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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
WAT WENT encouraged to make use of volunteer resources are equivalent

to a person given a computer and told: "Bang the Keys until
WRONG..& WHY IT e S pensr
HAPPENED

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 'separate' 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:

> VoLynreer

Vowynreers <& MANACER

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 1979's
volunteers began to 'diffuse' throughout the
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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at staff attitudes and experience with
volunteers. This survey should ascertain the
following:

v staff's previous experience witf
volunteering.
This includes their own experience as
volunteers, their previous work in an
agency which utilized volunteers, and
any previous experience in supervising
volunteers.

v staff attitudes toward volunteer
utilization.
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.

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 #2, Sensitizing Staff as the Scope of
Volunteer involvement and Erasing Stereotypes about 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:

4 Rationale for volunteer utilization

4 Brief history of volunteer program

4+ Explanation of types of volunteers and jobs

4 Description of contributions of volunteers

4+ 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.
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I
ABOYT THIS TRANING KIT,

This kit is a stand—-alone resource for managers of volunteer
programs. Within the kit you will find:

v  DISCYSSION 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.

v TRAINING EXERCISES 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.

v HAKDOYTE 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.

ELP
NTED

s

v  OVERWHEADS 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 immediately begin working to upgrade the skills of the staff
at your organization. It will tell you the why, show you the fiow, and give you the what.

ABOYT THE AYTHOR:

Steve MccCurley is an internationally-known trainer and consultant in the field of
effective volunteer management. He is currently a partner in VM Systems, 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 15000 participants from groups as diverse as the
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 Yolunteer Management.
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DESISNING JOBS FOR VOLUNTEERS 3
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VOLUNTEER POSITION DESCRIFLTION
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ACTIONS THAT PROVIOE SUPPORT

v SUYPPORT THE IMITIAL
OECISION T0 YTIL/IZE
VOLYNTEERS

v HELP MANAGE THE
IMPLEMENTATION
PROCESS

v OEAL WITH PROBLEMS
AND OISSATISFACTION

v ENHANCE THE
RELATIONSHIP

SurrorTIinNG STAFF DECISIONS TO YTILIZE VOLUNTEERS
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TAFF EVALYATION

1. Are volunteers involved in your area of
direct responsibility or in your
department?

Q ves O nNo Q Don't know

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

O ves U No Q pon't know

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

Q well utilized

U Not well utilized

Q Generally well utilized, but some poor use
Q very mixed patterns of utilization

Q pon't know

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

Qves QO No U pon't Kknow

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

O ves Q nNo U pon't know

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

Q Favorable reaction
Q Mixed reaction

Q unfavorable reaction
Q pon't Know

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?

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

Q mcreased

Q tessened

O Rremained the same

Q changed Type of Work Being Done

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

Q Helpful Q Not Helpful Q 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:

OF VOLUNTEER UYTILIZATION

Steve McCurley
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The Cantankerous
Complainer

The Puppydog

The Dreamer

The Boss

The Maybe Later

Your Worst
Nightmare

Steve McCurley

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 assighment 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."

THE PROBLEN VOLUNTEER
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OVERHEAD

INSTRYCTIONS,
#£9

1, InoviovaLty Creare L/st
2 CLasSIFy (TEmS,

B ~ Berore ANYONE GETS A COMPYTER
D = DurING PROCESS OF ACCLIMATION
A = AFTer ProrLe are YTitizine COMPYTERS

3. COMPARE LISTS wWiITH
OTHERS IN GROYP

TOMS:  [PIPLEMENTING A COMPUTER SYSTEM




OVERHEAD

INSTRYCTIONS,
#

1, CrReATE L/ST oF Work

2 CLassIFy ITeEmsy
v UKE DOING
X OISLIKE DOING

3. EVALYATE CLASSIFICATION,
ANY THAT YOU HAVE TO
D0 YOURSELF?

4, CreATE WISH L/iSsT
b, CLASSIFY AND EVALYATE




VOLUNTEERS VS
PAID STAFF

TIME:

JOB PREPARATION
COoOMMUYNICATION













QVERH.

WHO ARE THESE

- FORCED VOLYNTEERING
SELF INTEREST VOLYNTEERING
PAard VOLYNTEERING
Yneoonseroys VOLYNTEERING




VOLUNTEER 1S ONE WHO
INTRODYCES HIMSELF INTO
MATTERS WHICH DO NOT
CONCERN HIM AND WHO DOES
OR ATTEMPTS TO DO SOMETHING
HE 18 NOT BOYND TO DO,

Mock v, SEARS, Rocsyck ano Co.
427 NE 20 872
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OQVERHEAD

A PLANETARY DEFINITION OF
VOLYNTEERING,

1. THE ACTIVITY 18 RELATIVELY
YNCOERCED.

2 THE ACTIVITY IS INTENDED TO HELP,

S, THE ACTIVITY IS DONE WITHOUT
PRIMARY OR IMMEDIATE THOYGHT OF
FINANCIAL GAIN,

4. THE ACTIVITY IS WORK. NOT PLAY,

OrR fvan SCHEIER
EXPLORING VOLUNTEER SPACE
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OVERHEAD

70 VOLUNWTELR /S TO CHOOSE 70
ACT IN RECOGNITION OF A NEED,
WITH AN ATTITYDE OF SOCIAL
RESPONSIBILITY AND WITHOUT
CONCERN FOR MONETARY PROFIT,
GOING BEYOND ONE'S BASIC
OBLIGATIONS.

ELe & Moves

BY THE PFOPLE:
A H/ISTORY OF AMERICANS AS VOLYNTEERS






