ very Desira6Le 

What is your overall assessment of our 
current readiness to utilize volunteers? 

□ Very Ready 
□ somewfi.at Ready 
o Don't Have An opinion 
o Mostly Un)Jrepared 
□ very Un)Jrepared 

Are there any areas or types of work for 
which you think volunteers are particularly 
needed and suited in our agency? 

Are there areas or types of work which you 
think that volunteers should not do in our 
agency? 

What issues or concerns would you like to 
see addressed before we utilize 
volunteers? 

What type of training or assistance would 
you like to receive before you are asked to 
work with volunteers? 

Are there any other comments, concerns, 
or questions you would like to express 
about the involvement of volunteers in our 
agency? Feel free to use the back of this 
sheet for additional space. 
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STAFF £KERO/SE 

The cantankerous 
Complainer 

The Puppqdog 

The Dreamer 

The Boss 

The Maqbe Later 
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Your worst 
Nightmare 

Nothing about your agency or your work situation is satisfactory to 
the cantankerous complainer. This individual expresses constant 
dissatisfaction about everything, including all suggestions that are 
made toward resolving the difficulty. The cantankerous complainer 
expresses a negative view about everything and everyone and makes 
it hard for anyone else to feel good about what they are doing. 

The Puppydog is a disorganized but friendly person who is 
enthusiastic about practically everything, but seems to have no ability 
to get anything to work correctly. He or she bounces from one thing 
to another, and never seems to be able to stay on track. They always 
seems to working, but never seem to be getting anything done. 
sometimes the Puppydog may not even realize that things are going 
badly. The Puppydog is not good at managing his/her own time and 
is even worse at helping you manage yours. 

The Dreamer is dissatisfied with a service or product because they 
have their own vision of perfection which is often beyond the reach 
of anyone or anything. Often blessed with ideas of their own, and 
very often with good ideas, the Dreamer has a standard of 
performance that they ask of others which is simply beyond the 
ability of a system to produce. Sometimes the vision of a Dreamer 
does not match the vision of the program, in which case problems 
result as the volunteer lets their own vision override the mission of 
the program. 

The Boss only wants to tell people what to do, not help the group of 
fellow workers reach a cooperative decision or to help do any of the 
work that is determined necessary. The Boss is all Chief and no 
Indian, and views his/her primary responsibility as giving orders. If 
the Boss is not officially put in charge they will go off on their own or 
seek to undermine the authority of those who are in charge. 

Like to watch a work assignment disappear? Give it to the Maybe 
Later and you'll never see it again. The Maybe Later is willing to 
accept work but seems incapable of completing it in a timely fashion. 
While not outwardly resistant, they will Impede the progress of the 
group by forcing others to pick up after them or to take over for 
them. 

If the type of volunteer you are actually confronting in your 
organization is not covered in any of the above categories, feel free 
to write your own description. We affectionately refer to this 
individual as "Freddy Krueger." 

Tl-IE PROBlEM l/Oll/AITEER 
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0VERIIEAO 

/N9TRVCTION£• 
{bJ 

I, /NO/l/lOVllllY CREATE liar 

2 Ct11aS/FY hEM&" 

8 - BEFORE ANYONE QET9 A COMPVTER 
I) - /)VR/Nfl PROCE99 OF ACCUMATION 

A - AFTER PEOPU ARE lhll/Z/Nfl COMPVTER9 

3. COMPARE liars WffH 
OTHER$ IN fJROVP 

EKERCISE INSTRI/CT/ONS: IMPt.EMENTIN6 II OOMPI/TER gvsTEM 
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OVERHEII0 

/N9TRVCTION£• 
{bJ 

I, CREATE liar OF WORK 

2 CIMSIFY ITEMS/ 
ti' 1./KE IJO/Nfl 

K Q/9l/KE QO/Nfl 

3. EYAlVATE CIMSIFICAT/ON,• 
I/NY THAT YO// HAYE TO 

/JO YOVRSEUP 

4. CREATE WISH ltsr 
5. CIMSIFY AND EYAlVATE 

EXERCISE /NSTRI/OTIONS,r /)ES/(JN/N(J JOBS ~OR //0l.1/NTEERS 
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OVERIIE/10 

1/0tVNTEERS W 
PAID STAFF 

TIM£" 

✓os PREPARATION 
COMMVNICIITION 

//0tl/NTEERS VS STAFF.' TIME 
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OVER/IEA0 

1/0tVNTEERS 1/9 
PAID STAFF 

TEMPERAMENT/ 

VNOER MOTIYIITEO 
HlflHlY MOTIYIITEO 
OTHER MOTIYIITEO 

l/0t.l/NTEER$ ¥$ $TAFF: TEMPERAMENT 
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$TAFF tKERCl$E 

Who Are These Gu4s? 

1. An accountant charged with embezzling who accepts a 
sentence of 250 hours of community service work in Lieu 
of prosecution. 

2. A teenager enrolled in the Delta corps who receives an 
$800 per month Living stipend for a 40 hour per week 
volunteer assignment. 

3. A mother who becomes leader of a Girl Scout troop 
because of her daughter's desire to be a Girl Scout. No 
one else will take the troop, so the mother agrees to 
serve, but only as long as her own daughter is involved. 

4. An IBM executive who is granted a year of social service 
leave with pay to become a temporary staff person with a 
nonprofit agency. 

5. A child who assists in setting up booths at a volunteer fair 
because one of her parents is a volunteer administrator 
and 'asks' her to help out. 

6. A teenager who offers to program the computer at a 
nonprofit agency in order to establish an employment 
history. After three months she intends to quit and apply 
for a job at McDonalds. 

7. The CEO of a local corporation who is volunteer 
chairperson of the United Way campaign and who 
delegates all of the work to his executive assistant. 

8. The executive assistant to the CEO in Question n. 

9. A student who is volunteering 40 hours at a Food Bank to 
fulfill a high school graduation requirement. 

10. The homeowner who creates a crime watch group to 
safeguard his own neighborhood. 

11. The paid staff person who serves on the board of a 
nonprofit organization in a slot that is reserved for her 
agency. 

12. The six-month-old baby who accompanies her parents to 
visit seniors at a nursing home and lightens the hearts of 
residents. 

13. The six-month-old cocker spaniel puppy who accompanies 
her owners to visit seniors at a nursing home and Lightens 
the hearts of residents. 

ON THE NIITVRE OF 1/01..VN'TEERING 
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0ESl?IEFINO TIP$ 

: :xHi I b.~$J¢,¢tji¢~§rni~1 ?r~i:~~:1r:?:~~gw~1t:1r 
The "Forced" Volunteer 
Examples of this category are: 

✓ ti, the accountant avoiding a Jail sentence 
✓ ts, the child of the volunteer administrator 
✓ ts, the assistant to the CEO 
✓ f9, the student facing a graduation requirement 

For each, the Issue Is whether a person who Is being 
compelled can be considered to be engaging In 
voluntary behavior. In fl, the 'volunteer' Is avoiding a 
jail sentence. In f2, the 'volunteer' Is being encouraged 
by an educational requirement. In ts, a child is 'asked' 
by her parent to assist with work. And in ts, a person 
'volunteers' because it is within 'other duties as assigned' 
(and, additionally, Is also duty for which one Is being 
paid by someone). 

The question to pose to staff is whether some degree of 
"coercion" makes a person something other than a 'true 

volunteer.' of 
interest to comment 
upon during the 
discussion is that 
the most effective 
technique In 
volunteer 
recruitment makes 
use of this 
'drafting' 
technique. 

According to the 1990 Gallup survey conducted by the 
Independent sector, 52% of those who 'volunteered' were 
asked to do so by a friend. How many of those were 
assLsted by a little creative emotional blackmail during 
the appeal? 

The "Self Interest" Volunteer 
Examples of this category include: 

✓ f3, the Girl scout troop leader 
✓ !16, the student creating an employment history 
✓ fl 0, the homeowner starting a crime watch program 

In each of these the key question Is to what extent 
activity that has a direct benefit to the participant can 
be considered 'helping others'. 

Discussion of this topic can get quite convoluted. At what 
point do we draw the line: work that helps me, that 
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helps my family, that helps people in a similar situation, 
that helps my neighborhood, that helps my community? 
At what point does altruism become self-interest? 

one of the fastest growing areas of the volunteer 
community Is that of self-help groups, who are certainly 
involved through a personal interest in solving problems. 

The "Paid" Volunteer 
Examples of this category include: 

✓ t2, the New York City teenager 
✓ f4, the IBM executive 
✓ t7, the corporate CEO (and their assistant) 
✓ fl 1, the staff meeting serving on the Board 

The key issue In these, of course, Is that each is In fact 
being directly compensated by someone. 

Discussion In this category will center on whether it 
matters that the work is 'done' for free, or simply 
•received' without cost to the agency. The definition 
utilized by the Red Cross on the accompanying overhead 
is a good example of clarifying this distinction. on the 
other hand, consider the definition by Susan Ellis and 
Katherine Noyes, which cites 'without concern for 
monetary profit'. Under this definition, can our examples 
above be considered as 'volunteers'? what about the 
insurance agent who volunteers in the community to meet 
potential clients? 

Other common examples of this issue exist within federal 
volunteer programs, such as Foster Grandparents, and in 
many local volunteer firefighter units. One question you 
might pose Is whether people's answers would change if 
the recipients of the payments or stipends were Low­
Income individuals who could not otherwise volunteer 
without such support. Another is whether responses 
would change If the volunteers were working full-time 
and could not seek other paid employment. 

The "Unconscious" Volunteer 
Examples of this category include: 

✓ fl 2, the baby 
✓ fl 3, the puppy 

Each has an Interesting characteristic, the lack of ability 
to 'decide' to volunteer on their own. 

At issue in this category is whether a volunteer must 
exhibit 'informed consent' before they can be considered 
to have 'decided' to volunteer. If participants reject the 
idea that volunteering might be undertaken without this 
knowledge, ask why it is quite natural to allow other 
'unconscious' donations as a matter of course. No one, 
for example, asks a donated computer whether it 
'Intended' to be contributed ... 

Finally, you might show staff the overhead containing Dr 
wan scheler's 'loose' definition and ask whether It will 
suffice. If nothing else you will have shown staff that the 
world of volunteering Is much Larger and much more 
complicated than they ever Imagined! 

WHO I/RE TIIE$E GUY$? tKERCISE 
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OVERHEA[) 

WO ARE THE.IE 
flVY9? 

r1 

IJJI............, -~ 

FORCED 1/0lVNTEERINfJ 
9EU INTEREST 1/0lVNTEERINfJ 

PAID 1/0lVNTEERINfJ 
1/NCONSCIOVS 1/0lVNTEERINfJ 

WHO /IRE THESE fl!/YS? 
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OVERIIEII0 

1/0lVNTEER I$ ONE WNO 
INTR00VCE$ NIM9EU INTO 
MA"ER$ WNICN DO NOT 

CONCERN NIM ANO WNO DOES 
OR A"EMP/9 TO DO $0MONINfl 

NE I$ NOT B0VN0 TO 00, 

MOCK V, 9EAR9, RDE8VCK MID CO. 
42? N,£ 2o 8?2 

I.EC/It. IJEF/tf/lT/0N OF II l/0t.//NTEER 
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OVEl<I-IE/10 

II PIANETARY /)EFINfflON OF • 
VOlVNTEER/Nfl," 

I, THE ACTIYITY 19 REtATIYEI.Y 
VA/COERCED. 

THE ACTIYITY 19 INTENIJEIJ TO HElP. 

3, THE ACTIYITY 19 /JONE WffHOVT 
PRIMARY OR IMMEDIATE THOVflHT OF 

FINANCIAi. flAIN, 

4. THE ACTIYITY 19 WORK, NOT PtAY. 

OR /YAN 9CHEIER 
EKPlORINfl l"OtVNTEER $PAC£ 

/}1< /VIII/ SOI-IE/El< IJEFIIIIT/011 OF II 1/0l.l/AITEEI< 
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O1/ERIIEII0 

II RED CROSS YOI.VNTEER 19 AN 
INDIYIDVAl WHO, BEYOND THE 

CONFINES OF PAID EMPlOYMENT 
AND NORMAi. RESPONS/Bllff/£9, 

CONTRIBIHES TIME AND 
$£RY/CE$ ro 11$$/$7 THE 

AMERICAN RED CROSS IN THE 
ACCOMPllSHMENT OF ff$ 

MISSION, 

1/O1.VNTEER 2000 $rVDY 

tlMERIIJIIAI 1/E0 ORO$$ /)EFIA/ff/OAI OF II //01.VAITEER 
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OVERHf/10 

To YOtl/AITFF~ 19 TO CN009E TO 
ACT IN RECOflNff/ON OF A NEED, 

WffN AN ATTffVDE OF SOC/Al 
RE9PON9/8/UTY AND WffNOVT 

CONCERN FOR MONDARY PROFff. 
GOING BEYOND oNrs 8119/C 

08l/GATION$. 

ElU9 & NOYES 
8YTHEPEOPU.• 

A ll19TORY OF IIMERICIW9 118 1/01.VNTEER.f 

S//SIW Ell.IS & KATHERltVE A/0VES /)EF/tVITI0tV OF A l/01.//IITEER 
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