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BACKGROUND

“Volunteer managers are key players on the
volunteering stage. It is they who recruit,
train and support the volunteers, and enable
them to deliver myriad services to countless
thousands of people. Less tangibly, they can
create the environment in which volunteering
can flourish and expand.™

There are approximately 141,000 regis-
tered voluntary and community organisations
in the UK, with over 3 million volunteer staff
contributing in excess of 90 million hours of
time each year’.

Since the appointment of the first volun-
tary services organisers and co-ordinators in
the early 1960s, the management of volun-
teers has become increasingly formalised, with
over 80% of UK volunteer-involving organi-
sations having a volunteer manager’.

However, the 1997 National Survey of
Volunteering found that 71% of respondents
agreed that “things could be better organ-
ised,” and a third of respondents “sometimes
got bored or lost interest.” Volunteer man-
agers clearly have the leverage to use the
resources of volunteer staff more effectively,
to help volunteers meet their individual moti-
vations for volunteering, and to retain the ser-
vices of volunteers at a time when high levels
of employment and government schemes like
the New Deal are making it more difficult to
recruit and retain volunteers.

The Voluntary Sector National Training

Organisation (VSNTO), the organisation
responsible for ensuring the availability of
appropriate training and qualifications for all
those who work in the voluntary sector in the
four nations of the UK, identified that three
quarters of voluntary organisations needed to
improve their management skills’. VSNTO
has therefore made the development of
National Occupational Standards® and rele-
vant qualifications for those who manage vol-
unteers one of its three priority areas for
development (together with fundraising and
trustees).

In January 2002, VSNTO appointed The
Management Standards Consultancy to
research an occupational and functional map
for the recruitment and management of vol-
unteers, and to develop appropriate National
Occupational Standards and qualifications
(see Figure 1). Using a wide range of research
techniques (desk and Internet research, tech-
nical working groups, focus groups, struc-
tured interviews, and postal/e-mail question-
naires), our first job was to identify the
nature of management in the voluntary sector
and define the role and functions of volunteer
managers.

The Distinctive Nature of

Management in the Voluntary Sector
Although the voluntary sector is so diverse,

it is possible to make some broad generalisa-

tions about what makes the sector distinctive
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effectively involved in the decisions affecting
the organisation.

Working with volunteers can be more risky
than working with paid staff in a number of
ways. The same legal and professional safe-
guards are not in place (apart from health and
safety legislation). There is no contract of
employment, and so there is limited legal
redress in the event of a gross breach of con-
duct or other misdemeanour by the volun-
teer, or if the volunteer leaves without notice,
seriously jeopardising their clients. Volunteers
may not have the same professional qualifica-
tions or work to the same professional codes
of ethics as their paid colleagues. To minimise
the exposure, volunteer managers need to
ensure that volunteering agreements, codes of
practice, and custom-made disciplinary and
grievance procedures are in place.

In the voluntary sector, partnership work-
ing, as opposed to competitive activity, is the
norm. This is partly a function of the sectors
in which voluntary organisations work, (such
as health or social care with the need to pro-
vide integrated services for clients), partly a
funding imperative (not having enough cash
to do everything), and partly a result of Gov-
ernment policy promoting partnership work-
ing, particularly at local community level.

While there are as many organisational
structures as there are organisations in the
voluntary sector, it is fair to say that, apart
from the very large charities, they have flat
structures, i.e. managers have a very broad
span of control, a wide variety of responsibili-
ties to meet, and little opportunity for career
progression within the same organisation. All
these factors provide challenges to volunteer
managers, as does the need to work with
management committees, most of the mem-
bers of which will be volunteers themselves,
often with a limited grasp of the day-to-day
exigencies of delivering services.

THE ROLE AND FUNCTIONS OF
VOLUNTEER MANAGERS

Since the first appointment of volunteer
co-ordinators in the UK in the 1960s, the
role of volunteer management has increased
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dramatically due to the increase in numbers
of volunteers, the greater complexity of the
functions volunteers carry out, the heavier
demands of legislation, and the greater
accountability demanded by project funders.
The role now includes formalised recruit-
ment, selection, vetting and induction proce-
dures, appropriate deployment of volunteers
to tasks, and the provision of support, train-
ing and development and mentoring to vol-
unteers on personal and career matters.

Of the 550,000 employees working for
general charities in the UK, approximately
112,000 (20%) are in management
positions’. With 3 million volunteers this
gives a ratio of volunteers to managers of
27:1, but only a proportion of these are vol-
unteer managers. It is not unusual to find
that one volunteer manager is responsible for
well over 100 volunteers. When the volun-
teer-involving organisations in the public and
private sectors are also taken into account, the
number of paid volunteer managers in the
UK is estimated to be in excess of 100,000.
There are no statistics to indicate how many
unpaid volunteer managers there are, but the
number could easily double to nearly a quar-
ter of a million. However, not all of these will
adopt the same formal management tech-
niques.

In a small organisation, one person, per-
haps a volunteer herself or himself, may run
the whole show, getting the funding, recruit-
ing and managing the volunteers, supervising
service delivery, and keeping the accounts. As
a delegate at one of the focus groups said: “In
a small agency, the volunteer manager might
do anything from changing the spark plugs
on the van to making a lottery bid applica-
tion, then meeting the Queen...and all in
one day.” The time that can be spent on for-
mal volunteer management will be minimal.

In a larger organisation, the volunteer
manager’s role may be more closely defined,
and indeed there may be layers of manage-
ment with voluntary “volunteer leaders”
working closely with a small team, reporting
to a volunteer manager who is responsible for
recruitment, resourcing and rostering, who in
turn reports to a regional manager or senior
manager with more of a strategic responsibili-






tional Map” of Managing Volunteers® — for
which Units of National Occupational Stan-
dards would need to be developed.

National Occupational Standards for
Managing Volunteers

The National Occupational Standards for
Managing Volunteers describe the standards
of performance volunteer managers should
achieve when they are carrying out their work
and the knowledge and skills they need to
perform competently.

We developed these National Occupational
Standards through focus groups with volun-
teer managers and their bosses, helping them
to articulate what competent performance of
each function/activity looks like. With such a

diverse sector, we found a rich variety of
approaches which we tried to encapsulate
within draft Units of National Occupational
Standards. These draft Units were piloted by
individual managers to test whether they
accurately described the performance expect-
ed of them and the knowledge and skills
required. A technical working group of vol-
unteer managers, trainers, and representa-
tives from umbrella organisations helped us
to resolve areas of conflicting feedback from
the pilot and develop a standard form of
expression for the Units.
Each Unit comprises:
* Unit Title
* Introduction — describing what the unit
is about, who it is for, how it relates to

Figure 3: An Example of a Unit of National Occupational Standards
B1 | CHAMPION VOLUNTEERING WITHIN voun ORGANISATION '

Introductlon

As a:volunteer manager, you may well find that it. falls to you to act as the “champlon for volunteenng
within your organisation. To do this effectively, you need to help key people such as trustees and commit-
tee members, managers, and employee representatives: understand the role of volunteers and the contri-
bution they can make to.achieving your organisation’s goals. You also need to help other members of
your organisation, particularly staff and other volunteers, understand their responsnblllty to support volun-
teers and how they can do this effectively. You may also need to take very practical steps o try to im-
iprove ‘'youriorganisation’s structures, policies, and practlces if these are preventlng vo!unteers from mak-
ing their full contribution..

:To champlon volunteerlng within your organlsation, you need to:

¢ B1.1 Promote volunteenng fo key people in your organisation

+ B1.2 Help members of your organisation support volunteers

¢ B1.3 Identify and reduce barriers to. volunteering in your organisation.

This unit links Closely'with unit B2 Involve, motivate, and retain volunteers which is about promoting vol-
unteering to the volunteers themselves and with unit B3 Develop relationships with:individuals and or- -
ganisations that can support your volunteering strategy which covers working wnth extemal organisations
that can support your volunteenng work.

-Th:s is.an optlonal umt |n Vo!unteer Management NVQs and SVQs at !evel 4.

PERFORMANCE STANDARDS

B1.1 Promote volunteering to key people in your organisation
To perform to the standard you need to:
* identify the role of volunteers within your organisation’s strategies and plans

* communicate the role of volunteers and the contribution they can make to the organisation’s goals to
key people in your organisation in ways that gain their understanding, enthusiasm, and support

« identify, quantify, and communicate the contribution that volunteers make to your organisation’s goals.
B1.2  Help members of your organisation support volunteers

To perform to the standard you need to:

¢ help members of your organisation

¢ understand their attitudes to volunteers and the reasons for these attitudes

« think creatively about how volunteers can make effective contributions

» adopt attitudes that support volunteers in making effective contributions

» communicate clearly to members of your organisation the roles and responsibilities of volunteers and
their roles and responsibilities in supporting volunteers

« provide appropriate opportunities for members of your organisation to develop the competences they
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The Management Standards Consultancy for
the UK’s Voluntary Sector National Training
Organisation during 2002 and 2003. For full
details of this work, refer to A Standards
Framework for Managing Volunteers: A Report
to the Voluntary Sector National Training
Organisation, The Management Standards
Consultancy, 2002 and National Occupational
Standards for Managing Volunteers, Voluntary
Sector National Training Organisation, 2003,
both downloadable from www.voluntarysec-

torskills.org.uk.
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