
lie New Frontier: 
Volunteer Management 

Tra:m•no Volunteer, nonprofit orgunizu'.ions plur u big!lcr 
a.I e role thun ever heforc, und trmners todur urc 

beginning to ply their cmft-und work in causes they care about-in this 
huge market. • 

By :'IIARLE~E 
WILSO~ 

Menogement by 
persuasion rather 
than coercion is 
essentiol. 

50 

The voluntary or nonprofit sector 
of our society is too often over­
looked and misunderstood by 

Americans, trainers included. le com· 
prises nonprofit agencies, museums, 
churches, libraries, universities, or­
chestras, chambers of commerce, trade 
associations, public interest lobbies, 
neighborhood associations, self-help 
groups, many hospitals and nursing 
homes, and professional associations. 

According to Peter Drucker, "Service 
institutions have grown so big that they 
may now employ more than federal, 
state, and local government put together. 
Yer so far \,,.e have paid little attention to 
the Third Sector and its economics, 
management, performance, and impact." 

Commenting that this sector's ex• 
plosive growth was fairly recent, he adds 
that "yesterday's way of doing things has 
become inappropriate, if not coumer•pro· 
ductive ... yet few service institutions at· 
tempt to think through the changed cir· 
cumstances in which they operate. Most 
believe that all that is required is to run 
harder and raise more money. 1 

These expanding organizations fre• 
quently have not considered how they 
need to change because they are most 
often managed by people who were 
trained in the helping professions {i.e., 
social work, education, counseling, 
theology) or the arts, and have little ad· 
ministracive or management training. 
Their backgrounds have equipped them 
to deal with helping people, not manag• 
ing organizations. This is an enormous 
frontier for trainers. 

The Third Sector could not exist 
without unpaid volunteers. /\ 198J 
Gallup survey on volunteering found that 
92 million Americans-55 percent of the 

.\forlene \\'ilson, the founder of' 
,·orrrntl.'er .\foucu?cuwnr Assodntl's in 
Boufrfor, Colo., is t1w nut1wr of How to 
\lohilizc Cl111rd1 \'oh111h,'1.'T'1>, 

adult population-volunteered in the 
previous year. 

Three big training challenges in the 
voluntary sector are: 
■ training agency executives, staff and 
directors of volunteers in sound manage­
ment principles; 
■ training paid staff how to work effec­
tively with volunteers; 
■ training volunteers (i.e., board train• 
ing, skills development, leadership 
development). 

Vast changes in the makeup of the 
volunteer world have escalated the need 
for training. Traditionally, the bulk of 
volunteers were married women who did 
not work outside the home. Today, more 
than two-thirds of the women between 25 
and 44 are employed. Fifty·seven percent 
of married women with children work 
outside the home. 2 So there are far fewer 
traditional volunteers available. 

Working people are now the fastest 
growing segment of the volunteer work 
force. Forcy-one percent of volunteers are 
male; many more retired persons are 
volunteering. Consequent!~·, volunteers 
are often professionals with paying jobs 
elsewhere and with extremely busy, com· 
plex personal lives. These \"olumeers are 
unwilling to tolerate poorly managed. in­
effective programs. The~· ha\·e a 
smorgasbord of options, since everyone 
needs their help, and the,· tend to go 
where their time and contribution is well 
used and appreciated. Agencies know this 
and are more open to training than ever 
before. 

The problem is finding people who are 
able ro provide it. Those with managerial 
training and practical. real-world ex­
perience can translate management prin­
ciples from the corporate world into terms 
and settin~s familiar- to the nonprofit. 

Leadership 
An orgarlization 's phi\o<.;ophy and style 

of leadership ha\'C.: a tremendous impa(.·t 
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on employees, and the~· are especially im­
portant when working with volunteers. 
:'vlanagement by persuasion rather than 
coercion is essential-or volunteers leave. 
The autocratic order-giver is less able co 
marshal and keep lo~·al volumeers than 
is a participati\'e leader. 

Figure 1-Management Functions in Nonprofit Organizations 

Rewards must come from something 
other than a paycheck. Other rewards arc 
crucial because c\·en the salaries of paid 
staff are far lower than in industry. 

One of the greatest shortcomings of 
both volunteer and paid leaders in non­
profit "·ork is their tendency to be ·doers" 
instead of delegators. Too often, they arc 
forced into crisis management. They find 
it easier and quicker co do things 
themselves, instead of planning how to 
share their work. As a result, in times of 
increasing needs and decreasin~ 
resources, burnout and turnover are 
endemic. To deal with chis, such skills 
as planning, job design. delegation, ac­
countability and decision making are bad­
Iv needed. 

~lotiYotion 
Motivation is often referred to as a pair 

of scissors, one blade being what the 
organization brings co the person (clear­
ly defined job descriptions, persuasive 
leadership, clear expectations, training, 
etc.) and the other blade being what the 
person brings rn the organization (needs, 
motives and attitudes). 

The key to sound volunteer manage­
ment Gust as it is with paid stafO is plac­
ing the right person with the right job. 
\Vhen working with nonprofit organiza­
tions and \'Olunteer staffs, consider 
volunteers as non-paid staff, but never 
lower standards for thern. This creates a 
spirit of teamwork and crust that is ex­
tremely nioti,·ating for all. This approach 
is useful e,·en for people who h3,·e a high 
level of managerial competenq· in their 
paid work. but are having trouble in 
leading a volunteer group. Thinking of 
volunteers as non-paid staff puts the task 
in perspective and helps managers tap 
their skills. 

Oritnnizotionol climntc 
Organizational climate is the emotional 

atmosphere of any work community. 
Climate has a distinl't effect on the 
motivation, absenteeism and turno\'er of 
both paid and non-paid staff. Why should 
an unpaid volunteer go to work in a situa­
tion chat feels bad? The reality is that they 
won't. 

Litwin and Stringer have identified nine 

'l'r;tinin~ :ind lk\·cl11pmcn1 _ll111rn;1I. _lt1I,· ilJH-4 

PLAN 
,...-c-·--- ·-·-· 
' . 'OBJECTIVES 

I PLAN 

ORGANIZE < __ L___ __ 

JOB DESIGN 

RECRUIT 

STAFF 

TRAIN I 

DIRECT < SUPERVISE 

CONTROL < .... ____ _ EVALUATE 

dimensions or factors that determine and 
define climate: 3 

■ Stn1c111n-the feeling that employees 
and volunteers have about the constraints 
in the group. (How many rules, regula­
tions and procedures are there? Is there 
an emphasis on "red tape· and going 
through channels? Or is the atmosphere 
loose and informal?) 
■ Respo,,sibili(v-che feeling of being 
your own boss; not ha\·ing to double­
check all your decisions. (\Vhen you ha\·e 
a job to do, you know chat it is J'011r job.) 
■ Reword-the feeling of being reward· 
ed appropriately for a job well done; em· 
phasizing positive rewards rather than 
punishment; the perceived fairness of the 
pay and promotion policies. 
■ Risk-the sense of risk and challenge 
in the job and in the organization. Is there 
an emphasis on caking c:alculateJ risks. 
or is playing it safe the best way to 
operate? (Does only paid staff get to take 
risks or arc volunteers allo\\·eJ chat 
privilege?) 
■ Warmth-the feeling of general good 
fellowship in the work group atmosphere; 
the cmplrnsis on being well liked: the 

prevalence of friendly and informal social 
groups. (Warmth is the cooperation and 
good feeling between paid staff and 
,·olunteers and the absence of cliques.) 
■ S11pport-the perceived helpfulness of 
the managers and others in the group: 
emphasis on mutual support from abo,·c 
and below (and between staff anJ 
\·oluntcers). 
■ Stamlarrlf-the percci\·cd importance 
of implicit and explicit go~tls and perfor­
mance standards: the emplrnsis on doing 
a good job; the challenge represented in 
personal and group goals. (Standards for 
,·o\unteers are sec as high as they arc for 
staff.) 
■ Conflirt-the feeling that managers 
and ocher workers want to hear different 
opinions; an emphasis on getting pro­
blems out in the open. rather 1han 
smooching them over or ignoring them. 
■ frlffltity-thc feeling th:H you hdong 
to a group and arc a \·aluablc mcmht.·r of 
a working team; the import.inn: pl.1n:d 
on this kind of spirit. 

~l11n111lcmcnt functions 
Managing st.·rvicc instimtions and agt.·n· 
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cics r,robably will he the frontier of 
management for the rest of the century.~ 
t\-lany paid staff in the Yoluntary SC(.'tor 
have minimal management training. 
Figure I translates the classic functions 
of a manager inw terms used more frc­
qucmly in nonprofits. It is \'ital that all 
the steps bt· wkcn in order. whether the 
group is planning the organization's en­
tire program for the year or if they arc do­
ing an event, such as a symphon~: fund­
raiser. 

By following a logical sequence of 
sound management practice. the pro­
bability of having well organized and pro­
ductive programs increases greatl~·­
Managers then can avoid the all-too­
common problems of recruiting before 
needs and jobs have been defined, plac· 
ing volunteers inappropriately h~· failing 
to interview and repeating past misrakes 
by never evaluating programs. 

How to get involved 
One of the biggest differences between 

profit and nonprofit training is money. 

Unless they are large. national groups. 
\·oluncary organizations or agencies don't 
ha\'e large enough training budgets to hire 
consultants. The most common solution 
is a workshop or conft:rcncc sponsored 
by a consortium of neighboring \'oluntar~ 
organizations. Speakers at these meeting~ 
distuss such topics as trends: marketing: 
contli<..·t, stress and ti1m: 111anagc1111.:m: 
power and ncgmi~uions: ncati\·ity: pro• 
blem solving and decision making: ad­
\'ncacy: fund raising: budgeting: and 
puhli<..· relations and communications. 

Because of scarce training dollars. the 
fees that experienced consultants and 
trainers receive most frequent!~· ran~t.: 
from S300 to S500 per da,·. Some 
trainers volunteer their scn·ices. either 
when they are new to this audience or 
when the~- are innJh-ed in a corporate 
\·olunteer program. It is a great \\':ty w 
·make a difference in their own 
communities. 

Trainers interested in exploring this ex· 
panding opportuniry can begin in their 
own community by contacring a 
\'oluntt:L·. center. the Cnited \\"ay or the 
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!c)cll I)()\ ·1 :\ ( I )ircc..·wr,; of \'oluntecrs in 
..\gcncie~). Tht.:se org~1ni1,~nio11s arc aware 
of both tr,1i11in~ rn.:eds and opportunities 
in the community. I.ct them kno\\" of 
your interest :.rnll areas of cxpt.:rtisc. 

The rC\\·ards for training in the n,lun­
tary sct·tor arc not just monctar~·. They 
include the opp(~rtunit~· to \\·ork with 
co1111ninc.:d ;md ciring p1.·opk: :rnd to help 
them hclp others mort.: cffrcti\·cly. H 
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Now - a course which presents the principles of effective instruction on professionally produced videotape. 

TRAINING THE TRAINER 
Designed by a Training Consultant with extensive 
international post-graduate training and administra-
tive experience, Training the Trainer is a 16 lesson 
course which teaches the fundamental principles of 

Videotape RESEARCH & PREPARATION Videotape 
3401 The Trainers Role 3403 

Job Analysis 

Videotape 
3402 

Task Analysis 
The Course Outline 

TEACHING TECHNIQUES 
Behavioural Objectives 
Factors Influencing Learning 
Teaching Methods 
Teaching on the Job 

Videotape 
3404 

effective training, The I 6 lessons are presented on 4 x 
50 minute videotapes which are designed to be used 
either as the basis for self-paced learning or fo 
classroom instruction. Lesson titles are as follows· 

PRESENTATION 
Lesson Plans 
Classroom Equipment 
Classroom Presentation 
Using the Overhead Projector 

ADMINISTRATION AND 
EVALUATION 
Scheduling Individual Tr 
Scheduling Group Tra· 
Testing and Evaluat' 
Records and Rep 

We 

Comprehensive student workbooks and an instructor guide 
form part of the training package. 

are 
proud to 

announce 
that the 

"Training the 
li'ainer" videotape 

programs have been 
previewed by over 50 

companies worldwide 
since the introduction of 

them in April of 1984. 

This videotraining program· is already in 
use in 6 countries by companies such as: 

For further information or to obtain free preview material contact 
Debra Magee, Sales Coordinator (416) 762-8215: 

• General Motors Corp. • Ngee Ann Polytechnic 
(Delco Div.) (Singapore) 

LEIGHTON & KIDD LIMITED 
Consulting Engineers 
121 Kennedy Avenue 

Toronto, Ontario 
Canada M6S 2X8 

• Southern Company Services • Caribbean Development Bank 
• Abitibi•Price Company • Kuwait National Petroleum Corp. 

Contact us NOW for furthet information or to obtain FREE 
preview material! 


