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Preface

In 1977, the Alliance for Volunteerism, Inc. established a Technical Assistance Task Force to
examine community needs which could be met by volunteer action and also to examine the needs of
volunteer programs. One of the primary needs identified by the task force was in the area of local
skillsbank development, as a means of identifying and utilizing individuals for short-term volunteer
assignments.

Following its research, the task force endorsed further program development by the National
Information Center on Volunteerism and the National Center for Voluntary Action, now merged as
VOLUNTEER: The National Center for Citizen Involvement. In 1978, the Charles Stewart Mott
Foundation agreed to fund the first year of the Citizen Volunteer Skillsbank Project, a program designed
by VOLUNTEER to develop and test skillsbank models in ten Voluntary Action Centers. These VAC
demonstration sites are:

Voluntary Action Center
690 Coliseum Dr.
Winston-Salem, No. Carolina 27106

Volunteers in Action
P.O. Box 904
Monterey, California 93940

Voluntary Action Center
One Stranahan Square

Volunteer Pensacola
1301 W. Government St.

Pensacola, FL 32501

Kokua Ser\}ice
95 Mahalani St.
Wailuku, Maui, Hawaii 96793

Voluntary Action Center
202 E. Boulevard Dr., Room 330
Flint, Michigan 48503

Voluntary Action Center
100 Livingston Ave.
New Brunswick, New Jersey 08901

Toledo, Ohio 43604

Volunteer Bureau
718 West Burnside
Portland, Oregon 97209

Voluntary Action Council
7 Benjamin Franklin Parkway
Philadelphia, Pennsylvania 19103

Volunteer Knoxville
35 Market Square Mall
Knoxville, Tennessee 37902



Today, the general climate for adopting the skillsbank approach is even more favorable than when
first described in the project’s original proposal. More women have entered or reentered the paid work
world, drastically cutting the availability of ¢‘fulltime’’ volunteers. The current economic situation has
caused human service organizations to rely upon skilled volunteers to a greater extent than ever before.
The community responsibility offices of corporations regularly feature and often coordinate the volunteer
involvement of their skilled employees in the community. There is a proliferation of self-help groups
(women’s organizations, neighborhood associations, etc.) which exist to interchange their members’
resources and skills. Churches are increasingly aware of the need to coordinate member-to-church,
member-to-member, and member-to-community resources. And today’s busy volunteer carefully
selects volunteer involvement in accordance to skills or talents he or she wishes to develop or utilize
more fully, as well as responding to a perceived community or client need.

In a very positive way, the introduction of a skillsbank into a community setting dramatically alters
the traditional relationships among volunteers, community service organizations, and the volunteer
clearinghouse:

o A skillsbank typically places skilled volunteers several times in a variety of short-term
assignments for a number of different community projects. A traditional volunteer
clearinghouse usually refers an indeterminately skilled volunteer once in a long-term
assignment with one agency.

o A skillsbank establishes primary contiruity with the volunteer and meets the volunteer’s
full range of interests over time. The traditional approach is more agency-related, seeking
a flow of dedicated volunteers for program needs.

» At the same time, a skillsbank identifies volunteer resources in anticipation of agency
needs, so that requests for volunteers can usually be filled immediately. The traditional
approach registers only agency needs, which must then wait until a suitable and willing
volunteer comes to the attention of the volunteer clearinghouse.

The purpose of this manual is to present the findings of the Citizen Volunteer Skillsbank Project
after three years of project development, at the conclusion of the grant provided by the Charles
Stewart Mott Foundation. The VAC demonstration site experiences represent the current ‘‘state of the
art’’ for skillsbanks, manifested in a wide range of settings and utilizing a variety of manual and
computer-based information processing systems. The VAC skillsbank systems are easily adaptable to
other types of volunteer-involving community agencies and programs.

VOLUNTEER is grateful to the Charles Stewart Mott Foundation of Flint, Michigan, for the
grant supporting development of the skillsbank models and this manual. The Foundation’s leadership
role in the field of citizen participation is much appreciated.

In addition to offering the most current information available on skillsbank design, we hope this
manual conveys to you, the reader, a real feeling for the dynamics, the very practical advantages, and
the enormous potential of implementing a volunteer skillsbank in your community.
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Chapter One

Designing Your Skillsbank: An Introduction

¢ What does a skillsbank look like?

e What does it do?

e How are its volunteers recruited?

¢ How is participation obtained from agencies and community groups?
e How much does it cost to operate?

* Do I need to work with computers?

e Will it change the way I do business?

his manual responds to these and many more questions. It portrays the workings of the most basic

to the more sophisticated skillsbanks that can be realistically constructed by a volunteer agency.
What follows is a roadmap that connects the points between what you can start now with at-hand
resources and staff, and what you might aim for in the near future. You are to be in the driver’s seat
throughout, and to be in a position to intelligently choose from among the many possible courses in
front of you.

You will also see here a consistent format for unfolding the skillsbank material. First, an initial
page poses a design question, such as ‘“What skills should be registered onto your skillsbank?’’ Every
effort is then made to answer the question in clear, concise text. Often, this text treatment for each
question is followed by a yellow page that illustrates the material with real life examples. The experiences
of the eleven Voluntary Action Centers participating in VOLUNTEER’s demonstration project, funded
by the Charles Stewart Mott Foundation, are extensively drawn upon for those examples.

A long rendering of design questions, too, becomes confusing if not organized coherently. They
are, therefore, grouped under the following headings:

e What Is A Skillsbank? (Chapter Two)



Three Skillsbank Models: An Overview (Chapter Three)

What Skills Should Be Registered Onto Your Skillsbank? (Chapter Four)

Recruiting Skillsbank Registrants (Chapter Five)

Skillsbank Intake (Chapter Six)

Identifying Requests for Skillsbank Registrants (Chapter Seven)
e Managing the Skillsbank System (Chapter Eight)

‘‘Managing the Skillsbank System’’ (Chapter Eight) represents a culmination of the design descriptions.
Illustrated within it are the skillsbank systems used by four Voluntary Action Centers, complete with
examples of the internal forms used, the staffing requirements, and the costs for operation. Depicting, as
these four systems do, realistic options from ‘‘card box’’ to computer information processing approaches,
they give you a range of choice from which you can select a system that fits your needs.
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Chapter Two

What is a Skillsbank?

A. Defining the Purpose of Your Skillsbank

our skillsbank. . . The use of the second person here is deliberate. Some one person or body must
be in charge of the skillsbank’s development. If it is not you, then who is it to be?

Now that this question has been asked, don’t answer it yet. Keep it in mind as you read through
this manual and learn the many options that are open to the design of a skillsbank. You will then be
able to decide what your skillsbank should do and who should bring this about.

The question which is the starting point for your understanding of skillsbanks is this:

What Does a Skillsbank Look Like?
A skillsbank is a reserve of talent ready for action.

A skillsbank is composed of a large number of volunteers, probably several hundred people, who
have specified in advance the skills they are making available for community service and the times,
places, and other conditions they have set for their involvements.

These skillsbank volunteers are people with technical skills from the professions, trades, arts and
sciences; and they are homemakers, retired persons, students, and anyone else who has a skill of some
description to volunteer.

These skillsbank registrants are also people who will be volunteering their talents through the
skillsbank more than one time. Some will have one primary commitment to a particular volunteer
project and occasionally assist another organization. Other skillsbank volunteers will seek out only
short-term assignments and move into a variety of involvement opportunities.

A skillsbank volunteer is ‘‘John Smithers,”’ whose application form appears at the end of this
section.



The skillsbank on which John is registered is operated by a Voluntary Action Center (VAC), which
acts as a clearinghouse for volunteer referrals to the community agencies and groups of a middle-sized
city. Skillsbanks are also operated by business corporations, church groups, civic associations, hospital
volunteer programs, and a host of other local and national groups.

The skillsbank system for handling John’s information is a file drawer filled with like application
forms and manually indexed with 3 x 5§ cards. Other systems are computer based; most are something
in between.

The volunteer referral standards and practices followed by John’s VAC are of the same high
quality as those advocated for any organization responsible for referring volunteers to community
service projects and groups.

A skillsbank is a way of dealing personally with the individual skills of a great number of people.
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B. What Does a Skillsbank Do?

A skillsbank is a very powerful instrument for voluntarism. Even the most basic system builds
upon traditional volunteer referral capabilities and adds the following:

-+ Immediate response to agency request for volunteers. Volunteers are recruited in
anticipation of need, and in numbers sufficient to guarantee the identification of the
talents being sought. The response times to agency requests, therefore, are often
immediate, and seldom extend over a few days.

¢ Continuity of service to the volunteers. A volunteer is treated to a range of opportunities
over time. The increased number of involvements also means that the skillsbank
operator becomes more familiar with the specific interests of each registrant and more
adept at finding the most suitable placements for its volunteers. The volunteer track
records which result also document a diversity of experiences useful to the volunteer
for employment applications, academic practica, and even IRS tax deductions.

e Improved project planning. Knowing the volunteer resources at hand, the skillsbank
operator can launch a new program and set schedules with the confidence that there
will be volunteers when they are needed. A skillsbank also reveals where talent gaps
exist, so that recruitment campaigns can be targeted to reach just those membership
and employee groups which possess the needed skills. The very quantifiable nature
of a skillsbank operation also lends itself to documenting annual reports and new
funding applications.

This enhanced power, however, is not without consequences that can shake a volunteer referral
agency to its very bones.

What does a skillsbank do?

It makes the referral agency’s performance visible. The arithmetic of volunteer registrations and
placements is clear cut and open for judgment.

It achieves a service reliability that others soon come to rely upon. The referral agency, therefore,
has an increased responsibility to guard against the system’s failure.

It calls upon the referral agency to work with volunteers, corporations, and other resources whose
talents can be as imposing as they are useful; many will be intimidated by the highly skilled volunteer.

The referral agency is required to look into more sophisticated management and information
processing techniques.

The whole place may change.



C. What is a Skill?

Up until now, it has been assumed that a *“skill’’ is something readily definable. Let’s look at this
more closely.

““Child abuse counseling,’’ for example, is a recognized skill. It is the ability to effectively perform
this important social service. On the other hand, a skillsbank registrant who marks this term on his or
her application may have in mind an interest in learning more about it. This person could be a student
seeking intern experience, or even an accomplished professional wishing to gain additional knowledge.
A third possibility is the person who regards ‘‘child abuse counseling’’ as an issue which should be
advanced, such as promoting public awareness on the need for better child abuse counseling services.

Does a skillsbank deal with all three interpretations—skill, interest, issue? How does it sort them
out?

Whether or not your skillsbank handles one, two, or all three meanings is your choice. The techni-
que used by a skillsbank system to make the necessary distinctions is to record each registrant’s
involvement preferences. The involvement preference identifies the manner in which a registrant wants
his or her time applied. Here are some examples:

Teacher Boardmember Intern Mailing list member
Consultant Panel member Testifier Christmas campaign worker
Lecturer Workshop leader Evaluator  _(SPecify) committee member

Of course, you could simply use the terms “‘interest,”’ “‘skill,”’ and ‘‘issue’’ for the registrant’s
involvement preferences. Examples of how other skillsbanks have made this distinctions are included
in Chapter Eight—Managing the Skillsbank System.

Another point: the skills, interests, and issues you contemplate for your skillsbank can be of any
nature, so long as the terms used are understood by both you and the registrants. For example, you will
run into trouble if you use a term such as ‘‘education.’’ This term is almost meaningless by itself and
does not help you if the purposes of your skillsbank require you to differentiate among people skilled
in “‘adult education,’’ ‘‘bilingual education,’’ *‘student financial aids,’’ and so forth.

With a skillsbank, you deal with the specific, and with the concrete.

Chapter Eight—Managing the Skillsbank System includes several sample skills listings. (For brevity,
the term *‘skill’’ will have all three of the above meanings throughout this manual.) Appendix A in this
manual also provides a comprehensive assortment of categories you can draw from for your system—
more than any one skillsbank would use, but a menu from which you can pick what is needed to fulfill
your purposes.
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You will also notice that the listings in Appendix A also include such categories as ‘‘day care aid,”’
“math tutor,”” and ‘‘basketball coach.”” The final point to made here is that a skillsbank also has
application to the traditional roles taken on by volunteers. Granted, the skillsbank system’s special
utility is for the more technically oriented skills, but it is versatile enough to work for any conceivable
purposes you may have in mind.

D. How Does a Skillsbank Fit into What You Are Doing Now?

As a program administrator, you have plenty to keep you busy as it is. Any new project, such as a
skillsbank, is not worth your time and trouble unless it has some immediate payback. The last thing
you want is a new system—no matter how powerful it is—that only solves problems you don’t have yet.

Consider this: a skillsbank adapts to the mission you want it to serve—be that large or small,
sharply focused or general in nature. For example, your skillsbank could be designed to:

¢ Only identify and place volunteers with the skills to help seniors with home repairs
on the Northeast side of town.

¢ Provide management assistance to the directors of nonprofit organizations.

¢ Operate a ‘‘board bank’’ that concentrates on placing appropriately qualified people
as members of the boards of directors of community service organizations.

¢ Meet the need of the local schools for speakers who can talk about new careers, foreign
cultures, the varieties of local wildlife, or any other subject you wish catalogued.

¢ Respond principally to disaster emergencies such as hurricanes, floods, and tornados
by registering people with four-wheel drive vehicles, CB radios, medical skills, language
translation ability, etc.

¢ Do all of the above, or any arrangement of them, plus other functions which could
quickly come to mind.

In terms of volunteer recruitment and referral, then, you set the parameters for your skillsbank—
and that can be according to skills registered, geographic area covered, clientele served, or any other
criteria.

You may also choose to operate your skillsbank side-by-side with your existing referral system. It

is not necessary to skillsbank all the volunteers who come to your attention. You may decide to
skillsbank only those who apply to a specific purpose program, such as the examples above. You can

11



also leave the choice up to the volunteers by asking if they wish to be part of the skillsbank service or
not.

A skillsbank for a hospital, neighborhood association, senior center, or any other group with a
volunteer program will look very much like the skillsbank operated by a Voluntary Action Center. The
principles presented in this manual apply equally to general purpose skillsbanks designed to serve the
whole community and those which operate only for the benefit of a specific service parent organiza-
tion. The differences will be in the focus of the skillsbank, and, perhaps, its size.

The focus, of course, is to serve the specific needs of the skillsbank’s operator. This probably
means that the range of skills required of the registrants will be relatively narrow, and the recruitment
limited to the membership of the operating organization or some similarly defined population. A
skillsbank of 30 people, therefore, might be just right; or, if the organization is quite large and its
needs diverse, the registrants might number in the hundreds. Chapters Four and Five describe how to
hone in on the skills you need and how to recruit the people having them.

The sections of this manual which refer to the ‘‘cooperative’® approach to skillsbanking should
also be specially noted. Through such cooperating systems, the smaller and more narrowly focused
skillsbank can develop access to the larger, broader-based skillsbank also operating in the community,
for those occasions when needed skills cannot be found on the smaller registry. Also, this cooperative
approach enables the registrants on these smaller systems to apply all of their skills, and not only the
few that may be in demand by the narrowly focused skillsbank.

When you must decide whether any one volunteer should be skillsbanked, the key question is: ““Is
this volunteer likely to be placed in more than one volunteer assignment in the up-coming year?’’ If the
answer is yes, then the person is best skillsbanked so that you have the person’s skills information
properly stored for-the follow-up referrals.

Several examples of skillsbank uses follow so that you can decide for yourself how a skillsbank
would fit into your present operation.
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E. What is the Skillsbank Going to Cost?

There are two basic costs for a skillsbank: those for the developmental period and those for the
follow-on operational phase.

The developmental period for a skillsbank is no less than one year and is typically eighteen months.
What do you need here?

¢ For a general purpose skillsbank, you need the leadership of a half-time person to
assure that the system gets effectively launched in your community. A narrowly
focused skillsbank could be coordinated by a quarter-time person. What will this
cost? :

If you must salary this person, then you can use your own pay and benefit scales
to determine the costs.

The recruitment of a dedicated volunteer for this job (a committee will not do)
limits your personnel costs to just supervisory time and perhaps some benefits.

The skillsbank coordinator could also be a loaned executive, a VISTA volunteer,
or other such person whose salary costs to your organization are minimal.

¢ Printing, mailing, telephone, and other program costs for the developmental period
will run somewhere between $1500 and $2000. For the narrowly focused skillsbank,
these costs may be $500 or so. Each of these costs are described in greater detail in
Chapter Eight. On the following page, however, are examples of how other existing
skillsbanks have marshalled local resources to cover their program costs.

The follow-on operational costs, unlike the developmental ones, may not require any additional
expenditures from your organization. This would occur as the skillsbank system supplants existing,
less productive methods of recruiting and placing volunteers. In such an instance, then, a skillsbank
system could be implemented and continually operated for no increase in your budget except for the
one-time costs of the developmental period.

More than likely, however, the skillsbank will lead to a larger budget for your organization. Earlier
in this chapter we mentioned that a skillsbank’s productivity is easily measured and predicted. As a result,
you will find yourself comparing what you can produce with your present system to what a more sophis-
ticated computer-based system can do, or a system that encompasses greater parts of your community.
You will be able to prepare cost/benefit projections that could well justify such improvements and
document the “‘return on investment’’ that your funding agency would receive.

A skillsbank is a vehicle for growth. You can do more things, and do them better.
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Chapter Three

Three Skillshank Models: An Overview

5{ ou will want to know where your skillsbank is capable of going as well as where you expect it to
start. An overview of three skillsbank models is presented here to orient you to the choices that
lie ahead.

The first model is referred to as the Reservoir Model. This one is most like the volunteer referral
and placement practices now prevalent among volunteer organizations, though it manifestly increases
their capabilities. The two other models, the Cooperative Model and the Integrated Model, introduce
new service potentials for volunteer agencies. These three models build upon one another and are not
mutually exclusive.

In the model presentations which follow, the respective advantages and limitations of each are
outlined. Simplifications have been made to more clearly demonstrate the operating concepts, and
modifications and elaborations are surely required when adapting them to local circumstances.

A. Reservoir Model

With this approach, a volunteer agency uses the skillsbank to store up volunteer talent in anticipa-
tion of need. The agency also identifies the local placements for these skillsbank registrants by surveying
community service agencies and groups, and then it matches the volunteer to the appropriate placement
opportunity.

The advantages of the Reservoir Model are depicted in the outline at the end of this section and
throughout the rest of this manual. There are, however, also limitations to this model which you should
understand while reviewing its design. These limitations are also found in volunteer clearinghouses
which attempt to centrally administer volunteer referrals for an entire community:

¢ Today most volunteers are recruited directly by the agencies and groups that need
them, and not by a central volunteer clearinghouse. Local hospitals, school districts,
issue-based organizations, and others primarily rely on their own volunteer recruitment
staff and campaigns to fill their needs. As the skillsbank approach catches on, the
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hospital volunteer programs and all the rest would just as soon create their own system
as rely upon one administered by a central volunteer clearinghouse. This could be
due to matters of ‘‘competition’’ and ‘‘turf”’ which are not unusual among volunteer
groups, or simply to each agency wanting direct control over a system that they must
depend upon for their needs. This predisposition, though, leads to a mix of skillsbanks
operating in any one community, few of which are compatible with one another, and
many of which needlessly struggle over designs and implementation hurdles already
solved by others.

¢ With the Reservoir Model, the volunteer referral direction is still primarily ‘‘one-way.”’
Albeit the volunteers derive much satisfaction from their service to others, this system
may not sufficiently recognize that volunteers have personal needs of their own, and
that they might want to link up with each other to help themselves, such as through
‘“‘bartering,’’ ‘‘learning exchanges’’ (the pairing of teachers and learners), and “‘career
networks’’ (contacts used for career transitions). Poor people, women entering the
job market, and the elderly attempting to survive in a money economy are all people
who would be more interested in voluntarism if it also offered these opportunities.

B. Cooperative Model

The purpose of this skillsbank approach is to directly address the negative affects of competition
and duplication among organizations in the recruitment and referral of volunteers. It builds in cooperative
relationships among the many volunteer clearinghouses and user groups in a community and it opens
the door to serving the personal needs of volunteers.

The Cooperative Model adopts the philosophy of “‘if you can’t beat em, join ’em.’’ The operator
of a cooperative system encourages the development of separately run skillsbanks throughout the com-
munity by providing to others technical assistance in how to start a skillsbank. This reduces the occurrence
of agencies ‘‘re-inventing the wheel’’ for their start-ups, and it leads to the growth of similarly designed,
compatible systems that later can work together in the recruitment and exchange of volunteers.

The cooperative skillsbank also employs ¢‘gatekeeping’’ procedures and techniques which allow
the skillsbanking of volunteers from several sources onto one skillsbank system. This is done in a way
that assures that the volunteers on these separate files cannot be contacted by anyone except the
organization that originally recruited them. Chapter Eight illustrates how this is done and how this in-
creases the efficiency of operation for each participating skillsbank and enables the exchange of
volunteers amongst skillsbanks when they are ready to do so.

The Cooperative Model opens the door to bartering and other personal services by offering its
system to groups which are organizing such activities. The volunteers already registered on the skillsbank
would be offered the opportunity to list themselves on the bartering or other personal services network
if they so desired. This and other cooperative concepts are further developed throughout the manual.
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C. Integrated Model

This model fully recognizes that all the skillsbank participants—the individual registrants, the
community organizations, and the skillsbank operator—are both resource providers and resource
users. Each identifies its capabilities, interests, and involvement conditions. Each requests resources,
specifying in each instance what, if anything, would be given in return. People give, people take; the
skillsbank facilitates the linkages and helps to maintain equities when more complex exchanges are being
arranged.

A skillsbank design that carries the concept to this level of performance has the characteristics of
the Cooperative Model, with the addition that access to the skillsbank is designed so that individuals
and agencies can directly register their own resources/needs and directly search the skillsbank files to
identify the linkages to others that each seeks. These access procedures have built-in governors that
safeguard the registrants’ confidentiality requirements and involvement conditions.

No one starts with the Integrated Model. Several years of development are required to establish
the systems and evolve the community relationships necessary to achieve that level of performance.
The information in this manual, however, can help start you on the Reservoir Model within a few
months, and at least significant elements of the Cooperative Model within a year.
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Chapter Four

What Skills Should be
Registered onto Your Skillsbank?

y I \he recruitment plan for your skillsbank began when you identified the general purposes for the
system. Carrying that needs assessment further, you now ask yourself what are the specific skills,
interests, and issue areas which pertain to those purposes.

For example, a skillsbank providing management assistance to nonprofit organizations will be sure
to register people in the business sciences, training, law, public relations, and similar areas. At the same
time, it may well choose to not register ‘‘bus driving’’ registrants; they would probably remain idle on
this skillsbank set up to serve only one kind of user. On the other hand, a skillsbank dedicated to helping
youth or senior programs will cherish every bus driving registrant it can get. And the general purpose
skillsbank will be registering bus drivers, accountants, carpenters, basketball coaches, nurses, and nearly
every other kind of talent you can think of in order to meet the needs of its broad range of users.

Listed below is the suggested manner for defining more precisely the skills, interests, and issue
areas that you will need for your skillsbank. Chapter Eight - Managing the Skillsbank System and the
Appendix present a variety of examples of skillsbank category listings which you will want to refer to
when developing your own skills categories.

¢ Develop a trial listing of the specific areas you think fit your purposes. You have
already been introduced to the skills listing in the Appendix, and it will help you to
refer to it again here. Next, circulate your listing to those potential users and others
you think will give constructive criticism by suggesting additions, deletions, and other
refinements. Don’t overdo it. No listing will ever be perfect, and you will find that
you will be amending your listings over time anyway, as you gain more experience
with the needs of your users.

o Strike a balance between categories that are too general and those that are needlessly
specific. The meaninglessness of broad categories, such as ‘‘education,’’ has already
been discussed, but at the same time, your system will get bogged down and your
registrants overwhelmed if you resort to listings of every possible category imaginable.
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¢ Group your categories by major headings. This technique greatly increases a person’s
scan time and thus allows much more specificity without the confusion of too much
detail. It also organizes your own thinking, giving you a greater depth of understanding
about the component parts that make up the skills, interests, and issue areas you are
addressing.

¢ Remember the distinctions made among skills, interests, issues, and involvement
preferences. Your skillsbank, for example, may only want to register people with
accomplished skills. No learners or advocates need apply. That is your choice; however,
be sure to make this clear to the people to whom you are sending the trial listings and
to the prospective registrants when your skillsbank starts recruiting.
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Chapter Five

Recruiting Skillshank Registrants

et’s assume that you have decided upon the general purposes of your skillsbank. As we have been
discussing, your focus may be wide or narrow. You may be covering the needs of an entire metropolitan
region, or that of a city block. Now what?

You will encounter the old ‘‘chicken and egg’’ question. Do you start by recruiting registrants for
the skillsbank, or do you first go around knocking on the doors of community agencies and groups
soliciting their requests for skillsbank registrants?

The answer, naturally enough, is that both are done in concert. New skillsbank registrants do not
want to wait long for the referrals they seek, and the agencies and other groups will lose faith in the
skillsbank approach if it cannot promptly deliver the resources it promises.

This manual, though, takes on recruitment first. This is done so that you understand the full
power of the skillsbank recruitment strategies and the registrant resources it can muster before you
consider planning the procedures and other details involved with the community’s request for those
resources. After all, you have already analyzed and determined the general purposes of your skillsbank;
and the agencies will first want to know about your system’s recruitment potential before they get
serious about defining their needs and agreeing to a set of procedures for using the skillsbank.

Skillsbank recruiting is an orderly process of identifying what you need, who has it, and how you
go about successfully registering these talented people. The process is as follows:

¢ What skills should be registered onto your skilisbank? (See Chapter Four.)
¢ Who has these skills and where can they be found?

¢ Why would prospective registrants want to be part of a skillsbank, and what are their
expectations?

¢ What are the recruitment strategies that work—using mailing, the media, and collab-
oration techniques with other organizations, groups, and corporations?

* What information is needed from the prospective registrants and how is the intake
process handled? (Chapter Six.)
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Insights and examples to the above questions are provided in this chapter and Chapter Six, which
are then followed by Chapter Seven - Identifying Requests for Skillsbank Registrants. When you have
completed these chapters, you will then see how recruitment and needs identification are supportive of
one another and do, indeed, occur successfully at the same time.

A. Who Has the Skills and Where Can They be Found?

Once you have devised your listing of needed skills, interests, and issue categories, you have placed
a clear target before yourself. Your recruitment strategies are ready to quickly unfold.

To demonstrate, let us first take aim at the skill category ‘‘graphic layout and design.”” Who has
this particular skill in your community? Where do you reach them for recruitment into your skillsbank?

Well. . .these graphic artists design, illustrate, and assemble brochures, displays, advertising copy,
logos, and a host of other printed materials and visual messages. A quick look around will reveal that
these are skills that corporations use in their marketing, training publications, and related communications
sections. The Yellow Pages of the telephone book will list those who are independents, as well as the media
and other communications firms that would employ this kind of talent. Graphic artists also have their
own professional associations and membership groups. Occasionally, you will also see references in the
paper to workshops, conferences, and other gatherings that graphic artists would be likely to attend.

For those who are students, they attend clearly identifiable classes at local colleges and technical
schools, and they also belong to campus clubs that relate to their career interests. For those competent
graphic artists who are not now active in their field or attending school, ask for a show of hands at any
church group, exercise class, civic club, or any other assembly of individuals, and a number of graphic
artists will readily identify themselves.

This is a pattern that holds for accountants, horticulturalists, financial analysts, electricians,
computer programmers, and any number of other specialist fields that you may need for your skillsbank.

We are, after all, a nation of specialists who have organized ourselves into all manners of working,
membership, and even living circles. Think about it. In your community, you do know which corpora-
tions, clubs, churches, and other sources are recruitment targets for each specific skill category on your
shopping list. An example of the search strategies of one VAC skillsbank is given on the following pages.

Knowing, then, what you need, who has it, and where they are in your community, you are now
ready to identify the incentives which appeal to your prospective recruits.

28

L

L . . L












B. Why Would Prospective Registrants Want to be Part of Your Skillsbank?

The incentives for registering onto a skillsbank begin with those same benefits associated with
voluntarism, including:

¢ The satisfaction of helping people in need.

¢ An enhanced sense of identification with one’s community.

¢ An opportunity to meet others in a positive social setting.

e An opportunity to learn new skills and enhance existing ones.

¢ An opportunity to put one’s sense of civic duty into practice.

But a skillsbank offers more, particularly for busy business persons, professionals, or trades-
persons who are accustomed to selectively applying their specialized talents to a continuing series of
problem-solving tasks.

These people take their skills seriously, billing their clients by the hour for their time. They look
for challenging assignments that can be successfully completed in a limited duration of time so that:
they can move on to new experiences. Most of all, they prefer to be picky, and can afford to be so.
They have usually spent years building their reputations and they take on only those tasks that give
credit to their abilities and are uniquely suited to their sharply honed skills. The lack of a monetary
incentive in volunteering means that they will be even more choosey in accepting possible assignments.

The skillsbank meets these registrant requirements. It is a brokering service that connects the
registrant to volunteer opportunities that satisfy an exhaustive set of predetermined specifications
demanded by the registrant. The registrants itemize their skills which can be used, the time and place
limitations on their use, and the kinds of organizations and settings that are preferred for their use.

The skillsbank system provides the means for accurately recording all this registrant information, and
then faithfully and efficiently follows through with the proper referral for each registrant. It treats every
registrant as an individual; at all times he or she can freely decline any referrals or change specifications
for future referrals. Moreover, the skillsbank then documents each registrant’s activity so that each person
can later use these experiences for job applications, recognition by the community, documentation of
community service at the place of business, or for a variety of other personal reasons.

These skillsbank capabilities are no less valuable to those registrants having nontechnical skills.

Also, a skillsbank should be no different from any other volunteer program in stressing courteous and
appreciative support from the program’s staff.
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The following page cites several individual instances where the skillsbank approach satisfies the
personal motives of its registrants. As would be expected in any volunteer setting, these motives are
usually a mixture of altruism and personal gain of some sort.
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C. Recruitment Strategies that Work

¢ You know what skills are needed to meet the purposes of your skillsbank.

¢ You know who has these skills.

¢ You know where these prospective registrants can be found in your community.
¢ You know what selling points appeal to them.

You are ready now to assemble these factors into the design of the recruitment strategy for your
skillsbank. Within this section are examples of how other skillsbanks have constructed their recruitment
campaigns. The following are the general principles they employed.

Targeted Distribution of Skillsbank Application Forms

As should be clear by now, a skillsbank requires selective choice of recruitment targets. You need
to go where your prospective registrants work, meet, and live, and offer them an attractive service they
can respond to conveniently. The primary instruments for this campaign are mailings, personal presen-
tations, and displays—all of which use a skillsbank application form to record the registrants’ skills
and interests—then follow up with a personal intake interview.

¢ Mailings. Wherever there are membership groups, civic clubs, churches, unions,
employees, professional societies, neighborhood associations, and all the other
social gathering points, there are mailing lists. With the appropriate endorsement
from the leadership of such a group (hopefully expressed in an attached cover letter),
a mailing of skillsbank forms to any particular listing will typically generate a 5 to
10% response rate.

An example of one of these mailings appears at the end of this section. The actual
distribution of such mailings can be effected through bulk rate mailings, printing of
the skillsbank form in detachable inserts in an organization’s newsletter, through in-
house mail (especially for corporations), and the inclusion in the regular mailings of
these groups to their memberships. To assure the confidentiality of the mailing lists,
the groups can administer the labeling of the mailing themselves, so that only those
members choosing to respond to your appeal would become identified to you.

e Presentations. Your target groups also meet periodically. Ask for twenty minutes at

an appropriate gathering in which you can explain the skillsbank approach and pass
out the forms (which are then collected at the end of the meeting or mailed back later).
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e Displays. The skillsbank form, attached to an interesting poster or other backdrop,
can be placed at libraries, corporation lunchrooms, conferences, civic fairs, store
lobbics and shopping centers, supermarkets, and a host of other public access facilities.
A business reply card format may be most suitable for some of these locations.
Remember, though, target these displays where you expect to recruit people specifically
needed for your skillsbank.

Public Media Approaches

Use newspapers, radio, and TV to run brief public service announcements (PSAs), which then
generate call-ins, and to report ‘‘human intcrest’’ stories that feature the workings of the skillsbank
and how to register into it. Examples of these PSAs and articles follow at the end of this section, as do
illustrations of press releases and similar announcements used to obtain media coverage at minimal or
no cost to you.

Spots and features will also help the skillsbank attain a general familiarity with the public, scrving
to introduce and reinforce your targeted mailings, presentations, and displays. The wide-ranging audi-
ences for these media, however, also mean that you will be receiving calls from people with skills that
may not be appropriate to the purposes of your skillsbank. Also, this media exposure can increase
public expectations of your skillsbank before it is ready to produce at such a high level. Use of the
public media, therefore, is suggested only after you arc fully operational and can handle inquiries from
numbers of people with a variety of skills backgrounds.

Cooperative Recruitment

The Cooperative Skillsbank Model, described in Chapter Three, recognizes that most people in a
community have already affiliated with local groups, agencies, associations, churches, or other organizations.
In a very real sense, the recruitment process has already been started with them, even to the point that
many of these organizations involve their members in their own volunteer programs.

Thus, you should look for opportunities to collaborate with these organizations for mutual advantage.
Instances of such cooperation developed by this project’s VAC demonstration sites are illustrated in
Chapter Eight - Managing the Skillsbank System. Below are the general guidelines for successfully
obtaining this cooperation in skillsbank recruiting:

¢ Start with your own volunteer files. Send each of your volunteers a letter explaining
the skillsbank and seeking their participation on it. Remember, if a volunteer is likely
to volunteer more than one initial time, it is worth skillsbanking that person. Equally
important, the more successful you are with your skillsbank, the greater likelihood
other organizations will consider entering into a cooperative arrangement with you.
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e Offer your expertise on skillsbanks to other organizations. This enables them to first
profile their members’ skills for the organization’s own uses. Though an understanding
of their membership’s resources is vital to any group, most know little more than their
members’ names, addresses, and a few interests. Your forms and skills categories are
probably going to be suitable for other organizations’ needs, with slight adaptations.

¢ Let the closeness of the cooperation grow naturally from there. Initially, a group will
not likely share any of the information on its skillsbanked volunteers, except that
you will be given a general picture of the resources the group has recorded. Also, you
will be able to make occasional requests for volunteers by first going through the
group’s contact person. That’s a good start, and for many groups it will never progress
to any other level. However, some groups will be attracted to the advantages of a fully
cooperative skillsbank network of volunteer resources, as is later described in Chapter
Eight.

* Work first with the few groups with whom you have the best relations. They will help
you perfect your system and get others involved.
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D. Recruiting: A Summary Perspective

Skillsbank recruiting is an orderly process of defining your skill requirements, identifying who in
your community has them, and then systematically appealing to them—directly with targeted recruitment
campaigns, and indirectly through cooperative arrangements with other organizations. Finally, it involves
the personal understanding of each registrant’s capabilities and preferences; this level of understanding
is clarified in the next chapter’s discussion of the intake process.

Recruiting, much more so than the identification of community requests for skillsbank registrants,
is under your control. The targeted mailings and related strategies are capable of increasing your regis-
trant numbers quickly and with precision, according to whatever skills categories are in demand. You
may well find yourself limiting the power of these recruitment strategies to keep pace with the slower
intake and needs identification processes.

Timing, therefore, is the key element to successful skillsbank recruiting. The balance that is required
between registrant resources and requests for those resources is governable by you as you focus and
direct your recruitment activities.

Finally, reiterating the key question, ‘“Who should be skillsbanked?’’ The answer: Any person

wishing to contribute a skill appropriate to the purposes of your skillsbank, and likely to offer that skill
more than one initial time.
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Chapter Six

Skillsbank Intake

A. What Information is Needed from the Prospective Registrants?

A skillsbank exists to serve the skills, interests, and preferences of its registrants. It must, therefore,
seek this information from them.

The next few pages outline all of the possible kinds of information that you might need from a
registrant. It is highly unlikely that any one skillsbank will actually ask or even want the amount of detail
outlined here. Cut out what you do not need and combine categories as you prefer. The skillsbank
systems featured in the information processing section of this manual (Chapter Eight - Managing the
Skillsbank System) illustrate what information you typically would want from your registrants.

You have also probably noticed that this outline has more information areas than any of the skillsbank
application forms illustrated so far. There is good reason for this. It would be overbearing, as well as poor
recruitment strategy, to ask all of the information that you need in that first mailed-out or handed-out
skillsbank questionnaire. Those forms are intended to obtain the tentative commitment of the prospective
registrants’ skills and interests, and to use to contact registrants for a personal intake interview for
necessary additional information.

In addition to the intake process, the referral and placement of your skillsbank registrants will
produce even more information about their skills, interests, and involvement preferences. As has been
mentioned before, the skillsbank fashions a continuing relationship with its registrants.

The outline of registrant information, therefore, also notes at what stage you should gather each
kind of information. The ‘‘application’’ stage refers to the use of the skillsbank form of the kind John
Smithers completed and returned. The ‘‘interview’’ stage occurs during intake and involves one of
your staff members seeking the more sensitive or complex information required for the skillsbank. The
other stages listed in the outline are part of the referral, placement, and termination activities of the
skillsbank operation. ’
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The major headings for the registrant information categories are these:

¢ Contact Information

Background Information

Skills/Interest Information

Involvement Preferences and Conditions

Referral/Placement Tracking Record

File Control Information
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Outline of Registrant Information Categories

A Compilation of Possible Data Fields for the Registrant Record

Data Field Description and Purpose When Obtained
Contact
Information
—Name Last name, first name, middle initial. Application
—Mailing address Street, city, state, zip (company name, P.O. Box, etc., if Application
also needed).
—Other address Residence or secondary contact address if needed, and if Interview
different from mailing address.
—Telephone(s) Day and evening numbers, including area codes and Application
extension numbers for each, and the best time to call.
Indicate also which number is for work and which is
home.
Background
Information
—Male/Female Names are not often gender specific. Interview
—Year of Birth Age is a helpful indicator for some referrals, though it Interview
should always be an optional category. Year of birth is
chosen because it does not require updating.
—Ethnicity As with age, can sometimes help with referrals and should Interview
always be optional. General categorization is as precise
as is possible.
—Social Security Sometimes needed for programs where insurance or other Interview
Number benefits are involved. Should be optional and used only
when necessary.
—Current Refers to job title or career field. The title should be as Application
Occupation descriptive as possible, e.g., ‘‘Secondary school math
teacher’’ as opposed to ‘‘Teacher.’’ Unemployed person
should indicate career field if any.
—Previous Refers to past volunteer and salaried experience that may Interview
Experience relate to skillsbank involvements. The job title (or field),
dates, and places of up to three or four past experiences
are asked if this information is thought necessary.
—Education For referrals of technically skilled registrants, their edu- Interview
cational background is relevant. This information can (short-hand

be obtained by asking for degrees or credentials received
and for what subject area, the awarding school, and the
year received. A short-hand version of this inquiry would
be to have the registrant ‘‘circle’’ the last year of com-
pleted education and to list the principle areas of study.
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Data Field

Description and Purpose

When Obtained

—Licenses

—Physical or
medical
limitations

—Comments

Sought here is whether or not the registrant has a driver’s
license, chauffeur or bus permit, or other certificate not
usually associated with an education degree. Such infor-
mation would be asked only if necessary.

Some registrants will be handicapped or otherwise im-
paired, and this information is pertinent for some referrals.
A data field exists under the Involvement Preferences
and Conditions heading to detail what special provisions
need be made to enable such a registrant’s involvement
(or this data field could also include that information).

This is a catch-all data field used to elaborate on the
registrants’ backgrounds, skills, preferences, and condi-
tions for involvement. Comments may be recorded by
both the registrant and the skillsbank staff. This section
is also popularly used instead of creating special data
fields for many of the other registrant information cate-
gories outlined here.

Interview

Interview

Application
and
Interview

Skills/Interests

Information

—Selected skills
and interests

—Selected
language
skills

—Selected
geographic
areas of
experience

—Levels of
proficiency
per skill,
interest,
language, or
geographic
area

Drawing from a listing of specific skill and interest cate-
gories, the registrant selects those representing his/her
priorities for the skillsbank involvement. Space for at
least 10 selections should be provided as less is too narrow
to cover the average person’s range of talent. More than
20 options goes beyond that range and poses difficulties
for the skillsbank’s information processing system (a lot
of extra cross-referencing!). Provision of 12 to 15 spaces
is typical.

Because even a limited ability to speak a language can be
very important for a referral, a separate question for it
will insure that a registrant includes it on the skillsbank.
If sought on the questionnaire, 2 to 5 spaces for selecting
language categories are sufficient.

For skillsbanks dealing with overseas placements, or
where experience in some local community is important,
it is necessary to categorize options to choose from (e.g.,
the countries of the world) and provide a sufficient num-
ber of selection spaces (3 to 7 should be adequate).

Good referrals require knowledge of the registrants’
capabilities for each of their many talents. A rating as
simple as ‘‘amateur,’” ‘‘skilled,”” and ‘‘can teach’’ can
be used, or one that rates each talent on a five-point scale,
as is shown at the end of this outline. These proficiency
levels can be self-determined by the registrant on the
application form, or decided upon by the interviewer.
Self-determination is reliable (there is no real reason to
“‘cheat,’’ and the interview will verify the rating). It also
saves much time for the interviewer. The trade-off is
that the extra time required by the registrant to complete
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Data Field

Description and Purpose

When Obtained

the questionnaire may reduce percentage of response. It
depends on the audience.

Involvement
Preferences &
Conditions
—Involvement
preference

—Time
availability

—Locale

—Setting

—Client
group

—Financial
requirements

—Contact
conditions

—Personal
needs

This field has been described previously. Again, it refers
to how the registrants want to apply their listed skills
and interests, e.g., as a ‘‘board member,”’ ‘“‘workshop
leader,”” ‘‘consultant,’’ etc. Involvement preference can
also be used to identify registrants for tasks that are not
skill-specific, such as ““driver,”” ‘‘canvasser,’’ ‘‘telephone
caller,”’ and “‘Christmas booth attendant.”’

It is not really possible to get more specific than ‘‘days,”’
‘‘evenings,”” ‘‘weekends,”” and ‘‘by appointment’’
because people’s time is so much in flux from week to
week. Also, ask for the registrant’s start date for
involvement in the skillsbank and, for later updating, be
able to note if a person wants to temporarily suspend
involvement, (e.g., for a vacation period), and for what
dates.

Refers to parts of the local area where registrant is willing
to drive or otherwise go to. (Not to be confused with
geographic areas of experience.)

Refers to the background nature preferred for referrals,
such as ‘“‘rural,”” “‘government,” “‘religious,”’ ‘‘neigh-
borhood,”’ etc.

Refers to kinds of individuals the registrant seeks to serve
or be linked to, such as ‘“‘youth,”” ‘“‘women,’’ ‘‘handi-
capped,’’ ‘‘seniors.”

Some skillsbanks will serve both the volunteer and salary
interests of the registrant, and would thus need indicators
specifying at least ‘‘salary only,”’ ‘‘volunteer only,”” and
‘‘both salary and volunteer.’’ ‘‘Reduced fee’’ is another
possible category, as is ‘‘expenses only’’ for some con-
sultants willing to give special aid via the skillsbank.
Also, here is where ‘‘bartering’’ would be indicated for
those partaking in that service.

Refers to the manner in which the registrant wants to be
reached for referrals. Some will permit direct contact by
the organization requesting their involvement. Other
registrants will require that the skillsbank operator, or
the group that originally recruited them, act as a go-
between. An additional option is the permission to be
contacted through mailings. If this information is sought
via a questionnaire, ‘‘boxes’’ for the available options
can be checked-off by the registrants.

Some registrants will require assistance with transporta-
tion, baby-sitting, or other needs before they can become
involved.

Application
(Interview
may add or
refine
selections)

Interview

Interview

Interview

Interview

Application
(Unless it is
clear that only
volunteer
involvements are
applicable)

Application
or
Interview

Interview

61



Data Field

Description and Purpose

When Obtained

Referral/Placement

Tracking Record

—Referral/place-
ment date

—Where referred/
placed

—Type of Activity

—Disposition of
referral/placement

—Follow-up
dates

—Termination
date

—Summary of
referral/placement

Day, month, and year recorded for each registrant’s
activity log.

Name of agency or group (and unit if necessary). Also if
appropriate, the name of the involvement site supervisor
and his/her telephone number are included.

Brief (few words) description of the work which the
registrant will do for each placement. For statistical pur-
poses, may include a categorization (using the UWASIS
II code of United Way, for example) of the social service
area benefiting from this work.

Was the referral/placement consumated? Was it successful?
Were there any problems, achievements, or other com-
ments? This information is recorded here.

These are future dates when another contact is needed to
check on a referral/placement. They serve as ‘‘flags’’ to
alert the staff.

Day, month, and year recorded for each referral/place-
ment.

If the total hours per placement, or the dollar equivalency
or other such measures of impact are recorded, it is done
here.

Activity date

Activity date
and/or
Follow-up date
if necessary

Follow-up date

Any activity

date (interview,
referral date, etc.)
as is needed

Follow-up date

Close-out date

File Control
Information
—File number

—Origination
date

—Source of
registration

—Record updates

Useful especially for computer systems that use the
number to label each record.

Useful for establishing a chronological file for periodic
updating of the information.

Labels each record so that the data base can be sorted
into source files. In a cooperative skillsbank, this means
that the registrant records for several different organiza-
tions can be handled by the same system without mix-up.
Can also be used to identify which registrants came via
media spots, walk-ins, mailings, or other recruitment
avenues.

The dates when a registrant’s record is updated with
change of address, deletion of a skill category, addition
of educational information, or other data. Use of this
data indicates the currency of the record information.
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Data Field Description and Purpose When Obtained

—Termination Gives date a registrant’s record is deleted from the file. Termination
date May also include reasons for the deletion and the name date
of the staff person making the decision to delete.
—Interviewer Identifies who did each registrant’s intake interview. Is Interview
designation useful for later clarifying information written down dur-

ing interview.

—Additional The registrants may also have on file resumes, examples Whenever
information of work done, or other background materials. This field materials are
designation identifies them and indicates where they are stored on added to the file

file.

Example of 5-Point Rating Scale for Proficiency Levels

¢ For skills and interests

1 = Interest only—no special training or experience yet.

2 = Serious student in the area or accomplished amateur or hobbiest.

3 = College or technical school degree in the area, PLUS one year of on the job experience; OR at least three years of on
the job experience in the area.

4 = Graduate or professional degree in the area, PLUS one year of on the job experience; OR at least five years of on the
job experience in the area.

5 = Graduate or professional degree in the area, PLUS at least five years of on the job experience; OR ten years or more
of on the job experience in the area.

* For languages

1 = Can understand and respond to questions about personal background, can ask directions, and bargain for a purchase.

2 = Can hire an employee, describe the purposes and functions of an organization, and understand 80% of what native
speakers are trying to tell you.

3 = Can listen, take notes, and summarize accurately a discussion in your area of expertise, and can sensitively handle a
situation where diplomacy and proper grammar are required.

4 = Possesses an extensive and precise enough vocabulary to convey exact meaning in discussions on all topics.

5 = Can speak and respond as well as in your native language.

¢ For geographic areas of expertise

1 = Through personal visits, know the geography and present political and social structure of the area.

2 = Within the past five years, have at least three months of residency in the area, which included personal contacts with
residents from throughout the area.

3 = Within the past five years, have lived in the area for at least one year;-OR have lived there at least one year in some
prior time and have since maintained good familiarity through return visits.

4 = Have lived in the area for at least three of the last ten years and presently have maintained personal ties through return
visits.

5 = Knowledge and personal relations in the area are as extensive as that for your home area.
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B. How is tke Intake Process Handled?

The intake process is probably the most crucial stage of recruitment. This is when the registrant
becomes known as an individual, with your staff gaining an insight into the subtleties, idiosyncrasies,
and other subjective elements that compose any one person’s motives for participating in the skillsbank.
It is also the time when the prospective registrant gets a personal ‘‘feel’’ of just what kind of people are
behind the skillsbank operation and what promises of service can really be kept. First impressions are
usually the most important ones, and a poorly done intake will be difficult to recover from.

The intake process begins with the logging-in of each returned skillsbank application form. This is
done to prevent the inadvertant loss of a form and to give you a quick reference later on as to where
each registrant currently is in the intake, referral, and placement process. An example of the log-in
sheet is provided on the following page.

The next step, the intake interview, is best conducted face-to-face with the registrant. This is easiest
when you are giving personal recruitment presentations before groups, at booths set up to register the
public, and at your office for walk-ins. Practically speaking, however, most of the intake interviews
will be over the telephone. This is more convenient to the registrant and yourself, and it has long been
the primary instrument for such interviews among VACs. For these interviews, you will be doing the
following:

¢ Verify the information you have already gathered on the forms. Is the address still
current? Is the registrant’s handwriting legible?

e Complete the information you still need for the skillsbank which was not asked on the
circulated forms. This includes the level of skill competency, background experience,
and so forth. In writing this information down, you may be using an additional
form, examples of which are given in Chapter Eight. These additional forms may
also serve as the card files or other storage medium for your skillsbank information.

¢ Orient the registrant to the skillsbank process. You will need to answer all of the person’s
questions and inform each registrant of the rights and services due to registrants.

¢ Refer the registrant to possible assignments. The skillsbank service should start
immediately. Enough information exists on the forms already received from the
registrants to identify possible referrals for each.

¢ Forward the registrant information onto the information processing system used by
your skillsbank. This may involve assembling the completed skillsbank forms into a
file folder for each registrant, notating the appropriate log sheets, and otherwise
initiating the process for keeping track of the skillsbank activities of each registrant.
These information processing procedures are fully described in Chapter Eight.
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Chapter Seven

Identifying Requests for Skillshank Registrants

Your impetus for developing a skillsbank may come from local community organizations urgently
trying to mobilize talented volunteer assistance for their many projects and activities. On the other
hand, you may live in an area where agencies are content with their traditional volunteer programs and
you are dismayed that large numbers of skilled, community-conscious individuals are not being involved.
In this latter instance, you want to use the skillsbank to break the ice and educate local organizations
about the availability and value of your community’s untapped skilled resources.

Meeting a demand. . .innovating. . .or both. Your starting perspective will greatly influence how
you proceed to identify requests for your skillsbank registrants.

This section of the manual focuses on the several facets that are part of identifying the requests
for your skillsbank registrants:

¢ How do you introduce the skillsbank concept to potential user groups and agencies?
® What procedures do you install for requests for your skillsbank registrants?
¢ How do you handle the referral and placement process?
These questions will be dealt with fully in the following pages, except for the mechanical aspects
of information processing systems, such as the filing systems for storing, accessing, and up-dating the
skillsbank information. These information processing elements are thoroughly handled in Chapter

Eight - Managing the Skillsbank System. Chapter Eight also discusses the more detailed aspects of the
staffing assignments for referral and placement activities.
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A. How do You Introduce the Skillsbank Concept to Potential User Groups and
Agencies?

Sensitively. This applies whether your skillsbank is intended to meet an urgent demand for technical
assistance or to wake people up to more creative volunteer programs.

You are dealing here with an innovation, and like anything new, it must first prove itself. It must
contend with some people who may be distressed with any changes in their way of doing business, and
with others who are quick to dabble with anything new, only to abandon and disparage it when it cannot
quickly meet unrealistic expectations. And then there are the personal accommodations that are asked
from those who will not be supportive until they are made part of the decisonmaking structure or
otherwise get something of immediate, tangible benefit for themselves.

None of this, of course, is unfamiliar to any community leader. Many take to the challenge of
implementing new ideas with considerable zest. But because the path to developing your skillsbank has
its perils, two aids are given here to help you obtain the participation and support of other groups and
agencies. Immediately below are a set of general principles to guide you in implementing any innovation.
These are adapted from the book, Communication of Innovations by Everett M. Rogers and F. Floyd
Shoemaker, published by the Free Press, a subsidiary of Macmillan Publishing Co., 1971. Following
this is a list of the specific hurdles most common to the skillsbanks being implemented by this project’s
VAC demonstration sites, along with examples of how they overcame the hurdles.

Rogers and Shoemaker provide important insights on the process of change in society: how knowledge
of an innovation is communicated, what persuades people to consider its adoption, what is involved in
the decision to accept or reject the innovation, and finally, what leads to the longer term confirmation
or later rejection of that decision. Their book cannot be summarized here, but we highly recommend it
to those of you who are planning to implement community changes. The five factors influencing the
‘“persuasion’’ phase in innovations have special relevance to this section of the skillsbank manual, and
have been adapted from pages 134 through 173 from Communication of Innovations.

1. Relative advantage. This refers to the degree to which the skillsbank is perceived as
being better than the volunteer practices it supercedes. What is the ‘‘reward’’ for using
a skillsbank? What are others going to get out of it for themselves? This manual
presents the ‘‘case’ for skillsbanks, but you need to convey these points to your
potential users in a clear, concise manner. The examples at the end of this section
illustrate approaches used by the VACs participating in this project.

2. Compatibility. Is the skillsbank perceived to be consistent with the existing values,
past experiences, and needs of its potential users? The skillsbank must also be able
to handle referrals of traditional volunteers; it must maintain the high referral and
placement standards that are an integral part of any volunteer operation; and its
capabilities, no matter how great, must be applicable to the program priorities now
facing potential users.
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3. Complexity. This refers to the level of difficulty in understanding how to use a
skillsbank. Skillsbanks that talk only of computers and thousands of registrants do
sound complex and beyond realization by small volunteer organizations. But skills-
banks can also start as simple systems with procedures that are not at all imposing to
others. In short, keeps things simple, and when people become accustomed to its
workings and see for themselves how a bit more sophistication will improve the
system’s capabilities, they will demand such improvements.

4. Trialability. If participation in the skillsbank can be experimented with on a limited
basis, the factor of risk is reduced to the prospective user who can buy in to the
concept in installments. For example, initially your skillsbank may only try to meet
the demand for just one or two areas of need; or, for the Cooperative Skillsbank
Model, a new co-op group may choose to jointly skillsbank only a limited portion of
their members and only under relatively restrictive conditions. Allowing users to
have some ‘‘hands-on’’ experience before making a full commitment is important.

5. Observability. To what extent are the results of using the skillsbank visible to others?
Your skillsbank lends itself to observability because the numbers of people registered
and the variety of their talents are easily reportable. You are also likely to be responding
to requests for resources that previously have not been referable, so your achievements
or lack of them may be readily apparent. Given that you are successful, there is no
doubt that the skillsbank approach will flourish. However, as we discussed in Chapter
Three, you may experience more interest from others who wish to set up their own
skillsbanks, than from groups who wish to participate in your own system. The
Cooperative Model was designed for those circumstances.

This project’s demonstration sites have been on the line encountering real world problems and

obstacles in introducing skillsbanks in their communities. These difficulties and some of the VAC’s
solutions are presented on the following pages.
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B. What Procedures do You Install for Requests for Your Skillsbank Registrants?

The procedures for requesting skillsbank registrants are similar to those used by existing volunteer
clearinghouses. The same high standards for quality service apply: the same concerns for the appropri-
ateness of the requests to the registrant’s capabilities and interests, for the adequacy of the on-site
supervision and working atmosphere, for the provision of required orientation and training, and for
the proper respect from the requestors for the registrants’ rights and privileges.

The differences which do exist pertain to the time urgencies usually accompanying skillsbank
requests for short-term assistance, and to the general efficiencies which can be attained by altering
procedures somewhat to fit the skillsbank system.

Requests for Short-Term Assistance

By their very nature, these require a fast response. The accountant is needed this week because the
grant application must have an up-dated financial statement. Or, the plumbing has broken down in the
youth center and the kids can’t wait until next week. The dance band that was booked for the senior’s
event cancelled and a new one must be found by Saturday. These are just the kind of circumstances for
which the skillsbank’s ‘““on-call’’ resources are set-up to handle.

As you can see, skillsbanks must use the telephone as the instrument for making new requests. A
volunteer request form sent in the mail won’t get to you in time.

When the request comes in on the phone, your skillsbank files can tell you right away if there is
any chance that you can meet the need. Simply put, a quick count of your index cards, computer listings,
or whatever information system you use will tell you if you have 5, 12, 83, or 0 accountants in your
skillsbank. If you do have appropriate registrants, ask the requestor for the background information
you need to satisfy your referral standards and tell the requestor that you will call back as soon as you
have contacted the prospective candidates for the need. Given the complexity of the request, this task
could be completed in one hour, but should seldom take longer than a couple days. The actual procedures
for handling these referrals are illustrated by the Work Flow Diagram which appears at the end of this
section.

If you do not have anyone skilled in the area requested, inform your caller: (a) Sorry, this is not a
skill area where we ever expect to have many people. You should try somewhere else (you may know a
good source, which could be another skillsbank). (b) Sorry, we are out of that resource at this time, but
our recruitment plans call for several new recruits in that area within ‘‘x’> number of weeks. (c) Perhaps
we can help you with some other need (it is possible that a brief discussion will reveal other areas where
you can be helpful).
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If the requestor is a new agency or group you have never heard of and you do not feel that you can
refer anyone without first checking out the requestor’s credentials and experience with volunteers, then
arrange for a site visit, mail-in of background materials, or other necessary documentation before you
actually match up any of the registrants. In those cases where you are basically sure that the requestor
is a legitimate organization, you may choose to start the skillsbank search process—especially if time is
a factor—but wait until the requestor’s background documentation is received before you provide any
registrant names.

The procedures for handling short-term requests, therefore, may well be the inverse of what you
are doing now for volunteer referrals. That is, instead of having a listing of agency requests for volun-
teers to which you refer when you are telephoned by people seeking volunteer assignments, you have a
listing of volunteer resources to which you refer when you are called by agencies asking for volunteer
assistance.

Requests for Long-Term Assistance

The skillsbank procedures for handling long-standing requests relate closely to the way you are
probably now accepting requests from agencies. These requests for ‘‘big brothers,”’ hospital aides,
recreation assistants, and other such traditional volunteer areas are, in a sense, never ending, and often
can absorb virtually any number of volunteers you send to the agencies. These requests for assistance
are usually not as urgent as short-term requests, because these agencies often have their own recruitment
activities in place to work on their continuing needs. The telephone is not needed to handle them;
mailed-in forms give you plenty of time.

These traditional requests, however, can be a very important part of a skillsbank operation. As we
mentioned in Chapter Six, the ability to provide an immediate referral to any new skillsbank registrant
is very important. Often it is not possible to refer an auditing assignment to an accountant, or a brochure
layout to a graphic artist during the registrant intake call—the need may not exist at that moment. But
as with our friend John Smithers, the registrant can start on a reliable traditional volunteer assignment,
such as basketball coaching, for which there is an everlasting need, and move on later to technical skills
areas. :

A skillsbank can not only handle both traditional and more technically skilled volunteer needs, it
works best when it does both.

Knowing What to Ask For

One practice you should adopt for both kinds of skillsbank requests is having the requesting agency
or group refer to your listing of available skill, interest, and issue categories when seeking volunteers.
You can facilitate this by generally circulating this listing to your users and, even better, periodically
tabulating the total number of registrants you have in the skillsbank for each of those categories. In
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this way, the requestors know basically what you have in advance of their calling and know what term
you use to identify it. This saves everybody a lot of wasted time and confusion.

Equally important, sending such a tabulated listing around helps agencies to become aware of new
areas of activities for themselves. As has been mentioned frequently in this manual, a skillsbank allows
you to plan ahead because it tells you what resources are available to back up your imagination.

These skill tabulations can also be included as a feature of your agency’s regular newsletter; they
might look something like the stock market section of a newspaper. When this newsletter cum ‘stock
report’’ is circulated to skillsbank registrants, they can see how they fit into the ‘‘total picture.”’

The Work Flow Diagram on the following page illustrates both the request procedures for skillsbank
registrants and the subsequent referral, placement, and follow-up operations.
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C. How do You Handle the Referral and Placement Process?

The skillsbank referral and placement process is also quite similar to existing volunteer referral
and placement practices. A glance back at the Work Flow Diagram reveals that each new registrant
receives the same two or three referrals at intake that are commonplace today among VACs, and that
the subsequent placement follow-up is conducted to maintain the quality standards and personalized
service that are the banners of a well-run volunteer clearinghouse.

The diagram also reveals the primary difference from a traditional clearinghouse: the skillsbank
operation is cyclical. The volunteer is placed more than once. Two, four, seven, or more times a year any
one volunteer may recycle through the referral and placement process. On the other hand, present referral
and placement practices are typically /inear, with one initial run-through. The typical clearinghouse’s
volunteer files are simply not organized for efficient re-access.

This recycling capability has implications throughout the referral and placement process. The
following scenario describes all the steps in the process:

¢ The request. The Women’s Center is setting up a displaced homemakers program
and wants five or six volunteers (preferably women) who can speak one Wednesday
night a month to a small group seeking information on the current job market in six
professional fields. The Center is also looking for any number of women volunteers
who can serve as mentors to individuals making the difficult transition to work outside
of the home,

e Searching. If your skillsbank has a sophisticated computer system, you would punch
in all the search criteria: the involvement preference of ‘‘counseling’’ (you may even
have ‘“mentoring’’ as a more specific preference), the six professional skill fields, the
time availability of weekday evenings, and the general geographic area of the Women’s
Center. The §, 6, 20, or whatever number of registrants having the needed set of
attributes would then pop up on your computer screen or be typed on your printer.

Fantasy aside, the manual system that you are probably using works just as well
as the computer, only 10 to 15 minutes slower. (Sometimes it may even be faster for
simple requests without many cross-references.) As described in more detail in Chapter
Eight, you will quickly have the names of all the likely candidates and the file infor-
mation necessary to further eliminate those who are already in a placement that would
keep them from considering this request, whose track record indicates an unsuitability
for small group counseling, or who otherwise would probably not work out, according
to your best judgment. ’

e Contacting. Let’s say that you have sorted down to eight good referral candidates

for this request. Five of them have indicated on their intake interview sheet that they
would permit a requesting agency to contact them directly by phone. The other three
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want you to act as an intermediary, and, if they are interested in the request, each
will either then contact the agency directly, or have you ask the agency to make the
call to them. For the first group of five, it saves you time and makes for better com-
munication if the Women’s Center then telephones and explains their own needs to
the five registrants. However, you must be confident that the Women’s Center will
handle the call promptly and properly, and then report back to you so that you can
update your files.

Recall also that the skillsbank is a brokering service only. 1t is up to the matched
agency and volunteer to meet and negotiate their mutual terms of working together.
The registrants are not volunteering for the skillsbank. They are volunteering for the
agencies at which they become placed through the skillsbank.

Tracking. The follow-up on a skillsbank match is handled much the same way as any
referral now done by the VACs not using a skillsbank. Some placements (or rejections)
are recorded easily with a telephone call back to the registrant and/or agency. Some
follow-up becomes more complicated when one or the other party misses a meeting,
has an unexpected crisis, or whatever. This is all a familiar problem to volunteer
clearinghouses.

Tracking for a skillsbank registrant differs from existing practices in that it can
deal with the multiple referrals and placements each registrant will be recording. The
mechanics for this are illustrated in the following chapter, but it is important to note
that this tracking ability makes it possible for the skillsbank operator to become
more familiar with the skills and interests of each registrant. As with John Smithers,
the tracking record will soon show what he is especially good at, what times of the
year he wants to be inactive, what groups he prefers to work with, and so on. Given
good service, a skillsbank registrant is likely to become all the more reliable and even
loyal to the skillsbank operator. The documentation of the registrant’s activities in
the tracking log can also be used for job applications, community service recognition,
volunteer’s tax deductions, and other benefits that will further tie the registrant to
the skillsbank.

You will want to use your skillsbank tracking records to document your own
performance capabilities for annual reports, funding applications, and the like.
Chapter Eight presents an example of the Portland VAC’s computer-assisted tracking
system that efficiently alerts its staff to the follow-up calls that are due next, gives
notice to the agencies on volunteers referred to them, tabulates the hours worked per
volunteer per agency, and then summarizes all of this. Most elements of their system
can be adapted using non-computer techniques.

Teaming. Operate a skillsbank for awhile, and you will see that there often are more

effective ways to respond to a request than to send out volunteers one at a time. A
quick look at your skillsbank files reveals the ‘‘clusters’’ of registrants that group
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around any one skill category. They may be able to work better in teams than by
themselves.

For example, the Women’s Center is probably not the only group seeking career
counseling assistance. You may have a dozen requests coming in, or expected, from
organizations serving youth, refugees, seniors, the handicapped. Seeing this total
need, you could convene a planning meeting of your skillsbanked career counselors,
also inviting some of the groups needing the counselors and others who would be
useful in a brainstorming session. In this way, a few of the registrants may decide to
pool their insights and form a workshop group that would assist, in turn, a number
of needing agencies. Your meeting might identify a real lack of good job market in-
formation that a team of skillsbank registrants could research on behalf of the
others. Or a decision might be made to publish a career guide, in which case you
would contact other skillsbank registrants in the printing and graphic arts fields.
Participants in the group meeting might suggest linkages to existing job training pro-
jects, credit counseling services, and related resource programs.

Team building is also possible for a host of other request areas. A *‘public
relations’’ team, for example, could assemble from the skillsbank a working group com-
posed of photographers, typographers, writers, graphic artists, and others who
would put together several brochures, newsletters, and similar publications at the
same time. It is more efficient, for instance, for the photographer to shoot the pictures
for several publications during the same day, and for the typographer to arrange for
access to word processing equipment to handle a batch of jobs at one sitting.

Coordination for these teams is possible from within by a member of the team.
For example, the public relations team could be administered by a college intern
getting a graduate degree in communications management. Your meeting for the
career counseling needs, for its part, could decide to have its team of skillsbank
registrants coordinated by a community career counseling organization already set
up for this purpose, but lacking the wealth of volunteer talent that would be coming
from the skillsbank. Coordination imthese matters not only saves your time, but it
fashions new collaborative arrangements within the community.

Cooperating. As we have mentioned previously, the experiences of this project’s
VAC demonstration sites with the Cooperative Skillsbank Model are too new to have
been analyzed thoroughly. What follows, then, is more theory than fact.

In a community that has several skillsbanks cooperating (more or less) with one
another, your skillsbank could share responsibility for responding to requests for
volunteer assistance. For example, your skillsbank may become known for its strength
in the area of management assistance for nonprofit organizations. Another skillsbank
may specialize in registrants from the educational field. A third’s reputation would
be for health needs, and another’s would be an all-purpose skillsbank for a particular
neighborhood.
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Each of the skillsbanks in such a community would handle requests for its specialty
and refer the requests for assistance in other areas to the appropriate skillsbank. One
way to facilitate these skillsbank to skillsbank referrals is through a widely circulated
directory that portrays each skillsbank’s strengths. Another way is to have one of the
skillsbanks act as a central broker for the rest, with its telephone number given as the
public’s starting place for initiating a skillsbank request.

Going back to our Women’s Center example, you may also encourage the Center
to set up its own skillsbank of women who are interested in and capable of helping
each other. In a cooperative network, the Women’s Center would then be both more
self-reliant in meeting its own future volunteer needs, and also able to share its skills-
banked resources with other groups. Further, if the Center still could not find a person
it wants from among its own registrants, it could use the directory of skillsbanks or
the skillsbank broker to identify the needed volunteer from someone else’s skillsbank.

Thus, the cooperative approach allows each participating skillsbank to act alone
or collectively, as the need and self-interests dictate. The registrants benefit by hav-
ing the widest possible diversity of involvements from which to choose by simply
registering with one skillsbank. When a community has access to computer facilities
to handle the common information processing needs of the cooperating skillsbanks,
additional cost-saving benefits are also possible. These cost benefits are explained
further in Chapter Eight in the example provided by the Pensacola VAC and the
statewide skillsbank system it has set up in collaboration with the Florida Associa-
tion of Voluntary Action Centers and the Independent Foundation. Their skillsbank
system, using a central computer processing point, enables the exchange of volunteer
resources on both the local and state levels.

D. Identifying Requests for Skillsbank Registrants: A Summary Perspective

The mechanical aspects of responding to agency needs are straightforward once you understand
the need for your system to be able to refer its registrants more than one time. The procedures you
eventually devise will no doubt reflect your own special situation and preferences.

However, the organizational interrelationships between your skillsbank and its users are more
difficult. Many local groups will require patient educating on the potentials of the skillsbank registrants.
Some will be resistant to any changes in the way they do things, even if you can demonstrte superior
capabilities in the skillsbank approach. Other simply will not trust your organization or its ability to
serve them until they see the success of others.
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It is important to remember that the development of collaborative relationships among you and
your system’s users is inherent in the skillsbank approach. Team building and the co-op model have
manifest advantages for all parties that partake in them. At all times, though, your introduction of the
skillsbank innovation must be sensitive to the priorities, apprehensions, and awareness of your potential

users. The communication principles adapted from Rogers and Shoemaker are one set of guidelines to
follow.
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Chapter Eight

Managing the Skillshank System

A. What are the Information Processing Options?

Earlier, we characterized the ideal information processing system for a skillsbank as an operation
activated by a button that instantly produced a list of registrants perfectly suited for the request at
hand. The realistic options open to small organizations, however, are not effortless ones, though the
available choices are both manageable and affordable.

Four representative information processing systems are depicted in this chapter. Each exemplifies
a different level of sophistication along a continuum of systems—from card files to computers. They
are drawn from the real life experiences of Voluntary Action Centers. As you understand the principles
behind each one, you will acquire the knowledge necessary to decide for yourself which one, or combi-
nation, best meets your present and anticipated need.

The following framework will help introduce you to the terminology and concepts of information
processing, without becoming unnecessarily technical.

Information Recording and Storage

The starting point for any information processing system is the definition of its data base. This
term refers to the total amount and kinds of information that you want to keep on file for your skillsbank
registrants. The outline of registrant information categories presented in Chapter Six is an example of
a data base you may want. Minimally, you need to include information you obtained through the
registrants’ application and interview processes.

The following terms also apply to the definition of your data base. A record is all the information
you have on any one registrant. A data field is a particular piece of information about the registrant,
such as the street address, name, or skill area. The record for any one registrant, therefore, is composed
of several data fields. Finally, for those skillsbanks which may be made up of more than one distinct
grouping of registrants, such as with the Cooperative Model, each grouping constitutes a file. Thus,
there may be a file of registrants (records) recruited by the skillsbank organization, a file recruited by a
displaced homemaker’s group, and another by a college alumni association, and so forth. (To make
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sure that each of these files is distinguishable from each other, a data field must exist which labels each
record as being part of its respective file.

How do you then record and store this mass of information? Depending on your resources and
the size of the job, you will select one or several different recording and storage media. All of our four
example systems, for instance, retain the original application and interview sheets as the primary
medium for containing each registrant’s background experience. On the other hand, the medium for
indexing the skills of each registrant is a 3 X 5 card for one system and a computer disk for another.
The questions before you with regard to your selection of the appropriate medium for each task are
these:

e How versatile is the medium? For example, if you record a registrant’s information
onto one medium (such as the interview sheet), do you then also have to retype or
write that information onto a second or a third medium in order to set up your skills
index or produce mailing labels or perform some other needed arrangement of your
skillsbank information? You will want to avoid such tedious recopying when possible.

e How complicated is the medium? Does it require a technically skilled person to
operate, using special equipment and materials? Look carefully at some of the more
basic manual systems; they can be deceptively difficult to maintain. You are seeking
a system that has the fewest steps in its operation. '

¢ How durable is the medium? Will it tatter with use? Does it require flags and tags
and other devices that can easily pop off, get lost, or become illegible? At the same
time, can you change the information on the medium—a new address for instance—
quickly and cleanly?

¢ How accessible is the information from the medium? How quickly does it let you
find what you are looking for? On the other hand, is it so easily accessible that you
must constantly worry about unauthorized use of its information?

o What does it cost? The questions here are what does it cost per entry of each new
registrant, for each update of an existing record, and for each accessing of the files.

Information Organizing

The heart of the skillsbank processing system is its ability to organize the data base for the pur-
poses you want. Typically, a skillsbank will set up index files: by skill category, by the registrant’s last
name, by involvement preference, and probably by geographic area (usually by zip code). These index
files are used to search your data base quickly for the registrants who have the attributes you need for a
request at hand.

You probably also want special sortings of the registrant records, such as a mailing list that can
easily be printed or copied onto labels. You may want a directory of your skillsbank registrants that is
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distributed amongst them or stationed at different volunteer clearinghouses in your area. You may
want to send an agency a listing of the registrants referred to it over the past few months, along with
your request that this agency identify the present status of those referrals.

Third, you may want your information system to produce summaries of the data base, such as
how many registrants have this or that skill, how many referrals were made this month, and how many
are still pending from last month. The more sophisticated systems could actually give you statistical
tables on the information, as you want them.

You should explore these questions as you review the four example systems:

e What index files, sortings, and summaries do you really need to begin your
skillsbank? What is needed to efficiently handle your anticipated work load? Which
ones would be most useful for your reports to your funding sources and other con-
stiuencies? Do you anticipate later demands for indexes, sorting, or summaries, and
if so, how readily could your information processing system adapt to these changes?

¢ How many steps are required to make a search on the system for the registrants you
need? For example, in a card file system where the skills index has only the registrants’
names on the 3 x 5 cards, you would have to go back and forth to the original appli-
cation and interview forms for the other information that you need before you could
select the appropriate persons. On the other hand, the extra time required for making
a search may be small compared to that necessary to copy additional information
onto the index cards.

Information Updating

The skillsbank information must be maintained so that it is accurate and current. Additions to the
skillsbank are made as new registrants (records) are recruited, while deletions are made for those regis-
trants who move out of the area or elect to otherwise leave the skillsbank. Also, present records require
edits in their data fields as addresses, telephone numbers, involvement preferences, and any of the
other fields change or new information is added.

The issues before you regarding updating are:

o How volatile is your data base? If 10% or more of your records require updating per
month, then your system must be capable of easy revisions of its data—and for all
the index files, sortings, and summaries that are involved. If you have a relatively
fixed set of data, where the registrants do not move or change their preferences much,
then you can get along well with a very basic information processing system.
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e How comprehensive is your system? Ask yourself again, what trade-offs are you
willing to make between the comprehensiveness of your index files and sortings—
which means your searches will be faster—and the time that is required to regularly
update all those files and listings? Also, what investment into more sophisticated
information processing systems can you make to realize both the comprehensiveness
you want and the efficiency you need?

Information Access

Convenient information access is required if you and your staff are to respond quickly and effectively
to requests. This is a subject closely tied to the way you have your files organized. A skillsbank with
comprehensively designed index files, for example, provides very good access to its information.
Additionally, if the files can be readily copied, then the skillsbank information can be made directly
accessible by satellite offices and by other groups in a ‘‘cooperative’’ network.

Accessibility poses these questions:

¢ Do you want a centralized skillsbank system, or one of a ‘‘cooperative’’ nature? The
information processing systems that have difficulty reproducing their information
for outside offices will not be effective for the Cooperative Model.

e How much ‘‘gatekeeping’’ is required? Access to the skillsbank information will
always have restrictions. Data fields must exist which identify these restrictions for
each record, and then procedures must be followed so that they are not violated.

One last comment before you look at the four example information processing systems: the
system you create for the skillsbank may well have application for other purposes than the skillsbank.
For instance, if you decide to go all out and invest in some kind of computer system, that equipment
would also be useful for word processing, accounting, mailing label generation, and the storage of a
variety of information (from personnel files to an information and referral directory). The application
of computer technology for nonprofits is discussed further in Section C (‘‘A Few Words About Com-
puters’’) of Chapter Eight.
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Example One—Card Box and File Drawer System

The Flint, Michigan Voluntary Action Center has registered over 1,500 skillsbank volunteers, nearly
every one of whom has been referred at least once. This remarkable level of success has been attain-
ed using a manual information processing system.

To understand the workings of Flint’s system, a copy of its application form and attachment are
provided at the end of this subsection. Notice that a registrant lists up to eight skills, and also identifies
the involvement preference and proficiency level for each skill.

Flint skillsbanks everyone who volunteers through their office. Their intention is to work with all
their volunteers, helping each build up his or her level of proficiency through referrals that add to each
person’s experience.

Described below are the four primary components of the Flint VAC’s information system.

* Registrants’ Name File. Upon completion of each registrant’s application form and
interview, a file folder is created. This folder contains the original copy of the appli-
cation form, the interviewer’s comments, space for recording referrals, placements
and follow-up comments, and any other descriptive information on the registrant,
such as a resume or samples of previous work.

These individual files are kept in a file drawer in alphabetical order and are used
in conjunction with searches of the system’s index files. When a registrant is iden-
tified by an index file as a possible match for a request at hand, the person’s file
folder is pulled to provide the current referral status and the background informa-
tion needed to determine if he or she is sufficiently qualified and available. Colored
dots on the outside of the file folder give a quick history of each of the registrant’s
past referrals: a blue dot for each referral, red for each placement, yellow for place-
ments completed, green for referral rejections by the volunteer, and black for agency
non-acceptance or lack of follow-through on a referral.

All updates to a registrant’s record are made in the person’s file folder. These
folders, therefore, are the final word on the registrants’ current contact, background
and other information.

e Skills Category Index File. The medium for indexing each registrant’s skills cate-
gories is a photocopy of the original application form. If a registrant identifies six
skills, then six photocopies of the form are made, with one placed under the ap-
propriate skills category heading in a file drawer. All ‘‘appliance repairment,’’ there-
fore, have a copy of their application forms behind the drawer divider with that skills
title.

The beauty of this approach is that it eliminates the tedious recopying by hand
of all the information on the application form that would be required for a full cross-
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indexing of skills information. Using 5 cents as the typical photocopy cost, a
skillsbank with 1,000 registrants, each having eight skills, would cost $400 for
duplicating. A more modest skillsbank with 200 such registrants would cost $80.

Involvement Preference Index File. To demonstrate that it does not play favorites
with manual system approaches, the Flint VAC indexes its registrants’ involvement
preferences using a card box system. This time, behind a divider card for each of the
VAC’s eight involvement preference categories, is a full set of 3 x 5 cards for each
of the VAC’s skill categories. In other words, a volunteer wishing to be a board-
member in the skill area of criminal justice will be listed on the ‘‘criminal justice’’ 3
X 5 card that sits behind the file box divider card titled ‘‘boardmembers.’’ A sample
of the card box system is given in this subsection. The file box equipment and sup-
plies for 1,000 registrants is about $100. The trade off for this lower price, compared
to the photocopying approach, is the limited information which can feasibly be hand
written onto the 3 X 5 cards.

The file box equipment and supplies for a 1,000 registrant skillsbank is about
$100. The trade-off is the additional time for preparing the cards (about 5 minutes
per registrant) and the loss of the background and other information contained on
the copies of the application form.

Activity Logs and Summaries. The Flint VAC keeps track of its referrals, placements,
and other transactions through the use of logs, some of which are illustrated at the
end of this subsection. An entry must be made into each log, as is appropriate for the
transaction in progress:

Registration Log. Used for keeping track of registrants upon completion of the
interview and for keying the monthly totals for sources of recruitment and the VAC’s
affirmative action statistics. It also denotes the anniversary dates for updating each
registrant’s information for the subsequent year (see sample.)

Follow-up Log. Used as a “‘tickler file’’ for identifying dates to follow-up on referrals
and placements and for keying the monthly totals for referrals and placements.

Agency Log. Used to record the referrals and placements made to each agency so
that follow-ups to them are facilitated.

Periodically (usually monthly), the Flint VAC tabulates the activity recorded on
the logs by summarizing them on the following sheets:

Registration Recap. Contains the monthly totals for registrations and referrals and
the statistics for sources of recruitment and affirmative action (see sample.)

Group Source. For registrants recruited through cooperative approaches, identifies
the registrants affiliated with each group.
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Skills/Involvement Preference Totals. A listing of all the skills categories and involvement
preferences is marked-off as appropriate for each new registrant that is processed.

The Cooperative Skillsbank Model is being implemented by Flint in a variety of ways. The Junior
League, for example, lists its volunteers with the VAC, but deletes their registrants’ names and contact
information. Thus, the VAC must first go through the League in order to reach a prospective
volunteer for a match. Leadership Flint, on the other hand, is a civic organization which lists all of its
volunteer information with the VAC’s skillsbank. Additionaily, the VAC has helped set up a number
of local skillsbanks (for the YWCA, RSVP, Kiwanis, and a children’s health center) that do not list
any of their volunteer information with the VAC, but which would respond to a VAC request for a
skilled volunteer by looking through their files and then calling back to the VAC with names of
volunteers they believe would be interested and capable of helping.

The staffing for the Flint skillsbank is two fulltime salaried persons and the equivalent of one
fulltime volunteer position. As mentioned, all of Flint’s volunteers are now on the skillsbank system.
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Example Two—*‘Keysort’’ Card System

Volunteer Knoxville first opened its doors as a Voluntary Action Center in the late summer of 1979.
At the very beginning, they designed a skillsbank system for their entire volunteer referral operation.
Volunteer Knoxville soon had over 300 registrants on file. The system which enabled them to get such a
fast start is the ‘‘keysort’’ card system.

Keysort cards are familiar to most people. These are cards up to 8 x 10%2 inches with one, two, or
three rows of holes punched all around them. Knoxville’s card design is illustrated at the end of this
subsection. The Toledo (Ohio) VAC also uses a keysort card system, and their application form/card
appears as Appendix B.

Each registrant has a card. Each hole on that card represents a data field—a certain skill, involvement
preference, area of the city, age of the registrant, or some other descriptor for the registrant record. If
a registrant possesses a certain skill, then the top of the hole for that skill is cut out of that registrant’s
card (using a special tool for that purpose). This cutting-out is done for all of the holes that correspond
to the registrant’s attributes. When the cards have been prepared in this way for each registrant, they
are gathered into a ‘‘deck.’’ A search of this deck to find a graphic artist, for example, is simply made
by passing a knitting needle-like instrument through the appropriate hole space. Those cards having
the hole cut off at the top for that skill category will fall out of the deck when the needle is lifted up and
the deck is shaken lightly.

A search involving more than one criteria, such as looking for a prospective boardmember familiar
with solar energy and living in the western section of the city is accomplished by making three passes of
the needle through the cards. The first pass will sort out those with ‘‘boardmember’’ involvement
preferences. Then, for the cards that have fallen out, a pass through the hole for ‘‘solar energy’’ will
reduce the remaining cards further, with a third pass through the ‘‘western area’’ hole space eliminating
all but a handful of the cards. A final determination of which registrants to contact for the match is made
by reviewing the written information on the card (some of which does not have hole spaces designated).
Also, the cards will indicate whether resumes or other background information are contained in separate
file folders.

Knoxville uses a skillsbank application form somewhat similar to Flint’s for the recruitment of
registrants. Illustrated at the end of this subsection, this form can be mailed or passed out to prospective
applicants. When returned, the information is recopied onto the keysort card and the appropriate
holes cut out by the VAC staff.

Activity logs and summary sheets are still required for a keysort system if follow-up dates are to be
properly kept and statistical reports compiled. These logs'and sheets are notated, as with Flint’s, as the
transactions occur.

The great advantage of the keysort system is that virtually all of each registrant’s information is
contained on one card. This eliminates the need for the creation of separate index files and the cross-
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checking and updating complications that go along with that. Even the tracking record of referral and
placement activity for each registrant is recorded on the reverse side of the one keysort card.

The disadvantages of this system are these: There is a limited number of holes that can be placed
along the outside of a card (300-400). This means that some holes will likely have to represent more
than one skills category, as is the case with Knoxville’s cards. Another concern is that the cards, as
mentioned, are completed by the VAC staff and not directly by the registrant because of the knowledge
required to do it properly. This recopying is time-consuming when compared to Flint’s xerox approach.
Even so, a keysort card can still be completed, including the hole cut-outs, in about ten minutes.

The keysort cards require professional typesetting, printing, and notching if they are to work most
efficiently. This typically costs about $2,000 for 5,000 cards (including the card stock). The needle in-
strument, a block for lining up the cards, the hole cutter, and related equipment cost around $60.

Volunteer Knoxville has just recently begun introducing the cooperative skillsbank concept in its
community. They are doing this by training other organizations in the use of the keysort card system
and have sold to three groups the cards they need for their operations. Paying for cards from the VAC
is much less expensive for these groups than designing and then printing their own because Volunteer
Knoxville has already had the typesetting work done and bought their cards at the more economical
bulk rates.

Volunteer Knoxville also skillsbanks nearly all of its volunteers, with the staffing requirement for
the intake, referral, and placement work totaling about one full-time position. This breaks-out to a
half-time salaried person to coordinate the project, the quarter-time assistance of the VAC director for
presentations and general assistance, and the remaining time from volunteers to help out with the
contacts to volunteers and agencies.

104

(I

.

-

L

| §

_



























Example Three—Computer Batch Processing System

The Volunteer Bureau of Greater Portland (Oregon) handles its skillsbank information through
the use of a United Way computer located in its building. On a monthly schedule, the computer up-
dates listings of the VAC’s skillsbank registrants, indexed by skill, involvement preference, and most
any other criteria that the VAC might request. Similarly, it produces an indexed listing of all the pend-
ing requests from agencies for volunteers. The computer also provides summaries, and it details all the
referral and placement activity for each agency.

This approach to information handling is called ‘‘batch processing’’ because the listings are
printed out periodically—in batches. ‘‘On-line’’ processing is when a computer terminal (usually a
typewriter or a TV screen with a keyboard) is directly connected to the computer so that information
can be entered into or obtained from the computer immediately. An on-line skillsbank system is
described in Example Four.

The story of the day-to-day operations of Portland’s batch processing system is really very similar
to that of Flint, Knoxville, and the other VACs with skillsbanks. As with them, most of the time is
spent interviewing volunteers and dealing with the subsequent referrals, placement calls, and follow-
ups. We will describe here the differences in the Portland VAC’s operations that are brought about
because their information processing is computerized.

¢ Intake. The Portland VAC staff or the volunteers, directly, complete the skillsbank
application form (a sample of one appears at the end of this subsection). Before sub-
mitting this information to a computer keypunch operator each month, the
skillsbank coordinator reviews it to be sure the information is as complete and ac-
curate as possible. The computer then prints out the new information for insertion
into the existing skillsbank listings. Updates are handled in this way for a couple
months, and then the computer reprints the entire registry of skillsbank information.

Appendix C presents another sample application form from a skillsbank using
the batch processing system: the Independent Foundation in Washington, D.C.

o Referral and placement. Thus, the Portland VAC starts each month with currently
updated listings of its volunteers, indexed alphabetically and by skills category. The
sample computerized skills category listing illustrates that enough information is
contained on each registrant so that the VAC staff person need only scan down the
page to identify the most promising candidates for the request at hand. The file
folders for these candidates are then pulled to see if the additional information there
(tracking record, resumes, staff and agency comments) helps narrow the field further
prior to the actual call to the volunteer for the referral.
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The computer listing of agency requests for volunteers is also always at hand
during the intake process or whenever else the VAC staff is working on giving a
referral to a skillsbank registrant. For example, a registrant may decline the initial
referral identified as part of a skillsbank search, but be responsive to some other
.need listed on the computer printout of agency requests.

Each VAC referral is then noted in two places: in the referral log that is part of
each registrant’s file folder, and on the computer. A brief keypunch entry (see the
computer transmittal sheet at the end of this subsection) enables the computer to
produce monthly summaries of the overall VAC referral activity that are used by the
coordinator to identify trends and instances where confirmation of referrals from
the agencies are overdue.

Follow-up. Twice a year, the computer prepares a special report for each agency
which has received placements from the VAC. In this report the names of the
volunteers placed and their respective placement dates are listed, with space provided
after each volunteer’s name for the agency to indicate whether the volunteer is still
active and the total hours contributed by the volunteer. The agency completes and
returns this report (see sample) to the VAC where this information is entered into the
computer.

Prior to the use of this computer generated report, only about a 15% return
from agencies for a similar status report was received by the Portland VAC. Using
the computer generated report, the return rate has regularly exceeded 80%. Clearly,
the appearance of the computer report has made an impression on the agencies and
has greatly reduced the VAC staff time needed to track down what has happened to
its referrals. In addition, the VAC has a summary attesting to its accomplishments,
which is included in its annual refunding application to United Way.

—

L oL

What else does the Portland computer system make possible? The answer is that the computer
enables the Portland VAC staff to quickly and easily move and assemble the skillsbank information in
a variety of ways to fits its needs. For example, Portland can:

e Generate mailing labels for all those volunteers and agencies registered with the
VAC. Further, these label runs can be specified to include only those registrants hav-
ing a particular skill or interest, thus enabling target mailings to fit a special purpose.

e Produce a thorough year-end summary of its referral activity, giving statistical
breakouts by age, sex, education, area of residence, agencies served, types of func-
tions performed by the volunteers, the hours of volunteer time contributed, or any
combination of this data.
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e Handle the volunteer information for other area skillsbanks by computer recording
their information and producing indexed listings by skill category, involvement
preference, and so forth. Each of these other skillsbank listings can be kept totally
separate from each other, or brought together into an area-wide skillsbank if so
desired by all parties.

¢ Print several copies of the skills index listings and other sortings of the file in order to
eliminate the congestion which can occur when several staff people want access to
the index at the same time.

¢ Quickly modify its skillsbank system to accommodate a whole new service area, such
‘as bartering, without having to also recopy the old information onto the new format
(the computer can print out its information according to any format desired).

Portland’s use of computer batch processing also has the advantage of relatively low operating
costs. The computer expense for its skillsbank of 200 registrants was about $200 for all of last year,
and that included all the agency referral status reports and summaries. The Portland VAC is willing to
sell their computer program to other nonprofits for only $750.

The Elmira (New York) Volunteer Resource and Development Center used their local college
computer for virtually no cost, because batch processing is the kind of computer job that can be run in
the middle of the night or other times when the computer is free. Corporations, government agencies,
and a host of other local institutions all have computers capable of batch processing skillsbank infor-
mation under similar circumstances. Further, many of these existing computer systems come with
‘“‘Data Base Management’’ software that can handle the requirements for a skillsbank.

The disadvantage of batch processing is that the skillsbank information becomes increasingly out
of date as the duration between printouts increases. The day after a printout is produced, a new
registrant may be-identified or an existing one may change his or her address. Portland’s monthly
schedule of updated insertions means that its skillsbank information is at least 90% correct at any
given time. To further insure the quality of its service, Portland also makes it a practice to: a) refer to
the registrants’ manual file information, where all updates are immediately recorded, prior to calling a
registrant; and b) giving each new registrant at least one referral during intake so that the registrant is
involved in some activity during that period in the month prior to being listed on the next skillsbank
printout.

Skillsbanks of a lesser size, or where there are seldom changes in the registrants’ information, can
get by with reprinting of the listings on a semi-annual or even less frequent basis.

The staffing for Portland’s skillsbank system is the equivalent of one and one-half salaried posi-
tions, and one day per week in volunteer time.
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Example Four—On-Line Computer System

The Pensacola (Florida) VAC, which operated a manual skillsbank system throughout 1980, has
now converted to an on-line system. As mentioned in the previous example, this means that Pensacola
has the capability of direct communication with the computer so that registrant information can be
added, updated, and accessed at any time.

For the sum of about $6,000, the Pensacola VAC has purchased its own computer system: a ter-
minal (TV screen with keyboard), the computer processor and storage device, a small printer, and a
number of stock computer programs to handle the skillsbank requirements. Section C of this chapter,
“A Few Words About Computers,’’ provides helpful suggestions on how you might obtain a similar
computer capability for yourself.

What the on-line system does for Pensacola’s skillsbank can be answered in a sentence: It reduces
the paperwork involved in a skillsbank and it increases the currency of the information available to the
VAC staff so that there is more time to give personal attention to the registrants and those requesting
the skillsbank’s resources. The day-to-day differences in the operation of Pensacola’s skillsbank, as
compared to Portland’s, follow.

¢ Intake. Entry of new skillsbank registrants, up-dates of existing records and notations
of referral call-back dates, and other follow-ups are made directly by the VAC staff
into the computer. No middle step of copying the information onto transmittal
forms and their submission to a keypuncher is done.

If you can type, you can enter this information yourself. The data entry computer
program is designed to lead you through the various fields in your data base. The
terminal screen asks, ‘‘Name?’’ and then gives you the spaces available for typing in
the registrant’s name. It then asks, ‘‘Street?,”’ then *“City?,”” then ‘‘State?,”’ then
“Zip?,” then ‘‘Day Phone?,’’ and so on for each data field you want in the computer.
Moreover, if you type too many letters for the space available, the computer ‘‘beeps’’
and asks that the information be re-entered in an abbreviated manner. Correcting
typing mistakes is done through backspacing, and the computer displays on the
screen all the information you just put in so that you can verify it and make any last
corrections if needed. It repeats this process for every new entry.

Once entered, all the skillsbank index files are immediately updated with the
new information. There is no monthly insertion of new listings or preparation of new
3 x § cards or punching of keysort card holes. The skillsbank coordinator can monitor
each day’s transactions by reviewing the day’s entries on the screen, and make whatever
corrections or additions appropriate. Summaries of the information by any field on
the data base can also be made for a deeper analysis of what is happening with the
skillsbank.
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¢ Referral & Replacement. The computer program has a search command that enables
you to list your request criteria and all the ‘‘Spanish speaking accountants living in
the Southeast section of town’’ will come up on the screen or be listed on your printer,
if that is what you are looking for. Again, the program leads you through the use of
this command so that anyone on your staff could quickly become proficient in using it.

However, the Pensacola VAC chooses not to enter all the information on a
registrant into the computer—such as a resume, comments from past referrals, and
samples of work done; some information is just too bulky to efficiently enter and store
on the computer. Other information is especially sensitive and is kept only in the
registrant’s file folder. Therefore, as with Flint, Knoxville, and Portland, a registrant’s
file folder is almost always referenced before the person is contacted for a referral.

On the other hand, the on-line system is particularly ideal for handling a ‘‘tickler
file,”” which identifies when call-back dates for referrals and placements are due. As
these referrals and placements are made, the VAC staff type in the designated call-
back dates. At the start of each day, the skillsbank coordinator has a printout made
of all the people whose call-back date is for that day. This printed list can then be
referenced again at the end of the day to see what happened.

The small printer used by Pensacola can also produce mailing labels, individualized
reports to agencies on the referrals sent to them, contact letters to all the VAC’s
Christmas volunteers notifying them of their involvement dates, and a host of other
specialized communications, listings, and reports.

Cooperative uses. Pensacola is using its computer capability to help tie together a
statewide skillsbank cooperative among a half-dozen Florida VACs. In a refugee
assistance program funded by ACTION, Pensacola is entering onto its computer
about 1,200 volunteers recruited by all the participating Florida VACs. Skillsbank
listings (similar to Portland’s listings) are being printed out each month for each
VAC’s registry of volunteers.

These Florida VACs mail their information to Pensacola, sending copies of the
registrants’ application forms. The program’s funding compensates Pensacola for
the use of its staff and the computer time for the entry and the monthly reporting of
this data back to each participating VAC.

An aggregated statewide listing of all the registrants is also prepared quarterly
by this program. Administered in cooperation with the Florida Health and
Rehabilitative Services Department, these listings help the program make linkages
for refugees who are moving to other parts of the state, identify scarce skills not
available in one area but locatable elsewhere, and help make other connections of a
more regional or statewide nature. A protocol has been established among the VACs
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and the Florida HRS office so that no locally recruited volunteer can be contacted
without first obtaining the permission of the VAC of origin. Also, each registrant
must first explicitly approve of the listing of his or her information on the statewide
skillsbank or it will not be done.

Other uses.The computer system operated by the Pensacola VAC is also capable of
word processing and accounting functions. It, therefore, provides general adminis-
trative support to the office. For example, it can print copy in justified columns for
the VAC’s newsletter. It can produce ‘‘perfect’’ copies of status reports, generate
mailing labels for non-skillsbank purposes (and do this as a service for other area
nonprofits and even as a revenue producer), and reconcile the VAC’s checking account.
It’s a powerful little box.
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B. How do You Implement Your Own Information Processing System?

You have a starting point with the information provided in this manual. The designs for the four
example systems are in the ‘‘public domain.”’ You could copy the one you want note for note if you
wish, or piece together a system of your 6wn design from among the examples.

You may wish to get help from others in implementing your system, perhaps through a cooperative
or contractual arrangment with one of the participating VACs listed in the Preface of this manual or by
contracting for on-site consulting services with VOLUNTEER: The National Center for Citizen
Involvement.

Your own judgment, however, is what counts most. You will be selecting a system that most closely
fits the purposes of your skillsbank and uses the resources you have at your disposal. No doubt, you
will also think ahead and design your system so that it can be up-graded as demands on your skillsbank
increase and you have access to (or can then justify the application of) additional resources.

Remember the previous discussion in Chapter Seven concerning ‘‘innovation’’? Well, the imple-
mentation of the skillsbank information processing system involves the same principles. You initiate
your system at whatever level you can successfully do it, you convincingly demonstrate its capabilities
and potentials to those users and benefactors who could help you improve the system to its next level
of performance, and then you plan with them the actual proposal request that will launch that next
stage of development.

In practical terms, most new skillsbanks will start with one of the manual designs: Examples One
and Two. That will be your system for at least one year. It will take that long to gain the day-to-day
experience you need to know what you want a more sophisticated system to do and to marshal the
resources to make it happen. For one thing, you may find that the demands on your skillsbank can be
fully met by a manual system, and only minor refinements are necessary.

Conversion of your skillsbank from one system to another will disrupt the registrants if they must
respond to a whole new set of forms and interviews. Avoid this by designing your initial data base so
that it incorporates the information you expect to gather when your system grows. Another approach
is to time the introduction of the new system with the annual re-registration of the skillsbank registrants.

Thus, implementation of the skillsbank information processing system must be thought of as an
on-going activity. You will always follow a cycle of initiating, testing, refining, and again initiating.
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C. A Few Words About Computers

The application of computer technology by small community organizations is a subject worthy of
its own manual. A few words of advice here, however, will help you consider computers as an informa-
tion processing alternative to your skillsbank.

First, you must really want to make the jump to computers. As with any innovative step, you must
be prepared to enter a period of adjustment, where your daily way of doing things will undergo
change, perhaps of a dramatic nature. Your reasons for the move must also be sound and agreed upon
by those affected. For example, you may want to use the computer to reestablish your organization on-
to a more productive foundation, and/or you may wish to better educate and train yourself and your
staff to deal with the new communication technologies that are impacting all of society.

Second, you must be able to afford the financial investment. A computer is a financially worth-
while alternative only if at least one of the following apply:

* You can use or obtain a computer for free or at a cost that you can manage without
going after additional funding.

¢ Someone is willing to provide the needed funds or your skillsbank users are ready to
pay the necessary fees to support the computer (for example, a corporation which
will pay to have its employees skillsbanked by you).

® You have a variety of other uses lined up for the computer (for example, word pro-
cessing, financial accounting, mailing label generation, statistical analyses) that
together justify the computer’s cost or will provide sufficient outside revenue from
others.

* You and a number of other organizations can join together to commonly support
and use the computer.

¢ You want the experience of working with a computer and are willing to take the risk
that financial paybacks will come soon enough to justify the investment.

Third, you need an entrepreneurial attitude. This involves achieving a balance between the com-
puter options available to you and the amount and kinds of jobs you will be using a computer for. For
example, buying your own computer may initially appear more costly, but if that ownership means you
can now provide computing services to others and receive a fee in return, then you may actually be in
the position to generate revenue from your computer investment. On the other hand, if you perceive
the uses of the computer to be limited for the time being and some computer source (a university or
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~ corporation, for example) is offering you a reasonable financial arrangement, you may wish to get
your feet wet using someone else’s computer for awhile.

These are some points to consider when deciding to buy your own or use someone else’s computer:

Part of the reason for ‘‘going computer’’ is to learn how that technology really works. If you will
be using someone else’s equipment, try to arrange to have ‘‘hands-on’’ involvement with at least some
of the tasks. For example, you could handle the data entry (using a terminal to type in the registrant in-
formation for the skillsbank). If the computer is a small one (it may even be an advanced word process-
ing system), ask to be trained to operate the sorting and other information processing routines that
organize your registrant data into alphabetical order, skill indexes, and so forth. You will be saving
that computer owner staff time in the process; the trick is to satisfy their concern about safeguarding
their equipment and the information on their other files. These are concerns that can readily be dealt
with if you have good rapport with that owner.

When putting your information on someone else’s computer, be sure that you are not left
vulnerable to their problems or limitations. You will need assurances that your skillsbank reports (if
you go for a ‘‘batch process’’ approach) will be produced on time according to agreed upon specifica-
tions. If you want an ‘‘on-line’’ hook up, you should be aware of their frequency of ‘‘down-time”’
when the computer is temporarily not working or is being totally used by others. Also, there is often a
great deal of difference in the speed at which some of these on-line hook-ups perform. Watch them in
action as they are being used by others and see if it takes a couple seconds or several minutes to res-
pond to questions being asked of it by an outside terminal. These speeds are affected by the number of
users on the computer at any one time of day you will mostly likely be on the computer.

There should be no reason to develop from scratch the computer software needed to run your
skillsbank reports or on-line inquiries. Software packages that come with almost all computers can
already handle a good deal of the requirements for a skillsbank. A skillsbank, afterall, is very much
like an inventory job, the software for which exists everywhere. What’s needed, then, is the customiza-
tion of some existing software. The Pensacola VAC’s customizing of an existing $300 software
package, for example, cost $1,200—the total cost, then, being $1,500. These are costs, too, that can be
reduced or otherwise covered by a bit of entrepreneurship. The fees earned by Pensacola’s computer
(for a statewide refugee assistance project) paid for its software customization. Customization of soft-
ware can also be arranged with a programmer in exchange for computer time, as a class assignment for
a college intern, or by friends, spouses, your own skillsbank registrants, and others who can and would
volunteer their time.

Buying a computer is not as financially scary for a small nonprofit as you might initially think.
First, the purchase price for a good system and a basic software package can be under $5,000. This, of
course, is a large figure, but as with any equipment purchase, it can be made in installments for usually
up to five years. This manual will not attempt to detail the financial arrangements which can be made
for a computer purchase—your local computer store can do that—but if you expect to spend anything
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over $1,500 over the next year for your skillsbank information processing requirements (card box,
keysort, or fees paid to someone else’s computer) it is probably cheaper to buy your own computer. If
you plan to use that computer for your organization’s other needs (mailing labels, word processing,
financial recordkeeping, statistical analyses), then the computer becomes even more financially attrac-
tive. And, if you perform fees-for-service work for others (such as doing their mailing labels) then the
computer may actually generate a return in excess of your monthly installments.

Which computer to buy, of course, is a difficult choice. With the proliferation of computer stores
throughout the country, almost every community has easy access to a range of computers and com-
puter services that fit your needs and finances. When you shop, compare the following points.

Cost comparisons are important, of course. But be sure you are comparing all the costs—for the
equipment, installation, training, software, servicing charges, and financing.

System capabilities: again, this is not the place to provide a ““Consumer Reports’’ piece on buying
computer equipment, but with a friend in tow who knows computers, compare:

¢ The memory size of the system. Memory is the space the computer uses to handle the
software programs that run a skillsbank’s reports, mailing labels, and other jobs. It
can be thought of as the computer’s ‘‘scratch pad.’”” Memory size is expressed as
“16K,”” ““32K,” “‘48K,’’ and so forth. (The *‘K’’ refers to thousands of ‘‘bytes,”’ a
byte being equivalent to a typed character.) The Pensacola VAC’s computer uses a
48K processor. Smaller memory sizes begin to limit the range of sorting, reporting,
and other organizing of your skillsbank information that you will normally want.
What you should do, then, is identify the software that you need now; its memory
requirements will define the size of the processor.

e The ‘‘storage’’ capability of the system. Computer storage refers to the manner
which your skillsbank’s registrant information is recorded and held for use by the
computer. This can be done on magnetic tape (cassettes for small computers), floppy
disks (5.25 or 8 inch), and hard disks (fixed disks not removable from the computer
and drum-like disks which are removable). Using cassettes is not recommended for a
skillsbank because this medium is extremely slow. They work like a music tape,
where, if you want to find your favorite selection, you have to play the whole tape,
going through one song after another, until you get to the one you want.

Floppy disks (which look like a 45 record enclosed in a paper sleeve and are in-
serted into slots called disk drives) enable you to go directly to the part of the disk
where the information you want is located. This is called ‘‘random access’’ and is
very much faster than the sequentiai access of the tape cassette. A floppy disk
typically holds from 80K to 600K (80,000 to 600,000 characters). This means that
about 300 to 1,000 registrants could be held on one disk (depending on the amount
of information you wanted on each person). When your skillsbank is of a larger size,
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additional disks can hold the information. There is no upper limit; but the time re-
quired to search through more than one disk for a skillsbank match will slow you
down. Other jobs, such as alphabetizing the names contained on several disks will be
a real headache. Pensacola has an 8-inch floppy disk system, but it is converting this
year to a hard disk system.

Hard disks provide the same random access to data as do the floppies, but they
can hold anywhere from 10 times to 1000 times and more of the data than floppies.
This means that your searches and other jobs can be done in one operation. Hard
disks also have a more sophisticated way of locating data, and are thus 10 to 30 times
faster than floppies. Fixed hard disks (of a type referred to as ‘“Winchester’’ disks)
are much less expensive than comparable removable ones; they are also less likely to
be damaged from use because they are sealed from dust, and they have a
sophisticated internal error checking capability. The only real advantage of
removable disks is that when they do fill with data, another can be inserted. Fixed
disks, however, typically have much more storage space to begin with, so they do not
fill up nearly as fast. Also, the information on them can be copied and stored onto
floppy disks to free-up more space on the hard disk and to provide a back-up copy to
protect against any accidental loss of information.

The speed and versatility of the computer’s processing system. The processor is the
part of the computer that does the ‘‘thinking’’—it handles the instructions written in
the software that then run the reports, labels, etc. Speed is expressed in many ways,
but probably the best measure is the term Million Instructions Per Second (M.I.P.S).
If the computer literature uses some other measure, such as ‘‘clock speed’’ (which is
defined in terms of Mega Hertz), ask for a conversion of this into M.I.P.S. and then
compare. Versatility is affected by a computer’s operating system (the way it inter-
prets the computer language used in a software program) and by the brand of micro-
processing ‘‘chips’’ used (for example, ‘“Z-80,” ““6502C,”’ etc.). Some operating
systems will not ‘‘understand’’ software programs written in certain languages; the
same applies to the kind of ‘‘chip’’ used. There are computers, however, which build
in two or three of the most widely used processing chip brands and are, therefore,
configured to work with the widest range of available software.

The upward expandability and compatibility of the system. Many small computers
are not capable of converting to hard disks or of adding on additional terminals
(multi-user systems). If you believe your use of the computer will increase in time,
you will want a system that can grow with you. This also applies to your software.
For example, some software packages that come with a computer may have an ex-
cellent way of recording and then reporting your skillsbank information by skills
category, but the package does not easily permit you to also produce mailing labels
from that file. Check to see, therefore, if the several functions of a software package
can be interrelated so that you do not have to reenter your basic file information for
each type of job.
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¢ The rapport you can establish with the computer vendor. Let’s face it, you need
someone you can trust, because half of the time (at least for the first year) you will
not really know how to best operate your system. You need a vendor who will listen
to your problems on the phone and help guide you through places where you are
stuck. You want someone who will give you the best advice about what is best for
you now and for later. You really need that vendor as a friend. If it means paying
some extra dollars at the start, it is probably going to be worth it if you get the
relationship you need for the long run.

For further guidance on computers, it is strongly recommended that you identify a local person
who has experience with more than one kind of small/ computer. (Those experienced only with the large
systems may well have a set of prejudices and working habits that are not useful in evaluating
microcomputers.) Familiarize this person with the reasons why you want a computer (put him or her
on your board, for example) and have him or her help you with the shopping and systems evaluation.
Be sure to visit small businesses and nonprofits who already have some experience with their own com-
puter, especially those using the brand of computer in which you are interested. Further information
on computers can be provided by Pat Saccomandi for a slight duplicating and handling charge (see
Chapter Ten for his address and telephone).

There is much to learn, but this is needed knowledge if community organizations are going to sur-
vive. Your agency could provide the leadership for your area.
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CHAPTER NINE

Person-to-Person Exchange Networks: Where
Does Skillsbanking End and Bartering Begin?

About the time that citizen volunteer skillsbanks were becoming recognized as an innovative and
needed way to enhance the capabilities of volunteer agencies to recruit and place volunteers, in-
dividual citizens and community organizations were becoming attracted to neighborhood-based,
small-scale barter networks as a way to increase resident self-help, and help alleviate the pressures of
high unemployment and a dwindling economy.

The staff of VOLUNTEER’s Barter Project and Citizen Volunteer Skillsbanks Project have
worked closely together during the past few years to play a pioneering role in keeping abreast of ex-
citing developments in both areas. The similarities and dissimilarities of the two approaches to meeting
community needs have become ever more visible, and on many occasions have confused those un-
familiar with the two. The purpose of this chapter is to introduce the reader to neighborhood barter
networks, and attempt to clarify the differences between them and the volunteer skillsbank approach.
Most important perhaps, is the hope that this introduction to barter networks, combined with the
detailed information on skillsbanks found in this manual, will excite readers with the possibility of in-
tegrating the two approaches into one community program, a program which can provide the sponsor-
ing organization with an opportunity to tap an often ignored pool of short-term, highly skilled
volunteers, and provide a needed service to all types of individual residents at the same time.

What follows is a brief introduction to neighborhood barter networks, followed by a discussion of
the differences and similarities between them and citizen volunteer skillsbanks, and finally, some tips
on integrating the two.
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A. Introduction to Barter Networks

Small-scale and community-oriented barter systems, sometimes known as “‘skills exchanges,”’
‘‘barter co-ops,’’ ‘‘barter clubs,’”’ and ‘‘resource exchange networks,”’ have begun to demonstrate
their ability to provide for increased individual and institutional mutual assistance in the areas of hous-
ing rehabilitation, transportation, minor home and appliance repair, tutoring, and other self-help ac-
tivities. Unlike commercial bartering and the exchange of services among professionals only,
neighborhood bartering taps the often wasted talents and resources of all members of the community.
They are a growing part of the vast number of resource networks utilized by many segments of the na-
tion’s population, such as large corporations; small businesses; federal, state and local governments;
groups of individuals (for example, the handicapped, the elderly, ‘‘singles,”” and ‘‘special interest’’
groups); professional associations; educators; and others. Many of these groups identify with the self-
help movement, and provide mutual assistance by sharing information, material resources, and
moral/emotional support. Neighborhood barter networks focus on the process of neighborly helping
and sharing which is often associated with these ‘‘natural helping’’ networks. These networks,
however, rarely incorporate the resources and expertise of the total community, something barter net-
works can do quite effectively.

According to The Barter Research Project, a six-month study commissioned by the University of
Wisconsin-Extension in 1978, neighborhood barter systems address ‘“. . .a continuing economic crisis
marked by high rates of un- and under-employment, a societal failure to utilize the skills and work
capacities of large numbers of people. . .the inability of private enterprise to generate jobs in either the
quantity or quality to satisfy the needs of those seeking work; and the need to explore other alterna-
tives as a means to people’s self-support. . .’’ The grassroots activity which began before this study was
commissioned, and flourished soon after its release, provides evidence of the potential of
neighborhood barter systems as innovative, practical, and viable mechanisms for identifying and
utilizing the often wasted talents of individual citizens, especially older adults and youth, and such
neighborhood institutions as churches, co-ops, schools, and public and private human services
organizations.

While barter systems have received increased media attention during the past few years, it is diffi-
cult even to approximate the number of operating networks in the U.S. Conservative estimates range
from 100 to 200. A more optimistic assessment would be several times that amount, with the growth of
a dozen or so per month. Because of their small scale and informality, they do not lend themselves to
an accurate count. Nonetheless, they appear to be increasing rapidly in number, sophistication, and
credibility.

Neighborhood barter systems represent the modifying of informal bartering, once typical of rural
communities, for application in the less personal, more complex environment of the small town and
big-city neighborhood.
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Typically, a barter network will be neighborhood-bound; that is, it will focus on a specific,
manageable target area that is defined by geographic or artificial (for example, cultural) boundaries.

It will include a diverse constituency representing a variety of age, ethnic, and income groups
possessing a variety of needs and skills.

It may include organizations, such as social service agencies, community organizations, churches,
co-ops, and occasionally small businesses as well as individuals.

It will be open to anyone in the community. Though membership dues, often solicited as support-
ing donations, may be required, amounts are nominal and rarely restrictive; a sliding scale for
membership dues may be used, or volunteer labor may be accepted in lieu of payment.

It may be incorporated as a nonprofit organization or, as is more often the case, sponsored by an
incorporated tax-exempt entity.

And in most cases, the neighborhood barter network will utilize a non-monetary exchange system
making possible the indirect exchange of services.

Users list the services they are willing to offer and this information is maintained in a central loca-
tion, on anything from a 3 X 5 card file to a home computer. Users with a certain need are referred to
others offering the service, and the individual swappers either exchange services (direct exchange) or
agree upon a “‘credit value’’ and use credit accounts to reflect the exchange (indirect exchange). For ex-
ample, user A and user B agree that a service to B is worth four credits (a credit is loosely equated to
one hour of work). Upon completion of the work, user A’s credit account receives an additional four
credits, while B’s account is debited the same amount.

Services most commonly exchanged include home maintenance and repair, such as painting, roof-
ing, minor electrical and plumbing services which are either unavailable or unaffordable to the con-
sumer; personal services, such as haircuts, home visits, and clothing repair; child care (babysitting);
small appliance and auto repair, such as fixing a loose wire or performing a minor tune-up; fuforing in
a wide variety of subjects, which may include resume writing, job-seeking, writing and verbal skills, or
job training; administrative services, such as typing, graphic design, composition, printing, editing,
loaning of meeting space, office equipment, or management assistance; and volunteer services by those
persons for whom a long-term placement is inconvenient but who are anxious to lend their services for
short-term projects.

One population group which has shown a strong interest in bartering is the elderly. More than a
few barter networks have grown out of, or have been developed by, organizations working with or for
seniors. There are a number of obvious reasons for this: 1) The elderly are an all too often neglected,
but growing, segment of our society—an invaluable resource we cannot afford to neglect. 2) Seniors
have in their possession years of experience in a wide variety of skills and subjects, making them a poten-

"al resource in these times of seemingly diminishing resources and increasing social needs. 3) They have

139



a variety of specific needs which are rarely met by existing social service programs or commercial enter-
prises. 4) There is an unsurprising desire, on the part of many seniors, to seek out alternatives to insti-
tutionalization to remain independent and in the home. Barter networks have demonstrated a capacity
to contribute greatly to tapping this resource and meeting the special needs of many older Americans.

One exceptionally successful barter program which serves the elderly but also involves people of
all ages is the Work Exchange (WE) in Milwaukee, Wisconsin. Over 800 people benefit from each
others’ skills through WE, which has as its motto, ‘‘Everyone has a talent someone else needs.”” WE
began in 1975 as a pilot program (The Elder Care Work Exchange) of Elder Line, Inc., an organization
concerned with transportation for seniors.

To promote the barter concept, in March 1976 WE obtained tax-exempt nonprofit corporation
status to serve as an independent organization focusing on a barter program. It is headed by Executive
Director Marian Wasierski, who is immediately responsible to the WE Board of Directors.

The Work Exchange selects its members through interviews. The interviewer obtains a description
of each member’s needs and the services each member can provide. WEoperates on an hours-of-service
basis. Telephone calls establish contact between the WE office and members. Calls are made to
“matchmake’’ workers and jobs. When members discover who to call, they communicate directly with
the member whose service they need. After the completion of a job, the worker calls the WE office and
WE records the hours worked for credit. WE participants can also exchange services directly.

The Work Exchange states its purpose as follows:
1) To improve the quality of life for non-institutionalized Milwaukee older adults.
2) To promote and support the independence of Milwaukee County older adults.

3) To provide safe, reliable minor home and personal maintenance assistance for Milwaukee
County older adults.

4) To provide for useful, needed activity for Milwaukee County older adults.

Services provided through WE include home care, social activities, minor home maintenance, per-
sonal services, transportation, and organizational maintenance. Swap Talk, the organization’s
newsletter, is a combination of general information, statements of specific needs and offers of services,
health services information, printed ‘‘thank-you’s’’ to those who have provided services, and poems
and messages submitted by WE members.

Recently, WE, which previously had only involved persons 18 years of age or older, expanded its

membership under a Youth Program to bring in people in the 14 to 17 age bracket. Through this pro-
gram, young people offer to run errands, visiting, yard work, prepare or deliver meals, do laundry,
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and housecleaning. Older people respond by returning visits, cooking, mending, babysitting, and
teaching a wide range of skills and interests. This intergenerational exchange is uniquely effective in
promoting the self-worth and self-respect of participants, and for building mutual respect and ap-
preciation between young and older members.

The evolution of Work Exchange, from a program working exclusively with older adults to an in-
dependent barter program involving people of all ages, is unique when compared to many barter
systems—but only in its evolution, not in its focus on the needs of the elderly. According to WE Direc-
tor Marian Wasierski, ‘‘The trend towards barter represents a positive shift in social service program-
ming, to where people’s needs are really served. Offering bartered services puts the sponsoring
organization in touch with what the needs are, and enables it to respond with local resources.”’ Dyanne
A. Simon, author of The Barter Book, adds, ‘‘Barter is not a panacea for all social ills, but the use of
direct, concrete exchange gives people a sense of control over their economic destiny. This is signifi-
cant for those groups divested of that control—the unemployed, those on welfare, teenagers, and the
elderly.”’

There are many variations and spin-off activities related to neighborhood barter systems. A grow-
ing number of barter networks are experimenting with skills directories, which provide neighborhood
residents with a listing of their neighbor’s skills, services, and materials (for example, tools) to share.
More tangible than an organization, and more convenient than a phone-in swap service, skills direc-
tories provide residents with a convenient alternative to the Yellow Pages, and show signs of yielding
increased exchanges, providing greater network visibility, and increasing membership growth.

The 1980-81 Skills Directory of the Community Energy Bank (CEB), a neighborhood barter net-
work in Eugene, Oregon (founded in 1977), is an easy to use, illustrated listing of over 300 services, in-
cluding members names, phone numbers, qualifications, a brief biographical sketch of each member,
and an extensive tools listing. The directory was produced almost completely by bartered services, and
according to Publication Coordinator Vicki Stea, has ‘‘responded to the imaginations of people, in
respect to those needs which can be met through barter and those services they can provide.”’

The directory was produced because CEB was having problems staffing the office and members
were frustrated because they didn’t know exactly what skills and services were in the office files. The
directory relieves the organization of the job of responding to most individual requests, enabling them
to focus on special problems and projects, such as sponsoring “‘barter workshops’’ in outlying areas.

The 56-page directory includes 22 major service headings, such as Business/Finance/Law,
Children/Teens, Clothing, Construction/Home Repair, Counseling, Food, Health, Labor/Odd Jobs,
Repair and Servicing, and Transportation. Subheadings include such services as animal sitting, legal
services, pottery, accounting, child care, carpentry, cooking and baking, preventative health care,
hauling/moving, music lessons, appliance and shoe. repair, and food preservation. Under each
subheading appears the names and phone numbers of members offering the service, along with de-
tailed information specific to each member, such as qualifications, involvement preferences (i.e.,
weekdays only or evenings only), and background. In a section titled, ‘“Tools, Resources, and
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Materials,”’ appears a list of approximately 150 items such as ‘“Truck (pickup, % ton),” ‘‘garden
space,’”’ ‘‘micro-computer,’’ ‘‘carpentry tools,’’ ‘‘sewing machine,”’ ‘‘camping gear,”’ ‘‘loom,’’ and
“‘electrical tools.”’

Institutionalized, well-staffed organizations like Work Exchange, and simpler projects like the
Community Energy Bank directory, represent two of the most popular approaches to stimulating
neighbor-to-neighbor service exchange. Some organizations combine the two, providing members with
an opportunity to exchange services directly (through a directory) or indirectly through a credit system. Pot
lucks, barter fairs, barter skills workshops, and other spinoff activities enhance the work of many barter
skills workshops, along with barter-based neighborhood improvement campaigns and apprenticeship/
tutoring programs.

B. Similarities and Differences

Citizen volunteer skillsbanks and neighborhood barter (resource exchange) networks, do share
certain strategies and goals, as the preceding introduction suggests. Both utilize a system for interview-
ing individuals and cataloging their skills, qualifications, availability, and related data. Both provide
individuals with an opportunity to provide their services to others on a short-term basis. And both pro-
vide participants with a rewarding experience. With skillsbanks, the short-term volunteer placement
provides the individual with an opportunity to serve a needy community organization and derive the
satisfaction, sense of accomplishment, and, in many cases, the learning experience related to their
volunteer placement. With the resource exchange or barter network, the participants provide their ser-
vices to organizations and other individuals, and obtain the same benefits as those cited above, with
the added benefits gained from receiving services in return.

The distinction between the two approaches is often muddled by semantic, or descriptive com-
plications. For example, the Volunteer Exchange Cooperative (VEC) in Oakland, California, is a
person-to-person barter network, but refers to its users as ‘‘volunteers,’’ many of whom are disabled
persons. SkillsBank in Ashland, Oregon, another person-to-person exchange network, does not refer
to its members’ activity as ‘‘barter.”’ However, if semantics are put aside, the differences between the
two approaches become clearer.

Citizen volunteer skillsbanks tap the skills and energies of targeted, technically skilled individuals
(for the most part), and provide them with an opprotunity to volunteer, on a short-term basis, with
organizations. Barter network participants are not necessarily ‘‘volunteers’’ in the traditional sense, in
that they are obtaining a service in return—something with translatable monetary value. Citizen
volunteer skillsbanks are typically sponsored by Voluntary Action Centers or similar volunteer recruit-
ment and referral agencies.

Barter networks are either independently incorporated organizations (or unincorporated,

autonomous informal groups), or are sponsored by an incorporated organization. Churches, senior
citizen centers, civic associations, and government agencies such as Community Action Programs are
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examples of the types of groups that see stimulating neighborhood bartering as compatible with their
goals.

Skillsbanks and barter networks vary in their community impact as well. Skillsbanks make their
greatest impact on the individual volunteers on the one hand, and user agencies on the other. The im-
pact of a barter network is more difficult to identify, because it is directed at separate, individual com-
munity residents.

C. Skillsbanks and Barter Networks: Bringing the Two Together

Despite some of their differences, skillsbanks and barter networks are quite compatible. The
“‘technology,’’ or the system of identifying and cataloging for easy access the skills and personal data
of individuals, is essentially the same. If a non-monetary credit system is introduced, however, a new
administrative and maintenance dimension is added. The recruitment “‘pitch’’ of offering individuals
an opportunity to share their talents with others, is also similar, though barter networks may make a
greater appeal to ‘‘saving money,”’ ‘‘meeting your neighbor,’’ or ‘‘increasing your self-sufficiency.”’

Kokua Service, a demonstration site of VOLUNTEER’s Citizen Volunteer Skillsbank Project, of-
fers its volunteers the opportunity to participate in their “‘service exchange’’ as well as their volunteer
skillsbank. Recruitment and registration for both programs occur only once, reducing considerably the
paperwork and staff time required (see brochure on following page).

The experiences of Kokua Service, other efforts to integrate skillsbanks and service exchange, and
the work of barter networks across the country, suggest that the following considerations be taken into
account when planning the establishment of a barter program as a spin off of volunteer recruitment or
referral activities:

1. How would a barter program enhance your existing activities? Would it detract or enhance
your image in the community? Would you consider it an appropriate way to attract new
volunteers?

2. Do you have the paid or volunteer staff to provide sufficient time to planning and design of the
program?

3. Does a barter program (either commercial or nonprofit) already exist in your service area? If
so, how successful are they? If not, has one ever been attempted and failed? Why has it failed?

Depending on your responses to these questions, a barter program may or may not be an appro-
priate complement to the work you are currently doing. Of primary importance is that you conduct ex-
tensive research by contacting existing resource exchange networks, and design a service exchange pro-
gram suitable to your needs and goals.
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VOLUNTEER will have available, by mid-1982, The Barter Handbook, a comprehensive manual
on neighborhood service exchange networks based on several years of working with these programs.
An information packet on barter exchange programs is presently available for $2.50 from: David
Tobin, VOLUNTEER: The National Center for Citizen Involvement, P.O. Box 4179, Boulder,
CO 80306.
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Chapter Ten

Where To Go For More Help

At this stage, you may feel that you would like to directly observe an operating skillsbank before
embarking on your own. Or perhaps you need some assistance on deciding which type of
skillsbank model is most appropriate for your organization in your particular community. Or you may

wish to ‘‘walk through’ your proposed system with someone who has a working knowledge of
skillsbanks.

If you do need advice or technical assistance, the people who participated in this demonstration
project can help you. However, a very important step should precede your contact with them: you
should read this manual carefully. Many of your questions may already be answered in the extensive
system descriptions and sample materials presented in the manual.

If you do decide to seek outside assistance, a variety of options are open to you. You may:
¢ Visit one of the operating skillsbanks listed in this chapter.

® Request on-site technical assistance from an individual appropriate for your group’s
needs and setting.

® Request assistance through telephone consultation.

¢ Sponsor a community workshop on skillsbank development, using one of more of
the individuals listed here as trainers.

If you would like help in deciding which individual or approach would be most effective for your

organization or community, or if you would just like to discuss your overall potential for a skillsbank,
you may contact:

Bobette Reigel Host

C.S. Mott Skillsbank Project Director

VOLUNTEER: The National Center for Citizen Involvement
P.O. Box 4179

Boulder, CO 80306

(303) 4470492
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The type of system (for example, manual, keysort, computer) employed by each participating
skillsbank is listed with each reference here. However, all of these individuals are generally familiar
with other types of systems, and can help you in a variety of approaches, or act as liaisons with people
working with other skillsbank systems. The following individuals are prepared to assist you in develop-

ing your own skillsbank.

Ileen Saporta
Barbara Rosales
Volunteers in Action
P.O. Box 904
Monterey, CA 93940
(408) 373-6177
(Manual System)

Judith W. Merritt
Volunteer Pensacola

1301 W. Government Street
Pensacola, FL 32501

(904) 438-5649

(On-Line Computer System)

George McGuire

Kokua Service

95 Mahalani Street
Wailuku, Maui, HI 96793
(808) 244-7405

(Manual—Includes Barter Exchange)

Karen Reid
Voluntary Action Center

202 E. Boulevard Drive, Room 330

Flint, MI 48503
(313) 767-0500

(Manual—Developing Computer

System)

Bonnie Templeton

Shirley Osipov

Voluntary Action Center
100 Livingston Ave.

New Brunswick, NJ 08901
(201) 249-8910

(Manual System)

Gini Smith

Voluntary Action Center
690 Coliseum Drive
Winston-Salem, NC 27106
(919) 724-7474

(Manual System)

Eleanor Ketchum

Chris Kolasinski
Voluntary Action Center
One Stranahan Square
Toledo, OH 43604

(419) 244-3063
(““Keysort”” Card System)

Phyllis Proppe
Virginia Yeaton
Volunteer Bureau
718 West Burnside
Portland, OR 97209
(503) 222-1355

Felix J. Rimberg

Voluntary Action Council

7 Benjamin Franklin Parkway
Philadelphia, PA 19103

(215) 568-6360

(Manual System)

Donna W. Moyer
Volunteer Knoxville

35 Market Square Mall
Knoxville, TN 37962
(615) 525-9964

- (“‘Keysort’’ Card System)

Betty Stallings

Margaret McClelland
Voluntary Action Center
519 Kottinger Drive
Pleasanton, CA 94566
(415) 462-3570

(Manual System)

(Batch Processing Computer System)
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These eleven participating skillsbanks utilize the following fee schedule for intensive or ongoing
skillsbank technical assistance:

® On-site technical assistance to agencies with $25/hour plus
budgets under $50,000 travel expenses
¢ On-site technical assistance to agencies $35/hour plus
with budgets over $50,000 travel expenses
* On-site technical assistance to Voluntary $25/hour plus
Action Centers and Volunteer Bureaus travel expenses
¢ Consulting and training to corporations $50/hour plus

travel expenses

® Training sessions and community workshops $50/hour plus
travel expenses

The author of this manual and the consultant who directly assisted in the development of the
skillsbanks participating in this project, is also available for on-site services at a fee which can be
negotiated with him. Pat Saccomandi has helped develop over 25 skillsbank systems of all kinds
throughout the U.S., and is currently specializing in the application of computer technology for the
skillsbank, management/financial systems, and other information processing needs of nonprofit
organizations and small businesses. You may reach him at:

Pat Saccomandi

4310 18th St. N.W.
Washington, D.C. 20011
(202) 223-6040
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Chapter Eleven

Conclusion

First and foremost, it is important to think of a skillsbank as an innovation. This means that it will
be a source of changes in the way you and the people you work with go about the business of con-
necting resources and needs in your community. As an innovation, the skillsbank also represents a
technology that we all still have much to learn about. The experiences of the Voluntary Action Centers
participating in this demonstration project are certainly useful, but the actual style and substance of
the skillsbank you help create for your community will be a unique form that is appropriate to your
particular setting.

Designing and implementing your skillsbank, therefore, is a dynamic affair, not a static thing that
you can visualize totally at the start and then just put the pieces in place along some predetermined
schedule. No, the skillsbank’s creation is more like that which occurs with the woodcarver who knows
how to follow the grain in the wood and how to incorporate its flaws and other accidents of composition
and texture as they are revealed with each new cut of the blade.

Hopefully, this manual has been successful in its attempt to give you the tools you need to carve
out your own skillsbank. With the Reservoir, Cooperative, and Integrated Model concepts, you have a
good sense of the functions that can be performed by a skillsbank. The descriptions of the Flint, Knoxville,
Portland, and Pensacola VACs’ systems illustrate how many of those functions take shape in the real
world. The outlining of the nuts and bolts aspects of recruitment, intake, referral, and follow-up give
you a handle on how the day-to-day operations of your own system would be structured. And finally,
the discussion on the process of innovation itself will hopefully lead you to the development of strategies
for your skillsbank to grow naturally and attain the support and participation of all those for whom it
is intended to benefit.
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