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ARE YOU:

• An overworked and under-assisted director of volunteers?
• Running a volunteer project in addition to other full-time job duties?
• An agency executive who handles volunteers because there’s no one

else to do it?
• A volunteer leader who manages a volunteer program without paid

staff support?

You’re not alone! Katherine Noyes Campbell and Susan J. Ellis
understand the challenge you face: lots to accomplish, but not a lot of
time. They’ll show you exactly how to organize and get the job done.
Step by step they will help you build a “volunteer management team.”
You’ll learn what it takes to:

• map the boundaries of your job
• find administrative volunteers and put them to work productively
• coordinate the efforts of a management team
• and much, much more!

The (Help!) Guide is packed with sample scenarios, helpful
suggestions, forms and procedures to simplify your workday, and lots
of volunteerism resources.

“It’s terrific!... an excellent resource for a staff member or volunteer who
has to keep many plates spinning in the air. The (Help!) Guide is a
must for the bookshelf of every nonprofit that wants to utilize the power
of community volunteers.”
— Connie Pirtle, Vice President for Volunteerism,

American Symphony Orchestra League

“There is so much I have to do, need to do and want to do. I couldn’t
imagine how to do it all and now your book has inspired me to get
others involved... The charts and forms are brilliant—so simple, but so
good!”
— Arlene Ferris, Director of Volunteer Services,

Fairchild Tropical Garden
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Preface

In 1981, when we wrote the original version of this book, No
Excuses: The Team Approach to Volunteer Management, it was out
of concern for how many volunteer managers were stretched
thin–struggling to handle the demands of creating and running
volunteer projects as an adjunct to other job responsibilities or on
a part-time basis. Fourteen years later, the need for this book still
exists, but enough has changed in the field of volunteer adminis-
tration to warrant an update.

The number, quality and scope of books and other resources
(including electronic forums) teaching the skills of volunteer man-
agement have increased dramatically. So it is now possible to learn
from the experiences of others instead of just by trial and error.
There is evidence that an expanding number of disciplines are
acknowledging the contributions and potential role of volunteers,
with the accompanying recognition of the need for competent
leadership of volunteers. Also, people are increasingly aware of
volunteer management as a career.

It is our hope that The (Help!) I-Don’t-Have-Enough-Time
Guide to Volunteer Management will find its way into the hands of
many who, although working with volunteers, have not previous-
ly considered themselves to be part of the field of volunteer
administration. As colleagues, we welcome you.

It is also our hope that the contents of this book will be of
value to our colleagues who are unquestionably full-time in the
work of directing volunteers, but who typically feel over-
whelmed. The price of success in building a thriving and expand-
ing volunteer project is too often limitless agency expectations
without additional staff help. We understand this reality and offer
the strategies in The (Help!) Guide to you as well. 
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As usual, there has been a true team approach to the writing
of this book. Despite now living in different cities and having two
careers going at full speed, the writing relationship we began
twenty-four years ago remains unchanged. We hope it’s as good for
you as it is for us!

Katherine Noyes Campbell and Susan J. Ellis
Richmond and Philadelphia, 1995

In 2004 we produced this book in electronic form, recognizing that
it was still a relevant best-seller. The text that follows is essentially
the same as the 1995 edition, but we have revised the Appendix of
resources completely and have updated anything that seemed to
require adaptation to today’s work tools, notably e-mail and the
Internet.



Introduction

You’ve just been informed that, due to your organizational
skills and warm personality, you have been given an additional
responsibility: running the volunteer program. (Aghhh!)

_______________

The reference desk phones are ringing off the hook. There are
three people standing in front of you with questions. Your month-
ly report on library usage is overdue. And over there, four new
student volunteers are waiting to be oriented and trained. (This is
help?)

_______________

You are running a full calendar of resident activities, dealing
with individual therapy plans, organizing weekend excursions–
and the holidays are fast approaching. Your message bin shows
that three churches, a sorority, and the local Volunteer Center
have all called in search of Christmas projects to help senior citi-
zens. (How will I ever find the time to manage them, too?)

_______________

You’re struggling to keep your head above water as the success
of your organization’s volunteer effort overwhelms you. Two hun-
dred volunteers, working seven days a week in twenty activity
areas–and administration wants the program to keep on growing.
(Wish I could clone myself–fast.)



Can you find yourself in the illustrations above? Even a little
bit?

The reality is that a vast number–perhaps the majority–of peo-
ple responsible for leading volunteers are handling that role as one
of several other professional “hats.” Many people have only limit-
ed time and resources with which to do the job of volunteer
administration, and therefore must find ways to handle all the job,
without all the time.

This book does not necessarily promote the notion that bigger
is better nor that every organization needs a full-time director of
volunteers. A small corps of the right volunteers may be exactly
appropriate and therefore it is also appropriate to assign their lead-
ership to a “part-timer.” However, as soon as an organization invites
even one person to volunteer, it takes on the obligation to support
that volunteer well. With paid workers, this is commonly under-
stood. Hiring any staff requires basic planning and management
related to work space, supervision, recordkeeping. With volunteer
workers come many of the same responsibilities. In both cases, the
simple fact is that adding more workers leads to expanded admin-
istrative systems. So–at some point–a small volunteer effort may
evolve into a larger one, resulting in the need for more or differ-
ent staffing.

In the last analysis, size is not the important issue. Of greater
significance is vision. Volunteers, whether in small or large num-
bers, have enormous potential to further an organization’s mission.
If they are perceived as “add-on” helpers, you’ll deal with them as
add-on helpers, and they’ll end up being only add-on helpers.
Conversely, if you can envision the full possibilities of volunteer
contributions, you’ll approach the management of volunteers as
resource development, and you’ll end up rewarded. There is a
direct correlation between the quality of attention given to volun-
teers and the quality of their contributions. 

Before going any further, it may be helpful to clarify the term
“part-timer” as used throughout this book. “Part-time” refers to the
amount of time focused on the responsibilities of running a volun-
teer program, not necessarily to the number of hours you work for
your organization. For the purposes of this book, it does not mat-
ter whether you are paid or you lead the volunteer effort as a vol-
unteer yourself. Variations include: 
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1. You work full-time, carrying a number of job responsibili-
ties, only one of which is management of the volunteer pro-
gram/activities.

• You carry the same type of workload as several other staff
members, except for the additional responsibility of the
volunteer program (i.e., you are one of many teachers or
probation officers).

• You already carry a workload unlike any other staff mem-
ber, and so the additional responsibility of the volunteer
program is simply one more unique role you play (i.e., you
are the public relations manager or the resource develop-
ment director).

• You are the executive director/administrator and are car-
rying the responsibility for volunteers as an extension of
your leadership of the whole organization.

2. You work on a part-time schedule, managing the volunteer
program/activities as your sole responsibility during your
limited hours. 

3. You work full-time, managing volunteers as your sole
responsibility. However: 

• Volunteers are scheduled on more than five days a week
and/or on more than eight hours a day and therefore, by
definition, you can only be there “part of the time” that
the program operates.

• The program has grown beyond your ability to manage
alone.

• You are the director of volunteers, but have been given
additional responsibilities that require you to spend “part
of your time” on things other than volunteer management.

If you find yourself in variation 2 or 3, you probably self-iden-
tify with the profession of volunteer administration, whether you
are a newcomer or a veteran. However, if you are among those in
variation 1, for whom volunteer management is only part of what
you do, you quite correctly identify with other areas of
professional expertise (recreation, corrections, social work,

Introduction 3



education, health care) and view directing a volunteer program as
something appended to your “regular” job.

From a practical standpoint, if you carry any responsibility for
coordinating or supervising volunteers, you are part of the field of
volunteer administration. You may also be a nurse, a librarian, a
curator, or a probation officer, but when you are doing tasks relat-
ed to volunteer leadership, you are indeed an administrator of vol-
unteers. In short, the emphasis is on the leadership role and activ-
ities, not on how much time you devote to it. Having accepted
this basic premise, the next step is to recognize–and rejoice
in–how much you have in common with everyone else who
directs volunteers, on a full-time or part-time, salaried or non-
salaried, basis.

If this Guide is your first introduction to the existence of the
field of volunteer management, we urge you to explore the
Appendix for many helpful resources.

****
The basic premise of The (Help!) I-Don’t-Have-Enough-Time

Guide is that a team approach to managing a volunteer program is
a good idea, for many reasons. Put simply, the “team approach”
means recruiting helpers to share the tasks of coordinating people,
projects, and paper. But you delegate authority as well as work.
This certainly is not proposed as a quick fix for the problem of too
many responsibilities and not enough time. In fact, it will take
time to plan for and build the best team structure for you. Once
in place, however, a management team indeed lets you share the
work, be in more than one place at once, and feel some relief from
the burden of carrying the whole weight of the volunteer program
alone.

There are many ideas presented in this book and the cumula-
tive effect may be formidable at first. But many of the suggestions
can be implemented singly and still make a big difference in your
day-to-day operations. Please feel free to pick and choose what
speaks to your needs and feels the most do-able. While the focus
of this book is on part-timers, the strategy of team management is
valid for any volunteer program. The team approach fosters
shared ownership of volunteer involvement by including many
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people, both paid and volunteer, in the work it takes to make it
happen. As volunteer activities expand, the demands of leadership
expand as well. No matter what the size of a volunteer effort,
there comes a point at which the workload as well as expectations
exceed the present level of staff support. The techniques in The
(Help!) Guide apply at all stages of growth.

Introduction 5
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1

Recognizing Your Role

This Guide is designed to help you step back and examine the
responsibility you have been given to lead volunteers. This process
begins with understanding the basic elements of effective volun-
teer management. In these pages you will not find information on
how to do recruitment, screening, training or recordkeeping;
rather, you will explore a practical strategy for adapting your role
so that all these tasks can get done within the constraints of your
available time. If you do need to build your basic skills in volun-
teer program development, the Appendix will direct to you to
helpful resources–books, Web sites and organizations.

The basic task elements of effective volunteer administration
remain constant and must all be accomplished, regardless of the
time available to do them. Unfortunately, too many people are
given (and accept) the responsibility for directing volunteers
without a full understanding of what the job entails. Even with a
written job description, major functions are all too often reduced
to single words such as “recruit,” “interview,” “train,” “recognize.”
This is based on two assumptions: 1) each function is relatively
simple, and 2) everyone knows the work that each implies. Both
assumptions are false.

The revelation that the assignment has been grossly underesti-
mated may hit home only after you have accepted the role. Then
you find yourself looking for shortcuts, especially if you are direct-
ing volunteers only on a part-time basis. For example, if you are
assigned to manage the program during 20 hours a week (“half-
time”), you will soon discover that you cannot do only “half” the
tasks of recruitment or “half” the tasks of supervision! If you try
to ignore certain aspects of the job, the consequences will haunt
you. Quite a dilemma.
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Perhaps the most effective way to reconcile the demands of
the job with the time available in which to do them is to share the
tasks with others. This “team approach” may seem simple and
obvious as you read about it, and yet can be quite challenging to
actually do. On the following pages you will find concrete sugges-
tions and strategies for ensuring that you do not have to do your
job alone. And, yes, the team approach also works if you are a full-
time Director of Volunteer Services trying to handle the demands
and expectations of an expanding program.

Regardless of your situation or the strategies you ultimately
adopt, your success will be predicated on three important points:

1. You understand the scope of the job.
Chapter 3 provides a detailed list of volunteer management

tasks. As you read it, edit it by adding or deleting items to make it
relevant to your own situation and the unique aspects of your set-
ting. The goal is to develop a comprehensive definition of what
needs to happen in order to effectively mobilize and direct volun-
teer resources within your organization. Though the length of this
list may seem overwhelming at first, facing it as a “known quanti-
ty” is immeasurably better than continually being surprised by the
number of tasks concealed behind general phrases like “recruit
new volunteers.”

2. You believe in the value of volunteer involvement.
In addition to specific tasks, there is another major factor in

assuring successful volunteer management: attitude. This is a per-
son-to-person job directly influenced by the amount of honest
commitment you feel to volunteerism. Such commitment, in
turn, may be influenced by how you came to hold the position.
Did you actively seek the role? Did you “fall into it” by accident?
Were you assigned to it (“anointed”)? Those who enter the field of
volunteer administration by accident often accept leadership of a
volunteer program as a temporary stepping stone to something
else, such as a promotion, direct client supervision, etc. The
“anointed” often recognize that they may have been designated
rather arbitrarily, and see the assignment as auxiliary to (and of
lower priority than) their “real” jobs.
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Regardless of how you came to be in charge of volunteers, the
challenge is to cultivate the attitudes necessary for success:

• Belief in the value and power of volunteerism.
• Recognition of people’s potential capabilities, rather than

their formal credentials.
• Desire to make the program work to its fullest potential.
• Openness to tapping a variety of volunteers (different ages,

backgrounds, ideas, etc.).
• Willingness to stand up for the rights of volunteers.
• Enjoyment of working with volunteers.

3. You are committed to the team approach because it benefits
the organization as much as it benefits you.
On the following pages the phrase “management team” will be

used repeatedly to refer to the cooperative approach to leading
volunteers. You will still be in charge, but with the benefit of
shared responsibility as specific tasks are delegated to others. The
program will be stronger because it will have gained the input of
ideas and perspectives in addition to your own. You and your co-
workers will share both problems and successes, resulting in real
joint ownership of the results. You will avoid the trap of isolation
which often comes when you are the only one who understands
the job. And neither you nor the organization will fall prey to the
“solo syndrome”–the perception that the success or failure of vol-
unteer involvement rests on only one person’s shoulders. Thus,
from the double perspective of both time management and pro-
gram development, recruiting a team to share your leadership role
makes a lot of sense.
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2

Mapping the Boundaries

Although you may have grasped the magnitude of the job of
directing volunteers, it is quite likely that no one else in your
organization has! Do not be surprised at the recurring question:
“What exactly do you do in that job?” It is up to you to guide your
organization towards a realistic assessment of how you and volun-
teers fit into the overall picture. You should feel comfortable in
your role as resident expert in volunteerism and in recommending
the type of structure and support necessary for a successful pro-
gram.

Whether you are just starting out or have been in the job for
years, you need to ask for planning time with your organization’s
executive staff and/or board–those who can make policy deci-
sions and enforce them. Often, volunteers have been incorporated
into the organization in a rather random and haphazard way, with-
out much deliberate planning. Your leadership position may have
evolved in the same way. So it is never too early nor too late to
develop ground rules acceptable to everyone. Furthermore, taking
this proactive step will help you avoid feeling “victimized” by the
situation, and will demonstrate your desire to manage volunteer
resources in a way that benefits the entire organization.

When you plan your meeting with the people at the top, the
agenda should include questions such as the following: 

Why do we want volunteers? 
This is not a frivolous–nor easily answered–question. It is the

cornerstone of developing a working philosophy about volunteers
to translate into a meaningful program. Just as a mission statement
articulates why an organization exists, so too must you be able to



express, in concrete terms, why volunteers are a desirable part of
your operation. Tradition or lack of funds are not, in and of them-
selves, good enough reasons, for these severely limit the ways in
which we view potential roles for volunteers.

One useful way to approach this issue is to pose the question:
If we had all the money in the world to do the work of our organ-
ization, would we still want volunteers involved? This usually
invites some discussion uncovering many of the unique character-
istics of volunteers with direct bearing on the organization’s mis-
sion. Even if volunteers have been involved for a long time, the
answers to this question can be surprising and worth discovering
or reaffirming. (For an in-depth discussion of this issue, see From
the Top Down: The Executive Role in Volunteer Program Success by
Susan J. Ellis, Energize, 1996.) 

What is our vision for the volunteer program? 
What will be the size and scope of volunteer involvement a

year or two from now? In ten years? It is important to clarify such
expectations because they are directly related to the amount of
time allotted to direct volunteers. If you can only devote a few
hours to volunteers, program growth will be limited. Conversely,
if a larger or more complex program is desired, consideration may
have to be given to expanding your available time. Or, is the
agency willing to cap growth if your time must remain limited?
Discuss the adaptation that might be necessary as the ratio of vol-
unteers to salaried staff changes (up or down). It may also be help-
ful to mention that growth in the number of volunteers requires
an increased investment by the organization, not only in terms of
your time but also in terms of space, supplies, shared power, etc.  

What are our expectations of volunteers? 
What are the goals and objectives for involving volunteers?

What exactly do we want them to accomplish? How many vol-
unteers are anticipated at any given time? Bringing what skills?
The answers to these questions will, of course, be determined in
large part by the results of needs assessments and the development
of volunteer job descriptions. 
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What does “part-time” mean? 
If you are assigned to lead volunteers on a part-time basis, it is

crucial to define time expectations as well. Exactly how much
time is “part-time”? Can you block out specific times of the week
to be designated for the volunteer program? If applicable, will
your other responsibilities be reduced to allow for this?
(Something has to go.) Will you have schedule flexibility for
evening and weekend meetings, external speaking engagements
and training sessions? Try to give specific examples of how you see
the demands on your time, rather than assuming that top admin-
istrators understand why scheduling can be so important and com-
plex. Remember, also, that you are building the case for a team
approach to the job; thus it may be appropriate to mention that
constraints on your time have implications for how other mem-
bers of the organization can assist and participate in program man-
agement tasks. 

What is my title? 
No matter which leadership scenario applies to you, you must

have a title that appropriately represents your role with the
volunteer program. It is worth giving some thought to which
words will be most effective in terms of your setting, as there are
many variations and options being used today: Coordinator of
Volunteers, Director of Volunteer Resources/Services,
Community Resources Director, Volunteer Program Manager,
Outreach Coordinator, Member Resources Chair. Whatever your
choice, it is critical that your title refer to your volunteer-related
function in some way. Without a title that specifically designates
you as the person responsible for volunteers, you may find your
various roles blurring together in everyone’s mind. 

If you are salaried, clarify that you are asking for an operational
(working) title. Your on-the-books payroll title does not matter as
long as you can present yourself to the public, sign letters, etc.,
with a title that indicates leadership of volunteers. One approach
is to add to your current title, as in “Director of Activities and
Volunteers” or “Coordinator of Volunteers and In-Home Services.”
Another option is to simply adopt two titles, using each when
appropriate.
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If you yourself are a volunteer, it is even more vital to have
your title agreed upon by the organization. You deserve the
respect and clout that come with being identified as “Director of
Volunteers” (or any variation thereof ). Your leadership role is ver-
ified by your title, allowing you to represent the organization offi-
cially in matters related to volunteers. 

In either case, your title is one of the important boundary lines
to be clearly drawn to avoid even more confusion of roles, espe-
cially when dealing with the public. 

What is the chain of command? 
For your own sake and the sake of volunteers, it is important

to establish a chain of command that is workable and understood
by all. You must have access to the decision-makers in your organ-
ization since there will always be policy questions to be answered.
(If you are already the executive director or the top person in
charge, this will be easy!) The “higher up” your supervisor, the
better. Volunteers need to feel that you are directly tied in to the
organization’s administration or else they will suspect (correctly!)
they have no effective voice. Similarly, employees also need to
know that you, and therefore volunteers, have access to top
administration.

The issue of your position in the organization hierarchy can be
further complicated if you have other responsibilities in addition
to volunteer management. Consider the possibility that your
volunteer management role may require a different chain of com-
mand than the one which governs your other functions. Your
work in In-Home Services may be monitored by the Social Work
Supervisor but, for your work in coordinating volunteers, you may
need to report to the Executive Director. It is better to explore
this issue and reach agreement now, rather than wait until a crisis
is at hand. Be aware, too, that this has implications for your rela-
tionship with your current direct supervisor. What criteria will be
used to evaluate your job performance in both arenas, who will
assess each piece, and who will assess your ability to do two jobs
at once?!?

If many volunteers will be supervised on a daily basis by per-
sons other than you, you also need to define your role as liaison.
When should someone come to you instead of his or her
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supervisor? When should a supervisor seek your help with a vol-
unteer? If a volunteer feels s/he has been treated unfairly, what
process do you want followed? If someone disagrees with you,
who is next in line to handle the concern?

Another variation that may affect you is the existence of an
independent, self-led volunteer group such as an auxiliary or
“friends” group. What is your role as liaison to this group? Who
has final authority? Do these volunteers have direct access to top
administration or does communication go through you? Who will
be held accountable for this group’s activities? 

What are my priorities and do you understand my limits? 
Commitment to having effective volunteer involvement is

demonstrated by an organizational decision to allow you to give
the volunteer program priority at certain times each day and
week. The attitude cannot be “fit this in when you find the time.”
You must deliberately make time. There will inevitably be
demands pulling you into other work, but volunteers must be
seen as equally important as everything else, not as the function
that can always be postponed. 

It is important that everyone in the organization recognize
that, when you are wearing your volunteer coordinator hat, your
priority at that moment must be volunteers. Therefore, you can-
not drop everything because something arises related to your
other job responsibilities. For example, when you are in the mid-
dle of an interview with a prospective volunteer, you cannot take
calls from clients or board members.

In addition, it is very healthy to reach an understanding with
everyone about your need to prioritize requests for assistance and
periodically say “no.” With limited time available you cannot
simultaneously develop six different recruitment plans for six
new volunteer assignments, or conduct a volunteer recognition
event in the same week as the state auditors are due.

In order to protect yourself, there needs to be agreement from
the top as to how to set priorities at any given time. This will give
you the justification for selecting one type of action over another.
Second, this once again provides an opportunity to discuss how
certain requests can be delegated to another member of your man-
agement team; you can make the connection between shared
ownership and increased results.
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It is a lot easier to set limits early than it is to stem the tide of
unrealistic requests later on. But if you are trying to re-train
colleagues who are overly demanding, put your concerns on the
table and then be firmly consistent in refusing to be overwhelmed.
It may also help to explain exactly what is involved in meeting
certain time-consuming requests, responding again to the fact that
your colleagues may think the task is simpler than it is. For exam-
ple, if co-workers come to understand the multi-step process in
recruiting volunteer mentors, they’ll be less likely to expect results
overnight.

What are the volunteer program’s budget and resources? 
Trite but true: volunteers are not free help. You need to devel-

op an appropriate budget for necessary expenses, ranging from
printing and postage to transportation reimbursement and insur-
ance. Though it may take some time to arrange for sufficient funds
to cover such things, one way an organization demonstrates its
commitment to volunteers is to acknowledge that these expenses
are real and plan for them in the overall organizational budget.

Do not underestimate your need for other basic support
resources such as: work space for volunteers, including places in
which to store work in progress; sufficient telephones and com-
puters; adequate office supplies; coat racks; access to rest rooms;
etc. Individually these items may seem minor, but they contribute
substantially to effective volunteer involvement. They also repre-
sent hidden costs (along with the cost of staff time in supervising
volunteers), which should be made visible. 

If the notion of an itemized budget for the volunteer program
is new, you may have to advocate for this over a period of time.
Gather evidence as to what costs have been incurred in the past,
and then add in other items which are basic to the operation of
the program. Some volunteer administrators have found it helpful
to go ahead and prepare a program budget even if they have not
been asked to do so. They then present it to their top administra-
tion at the time when the agency budget is being developed, offer-
ing it as a tool to help their bosses be prepared for the year ahead,
rather than be faced with unexpected expenses. The simple act of
itemizing specific support costs for volunteer involvement can be
enlightening for everyone–especially if it is done in a way that
demonstrates cost effectiveness and return on investment. 

16 The (Help!) Guide



How often will we schedule status reviews? 
It is useful to build in periodic re-examination sessions with

your administrators to assess whether and how the volunteer pro-
gram is changing over time. Is it necessary to adjust your job
description to allow you more time with the volunteer program?
How is your management team doing? Do you need additional
paid assistance? Are the original goals and objectives for the vol-
unteer program still relevant? Have volunteers been planned into
new projects? Such a status review is consistent with recommend-
ed periodic program evaluations.

Furthermore, it is important to pose these questions con-
sciously to avoid the snowball effect of allowing volunteers to
grow in number and sophistication without adapting the leader-
ship structure accordingly. Whether part-time or full-time, you
may be taken for granted as the program grows, based on the
assumption that you’re doing fine and nothing needs to be adjust-
ed. The price of success will be burnout and an overwhelming
workload unless you keep presenting your changing needs and sit-
uation.

Another reason for regular review is to keep your role visible
and understood by those in charge. Volunteer managers who do
not initiate discussion of the progress and needs of the volunteer
program are the most susceptible to being underfunded–or even
cut–when a budget crunch occurs. Once again, being proactive
will yield real benefits in the long run.

A word of caution: the question of appropriate staffing for the
growth of volunteer involvement is separate from your personal
career goals. It is possible that you do not want to pursue full-time
volunteer management as your job and prefer to focus on your
chosen profession of social work, teaching, occupational therapy,
information science, or whatever. In this case, your responsibility
is to help your organization recognize when the volunteer pro-
gram deserves full-time staff attention and to encourage the hiring
of a trained volunteer manager so that you can return to your own
career path. 

How will we assure organization-wide involvement? 
As already mentioned, the designation of one individual (you)

to lead your organization’s volunteer effort does not relieve every-
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one else of responsibility for supporting and actively assisting the
program. Everyone–from administration to maintenance, salaried
or not–must demonstrate respect for, faith in, and enthusiasm
about volunteers. You cannot maintain an upbeat atmosphere and
motivation all by yourself, especially if you are a part-time direc-
tor of volunteers. Your organization’s commitment to welcoming
community involvement must be evident at all times. However,
such support does not happen overnight, and you may encounter
resistance to volunteers from some staff. Furthermore, your co-
workers need continual opportunities to provide input, hear
about program progress, and learn about your job. You can work
to develop positive attitudes and meet these needs by requesting
the following from your executive:

• regular reporting time at staff meetings; 
• opportunities to train paid and key volunteer staff in tech-

niques of volunteer supervision; 
• that supervision of volunteers be made part of staff job

descriptions and evaluation criteria; 
• permission to involve staff in recruitment, training, recogni-

tion activities, etc.; 
• open discussion of ideas and suggestions for the volunteer

program.

All of these activities will demonstrate the philosophy that
volunteers are not “yours,” but are an integral part of the entire
organization, affecting everyone. Chapter 4 will discuss specific
ways various employees can work with you to use their special
skills on behalf of volunteer program success. However, you
should not be put in the position of asking for help from col-
leagues as “a favor” to you. It is up to your administrators to estab-
lish and reinforce that such cooperation is necessary.

***
Mapping the boundaries is an important responsibility–it

comes with the territory of leading volunteers. Do not expect or
wait for your higher-ups to define things for you. On their own,
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they may not. They may assume that everything is fine because
you have not told them otherwise. As hard as it may be for you to
initiate discussion about the sticky issues presented in this chap-
ter, it is to your advantage to do so in the long run. If you avoid
these issues, you are reinforcing the notion that volunteer manage-
ment is quick and easy.

Being willing to raise these questions demonstrates your pro-
fessionalism and desire to be a competent leader of volunteers.
Remember, too, that the answers are critical in supporting all the
volunteers and affect the rest of the organization, as well as your-
self. Take the lead.

Mapping the Boundaries 19
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3

Task Analysis and Delegation

When you are asked to lead a volunteer program, you are
given a mandate to utilize people creatively–whether they come
from the community at large or from within the organization
itself. You need to cultivate the ability to recognize the full range
of possible ways people can become involved in all aspects of your
organization. The same imagination you show in developing
direct-service volunteer assignments should extend to developing
new ways for people to participate on your management team.
Since you do not have the time to do everything yourself, you
must delegate specific parts of your job to others.

As stated in Chapter 1, it is critical that you fully understand
the various elements of volunteer program management before
asking others to help with specific pieces of the job. It is therefore
helpful to consider all the possible activities that contribute to the
effective utilization of volunteer resources, and analyze how they
relate to your particular situation.

The following Task Analysis is designed to help you with this
process. The functions, designated by Roman numerals, are major
cluster areas of the job of running a volunteer program. The
responsibilities outlined A, B, C, etc. are the key activities in each
function (and are what would usually appear in a regular job
description). The tasks listed under each responsibility as 1, 2, 3,
etc. are just some of the basic steps necessary to accomplish each
responsibility. It is precisely these tasks which need to be identi-
fied both to understand your job and to select assignments to
delegate to team members. Despite its length, this is a generalized
Task Analysis, and details will vary depending on your organiza-
tion and setting. 



The Task Analysis can also be used to educate others in your
organization if you feel they do not fully understand what needs
to happen in order to mobilize and utilize volunteer resources
effectively. Consider sharing the Analysis with your boss, board
members, fellow staff, and key volunteer leaders. It can also be a
valuable tool for developing or refining your own job description.1

Take time to review the Analysis more than once. The first time,
make sure you consider if all of your work is included. Are there
other tasks which need to be added? Delete the tasks for which
you are not responsible. Jot notes in the margin.

VOLUNTEER MANAGEMENT TASK ANALYSIS

I. PROGRAM PLANNING AND ADMINISTRATION

A. Assess/analyze agency and client needs for assistance.

1. Design questionnaires, survey forms, etc. to determine areas
where assistance is needed.

2. Interview (or otherwise contact) employees, administration,
volunteers, clients/consumers, etc.

3. Tabulate results of interviews/surveys; summarize findings.

4. Research models of other volunteer programs in similar set-
tings.

B. Articulate a vision for volunteer involvement in the organi-
zation.

1. Develop a philosophy statement clarifying why the organi-
zation values volunteers.

2. Identify the key values guiding the volunteer program:
diversity; mutual respect; confidentiality; etc.

3. Determine the organizational definition of “volunteer” in
terms of the scope of community resources available, such
as: student service-learning programs; alternative sentencing
programs; corporate employee programs; etc. 
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4. Consider the range of ways volunteers can be asked to par-
ticipate, including: assisting paid staff; working independ-
ently; as technical advisors, etc. 

C. Develop program goals and objectives.

1. Determine possible long-range and short-range program
goals, using data from the needs assessment. 

2. Develop measurable goals for what volunteers will accom-
plish and criteria for evaluatingeffectiveness.

3. Review these with administration and integrate into overall
agency planning.

D. Design volunteer assignments.

1. Determine volunteer work categories based on needs assess-
ment and program goals.

2. Work with paid staff to develop clear volunteer assign-
ments.

3. Write position descriptions for volunteers who will be help-
ing to manage the volunteer program.

4. Review all written position descriptions periodically with
supervisors and volunteers carrying those responsibilities,
and revise as necessary.

5. Write function descriptions for committees and organized
groups.

6. Define the role of program advisors.

E. Develop risk management procedures and strategies.

1. Understand legal and insurance issues as they relate to vol-
unteers.

2. Obtain adequate insurance coverage for volunteers.

3. Identify specific areas of potential risks and develop policies,
training, and other strategies to limit such risks.
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F. Coordinate schedules.

1. Plan overall work schedule for volunteer assignments.

2. Coordinate with salaried staff as needed.

3. Track attendance patterns with sign-in sheets and other sys-
tems of monitoring volunteer services. (See Function VIII:
Recordkeeping.)

G. Set policies and procedures.

1. Review agency policies and procedures; consult with
administration and supervisory staff about any requirements
and rules affecting volunteers.

2. Draft overall volunteer program policies and procedures;
obtain approval.

3. Determine policies and procedures for specific volunteer
assignments.

4. Develop and maintain a volunteer program procedures
manual.

H. Manage budget.

1. Determine annual budget needs and convey them to admin-
istration.

2. Authorize budget expenditures.

3. Develop a petty cash system, a system for reimbursing vol-
unteers, and any other necessary fiscal procedures.

4. Solicit in-kind donations for the volunteer program.

5. Plan and implement fundraising events for the volunteer
program.

I. Direct operations.

1. Arrange for adequate space, furniture, equipment and sup-
plies to support volunteers.
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2. Meet with supervisory staff to determine where (space)
volunteers will work.

3. Order uniforms, nametags, etc., as appropriate; develop dis-
tribution system.

4. Develop support services for volunteers as necessary, such
as car pools, child care, etc.

J. Advocate for volunteers.

1. Inform agency staff about issues related to volunteers, such
as insurance coverage, tax deductions, enabling funds.

2. Initiate action on such issues, both within the organization
and in support of community efforts or legislation.

3. Represent the volunteers’ point of view to the organization.

K. Develop new projects.

1. Participate in agency-wide program planning to assure
proper involvement of volunteers.

2. Gather ideas for new volunteer projects and program
expansion.

3. Propose and justify such ideas.

4. Initiate pilot projects to test ideas.

5. Participate in related resource finding and funding activities.

L. Develop professional skills.

1. Read professional volunteerism books, periodicals, and Web
sites.

2. Attend volunteer management workshops and conferences.

3. Network with other directors of volunteers through profes-
sional associations and online discussion forums.

M. Other:
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II. RECRUITMENT AND PUBLIC RELATIONS

A. Plan recruitment strategies.

1. Identify the types of volunteers and/or skills needed for
each volunteer job.

2. Brainstorm (and then prioritize) available sources of poten-
tial volunteers suited to each job description. 

3. Solicit suggestions and contacts from employees, present
and past volunteers, family and friends, consumers, etc.

B. Develop recruitment and media relations materials.

1. Write wording for a range of general and targeted flyers,
posters, brochures, etc.

2. Work with a graphic artist to design recruitment materials;
coordinate printing.

3. Write and schedule (request) public service announcements
on radio and television.

4. Write and send press releases.

5. Distribute/post materials at appropriate public places,
including electronic networks and Web sites.

6. Develop slide shows and other audio-visual materials to
support oral presentations.

C. Handle public speaking and personal contacts.

1. Contact leaders of groups of potential volunteers and
arrange to speak to members.

2. Accept speaking engagements requested by community
groups.

3. Seek out and do local radio, television and newspaper inter-
views and talk shows.

4. Explain program needs in one-to-one meetings with key
resource people.
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5. Develop corps of “program representatives” trained to speak
on behalf of the program.

D. Manage ongoing recruitment efforts.

1. Maintain regular contact with frequent sources of volun-
teers (e.g., schools, faith communities, civic groups).

2. Register volunteer opportunities with all referral sources
such as Volunteer Centers an online search sites.

3. Work with staff to insure that all agency public
relations–including the agency’s own Web site–includes
mention of volunteer opportunities.

4. Enlist the help of salaried staff and current volunteers in
locating new volunteers.

E. Other:

III. INTERVIEWING AND SCREENING

A. Prepare for applicants.

1. Design application form to be used by all prospective vol-
unteers.

2. Develop interview format appropriate to staff schedules,
program setting and agency needs.

3. Brief receptionists, secretaries, and security guards that
members of the public will be calling and coming in for
appointments.

B. Conduct interviews.

1. Schedule interviews with all prospective volunteers.

2. Obtain and review completed application forms.

3. Describe various volunteer opportunities, using position
descriptions, and discuss performance expectations.
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C. Screen.

1. Screen out candidates inappropriate for the organization or
having skills that could be better used in another setting by
referring them to other community volunteer programs.

2. Adapt position descriptions to unique skills of prospective
volunteers.

3. Create special assignments when feasible.

4. Develop procedure for accepting an applicant conditionally
(such as a probationary period), if not certain as to her/his
appropriateness.

5. Conduct background checks as required or desired.

D. Assign volunteers.

1. Tentatively match appropriate applicants to currently avail-
able assignments and time slots.

2. Arrange for further screening, if necessary, by immediate
supervisors of the assignment being considered.

3. Make final decision to accept and schedule starting date.

E. Facilitate group volunteer involvement.

1. Identify potential projects/assignments for organized groups
of volunteers to handle independently.

2. Meet with leaders of prospective groups of volunteers and
speak with members.

3. Establish written guidelines for supervising work and com-
munications.

F. Other:
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IV. ORIENTATION AND TRAINING

A. Develop an orientation program for all volunteers, regard-
less of assignment.

1. Plan agenda.

2. Arrange for tour of facility.

3. Invite or videotape speakers (including key salaried staff,
administration, board).

4. Prepare informational materials to distribute to new volun-
teers.

5. Schedule and conduct sessions as needed.

6. Design individually-tailored orientation for specialized
(one-shot or short-term) events or group projects.

B. Offer staff development.

1. Identify level of expertise among salaried staff in working
with volunteers; identify positive and negative attitudes.

2. Meet individually with any staff resistant to volunteers, in
an attempt to discuss the situation and resolve it.

3. Offer periodic staff seminars on volunteer management.

4. In staff meetings, report on volunteer program progress and
concerns.

5. Participate in the orientation of new employees so that they
learn about the organization’s volunteers.

C. Design initial training plan.

1. Work with supervisors to design specific training for each
volunteer assignment.

2. Assist with the scheduling of training. 

3. Monitor that each volunteer receives training.

4. Develop and conduct initial training for volunteers directly
working under volunteer office supervision.
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5. Involve experienced volunteers in assisting newcomers.

D. Develop in-service training options.

1. Solicit interest in and needs for in-service training from vol-
unteers and salaried staff.

2. Plan annual training schedule.

3. Prepare for sessions; invite speakers and resource people.

4. Conduct or moderate sessions.

5. Evaluate training plan and results.

6. Arrange for volunteers to attend special events, workshops,
tours, etc.

E. Prepare manuals and handbooks.

1. Gather information for inclusion in manual.

2. Review sample manuals from other programs.

3. Discuss possible contents with volunteers and agency staff.

4. Write manual.

5. Design appearance and arrange for printing.

F. Other:

V. SUPERVISION

A. Handle direct supervision.

1. Meet regularly with members of volunteer management
team.

2. Establish supervision plan for volunteers assigned directly to
the volunteer office.

3. Maintain regular contact with off-site (in field or virtual
service) or off-hour (evening, weekend) volunteers.
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4. Supervise any paid staff directly assigned to the volunteer
program.

B. Handle indirect supervision.

1. Communicate regularly with those staff who directly super-
vise volunteers.

2. Monitor that volunteers are utilized appropriately, with
tasks suited to abilities.

3. Assure that supervisors are accessible to volunteers and are
maintaining a regular schedule of supervisory contact.

C. Be a liaison.

1. Serve as “third party” moderator to resolve any problems
arising between volunteers and salaried staff members, or
among volunteers themselves.

2. Be available to all volunteers and salaried staff as next step
in the “chain of command.”

D. Manage individual volunteer performance assessment.

1. Develop a plan for periodic assessment of volunteers’
progress, achievements, areas requiring further training, etc.

2. Train supervisors to conduct periodic, mutual evaluations in
a constructive way with all volunteers assigned to them.

3. Review all such evaluative reports.

4. Evaluate performance of volunteers assigned directly to the
volunteer office.

5. Insure that volunteers do self-evaluation and have the
opportunity to evaluate their training and supervision.

E. Other:
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VI. MOTIVATION AND RECOGNITION

A. Assure ongoing volunteer motivation and appreciation.

1. Promote agency-wide atmosphere of welcome, courtesy,
motivation and productivity.

2. Help salaried staff demonstrate appreciation of volunteers
on a day-to-day basis.

3. Establish methods for volunteers to express concerns and
offer suggestions.

4. Promote communication among program participants
through such devices as a program newsletter, bulletin
boards, and staff meetings.

B. Conduct recognition activities.

1. Plan formal recognition of all volunteer services, such as
annual events or awards.

2. Identify those volunteers eligible for special recognition.

3. Thank those employees who contribute to the volunteer
program.

4. Write letters of reference for volunteers when requested.

5. Involve top agency personnel in recognizing volunteer
contributions.

6. Assure ongoing, informal expressions of appreciation to
volunteers.

C. Develop “career ladders” for volunteers.

1. Review all assignments regularly to see that volunteers con-
tinue to be challenged and enjoy their activities.

2. Design advanced-level tasks for those volunteers earning and
desiring more difficult (responsible, sophisticated) work.

3. Utilize experienced volunteers in special projects, in
program evaluation and planning, and as trainers of new
volunteers.
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D. Other:

VII. PROGRAM EVALUATION

A. Conduct regular program evaluation.

1. Develop a plan for program evaluation; form an evaluation
team.

2. Design questionnaires, surveys, etc.; recruit and train inter-
viewers.

3. Solicit input from all program constituents.

4. Analyze data and develop concrete plan of action based on
evaluation results.

5. Report evaluation results to all program constituents and
integrate into agency planning.

B. Assess ongoing progress in all program components.

1. Keep informed about progress in all areas.

2. Track pilot projects carefully; review at scheduled intervals.

3. Conduct “exit interviews” with volunteers leaving the
organization to gain insights into areas for improvement in
assignments and management.

C. Other:

VIII. RECORDKEEPING AND REPORTING

A. Develop a comprehensive volunteer recordkeeping system.

1. Determine data needs for program management, risk man-
agement, and to document the accomplishments of volun-
teers.

2. Review agency records and reporting systems, to see where
volunteer data could be integrated.
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3. Design forms and develop procedures to gather data, includ-
ing computerization as feasible.

4. Train volunteers and salaried staff to provide data accurate-
ly and on time.

B. Maintain system.

1. Record data in an accurate, up-to-date and accessible man-
ner.

2. Follow up forms or reports not turned in.

3. Keep records on own activities as Director of Volunteers.

C. Develop reports.

1. Write monthly and annual reports, giving both statistics and
descriptive narratives.

2. Distribute reports to all program constituents, as well as to
administration.

3. Prepare special reports upon request.

D. Other:

IX. OTHER RESPONSIBILITIES

A. Participate in agency fundraising events, coordinating vol-
unteer assistance.

B. Solicit in-kind donations to assist agency services.

C. Represent the organization at community functions; repre-
sent the organization to visiting community members.

D. Provide technical assistance to other agency volunteer
efforts, such as board development, working with auxil-
iaries, etc.

E. Other:
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****
Now that you have a better understanding of what your job

entails, you are ready to consider who could assist in getting the
work done. Review the Analysis again, this time considering the
following questions for each function and task:

• Is this currently being done by someone else in the organiza-
tion? Is this working well, or are there problems?

• Is this something I like to do? Would it be hard for me to
turn this over to someone else, or would I just as soon have
someone else do it?

• Can I do it well? Do I have the necessary skills, or would it
be done better (or faster) by someone with greater expert-
ise than I?

• How does this task fit with my current work schedule? Does
it have to be done at a specific time of day? How does this
fit with the requirements of my other job responsibilities?

• How frequently does this have to be done? Continuously?
Weekly? Monthly? Annually?

• Is this task something I am required to do, given agency poli-
cies, regulations, or law?

• Should this task be done by one individual, or could it be
done by several people, or a group?

The answers to these questions will let you begin to identify
which tasks are the easiest and most logical to delegate to some-
one else–the members of your management team. A tool to help
with this process is the “Delegation Potential Sheet” on the next
page. Make a Sheet for each function or task with which you feel
you need help, breaking it down further into a sequence of specif-
ic activities. For each activity, consider the implications of timing,
authority, and necessary skills, so that you can decide if that activ-
ity can be delegated. Then identify possible helpers. Be careful of
your assumptions about what you can and cannot delegate, and
remember it is possible to exercise quality control even if others
are doing some of the work (more on this later).
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Skill Areas
There are two more ways to approach job design for your

management team, using the Volunteer Management Task
Analysis. You can seek people to handle a complete cluster of
tasks within a particular function, such as taking charge of in-serv-
ice training or coordinating student intern placements. Or, you can
recruit people because they have skills applicable to several func-
tions. For example, a writer can help you develop recruitment
materials, a volunteer handbook, a newsletter and press releases.
Here is a list of necessary skills or expertise implied by the Task
Analysis. Note how the same skill can be applied to several differ-
ent functions or tasks.

Writing
Forms Development
Group Dynamics
Interviewing/Research
Survey Design
Statistics
Long-Range Planning
Fiscal Management
Knowledge of Community
Art Work/Graphics
Printing
Advertising/Marketing
Photography
Public Speaking
Computer and Internet Technology
Training Design
Adult Education
Event Planning
Catering
Career Guidance
Editing
Bookkeeping/Accounting
Fundraising/Resource Development
Public Relations
Counseling
Organizing/Scheduling/Coordinating
Media Relations
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As this chapter demonstrates, the responsibility of managing a
volunteer program is inherently complex, demanding a range of
“left brain” and “right brain” talents. Success in the role comes
from combining great human relations skills with strong adminis-
trative and technical abilities. Very few people possess all these
attributes. So even if you have sufficient time to do the work,
there are still good reasons to reach out to other talented people.
Here is one more way that a team effort benefits you, volunteers,
and the whole organization.

1The Association for Volunteer Administration has developed a professional certi-
fication program for managers of volunteers. It is based on a comprehensive list of
“competencies” considered the core components of effective volunteer program lead-
ership. This is another way of looking at your role, complementary to the Volunteer
Management Task Analysis presented here. Contact AVA at P.O. Box 32092,
Richmond, VA 23294-2092 USA, info@avaintl.org or visit their Web site at
www.avaintl.org.
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4

Finding Your 

Management Team: Inside  

Now that you have a clear sense of what needs to be done and
which tasks are best suited for delegation to others, you are ready
to begin recruiting your management team members. This chapter
presents ideas on potential resources within your organization,
and how they can be used to help you handle various activities.
The size and structure of your organization will, of course,
determine which of the workers discussed here are available to
you. Even with a small staff, these suggestions should stimulate
your creativity as you explore ways to involve colleagues working
on site with you. 

Experienced Volunteers 

Experienced volunteers who have been with your organization
for at least a few months bring firsthand knowledge of what it is
like to be a volunteer in your setting–something no one else can
provide. While it is a fallacy to assume that all volunteers want to
be “promoted” out of whatever assignment they presently enjoy
doing, most people are willing to assist in extra ways occasionally.
It is flattering to be asked to do a special job in recognition of

demonstrated skills and long volunteer service. It can be particularly

productive to form a task force of two to five volunteers and ask them to

make recommendations on a specific aspect of the program. Experienced

volunteers can also help by:

• Orienting new volunteers and selecting in-service training
topics and speakers. 



• Buddying up with new volunteers, both initially as a training
experience and then as on-going support. 

• Planning and conducting a special event. 

• Sharing an otherwise untapped skill, such as taking photo-
graphs or writing a newsletter article. 

• Serving as a “consultant” for volunteer program decisions
such as forms design, evaluation studies, recognition plan-
ning, and policy development. 

• Assisting in recruitment, especially in outreach to other
organizations to which they, family members or friends
belong; doing public speaking on behalf of the volunteer
program.

• Assisting in the recognition of supportive salaried staff. 

• Helping to find funds for the volunteer program (both in
terms of grants and money-raising events), especially for
reimbursing volunteers’ out-of-pocket costs. 

Volunteers should be given the choice of taking a “leave of
absence” from their regular assignment to do the special task, or of
giving additional time until the special task is completed. 

Secretaries 

It is quite possible that you do not have a full-time secretary
assigned to you. You may be working with a clerical pool whose
time is divided among many staff members, or with one
overworked secretary whom you share with one or more other
staff. Even if you are fortunate enough to have a clerical support
person all your own, by definition that person, too, may have to
divide her/his time between the work generated by the volunteer
program and that of your “other” job functions. No one is sitting
around waiting for your volunteer-related correspondence, forms,
and phone calls!

Nevertheless, secretaries are an invaluable part of the
volunteer management team, provided their role is clearly and
mutually defined. For many clerical workers, the opportunity to
participate in administering a volunteer project is a welcome
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change from daily routine and can even be a way to demonstrate
talents previously untapped by the agency. The trick is to find the
right person who sincerely wants such involvement, rather than
one who will feel put upon by these new demands. The reluctant
helper will only transfer her/his resentment or indifference to the
volunteers–which is worse than no help at all. (Is it feasible to
“put out a call” throughout the organization, asking who is
interested in this challenging opportunity?)

Once you have found the right secretary, it is important to
outline together exactly what tasks related to volunteers will be
handled by this member of your team. Some good possibilities are:

• Handling e-mail and postal correspondence, forms, memos,
and anything else related to volunteer recruitment, recogni-
tion, and management. Keep in mind that an involved secre-
tary can be your team expert in designing appropriate for-
mats for program materials since s/he understands the pos-
sibilities and limitations of available computer software,
copying machines, and other equipment. 

• Sending out form letters and brochures in response to
inquiries about the volunteer program (or responding to e-
mail questions), and keeping track of them. 

• Making appointments for you to meet with potential volun-
teers.

• Greeting prospective volunteers prior to your interview
with them and giving them the application form to com-
plete.

• Setting up folders, index cards, and other records for each
new volunteer (either manually or by computer). Once you
have designed your basic recordkeeping system (with input
from your secretary) you can determine which pieces of it
s/he will be responsible for maintaining. (For more informa-
tion on this subject, see Proof Positive: Developing Significant
Volunteer Recordkeeping Systems, 21st century edition, by Susan
J. Ellis and Katherine Noyes Campbell, Energize, 2003.) 

• Collecting and re-stocking timesheets, volunteer sign-in logs,
etc.
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• Following up on volunteers who have been absent or who
have not been submitting requested reports. 

Depending on the capabilities of your secretary, the size of the
volunteer program, and the available work space, you might want
to recruit volunteer clerical assistants. Ideally, these volunteers
should be directly supervised by your secretary. Good reasons for
this arrangement are: 

• You do not have to be in the office whenever the volunteer
clerical assistants are. The secretary, who rarely has appoint-
ments out of the office, will provide consistent work assign-
ments and supervision. 

• All clerical work can be coordinated by the same person,
avoiding duplication and missed deadlines. 

• If you have recruited volunteers who want to learn more
about office procedures, typing or computer skills, your sec-
retary is the right role model and teacher. 

• By supervising a volunteer corps, your secretary can develop
and prove her/his abilities as a supervisor, which is often
required for advancement into higher positions. 

Remember to allow the secretary to determine the weekly
schedule for volunteer clerical help, since s/he knows the flow of
work (peak times, slow times) and when work space and
equipment are available on any given day. In fairness to a secretary
actively assisting you in such ways, adjustments should be made in
her/his previously-assigned workload. Doing the tasks described
here well requires that a realistic amount of time be freed up. 

Receptionists 

The reality is that the person who first answers your
organization’s main telephone line can turn a potential volunteer
on or off about getting involved. Therefore, it is imperative to
inform such staff about the details of the volunteer program and
how to handle various types of calls. Train everyone to take
complete messages when you are out or unable to take a call
immediately, obtaining information that will be helpful and time-
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saving. At the very least, receptionists should project a positive
and friendly attitude to volunteer program participants. Whether
on the phone or in person, this “greeting” function is critical to
creating the feeling of being welcome in the organization, both
when volunteers first venture in and as they return time after
time.

The increased use of automated voice mail systems raises
special issues. Your challenge is to insure that callers trying to
reach the volunteer office are directed properly and are made to
feel valued. Test your system: how easy is it to make contact with
you, and how does the process feel?

If your setting has a staffed reception area, you may also be
able to get help with: 

• Distributing recruitment materials and other volunteer pro-
gram information. 

• Making appointments for prospective volunteer interviews. 

• Greeting applicants and requesting that they complete pre-
liminary forms. 

• Overseeing volunteer timesheets/sign-in logs. 

In any case, it is well worth a little of your time to include
reception staff as members of your team. In many organizations,
they are often overlooked and excluded from program planning.
By making them aware of what volunteers are doing and why they
are important to the work of the organization, you are recognizing
these fellow staff as important players. This will, in turn, make
them more receptive to your requests for assistance. 

Maintenance/Custodial Staff 

It never hurts to have the janitor on your side! Volunteer
programs tend to have group meetings and special events
requiring furniture rearrangements, audio-visual set ups, clean-up
and after-hours assistance. You will quickly learn that the
maintenance staff welcomes a few words of explanation about the
volunteer program in general and special projects in particular.
Their willing cooperation can save you much aggravation and
assure the success of events. The maintenance crew are experts in
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their area and may help you find previously unknown “gold
mines” of stored furniture and supplies. Their skills in such things
as carpentry can also come in very handy. If your maintenance
staff deals with outside vendors, they may have valuable
suggestions of possible donors for a great variety of needs and help
you scrounge for materials. 

Public Relations 

If you work in a large organization, you may have access to
staff in units tangential to yours. One prime example of this is
Public Relations. Seek out their expertise as consultants and see if
you can combine work. For example, the p.r. staff can design your
information to coordinate with other agency materials. At the
very least, a description of volunteer opportunities can be
included in any overall agency brochures, Web sites, displays, etc.
They may also arrange media contacts, assist with press releases,
and take photographs at volunteer events. Remind the p.r. staff
that you help with their work, too, every time you go into the
community and represent the organization.

Because of the natural similarities between the p.r. function
and your outreach role as volunteer program coordinator, it is
critical that the two complement each other and work together.
Consider the value of asking your administrator to require such
cooperation from the beginning and to assist in clarifying decision-
making authority, confirming that volunteer program projects
accepted by the p.r. staff are not to be relegated to lowest priority.
Determine the most effective communication channels. This is
one area in which the team approach to implementing volunteer
program management can yield tremendous results, benefitting
the organization in terms of image, community support, and even
financial resources.

One note of caution: if you ask for help, be sure to state clearly
and exactly what you want and then stay involved. Too many
directors of volunteers have abandoned their brochures to the p.r.
department and then have regretted the results. Public relations
staff know about design, graphics and writing–you know about
volunteers!
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Development/Fundraising/Special Events 

Another related area is Resource Development, and your
organization may have staff doing development, fundraising, or
special events. All studies show a strong correlation between
people who give time and people who give money. So shouldn’t
you and the fundraising staff coordinate your efforts and materials
to reach both audiences? At the very least, make sure you are
aware of each other’s outreach activities so that you do not
duplicate efforts. At best, find ways to carry each other’s messages
to as wide an audience as possible. Appeals for donations should
include mention of volunteer opportunities; volunteer
recruitment materials should include the option of financial
support.

An additional incentive for the development staff to support
you is the fact that the value of volunteer service can be used as
in-kind match for grant proposals. 

Human Resources 

Yet another function with close ties to yours is that of Human
Resources or Personnel. In fact, in some organizations, the
coordinator of volunteers is located within this unit. After all, the
effective management of workers to get things done is based on
the same principles, whether those workers are employees or
volunteers. So staff with human resource development expertise
can be a valuable asset to you. They are a good source of
information about interviewing techniques, personnel-related
laws, risk management practices, policy development and
screening procedures. They can also be alert to potential
volunteers among job applicants, and actually refer prospects to
you.

Another task they can assist with is volunteer orientation.
Often there are standard materials (or even regularly-scheduled
sessions) for new employees which can be adapted for use with
new volunteers. In many organizations, it makes sense for the
personnel staff to handle the screening of volunteers right along
with that of employees, and to maintain certain records as well.
They may be reluctant to assume these duties, especially if they
view the volunteer program as “separate” or “different.” This can
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be overcome if you include personnel staff in your planning and
increase their awareness of exactly what the volunteers are doing.

Training is often a responsibility of human resources. One
specific way in which this unit can support your team approach is
to include information about the volunteer program in the
orientation for all new salaried staff. This is an excellent way to
ensure that everyone in the organization understands the role of
volunteer resources in relation to the overall mission and goals,
and to explain how everyone contributes to making it happen. By
stating the expectations and philosophy in the beginning, new
staff are much more likely to be enthusiastic team members.
Again, you may need to ask the top administrator to establish this
policy, and suggest that either you or s/he participate in the
orientation to carry the message.

Not all of us are skilled trainers, so you may feel this is one area
that is much better delegated to those with this expertise. If in-
service training is conducted for employees, perhaps volunteers
can participate in these sessions as well–all of which are planned
by someone other than you. Or, human resource staff may be able
to identify specific trainers who can meet your needs and arrange
for them to present sessions for volunteers. 

Board of Directors 

If you are with a nonprofit organization, your board members
are, of course, volunteers–although you may be surprised to
discover that some of them do not think of themselves as such.
Or, even if they acknowledge their own voluntary status, they
might draw a distinction between their policy-making function
and the roles played by the “program” (direct service) volunteers.
Legitimately, the primary concerns of the board relate to the
overall functioning of the organization, of which volunteer
involvement is only one component. However, it is important that
board members understand that successful community volunteer
involvement leads to positive public relations, expanded services,
and even better fundraising.

The first thing the board needs to do to assist you is set policy
regarding volunteers. This includes many of the issues already
mentioned in Chapter 2. Members must make the commitment to
support and encourage volunteer involvement–and you. On a
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continuous basis, board officers and members can assist with such
tasks as: 

• Distributing recruitment materials at their workplace and
other gatherings they attend. 

• Including mention of volunteer opportunities in any public
speaking they do on behalf of the overall organization. 

• Handling public speaking dates you may arrange specifically
for volunteer recruitment. 

• Participating in volunteer orientation and/or training ses-
sions.

• Attending and helping with volunteer recognition events. 

• Conducting volunteer program evaluation studies. 

Admittedly, you may not have direct access to the board,
especially in a large organization. If this is the case, you must work
with your top administrator to insure that the board is
knowledgeable about the volunteer component. One strategy may
be to request that you attend at least one board meeting a year to
make a presentation, answer questions, and enlist support.
Another option is to ask the board to form a sub-committee on
volunteer development. It could consist of a couple of board
members, a few direct service volunteers and yourself, and would
provide a pool of people to rely on for a variety of delegated tasks.
Such a committee also serves as a vehicle for keeping volunteer-
related issues and information before the entire board. (See The
Nonprofit Board's Role in Maximizing Volunteer Resources, by Susan
J. Ellis, Washington, DC: National Center for Nonprofit Boards,
1999.)

Executive Director/Top Administrator 

Several ways in which upper management can assist the
volunteer program have already surfaced. It is especially
appropriate for the executive to insure good employee/volunteer
relations. There are three approaches top administrators can take.
One is to issue mandates, requiring all staff to welcome
partnership with volunteers. This may be appropriate (and
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necessary) in some cases, such as setting the policy that volunteer
program information be included in orientation for all new staff.
Another approach is to provide positive reinforcement for those
staff who willingly join the volunteer management team on their
own initiative. Finally, the executive can lead by example and
request volunteers to assist him or her directly. You and the
executive should discuss the value of each of these approaches
and make conscious decisions about when to utilize each. (Again,
see From the Top Down.)

Just as already listed under the board of directors above, the
executive should be willing to represent the volunteer program in
the community. To demonstrate that volunteers are valued, the
executive may even offer some clerical support from his/her own
secretary, either on an on-going basis, or periodically to help with
specific tasks such as preparing for volunteer training or
recognition.

Program Staff 

Program staff members who directly supervise volunteers on a
day-to-day basis are already helping you a great deal. These
supervisors are in reality adjunct volunteer program staff, as well
as social workers, probation officers, park rangers, librarians, or
whatever. Once they agree to work with volunteers, such staff
have also accepted the responsibility to support and assist the
entire program and you. You need to reach this understanding by
continued dialogue.

Specific ways staff supervisors of volunteers can help manage
the overall program are:

• Assessing the needs for volunteers within their area and clar-
ifying assignments; writing volunteer job descriptions. 

• Developing progressive assignments to challenge and “pro-
mote” experienced volunteers. 

• Assisting with orientation of new volunteers. 

• Designing and conducting initial training for volunteers
assigned directly to them. 

• Training other staff to be effective volunteer supervisors. 
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• Keeping volunteers motivated and recognized. 

• Monitoring volunteer forms and reports; responding to con-
cerns raised and informing you of possible problem areas
before they get out of hand. 

• Conducting individual volunteer performance assessments
and assisting with program evaluation. 

• Acting as recruiters and community resource developers,
especially in tapping groups to which they belong profes-
sionally or personally. 

• Sharing talents not necessarily job-related, such as doing art
work for posters or providing entertainment at a special
event.

• Sharing “success stories” with their co-workers at staff meet-
ings, to highlight specific examples of how volunteers are
contributing to the agency’s goals.  

* * * * * 
Look around you. The first members of your management

team are very near by. 
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5

Finding Your

Management Team: Outside  

Having made full use of available in-house resources, you are
now ready to tap the community for additional members of your
management team. Your Task Analysis and identification of neces-
sary skill areas point to a broad variety of team members waiting
to be recruited.

Administrative Volunteers

“Administrative volunteers” are volunteers specifically recruit-
ed to run the volunteer program. This is their only assignment. In
addition to adding valuable time which you don’t have, assigning
volunteers to assist you directly has two other benefits: it demon-
strates to the rest of staff that you, too, are willing to utilize volun-
teers in substantial ways; and it offers meaningful assignments to
those volunteers preferring administrative rather than direct-serv-
ice roles.

Be careful not to confuse administrative volunteers with cler-
ical workers. Administrative volunteers are actually “assistant
directors of volunteers,” carrying major responsibility for key
aspects of program coordination. 

Select administrative volunteers on the basis of their special
skills and as a complement to your own strengths and weakness-
es. Trained administrative volunteers can often substitute for you
in your absence, knowing enough about the overall operation of
the program to act knowledgeably. They can also attend meetings
on your behalf. Yes, it takes time to train a volunteer to be such
an assistant, but the long-term pay-off is worth the effort.



Consider the following potential jobs that can be delegated to
an administrative volunteer. Each can be a self-contained assign-
ment, or one administrative volunteer can handle several, depend-
ing on his or her weekly schedule with you. As you read these
suggestions, think about the kinds of skills and interests a volun-
teer would need to handle each function–you’ll find your cadre of
administrative assistants will be quite a diverse group of people!

Orientation Coordinator. Responsibilities include:
• designing a standardized orientation program
• scheduling sessions when needed
• lining up necessary speakers
• inviting new volunteers to attend
• assembling handout material
• chairing sessions
• conducting facility tours
• following up with those who do not come
• conducting special, adapted orientation sessions for
• groups or individuals

In-service Training Leader. Responsibilities include:
• identifying needed or desired topics/speakers
• scheduling training dates
• inviting speakers
• publicizing sessions
• coordinating refreshments, room arrangements, etc.
• chairing group meetings
• evaluating training

Shift Leader. Responsibilities include:
• providing on-site supervision and support for volunteer

activities during a time period when you are not present,
such as an evening or weekend day

• providing week-day coverage if you are on a part-time
work schedule

Researcher. Responsibilities include:
• conducting intensive studies on subjects requested by you

and/or the agency
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• reviewing reference books, journals, and Web sites (this
includes keeping you informed about volunteerism
resources)

• conducting written and oral surveys
• contacting outside sources of information
• ordering resource materials
• analyzing data and writing reports.
• developing and managing an agency library

Resource Developer. Responsibilities include:
• “scrounging” materials and items needed by either the

volunteer program as a whole or by individual staff, clients,
or direct-service volunteers

• identifying necessary items and potential donors
• publicizing donation needs
• soliciting donors or resources
• keeping records of all contacts and results
• thanking resources utilized and giving them public credit

as appropriate
• letting volunteers and salaried staff know of items available

Newsletter Editor. Responsibilities include:
• producing a regularly-published (print or electronic)

volunteer newsletter or other in-house forms of written
communication

• soliciting articles 
• interviewing key people
• gathering announcement data
• maintaining distribution lists
• supervising layout
• selecting art work and making design decisions

Project Coordinator. This administrative volunteer supervises
a cluster of volunteers involved in a project not directly under
the jurisdiction of a salaried staff member. Such projects may
be experimental or may provide an extra service–anything that
would fall to you to supervise if you did not have an adminis-
trative volunteer to handle it. As “project coordinator,” a
volunteer should have the responsibility inherent in the title,
including:
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• some recruiting and screening of other volunteers for the
project

• training and supervising project workers
• keeping records on project progress

In essence, the project coordinator keeps the project going,
with you providing periodic support and guidance.

Records Manager. Responsibilities include:
• conducting research to determine what kind of informa-

tion you need to be collecting
• developing whatever paper or computerized system you

need to track volunteer involvement
• designing forms and training staff and volunteers on how

to use them
• entering information from volunteer timesheets or elec-

tronic reports
• producing periodic reports summarizing activities and

impact
• adapting software and training everyone on how to use it

Troubleshooter. Responsibilities include:
• keeping in touch with volunteers and salaried staff on a

periodic, informal basis to assure that everything is going
smoothly

• providing volunteers an extra “ear” as a sort of ombudsman
service

• helping volunteers who work off-site to maintain a strong
connection to the organization 

(This role requires a special, diplomatic individual who will be
sensitive to issues which may arise involving volunteer/staff
relationships.)

Surrogate. Responsibilities include:
• representing you at community gatherings such as tours of

new community agencies, government hearings, confer-
ences or meetings with key sources of volunteers (i.e.,
church board meetings, college field placement program
meetings)
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• monitoring list-servs and other professional Web resources
for you. 

• participating in staff meetings when you cannot be pres-
ent, to share information about volunteer activities

Whatever their specific assignment area, administrative volun-
teers should be trained to think with you about the volunteer
program as a whole. On the next page is a list of tips for adminis-
trative volunteers, offered as a useful training tool to help articu-
late the unique aspects of this role.

Recruiting Administrative Volunteers

Occasionally, directors of volunteers express reluctance about
seeking administrative volunteers out of a sense of obligation to
give priority to organizational needs other than their own. It feels
like “skimming from the top” to divert skilled people from other
volunteer positions. Look at this another way: It makes good sense
to involve high quality volunteers on behalf of the volunteer
program because this, in turn, provides a stronger degree of
support to all volunteers who follow.

Another concern is that prospective volunteers who inquire
about direct service work are really not interested in a role in
program administration. This is often true. Therefore, you cannot
be passive about hoping that a good administrative candidate will
be discovered through your regular volunteer recruiting. If you
sincerely want this type of help, you must actively recruit for it.
Most people are unaware that the opportunity exists to help
manage a volunteer program, because most recruitment
campaigns discuss only assignments related to the direct service
areas of the organization. Yet there are people for whom the chal-
lenge and scope of this type of leadership role is truly appealing.

Here are some tips for recruiting administrative volunteers:

• Remember that if you are enthusiastic about your role,
others can be, too. Sell the assignment based on what you
enjoy most about the job–variety, people contact, creativi-
ty, management experience, etc.
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Tips ffor AAdministrative VVolunteers

Stay well informed about as many different aspects of the volunteer program as
possible. This includes both “big picture” and nitty-gritty details. You will be
expected to be able to answer questions from both employees and volunteers, and
it is critical that you provide accurate responses.

Details do matter! When beginning a large project, conduct a mental “walk
through” to identify weaknesses in the plan. By thinking about what could go
wrong, you can build in safeguards and additional procedures to minimize the
chance of error or disaster. (This is risk management at its best!)

Learn to be an active listener. Part of your role is to help identify needs that are
going unmet, gaps in existing services, or problems that are beginning to emerge.
Tune in to what is going on around you and share the concerns you are hearing
with your supervisor (or the director of volunteers) in order to help him/her plan
ahead and remain proactive.

Similarly, remember your responsibility to help convey information from the
management team to direct service volunteers and line staff. This may include
interpreting policies, explaining the what and why of procedures, and offering
information about changes which are occurring in the organization.

Be mindful of the fact that you may be perceived as walking a fine line between
paid staff and volunteers. If you were formerly a direct-service volunteer, do you
now identify with “management”? Has the nature of your relationship with other
volunteers changed? How do employees regard your function? The trick is to
maintain a balance, ideally with credibility in both worlds, so you can effective-
ly help move the organization forward.

If you encounter resistance to some program need from either salaried staff or
volunteers, diagnose the cause: differing priorities? lack of information about you?
lack of information about them? bad timing? pre-conceived assumptions? Once
you have identified the reason for resistance it is much easier to deal with it
constructively.

As a member of the management team, one of your most important tasks is to
help set the tone for effective volunteer involvement in the organization. This can
be accomplished in many ways: common courtesy to everyone; on-going acknowl-
edgment of each person’s contributions; encouraging teamwork; a sincere and
honest approach to problem-solving; demonstrating daily that you “walk the talk.”
The combined effect of these types of behavior will be a climate that is welcom-
ing, productive, and sustainable.

Remember that the skills you are developing and/or using as a member of the
management team are transferable to other jobs and other settings. Be alert to the
learning opportunities around you. If you plan to use this as work experience on
a resume, keep a log of specific responsibilities and activities you manage.

Enjoy yourself! Volunteer management is exciting, fun and full of unexpected
rewards.



• Write a specific position description, just as you would for
any other volunteer position. Include definitive areas of
responsibility, showing what you plan to delegate. (Use the
ideas already presented as a starting point.) Do not simply
say you need someone to “assist the Director of Volunteers.”
Your job is too large and complex (and mysterious!) to
assume someone understands what assisting you means, so
identify a specific cluster of tasks which clarify what the
volunteer will do. Use titles that reflect each person’s role,
rather than using “Administrative Volunteer” as everyone’s
title.

• Be honest about the necessary time commitment. For an
administrative volunteer to both handle some specific area
of responsibility and stay informed about overall volunteer
program activities, s/he probably needs to be on duty at
least two days a week. If you are only in the office a few
days a week yourself, you may want to find someone who
can cover the volunteer program on the days you are absent.
This should be clearly explained in the position description,
along with a plan for overlapping some time for supervision
and reporting.

• On the other hand, one of the advantages to some of the
administrative functions previously described is that they
can be done with an irregular schedule (weekends, evenings,
odd hours) or even outside the office, virtually, or at home.
Volunteers who find this flexibility attractive can therefore
handle projects or product-oriented assignments, rather
than those that involve regular, on-site substitution for you. 

Where can you look for potential administrative volunteers?
Some people have been leaders for years in countless organiza-

tions but have never stopped to consider that they could
contribute to the management of an agency volunteer program.
Seek out the past presidents of all-volunteer groups, pointing out
that being an officer in a club or association is excellent training in
volunteer administration. Such proven leaders are a good source of
potential administrative volunteers for you, and may enjoy this
new application of their skills.
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Another good source is students. The current emphasis on
youth community service and service-learning means that more
and more students (high school, college, and graduate) are looking
for opportunities to volunteer in public and nonprofit organiza-
tions. Some will be intrigued by the role of administrative volun-
teer. They will recognize the immense learning possibilities of
working with a manager such as yourself, and generally like the
variety of an assignment that provides broader exposure to the
entire organization.

Consider describing some of these positions as “internships in
volunteer administration.” It may be a motivating factor to point
out that volunteer administration is a growing career field and that
administrative volunteers can learn skills and demonstrate abilities
that may later lead to job opportunities in a variety of settings.
This is particularly appealing to students, homemakers, or career
switchers wanting to put administrative experience on their
resume to enhance their chances for employment. 

Several of the task areas are very well suited to student skills.
Be open to creating assignments to match academic majors. For
instance, a journalism major may be delighted to design and
conduct a mass media publicity/recruitment campaign for you,
while a social work candidate might prefer assisting with volun-
teer supervision and follow-up. Geography students may be inter-
ested in working on a demographic study of your city to help
locate sites for special targeted recruitment efforts. Today’s
students are seeking practical experience in every conceivable
field, so the options are endless. 

Certain administrative volunteer jobs require advanced profes-
sional skills, so start by brainstorming who has those skills. This
may lead you to professional societies, special interest associations,
and other places where you can express your need for help to an
audience with the expertise you seek. While some people may
prefer volunteering to be a change of pace from their paid work
life, others are pleased to be able to apply their knowledge to a
different setting.

Because you probably only need one or two people in each
skill area, if you target your recruitment to the right audience, you
have an excellent chance of success. 
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Advisors

Regardless of whether or not your organization has an estab-
lished board of directors or community advisory council, you
might consider developing a group of advisors specifically for you
and the volunteer program. Such advisors can act as a sounding
board for new ideas and as a source of suggestions and problem-
solving help. Their primary purpose is to be a “think tank.”
Advisors do not necessarily have to help with day-to-day project
implementation, though they need to be kept informed of the
program’s status. You can select individuals to be advisors for three
reasons:

• they represent program participants (volunteers, salaried
staff, board members);

• they represent recipients of service (consumers, clients, or
general public);

• they have expertise or a skill you need (financial manage-
ment, legal knowledge, public relations contacts).

You can either work with advisors individually or as a group.
If you decide to form an “advisory committee,” be sure you have
a clear purpose for doing so. What is accomplished by a commit-
tee that cannot be done one-to-one or in small clusters? There
may be something gained from large group interaction, but only if
everyone participates fully and the task is clear. Do not assume
that it saves time to hold a few group meetings as opposed to
several individual contacts. It may be more productive and less
time-consuming to work one-on-one. It depends on what kind of
help you need, and when. 

The best approach may be a mixture: informing advisors
(when you recruit them) that they might be invited to both gener-
al meetings and for shorter, personal consultations on an as-need-
ed basis. This flexibility lets you get the maximum from each and
every volunteer. You can then title such volunteers as “program
advisors” rather than as “members of the advisory group.” This
places more responsibility on each person, instead of shifting it
onto a group that then has to be managed.

When you seek out advisors to act as consultants, it is impor-
tant to specify whether you want them to do or to advise, and the
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exact tasks with which you expect to need their assistance. For
example, you might ask a local radio station manager to review
your public service announcements in draft form for a year.
During that time you would probably fax or e-mail him or her
your public service message ideas and request editorial remarks.
Once or twice you might ask for a brief meeting (at the radio
station, for his/her convenience) so that you can discuss your
overall media strategy and receive general advice. At the end of a
year, using this approach, you will have received valuable help and
the radio station manager will have been utilized in the most suit-
able–and time-efficient–manner.

Most people are flattered to be regarded as expert advisors,
and will agree to help if they trust you to stick with your prom-
ise of only calling on them when their particular skill is needed.
Avoid recruiting advisors for “political” reasons. Yes, it might be
lovely to have a V.I.P.’s spouse on your list of advisors. But if s/he
has no relevant managerial skill to offer, why add a token member
to your team who will be a further drain on your precious time?

Modern technology now provides access to advisors well
beyond the boundaries of your own community. Through e-mail
and online discussion groups, you can tap the expertise of special-
ists anywhere in the world. People have already demonstrated
willingness to be helpful in answering questions posed in cyber-
space. Indications are that this type of technical assistance volun-
teering will become more organized and accessible through organ-
izations now being formed for this purpose.

Organized Groups

There are countless civic, social, religious, business, profession-
al, and fraternal clubs and associations in every community which
you may already be approaching on behalf of the volunteer
program. But if your “pitch” is focused only on recruiting their
members as individuals, you are missing the chance to get an addi-
tional type of help. Beyond giving donations of money and things,
and beyond sponsoring one-shot special events, groups can handle
certain aspects of your program on an ongoing basis. 

How about asking a group to “adopt” an area of responsibility
for a year or more? Or adopt a day of the week to staff the chil-
dren’s play room or the gift shop? Or plan and implement all
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holiday activities? This means that group leaders commit to coor-
dinating their members in accomplishing necessary tasks in these
function areas. These leaders–not you–recruit workers, orient
them, train them, supervise them, and keep records. You work
with the leaders only, though periodically you might meet with
everyone involved.

Ideas for ongoing projects that can be delegated to an outside
group for independent management include: gift shops, shopping
assistance services; transportation programs; repair of donated
items; renovation projects; tutoring for special clients; sports
programs; and client outings.

Although a group agrees to handle a major service area and
will save you the day-to-day management tasks, you are still
responsible for some of the basics, such as:

• Determining and interpreting your organization’s policies
and procedures.

• Developing a standardized recordkeeping system.

• Assuring the quality and standards of volunteer service.

• Providing screening criteria, job descriptions, training
designs and procedures.

• Reviewing periodic reports and being accessible to group
leaders for questions and problem-solving.

• Planning ways to recognize the group’s work and say thank
you to its members.

Corporations/Businesses

Volunteering by corporate employees is a source of help for
nonprofit and public organizations. Not just confined to large,
national corporations, many smaller, local firms and businesses are
encouraging their employees to become actively involved in some
form of community service. In some cases, a company simply
keeps its personnel aware of volunteer opportunities and workers
volunteer on their own time. In other models, employees who
volunteer are actually given some “work release time” away from
their jobs. Some firms even have an in-house Employee Volunteer
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Program Coordinator who serves as a liaison with community
groups requesting help.

In terms of being a resource for your management team,
corporations can be tapped in two ways: as a self-organized group
of volunteers, or as a pool of specific expertise.

If you have a special project that needs to be handled on an
organized basis, you could approach a company with the idea of
“sponsoring” it. Once interested employees are identified, your
relationship with them will follow the model of any other organ-
ized group, as discussed above. The only real difference is that this
corporate group may not have a structure already in place (such
as officers) to take over the administrative/coordinating functions
of the project. So it might be part of your initial training to estab-
lish a workable plan for on-going management. Your goal, after all,
is to create a self-supervising group.

Apart from this type of regularly-scheduled help, corporations
can serve as a “skills bank” to meet your periodic needs for advice
and technical assistance. Examples of things with which you might
appropriately ask for help include:

• Recruitment materials: graphic design of brochures and
other publicity items; art work; writing copy; specs for
printing; selection of paper, color and format.

• Financial systems: budget development; bookkeeping
procedures; accountability methods; best utilization of
computers.

• Training you: consultation in management, public relations,
supervision, staff relations, delegation, time management,
report writing, planning and evaluation. Another option
would be to allow you or a team member to sit in on
employee training sessions on such subjects.

• Training volunteers: expert speakers for in-service training
on topics such as interviewing, time management, conflict
resolution and legal issues.

• Web site design.
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Collaborations

Despite much lip service about mutual goals and shared
community concerns, it is still rare to find concrete examples of
actual collaboration among agencies and associations. In fact,
when it comes to recruiting and retaining volunteers, groups are
often competitive rather than cooperative. Yet jointly-sponsored
projects can be exciting and beneficial to all participants–as well
as time-saving for you.

There are two logical ways to identify possible partners for
volunteer program collaboration. You can either approach several
organizations having a similar purpose or client group (e.g., all
youth-serving agencies, all cultural groups, all crime prevention
programs), or you can invite all organizations that are your “neigh-
bors” within a geographical area (e.g., ten city blocks or one rural
square mile). Don’t be limited by town boundaries and county
lines; think about what organizations surround you, regardless of
mailing address.

A “Collaboration Grid” worksheet to stimulate your thinking
about collaborative partners is shown on the next page. The goal
is to identify community entities with which you share some
common denominator, though you may otherwise be very differ-
ent. Rather than gravitating towards organizations similar to yours
(with the danger of feeling competitive), this Grid will expand
your horizons about possible collaborative resources. For exam-
ple, on the surface it might seem as if the senior center and the
elementary after-school program have little in common until you
realize that both focus their programming during late afternoon
hours. This fact could be the starting point for a shared transporta-
tion system, an intergenerational project, etc.

Instructions for using the Grid are: 

1. First, complete the left-hand column.

a. Under “Client/Consumer Group,” identify your organi-
zation’s client group(s). Do you serve children? seniors?
families? Spanish-speaking people? persons with physical
disabilities?

b. Next identify the “Type of Service” you offer: counseling,
vocational training, historical preservation, etc.
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c. Then move to “Geographical Area” and any “Special
Focus.”

Since the object of this worksheet is to be as specific as
possible, if your organization has multiple client groups,
services or sites, you should consider using several grids to
focus on each.

2. Now work across each row to determine who else shares
the same focus. For example, if you serve children, the
“Organizations” square might list “schools,” “Scouts,” etc. Be
sure to include both nonprofit and public entities, large and
small. The “Businesses” square might include “toy stores,”
“music stores,” “kids’ clothing stores,” etc. The “Other”
square might list “Mayor’s Commission on Youth,” “child
psychologists,” “music teachers,” etc.

It is very likely that some of the organizations you identify
through the Collaboration Grid also have volunteer components.
Chances are that the other directors of volunteers you uncover are
as overworked and under-assisted as you are! Therefore, they may
welcome the chance to work with you in a variety of ways. 

In some communities there may already be a “DOVIA” group.
This is the generic term for “Directors of Volunteers in Agencies,”
though your local group may have a different name. DOVIA
meetings provide members with mutual support, idea exchange,
and fertile ground for developing collaborative relationships. The
following ideas explore the potential for significant teamwork
among volunteer programs:

Resource sharing: 
Make an inventory of the assets and needs of each organiza-

tion, including meeting space, special equipment, training materi-
als, and volunteers/employees with unusual expertise (artists,
foreign language speakers, sign language interpreters). If each
group agrees to exchange something during the course of a month
or even a year, you have all multiplied your resources.

Volunteer recruitment: 
Believe it or not, several organizations can recruit at the same

time and the same place without being in competition! Each
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organization has different assignments and schedules available
which appeal to various ages, personalities, and levels of skill–even
if, at first glance, you are all helping children, the arts, whatever.
Your differences are actually more apparent when you recruit
together than alone. Specific joint recruitment ideas include: 

• Run cooperative newspaper ads.

• Propose to the local media that they do a feature story on
each of you, either in a series or all at once.

• Design one large display incorporating everyone’s materials
and schedule it at various public places and events. You can
then rotate responsibility for staffing the display, which
means your program gets publicized in perhaps ten places,
but you only spend time yourself in one.

In-service training: 
If your collaborative partners share a common service focus

you can develop a “training cooperative.” Simply put, together you
develop a list of useful topics that would benefit everyone’s volun-
teers; then you plan a year-long schedule of sessions, usually on
the same day each month. Each member of the “training coopera-
tive” agrees to run one or two sessions during the year. All volun-
teers in each organization in the cooperative are invited to all
sessions, but you are only responsible for planning and implement-
ing one or two actual sessions. 

The benefits of such a plan are enormous. Your volunteers get
twelve excellent programs and the chance to mingle with other
volunteers who share a mutual interest, whether it’s working with
teenagers or advocacy skills. Sites can be rotated, providing the
added feature of a new facility tour each time. Most of the year
you have nothing to do. When your turn to run the program
comes around, you can concentrate on making it especially
successful, rather than dissipating your energies in planning many
sessions by yourself (which may not even attract a good turnout).
And remember, you can always find an administrative volunteer
to handle your assigned session(s)!
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Volunteer newsletter content: 
Many organizations have volunteer newsletters. Why should

every organization write its own tips on listening skills, updates on
legislation, etc., when this work could be shared? Like the training
cooperative just described, several groups could select subjects of
mutual interest and agree upon submission deadlines. Each group
then accepts responsibility, on a rotating basis, for writing either a
column or an insert to be used in everyone’s newsletter, or to post
to a collaborative Web site. It is also possible to recruit volunteers
to research issues pertinent to all of you, such as legislation, books
and resources, or local controversies, and to report these for joint
use in everyone’s newsletters.

Volunteer recognition: 
Instead of everyone pursuing recognition gifts, meals, and

certificates individually, you might try co-sponsoring one big
event. This way you can coordinate and share the work of appeals
to donors. You can divide up major tasks such as refreshments and
entertainment. You may discover that a number of people are
actually volunteers in several of the cooperating programs, and so
a shared event can add to the impact and quality of recognizing
these active citizens. Collaborative recognition makes the event a
real community function. It also provides a level of visibility that
no one organization could achieve on its own.

Even if everyone does their own in-house recognition event,
you may still want to collaborate on a community-wide celebra-
tion of National Volunteer Week.

Volunteer transportation: 
In an era of environmentalism, reduced (or non-existent) mass

transit systems and increased crime, many organizations find trans-
portation to be the biggest recruitment and retention roadblock
(pun intended!). For organizations especially interested in recruit-
ing young students, low-income community service workers, or
senior citizens, transportation will be a shared priority. This situ-
ation is an opportunity for collaboration on car pools and other
alternative transportation systems. Volunteers from several organ-
izations can also study area transportation needs and formulate
recommendations, urging lawmakers to provide better services.
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Volunteers can even raise funds to purchase vans for joint trans-
portation arrangements, or seek donations of vehicles.

Child care and other support: 
Lack of child care is often a barrier preventing low-income

adults and single parents from becoming active volunteers. Why
not collaborate on a child care service for use by volunteers while
on the job? One idea is small babysitting cooperatives among
groups of volunteers. Another, especially if you are co-located
with several agencies in one building or area, is to set aside child
care space and jointly recruit volunteers or paid staff to provide
supervision. “Enabling funds” to reimburse volunteers for child
care and other out-of-pocket expenses are often hard to include in
an agency budget. But what about a community-wide fundraising
event specifically for such costs? The resulting funds could then
be managed by a volunteer board or council representing the
organizations that helped to raise the money. 

You may have some reservations about your ability to manage
these types of collaborative efforts. Define each partner’s role,
develop systems of communication, and keep things as simple as
possible. Note that the number of participating organizations will
affect the type of projects you can undertake. Too many–more
than fifteen, in fact–is probably unwieldy for decision making and
for holding everyone accountable for doing their share. 

You may also have legitimate concerns that organizational
jurisdictions and policies will interfere with the success of collab-
oration efforts. If your community has an inter-agency council
that is already coordinating programs and services, start with those
agencies. It is likely that the subject of volunteers has not yet been
placed on the agenda, but there is a foundation of trust on which
to build. 

On the other hand, you may be proposing joint projects among
agencies and groups that ordinarily have no formal ties or may
even be officially restricted from contact (such as being from two
counties). But one of the wonderful things about volunteers is
that, as private citizens, they are not bound by such artificial
limits. You can overcome bureaucratic technicalities by encourag-
ing each interested group to appoint a volunteer representative to
something like a “Volunteerism Collaboration Council.” Such a
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council can explore the potential for implementing joint projects
and act as a catalyst for new levels of cooperation, with liaison
support from you and your staff counterparts. Encourage the
group to start with simple, small steps to build trust, and then sit
back and enjoy the results!

* * * * *Recruiting management team members from outside the
organization requires you to be a community organizer. The more
bridges you build, the stronger your team and the whole volunteer
program.
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6

Imagine This 

To help you visualize the possibilities of the team approach to
volunteer management, here are a number of scenarios that
demonstrate its application to a variety of situations. Read these
to spark your creative thinking about how you might recruit
helpers in your setting.

Chapters 7 and 8 will return to more practical how-to’s of
making a team management system work.

Scenario 1: The Branch Librarian 

I am the primary professional in my branch library and depend
on a small core of paid staff and volunteers to deliver services to our
library users. Recently the central library administration has initiat-
ed a community-wide campaign to encourage more people to support
their library. So I’ve been getting calls from area residents who want
to volunteer...and all the publicity has attracted some new
customers, too.

I’VE JUST READ THIS BOOK!
Now I have a few ideas for how I might develop a volunteer

program management team that expands our services without eating
up all my time: 

• We could set aside a “Homework Corner” for school children
who need a place to study between 3:00 p.m. and closing. I’ll
find a volunteer to be Homework Corner Coordinator to talk
with the kids to find out what they really need in the way of
help. The Coordinator can then develop volunteer job descrip-
tions and procedures for how this Corner will operate. I can



direct some of the calls from people interested in volunteering to
the Coordinator, because it shouldn’t take too much training in
library skills for someone to help in this new service. 

• It seems as if a lot of the new customers are Korean and in
English-language classes. If I could recruit a volunteer bilin-
gual in Korean and English, it would be much easier to serve
these new residents. This New Citizens Mentor can translate
some of our basic instruction sheets for using the library, inter-
pret by phone if necessary, survey this population for their book
needs, and host welcome orientations. The Mentor could work
pretty independently and check in with me as necessary. 

• My busiest day is Friday. And it always seems as if the most
volunteers want to come in that day, too. I think I’ll ask one of
our long-term experienced volunteers to become the Friday Shift
Leader to take the pressure off of me for at least a few hours on
that day.  

__________________________

Scenario 2: The Executive Director 

I am the executive of a small nonprofit agency having five paid
staff (not all full-time), an active board of directors, and a few direct
service volunteers who have been with us since we opened our doors
three years ago. The demand for our services is skyrocketing. We are
fundraising for expansion, but know we have to increase the number
of volunteers, too. No one on staff has any training in working with
volunteers.

I’VE JUST READ THIS BOOK!
Now I have a few ideas for how I might develop a volunteer

program management team that expands our services without eating
up all my time: 

• I’m going to ask my paid administrative assistant to read this
book, too. Then I’ll talk with her about doing some things that
will start to structure how we manage volunteer involvement,
such as developing job descriptions, better recordkeeping forms,
an orientation and training plan. I’m also going to buy a volun-
teer records software package and require our part-time book-

72 The (Help!) Guide



keeper to learn how to use it, enter all current volunteers, and
keep up with new data monthly 

• I’ll ask the board to form a Volunteer Expansion Task Force.
Once we have job descriptions, this Task Force can help me to
recruit some new skilled volunteers. Also, I want this group to
identify some specific ways we can creatively recognize and
thank our volunteers throughout the year. (We’ve been doing a
pretty bad job at this so far, and I’ve felt so guilty about it!) 

• Maybe I’ll contact our local DOVIA and use my powers of
persuasion to find a professional director of volunteers who
would agree to be an advisor to me for six months as we formal-
ize and expand our volunteer efforts. I think I’ll use the
approach of “this will be great career development in learning
how to consult.” Also, maybe I could offer–in exchange–to be
that person’s advisor on some “executive” subject like board
development or understanding financial statements. 

__________________________

Scenario 3: The Activities Director 

I am the Activities Director in a medium-sized,long-term care
facility. My degree is in occupational therapy but here I juggle many
roles, including recreational services, religious programs, holiday
events, and some public relations. Volunteers are also expected to
report to me. I really like volunteers, but never have much time to
focus on them. I never actively recruit; people call on their own if
they’re interested. I used to get a lot of older volunteers from church
groups who liked the few assignments available. Now I’m getting
calls from a lot of students and they seem to want more challenging
things to do. Meanwhile, we seem to be accepting more bed-bound
residents who need individualized help.

I’VE JUST READ THIS BOOK!
Now I have a few ideas for how I might develop a volunteer

program management team that expands our services without eating
up all my time: 

• I need an administrative volunteer for each of the job responsi-
bility areas I have, other than occupational therapy (though
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maybe later I can use help there, too). If I can find four people
with the skills to be Recreation Coordinator, Chaplaincy
Liaison, Holiday Planner, and Public Relations Assistant, just
think of how much I could delegate to them. The Recreation
Coordinator would probably need to have at least six hours a
week to give me, but the other roles could be more flexible.
Some of the work could even be done off-site. And the Holiday
Planner could be taught to work with a different community
organization “sponsor” for each major holiday. I’m sure that
each of these folks could come up with volunteer job descrip-
tions in their areas which would appeal to those students who
keep calling.

__________________________

Scenario 4: The Park Ranger 

I am a parks and forestry management professional. I am the
only full-time paid worker at my county park, with seasonal hourly
employees in the summer. The county commissioners want to show
tax payers that the park is continuing to serve residents even though
our budget has not been increased in two years. Five years ago we
formed a “Friends of the County Park” group and it is comprised of
about twenty devoted supporters who have completed several small
improvement projects. And the Girl and Boy Scouts really help every
year with clean-up. I know we could do more with volunteers...but
who has the time to organize this?

I’VE JUST READ THIS BOOK!
Now I have a few ideas for how I might develop a volunteer

program management team that expands our services without eating
up all my time: 

• I’m going to call Joe, who I know just retired from the state
department of environmental services and might be convinced
to use his skills in a new way. He’d be great as a consultant to
help me plan a more structured volunteer program here. I’ll ask
him to volunteer for one year in that capacity. He could do
some research on model programs, draw up some job descrip-
tions, and lead us to other resources at the state and local level.
If he says no, maybe I could get him to help find someone else. 
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• After we’ve done some initial thinking and are clearer on what
we want, I’ll ask the Friends to form a speakers bureau to help
me generate community support for the park and recruit new
direct service volunteers. 

• Because I work all weekends, I really worry about the park on
Tuesdays, my day off. Even though it’s a lot quieter here then
and there’s an employee in the office, there have been times
when visitors have needed more help. I think I’ll recruit a
Tuesday Manager who would be out on the grounds, visible to
the public. Because some days would be slow, this person might
also do some hands-on work like maintaining the wildflower
garden.

__________________________

Scenario 5: The Full-time Director of Volunteers 

I am the director of volunteers in an urban hospital. We have 300
volunteers each month and my paid staff includes a full-time secre-
tary, youth volunteer director, and gift shop manager. Also, I have
good cooperation from the Public Relations department which
produces beautiful volunteer posters and brochures for me. Other
departments do their bit, too. But health care is changing and the
hospital is looking for new patient services. We’ve started a wellness
program, stop-smoking clinic, mobile immunization unit, and are
planning a new walk-in clinic in another part of town. And yester-
day, the Director of Patient Services asked me to consider involving
volunteers in follow-up calls to patients released early from the hospi-
tal. The volunteers I already have don’t want to do these new things.

I’VE JUST READ THIS BOOK!
Now I have a few ideas for how I might add new components to

my existing volunteer program management team to expand our serv-
ices without eating up all my time: 

• I need help in becoming acquainted with the neighborhood
around the new clinic site, and I’ll also need help in supervis-
ing volunteers there when it opens. Maybe an administrative
volunteer to be the “Clinic Volunteer Coordinator” is the
answer. In the beginning, the medical staff will be too busy to
give volunteers the right attention as everyone learns the ropes.
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Later, I’ll work with the clinic director there to turn over volun-
teer supervision as in other hospital units. I’ll try to recruit this
Coordinator now through the tenant organization that is active
in the neighborhood. 

• I’ll bet several hospitals are also starting to do patient follow
up. I’m going to call my colleagues and suggest that we form a
Training Cooperative to teach volunteers how to make support-
ive telephone calls and to train them in the basic information
they need in order to respond to questions and situations. Since
this a new area for all of us, we can learn together what will
work best–without having to duplicate efforts. 

• All these new assignment areas are going to require that I
attract some new types of volunteers and so I’ll have to change
my recruiting habits. Truth to tell, I haven’t really done much
recruiting in recent years because enough people just find me.
But those people aren’t right for the new jobs. I need a
Recruitment Specialist. Maybe a graduate student in market-
ing might be intrigued at this challenge. Together we could
develop a recruitment strategy and the Recruitment Specialist
could identify target audiences, write recruitment “pitches,”
find online registries of volunteer opportunities, and work with
the media. That would be wonderful! 
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7

Structuring Your Team

It seems fair to assume that you have achieved your position
as volunteer administrator because of your skills in working with
people. Though there is always room for refinement of technique,
the basics of delegation, training, supervision, and motivation are
skill areas you already use daily with all volunteers. In fact, the
major premise of bringing volunteers into an organization is to dele-
gate tasks. Just as you have to help others on staff learn how to
share their jobs with volunteers, you yourself need to be comfort-
able with dividing up your responsibilities among members of
your team.

Once again, keep in mind that the volunteer program is not
“yours.” If a possessive pronoun is needed at all, the more appro-
priate one is “their” program (the volunteers’) or, better still, “our”
program. This thinking will make it easier to delegate tasks as
important program functions, rather than simply as pieces of your
job. Encourage the perspective of “we’re all in this together,”
instead of “you all have to help me get this done.” This philosophy
of leadership makes team management a logical way to operate.

Having reviewed the resources available for staffing the volun-
teer program management team, you are now ready to get people
started, keep them going, and coordinate all this assistance effec-
tively.

Delegation

Since delegation is such a critical part of this entire process, it
seems pertinent to review its basic elements. There are numerous
management textbooks that address the fine art of delegation,



usually along with a discussion of such issues as authority, control,
and willingness to share power. As stated above, your approach to
delegation is not “how do I get people to do this?” but rather “what
is the best way to share these tasks so that the entire organization
can reap maximum benefits?” Within this conceptual framework,
here are some guidelines to insure successful delegation:

• Select the most appropriate person to handle the task. Don’t
fall into the trap of settling for the nearest available warm
body. Consider such criteria as the person’s schedule, skills,
work style and preferences.

• Formulate written job descriptions or assignment descrip-
tions, tailored to the particular person if necessary. Do this
for in-house employees as well as for volunteers, especially if
the delegated work is not already covered in regular employ-
ee job descriptions. (Your ultimate goal may be to have
appropriate volunteer-related activities integrated into
employee job expectations.) Don’t overlook the need to pin
things down in writing when a committee or organized
group is the “doer.”

• Tasks you assign to others should be concrete and manage-
able, with clearly-defined timeframes and deadlines. Define
complex tasks in stages, so that people can feel a sense of
achievement as each benchmark is reached.

• Tell the truth about the time required to do the job proper-
ly and your expectations for when it should be finished.
Similarly, whenever possible, assign the whole task at once,
rather than revealing something new each week.

• Give people titles to match the responsibility they will be
handling, and then consistently refer to these titles yourself.

• Give the person/group information that sets the task into
context. People work more intelligently when they under-
stand how their activities mesh with the activities of others,
or how a present task builds on a previous one and, in turn,
brings the organization closer to its goals.

78 The (Help!) Guide



• Identify resources and materials the person/group can use to
get the job done.

• Never underestimate the importance of good instructions. A
basic part of training, instructions are the key to starting a
job. Do not assume that anyone, particularly a volunteer, is
completely familiar with your office procedures, policies,
legal regulations, or anything else affecting a task.
Instructions can include samples of similar work; knowing
how something was done in the past is a great beginning
point for a new job.

• Discuss some alternate contingency plans, should an original
tactic not be successful.

• Set limits: at what point must you be consulted or involved,
approve expenditures, receive progress reports?

• Remove limits: encourage people to exercise creativity and
initiative in those areas where there are no hard and fast rules
to be followed, or where you feel they have adequate
expertise.

• Develop a reporting plan: how often and in what form (writ-
ten, audiotape) will you communicate with each other
about progress? Negotiate the frequency of contact neces-
sary to offer mutual feedback and support.

• Once you’ve delegated, don’t undercut the independence of
the team member. For example, refer all questions about the
delegated project to the person responsible.

• Make it a condition of starting a task that the person commit
to training his/her successor or replacement. Though this
may not always work perfectly because of the frequent time
lag between needing a volunteer and finding one, people
should know they are expected to help assure a project’s
continuity. Therefore they might even return to your organ-
ization for a day or two to help train the new team member.
Another strategy is to ask team members to keep a written
record of their procedures that can be passed on to their
successors. None of us wants to think our hard work will be
lost indefinitely, so passing the torch is satisfying.
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When you first begin a new delegation, be sure you set a time
to meet or talk again fairly soon. This appointment provides an
incentive to the team member to make some progress by then and
gives you the opportunity to assure yourself that things are off to
a good start.

Coordinating Structures

Coordination is crucial to the success of your management
team, since you will be working with several groups of people and
with several people as individuals–all in your already limited time.
One approach is to develop a team that operates as a managing
body. It holds regular meetings at which decisions are made, much
like a presidential cabinet. Each team member is responsible for a
working component of the program and comes to team meetings
ready to report on that component’s progress, to request input,
etc. As a group, the team discusses issues affecting the entire
program and decides on the best way to handle activities. You are
the team leader, though your opinion may or may not carry extra
weight with the group. Note that this team is far from an “adviso-
ry” body–it is a working group with power to set priorities and
make decisions.

A different approach to forming a team is to deal with each
member individually, as a “department head.” Though you may
occasionally want to call a group meeting, business is conducted
largely through regularly-scheduled meetings between you and
each team member. As with the first option, team members are
not simply advisors; they are in charge of program functions and
report to you.

Obviously, there is room for a combination of management
styles. Realistically, you might cluster several related team
members into a decision-making group, while meeting individual-
ly with people who are handling tasks unrelated to the issues
confronting the group team.

For your own sake and so that everyone understands where
each team member fits in, it is important to illustrate your team
graphically on paper. There are several ways this can be done. The
diagram on the next page shows how the program is organized
and how the structure places demands on you, as leader. It also
demonstrates the “ripple effect” of how the management team in
turn connects with many more workers, both paid and volunteer.
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Another option is to develop an organizational chart clarifying
the interrelationship of the volunteer program with the entire
agency. First consider direct lines of supervision. In the example
on page 82 and 83, note how the chart depicts the volunteers who
are directly assigned to work with you and those being supervised
by other employees in their own departments.

This same chart can be used to illustrate your volunteer
management team. Add dotted lines to show who communicates
and collaborates with each other in taking charge of the volunteer
program, regardless of daily “placement” on the chart. Note there
are also dotted lines among various volunteers who must coordi-
nate with each other within units.

Division of Work

Another useful coordination tool is an Assignment Grid, on
which you can plot the potential division of work among team
members. An example is on page 84 and 85. First list the tasks to
be done down the left-hand side. Then think about who is most
logical as a source of help and who needs to be involved for what-
ever reason. Make a column for each person you plan to involve,
whether one or ten. Be sure to have a column for yourself, too, so
that you clarify the pieces of the work that you will do. By filling
in the resulting Grid, you will have a complete picture of who is
doing what to accomplish the total job. Note that there will be
empty squares because some team members will only be working
on a specific portion of the project, not on everything. Share the
completed Grid with each person mentioned on it, so that every-
one involved understands how the work is being coordinated.

Time Management

Closely related to the team approach to volunteer manage-
ment is the broader issue of time management. The better you
become at developing systems and procedures that simplify, do
several things at once, and save time, the easier you will find your
job of managing volunteers. This is also one of the secrets to help-
ing team members work together smoothly.

You can find lots of books and workshops on techniques of
time management. Here are just a few tips that seem particularly
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Assignment Grid

Work Area: Develop in-service training options.

Activities
Coordinator of

Volunteers

Administrative

Volunteers

Solicit needs and interest in

in-service training from volun-

teers and employees; form

training committees.

Recruit committee. 

Give input.

Develop a 

questionnnaire/

survey form.

Plan an annual training

schedule.

Finalize schedule.

Prepare for sessions: invite

speakers and other resource

people; invite volunteers.

Provide suggestions.

Have secretary do 

mailing to volunteers.

Research and

invite possible

speakers.

Conduct or moderate

sessions.

Greet people. Possibly do it.

Evalute the training. Develop evalu-

ation tool.

Explore possible ways to

collaborate with other volun-

teer programs to offer 

additional in-service training. 

Make initial contact with

counterparts.

Research potential

collaborators.

Attend collabora-

tion meeting.

Arrange for volunteers to

attend special training events,

workshops, visit other agen-

cies, etc. 

Research opportu-

nities. Coordinate

specific events.
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Supervision

Experienced Direct-
Service Volunteers

Supervisory

Staff

Executive

Director

Community

Resources

Help to administer

survey and

analyze results.

Make recommen-

dations.

Make recommen-

dations.

Recommend a

schedule.

Review suggested

schedule to make

sure it meshes

with employee

training calendar.

Review suggested

schedule to make

sure it meshes

with dates of other

agency events.

Make speaker

recommendations.

Encourage volun-

teer attendance.

Recommend

speakers.

Agree to speak or

serve as

reasource people.

Be greeters. Host and conduct

some sessions.

Conduct the 

evaluation.

Make comments

and suggestions.

Make comments

and suggestions

Suggest possible

collaborators.

Agree to attend

collaboration

planning meeting.

Form training

cooperative.

Suggest ideas. Make suggestions

and encourage

volunteer

attendance.

Assist as neces-

sary with formal

requests for

access.

Offer opportuni-

ties.



applicable to the demands of running a volunteer program. As
with all such concepts, they are meant as ideals–in real life you
can’t make hard and fast rules to deal with the unexpected!

Set aside designated blocks of time for recurring activities and
try to do them all at once rather than interrupting yourself
throughout the week. So schedule interviews with prospective
volunteers mainly on Tuesdays (of course being flexible for the
person who can’t meet your schedule). Or spend the last part of
every Friday afternoon on recordkeeping.

Similarly, consolidate your telephone time. Rather than
accepting phone calls whenever they come in, don’t talk on the
phone during certain hours and then sit down and concentrate on
telephone work for other hours. The same plan works for copy-
ing with e-mail.

Instead of individual pieces of paper with telephone messages,
keep a spiral notebook for this purpose. Record all phone
messages as they come in, one after the other. This puts all your
call-back names in one place, shows you the sequence of the calls,
and works as a log for later reference.

Make a folder for each member of your management team.
During the week, as items arise relating to that team member,
stick notes directly into the person’s folder. When you have your
next progress meeting, all the things you need to discuss are right
there. This can be done with electronic notes, too.

Adapt to seasonal time pressures. If there are times of the year
during which you can anticipate a larger number of volunteer
applications (such as after your organization’s major fundraising
event or in the fall student rush), change your procedures accord-
ingly. Perhaps you can schedule group interviews during which
you provide basic information all at once to several people, and
only have to speak briefly with them individually. Or you can
offer pre-application orientation sessions–run by an experienced
volunteer–to explain the program in detail, distribute application
forms, and let prospective volunteers self-screen before having a
long personal interview. Later in the year, when the numbers are
more manageable, you can return to your preferred system of indi-
vidualized attention.

The old, tried-and-true technique of keeping “to do” lists real-
ly does work. End each day by taking a moment to list all the
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things you need to do tomorrow. End each week with a to-do list
for Monday. If you are juggling several major job responsibilities,
try organizing yourself further by making a separate to-do list for
each function. And remember–scrutinize these lists for tasks you
can delegate!

Supervision

Supervision is a general term that implies many things–indi-
vidualized training, motivation, praise, constructive criticism,
mutual assessment–all necessary to productivity and harmony.
Encourage independence in between supervisory meetings. When
a team member has a question, respond promptly, but reinforce
your own procedures; if the question really can wait until the next
scheduled meeting, say so. Otherwise you weaken the autonomy
of your team members.

Make it a rule that no one (including yourself ) may give criti-
cism without also assisting with suggested alternatives or solu-
tions. If team members are having a problem, make them think up
the next course of action. Then it is up to you to back them up.
Be sure that team members do not dwell only on problems.
Stimulate discussion of what is going well–and give recognition
for progress made, as well as for results. (Staff meetings, in-house
newsletters, special areas of your agency’s Web site, and bulletin
boards are great places to do this.)

The principle of “self-fulfilling prophecy” is very important to
supervision. For the team approach to be successful you must
expect success. The higher your expectations, in fact, the more
likely you are to motivate the team to succeed.
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8

Communication Strategies

Yet another element critical to the success of your manage-
ment team is the effective flow of information. You need to devel-
op workable systems to enable you to remain in contact with your
key team members. Given the limitations on your time (and
everyone else’s), it is important to communicate as concisely,
clearly and simply as possible.

If you have to deal with each team member daily or even
weekly, you will feel even more pressed for time. But it is not
necessary to be so constantly involved. In fact, the whole point is
to delegate work and allow independent action. Map out a
frequency grid like the one on the next page, which makes it all
seem much more manageable.

Obviously you will have to determine the amount of contact
that is comfortable and most effective for both you and your team
members. It is natural to have to talk more often with a new team
member and then build in “separation stages” as the person devel-
ops the experience necessary to operate more independently. 

Messages and Requests

One concern, especially for a part-timer, is accessibility. There
are certain questions that do need your attention quickly, yet you
may not be able to drop everything to respond when a team
member requests help. One way to utilize team members is to put
one of them in charge when you are unavailable. This clearly
demonstrates that you have delegated authority as well as work!

Also, consider developing a special Request/Response Form
like the one on the following page. Note that this is much more



90 The (Help!) Guide

H
o
lid

ay P
lan

n
er

C
h

u
rch

 G
ro

u
p

L
iaiso

n

B
o
ard

 P
resid

en
t

P
u

b
lic R

elatio
n

s
S
taff

T
rain

in
g

C
o
o
rd

in
ato

r

R
esearch

er

T
u

to
rin

g
C

o
o
rd

in
ato

r

O
ffice A

ssistan
t

M
e
e
tin

g
 F

re
q

u
e
n

c
y
 G

rid

X

D
a
ily

X

W
e
e
k
ly

X

M
o

n
th

ly

X X X

Q
u

a
rte

rly

X

S
e
m

i-A
n

n
u

a
lly

X

A
n

n
u

a
lly



informative than a simple message pad. It guides the user into
providing the right information to elicit action from the receiver,
avoiding the need for time-consuming clarification. It immediate-
ly answers the question: “What do you want me to do?” Similarly,
it structures the response so that the necessary work continues to
move forward.

When you are not around, having a stack of these forms read-
ily available will enable others to leave you notes in the most
helpful format, rather than piling miscellaneous pieces of paper on
your desk. Use these forms to make notes while talking on the
phone, and after informal meetings to help you follow up with
necessary action. Train your secretary or clerical volunteers to take
phone messages onto these forms, too.

All team members need a supply of these Request/Response
Forms, since the system can and should work both ways. Over
time, the accumulated forms become agenda items in supervisory
meetings, a record of activity, and documentation of decisions.
They can even become part of permanent files, organized either
chronologically or by person/subject involved.

This form is especially easy and effective to fax back and forth,
allowing a copy for both of you. Of course, this process can be
done by e-mail as well–just train everyone to include all the infor-
mation.

Project Coordination Matrix

The team approach works best when team members commu-
nicate directly with each other without necessarily going through
you. This is especially critical for the success of independent proj-
ects such as a fundraising event, conference, or gift shop.
Developing a “Project Coordination Matrix” allows everyone to
cross-check their activities–how they should interrelate with
other team members. It can be created by the team members
themselves, a process which builds trust and cooperation in and of
itself. The goal is to encourage everyone to consider what they
need from each other, and what they will be expected to provide
to each other. To ensure that the Grid is utilized by team
members, keep referring to it during your contacts with them.
Hopefully the habit will catch on and everyone will use it as their
roadmap.
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To: ________________________________________ Date:______________________________________

From:_____________________________________ Phone:____________________________________

Fax:_______________________________________

E-mail:____________________________________

Subject:

• Question or Summary of Issue:

• Action Requested:

• Special Concerns/Deadlines:

Date:______________________________________

• Answer/Action Taken:

• Explanation:

• Follow up needed:

From:_____________________________________

Phone/Fax:______________________________

E-mail:____________________________________

REQUEST

RESPONSE



The sample on the following pages gives a Matrix for the coor-
dination of a holiday bazaar. Note how it promotes team work by
showing the many two-way transactions necessary to accomplish
the final goal.

Here is a simple way to create the Matrix you need. Let’s say
you have your own holiday bazaar to plan. Call a meeting of the
seven chairs of each sub-committee (program, booths, public rela-
tions, etc.) in a room that has an available blank wall and then:

1. Give each team member six pieces of 8 1/2” x 11” paper. At
the top of each is the name of a different committee. Each
person receives a sheet for the function of every other
person on the team, but not their own function.

2. Ask everyone to think about what his/her sub-committee
will need from every other sub-committee to do its piece of
the work. Each writes these needs down on the appropri-
ately-headed papers.

3. Now have everyone face the blank wall. Post the names of
all seven sub-committees across the top and down the left
side. Ask the Program Chair to come up and post his/her
sheets across the first horizontal line. Then ask the Booths
Chair to do the same on the next horizontal line...and so on.
Read across, everyone can see what each sub-committee
needs from each other sub-committee.

4. When you are done, read the columns down to see what
each sub-committee must provide to each of the others.
You can even discuss necessary deadlines and add them to
each square.

5. After you’ve all had a chance to see and agree on the full
Matrix (and copied it down for your own use), remove and
redistribute the papers so that each team member receives
the six needs lists from everyone present right away. Later
you can send a final version of the complete Matrix to
everyone.

This is a wonderful group exercise.1 It builds the team as it
clarifies roles and tasks–and shows how everything is interdepen-
dent. If you do the step of discussing timetables and deadlines, it
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Holiday Bazaar

Program Booths Public Relations

Program

Need list of booth
themes to see if any
might suggest tie-in
performers; make sure
any booths likely to
generate noise are far
from the stage.

Schedule photo-shoot
during rehearsal for
press releases.

Booths

Coordinate announce-
ments from the stage
to generate audience
interest in special
booths, prize drawings,
etc.

Could use help to
come up with booth
names that have
pizzazz!

Public

Relations

Need schedule of
events, bios on
performers, press
photos.

Need list of all booths.
Any special ones of
press interest this
year?

Ticket

Sales

If you want us to help
sell door prize tickets,
we need to know now.

Need to know dead-
lines for publicity.

Volunteers

Give us volunteer job
descriptions, ideal
qualifications;
schedules needed.

Give us volunteer job
descriptions, ideal
qualifications; sched-
ules needed. We’ll
need on-site instruction
sheets for each booth.

Give us volunteer job
descriptions, ideal
qualifications;
schedules needed.

Facility

Tell us your stage
setup and prop needs;
microphone and light-
ing needs.

A complete list of signs
needed; all booth
needs: outlets, chairs,
etc.

Any special needs for
a press area or online
computer?

Finance

Submit a list of your
anticipated budget
needs: itemized ex-
penses anticipated and
special requests. 

Submit a list of your
anticipated budget
needs: itemized
expenses anticipated
and special requests.
Also, submit projected
revenues for each
booth.

Submit a list of your
anticipated budget
needs: itemized ex-
penses anticipated and
special requests.

What we need to get

What we must provide



Coordination Matrix

Ticket Sales Volunteers Facility Finance

Need volunteers as
stage hands, and
for audience control.

Scrounge whatever
items we’ll need for
props; set up the
stage and audience
area as we request;
help with tear-down
afterwards. 

What is our budget
for paying perform-
ers?

Need to decide how
we will handle door
prize tickets.  

Will have to arrange
a master schedule
of volunteers to staff
each booth.

Visit site and decide
on the number and
placement of
booths; set up and
take down the
booths themselves;
lots of signs.

Set revenue goals;
set booth item price
criteria; solicit dona-
tions for door prizes.

Work out advance
publicity/ticket sale
calendar and last
minute sales push.
What’s the early-
bird ticket price?

Need people to put
up posters around
town; press
greeters.

Will need a press
greeting area near
the entrance, with a
telephone.

What’s our 
advertising budget?

Need people to come
into the office to open
the mail & fulfill ticket
requests; need ticket
sellers on site. Will we
get volunteers bonded
to handle cash?

Decisions about
ticket prices and a
cash management
plan with internal
controls.

Give us volunteer
job descriptions,
ideal qualifications;
schedules needed.
Let’s discuss
bonding.

Job descriptions,
ideal qualifications;
schedules needed.
Need a volunteer
sign-in area near
entrance and a
volunteer rest area
behind the scenes.

Give us volunteer
job descriptions,
ideal
qualifications;
schedules needed.

Any special needs?
We’ll need several
shifts of work crews
before, during and
after the event. Make
sure volunteers are
strong and don’t mind
getting dirty!

What’s our budget? 

Submit a list of your
budget needs: item-
ized expenses and
special requests.
Recommend ticket
prices based on last
year. Projected
sales?

Submit a list of your
anticipated budget
needs: itemized ex-
penses anticipated
and special
requests. 

Submit a list of your
anticipated budget
needs: itemized
expenses anticipat-
ed and special
requests.



also becomes clear that different sub-committees are active at
different times.

Reporting

Reporting is a more comprehensive type of communication,
designed to keep you up-to-date with the status of particular proj-
ects, new developments, future plans, and related issues. You
certainly don’t want to be inundated with tons of paper or e-mail,
but reports can save time (and anxiety!) in the long run when they
consist of the right information in the right format. By designing a
report form tailored to your situation and need-to-know, you can
make the process of reporting relatively painless for your team
members–and yourself.

Individual Report Forms can be developed such as the sample
on the next page. The form avoids lengthy paragraphs that no one
likes to write and you have no time to read. It can be completed
by hand with phrases and bulleted lists, and focuses attention on
the most necessary information. Each key team member submits
a copy to you on a pre-determined schedule (not necessarily
monthly). Again, such reports serve as a cumulative record of
activity which proves very useful when conducting program
assessments, evaluating staff performance and preparing annual
reports. You could also send the form by e-mail and receive
reports electronically.

An adaptation of this form facilitates communication among
several team members working together on a project. It is espe-
cially effective when you have developed a Project Coordination
Matrix. You will see that the left-hand column is the same as the
Individual Report Form. The right-hand column allows each team
member to communicate progress or questions to other team
members related to work they must do together. Ideally, each
team member comes to the group meeting with enough copies of
his/her report for everyone. This keeps everyone up to date in a
consistent, easy-to-read format, and has the added benefit of
promoting group and individual accountability.

You can use the same principles with group e-mail or list-
servs, allowing everyone to be kept in the loop and publicly
accountable.
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INDIVIDUAL REPORT FORM

Report on:_____________________________________________________________________________

Period Covered:_________________________________ Date of Report:_________________

Submitted by:_________________________________________________________________________

• Progress during Period:

• Concerns or Problems:

• Next Steps Planned:

• Other Comments/Questions/Needs:
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TEAM REPORT FORM

Report on:_____________________________________________________________________________

Period Covered:_________________________________ Date of Report:_________________

Submitted by:_________________________________________________________________________

• Progress during Period: Special Information to or ques-
tions of other team members:

To:_____________________________:

To:_____________________________:

• Concerns or Problems:

To:_____________________________:

• Next Steps Planned:

To:_____________________________:

To Everyone:

• Other Comments/Questions/Needs:



Committees: Beware!

It is worthwhile to add some words of caution about commit-
tees. Committees have been terribly overused as an operational
structure and many committees are formed only because it is the
traditional way to work on projects. There are plenty of sterling
examples of functioning committees, but all too often committees
become little more than a series of meetings at which work is only
discussed. If any work is actually accomplished between meetings,
it is usually done by the chairperson–which is one reason for the
common response: “I’ll be glad to serve on the committee, but
don’t ask me to chair it!” Committees run this way actually dilute
responsibility and make it difficult to hold individual members
accountable. The most productive committees are usually ad hoc
in nature, since they are formed for a specific, time-limited
purpose. If you really want work to get done, call the group a “task
force” or “work group”–anything that implies action and results.
Then agree on a detailed description of the assignment, a process
and a timeframe–and let the group loose!

One more suggestion: Keep the group to the size best suited to
the work to be done. Don’t ask six people to be on the commit-
tee when the job only needs three. In fact, involving only two or
three people to focus quickly and easily on a specific assignment
may be far more productive than coordinating larger groups. Two
or three task force members don’t even need as many face-to-face
meetings; they can do their planning over the telephone.

Conducting Meetings

Reams of paper and countless hours have been spent
discussing the ins and outs of running productive meetings. It can
be done! And this is one skill that is critical to maximize the limit-
ed time available to you. It is through well-run meetings that you
will be able to maintain the interest, motivation and commitment
of your team members. The key things to remember (whether the
meeting is with a group or one-to-one) are:

1. Be prepared. Know what you want to discuss and what
decisions need to be made.
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2. Announce–and honor–an ending time as well as a starting
time. This demonstrates respect for everyone’s busy sched-
ule.

3. Develop a written agenda. List the topics in a logical
sequence. If you are having a one-to-one meeting, ask the
other person to develop a list, too.

4. The first order of business should be to review the
agenda(s). Mutually agree to cover those items, in that
order.

5. For a group meeting, determine the time available to talk
about each agenda item and then stick to it, unless the
majority of the group votes to change the agenda.

6. Once a decision is made (whether by vote, by consensus, or
by you), do not move to the next topic without also deter-
mining:

•what next steps are needed to act on the decision;

•who is going to take the necessary action;

•when the action is to be done.

Depending on the complexity of the issues to be discussed,
you might want to ask participants to do some homework in
advance (reading reports, talking to each other, generating ideas).
Do this sparingly so that when you do request some advance
preparation, people will take it seriously.

Minutes

Like committees, minutes are so traditional that they have lost
much of their usefulness. Most people hate to take minutes, espe-
cially if those pages are rarely read after they are distributed–a lot
of wasted effort. Only board or annual meetings require formal
minutes for legal purposes. Other meetings (and even parts of
board meetings) can be recorded in much more dynamic ways
that assist everyone in following up on decisions reached.

A note about making tape recordings of meetings: Only do this
if you think someone will listen to them. Remember that replay-
ing a tape takes exactly the same amount of time as attending the
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original meeting. Does anyone have that much time to spend
getting caught up on group discussions?

Instead, consider developing a form which serves as both a
record of the meeting and an action plan, to be used consistently
in meetings you chair or in meetings among the various members
of your team. A suggested format is on the next page.

Using a form with columns such as these greatly simplifies
keeping minutes and provides a much more user-friendly tool for
everyone. It places the emphasis on action rather than discussion,
and is much easier to scan quickly than paragraphs of narrative. In
some situations, the form eliminates the need for a permanent
recording secretary. Instead, because the form itself insures consis-
tency, the recording task can be rotated among group members.
Even simpler, all members can be given their own blank forms on
which to make notes for themselves. If you use the same key
words uniformly in the “Subject” column, over time you will have
a useful index to track discussion and decisions.

End the meeting by reviewing the items in the last two
columns: Is everyone in agreement on next steps to be done and
individual assignments? In this way accountability is built in while
team members see progress and feel a continuous sense of
achievement. Begin the next meeting by reviewing the last two
columns from the previous meeting’s action plan: Did these steps
happen as desired?

If this type of meeting record is reproduced and distributed
shortly after each meeting, it will serve as a reminder and guide for
both those present and those who could not attend. If you’re real-
ly pressed for time, ask the person with the neatest handwriting
to complete the form during the meeting, photocopy it on the
spot, and distribute it before everyone leaves.

Whenever members of your team meet without you or
committees meet independently, a copy of their action plan can
automatically be sent to you after the meeting. If every meeting
related to the volunteer program uses the same action plan record
form, you will stay informed about who has agreed to do what,
and when.

* * * * *



By now you may be feeling overwhelmed by forms! But those
suggested here serve several purposes at once, being both imme-
diate work organizers and summary documents for your files. Do
not duplicate paperwork unnecessarily. For example, if groups or
committees utilize the meeting action plan form consistently,
there is no reason for additional monthly reports from them. A
semi-annual or annual re-cap is all that is needed. Once again, the
key is creating a system that does what you need it to do–quickly
and effectively.

1Credit for the Project Coordination Matrix concept goes to Christine Franklin
who first taught it to us in planning the 1981 National Conference on Volunteer
Administration.
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Conclusion

It may seem as though the suggestions in this Guide will lead
you into creating a bureaucracy. This is not the intent. But you are
faced with the very real challenge of providing complete leader-
ship of volunteers within a fragmented timeframe. Your only
recourse is to get organized and involve others. This does mean
systems, forms, and other management tools–but it does not have
to mean unyielding rules and regulations. Flexibility, continued
enthusiasm, and good human relations skills are just as important
to keeping your team productive. You and the team should enjoy
running the volunteer program together. And if your team really
shares authority with you, you will avoid being a bureaucracy
since decisions (and adaptations) will be “owned” by many.

Remember the key elements of the team approach:

• Clarify expectations with your top administrators.
• Identify all the pieces of your job.
• Decide what can be delegated.
• Identify potential sources of help both inside and outside

your organization.
• Recruit people who welcome an administrative role with

the volunteer effort.
• Define the what, how and when for those to whom you are

delegating.
• Create an organizational structure that works.
• Establish systems for communicating.
• Share the results with everyone, and celebrate!



Yes, there will be times (especially at first) when the team will
not work exactly as planned. You may have vacancies in key posi-
tions for longer than you want, or personality conflicts may devel-
op among team members. This is precisely when pulling together
is so critical. If team meetings examine how the program is oper-
ating as well as focusing on day-to-day task concerns, then possi-
ble trouble areas in management can be handled. Again, you are
sharing responsibility. If a problem arises with the team itself, pose
the problem to the team and let members assist in identifying the
solution.

When your team participates in tackling difficulties, setting
priorities, getting work done, locating resources, documenting
results, and visibly moving the organization towards its mission
and goals, you will be demonstrating the qualities of a true leader.
You will be empowering your co-workers and community
members in a way that makes the organization stronger, promotes
self-sufficiency and teamwork, and maximizes the impact of
volunteer resources. 
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Appendix
Resouces to Help You Do the Job 

(Updated 2004)

There are many organizations available to help you learn more
about the job of managing volunteer programs and link you with
your colleagues. For the most current information on all these
resources, go to the Energize, Inc. Web site. Look in the “Referral
Network” section at www.energizeinc.com/prof.html.

Local Organizations

“DOVIAs”
“DOVIA” is the generic name for “Directors of Volunteers in

Agencies” associations but your local group may have a different
name, such as Volunteer Directors Roundtable or Council of
Volunteer Coordinators. There are several hundred DOVIAs
operating in cities and counties across the country.

These are associations of leaders of volunteer programs who
meet regularly to exchange information and ideas, host workshops
and speakers, and plan collaborative activities.

To locate such a group in your area, first check the online
directories at www.energizeinc.com/prof/dovia.html and
www.avaintl.org/network/networklist.html. If you don’t see an
association in your area, call your Volunteer Center or contact a
director of volunteers in an established organization such as a
hospital, literacy program, social service agency or museum and
ask if a DOVIA is operating in your community.

www.energizeinc.com/prof.html
www.energizeinc.com/prof/dovia.html
www.avaintl.org/network/networklist.html


Volunteer Centers
There are approximately 500 Volunteer Centers across North

America, again with varying names including Volunteer Bureau,
Voluntary Action Center, or Volunteer Connection. A large
number are part of local United Ways, while others are independ-
ent nonprofits or part of local government. Volunteer Centers act
as clearinghouses of information to link those who want to volun-
teer with agencies who are seeking volunteer help. They often
sponsor training events, provide consultation to agencies on devel-
oping volunteer programs, mobilize citizens for special one-day
projects, and coordinate local activities for National Volunteer
Week.

To find Volunteer Centers in the United States, see
http://www.pointsoflight.org/centers/find_center.cfm ; in
Canada, see http://www.volunteer.ca/volcan/eng/content/vol-
centres/locations.php ; for other countries, start at http://ener-
gizeinc.com/prof.html under the heading “Centers for Resources
and Information.” 

State Organizations

Governor’s or State Offices on Volunteerism
(Check with your state for exact name, contact person and services.)

Approximately two-thirds of all states have a state govern-
ment office to coordinate volunteerism in their state. Many serve
as a clearinghouse of information, offer training events, publish
newsletters, and sponsor conferences and awards programs. The
names vary, including Governor’s Office of Volunteerism, Office
of Citizen Participation, and State Office of Volunteerism and
Community Service.

In Canada, several national and provincial departments include
publications and technical assistance in volunteer program devel-
opment as part of their services.

State Associations of Volunteer Administrators
(Names and contacts will vary.)

These are state-level (or provincial-level, in Canada) profes-
sional organizations of individuals who lead volunteer programs.
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Some states have both a State Office and a State Association,
while others have one or the other, and some states have neither.
State associations generally sponsor self-training events, link
members with each other, publish a newsletter, etc.

State Commissions on Community Service
(Names and contacts will vary.)

As a result of 1993 Federal legislation, most states established
these Governor-appointed commissions to administer programs
funded by the Corporation for National and Community Service.
In some states, these commissions are staffed by and work very
closely with the existing State Offices of Volunteerism. In other
states, the commissions operate as separate entities.

International Organizations

Association for Volunteer Administration (AVA)
www.avaintl.org
P.O. Box 32092
Richmond, VA 23294 USA
voice: 804-672-3353; fax: 804- 672-3368
info@avaintl.org

Publishes The Journal of Volunteer Administration and quarterly
Member Briefing; has a professional certification program;
sponsors annual International Conference on Volunteer Admin-
istration every October.

International Association for Volunteer Effort (IAVE)
www.iave.org
1400 I Street, NW, Suite 800 
Washington, DC 20005
Telephone: (202) 729-8250 
Fax: (202) 729-8102 
E-mail: iave@iave.org 

International membership organization with the mission to
promote, celebrate, and strengthen volunteerism worldwide.
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National Organizations

In the United States

Points of Light Foundation and Volunteer Center National Network
www.pointsoflight.org
1400 I Street, NW, Suite 800
Washington, DC 20005
(202) 729-8000

Publishes Volunteer Leadership; sponsors annual National
Community Service Conference every June; National Volunteer
Week materials; President’s Volunteer Service Awards.

Association for Research on Nonprofit Organizations and Voluntary
Action (ARNOVA)
www.arnova.org
c/o Indiana University Center on Philanthropy
550 West North Street, Suite 301
Indianapolis , IN 46202-3162

Publishes Nonprofit and Voluntary Sector Quarterly; annual confer-
ence in the fall.

Corporation for National and Community Service
www.cns.org
1100 Vermont Ave., NW
Washington, DC 20525
202-606-5000

AmeriCorps, Learn & Serve America, VISTA and other
programs. All Older American programs formerly under
ACTION, such as RSVP, Foster Grandparents, and Senior
Companion programs, are now considered “Senior Corps.”
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Independent Sector
www.indepedentsector.org
1828 L Street, NW
Washington, DC 20026
202-223-8100
Research on giving and volunteering; annual Conference in
October

In Canada

Volunteer Canada
www.volunteer.ca
330 Gilmour Street, Second Floor
Ottawa, ON, K2P 0P6
(613) 231-4371
1-800-670-0401
Fax: (613) 231-6725
info@volunteer.ca

Canadian Centre for Philanthropy
www.ccp.ca
425 University Avenue, Suite 700 
Toronto, ON M5G 1T6
Tel.: (416) 597-2293; Fax: (416) 597-2294 
E-mail: info@ccp.ca
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For more organizations and for resources in other coun-
tries, go to www.energizeinc.com/prof.html. You will
also find a list of organizations that link people working
with volunteers in specific settings (hospitals, museums)
or with special types of volunteers (students, seniors).

www.indepedentsector.org
www.volunteer.ca
www.ccp.ca
www.energizeinc.com/prof.html


Electronic Forums

The most important development in the past ten years (for the
world and for the volunteer field) has been the evolution of the
World Wide Web and the new availability of a wealth of
resources from all over the globe. It is a daily task to learn about
and update the growing list of such Web sites, online discussion
groups, and other electronic materials. The Energize Web site,
again, is the best place to start for the most up-to-date listings.

The following are the most popular listservs allowing volun-
teerism colleagues to exchange information and opinions (as of
2003):

CyberVPM
www.avaintl.org/network/cybervpm.html
Join volunteer program managers from all over the world (though
mainly from the US) in a discussion of every aspect of volunteer
program development and management. To join simply send an e-
mail with your e-mail address and requesting a subscription to:
cybervpm-owner@avaintl.org

OzVPM
groups.yahoo.com/group/ozvpm
An active listserv dedicated to discussing volunteer management
issues–particularly as they relate to the Australian/Australasian
scene... but of course we are happy to discuss issues with our
colleagues from elsewhere, too.” To subscribe, send a blank e-mail
to: ozvpm-subscribe@yahoogroups.com

PRO-VM
Professional Volunteer Manager Discussion Group. An off-shoot
of CyberVPM, this listserv is designed especially for more
advanced practitioners. To subscribe send a blank e-mail to:
PRO-VM-subscribe@yahoogroups.com

UKVPMs
www.onelist.com/community/UKVPMs
A lively, friendly and participative networking and communica-
tion resource for all Volunteer Programme Managers working in
the United Kingdom. To subscribe simply send an e-mail to:
UKVPMs-subscribe@yahoogroups.com
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Volunteer-Issues
Sponored by CharityChannel.com and open to anyone with an
interest in volunteer management topics. Send an e-mail message
addressed to LISTSERV@CharityChannel.com. Ignore “subject”
or “re”. In the body of the email, write: SUBSCRIBE
VOLUNTEER-ISSUES yourFirstname yourLastname
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