










































WHERE DO wf GET THE TtME Arvo 

RESOURCES To OPERATE- CUR 

0RGAN(ZATtON5 AT Tl-ftS QUALITY 

LEVEL ??? 

The demand for human service is outstripping our 
capacity to pay for the services needed. We read 
of pressure on the tax dollar. We feel the pinch 
of worthy programs competing for privately­
raised community funds. 

How do we operate our programs more effectively? 

How do we mobilize resources and capital to 
extend services and make strides toward a 
better quality of life? 
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-NE.UJ ROLE:S FoR uovuNTEE-RS 

-s T~FF- \JOL\JNTEE-R PA~TIVER-

SH IPS NTeeRS 
-NEW 1YftS OF uoLU 



WAYS TO OPERATE MORE EFFECTIVE ORGANIZATIONS 
THROUGH NEW ROLES FOR VOLUNTEERS 

As we try to break out of the limits of too 
few people and too little money, here are 
some of the questions we can ask: 

Action Questions ~ 
1. What are our organizational (team, dept.) ) 

objectives? 
2. What activities need to be done to meet these 

objectives? 
3. What skills are required for each activity? 
4. Who has and who can acquire these skills? 
5. What satisfactions does each activity provide? 
6. What activities can be grouped together to 

create a satisfying and effective job? 
7. What jobs do we have to pay people to do? 
8. On what criteria do we decide which jobs will 

be paid for and which will be voluntary? Are 
these criteria appropriate? 

9. What are our assumptions about credentials for 
work? Do we rely on academic qualifications? 
Do we honor age before experienced youth, 

10. 
status before commitment, male before fe~ale? 
Are our assumptions and practices serving us 
well or do we need to re-evaluate our way of 
using human resources? 
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Creative and effective organizations are recog­
nizing that only one thing matters in getting the 
job done - competence. These organizations 
make sure that they don' t lose potential resources 
because they have outdated criteria for who can 
and cannot deliver. They recognize competence 
that is based on life experience, informal educa­
tion and personal commitment. They no longer 
think that an academic degree is the only sign that 
someone can do a job. 

L.IFE' Jog S.c.ttoou N(:.. PER.SONA L 
f:XPERIErJCE° E)C~1Ervet (,OMl'VI.IT MEtvf 
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The result is that there are new roles for 
volunteers! 

Some are in areas which were previously open only 
to professionals. In Toronto, there are 350-400 
volunteers serving in the Metro Social Service 
Department. 

Organizations are building new types of teams 
where professionals, para-professionals and 
volunteers all have collaborative roles in 
service deli.very. We see this in housing, health, 
education, corrections and citizenship. 



Entirely new roles for volunteers and paid staff 
have developed from the explosion of information 
which characterizes our times ---

More and more fact-finders, integraters of 
relevent information, spotters of innovations 
and documenters of experiments are being 
recruited. 

As organizations have expanded in size and 
diversified in pro gr ams, the need for co­
ordination has emerged. There are new roles 
for volunteers and staff: internally in co-ordinating 
services, recruitment and training; externally to 
provide liaison between groups. Many organizations 
now have full time co-ordinators of volunteer services. 

l-f01.-v clo We. J~ ~ ~ 
i.ho:.e ha.Ne -t, ~ ~ ~ o-tAlv 

~@~a.fun-vs ? ~ L<J ~ 

u~fu..Y.s P~ S-fo.jj-

~ 

w1-w ~ ~ CMl,i.OC _ ~ ~ oe0vi~ 
~ ~~~s ~ U<> . Do_~ 

w~ wi4.., -~) f~,, 
? 
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WAYS TO OPERATE MORE EFFECTIVE ORGANIZATIONS 
THROUGH STAFF VOLUNTEER PARTNERSHIPS 

The organizations which first recognized the new 
roles for volunteers have now had time to reflect 
on staff and volunteers working together. They 
have found that these partners hips, 1 ike any other 
teamwork situation, tend to be most effective 
when: 
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f - Par-tne.r-s share 1hc. Same 90Q(S for a praject ' 
--rhe~ unde.r.sta~ each other~ o'?je.ctives 
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Effective organizations have taken the following action 
steps 

ACTION STEPS 

1. Organizations have been explicit about what is 
involved in each job. Objectives, activities, 
time-estimates, team and supervisory relation­
ships are written into contracts, letters of 
understanding or job descriptions. 

2. They have recognized that staff-volunteer 
partnerships, like teams, require time and 
support to work out interpersonal relationships 
and ways of working together. 

3. T bey have recognized that personnel, st aft, 
skills change; new priorities and programs 
emerge, and new ways of doing things evolve. 
Therefore they ensure that partnerships and 
systems are flexible and subject to ongoing 
evaluation and modification. 

4. Volunteers are appropriately involved with 
staff at all levels of planning and decision 
making. 

People., know olcjech've.s 
activd-i"es 
superuisor':1 rebt.s 

Tries€ are jusf- as clea.r to 
hewcorne r~ ets 1 helj <AA'"e +v O O 

old timers 

Su:::: ~ ~:~in3 fi~,~i"dJ, 
support l?erson~ -for-tatkin3 /{\tsJ.2T!fl 

OD 
ljeo. ... ly □ D 
Based on Job alesc.ript-1'ons O 0 

OD 
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WAYS TO OPERATE MORE EFFECTIVELY 
THROUGH CROSS-AGENCY PARTNERSHIPS 

Staff and volunteer partnerships within an organization 
are not the only new partnerships evolving to extend 
services and programs. 

Many agencies are developing cross-agency partner­
ships to share scarce resources: - space, support 
services, information, training and recruitment 
skills, to mention just a few. 

Out of these inter-agency partnerships some en­
tirely new organizations have developed to meet 
long-term community needs. For example, many 
agencies have recognized that they would cut costs 
and maximize results by working with centralized 
recruitment and referral agencies. 

As of 1974, there were 35 volunteer centres in 
Ontario. Many agencies and organizations have 
also welcomed the Community Information Centres 
as collaborators and supports in getting information 
to and from the community. 
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These cross-agency and organization partnerships 
are relatively new. They developed among groups 
who found the old ideas of territorial rights and the 
old patterns of agency-isolationism a disservice to 
themselves and to their communities. 

Those creative organizations took risks in talking 
freely of their successes and failures. Then 
they found rewarding collaboration grew out of 
that risk-taking and discussing. 

While the basic ingredient for successful joint 
ventures is mutual trust, organizations have 
isolated other areas critical to their partnerships. 
Most of the areas mentioned under staff-volunteer 
partnerships apply equally well to cross-agency 
teamwork. 

THESE INCLUDED: 

• EXPll CIT ~Nt> AC°IQEGO-TO 
08Jtc.TIUES 

• ACTIVITIES AI\ID TIME·ESTIIY\Alc~ 
• MUTUAL EKP€CTATIONS FoR 

Pe-A.Fo RMArJCE 



In addition to these, accountability issues are 
most important in cross-agency partnerships 
both for agencies involved and for the communities 
they serve. Some of the questions in this area 
are: 
1. Who will assess the effectiveness of joint 

ventures? Will it be the community served? 
Membership? Boards of Directors of the 
partners? Major funding body?, etc. 

2. On what criteria will effectiveness and 
relevance be assessed? 

3. How often and by what means will assess­
ments be made? 

In such partnerships, boards of directors, and 
committees are having to consider whether or 
not reliance on one source of funding will limit 
their autonomy. They are assessing the appro­
priateness of the old saying that 11he who pays 
the piper calls the tune. " 

They are also having to become knowledgeable 
about different sources of funding and having to 
relate these to their agency needs. 

The appearance of outside funds for agencies is 
stimulating boards of director.s and committees to 
better assess and plan what their different funding 
needs are: e.g. capital costs, operating funds, 
salaries, pilot project seed monies, venture capital 
for demonstration or innovative program, etc. 

---

c~ 
s~ 

---
~s~ G-out;-. &J-()~I ,\,{~I~~~~? 

U-"\ol So-eu:J.. Stu-~ ~ R.9-~~ 

Jtn-~~~-
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People and skills are required to carry out programs 
and partnership evaluations. In fact, most of what 
we have talked about so far indicates more work, 
more jobs and a need for many more paid and 
voluntary staff. What we have not talked about is 
how and where to find more people resources, and 
once found, how to keep their services. 
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WHAT WE NEED TO TALK ABOUT NOW 
IS 

GETTING AND KEEPING VOLUNTEERS 



THAT IS: 

RECRUITMENT 
SELECTION AND 
PLACEMENT 
ORIENTATION 
SUPERVISION 
TRAINING 
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RECRUrTME-NT., s ELEC.T10N 
AND PLAc.E..ME-N~ ORtENTA1lol\J 

~ 

Su?eRU1s1of\J, ~AiNING-_ 

THESE ARE RLL PARTS 
OF- TffE PRoC€S5 O'F Cs-ETTlrJG-

ANO J(EEPING uoLUNTEERs 

EAoi ~RE~ ~AYS TO nfE 
UOL.UNrE~: 
11 you A-RE IMPORTANT! 

You COUNT! 
You AR£ woAT+fY oF se-1r1G-
TReATED AS A VA<-UABC-c 
Re SO\Jf(C€ ! '' 

Even though these activities are integral parts 
of a single process, for ease of discussion, each 
will be dealt with separately. 



GETTING AND KEEPING VOLUNTEERS 
PRE- RECRUITMENT 

Volunteers do not work for pay. They are not 
immediately motivated by monetary considerations. 
They seek other kinds of rewards. 

One thing is very clear: 

Volunteers want rewarding jobs. 

But what is a rewarding job??? 

Sounds like asking what happiness is - it's not 
that elusive because ••• 

jobs involve: 
activities 
interactions between people 
authority 
fringe benefits; 

jobs have: 
specific contexts in which they 

take place. 

So, we can look at the above job components, 
describe the different shapes each component 
can take and, later on, ask people to select 
what is rewarding for them. A sample job component profile is on the next page. 
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JOB NAME RATING 
YES NO HIGH LOW 

10 1 
1 JOB CONTENT 

Activities Repetitive 
Varied 

People Contact Limited 
A lot of the same people all the time 
A lot of different people 

2 JOB PURPOSE 
Developing/serving people 
Developing/working with things , machines, material 
Developing ideas, plans, programs 
Administering ideas, plans, programs 
Supervising people 
Co-ordinating people 
Researching 

3, JOB AUTHORITY 
Opportunity to make decisions 
Supervision of self 

other 
group 

Latitude in setting pace 
goals 
methods 
co workers 

4, JOB CONTEXT 
Working alone 
Working interdependant with others ----·--
Time Flexible 

Fixed . -·--·-·--
Feedback on performance 

direct --~----
immediate ·--· 

Space private- crowded 
Pressure 

5. JOB BENEFITS 
Status 
Training 
Visibility to community ------ -- ----
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This is by no means an exhaustive list. It is not 
meant to be. Rather it is set out in the hope 
that you will look at the components of the jobs 
in your organization. It is in the varied shapes 
of these components that different people will 
find different satisfactions. 

Before recruitment ever starts, an organization 
should know what satisfactions it can offer to any 
prospective volunteer or staff member. 

During the selection and placement phases 
of getting and keeping volunteers, an organization 
is trying to match job components and required 
skills with people's needs and their competencies. 

It looks like a lot of work, does it? We figure 
approximately one to two hours are needed to 
develop a sheet describing job components. The 
one sheet can be used for rating many jobs to 
save time and present a valid picture people can 
use to rate or describe their own jobs. 

How much of a time-investment do you think this 
would involve? 

Jos 

GOrJTtf\JT 

PURPOSE 

Aun10RITY 

CONTEXT 

BGNrFtTS 

< 

~ 

< 

< 

< 
-e 

~ 

""-

) AC.Tl \/ITY PQ€FERENCE 

➔ PcRSoN,=!l G,-OALS 

., TNTERE"5TS 

" ~ILi..$ 

~ LEADE1<StHP NEEDS 

➔ P60PU: NE.EDS 

➔ IN DEPENDENc£. NEEDS 

::::> FREEDOM NEEDS 

7 STR£S5 -roLc-RA-NGE 

➔ FUTURE GO A LS 
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Like the rest of society, volunteers are busy and 
mobile. They are no longer prepared to make long 
commitments to undefined tasks or to any one 
organization. They know what free time they have 
in the short run and, therefore, will make them -
selves available only for specified tasks for 
specified periods of time. 

Immediacy and relevancy are key concepts to 
today's volunteer. 

For organizations this means that the following 
action steps need to be taken to ensure that they 
get and effectively use volunteers. 

ACTION STEPS 
l. Take an inventory of all activities currently being 

performed. List each activity and the related 
skills, components and time-estimates. 

2. List new desired activities, required skills, com-
ponents and time-estimates. Reorganize activities 

) 

so jobs have a maximum of challenging and satisfy­
ing components, or so that low-satisfaction jobs are 
rotated with others that provide more satisfaction. 

3. Consider which jobs should be paid for and which 
should not,because they have the intrinsic rewards .:/ {((\} 

4. ;~;::;;;r;;~;~;;:;;;::~o~~~~;i:::=:J ,::!!!!rt] i 
where, by changing the frequency or time of da~ ,p,p;fi!,iiiiiii 

L 3:ey are able lo recruit volunteers for odd hours. ,,;;ririr 



Tl-ftS /VIEANS THAT 'R:JQ. €Act-I JOB 

You WOULD +-fA-VE 

A 008 DEsc.R1PT1orv 

• GOA-Ls/ O8.JcCTl vcs 
• AGTIV/Tl~S 

• TIME 
• REA:>1'<,fiNG- REL~TrorJSlt/Ps 

• Sk1LLS l<Eq Ull<E"D 

and JoB COT\lti:-ONENT P-R.o"F1{£ 

• 60N7t;NT 

• PURPOSE 

• AuT1-toR1Ty 

• GONT€.Xf 

• ::TC>B Bcrv€FIT-5 

Tl-+15 UJOUL.p BE USED 

To Ft Rf\11 l.JP lJOLlJN TEE:-IZ 

PLACEMEfVf AND TO 

P1<ov1DE Ft -FQftM£ oi: 
R.E~E"NCE R:JR 
W0R-k1NG-, -:5uper<.u1s1orv 
A-Nb TRAl/\11 r-lG-

INTEf;?tJ/tW&Q. AND 
PROSPEc..TIVt UoLUrv'TEEIZ 

wouLD USE Tf-11S To 
SEE. 1F THERE lS 
A MATCH BETWEE:N 

Tf{E iJ0/3 19N D 

vat..Uf\lTEc;{<. NEeDs 
f'IND J:tvTEf2ESTS 

TffE FoLLOW/NG- ~ES stT CUT TWO JOB DEScRIPTIOrvS P,ND TWO JoB-CDN\PONEfVT­

P1<.0FILES. T+fESE AQE. Tf-fE TOOLS FOR Q£cRU1TMENT, SE-t..B::.T1ON AND PLF)CE-r1t1En.JT, 

ORl6"N>TAT1oiv -Prl\JD 5u PER.VISION. 
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Samele Job Descrietion for Administrative Volunteer s~ Jov~f]~ ~ ~ ~- uau,,,~:~. 
POSITION: Training Committee Member I. JOB C,otvre.t''T Y~s A/0 ffl&lf u,w 

10 - I 

STAFF ADVISOR: Executive Director flc.rtUtTIE:S - RtPE:1lftV€ 
.,, 

OBJECTIVE: Contribute to development of - Ul't'2tEO ✓ Me.:/ 

training plan for year 1975 Pf:oPl.,£ C.ONTAc..1 - LJf'l'IITED 
v 

A ..OT JAME PE:or->1..£ V llit,i, 

Activities ALOT DIPFERelV( PEOPi£ .,, ' 
2,JOB PURPoSt 

• design with 3 others a way to assess staff of.vc<.op,rvrr / SEIJ.1J1t\/6-PEoP/..E V Med 
and volunteer learning needs OE.vf:<.oP ,,.; r Tl,l,l/\16-$ V L&-w 

with 3 other members collect and organize J)t;vEo<K'tl\lfr .:roe/ls Pll'J/1/5 V /.II :,r, • .!tDMIN/5 Tl!'fll/11(;- PUIN Pl20~. 
information for report to Board V 1./iqt, 

SOp{i'Rll/Stfll6- PcoP(E - .,,. HfDt. 

• with 3 others develop recommended program C.C,-oRp/,vATt/116-- PeOPlt= ..,, fffRI.. 

for this year 
RH~MCH- ,,.. 1ne.f 

• administer program approved by Board 3. ;J'bB ~Ty _ eJP/DolllUNITY TO Ml'1K£' 
/)cOStOIVS 

.,, 
1{141, 

• evaluate and report to Board on program. 
- SUPlili?l/1.StON SEq::. v 

Or/.lEJc?. / tow 
RESPONSIBLE TO: 2nd. Vice President G,RoUP ,.,~c;( 

- l/lTtrul)[i 1r-/semMY 
Time required PflC.€ ✓ /H'q/, 

6-0Rl5 ✓ L..OW 

• attendance at Committee meetings- m(if#<JP5 ✓ 1-h'<_t,,I, 
approx 1-2 per month scheduled by committee Co - W b l2Kl:l'l. 5 ✓ Low 

• 2 da~rs per year training in spring 

• supervision of report cyrping etc . 4-_;l'ofb c..oNrexr.,. 
all O\\' -l hours extra per month for phone calls etc. w ORk.tN 6- ~{.,()/1/ €. ...... Low • --- - --- . - - --- r-- ------

tNT(;'R De'P(:/1/0l'fftl'T WITJf oT>{E}e,; ✓ 11-t'ql, 

Qualifications nM£ Fl"f.EP 
.,,, Low 

Ft..E'Xtf3Lt V 'J-J.ul 

FEGO ~CJ< o/t/ P8lF-oR.rnfMK€ Ot1lE"cr ...... lhql, 

• abil i.t· to collect and organiz.e informalion t 111 l>1 EiO v Low 

• know! edge of organization goals 
SPlt<:.fi' Md 

interest in adult learning. this organization CRowot:I> ✓ • PQe.SSCJRG M-u( 
\Villi.n~ness to parti<.:ipate in training ✓ 

• Jot>_ _ f3ENlil=t'Q_ will i.ngness to contribute perceptions and ideas to 5: • smrvs ✓ ~ePI 
group. TQfUNING- ✓ 11,qt, 

l//S/(3/t.lTY' To CDMMt//lllT)"' V L..cw 

36 To O~<,-. V /.It I:/" 
APvlltvCi. MENT Poss 1e11., rI1:s .,,. - ~~'~-

\.. 



Sample Job Description for Service Program 
Volunteer 

POSITION 
STAFF ADVISOR 
OBJECTIVE 

Major Activities 

Group Leader for Teen-agers 
Program Director 
Facilitate Development of 
Leadership Skills 

• facilitate group of 15 to identify 
leadership skills 

• develop program with them to acquire skills 
• provide or co-ordinate provision of people/ 

material resources 

RESPONSIBLE TO: CO-ORDINATOR OF VOLUNTEER 
LEADERS 

RESPONSIBLE TO SUPERVISE: -

Time Required: 

• 3 hours every Tuesday except December 
• training course - 2 residential weekends 
• 1 three hour meeting a month with other 

group leaders 
• allow approx. 3 hours extra for preparation 

discussion for 1st. month 

Qualifications 

• ability to communicate 
• interest in age group and in leadership development 
• involvement in one leadership development program 
• willingness to participate in orientation & training 
• willingness to record group progress 

tf>/;',!Trllf= ftt:.T!cJtTIE.5 - R 
- V .4-QIED 

P€o Pl~ Co/II Tl'/C..T -LtMrTEJ:J 

11'-c,T &<JMf:' P€o pt£ 
Al-OT DtFFcRtfNt Peof'U: 

Pt#G-/f€RVING- PEoPt.E 

2 .JbB PVRPoS~ 

Def/Ell> 
D£Vct..D 
JJ£1/cu>P. 
,&Ip MI II) 

,P1N6- ~/1/G-
'/Nu- /l),9,5 k11tvs 

£ {lj'f:R. 
l57RQtN'G- ,OLH/',/ PRoG-
t/lSI/VI- PeoPLE 
D/N/:;TlN(:,, PE?>lr,t: Co- OR 

RES0R- <!.I-/ 

.3. JoB ,4V TH-0~1 TY - (:>ffX)RTd/t/lt;/ To M"tk!F 
P£e.ts10,'l/5 

- Sf./Pcf:<f//~/L>/11 SB+: 
orHE~ 
~Roup_ 

- l-ArtTvoE «/ Jc77?N{;-
PlfCE 
<rf>tf/t...S 
11,f{i''TH-dPS 

~o -WORJ::£1'<.S, 

F/U:,/Vc 

If Jos C,cfl; n::xr 
W O{lkf /V ?­
/ IV~ f)C) ,'FNOAJVT WI/If OT/!€R-' 
TtMEi px £]) 

X!Blc Fl£ 
ref3-[)8Act::_ ON PEiR F-0~/ln/'9~ ..D lt~cr 

S'PltCE c.rl 
P .e. E SSV/2.€ 

O"<//)(:/:J 

S: ::;rof3 8€NEFrTs ---=------5TA1VS 
7k.t<11 ,vi N?-

y' TtJ C.CMM VN rry v /S.18 !L-I T 

To 0/<.&,. 

e:-tvT P6SS1B1u r1ES 

I MMl?fJ 

ES (VO H/6-H -L6W 

V f..-o.,._/ 

V H l"ef "'. 

✓ 1-1-,~1,,.., 
./ 1-HfJI,,_ 

✓ lflf•d 

....... H-1'fjh. -

V t.ok.l 
v H-t~/,,. 
v Hi."qA. ., 

'-ok/ ., 
l-h'9~ 

V 1-0"V 

✓ fh'r/ ... 
✓ M.eof. 
✓ tl1'71t.. ,..,.- fhqA. 

V A,-et>/ 
.....- Mt!q 
.,, 

/IA~ 
✓ 1.-o-W 

✓ H1'ci~ 
✓ "1<4 
V fh''fJ"-

✓ WW 

✓ tow 
✓ L.fHII) 

✓ M~t?I 
V fn'rfh.. 

✓ /1,f,c,( 
......., ~ 
,,,. f-1-lqt, 
✓ )'f,f-<.~ 
V tJot 1ir,,111«xi~fe._ 
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Sample Job Description for 

POSITION: 
STAFF ADVISOR: 
OBJECTIVE: 

ActiYities 

• 

• 

• 

• 
• 
RESPO'.',;Sll3LE TO: 

Time required 

• 

• 
• 
• 

Qualifications 

• 
• 
• 
• 
• 
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Sample Job Description 

POSITION: 
STAFF ADVISOR: 
OBJECTIVE: 

Activities 

• 

• 

• 

• 
• 

RESPONSIBLE TO: 

Time required 

• 

• 
• 
• 

Qualifications 

• 
• 
• 
• 
• 

I. :ZE!!._ C-ofVTe.fVT 

AC.TIVITIE"S - R<=PE!1ITIIJ 
- UAt:l.1€1> 

I: 

Pf:OPI.£ WNTAc. 1 _ LJfl11TeD 
A..ar ..s,q 
'ILOT f)IPF 

ME Pf;Or-,1£ 
ERE/tlr PeOPU:; 

EllV/IIJ6- PEoPL1= 

.2. JOB PURPos£ 

o'f.v€<.op,rvr,.; s 
OE.Uf:<.oP 1,/1- 71 
l)~EvOP/lll(r .7 D 
hDMINIJ Tl!QIN(i­
S ppf;R/Ji>JNG-, P 
Co-OR.f)/N'ATtM 
REJ f',41tC/f 

~NH. 
cAS Pte,VS 
PUIN PRDIJ-. 

~OPl€ 
f- P£oPl.£ 

llNITYT0/11~ 3. ;:T"OB ~TY _ OPP~ 
()£CJ~ tOIVS 

- SllPlif2 1//SION ¥1.F-
0Tff£R 
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GETTING AND KEEPING VOLUNTEERS 
THROUGH RECRUITMENT 

Volunteers are not as scarce as hen's teeth. 
Rather, our view of who can and will volunteer, 
is limited by past experience. 

Vast changes have taken place in the last ten 
years. 

In the mid-sixties. a United States Department 
of Labor study characterized the volunteer as 
being a housewife, aged 30-44, middle-class and 
white. By contrast. more recent Canadian surveys 
report a dramatic growth in the number of single. 
employed, 20-30 year olds, and in the numbers of 
men who are volunteering. 

The potential is vast. One out of approximate­
ly ten persons is in the retired age category. Add 
to that the large number of persons who have been 
automated into having large amounts of non-work 
time. 

The trends to unemployment. early retirement, 
shorter work weeks, and more unsatisfying 
industrial jobs than ever before can work to the 
advantage of organizations who want to recruit 
,·ol unteers. 
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All those people are out there. What is stopping us? 
Is it past experience? Is it old attitudes ? Is it 
laziness? Do we call it lack of time? 

In order to assess your readiness and ability to use 
potential sources of new volunteers, the following 
action steps will have to be taken. 

ACTION STEPS 
f1. You must first come to terms with the questions 

of whether or not you are prepared to work in 
partnership with people of different economic and 
educational backgrounds. 

2. You must decide if you will accept life experience. 
personal involvement and informal education as 
credentials of competence. 

3. You will have to examine what it costs a volunteer 

' 
to serve in your organization and develop a pol icy J 
on out-of-pocket-expense reimbursements. . 

These are nitty-gritty questions. They are at the core 
of all the issues involved in getting and keeping 
volunteers Answering them involves some difficult 
soul-searching. 

Each person must examine his or her own values 
alone. But, at some point, a group of people in an 
organization must come together to face the ques­
tions: 

How do we feel about working with 
- senior citizens 
- handicapped persons 
- poor people 
- wealthy people 
- school students 
- shift workers ? 

What are all the r..easons we should not work 
with thos~{@:Ju.pf'.0fi:people? !,, tf lllit,i:s~• shoWd be working 
'W'fiiit will it cost us (time, money, personal energy) 
in the short and long term. 

What will the pay-offs be in the short and long 
run? 

Can we afford not to try? ? ? ? ? 41 



Your attitudes and values will determine who 
you will seek as volunteers and what you will 
offer them. 

The success of your volunteer-recruitment 
program will depend on: 

(a) your awareness that volunteers do 
not give service for pay, and 

(b) your acceptance of their varied 
motivations for working with you; 

(c) your willingness to work with differ­
ent people who have varied backgrounds 
and skills; 

(d) your clarity about the objectives and 
activities of the jobs you offer; 

(e) clear policies about staff and volunteer 
rights and responsibilities. 

Only after an organization has come to terms 
with (a) to (e) can it usefully shift its focus 
outside to the market-place to find volunteers. 

And then: 

ACTION STEPS 
( 1. Organizations will have to use different 

recruitment strategies to reach the under­
utilized (retirees, handicapped, professionals, 
shift workers, etc.) 
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GETTING AND KEEPING VOLUNTEERS 
SELECTION AND PLACEMENT 

The traditional way of getting volunteers has 
often been a demonstration of the old army joke: 
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You STAR, 
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Have you ever been coerced into a volunteer position? 
What was your level of commitment and enthusiasm? 
Or, have you ever volunteered because you wanted 
to contribute and found eagerness to have you, but 
vagueness about what you could do? 

Asking a friend of a friend to do a job regardless 
of whether they have the commitment or competence, 
or getting a volunteer by underselling the job (It­
Won't-Take-Much--Of Your-Time approach) are old­
fashioned and unproductive techniques. 

In a selection interview, your prospective 
volunteer should have an opportunity to 
tell you a bout activity preferences, authority 
needs, people needs and fringe-benefit desires. 
Indeed your prospective volunteers would 
probably welcome the opportunity to fill out a 
job-component sheet describing the profile oi 
the kind of job they want. Then the interviewer 
can indicate which jobs would match, or the 
degree of mismatch. 

In this way a selection interview becomes 
a purposeful conversation wherein two people 
jointly determine the outcome. 



Business organizations have learned that sloppy 
procedures in selection and placement do not pay 
off. The same applies to organizations which work 
with volunteers. 

The following action steps will ensure that 
volunteers are suited to the organizational 
goals and tasks. 

ACTION STEPS 
1. Train recruiters and interviewers so that they 

are skilled in matching (a) volunteer competence 
with job requirements and (b) volunteer needs with 
the satisfactions that a particular job will provide. 

2. Describe the job to the volunteer without 
exaggerating potential for creativity or 
degree of responsibility and without under­
estimating the time required to carry out 
the job. 

a. Job desc...r ,r.,tj o..-.s 
L. Joi:, Col'r\ponenh 

c_ lnte¥view euiofes 

~- Opplications 

e. PYe.Perenc.c-c'1e.c-k.1im 

-f . .skil(.s in ,..,fe.n.,ie.l..)cj 

~-
n. 
<.. 

J· 

we. hQ\Je. 
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GETDNG AND KEEPING VOLUNTEERS 
ORIENTATION 

While most volunteers specialize in the work they 
do and are involved in only a few areas of the 
organization, they must have broad knowledge of 
the entire operation. There are at least three 
reasons for this. 

1. So that the volunteers can effectively act as 
the links they are with the community. 

2. So that they understand the context of their 
specific task. 

3. So that they can make relevant decisions. 
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To ensure that the quality of information in decision­
making and program-planning is high, and to ensure 
that credible and true information flows back and 
forth between the organization and the public, effect­
ive organizations have acted as follows. 

ACTION STEPS 
1. New volunteers are oriented to the entire organiza­

tion; its goals, structure, methods of work, 
philosophy and future plans, and how it fits into 
the wider field of community services and 
organizations. 

2. Orientation is considered an on-going process, not 
a one-day affair where a person is over-burdened 
with information. 

3. Volunteers receive all relevant memos about 
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GETTING AND KEEPING VOLUNTEERS 
TRAINING AND DEVELOPMENT 

Most organizations which work with volunteers are 
promoting community health and growth by one 
means or another. Some are doing so by program -
ing activities with and for their membership. Others 
are approaching these overall goals by delivering 
services to special publics. The common focus 
is on caring about the community. 

Unfortunately, caring often starts only outside the 
front door. Staff and volunteers are excluded. The 
truth is that they are part of the community and, as 
such, are also worthy of benefitting from their 
liaison with the agency. Further, from a practical 
point of view, staff and volunteers require invest­
ment in order to be able to give up-dated and quality 
service. Further, the reputation an organization 
enjoys for its training program has tremendous 
influence on recruitment and tenure of volunteers. 
Therefore, effective organizations give serious 
attention to training and development. 
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ACTION STEPS 
1. Organizations recognize that training and 

development of their human resources is too 
important to be left to chance. Responsibility 
is clearly designated to one or more persons. 

2. They set aside a budget specifically for staff 
training and development. 

3. They support in philosophy, budget, staff time 
and skilled resources the idea that people should 
define their own developmental needs. Staff 
and volunteers annually assess their learning 
goals ... _..-.-._.··· ·· · . .-.-.:-.-... 

4. They ~esignate persons to plan ways l*ii~f{~j//k?\H1i})\, , 
or sending staff to appropriate learning ~lijl'.t~(i$"/·/\\:§:-::::: ·-:;::.:;::::-::\\ 

5. Where staff-training budgets are limited, th~·;··:::,:/\}{)//?}:;::./:\/.'? 
explore short term partnerships with other ··.:,:-:· ·-:-.:-:-::,:.···.··· 

l organizations to share costs of learning events. \..____ _____ _ 
Another booklet to be published in this series will 

.focus on training. The Modern Practice of Adult 
Education (New York: Association Press 1970)and 
A Trainer's Guide to Andragogy (Superintendent of 
Documents, U.S. Government Printing Offices, 
Washington, D.C. 20402) both by Malcolm Knowles, 
contain case studies and theory to help you. 
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THE FOLLOWING IS AN EXCERPT FROM A SAMPLE TRAINING PLAN 

SAMPLE TRAINING PLAN FOR VOLUNTEER CO-ORDINATORS AND BOARDS OF DIRECTORS NUMBER: 80 

LEARNING NEEDS EXPRESSED BY MORE THAN 50 PEOPLE IN RESPONSE TO QUESTIONNAIRE 

(a) role of staff and boards (b) problem solving techniques (c) communications (d) planning (e) report writing 

OBJECTIVE ALTERNATIVE METHODS ADDITIONAL INFO WHO RESPONSIBLE COST OF PROS CONS 
NEEDED BE FORE BY WHAT DATE RESOURCES 
DECISION 

To provide a) Conference with concurrent Immediate 
learning sessions. Each session 2 response to 
experiences on days to ensure depth. needs 

priority needs b) 5 different workshops at Would organizations Jane before next More depth. More 
(a-c) different times prefer training con- meeting Can attend planned 

current or consecutive? more than one load 
c) Hire consultant to work on 

line with each board and 
co-ordinator 

To address a) Develop learning package for Time and resources Inquiry to OISE 
(b-d) self directed learning in required Sports & Rec. , 

each organization Joan by next meeting 

b) One five day -workshop on 
communications & planning 

c) Use LARK kits available Who has used kits? Sue, Sam, Paul, by 
through Soo.:cts & Recreation What was their next meeting 
Bureau, Ministry of Culture assessment? 
and Recreation, Ontario. 

To address a) Circulate sample reports Not a talk No outside 

(e) only subject expert 
Samples good input 

b) Send people to CAA T course 

To address a) Circulate role 

(a) onl:v Definitions of different boards 
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GETTING AND KEEPING VOLUNTEERS 
SUPERVISION 

We have talked about the fact that volunteers 
take their jobs seriously. They view their jobs 
as opportunities to achieve and grow. 

At the same time, we seem to have a cultural 
block about levelling with each other and about 
giving compliments. So often we share our 
displeasure, not with the person directly concerned, 
but rather with others peripheral to the situation. 
This neither helps the organization to function 
effectively nor does it help an individual to grow. 
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Supervision is a process of on-going 

i:. recognition of accomplishments 
z. identification of areas for 

improvement 
J. supportive worli on 

improvement areas 
Supervision is an important part of the volunteers' 
and organization's partnership. 

Supervision is not something that happens automat­
ically. It takes planning, skill and caring. 



First of all, supervision requires that each person 
in the partnership share expectations about 

What is to he done 

How and when 
This is found in job descriptions and through 
discussion. It forms the frame of reference 
for evaluating performance. 

Supervision in effective organizations is 
characterized by the following action steps. 

ACTION STEPS 
1. Ensure that all supervisory staff have or 

acquire skills in performance appraisal. 

2. The organizational climate should value 
personal growth and actively support people 
who want to develop their skills. 

3. Supervisors and those who report to them 
use objectives and/or job descriptions as 
frames of reference for evaluation. 

4. Supervisees are encouraged to give supervisors 
feedback on the supervisors' work with them. 
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SUMMARY 

Changing patterns, values and economic conditions 
are challenging us to develop new ways of working 
together to meet our own valid and legitimate needs 
and to realize community goals. 

THE ACTION 

Steps are many - the cost of not keeping in step 
with today is too high to say that "we haven't the 
time to take action. 11 

Many things have to be done. We can 
• be defeated if we look at the volume and scope 
• become indignant when people or a booklet like 

like this one suggests more areas for action. 

or we can 
• see the challenge, 
• recognize that we cannot do everything at once, 
• set two or three target areas for this year and 
• plan to do the same next year. 
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What follows is a questionnaire to help you and 
your organization explore what is appropriate for 
you. As a discussion sparkler, the questionnaire 
may help your planning. 

A partial bibliography is also included. The Sports and 
Recreation Leadership Unit, Government of Ontario 
Ministry of Culture and Recreation, 400 University Ave., 
Toronto M7 A 1H9, also have annotated bibliographies 
and selected articles on other resources in the area of 
recruitment, motivation, staff volunteer partnerships, 
training, etc. 

Wt( Ef'.E w1t.L You SfAIT' • 



QUESTIONNAIRE 

OVERALL PICTURE 

1. We have a plan of how, where and why we use volunteers. 

2. We have a list of all current jobs. 

3. We keep a list of new jobs which need to be done. 

4. We have written job descriptions for each job specify­
ing activities to be done and skills required. 

5. We know the job components of each job, the potential. 
Satisfying aspects. 

6. We review when, for how long and how often tasks have 
to be done. 

7. We try ways of making rountine jobs more interesting 
(job rotation, sharing parts of jobs, etc.) 

8. We review the skills and backgrounds of volunteers and 
staff and evaluate whether we have enough diversity of 
backgrounds and opinions. 

9. We have planned to recruit from under-utilized populous. 

n+t~ Qe-fLtCf S 
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RECRUITMENT 

1. We have serveral ways of recruiting new people. 

2. We plan ways of recruiting people with skills 
and interests to match job descriptions. 

3. We have considered working with other 
organizations (e.g. volunteer centre, 
organizations similar to our own, schools, 
churches) to share recruiting costs. 

SELECTION AND PLACEMENT 

1. We ensure that our interviewers are skilled 
in interviewing. 

2. We interview prospective volunteers. 

3. We actively match jobs with volunteer skills, 
interests and needs. 

4. We give prospective volunteers accurate 
descriptions of the work to be done. 

5. We use a letter of understanding or contract 
that describes the volunteer's staff and the 
organization •s rights and responsibilities. 
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ORIENTATION 

1. We have planned how to orient volun­
teers to our organization (goals 
funding philosophy, structure). 

2. Staff and other volunteers make the time 
and are involved in orientation. 

3. We have a training plan for the year. 

4. We inform volunteers and staff of out­
side learning opportunities. 

5. In the last year at least 10% of our 
volunteers and staff have been involved 
in training. 

6. We have considered linking up with 
other organizations to share training 
costs. 

SUPERVISION 

1. Each person knows to whom they go for 
evaluation. 

2. Having personal assessments is accepted 
and planned as part of working and 
volunteering. 

3. Job descriptions and objectives form a 
point of reference for evaluation. 

4. Supervisory staff have skills in meeting 
with people to help them evaluate their 

performance. 
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RECOGNITION 

1. Volunteer orientation, training and 
supervision are priorities. 

2. There are opportunities for volunteers 
to be promoted to greater responsibility. 

3. Volunteers are involved in decision­
making situations, most staff meetings, 
and planning meetings. 

4. Dissatisfied volunteers receive 
attentive 1 istening. 

5. At least once a year the volunteer program 
is evaluated by staff and volunteers. 

6. The responsibility and time to co-ordinate 
all aspects of the volunteer program are 
allocated to one or several persons. 
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Please fill in and return t.o: 

Leadership Unit 
Sports and Fitness Division 
Ministry of Culture and Recreation 

I 
I 
I 

400 University A venue, 23rd Floor I 
Toront.o, Ontario M7 A 2R9 I __________________ J 
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