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In the New Economy, success is the fusion of ideas and technology. 1 

Information technology, cyberspace, portals, virtual volunteering, and Internet recruitment 
are the focus of this issue of The journal Technology has become the new tool for managers of 
volunteers, yet we are only beginning to explore its potential. 1 

lnfonnation and Communications Technology: Navigating Change recognizes that managers 
of volunteers have traditionally been hands-on administrators but the experience and knowl
edge they brought to the job may no longer be the skills they need to use the new tool of 
technology. Based on Canadian volunteer organizations, the study explores the factors that 
influence the use of information and communication technology in volunteer administration 
and makes recommendations for creating a "supportive climate." The second study, by 
O'Rourke and Baldwin, looks at the success of an Internet matching service to assist potential 
volunteers in their search for suitable volunteer opportunities, and to assist nonprofits in 
expanding their reach to recruit new, diverse volunteers. These two studies hint at the dichoto
my that exists between the attitude and comfort of managers of volunteers and the attitudes 
and comfort of increasing numbers of volunteers. 

Brian Cugelman, the architect of the World Volunteer Web for the United Nations Volun
teers program, guides readers through the resources available at this global portal. He highlights 
promotional tools that can be downloaded and invites managers of volunteers to share their 
expertise with a larger global network. Jayne Cravens, Online Volunteer Specialist with the 
United Nations Volunteers program, shares her insights about the challenges of cultural 
differences and language as online volunteering transcends global borders. The last technology 
article, by Lori Gotlieb, promotes the advantages of online volunteering and shares practical 
steps for getting started. 

The last four articles offer insights and recommendations on three important topics for 
organizations that engage volunteers. Connie Pirtle and Steve McCurley look at legal and 
management implications of allowing employees to volunteer in their own workplace. Review
ing Partnerships provides a tool for analyzing and improving profit-nonprofit relationships. 
The final article, by Schmiesing, discusses the effects of unresolved conflict on organizational 
reputation, and offers suggestions for managing negative conflict. 

The authors in this issue are colleagues from four countries-two continents. Just as cyber
space has the power to link us across borders, The journal is excited with this opportunity to 
bring together an international group of researchers, information technology specialists, and 
practitioners to spark a fusion of ideas and technology. 

Mary V. Merrill, Editor 

1Chester, E. (2002). Employing Generation Why? Lakewood, Colorado: Tucker House Books 
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Research 
• Infonnation and Communications Technology: Navigating Technological Change and 

Changing Reuitionships in Volunteer Administration 
Yvonne Harrison, University of Victoria, British Columbia, Canada 
Vic Murray, University of Victoria, British Columbia, Canada 
The introduction of Information and Communications Technology (ICT) into the nonprofit sector is 
thought to be helpful to NPOs in finding new ways to meet their missions, but it does, at the same time, 
present significant challenges (Brock, 2002; Schneider, 2003). For example, little is known about the types 
of applications, and to what extent these applications are used, in volunteer program work. Nor is much 
known about what factors influence ICT decisions and in what ways ICT applications should be managed 
for success. Drawing from the literature and our research on ICT use in Canadian volunteer organizations, 
this anicle argues that if volunteer programs are going to be successful users of modern ICT, then greater 
emphasis must be placed on understanding its uses and the factors that influence its effectiveness in volun
teer program work. 

• How the Internet has Changed Volunteering: Findings from a VolunteerMatch 
User Study 
Molly O'Rourke, Peter D. Hart Research Associates, Inc., Washington, D. C. 
Greg Baldwin, VolunteerMatch, San Francisco, California 
In December 2003, Peter D. Hart Research Associates conducted an evaluative survey on behalf ofVolun
teerMatch to better understand how its use of the Internet has changed the process and experience of vol
unteering for its community of active users. The study highlights the successful use of Volunteer Match 
among both nonprofits and volunteers while providing strong evidence of the power of the Internet to 
shape the volunteer sector. 

• lour Goau, Global Campaigns and Internet Technology 
Brian Cugelman, United Nations Volunteers, Bonn, Germany 
This article examines how International Volunteer Day (IVD), celebrated every 5 December, can help 
organizations reach their goals in a creative and efficient way. Through the WorldVolunteerWeb.org 
volunteering portal, campaigners and volunteer managers can download all the tools they need to get 
their campaigns moving. This article provides highlights of the IVD 2003 campaign, and glimpses into 
campaign 2004. It examines some of the ways IVD activities and participation can strengthen the work 
of organizations by providing a platform to network and a public forum to honor outstanding volunteers. 
Mandated to provide the global volunteering community with resources, the article highlights key services 
and resources on the WorldVolunteerWeb.org, and proposes ways organizations and volunteer managers 
may use the volunteering portal to share their expertise with a large global network. 

• Challenges of International Online Volunteering: Re-Learning 'Words, 
Transcending Boundaries 

Jayne Cravens, United Nations Volunteers, Bonn, Germany 
With the permeation of cyberspace, it is difficult for even the smallest of volunteer programs anywhere to 
think of itself as only local-any volunteer manager with an Internet connection will interact internation
ally in some way eventually, if not regularly. However, there are substantial cultural differences throughout 
the world that may cause discrepancies in how volunteerism is talked about. These differences can make it 
difficult for volunteer managers in "the West" to engage effectively with people in "the South." Being 
aware of these differences can help all volunteer managers more easily transcend country boundaries, and, 
to be better communicators in every aspect, locally and globally. 
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• Virtual Volunteering: Get Involved by Getting Online 
Lori Gotlieb, Eva' Initiatives, Toronto, Ontario 
Virtual Volunteering is a growing field, and our way of thinking of the traditional volunteer needs to shift 
with the times. Virtual Volunteering can extend the resources of agencies by enlisting help from people 
who otherwise could not help. To use the phrase of "thinking outside the box," Virtual Volunteering is a 
perfect opportunity to get involved by adding a new dimension to volunteer programs. 

• Utilizing Employees as Volunteers 
Connie Pirtle, Washington, D. C 
When employees volunteer in their own workplace, it blurs the lines (factually and perceptually) between 
employment and voluntary engagement. It can become very difficult to distinguish between what employ
ees do for salary and what they do voluntarily. This article looks at the legal and management implications 
of allowing staff to volunteer within the same organizational structure. 

• Management Implications of Staff Who Volunteer 
Steve McCurley, VM Systems, Olympia, Washington 
Building on the discussion of legal and management issues raised by Pirtle in "Using Employees as Volun
teers," this article addresses a range of management implications for engaging employees as volunteers 
within the organization where they work. The author raises additional concerns and considerations for 
managers of volunteers. 

• Reviewing Partnerships: A Developmental Perspective of Profit-Nonprofit 
Partnerships 
Lucas Meijs, Erasmus University Rotterdam, The Netherlands 
Judith M van der voort, Erasmus University Rotterdam, The Netherlands 
Nonprofit organizations face increasing pressure to develop partnerships with businesses. Professional 
volunteer administrators must be able to cultivate corporate volunteering arrangements into better partner
ships. A partnership can be improved either by becoming more integrative or by incorporating more 
exchanges. To help volunteer administrators who are currently engaged in such endeavors, we present an 
instrument for analyzing existing partnerships. This tool has at least five applications: I) the analysis of 
existing partnerships maintained by a nonprofit organization with the business sector; 2) support for deci
sion processes concerning the selection of potential partners; 3) the preparation of transactional agreements 
regarding money, means, manpower, mass, and media; 4) the discussion of future directions for specific 
partnerships; 5) the facilitation of cost-benefit assessments. 

• Strengthening Organiza.tional Goodwill through Effective Volunteer Conflict 
Management 
Ryan J. Schmiesing, The Ohio State University, Columbus, Ohio 
Conflict is inevitable where people and ideas come together, including nonprofit organizations engaging 
volunteers serving in local communities. Conflict, while potentially constructive, can also be tremendously 
destructive for organizations. Failing to manage conflict damages an organization's reputation and leads to 
a potential decrease in volunteers, service recipients, donors, community support, and program partner
ships. An organization's reputation and ability to fulfill its mission is at stake as nonprofits rely heavily on 
face-to-face interaction to recruit volunteers, solicit donors, meet clientele needs, and build new partner
ships. This article explores ongoing negative conflict, including sources, impact, and potential solutions, as 
a risk that must be managed by volunteer administrators to help insure that the organization maintains a 
positive reputation in the community. 

THE JOURNAL OF VOLUNTEER ADMINISTRATION 3 
Volume 22, Number 3, 2004 



Information and Communications Technolow-: 
Navigating Technological Change and Changing 

Relationships in Volunteer Aclministration 
Yvonne Harrison, University of Victoria, British Columbia, Canada 

Vic Murray, University of Victoria, British Columbia, Canada 

For volunteer administrators who scan the 
more popular nonprofit technology Web sites, 
such as Tech Soup or Charity Village, 1 the 
number of applications for modern informa
tion and communications technology (I CT) 
may seem overwhelming and confusing. 

Some examples of the areas where I CT is 
being used in nonprofit work include capaci
ty building and policy development (Govern
ment of Canada, 1999; Nonprofits Policy 
and Technology Project, 1998); advocacy 
(Mcinerney, 2004); fundraising Oohnson, 
1999; Warwick, Hart & Allen, 2002); philan
thropy (Blau, 200l);volunteer recruitment 
and management (Ipsos Reid, 2001; Murray 
& Harrison, 2002a); volunteering (Cravens, 
2000; Murray & Harrison, 2002b; Virtual 
Volunteer Project, 2001); community devel
opment (Seedco, 2002); and management 
education (Cargo, 2000) just to name a few. 

While the introduction of ICT into the 
nonprofit sector is thought to be helpful to 
nonprofit organizations (NPOs) in finding 
new ways to meet their missions, it does, at 
the same time, present significant challenges 
(Brock, 2002; Schneider, 2003). For example, 
little is known about the types of applica
tions, and to what extent these applications 
are used, in volunteer program work. Nor is 
much known about what factors influence 

ICT decisions and in what ways ICT 
applications should be managed for success. 

Drawing from the literature and our 
research on ICT use in Canadian volunteer 
organizations, this article argues that if volun
teer programs are going to be successful users 
of modern ICT, then greater emphasis must 
be placed on understanding its uses and the 
factors that influence its effectiveness in vol
unteer program work. Our argument will be 
built around the following questions: 
1. What is information and communications 

technology? 
2. How significant is it? 
3. What are the common types of ICT appli

cations in volunteer programs and to what 
extent are they used? 

4. What factors influence the use ofICT 
applications in volunteer administration? 

5 So what? How can volunteer administra
tors create a supportive climate for ICT? 

1. WHAT IS INFORMATION AND 
COMMUNICATIONS TECHNOLOGY? 

I CT is a combination of three modern 
electronic components: computer hardware, 
software applications, and the Internet. Like 
the manufacturers that produce them, each 
of these components plays a different role in 
processing information and facilitating com-

Yvonne Harrison is a PhD Candidate in the School of Public Administration at the University of Victoria. She has conducted two 
national research studies exploring the impact of information and communications technology (ICT) on volunteering and the 
management of volunteer resources in Canadian nonprofit organizations. Yvonne is the author of several research reports, journal 
articles, and papers on ICT use in volunteering, volunteer administration, and e-government management challenges. 
Vic Murray is currently Adjunct Professor in the School of Public Administration at the University of Victoria. Until 1995, he was 
Director of the Voluntary Sector Management Program in the Schulich School of Business at York University, Toronto. He is the 
author of over 100 books, articles and papers in the fields of organizational behaviour and nonprofit management. Currently he 
is the Director of the Voluntary Sector Knowledge Network (www.vskn.ca), a web-based service providing information on a wide 
range of issues related to the management of nonprofit organizations. 
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munications. For example, computers store, 
microchips process, and networks make possi
ble the transmission of information within a 
social environment. While each of these com
ponents has a separate and unique function, 
they work in concert to form what is known 
as the electronic information and communi
cations technology system ( Clarke, 2001). 

Like other types of technology that have 
come before them, I CTs can be thought of 
as a set of tools to achieve specific goals, a 
"means to an end" approach (Richter, 1982, 
pg. 8). But technology should also be thought 
of in terms of the knowledge and know-how 
to achieve specific objectives (Richter, 1982, 
pp. 7). In thinking about technology in these 
two ways, it is not hard to imagine different 
types of technology that have been used at 
different points in time by organizations to 
conduct their work and achieve their objec
tives. In fact, organizations, like societies, 
have long been described and characterized 
on "the basis of their knowledge and the tech
nologies available to them" (Richter, 1982, 
p. 20). For example, machine technologies 
characterized the industrial era, and I CT has 
spawned what we now call the information 
age. 

Originally, computers were used as 
machines for doing a lot of routine work 
faster and better, such as keeping records and 
sending out bills. Then it was realized that 
their vastly superior information-processing 
capacity could be used for making important 
management decisions. However, with the 
relatively recent advent of the Internet and 
web-based technologies, it has become an 
important means to facilitate different kinds 
of work (e.g., e-commerce, e-business and 
e-government) as well as in building and sus
taining relationships between people (Check
land & Holwell, 1998; Warren & Weschler, 
1999). 

Based on our review of the literature and 
our research into how volunteer programs are 
making use ofICT, we therefore want to sep
arate our discussion of I CT into two compo
nents: 
1. ICT that is used primarily for the purpose 

of "doing for," that is, it is used to carry 
out specific tasks more efficiently or effec-
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tively (e.g., recruitment of volunteers, 
fund-raising) to aid or benefit the volun
tary organization in meeting its mission. 

2. ICT that is used primarily for the purpose 
of "doing with," that is, it is used to build 
and manage relationships to increase trust, 
develop mutual respect, improve motiva
tion and build teams (e.g. e-mail that 
provides volunteer recognition, online 
newsletters and Web sites that host discus
sion forums). 

2. HOW SIGNIFICANT IS IT? 
In Canada, the authors of this article car

ried out several surveys of volunteer adminis
trators between 2001 (n=494) and 2003 
(n=462)2 asking them questions about how 
much access they had to ICT components in 
their volunteer programs. The data for this 
paper comes from three different respondent 
groups. The first group, the "2001 local 
group," consisted of administrators of volun
teer programs who were members ofVolun
teer Victoria, a volunteer support and referral 
organization covering the Capital Regional 
District of Victoria, B.C. Canada.3 The sec
ond group, the "2001 national group," con
sisted of administrators from across Canada 
who were registered users of Volunteer Cana
da's Volunteer Opportunities Exchange 
(VOE), an online recruitment system used to 
increase volunteerism in Canada. 4 The third 
group, the "2003 national group," consisted 
of administrators who were on an updated 
electronic listing of registered VOE users, and 
administrators who were on the mailing lists 
of a number of local volunteer centres across 
Canada.5 The local group of administrators 
responded to mail questionnaires while both 
national groups responded to online ques
tionnaires. 6 

As of 2003, the amount of access that vol
unteer administrators had to ICT compo
nents was high, and in most cases levels had 
increased over the two years we conducted 
assessments. Highlights of the data indicate 
• The majority of volunteer programs had 

access to personal computers ( up to 99% 
in 2003 from 89% of the national group 
and from 94% of the regional group) and 
fax machines (up to 92% from 87% local-



ly and nationally). 
• Less than a third of administrators report

ed using specialized volunteer manage
ment software to manage their volunteers. 
(By 2003 this figure was up slightly at 
31 % nationally from 29% nationally and 
15% locally.) 

• Use of the Internet in the volunteer pro
gram was high (2003 up to 100% nation
ally from 95% nationally of those we sur
veyed by e-mail and 90% among the local 
administrators we surveyed by mail). 
These findings are not surprising given 
both national groups were biased in favour 
of Internet use. The local group may be 
more typical of the amount of access vol
unteer programs in the sector have. 

• Volunteer administrators were not big 
users of cellular phones (up to 37% in 
2003 from 35% nationally and 15% local
ly in 2001) or handheld computers ( up to 
10% in 2003 from 2001 levels of 1 % 
regionally; 6% nationally). 

In summary, our findings suggest that vol
unteer administrators in Canada, while they 
did not have access to all the "toys," were cer
tainly not laggards in the ICT tool depart
ment. These findings are consistent with 
other nonprofit research coming out of Cana
da (e.g., Government of Canada, 2002; Kerr, 
2002; Murray & Harrison, 2002; Parmegiani 
& Sachdeva, 2000); the U.S. (e.g., Nonprof
its Policy &Technology Project, 1998; Pitkin 
& Manzo, 2002); and the UK (e.g., Hall 
Aitken, 2001; Ticher, Maison and Jones, 
2002) suggesting that physical access to ICT 
components in these types of organizations in 
developed countries at least is very high. 

3. WHAT ARE THE COMMON TYPES 
OF ICT APPLICATIONS USED IN VOL
UNTEER PROGRAMS AND TO WHAT 
EXTENT ARE THEY USED? 

Table 1.0 shows the different types ofICT 
applications volunteer administrators from 
our samples reported using during the years 
2001-2003. The applications we looked 
at were aimed at informing prospective vol
unteers about the volunteer program and 

available opportunities, locating potential 
volunteers (recruitment), selecting and 
putting them into positions, and overseeing 
their performance. This meant examining the 
use of organizational Web sites, e-mail, 
online volunteer opportunity recruitment 
systems, virtual volunteering? and how soft
ware applications were used for managing vol
unteers. 

Along with general reports on the amount 
of access to these applications, in some cases 
we also looked at how applications were used. 
For example we looked at the ways Web sites 
were used in volunteer programs. Different 
uses represent different "levels of connectivi
ty". Some were used simply to inform poten
tial volunteers about the volunteer program 
(level I-information hosting) while others 
were interactive, allowing potential volunteers 
to apply online or communicate with the 
organization (level 2-interactivity). At a more 
advanced level a few Web sites allowed the 
sharing of work, or information, with col
leagues in their own organization or even 
others (level 3-vertical and horizontal work 
sharing). We assessed whether e-mail was 
used only for communicating among staff and 
colleagues within and between organizations 
(type 1) or for communicating with volun
teers (type 2). In the same fashion, we looked 
at the use of two different Canadian online 
recruitment systems to search for and match 
volunteers to available positions. Two of the 
better-known systems are the VICTA program 
developed by Volunteer Victoria and adopted 
by about 50 volunteer centres across North 
America; and, the Volunteer Opportunity 
Exchange (VOE) started in 1998 by Volunteer 
Canada. 8 Finally, we report on uses of soft
ware applications and the extent to which vol
unteer programs had volunteer positions that 
could be performed from a distance using 
ICT (known as virtual volunteering, or VV). 

Table 1 shows the amount of ICT use by 
the three samples of volunteer administrators 
that we studied: the national and local sam
ples measured in 2001 and the national sam
ple measured two years later in 2003. It 
reveals the following I CT usage patterns: 
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TABLE 1 
Use of ICT Applications by Volunteer Administrators in Canadian Volunteer Programs 

ICT Application Type 

Organizational Web site 

Level of Web site Connectivity 
------

Level 1-information hosting 

Level 2-level 1 plus interactive features 

Level 3-level 2 plus vertical and 
horizontal shared database 

Use Internet to search for volunteers 

Use of VOE 

Use of VICTA recruitment system 

Use of E-mail in Volunteer Program 
---- ---------------
Type 1 E-mail used only within org 

Type 2 E-mail used for volunteer communication 

Uses for Software Applications: 
------- ·-----------~-~---•-- -------~~-
Writing 

-~--~-- ~--~-·- -------------------~ ------• 

Communicating 
------------

Record Keeping 

Scheduling 

Use of ICT to Volunteers: 
----•-•-~-•- ---c--••--•~•~--•-•-----

Virtual Volunteering 

Use of Web sites 
• Over three quarters of administrators in 

2001 had access to Web sites (90% 
national sample; 78% local). There was no 
change in Web site access between two 
national samples taken two years apart 
(2001 and 2003 were both 90%). This 
suggests some stabilization in the rate of 
adoption of this technology. 

• The majority of Web sites were at the low
est level of e-connectivity, using them just 
to host information about their volunteer 
programs (2003 level 1 connectivity was 
70% compared to the 2001 samples 
which were 79% national and 85% local.) 
Local administrators reported the lowest 
levels of e-connectivity (85% at level 1). 
Clearly, the potential for using Web sites 
to get work done or build relationships 
was still not recognized. 

• However, the trend is on the upswing. 
Volunteer programs in 2003 had reached 
higher levels of connectivity than those in 
2001 (2003 level 3 at 10% compared to 
3 or less percent nationally and locally). 
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National 2001 Local 2001 National 2003 
% (n) n=365 % (n) n=129 % (n) n=462 

90 (330) 78 (98) 90 (415) 

79 (225) 85 (58) 70 (257) 
--- --------- --- ------

19 (54) 12 (8) 20 (75) 
--

2 (6) 3 (2) 10 (35) 

64 (235) 55 (71) N/A 

34 (124) 8 (10) 28 (128) 

N/A 47 (77) N/A 
96 (349) 76 (87) 100 (461) 

------·---------
94 (342) 99 (91) 99 (458) 

-~--~----- ----·~ 
88 (320) 85 (78) 93 (430) 

~---- -
99 (363) 98 (124) N/A 
90 (328) 88 (110) N/A 

89 (325) 83 (104) N/A 
50 (181) 47 (59) N/A 

- ------------- ~--~-~ --~- ------------
34 (124) 33 (42) N/A 

Use of Online Recruitment Systems 
• Over half of volunteer administrators 

(64% national; 55% local) reported using 
the Internet in 2001 to search for volun
teers. 

• Though overall usage was low, more vol
unteer administrators used the national 
online recruitment system (VOE) in 2001 
(34%) than they did in 2003 (28%). Of 
the national administrators who did not 
use the national system in 2003, 63% 
cited lack of knowledge about it as the 
primary reason for not using it; 7% didn't 
use it because they felt their local volun
teer centre could provide the recruitment 
services they needed, while only 5% had a 
general belief that online recruitment sys
tems were not a good source of volunteers. 

• In the sample of local administrators, 47% 
used their locally based online recruitment 
systems while only 8% of them used the 
national system. Of the local managers 
that did not use the national system, 71 % 
said they were interested in learning more 
about it. 



Use of E-mail 
• For each of the years assessed, administra

tors used e-mail mostly for 'organizational' 
purposes such as sharing information with 
management and staff, and tasks from a 
distance (2001, 94% national and 99% 
local; 2003, 99% national. The mean 
usage score was 4.22 out of 5 where 1 is 
never use and 5 is use very much). E-mail 
was used somewhat less for communicating 
with volunteers (88% of the 2001 national 
sample; 85% of the 2001 local sample; and 
93% of the 2003 national sample). The 
mean usage score was 3.67 out of 5. 

Use of Software 
• The majority of administrators from our 

2001-2002 samples used software applica
tions to write letters, reports and other 
documents (99% national; 98% local) and 
communicate (90% national; 88% local) 
or keep records (89% national; 83% local) 
on volunteers. Fewer used software to 
assist with the task of scheduling volun
teers (50% national; 47% local). 

Use of ICT to Volunteer 
• About a third of administrators (34% 

national and 33% local) in 2001 had 
volunteer positions that could be per
formed from a distance using JCT in 
whole or in part (known as virtual 
volunteering, or VY). 

In summary, it appears that the amount of 
access to I CT applications like Web sites, e
mail, and online recruitment systems did not 
change all that much over the two years we 
conducted assessments. But we do see some 
variation in the use of these applications. For 
example, Web sites reached higher levels of 
connectivity in 2003, suggesting that Web 
sites are being seen not only as tools to host 
information about the volunteer, but also as a 
way to facilitate its work. We also see changes 
in e-mail use with ICT being used in 2003 as 
a tool to manage volunteers more than in 
previous years. The comparatively low use of 
national online recruitment systems and the 
reasons cited by administrators for this sug
gests that lack of knowledge about their 

potential value to volunteer administration 
might be a major factor to explain the low 
level of uptake. The same may be true for W 
positions. Regarding the use of software, the 
pattern suggests that administrators see these 
applications more as tools for writing, com
municating and record keeping rather than 
for managing volunteers. 

4. WHAT FACTORS INFLUENCE THE 
USE OF THESE APPLICATIONS IN 
VOLUNTEER ADMINISTRATION? 

While we were interested in knowing how 
much and in what ways administrators were 
using ICT applications, we were also interest
ed in whether certain factors might account 
for the variation in ICT use between volun
teer programs. 

To accomplish this, we assessed a large 
number of factors. They are grouped into 
three categories: ( 1) at the organizational sys
tems level, "hard" characteristics of volunteer 
organizations such as the sector they are in 
(e.g., social services, the arts, health, etc), size 
(represented by budget size), size of volunteer 
program (represented both by the number of 
volunteers and size of the volunteer program 
budget and how much of that money was 
allocated to ICT), the extent to which there 
were ICT changes, and "soft" characteristics of 
the job environment (level of job autonomy, 
satisfaction, leadership, and co-worker sup
port); (2) characteristics of technology, which 
included the quality and capacity of ICT sys
tems, system satisfaction, and use oflCT 
applications; (3) individual characteristics of 
volunteer administrators (e.g., age and educa
tion, experience in the job, time using ICT, 
level of technical ability, attitudes toward I CT 
and specific types of applications) and social 
characteristics of the environment (e.g., the 
extent to which they were involved in I CT 
and organizational decisions). 

Using our 2003 data we found a number 
of factors were associated with the different 
uses of I CT and their perceived impact on 
the volunteer program by volunteer adminis
trators (See Appendix A for a list of these cor
relations.)9, IO Only a few factors were signifi
cant predictors. 

From Table 2 it can be seen that different 
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TABLE2 
Predictors of ICT Usage and Effectiveness Patterns in Canadian Volunteer Programs 

Website Use E-mail Use E-mail Use Online Recruitment Onllne Recruitment ICTlmpact 
Level of Organizational Volunteer System Use System (VOE) 

Connectivity Purposes Management (VOE) Impact 

Organizational The greater the % The more stress in The greater the size The greater the 
Level Predictors budget allocated to the job environment, of the volunteer pro- level of administrator 

ICT, the higher the the less e-mail is gram budget, the job autonomy, the 
level of a-connectivity. used for organization more e-mail is used to greater the perceived 

al purposes. manage volunteers. impact of ICT on the 
volunteer program. 

Technical Systems The more e-mail Is The easier ICT sys- The more administra-
Predictors used to manage vol- tems are to learn, the tors use e-mail to 

unteers; the more it more they are used manage volunteers, 
is used for organiza- for volunteer man- the more likely they 
tional purposes. agement purposes. will use online 

recruitment systems 
Administrators who to recruit them into 
use online applica- the volunteer 
lions to recruit volun- program. 
tears are more likely 
to use e-mail applica-
tions to manage 
them. 

Administrators 
who use e-mail for 
organizational pur-
poses are more 
likely to use e-mail 
for managing 
volunteers. 

Socio-Individual The younger the The more time The more positive The greater the per- The more positive 
Predictors administrator, the administrators spend administrators are ceived usefulness of the perception that 

higher the level of using ICT, the more about the usefulness the VOE, the greater ICT is useful, the 
a-connectivity. they will use e-mail of ICT, the more the perceived Impact more positive the 

to manage volun- likely they will be on the volunteer perceived impact 
tears. adopters of new ICT program. on the volunteer 

applications like the program. 
VOE. The more time spent 

using ICT in the job, 
Administrators who the more positive the 
are also volunteers perception that ICT 
are more likely to use is having a positive 
online recruitment impact on the volun-
tools to search for teer program. 
volunteers. 

The greater the 
involvement of the 
administrator in •net-
work" type training 
(e.g., training provid-
ed by volunteer 
centers and profes-
sional associations), 
the greater the per-
ceived impact of the 
VOE on the volunteer 
program. 

factors were responsible for different patterns 
of I CT use. This reflects the realization that 
I CT use is not a singular construct. 

However, even though the various forms of 
JCT use were associated with differing orga
nizational, technological and socio-individual 
factors, there is nevertheless a pattern among 
the predictors. Specifically, applications that 
were "newer" to volunteer administration, 
like the use of online systems to recruit and 
the use of e-mail to manage volunteers, are 
more likely to be influenced by the individual 
characteristics of volunteer managers such as 
their attitudes and past experience with use of 
these applications. This finding is consistent 

with the earlier research on determinants of 
when technology is adopted. It, too, suggests 
that attitudes play a central role (Davis, 1989, 
Delone & McLean, 1992; 2002; DeSanctis, 
1983; Franz & Robey, 1986; Seddon, 1995; 
Seddon, Graeser & Willcocks, 2002; Seddon 
& Kiew, 1994). For those with access to JCT, 
the variation in usage of new applications in 
volunteer administration is not so much 
because of the technology as it is because of 
the attitudes users have toward it. Those who 
see the value of JCT applications in the new 
administrative context tend to gain more 
experience with them than those who do not, 
so are more prone to adopt them. 
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5. SO WHAT? HOW CAN VOLUN
TEER ADMINISTRATORS CREATE 
A SUPPORTIVE CLIMATE FOR ICT? 

While . .new I CT applications have provided 
volunteer programs with new tools to con
duct work and to manage relationships, not 
all administrators are making use of them to 
the same degree. The purpose of this paper 
has been to provide answers to basic ques
tions about ICT and ICT applications 
including the extent to which they are used, 
and the factors that challenge their use in vol
unteer programs. In sum, our findings sug
gest that there may be an I CT "usage divide" 
in the sample of Canada's volunteer programs 
we studied. This problem stems not from 
administrators being "inadequate" users of 
I CT but more from the presence of certain 
factors at organizational, technical and social
individual levels that create barriers to suc
cessful implementation. 

The research also highlights the impor
tance of the underlying attitudes of those 
responsible for making key decisions about 
the adoption of I CT or implementing new 
applications once they are acquired. All those 
involved must perceive there are advantages 
to them in their work and must see them as 
exceeding the costs of implementation in 
terms of available time and .rp.oney. Simply 
buying ICT components and expecting indi
viduals to use them is unlikely to succeed. 
Success, then, is measured in terms of "the 
users' perception of utility and satisfaction 
with I CT and how well it supports them in 
pursuit of the benefits they perceive will 
result from use" (Garrity & Sanders, 1998, 
pg. 2). In this "socio-technical" view ofICT 
use, which has gained more attention over the 
years as more failures were attributed to indi
viduals' reactions to new ICT systems (Tait 
and Vessey, 1988, pg. 91), attitudes are 
shaped from successful interactions users have 
with ICT (DeSanctis and Poole 1994, pg. 
125). Successful interactions, then, breed atti
tudes that create a more positive climate to 
support ICT use. Conversely, negative atti
tudes will have the opposite effect. 

Lack of attention to "climate" issues is of 
particular concern for volunteer programs 
because ICT is being introduced into a sector 

that has traditionally been very non-techno
logical. The sector is full of hands-on admin
istrators who were recruited to work in the 
volunteer program because of their experience 
in working with volunteers and commitment 
to the cause or the mission of the organiza
tion. As a result, the experience and knowl
edge they bring to the job may not be of the 
kind that will assist them in using new I CT. 
The same can be said for the heads of volun
teer organizations. The managers that face the 
most challenges, then, are those with the least 
experience using I CT. 

The key factors that lead to successful use 
of I CT, then, are those that pay attention to 
how managers gain experience with ICT 
(Taylor and Todd, 1995). While there is no 
I CT success management model available for 
use in volunteer programs, our research and 
the existing general ICT literature sugges~~ 
that the best approach should incorporate the 
following elements: 
• If possible, "try before you buy" by acquir

ing I CT applications on a trial basis so 
administrators can gain experience with 
new I CT as well as having a chance to 
identify any potential weakness in their 
suitability. If you can't try first, "start 
small" by introducing new technology in 
manageable pieces that don't overwhelm 
its potential users. This type of introduc
tion to ICT allows for an ongoing or 
"evolving" approach to technological 
change and organizational development. 

• Take an "involving" approach to ICT by 
involving administrators in the develop
ment of new ICT applications. We found 
online recruitment systems that were per
ceived to be the most successful were 
those with high degrees of administrator 
involvement in the development, training 
and evaluation of these applications. 

• Develop "modular training" which breaks 
learning into manageable bits that pro
vides knowledge of new tools, how to use 
them, and how they will benefit volunteer 
administration work. 

• Try to build adequate training into the 
contracts negotiated with ICT vendors. 
We found a positive relationship between 
vendor-supplied training and use of ICT 
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applications in the programs we studied. 
• Be sure there is plentiful access to techni

cal support on an ongoing or as needed 
basis. This support should be of the kind 
that assists administrators in working 
through technical issues so that they gain 
more experience in resolving them. Sup
port can be obtained from many sources 
including vendors, volunteer centers, spe
cialty organizations, or informally from 
colleagues in the work environment who 
have experience with ICT. 

• Actively engage volunteer administrators 
in ICT issues within the volunteer com
munity. Engagement of this kind has been 
found to positively impact ICT change in 
private sector companies. This type of 
engagement has been referred to in the lit
erature as Communities of Practice ( CP). 
CP is a knowledge management frame
work used by IBM (Birman & Ritsko, 
2001) and other private sector companies 
(e.g., Braganza & Lambert, 2000; Coe, 
1998) as a way to improve organizational 
performance during times of technological 
change (Birman & Ritsko, 2001). With 
the CP model, there are multiple levels 
linking "persons and organizational behav
iour, supporting processes, and enabling 
technological factors" (Birman & Ritsko, 
pg. 812). The logic behind this approach 
is to "develop social capital ... based on 
existence of communication channels 
between practitioners, on relationships 
that build trust and a sense of mutual 
obligation, and on a common language 
and context for the community" (Birman 
& Ritsko, pg. 812). This type of frame
work is supported by our research, which 
revealed that social influences between 
administrators and stakeholders were posi
tively associated with the use of ICT. A 
CP framework linking administrators and 
other stakeholder groups with evolving 
technologies would be helpful in reducing 
the kinds of barriers that are negatively 
impacting the capacity of volunteer 
administrators to use I CT effectively. 

• Dedicate resources (money and time) to 
support all aspects of I CT use as described 
above including resources to purchase ICT 
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components, develop them over time, pro
vide training and ongoing support of indi
viduals in using them, as well as resources 
to create volunteer administrator Commu
nities of Practice. 
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ENDNOTES 
1See http://www.techsoup.org; 

http://www.charityvillage.com for these Web 
sites. 

2Though the surveys were related in that 
they all dealt with ICT use, the questions 
were not all the same for each sample; hence, 
the results to follow draw on different com
binations of survey data based on commonal
ity of questions. 

3We mailed 250 questionnaires to this 
group and 129 were returned for a response 
rate of 52%. 
4The questionnaire was very similar to the 
one sent to the local group. In this group, 
1, 100 surveys were electronically delivered by 
e-mail and 365 were returned for a response 
rate of 33%. 

5Response rates were difficult to deter
mine because of a high rate of delivery fail
ure. Some estimates are possible by calculat
ing the percentage of responses of the total 
number of respondents reached. For the 
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VOE subsample 516 e-mails were delivered 
to the specified addresses. Of the 516 e
mails, 467 were acknowledged by the users 
as received while 49 were not. A response 
rate was calculated by averaging the number 
of receipted e-mails by the number of surveys 
completed. By this calculation the VOE sub
sample response rate was very high at 70%. 
Due to difficulty confirming how many vol
unteer centres distributed the 2003 survey to 
their members, we are unable to calculate a 
response rate for this subsample. 

6The national samples are considered 
biased in favour of Internet users while the 
mail survey respondents are considered more 
representative of volunteer program adminis
trators. Although these restrictions limit our 
ability to generalize from our findings, we 
would argue that the total sample represents 
considerable diversity of volunteer administra
tors in terms of location, personal back
ground, organization size, mission, and size of 
volunteer programs. 

?Virtual volunteering is the use ofICT 
to perform volunteer work in whole or in 
part at a distance from the organization. 

8VICTA contains volunteer opportuni
ties offered by the locally-based members of 
the volunteer centre that adopts it (in the 
case of this study, Volunteer Victoria). The 
VOE system contains volunteer opportuni
ties from across Canada and is open to vol
unteers everywhere. 

9We entered all of the factors that we 
found to be "associated" with ICT use and 
effectiveness to see whether they were also 
significant predictors. We accomplished this 
through statistical procedures that hold all of 
the factors or independent variables constant. 
These techniques, known as hierarchical and 
binary logistic regression, allowed us to com
ment on which of the independent variables 
predicted or did not predict the dependent 
variable. 

tODependent variables included the dif
ferent uses of ICT (e.g., e-mail, Web sites 
and online recruitment system) and their 
perceived impact on the volunteer program. 
The ICT Impact variable is a scale that mea
sures manager perceptions (0=not at all; 
l=small extent; 2=moderate extent; 3=large 



extent ) of th e extent to which the use of ICT 
in the volun teer progr am resulted in reduced 
cost, increased produ ctivity, improved overall 
efficiency, impro ved service qu ality, and 
increased significance of the volunt eer pro
gram. Th e VOE Imp act variable is a scale 
that measures perception s of the ability of 

th e onlin e system co perform th e task of 
recruitm ent of volunt eers (1 =extremely inef
fective or inefficient or not at all; 5=excreme
ly efficient or effective or very mu ch) includ 
ing , how efficient it is in saving tim e or oth er 
resourc es, how effective it is in bringin g in 
volunt eers and , th e extent to which it meets 
information pro cessing needs (i.e. matchin g 

APPENDIX A 
Factors or Independent Variables (X) 

E-mail E-mail 
Type 1 Type 2 

Use Use 
Factors and Inf luence s (Org) (Vol Man) 

ORGANIZATIONAL SYSTEMS LEVEL 

"SOFT ' FACTORS 

Leadership Support 

Co-Worker Support 

Job Satisfaction .11 • 

Job Autonomy .17 .. 

Job Stress . 1 o· 
Job Environment Stress 
(Reverse Code) .14• 

"HARD" FACTORS 

Number of Volunteers 

Number of Volunteer Position Open ings .12 .. 

Number of Enquiries to Openings . 1 o· 
Volunteer Program Budget . 20 .. 

Percentage of VPB Allocated to ICT .og• . 1 o· 
Size of Org. Annual Budget -.12 .. 

Number of ICT Changes . 14 .. . 1 o· 
ICT Support .11 •• 
TECHNICAL SYSTEMS LEVEL 

ICT System Quality .17 .. 

ICT System Capacity 

ICT Ease of Learning . 23 .. . 24 .. 

Perceived Ease of Use of VOE System 

E-mail Type 1 . 33 .. 

E-mail Type 2 . 33** 

Web Site Use for Volunteer Program .16 .. 

Web Site Level 

VOE Use 

Online Recruitment Method 
Usage (Not VOE Specific) .11 • 

Network Type 

'Correlat ion is significant beyond the a.as level {2-tailed) 
.. Correlation is significant at the 0.01 level (2-tailed) 
*"Correlation is borderline significant at the . 05 level (2-tailed) 

Dependent Variables (V) 

Web VOE ICT 
Level VOE Use Impact Impact 

.11 • 
. 12· .18 .. 

.13 .. 

.22 

. 13• .21 .. 

. 15 .. .20 .. 

.15 .. 

.23 .. .21 .. 

.10· 

.14 .. .20 .. 

.11" 

. 13' .13 .. 

.13* 
.19 .. 

.18 .. 

.14 .. .21 •• .31 '* 

.17" 

.13* 

. 12· .74 .. .10· 

.13'* 
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Factors or Independent Variables (X) Dependent Variables (Y) I 

E-mail E-mail 
EM1 EM2 Web site VOE VOE ICT 
Use Use Use Use Impact Impact 

Factors and Influences (Y1) (Y2) (Y3) (Y4) (VS) (Y6) 

SOCIAL-INDIVIDUAL LEVEL 
"USER INVOLVEMENT' 

Involvement in JCT Decisions and Feelings 
of Ownership Over Them .23*' .26** .18** 

Participation in Organizational Decisions .19*' .20" 

ICT Self-Training .10' 

ICT informal Training .1 s·· 
LVC JCT Training .21' 

NVC ICT Training .09' .11 * .28'* 

Professional Association ICT Training .10* 

College ICT Training .11 * 

Organizational ICT Training .19** 

Vendor ICT training .17** .11 * .11 * 

Voluntary Sector Network Training 
(National, Local and Professional Combined) .23" 

Involvement in ICT Development 
(VOE on ly) .09 * .15** .11 * .19** 

Involvement in ICT Training 
(VOE on ly) .09 * .09* .17** .17** .26** 

Involvem ent in ICT Evaluation 
(VOE on ly) .09 * .16** .22** .18* 

"END USER CHARACTERISTICS " 

Gender (Males =1; Females =0) .11 * .13* 

Age (Reverse Code) .10* .13* 

Education .09*** 

Knowledge (VOE only) -.59** 

Position Status (Paid or Unpaid) 
(Reve rse Code) .18** 

Time Using ICT at Work .20** .29** .19* .31** 

Time Work per Week .13** .12· .19** 

Time Using ICT at Home .12** .14** .16** 
Technical Ability .21 ** .21 •• .24** 

"EXPECTATIONS OF BENEFITS" 

Perceived Usefulness of ICT .25* * .11 * .08** * .38** 
Perceived Usefulness of VOE .79** .18* 
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How the Internet has Changed Volunteerin_g: 
Findings from a VolunteerMatch User Study 

Molly O'Rourke, Peter D. Hart Research Associates, Inc., Washington, D.C. 
Greg Baldwin, VolunteerMatch, San Francisco, California 

INTRODUCTION AND KEY FINDINGS 
Since 1998, the VolunteerMatch user com

munity has grown to over 1.5 million a year 
including more than 29,000 registered non
profits. Quly 1, 2004) In December 2003, 
Peter D. Hart Research Associates conducted 
an evaluative survey on behalf of Volunteer
Match to better understand how its use of the 
Internet has changed the process and experi
ence of volunteering for this community of 
active users. The study highlights the success
ful use ofVolunteerMatch among both non
profits and volunteers. 

Key Nonprofit Findings 
• Nonprofit respondents indicate that the 

Internet has become second only to word
of-mouth as the most useful volunteer 
recruiting strategy 

• 94% of respondents found Volunteer
Match to be among the most useful of the 
available Internet services 

• 85% of nonprofit respondents agreed that 
VolunteerMatch helped them to recruit 
volunteers who they otherwise would not 
have been able to find 

• 85% agreed that the service made it easier 
for their organization to find the right vol
unteers 

• 94% reported satisfaction with the overall 
service 

• Most importantly, 90% were satisfied with 
the quality of the volunteers they had 
recruited. 

Key Volunteer Findings 
• 86% of respondents agreed that the Vol

unteerMatch service made it easier for 
them to find a volunteer opportunity of 
interest 

• 82% reported they were more likely to find 
a satisfying volunteer relationship 

• 79% of respondents also agreed that they 
were more likely to volunteer because of 
VolunteerMatch 

• 86% were satisfied with the volunteer 
opportunity they found through the service 

• Overall, 86% of volunteer respondents 
indicated they were more satisfied with 
VolunteerMatch than with other Internet 
services. 

The survey provides strong evidence of the 
role the Internet has had on the volunteer 
sector. Nonprofits using VolunteerMatch are 
not only able to tap the Internet to reach out 
to a more diverse population of volunteers, 
they are attracting first time volunteers as 
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well. Perhaps most significantly, both non
profits and volunteers are reporting high lev
els of satisfaction with the quality of the vol
unteer relationships that they are forming. 

METHODOLOGY 
This study was conducted among partici

pating nonprofits and individual site users 
employing two distinct survey instruments. 
In both cases, respondents were contacted 
and e-mailed an invitation to participate in 
the study. The e-mail contained a direct link 
to the survey and the surveys were adminis
tered online. 

The nonprofit sample was drawn from 
nonprofit organizations that had been regis
tered with VolunteerMatch for at least one 
year and had at least one active voluJ.].teer 
opportunity posted with VolunteerMatch. 
Site users included only people who respond
ed to at least one listing on VolunteerMatch 
within the past year. 

In total, Hart Research interviewed 996 
nonprofit users and 1,122 individual Volun
teerMatch site users. Accordingly, this study's 
findings are representative of neither all indi
viduals who have ever visited the Volunteer
Match site nor all nonprofits who have ever 
posted an opportunity with VolunteerMatch. 
The chosen sample frame, however, allows a 
greater focus on the most relevant target audi
ences for VolunteerMatch to examine to bet
ter understand how nonprofits and individu
als each experience the VolunteerMatch 
service. 

NONPROFIT FINDINGS 
Growing Use of the Internet 

Over the last 10 years Internet usage has 
grown to become an everyday part of our 
lives. It has affected our professional lives, our 
personal lives, and also our civic lives. In 
2003 over 1.5 million individuals used the 
Internet to access the services ofVolunteer
Match. The power of the Internet as a com
munications tool is clear. Nonprofit users 
indicate that the Internet has become the sec
ond-most important source for recruiting vol
unteers, behin1 word-of-mouth (71 %) and 
ahead of live presentations to groups (33%), 
events (29%), and newspaper advertisements 
(29%). The organization's own Web site is 
the most-used Internet source (45%), fol
lowed by Internet recruiting services (37%). 

Within the category of Internet recruiting, 
VolunteerMatch has established itself as the 
leader-94% of nonprofit users say that they 
have found VolunteerMatch to be one of the 
most useful Internet recruiting Web ~ites. 
The second-most useful service-local Volun
teer Center Web sites-is named by 29% of 
nonprofits. Although the survey sample con
sists of only nonprofits that have used Volun
teerMatch in the past year, the degree to • 
wpich the service stands out against other 
Internet recruiting services is still not~ble:, 
given that nonprofit users do not have to use 
VolunteerMatch exclusively and are presum
ably open to and considering other Internet 
services. 

NONPROFITS: SOURCES OF 
VOLUNTEER RECRUITMENT 

Most useful volunteer recruiting strategies Most useful Internet recruiting strategies 

Word-of-mouth 71% VolunteerMatch.org 94% 

Our Web site 45% Local volunteer center Web site 29% 

Internet recruiting services 37% ldealist.org 12% 

Live presentations to groups 33% VolunteerSolutions.org 8% 

Events 29% Craigslist.org 7% 

Newspaper ads 29% ServeNet.org 7% 

Local volunteer center 17% Local City Cares Web site 3% 

Relationship with local corporations 15% OpportunityKnocks.org 2% 

Direct mail 8% 1800Volunteer.com 1% 

Radiorrv ads 8% 
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ENGAG ING VOLU N T EERS 
A significant portion of thi s survey focused 

on no np rofits' experience using Volunt eer
Ma tch's service and , in particul ar, try ing to 
set a benchm ark to track nonp rofits' ab ility to 
successfully engage volunt eers from listings 
and responses. 

T he majority (65%) of nonp rofits repo rt 
post ing betwee n one and five separate listings 
on the sire in rhe past year, while on e-third 
(33%) have posted more than five opportuni 
ties. Nor sur prisingly, larger organizat ions 
rend to post more oppo rrnni ties-37% of 
no nprofits with an an nual budget of m ore 
th an one mi llion dollars repo rt listing six co 
20 opport unities a year, whi le only 20% of 
chose with budgets of $20 0,000 or less say 
the same. 

Nonprofits: The Experience of 
Using VolunteerMatch 

How many volunteer 
oppo rtunities did you list 
with VM In the past year? 

65% 

19% 

None 1-5 6-10 >10 

On average, how many 
people responded to 
each listing? 

44 % 

26% 

None 1-5 6-10 11-15 >15 

Listings nearly always p ique th e in terest of 
po tent ial volunt eers. Virtually all (98%) non
profits say they receive at least on e response 
to each listing on Volunt eerM atch; slightly 
more than half (54%) say they receive six or 
more responses for each listing they pose. 
T he response rate is fairly consistent across all 
subgrou ps, regardless of organiza tion size and 
numb er of list ings per year. 

As the Inte rn et has made in formation 
about volunteering easier to find, volunt eers 
are becom ing choos ier. Nea rly all pros pect ive 
volunt eers responded to more than one 
opport uni ty before finding th e right place for 
chem to volunt eer. For examp le, 48% say that 
it cakes two ro three responses; 2 1 % say four 

to six responses and 10% say seven or mo re. 
On ly 21 % say that they found the right place 
to volunteer after responding to one listing. 

On average, non profit users report chat 
they are convert ing 25% of their referrals into 
volunt eers. Howeve r, conversion rares vary. 
Two in ten (2 1 %) nonprofits report that they 
are able to engage 50% or bette r of their 
respon ders as volun teers while another 20% 
are convert ing betwee n 20%-49% . T his 
stan ds in contrast to 36% who report that 
they are able co successfully convert on ly 
betwee n 1 %-9% of th eir respo ndents. 

A closer look ar rhe conversion race reveals 
char several interna l facto rs related to non
pro fits' st ructure and their use of the service 
could have a dete rmi native effect on the ir 
ab ility co engage volunt eers successfully. Fo r 
examp le, nonprofits rhac already have a high 
volume of volunreers and p resumab ly have 
some exper ience in ch is area also have a high
er conversation rate- 36% of nonpro fits with 
more than 100 voluntee rs per year repo rt a 
30% conversion rate, while only 19% of 
chose wit h 50 or fewer volunt eers say the 
same . 

Also, despite the fact that smal ler organiza
tions typically receive about the same numbe r 
of respo nses to their posted op portunit ies as 
nonprofi ts with larger budgets, smaller non
profit s are nor able to con vert potential vol
unreers as effectively as larger nonpro fits. 
Nea rly three in four (74%) smaller organiza
tions with budgets of $2 00 ,000 or less report 
char they engage less than 30% of their 
respon dent s; 67% of organizations with bud 
gets of more than one m illion dollars say the 
same thin g. T his differenrial may be linked to 
many factors, including the likelihood char 
larger organ izations have more resources 
available to respond more qui ckly and more 
thoro ughly to inqui ries. 

Overall Satisfaction 
T he research findin gs suggest th at no n

profits are extremely sat isfied with Volunt eer
Ma tch. In face, 94% of nonprofits report that 
they are sat isfied with the overall service, 
inclu ding 60% who say they are very satis
fied; 85% agree chat the service makes it easi
er to find the right volunt eers, while another 
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85% agree that the service helps recruit vol
unte ers they wouldn't otherw ise have found . 
Most importantly , a nearly un animou s 90% of 
nonprofit s indicate that they are satisfied with 
the quality of the volunt eers they have found 
using VolunteerM atch , including nearly half 
(48%) who say that tl1ey a.re very satisfied. 

Nonprofits : Satisfaction with 
VolunteerMatch Volunteers 

How satisfied have you been with the qual ity of volun
teers you have recruited thro ugh Voluntee rMatch? 

somewhat 
dissati sfie d 

Very sat isfied 

VOLUNTEER FINDINGS 
Volunteer Profile 

T he Internet has allowed nonprofits using 
VolunteerMatch to attract an extremel y 
diverse group of ind ividuals lookin g to 

explore volunt eer opportuni ties in a wide area 
of int erests and causes. Thi s diversity has one 
notable exceptio n-Vo lunteerMatch users are 
overwhelmin gly female (84%) . Half (50%) of 
the volunteers are under 30, including a 
remarkable 22% who are under the age of 18; 
only 2% are age 65 and over. 

POTENTIAL VOLUNTEERS: 
A DEMOGRAPHIC PROFILE 

VolunteerMatch site users are: 

Overwhelming ly female 84% women 
16%men 

Highly educated 

Young 

Diverse 

57% have co llege degree 
39% do not have a 
degree; half of these ar 
under age 18 

50% under age 30 
32% age 40 or older 

58% Caucasian 
11 % African Amer ican 
10% Hispanic 

Compa red with the U.S. popu lation at 
large, potential volunt eers are a highly educat
ed group- more than half (57%) are college 
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gradu ates. Thi s high level of edu cation is even 
mor e apparent after looking closer at the 
non -college educ ated bloc of potential volun 
teers (39%)- more than half (5 1 %) are 
und er age 18, and presum ably many of them 
are college-bound. 

Potent ial Volunt eerMat ch volunt eers are 
also racially diverse-w hile the majority 
(58%) describe them selves as wh ite, more 
than one-t hird (36%) are non -wh ite, includ
ing 11 % African-Ame rican/black, 10% Hi s
panic/Latino , and 8% Asian/Pac ific Islander. 

Interests and Motivations 
In add ition to having a diverse demo

graph ic background, Volunt eerMatc h att racts 
pot enti al volunteers who express inter est in a 
variety of issues and causes that they want to 
become involved with th rough volunte ering. 
Th e stron gest area of int erest is workin g with 
children and youth , cited by almost half 
(48%) of volunte ers as one of the areas that 
most interests them. T he second most popu
lar area is anim als, which is chosen by 29% of 
all volunteers and is a part icularly appeal ing 
area for younger volunteers-for example, 
43% of volunte ers und er 18 express interest 
in volunt eering in this area. Oth er areas of 
interest for volunt eers include the homel ess 
and hou sing (20%) , educati on and literacy 
(20%), advocacy and hum an rights (19%), 
and arts and cultur e (15%) . 

Potential Volunteers: 
Areas of Volunteering Interest 

Which two/three of these volunteering areas 
most interest you? 

Children/y outh 

Animals 29% 
;::::::::::;:::::::~ ~ 

Homeless/ housing ~.I llllllj20% 
Education/ literacy 20% 

Advocacy/ human rights I J 19% 

Community 16 % 

Arts/ culture 1 J 15% 

Hunger - 14% 

Environment -13 % 

Women c:==i 12% 

Health/ medicine [::::J 12 % 

Crisis support -11 % 

Seniors LJ 9% 

48 % 



Volunteering Habits 
Volunteering fies into the volunt eers' lives 

in different ways, but most individuals who 
use the Volunt eerMacch service view volun
teering as a significant part of their lives. 
About one in five (18%) say chat volunt eer
ing is one of the most important things in 
their lives, and anoth er 50% say that it is very 
important. Volunteering is especially impor
tant to respondents over 40-in fact, 74% 
say it is one of the most important or very 
import ant thin gs in their life. 

Potential Volunteers: 
The Importance of Volunteering 

Compared to other things you do in your life, 
how important to you is your volunteer work? 

One of the 
most important 
th ings in my life 

18% 

Not very 
important 

2% 

The more frequently that individuals volunteer, 
the more likely they are to say that volunteering is 
import ant in their life. 

Consistent with other measures, the find
ings from this study show that Volunt eer
Match is appealing and responsive to poten
tial volunt eers who have divergent 
backgrounds and interests as well as wide
ranging schedules and time available to com
mit to volunt eering. Potential volunteers who 
use VolunteerMacch cover the spectrum in 
terms of their volunt eering habits and behav
iors, from the 29% who report chat they vol
unt eer very sporadically (1-3 times per year) 
co an almost equivalent prop ortion (30%) 
who indicate they volunt eer once a week or 
more. 

Many volunteers make a stron g commit
ment to the organizations they volunt eer 
with , spending several hours volunt eering per 
visit. Almost half (46%) report chat they vol
unt eer three to four hour s per visit, and 16% 
say chat they volunt eer five or more hours. 
Only 38% percent say that they volunteer 
two hour s or less per visit. Among chose who 
volunt eer once a week or more, almost two 

Potential Volunteers: 
Wide Spectrum of 

Volunteering Behavior 

How often do you 
volunteer? 

3 times 4-11 1·3 Once a 
a year t imes times a week or 
or less a year month more 

How many hours per 
visit do you volunteer? 

46% 

32% 

16% 

Under 1-2 3-4 5 or 
an hour hours hours more 

hours 

third s (64%) say chat they volunt eer three or 
more hour s per visit-a remarkabl e level of 
dedicati on. 

Finding Volunteer Opportunities 
One of the most insightful finding s in the 

survey is greater awareness of the process by 
which potential volunteers search for and find 
volunteer oppo rtunitie s through Volunt eer
Match chat interest chem and suit their 
schedule and ocher needs. 

Th e frequency with which potenti al volun
teers visit the Volunt eerMacch Web site varies 
a great deal. Generally speaking, these pot en
tial volunt eers are divided evenly into those 
who drop in occasionally and those who log
on on a regular basis. Twenty-five percent 
report going to the Web site one to three 

Potential Volunteers : 
Using The VolunteerMatch Site 

How often do you visit the VolunteerMatch 
Web site? 

4-11 times 

At least 2 or 3 
times a month 
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times a year; another 24% say they visit 4-1 1 
times per year. Among rhe more frequent visi
tors, 37% say they visit one to three time s per 
month , and 14% say once a week or more. 
Th e wide variation in frequency in visiting 
rhe Volunt eerMatch Web sire is likely a reflec
tion of the broad audience Volunt eerMarch 
serves- including people who have different 
areas of interest and different qu antities of 
rime to commit ro volunt eerin g. 

A strong majori ty of sire users report that 
they usually find a volunte er opportunity chat 
match es their int erests when they visit Volun
teerMar ch; in face fifty-seven (57%) percent 
of volunt eers say chat they find an opport uni
ty at lease half the time they visit the Web 
site, includ ing 28% who say they find an 
opportunity 80% or more of the rime. A 
smaller, but potential ly significant proport ion 
of potent ial volunt eers report that they have 
difficulty findin g an oppo rtunity that int er
ests them when rhey visit the site-24% say 
that they find an opportunity less than 20% 
of the rime. Inreresringly, younger users 
report more success in finding opport uniti es 
that interest them-63% of potential volun
teers und er age 18 say rhar they find an 
opportun ity rhar interests them at least half 
the time, while only 44% of those over 40 
say the same. 

Introdu cing a greater degree of choice into 
the process of findin g a volunteer opportuni
ty is having a positive effect on the qua lity of 
the volunteer experience. In fact, fully 86% 
of individua ls who volunt eered with an orga
nizat ion found through the service say that 
they were satisfied with their volunt eer expe
rience, includin g 48% who say that they were 

Potential Volunteers: 
Finding A Match I 

When you visit VolunteerMatch, how often do 
you find a volunteer opportunity that matches 
your interests? 

Less than 20% 

20%-49% 
of the time 

At least 80% 
of the time 
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very satisfied. In addit ion to being satisfied, 
6 1 % report ed chat they had gone on to 
become regular ongoing volunt eers with the 
organization they found. Among those who 
do not report satisfaction with their experi
ence, 11 % report having a neutral experience, 
and only 3% say chat they are dissatisfied. 

Improving the Connection Between 
Volunteers and Nonprofits 

Before the developm ent of Int ernet recruit
ing services like VolunteerMacch, respondents 
report having encounte red a range of chal
lenges in trying to find suitable volunteer 
opport unities. These obstacles revolved pr i
marily around findin g opportunities that fit 
their schedule (35%), getting specific infor
mation about volunteer opportuniti es (32%), 
and finding volunteer opportuniti es chat 
int erest chem (26%). Nor surpri singly, "find
ing volunte er opport uniti es chat were nearby 
and convenient for me to get ro" was a major 
challenge for 4 1 % of volunt eers und er 18, 
many of whom have limited ability to travel 
to volunt eer locations. 

Respond ents credit VolunteerMatch with 
successfully addre ssing many of these chal
lenges. For example , fully 86% of respon 
dents with previous volunteer experience 
agree that "Volunr eerMatc h has made ir easier 
for me to find volunteer oppo rtuniti es chat 
I'm interested in," including 50% who 
stro ngly agree with this statement. 

Th e Int ernet is not only makin g volunt eer-

Potential Volunteers: 
Expanding the Pool of 
Potential Volunteers 

Not only has VolunteerMatch changed the way 
in which volunteers and nonprofits connect, it 
is also attracting new volunteers : fully one in 
four site users had not volunteer ed prior to 
submitting a referral through VM. 

I had not 
volunteered before 

using VolunteerMatch 

I had 
volunteered before 

75% 



ing more efficient by connect ing individuals 
with the organizations that meet their sched
ules and reflect their int erests, it is also 
expand ing the volunt eer pool by opening 
doors to individu als who had not previously 
volunt eered . Fully one in four (25%) of 
respon dents report that th ey had never volun
teered prior to using VolunteerMacch. 

Most of those who had never volunt eered 
before recogn ize and value the role of tech
nology in making it possible to search for and 
respond to the real volunt eering needs of 
their community. An almost una nimou s 86% 
of new volunt eers agree that "I am mor e like
ly to volunt eer because of Volunt eerMacch," 
includ ing 53% who say they agree stron gly 
with th is statement . In addition , 85% agree 
(57% stro ngly) that "Volunte erMacch has 
made it easier for me to find opportunities 
I'm interested in." 

Overall Satisfaction 
As with the nonprofits, volunt eers give 

VolunteerMatch overwhelming ly positive rat
ings on a wide range of measures, includin g 
the qu ality of the volunt eer po stings and the 
more techni cal aspects of searching for volun
teer op porcunm es. 

A nearly un animou s 90% of volunteers 
express overall satisfaction with the Volun
teerMatch service, includin g 51 % who are 
very satisfied. Among the few (10%) who are 
dissatisfied with Volunt eerMatch, their dissat
isfaction appea rs to be du e to a lack of success 
in findin g volunt eer opportunities on Volun 
teerMat ch; fully seventy -five (75%) percent 
of these respondent s say that they typically 

Potential Volunteers: 
Overall Satisfaction with 

VoluneerMatch 

How satisfied are you with the VolunteerMatch 
service? 

Dissatisfied 

39% 
Somewhat 
satisfied 

51% 
Very 
satisfi ed 

find opportunities on Volunt eerMatch char 
interest them less than 30% of the time and 
78% say char they did not volunt eer with an 
organization found th rough Volunt eerM atch . 

CONCLUSION 
The survey findings are an indication of 

the breadth of the influence rhe Int ernet is 
having on the volunt eer sector. Volunt eer
March has estab lished itself as a valuable ser
vice to potentia l volunteers in faciliraring the 
search for suitabl e volunt eer opportunities 
and to nonp rofi ts in expandin g their reach 
to recruit new volunt eers. The data also reveal 
chat VolunteerMatch is nor only reshapin g 
established volunt eer patterns, the service is 
also expandin g the pool of potent ial volun
teers by attr act ing individua ls who have not 
previously volunt eered. In doing so, Volun
teer Marc h has made it easier for nonprofits 
to cap into nor only th e existing popul ation 
of volunteers, but also the new popu lation 
of individual s who are looking to serve as the 
next generation of volunt eers. 
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E I 

Your Goals, Global Campaigns and Internet Technology 
Brian Cugelman 

United Nations Volunteers, Bonn, Germany 

Beyond slapping logos 
on publication s and add ing 
pages ro your Web site, 
International Volunteer 
Day (IVD) offers an 
opportunity for volunt eer 
advocates to reach their 
goals quickly, cosr-effec
rively, creat ively. All rhe 
resources you need are 
available on the WorldVol
unt eerWeb.or g, a volun
teerin g portal coord inated 
by Uni ted Nat ions Volun
teers. 

Each year during the 

The United Nations General 

Assembly, in Resolution 

A/RES/57/106 "Invites the United 

Nations Volunteers to develop a 

global Internet volunteer resource 

based on the Internat ional Year of 

Volunteers Web site and on nation-

al Web sites with a view to enhanc-

ing network capabilities and to 

expanding information, knowledge 

lead-up to 5 December, rhe and resource management, and 
Wo rldVolunreerWeb.org 
serves as the global focal 
point for IVD , a celebra
tion created by the United 
Nat ions General Assembl y. 
Th e portal hosts too ls and 
resources for volunt eer 
managers and advocates, 

encourages governments and all 

stakeholders , in particular the pri-

vate sector, to contribute on a vol-

untary basis to this initiative ... " 

mental degradation and 
discrimination against 
women. Th e sto ry of 
Dun g, an inspir ed b ike 
enthusia st, show s how the 
dedication of one individ
ual can make a difference; 
and how tying those act ivi
ties to IVD can spread char 
inspiration across the 
globe. Sett ing off on 5 
D ecemb er 2003, Dung 
cycled across Viet Nam to 
distribut e an MDG publi
cation, promote volun
teerism and raise aware
ness. As he stopped at 
Vietnam ese cit ies along the 
way, his message reverber
ated arou nd the world as 
the most talked about 
you th inspired IVD initi a
tive. 

IVD is a global celebra
tion. Ir offers a shared 

such as plannin g sheers, press releases, rhe 
offic ial IVD logo, and pos ters-a ll available 
for downloading. Ir provides the latest news 
about volunt eerism and volunt eering activi
ties around the world. The front page features 
the latest updates throug hout the sire while 
th e news section provide s dai ly highlight s. 

During the 2003 camp aign, activists in 

arena where civil society and governments can 
jo in forces, ident ify national priori ties and 
impl ement common activities. "Volunt eer
involving and -supporti ng organ ization s can 
use IVD to speed up effort s towards agreed 
goals wh ich otherw ise would rake much 
longer to achieve, if th ey wou ld be achieved 
at all. The sum of all th ese effort s can be an 

125 countries marked IVD; 76 tackled one or 
mor e of the M illennium Deve lopment Goa ls 
(M D G), rime-bound targets to combat 
poverty, hung er, disease, illiteracy, environ-

indi cator of the health of the volunt eer move-
ment in any given countr y," says Robert 
Leigh, Chief of UN Volunteers Representa
tion Office North Am erica. Mr. Leigh has 

Brinn C11gelm1111 is an Internet analyst and the arch itect beh ind the WorldVo lu nteerWeb.org, a volunteer ing web porral managed 
by the United Nations Volunteers programme (UNV). H e jo ined the UNV in 1999 to conduct Internet-based campaig ning and 
web technology development for the Inte rnat ional Year of Volunt eers 200 I . Prior to jo inin g the UNV, he worked in the tech
nology and nonprofit sectors, working as a cam paign coor din ator and rechnology con sultant . 
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been the leading advocate for volumeerism 
since the early days of the UN Volunteers. 

The Day engages national governments 
and big volunteering organizations as well as 
community programmes and volunteer man
agers. Throughout the history of IVD, partic
ipants have found it to be an effective net
working and relationship building 
opportunity. Merging UN support with a 
grassroots mandate, IVD represents neutral 
ground where governments and voluntary 
organizations can work together to attain 
common goals. 

Many volunteer managers have coordinat
ed volunteer recognition events on the Day. 
They are an opportunity to highlight what 
volunteers give to their organizations; and, 
moreover, what their organization gives to the 
community. At the same time, they provide 
an occasion to expose would-be volunteers to 
the value of volunteering. The WorldVolun
teerWeb.org provides the official IVD logo, 
media tip sheets and radio public service 
announcements which will help identify your 
events with this UN volunteering day. With 
the WorldVolunteerWeb.org, organizers of 
volunteer events have an opportunity to pro
ject their volunteers beyond their community; 
they have an outlet where the volunteers can 
be recognized globally. 

The portal provides an opportunity to 
share resources and highlight your work with 
a global volunteer network; and the months 
before 5 December offer the biggest opportu
nities. As the campaign musters steam, 
the portal's audience reaches peak viewership. 
News, stories, events, documents, photos, 
best practices and volunteer requests-these 
are some of the many materials posted on the 
portal. All contributions are welcome and 
editorial guidelines are available on the site. 

The volunteering portal provides network
ing services for the global volunteering com
munity. The directory of national committees 
will connect you to your country's lead IVD 
organizations so you can learn about existing 
plans or even better-join their team. It also 
serves to identify countries where a commit
tee needs to be set up. Through the national 
profiles, the portal highlights volunteer initia
tives worldwide and provides links to volun-

teering organizations undertaking noteworthy 
activities. By sharing information and 
resources, volunteer organizations in one part 
of the world can help organizations in another. 

For those who would like to keep abreast 
of voluntary sector developments, but may 
not always have time to visit the portal, the 
Global Volunteer Update is sent out monthly 
with a summary of the last month's top news, 
postings, and upcoming events. It combines 
news, events, documents and editorials from 
volunteerism experts around the world; any
one wishing to subscribe can register for free 
on the portal. Before, during and after 5 
December, the Global Volunteer Update pro
vides a convenient overview of the campaign. 

The research section gives you access to 
statistics, links to research institutions and 
volunteering journals. This section contains 
volunteer studies and tool-kits that can help 
you quantify the impact of volunteerism. Of 
particular interest is the Measuring Volunteer
ing Toolkit that outlines how to undertake a 
national volunteering audit. It has remained a 
top download since it was launched by UN 
Volunteers and the Independent Sector in 
2001. The Measuring Volunteering Toolkit 
provides a convenient starting point to under
take a national study of volunteerism. IVD 
has become a popular occasion to announce 
the findings, kick start new initiatives or start 
advocating for a new study. It provides a vehi
cle to bring people together and muster pub
lic support. 

The WorldVolunteerWeb.org provides 
information about volunteering laws and 
policies in various countries. It contains legal 
references for policy makers and advocates to 
develop volunteer friendly policies and legis
lation. If you are interested in the legislative 
frameworks surrounding volunteerism, the 
policy section contains examples to support 
your efforts: resolutions, policy documents, 
governmental speeches and legislation. Pre
senting international, regional, and national 
legislation, these examples were collected to 
facilitate the sharing of best practices. Fur
thermore, the national profiles also provide 
a list of UN resolutions endorsed by each 
nation. When dealing with national volun
teerism issues, especially in the IVD context, 
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these resolution s add weight to policy discus
sions by showing com mitm ents that your 
country may have already made through the 
General Assembly. 

Apa rt from academ ic and political 
resources, the global volunt eering portal pro
vides a showcase that reflects the global d iver
sity of volunteerism. The initi atives section 
brin gs some "heart and soul" to the portal. 
W ith over 3,000 photos, poetry, stor ies, and 
songs about volunreerism, th ere are many 
inspirational resources available. Fifteen songs 
are available in CD quality, free to download. 
Should you wish to re-use any content, con
tributor s' names and contact details are post
ed so you may contact chem. 

The events calenda r lists major happen ings 
and opport uniti es around the world. Global 
volunt eerism campaigns, such as Global 
Youth Service Day and Make a Difference 
Day, amon g others, are important events char 
contr ibut e to global development throu gh 
mobili zing volunte ers and highlighting vol
unteerism. Throughom rhe IVD campa ign, 
the portal offers a chance to highlight your 
celebrat ions in many ways. D erails about 
joining these act ivities are posted in the cal
endar section and sent out in the newsletter; 
they are also referenced in various IVD 
reports. 

To start the campaign ball rolling, volun
teer manag ers, orgamzat10ns or governme nt s 
can download rhe IVD planning sheer. T his 
one-page document highlight s best pract ices 
and lessons from previous IVD 
celebratio ns. Startin g with 
advice on forming or joining 
IVD national comm ittees, it 
outl ines steps to develop a 

Brian Cugelman, the architect of 
UNV's World Volunteer Web. org. 
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national theme; plan activities; netwo rk inter
nationall y; produce promotional mat erials; 
develop a media strategy; and finally, docu
ment th e outcomes. The sheet points ro oth er 
essent ial resources char are available on rhe 
WorldVolunteerWeb.org: the IVD logo, ideas 
on what to do, advice on how to tackle 
MDGs , a poster char can be downloaded and 
modified. 

The camp aign chis year promi ses to be one 
of, if not, the biggest celebration to date. 
Building on the 2003 campa ign, wh ich saw 
125 countri es mark th e day and 57 countri es 
set up national planning com mitt ees, expecta
tions are high. Already, Pakistan is plannin g 
to host a global conference on volunt eering 
and the Millennium Developme nt Goals. 
Fiji is planning a series of event s leading up 
to the "Spirit of rhe Fiji Islands Volunteer 
Champions Awards" and in Surinam e, orga
nizers wi ll attract university stude nts to local 
volunt eer programmes with a young volun 
teer entre preneur fair. In September 2005, 
the UN Gene ral Assembly will cond uct a 
five-year review of the International Year of 
Volunteers . This means char any activities 
undertaken during chis year's IVD campaign 
will be distributed to the highest levels of 
government around the world. 

If you would like to get involved , visit 
wv..rw. WorldVolunt eerWeb.org, click on 
events, then on Internatio nal Volunt eer Day. 
E-ma il your news, events or resources to 

info@WorldVolunteerWeb.org. 



Challenges of International Online Volunteering: 
Re-Learning Words, Transcending Boundaries 

Jayne Cravens 
United Nations Volunteers, Bonn, Germany 

With the permeation of cyberspace, it is 
difficult for even the smallest of volunteer 
programs anywhere to think of itself as only 
local-any volunteer manager with an Inter
net connection will interact internationally in 
some way eventually, if not regularly. Howev
er, there are substantial cultural differences 
throughout the world that may cause discrep
ancies in how volunteerism is talked about. 
These differences can make it difficult for 
volunteer managers in "the West" to engage 
effectively with people in "the South." Being 
aware of these differences can help all volun
teer managers more easily transcend country 
boundaries, and to be better communicators 
in every aspect, locally and globally. 

The phrase "volunteering in the develop
ing world" conjures an image for most peo
ple: volunteers from "the West" (North 
America, Western Europe and Australia) 
going to the developing world, also known as 
"the South'' (Africa, Asia, Latin America, 
Arab states, and former Soviet Union states). 
Such volunteering can also be seen as the 
domain of only large volunteer-sending orga
nizations. 

Two things are changing the concept of 
volunteering in the developing world. The 
first is increasing pressure to empower local 
people to help themselves. This pressure 
comes not only from the donor nations of the 
West, but also from within the countries of 
the developing world themselves: local people 

are saying, "Give us the tools, and we can 
feed our own children and build up our own 
communities and create sustainability." 
Volunteerism can play an important role in 
this paradigm shift in the way we think about 
helping these countries. Volunteerism means 
not only sending volunteers from the West to 
these countries, but also means building the 
capacities of these communities to involve 
local volunteers effectively. 

The second thing changing the concept of 
volunteering in the developing world is the 
Internet. Cyberspace is making an increasing 
number of volunteer programs global, 
whether the staff behind these programs like 
it or not. A volunteer manager in a small 
town in Kansas may find herself or himself 
answering questions via e-mail for a person 
half a world away, trying to run a similar pro
gram. A volunteer manager seeking an online 
volunteer to design a brochure may find that 
the best qualified and most passionate person 
lives on another continent, even in a country 
thought of by most as "poor." Online com
munities, once the sole domain of volunteer 
managers based in the West, are seeing 
increasing numbers of people from the South 
who are interested in learning more about 
volunteer management. These increasing 
global encounters mean that we all have to 
look at the way we communicate and the 
words we use. 

The vast majority of volunteer manage-

Jayne Cravens is the Online Volunteering Specialist at the United Nations Volunteers program [ www.unvolunteers.org] in Bonn, 
Germany. UNY manages the Online Volunteering service [www.onlinevolunteering.org], supporting organizations working in 
and for developing countries. She also participates in the United Nations Information Technology Service [www.unites.org ], an 
initiative to promote and support volunteers applying ICT for Development. From 1996 through 2000, Jayne directed the 
Virtual Volunteering Project [www.serviceleader.org/old/vv/], which helped pioneer the concept of involving volunteers via the 
Internet, including online mentors. Her own internationally-recognized Web site, Coyote Communications [www.coyocecom 
municacions.com] provides information on how mission-based organizations can benefit from computer and Internee technolo
gy. In 2001, she was selected as one of the Top 25 Women of the Web by SFWow.org. 

26 THE JOURNAL OF VOLUNTEER ADMINISTRATION 
Volume 22, Number 3, 2004 



ment books, guides, Web sites and confer
ences are dominated by people in the United 
States and Canada, as well as Great Britain 
and Australia. This does not mean that the 
people behind these activities, as well as the 
primary audiences they address, are nor 
diverse: a volunteer management seminar in 
San Jose, California, for instance, may draw 
people descended from immigrants from 
Europe, Asia and Africa, as well as actual 
Europeans, Asians and Africans, and also 
American Indians. And certainly these practi
tioners do not always speak with a unified 
voice, from a unified understanding: for 
instance, bring up your own definition of 
who is and isn't a volunteer on CYBERVPM 
(http://groups.yahoo.com/ group/ cybervpm), 
an online discussion group for volunteer 
managers, mostly in the United States, and 
watch the sparks fly as the debate ignites yet 
again. 

There are substantial cultural differences 
throughout the world that may cause discrep
ancies in how volunteers are involved, or even 
talked about, and these are becoming more 
and more apparent as the Internet is used by 
more and more volunteer managers world
wide. These differences can make it difficult 
for volunteer managers in the West to engage 
effectively with people in the South. Being 
aware of these differences can help a Western
based volunteer manager more easily tran
scend country boundaries. Ultimately, it will 
make him or her a better communicator in 
every aspect, locally and globally. 

SAME WORD, DIFFERENT MEANING 
Take, for example, the word "develop

ment." A person who is involved in causes 
relating to people and communities in the 
South, such as education programs about 
HN/AIDS in Africa, community technology 
centers in Latin America, or agricultural 
reforms in Asia, is referred to as working in 
"development." Among volunteer managers 
in the United States, however, that word 
means fund-raising. For people in many 
regions of the United States, it is also associ
ated with software. But for the majority of 
the world, "development" means improving 
the lives and raising the standards of living of 
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people, usually the world's poorest people, 
through building their capacities and increas
ing their access to education, health services, 
sustainable livelihoods and healthy environ
ments. 

Another word that can cause misunder
standings is "entitlement." To most Ameri
cans, the word can have a very negative con
notation. For them, it means having an 
assumed right to something, and in the nega
tive sense, someone with an "entitlement atti
tude" means someone who believes they are 
owed various things by other people, particu
larly the government. But "entitlement" in 
development work means something quite 
different; it relates to the frameworks, estab
lished through trade or an individual's direct 
production, that help a person or family gain 
access to food. Imagine a volunteering project 
proposal from a developing country frequent
ly using the word "entitlements" landing on 
the desk of a corporation in Texas in the 
hopes of attracting funding, and you can 
understand how misunderstanding of this 
word could lead to the proposal's rejection. 

Even simple phrases that we use in the 
West can be seen with a hostile eye in devel
oping countries. Susan Ellis's popular book 
on volunteer management, From the Top 
Down, is frequently recommended to people 
online seeking volunteer management advice. 
It was once recommended to a person work
ing at a large, international volunteer sending 
organization. The employee saw the title and 
replied, "I don't believe in 'from the top 
down' strategies. We need to be more grass
roots focused." This immediate hostility came 
from the mantra that permeates most devel
opment organizations now: "bottom-up." 
Once the context of the title and the focus of 
the book were explained, he was much more 
relaxed and much more receptive to the 
book's recommendations-but still did not 
want to share the book with colleagues 
because of the title, a title which is perfectly 
acceptable in a Western context. 

HOSTILITY TOWARDS THE WORD 
"VOLUNTEER" 

When working in international contexts, 
it is important to be aware that there can be 



much more hostility against the idea of vol
unteerism in the South than in the West. 

For example, and as mentioned at the start 
of this article, the concept of volunteerism 
often immediately conjures up the idea of 
someone from, say, Canada, coming to a 
poor country to help build a new fishery. 
To this, the local people now will often say, 
"Why did you bring in an outsider when 
there are people with this expertise in our 
country you could have hired?" As a result, 
the necessity to be dear about what one 
means when talking about volunteerism in 
the developing world has never been more 
important. 

Countries in the South are often facing 
dire unemployment, and volunteers can be 
perceived by communities as taking paid jobs 
away from local people, or as a way for orga
nizations to avoid paying staff. Yet, the con
cept of volunteering is not foreign any
where-people in every community volunteer 
in some way, but may not call it such. Build
ing bridges between the word and the con
cept, through avoiding assumptions about its 
understanding and through constant dia
logue, goes a long way in convincing people 
that formal volunteerism initiatives are 
worthwhile, culturally appropriate, and bene
ficial to all involved. 

STANDARDS "HERE" 
MAY NOT FIT "THERE" 

Standards that are taken for granted 
among volunteer managers in the West are 
sometimes almost impossible to apply in 
some developing countries. For instance, 
• Time and short deadlines often seem 

quaint concepts to organizations in inter
national settings and the South, who are 
facing immediately dire circumstances, 
from staff members dying of AIDS to a 
drought wiping out surrounding villages. 
It can be very difficult to convince a non
governmental organization (NGO) serving 
the South that they must devote the time 
needed to developing a volunteer policy or 
a tracking system for volunteer applica
tions when this same organization may be 
near an armed conflict that could break 
out into a civil war at any moment. 

• In the West, most organizations are under
standing of the "hoops" they have to jump 
through in order to receive grants, volun
teers or other support, and often appreci
ate detailed guidance on how to manage 
a project. They know that meeting set 
requirements can help prove credibility 
and even improve chances for more sup
port. Organizations in the South, howev
er, are often resentful of the values of the 
North being forced on them, and can 
interpret such "hoops" as being oppressive. 
What seems normal to be asked of volun
teer centers that refer volunteers in the 
United States or Canada can feel imperial
istic, unrealistic or culturally-insensitive to 
similar organizations in the South. 

• In managing the Online Volunteering (OV) 
service (www.onlinevolunteering.org), the 
United Nations Volunteers program 
(www.unvolunteers.org) has found that it 
is imperative to strike a balance between 
empowering individual organizations to 
find their own best practices regarding 
online volunteer involvement versus 
enforcing quality control measures, 
obtaining high user numbers, and requir
ing certain standards among OV host 
organizations. The staff of the OV service 
frequently recommend certain practices in 
recruiting and managing online volun
teers, and the service does require certain 
basic activities, but most of what is offered 
are suggestions for management, rather 
than requirements. For instance, users are 
frequently encouraged to report to UNY 
about the impact online volunteers are 
making to their work, but UNY does not 
require it. That can make some things dif
ficult for staff, particularly the reporting of 
meaningful service results. Staff at the OV 
service are continually looking for ways to 
help build the capacities of service users, 
without imposing what could be perceived 
as unrealistic demands. 

• The writing style of people and organiza
tions in the South can be less structured, 
and more wordy, than those of the West, 
but it also can sound much less "PR
esque." Staff at organizations in the South 
don't try to talk in sound bites, and this 
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add s a stron g element of sincerity to their 
word s. In addition , for many, English is 
not their native language . W h en "cleanin g 
up" a propo sal o r testim on ial, a person 
from the West should keep these realit ies 
in mind , not onl y to make sure chat the 
inform ation is accur ate, but also to keep 
the uniqu e voice and sty le of a parti cular 
community or culcure. Oft en , a que stion 
nair e can work best in obt aining the mate
rial for a testimon ial, rather than asking 
someone to writ e the entir e testimonial 
them selves. 

DIFF ERENT C OMMUNI CATI ONS 
STYLES 

People in developin g countri es may seem 
to have a "please provid e chis information/ 
help right now" attitud e to peopl e in th e 
West, particul arly via e-mail. It can feel rud e 
and overly demandin g to the recipient. Th ere 
are several reasons thi s kind of communi ca
tion can happ en. On e is chat, accordin g to 

th e television shows and movies peopl e in the 
South have seen about the West, everyon e 
there has unlimit ed amount s of wealth and 
tim e on their hand s, and thi s stands in the 
sta rkest o f contr asts to how chose in che 
South are living. Anoth er reason is char, 
ind eed , they may be facing an imm ediate, 
dire circum stan ce, and aren't chinkin g in 
terms of how to be police and prof essio nal 
but , rath er, how to communi cate in the 
qui ckest and mo st effect ive mann er to get 
the critical informat ion or resources needed. 
Whe n a person from the West receives such a 
communi cation , the best tactic is to respond 
in the most po lice, helpful, and definit e way 
possible. Be clear about what can be don e or 
o ffered , by wh en, and what cann ot be done 
or offered. Wh ether they say it or no t, the 
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person on the ocher end of the e-m ail will be 
mo st appr eciative of your response, no ma t
ter what it is, and your "style" of respon se 
may even rub off on chem in futu re commu-
111cat1ons. 

A W O RTHWHILE EN DEAVO R 
U ltim ately, the world 's peop le, includ ing 

volunt eer man agers, pro bably have mu ch 
mor e in common with each ocher than differ
ences. H elping at local communi ty event s (if 
you happ en to be lucky enou gh to go on-site 
in the South) , learnin g about a local commu
nity's situation on your own, and, whenever 
possible, listening more than talking , go a 
lon g way in buildin g bridg es in an int ern a
tion al cont ext. Cultur al gaffes are frequently 
forgiven , and exp ert knowl edge deeply appr e
ciated by volunt eer mana gers and volunt eers 
world wide. It doesn't mean leaving your pro
fessional stand ards and ideals behind; it do es 
mean being flexible, open-mind ed , ready to 

try and to pro pose new thin gs, and ready to 
alt er your communic ations style as needed , 
and on an ongoin g basis. 

Jayne Cravens, 
the face behind 
the UNV Online 
Volunteering 

project. Many 
~ readers may be 

familiar with 
her frequent 
contributions 
to CyberVPM. 



Virtual Volunteering: 
Get Involved by Getting Online 

Lori Gotlieb 
Eva's Initiatives, Toronto, Ontario 

Technology has changed every facet of our 
lives. As soon as we incorporate a new gizmo 
or gadget into our computer system, it is 
already obsolete. The same goes for our 
thinking on how we use technology and how 
the computer can best serve our community. 
First, you no longer have to leave your house 
or office to get information, do your banking, 
go shopping, and communicate with others. 
People feel the need to connect with others, 
so much so that surfing the Internet is fast 
becoming the most popular hobby for all 
ages. For example my five-year-old son 
comes home from kindergarten and asks 
whether he can see his favorite characters on 
the computer. We are no longer isolated by 
geography, a telephone or even voice mail. 
We can do just about anything via the com
puter including helping others. Let's put this 
theory to practice. 

A GROWING TREND 
Volunteering as a concept has always been 

to call up an agency and ask whether you can 
help out. Historically, after being accepted as 
a volunteer you go to a site to do your volun
teering. Now take this concept and consider 
using the computer as a way of volunteering. 
This new category of volunteering was not 
even imaginable a few years ago but has 
evolved as a direct result of computer tech
nology and the need to interact in cyberspace. 
This is called "Virtual Volunteering." We can 
go one step further and consider the situation 
of a gentleman, no longer able to travel due 
to a disability, who would love to volunteer 
for you but cannot get to your location. He 
explains that he is computer literate and fully 
linked to the Internet and could do some
thing via e-mail. Does this not create a whole 
new way of thinking of your traditional vol
unteer positions? Can we now incorporate 
volunteers who have special needs with 

greater ease? 
Technology provides an excellent opportu

nity to enhance a volunteer program, includ
ing recruitment, orientation, assignments and 
recognition. It allows people to volunteer 
who may not be able to participate in the tra
ditional way. Online volunteering will never 
replace traditional volunteering but does pro
vide some excellent ways of using people's 
skills while accommodating any special needs. 
Some people find it easier or more comfort
able communicating via e-mail. For example, 
someone who has a speech impairment may 
have difficulty using the traditional lines of 
communications but would not have any 
issues with a computer. People who have con
cerns over being in public could feel comfort
able with the anonymity of the computer. 
Basically, Virtual Volunteering could allow 
people to participate who may find on-site 
volunteering difficult. The main reason to 
consider Virtual Volunteering is that it is 
already happening. 

A WORLD OF OPPORTUNITIES 
Virtual Volunteering is an educational 

process, and in a constant state of change. 
Virtual Volunteering means that volunteer 
tasks can be completed in whole or part via 
the Internet and computer. It is also known 
as online volunteering, cyberservice, and tele
mentoring to name a few. Many organiza
tions are combining online volunteering with 
traditional on-site volunteering. For example, 
you could have a friendly visitor spend time 
with a homebound person once a week and 
have follow-up communication during that 
week via e-mail. Your agency could send out 
orientation packages via e-mail, submit 
progress reports, communicate with your vol
unteers while removing transportation barriers. 

There are two main types ofVirtual Vol
unteering. 

Lori Gotlieb works in Toronto, Canada, at Eva's Initiatives, an emergency shelter for homeless youth 
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Technical Assistance: 
• Online research 
• Professional and consulting expertise 
• Translating 
• Designing marketing tools, databases 
• Online outreach and advocacy 
• Volunteer management assistance 

Direct contact: 
• Electronic visits with someone who is 

homebound 
• Online mentoring 
• Tutoring 
• Chat rooms 
• Phone support network 
• Distance learning 
• Writing articles 
• Linking volunteers from different agen

cies for support 

FIRST STEPS 
There are a few basic points to consider 

when coming up with assignments. You need 
to evaluate the task primarily by qualitative 
results. The assignment should not involve 
high security measures. The project must 
require a computer and should be focussed on 
an individual rather than a team approach. 

For the first time we have a powerful tool 
to include people with special needs. For 
many years we have made people with hear
ing disabilities accessible in cyberspace with 
TTY. Most of the obstacles of disabilities can 
be in the attitude of others and not consider
ing job descriptions prior to even recruiting 
volunteers. Everyone should have the right to 
volunteer. Anyone who can make a contribu
tion should be able to volunteer and be 
encouraged to do so. Diversity provides a rich 
resource that can be used in many ways to 
accurately reflect the community that you 
serve. 

Those interested in virtual volunteering 
need to have computer accessibility as well as 
the appropriate technical support based on 
their need for accommodation. The cost and 
availability of hardware for the computer is a 
temporary problem. There are many Internet 
companies and nonprofit agencies that have 
free e-mail access. The public library has 
computers that allow their patrons to go 
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online free, colleges and universities have 
accessibility, some nonprofit agencies may 
have computers available for their clients. The 
future holds the integration of telephone, tele
vision and Internet technology. Linda Graff in 
By Defi,nition ( 1955, p. 44) states, ''Attempts 
are being made to integrate various 'special 
needs' populations in volunteering. This trend 
is a function of at least two movements: 
a) Organizations attempting to be truly 

representative of their communities and 
consumers 

b) Integration of various populations in 
mainstream community life." 

There are many vocational rehabilitation 
programs and other nonprofit agencies that 
are looking at integration through a variety 
of programs. Some agencies that may be of 
service are Canadian Institute for the Blind, 
March of Dimes; Job Accommodation 
Network, rehabilitation hospitals, and 
Human Resource and Skills Development 
Canada. Another organization involved in 
Virtual Volunteering is Impact Online: its 
Web site lists volunteer positions that can be 
done online, as well as other information 
regarding Virtual Volunteering. 

Before looking at Virtual Volunteering you 
need to assess the volunteers' capabilities to 
use a computer, look at the agency they are 
going to support, and access the types of 
accommodations necessary to do the job 
required. A volunteer's disability should only 
be considered in the context of deciding what 
accommodations will work. There are many 
options such as web browsers that read aloud 
what's on a web page, web pages that have 
been simplified. Augmentative communica
tion devices enable those who cannot speak 
to use touch- or light-activated keyboards 
linked to synthetic speech systems. Screen 
reading programs and screen magnification 
systems are available for those with low 
vision. Braille computer systems are available 
as well as Braille software translators and 
embossers that enable users to print docu
ments from the PC. Many adaptations are 
available to assist those with impaired mobili
ty use the computer. For many people, 
speech, language and learning impairments 



are a barrier to volunteering. Computer pro
grams have been designed to improve speech 
and language capabilities of those who need 
assistance. Among those adaptations are vehi
cles for speech therapy and word prediction 
software programs. 

THE FUTURE OF VOLUNTEERING 
It is important to understand that the 

technology for the computer user is enlarging 
everyday, new opportunities for accommodat
ing users such as students will eventually 
reach out to all facets of the community. 
For example, a university student who has 
used assistive devices for education will use 
those technologies to support their work 
environment as well as their community 
involvement. 

Virtual Volunteering is a collaborative 
process including agency staff, board of direc
tors, vocational and rehabilitation counselors, 
aod the volunteer, all working together. Vir
tual Volunteering has little to do with tech
nology and everything to do with people. 

In summary, it is important to realize that 
Virtual Volunteering is a growing field. Tech
nology, community involvement, education, 
just to name a few are constantly changing. 
The growth of all these industries is rapid, 
and our way of thinking of the traditional 
volunteer needs to shift with the times. Virtu
al Volunteering can extend the resources of 
many agencies by enlisting help from people 
who otherwise could not help. Prepare a writ
ten plan, redesign a position description, start 
talking to staff about the potential for Virtual 
Volunteering and get other community 
resources involved. To use the phrase "think
ing outside the box," Virtual Volunteering is a 
perfect opportunity to get involved by adding 
a new dimension to volunteer programs. 

RESOURCES 
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Utilizing Employees as Volunteers 
Connie Pirtle, Washington, D.C. 

With the advent of volunteerism in all lev
els of service for nonprofit organizations, the 
distinction between salaried employees and 
unpaid "workers" has begun to blur. (Sixel, 
2002) This issue gained national visibility in 
1999 when volunteer moderators asked the 
U.S. Department of Labor to investigate 
unfair practices at AOL. Qunnarkar, 1999) 
Another volunteer in fact sued AOL for 
unfair labor practices. Some of these claims 
have been settled financially and others may 
still be pending. 

While AOL is a for-profit company, these 
incidents served to heighten concerns 
throughout the nonprofit sector. We realized 
that our good intentions had potential liabili
ty implications for our organizations, didn't 
protect our employees as much as we 
thought, and could undermine the important 
work of our volunteers. Suddenly people were 
thinking about the Fair Labor Law, ADA, 
workers' compensation insurance, and a host 
of other legalities in a very different way. 

Could employees feel coerced, no matter 
how subtly, to volunteer for us? What hap
pens if an employee-volunteer gets hurt while 
volunteering and then we learn that workers' 
compensation doesn't apply to them because 
they are wearing their volunteer hat for us? 
How do we ensure that the work of an 
employee-volunteer is "substantially" different 
from their paid job? 

And then there are the human resource 
management questions-Will a potential 
employee-volunteer resent being rejected 
from the volunteer program? Do we have to 
be careful not to single out for special treat
ment employees who volunteer for us? Can 
we ask volunteers to supervise employee-vol
unteers or will they resent that? If someone 
sues us, how will we manage the public rela-

tions and potential ill will in the community? 
How do we protect the organization, our 
employees, and our volunteers? 

Conventional wisdom right now is that the 
best thing to do is not utilize employees as 
volunteers for your own organization. The 
labor issues are too gray and the potential 
risks are not worth taking. Many organiza
tions have taken a straightforward approach 
and written a policy that prevents employees 
from volunteering for their employer. For 
example, according to the HR director at a 
science museum in Ohio, their policy is that 
employees cannot volunteer for the museum. 
This policy was formulated to avoid any con
fusion or perception of an employee doing 
any work as a volunteer for which he/she 
would normally be paid. She also cited con
cerns about terminating an employee-volun
teer if necessary, along with concerns related 
to federal discrimination laws, the Americans 
with Disabilities Act, and the Federal Fair 
Labor Law. 

In a personal survey of nonprofit institu
tions in the Washington, DC area, colleagues 
revealed the following information {quotation 
marks indicate specific wording from respon
dents): 
• One organization permits employees to 

volunteer on an "emergency" basis, e.g., 
when a volunteer is sick or when one is 
absent without notice. Employees do their 
"volunteer" work during regular business 
hours with an excused absence from their 
supervisor and do not volunteer on their 
personal time. 

• Another organization does not permit 
employees to volunteer for it. This is 
based on their philosophy that "volunteers 
receive benefits in thanks for their work 
{memberships, programs, etc.) and 

Connie Pirtle is Principal Consultant with Strategic Nonprofit Resources, a Washington, DC, area firm serving nonprofit organi
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teers, board members, executive directors, and marketing and development directors to increase effective utilization of volunteers 
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monthly at www.VolunteerToday.com, where she answers questions about volunteer management issues and provides Internet 
resources. You may contact her at AskConnieP@cs.com. 
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employees receive remuneration." 
• One federal institution permits employees 

to volunteer in other similar federal insti
tutions for which they are not paid, e.g., 
an employee of one Smithsonian museum 
could volunteer at another Smithsonian 
museum. This policy was established to 
"keep supervisors from abusing their vol
unteer/staff members (by declaring some
one a volunteer on certain tasks when they 
didn't want to or couldn't afford to pay 
them) and to keep the volunteer/staff per
son from suing the organization for back 
wages if he/ she decided they were treated 
unfairly as a volunteer for their [employer] 
institution." 

• One museum does not permit employees 
to volunteer for it. Occasionally, employ
ees work during special events "beyond 
their usual work times," and they receive 
compensatory time off in these instances. 

In the right circumstances it is not illegal 
for employees to volunteer for their employer, 
but it is not advisable unless an organization 
is willing to create policies and procedures 
that specifically govern employee-volunteers 
to avoid liability and provide protection for 
their employees and volunteers. And, even 
taking those steps does not guarantee that a 
dissatisfied employee won't seek redress for 
perceived unfair treatment. 

In the absence of any statutory or regulato
ry exemption, the Department of Labor has 
utilized statutory precedent to formulate an 
exemption for the employees of charitable 
entities who wish to perform volunteer work 
for their nonprofit employers. The Depart
ment has drafted a set of six criteria or condi
tions under which not-for-profit employees 
can volunteer: 
1. The services are entirely voluntary, with 

no coercion by the employer, no promise 
of advancement, and no penalty for not 
volunteering. 

2. The activities are predominately for the 
employee's own benefit. 

3. The employee does not replace another 
employee or impair the employment 
opportunities of others by performing 
work that would otherwise be performed 
by regular employees. 

4. The employee serves without contempla
tion of pay. 

5. The activity does not take place during 
the employee's regular working hours or 
scheduled overtime hours. 

6. The volunteer time is insubstantial in rela
tion to the employee's regular hours. 

In addition, although not specified above, 
the Department of Labor appears to require 
that nonprofit employee-volunteers offer their 
uncompensated services in activities distinct 
from their normal employment duties (U. S. 
Department of Education, 1998). Thus, the 
following would constitute permissible volun
teer situations for the employees of a non
profit public broadcasting television station: 
• an administrative assistant or janitor who 

volunteers to work as a member of the 
production crew 

• a secretary or bookkeeper who offers to do 
some announcing and on-air work. 

EMPLOYEE OR VOLUNTEER? 
Terminology often sets the stage for deter

mining how laws may be applied. For exam
ple, the applicability of a specific labor law 
will depend on whether the worker in ques
tion falls under the law1s definition of "volun
teer" or "employee." The classification chosen 
by the service organization will not affect the 
law's applicability. Therefore, whether a chari
table entity refers to its personnel as "volun
teers," "participants," "gratuitous employees," 
or "interns," the organization's choice of 
appellation will not modify its obligation to 
afford certain protections to all personnel 
who meet the statutory qualifications of an 
"employee." Just as the characteristics of vol
unteers may vary, so do the classifications 
imposed by different laws. An individual who 
may qualify as an "employee" under one law 
may not meet the "employee" criteria for 
another. For example, the Internal Revenue 
Code uses different rules for distinguishing 
between employees and independent contrac
tors than the federal Fair Labor Standards Act 
uses when determining whether someone 
must be paid the minimum wage. As a result, 
those who administer volunteer service pro
grams must familiarize themselves with the 
classifications posed by both the state and fed-
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eral laws that potentially affect their volunteer 
and salaried personnel. See Nonprofit Risk 
Management Center, http://www.nonprofit 
risk.org Oohnstone, 2002). 

Some additional considerations include: 
• Americans with Disabilities Act

Because volunteers are not regarded as 
employees, they are not covered by some 
parts of the ADA. When an employee is 
also a volunteer, the organization may 
subject itself to unnecessary risk and/ or 
liability related to volunteer recruitment 
procedures and decisions, how people are 
treated while they are employed (versus 
how they are treated as volunteers), or vol
unteer separation/termination procedures 
and decisions. 

• Federal Employment Discrimination 
Law-Federal laws prohibiting employ
ment discrimination based on race, color, 
religion, sex or national origin include 
Title VII of the Civil Rights Act of 1964, 
(1) the Age Discrimination In Employ
ment Act of 1967 and (2) the Pregnancy 
Discrimination Act. Several cases under 
these laws have involved volunteers or 
prospective volunteers who claimed dis
crimination and sued organizations. These 
cases held that volunteers who receive no 
compensation are not protected by federal 
employment discrimination laws. Thus, 
the issue for any organization that allows 
employees to volunteer for it is whether or 
not it is worth the risk to blur the lines 
between who is a volunteer and who is an 
employee. 

• Workers' Compensation-Workers' com
pensation laws provide a means of recov
ery for individuals injured during the 
course and scope of employment. Work
ers' compensation benefits are commonly 
reserved exclusively for injured "employ
ees" and their families. In a few states, the 
courts have addressed the question of 
whether a volunteer may receive workers' 
compensation benefits. Some of these 
decisions hinge on whether the volunteer 
receives any form of compensation, such 
as a living allowance, stipend, room and 
board, benefits or even reimbursement for 
expenses. Volunteers are not covered in 
most states. When employees volunteer 
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for their employer, there may be a risk 
that they will not be covered by workers' 
compensation when they feel they should 
be because they are also employed by the 
same organization. 

When employees volunteer in their own 
workplace, it blurs the lines (factually and 
perceptually) between employment and vol
untary engagement. It can become very diffi
cult to distinguish between what employees 
do for salary and what they do voluntarily. It 
can also lead to frustration and resentment 
among employees who work for pay and who 
don't volunteer in the workplace because they 
can't or choose not to volunteer. Also, volun
teers from outside the organization can have 
these same frustrations with employees who 
volunteer. 

Negotiating the legal maze of volunteer 
service administration can be confusing. The 
laws that have been designed to protect vol
unteers from exploitation and employees 
from unfair competition often make it diffi
cult for service organizations to offer commu
nity service in a legal and economically feasi
ble manner. One of the key questions to 
answer before embarking on utilizing 
employees as volunteers in your organization 
is how to guarantee that the legal require
ments for employee-volunteers are met. 
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Management Implications of Staff who Volunteer 
Steve McCurley, Olympia, Washington 

The previous article by Connie Pirtle has 
addressed some of the legal implications of 
allowing staff to volunteer within the same 
organizational structure. This follow-up arti
cle will address the management implications. 

MANAGEMENT ASPECTS OF 
STAFF VOLUNTEER INVOLVEMENT 

Any complication of a managerial system is 
likely to cause occasional supervisory difficul
ties. In the case of paid staff volunteering 
within the same organization these superviso
ry difficulties fall within what is referred to as 
the "multiple hats" problem-an individual 
who is attempting to fulfill several different 
roles at the same time. This type of situation 
commonly creates 
• possible conflict between the roles, result

ing in the performance of one role nega
tively affecting performance of the other; 

• confusion over which role is being per
formed at what time; this confusion can 
afflict either the person performing the 
work or those around them; and 

• complications to the hierarchical structure 
that affect communication flow and lines 
of authority. 

Consider the following example: 

Alison Smith is the Assistant Director of 
the Education Department of the 
Riparian Museum of Art. She began 
work in the museum as a curator of pre
historic art, but over the years as oppor
tunities arose advanced up the ranks 
and across departments to her present 
high position as part of the Senior Man
agement Team of the Museum. While 
she enjoys her job, she misses the oppor
tuni-ty to work directly with exhibits 
and has decided to volunteer within the 
Curatorial Department as volunteer 
curator, assisting in the classification of 

new acqutstttons of prehistoric art. 
Within this Prehistoric Art Curatorial 
Unit are one unit supervisor, two other 
paid curators and three other volun
teers. 

What happens if 
1. Alison so enjoys her volunteer work that 

she begins to direct much of her attention 
to it. It is, after all, the type of work that 
got her into prehistoric art in the first 
place. This diversion bothers her supervi
sor, the Director of the Education Depart
ment, but since he doesn't want to directly 
confront Alison he instead comments to 
the Director of the Curatorial Department 
about the situation and asks that some
thing be done. The Curatorial Director 
then asks the Supervisor of the Prehistoric 
Art Unit why he is causing trouble by 
stealing staff away from other depart
ments. 

2. As Alison volunteers she gets to know the 
paid curators with whom she works. One 
of them is quite accomplished and seems 
perfect for an opening in the Education 
Department. Alison invites the curator to 
apply for the position, hinting that there 
would be a good chance of success. As it 
happens, the curator isn't that interested in 
moving away from curating, but worries 
about refusing such a pointed suggestion 
from someone so high in the Museum's 
executive structure. After all, he doesn't 
want to make an enemy either out of a co
worker or our of someone in a significant 
position in a department where he some
day might want to work. 

3. While Alison was once an accomplished 
curator, many years have passed since she 
was actually involved, and the state of the 
art has advanced as well. Much of what 
Alison knows is now out of date, but Ali
son keeps returning to what she is accus-
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tomed to, much to the consternation of 
her Supervisor. Despite instructions, how
ever, Alison keeps repeating the same mis
takes, which have to be corrected by those 
around her. The Supervisor has tried 
everything, and is now at wit's end. How, 
after all, can he discipline someone who is 
three levels above him in the Museum 
hierarchy and who is best friends with the 
head of his department? 

4. As Alison volunteers, she concludes that 
her supervisor is not very accomplished 
and worries that he misrepresents the sta
tus of work assignments in reports. Alison 
has not actually seen these reports, but 
feels from his comments and attitude 
around staff that something is not right. 
To deal with this situation, Alison has a 
private talk with her friend, the Director 
of the Curatorial Department, suggesting 
that something needs to be done. 

Management is already difficult enough, 
and the more you complicate it the more 
likely you are to eventually get what you 
deserve. 

CREATING A SYSTEM TO INVOLVE 
STAFF AS VOLUNTEERS 

For those of you who are attempting to 
involve staff as volunteers here are some sug
gestions that may reduce, but not eliminate, 
managerial problems. 
1. Before accepting an employee as a volun-

. teer, engage upper management in a dis
cussion of the issue. If the organization 
decides to proceed, develop a policy that 
outlines the circumstances under which 
such volunteering is acceptable. 

2. Ensure that any decision by paid staff to 

volunteer is entirely voluntary and with
out coercion or suggestion from manage
ment. This probably means that you 
should avoid any organized program or 
project created by the agency to specifical
ly involve staff as volunteers in which the 
type of work is directly connected to the 
normal business activity of the agency. It 
may also be prudent to avoid any orga
nized internal recruitment campaign, 
which might be viewed as pressure from 
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management to participate. The most 
suitable recruitment process, if any, would 
be spontaneous decisions by staff who are 
volunteering to tell their co-workers about 
what a good time they are having. 

3. Compare the employee's paid position 
description with their proposed volunteer 
assignment to ensure that they are distinct 
in type of work, location and time frame. 
All of these factors should be as different 
as possible. As the volunteering continues, 
periodically conduct an assessment to 
ensure that these distinctions remain in 
place. It's absolutely amazing how often 
unofficial job redesign can take place, all 
with the best of intentions. 

4. Much greater care must also be exercised 
in making sure that involvement in volun
teering will not negatively impact the staff 
person's professional work. Before allowing 
the staff person to submit a volunteer 
application, require that they consult with 
their work supervisor and seek approval 
for the volunteer work. You may also want 
to discuss the situation with the supervisor 
yoursel£ 

The purpose of this preliminary work 
is to ensure that the volunteer program 
does not become involved in disputes 
between supervisors and their staff ( or 
between labor and management) which 
are not really its concern and which will 
only harm the volunteer program. To 
avoid this you may want to consider a 
requirement that an employee's tolunteer 
position may be te~porarily suspended if 
it conflicts with performance of normal 
work duties. 

It is also wise to check with the person 
who will be supervising the staff person in 
his or her volunteer capacity to make sure 
they are comfortable with this arrange
ment. 

5. The staff person should follow all the nor
mal enrollment procedures of the agency. 
This includes completing an application, 
being interviewed, going through orienta
tion and training, and all other steps of 
volunteer involvement. 

If background checks are normally 
conducted on volunteer applicants, they 



should also be conducted for the staff per
son, unless they have already been done by 
the agency's personnel department. Be 
sure that the employee is screened to the 
standards required by the volunteer's 
work. They might have met lower stan
dards when they were hired. 

6. While it may seem silly to ask a staff per
son to participate in an orientation session 
about an agency where they may have 
worked for a number of years, this step is 
important for two reasons. First, it will 
allow the staff person to be introduced to 
some aspects of agency operation with 
which they are not familiar, such as the 
procedures of the volunteer program. And 
second, it is important to remind the staff 
person that, while volunteering, they are 
subject to all the rules and procedures of the 
volunteer program. 

This last point is quite important. You 
will need to monitor the ability of the 
staff person to adapt to their new role, 
and to maintain that role while volunteer
ing. This means that they must be able to 
keep to the status and limits of their vol
unteer role while interacting with staff 
who are assigned as their supervisors, even 
though in their "work" identity they may 
have greater authority than those staff. 

And they must also maintain their vol
unteer identity while working with other 
volunteers. Any attempt to "pull rank" or 
display a sense of greater knowledge or 
importance could be very detrimental to 
other volunteers. 

7. It will also be important for you to keep 
good written records on staff who volun
teer. An up-to-date position description 
should be maintained and time sheets of 
volunteer hours (recording the actual 
hours worked, not just the total amount) 
should be kept, even if you do not keep 
them for other volunteers. Both of these 
documents could become invaluable if a 
dispute about "employment" status ever 
anses. 

SPECIAL SITUATIONS 
TO WATCH OUT FOR 

Finally, the following are some special situ-

ations where you will want to take extra care 
or even avoid entirely. 
Volunteering within Small Agencies 

Staff involvement works reasonably well in 
larger organizations because their size and 
complexity allows for a clear separation of 
work and volunteering. In smaller agencies, 
however, this is seldom the case. Jobs are 
often ill-defined, everyone does everything, 
and nothing ·can be separated. 

If you encounter a staff person who wants 
to volunteer in a small agency, suggest that 
they simply add the work to their paid job 
description, perhaps under "other duties as 
assigned." Sad as it is, there are no restrictions 
on paid staff agreeing to work themselves to 
death. 

Professional Services 
If staff whose work requires professional 

credentials want to volunteer in positions 
where they will be utilizing those professional 
credentials, then some additional care must 
be taken. Your best bet is to try to discourage 
them, since it is very difficult to show a sepa
ration between their paid and volunteer work. 

Conflicts of Interest 
Be careful about assigning staff as volun

teers in departments with whom they have 
a "professional" relationship. This would 
include departments with which they work 
extensively in their paid job and departments 
where they will have access to information 
that impacts on their own paid job (such as 
personnel information) or upon their co
workers. 

Nepotism 
Another situation to avoid is allowing fam

ily and dose relatives of staff to volunteer. 
The only thing more delicate than supervis
ing the Vice President who wants to volun
teer is supervising the Vice President's 
spouse ... 

Community Service Assignments 
While not mandatory, it may also be wise 

to avoid accepting volunteer applications 
from staff who are fulfilling community ser
vice requirements. One reason for this is that 
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it will become difficult to maintain privacy 
for the employee in cases where you notify 
volunteer supervisors about community 
service volunteers. If you do accept a staff 
person who is fulfilling a requirement of this 
sort, make sure that the sentencing authority 
approves the placement, since there could 
be some dispute as to whether volunteering 
within one's own agency qualifies as work 
for the "community." 

Organizations with Employee Unions 
In institutions with employee unions it is 

critical to reach an agreement with the union 
on the suitability of staff involvement as vol
unteers. 

Upon first encountering this situation 
union representatives are likely to be as per
plexed as you, and this often leads to a quick 
negative response. On the other hand, unions 
themselves have a long history of involvement 
in volunteering. One technique for working 
through the union question is to arrange a 
joint meeting of the requesting staff person, 
yourself, and a union representative to discuss 
this issue. 

The actual "request" for union approval 
should come from the staff person, to avoid 
any semblance of management pressure. 

Since the decision on this will be setting 
a precedent of sorts, the involvement of the 
union should occur whether or not the staff 
person involved is a member of the union or 
subject to collective bargaining agreements. 

If the union is uncomfortable with the 
involvement of staff as volunteers it is proba
bly in the best interests of the volunteer pro
gram to attempt to find a volunteer place
ment for the staff person in another agency. 
Turning volunteer utilization into an issue of 
contention in labor negotiations is in no one's 
best interest. 

Additional considerations 
1. One of the key elements about the Wage 

and Hour Law is that its enforcement is 
proactive in nature. What this means is 
• they don't have to wait for a complaint 

from an employee to bring an action 
• they can actually bring an action even 

if the employee disagrees and doesn't 
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want theni to 
• they will tend to interpret things from 

a standpoint of protecting employee 
rights, which means if there is any 
doubt they are likely to act. 

This is what makes this so dangerous. 

2. The legal restrictions seem to apply only 
when the work being done by the employ
ee is., directly connected to the work done 
by the organization, not necessarily to 
other work. The importance of this dis
tinction is that some types of employee 
volunteering, whether in a for-profit or 
nonprofit organization, don't seem to vio
late the rule. These are things such as 
employee wellness and recreation activities 
or employee charitable fund-raising cam
paigns, even though these are directly sup
ported by the organization. The theory 
behind this is that the work isn't being 
done for the benefit of the business so it 
isn't part of the normal work situation. 
Since there is actually a whole lot more of 
this going on than paid staff volunteering 
to do "normal" work, please note that this 
isn't what Connie is talking about. 

3. An additional legal red flag occurs, when 
staff serve as volunteers, if they receive any 
tangible benefits from the organization for 
doing so. These benefits could be viewed 
as "compensation," which would then 
trigger considering them as qualifying 
for pay for any "volunteer" work. Some 
of the benefits which might look like 
compensation are 
• if volunteers get discounts or access to 

things which equate to money (free 
admission) which aren't also given to 
paid staff 

• if volunteering {including this internal 
volunteering) is used as part of the 
employee evaluation system and thus 
is part of an employee's chance of 
advancement 

• any stipend which goes to a volunteer 
beyond strict reimbursement of 
expenses. 



Reviewing Partnerships 
A Developmental Perspective of Profit-Nonprofit Partnerships 

Lucas Meijs, Erasmus University Rotterdam, The Netherlands 
Judith M. van der Voort, Erasmus University Rotterdam, The Netherlands 

INTRODUCTION 
Nonprofit organizations do not operate in 

a vacuum. On the contrary, they depend 
upon the support of other organizations to 
survive and achieve their goals. Taking the 
perspective of the volunteer administrator, 
this article investigates corporate volunteering 
as one form of partnership development. We 
begin by discussing various stages in the evo
lution of a partnership between a company 
and a nonprofit organization. In the second 
section, we introduce five resources that two 
partner organizations may exchange. In part 
three, we present an instrument for analyzing 
existing partnerships. We continue with a 
brief discussion of some of the benefits and 
risks involved for both partners. The final sec
tion presents conclusions and provides ideas 
to volunteer administrators for moving their 
organizations forward. 

PARTNERSHIP EVOLUTION 
"New social partnerships," "inter-sectoral 

partnerships" and "public-private partner
ships" are only a few of the terms commonly 
used to refer to cooperative relationships 
among companies, nonprofit organizations 
and governments. Nelson and Zadek define a 
"new social partnership" as "people and orga
nizations from some combination of public, 
business and civil constituencies who engage 
in voluntary, mutually beneficial, innovative 
relationships to address common societal aims 
through combining their resources and com
petencies" (2000: 14). Such partnerships are 
important for the creation and implementa
tion of solutions for many of the problems in 
modern society. The rhetoric of synergy 

underlies this claim, proceeding from the 
assumption that no single organization or sec
tor is by itself capable of confronting present
day social challenges (Huxham, 1996). 

A partnership can be understood as result
ing from a long-term collaborative process 
that passes through the following continuum 
(Austin, 2000): 
• Philanthropic phase: A company makes 

donations (of money or other means) to a 
nonprofit organization, which reciprocates 
by publicly acknowledging the gifts; 

• Transactional phase: As in market rela
tionships, both partners strive to achieve 
their own aims and to make concrete 
agreements concerning activities with 
mutual investments and mutual benefits; 

• Integrative phase: The partnership takes 
on a sustainable and strategic character, 
based upon a common mission and joint 
policy, value creation and activities. 

Kjaer and Tennyson define the evolution 
of inter-organizational relationships as "the 
growing up from a more personalized to a 
more formalized working relationship, 
through the greater engagement of organiza
tions and the creation of management sys
tems" (2003: 85). Strictly understood, the 
philanthropic phase involves a one-way part
nership. In this phase, a company decides to 
provide support (financial or in-kind) to a 
specific charity. The unsolicited, anonymous 
gift represents the most pure form of this 
kind of partnership. The transition to the sec
ond, transactional phase is characterized by a 
conscious search for a "win-win" situation. A 
shift from donations to sponsorship charac-
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terizes this transitional phase. 
The integrative phase occurs as more activ

ities are undertaken jointly, more actors (from 
both organizations) become involved in the 
partnership and its activities. The conse
quence is that each partner organization 
adapts its mission to that of the other, a com
mon agenda is set, joint policy is adopted and 
social value is sought. Experiences in the first 
two stages are necessary prerequisites to the 
building of trust relationships. In a process 
identified by Lewicki and Bunker ( 1996) as 
the "stage-wise evolution of trust,,, organiza
tional actors progress from being prepared to 
enter a partnership to actively identifying-or 
bonding-with their partner organizations. 

Recent research in the Netherlands suggests 
two different models for establishing partner
ships (Van der Voort, 2003). The direct 
model, based upon practices in the United 
States, predominates in the literature and 
describes a situation in which a nonprofit 
organization and a for-profit company work 
together to develop a partnership. In the indi
rect model, an intermediating body is 
involved in connecting the different partners. 
Redmond (2003) links this notion of indirect 
partnering and the use of a broker to employ
ee volunteering. This broker matches profit 
and nonprofit organizations, facilitates the 
organization of employee volunteering pro
jects and supports both organizations in gen
erating the best value from their joint projects. 

RESOURCES-EXCHANGE 
The evolution of partnerships between cor

porations and nonprofit organizations, and of 
the general perceptions of these partnerships 
is described in the Collaboration Continuum 
developed by Austin (2000). At the begin
ning of the continuum lies the philanthropic 
phase, in which companies reap public rela
tions rewards for making donations to non
profits in times of prosperity. At the other 
end lies the integrative phase, in which both 
parties perceive the partnerships as strategic 
by both parties, and in which such partner
ships are generally accepted as the preferred 
means of addressing many of the problems 
facing current society. The transaction lies in 
the middle of the continuum and describes 
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an emancipatory process in which nonprofit 
organizations become equal partners. 

Sustainable partnerships, sustainable pro
jects and sustainable impact areas are three 
examples of sustainable strategies for focusing 
the activities of Business Community 
Involvement (Meijs and Van der Voort, 
2002). Sustainable partnerships are represent
ed at the end-point of the Collaboration 
Continuum described above. The annual 
volunteer weeks organized by some compa
nies is an example of a sustainable project. 
Adopting a thematic focus on issues 
addressed by partner organizations (for exam
ple, "youth, ambition and a handicap") is an 
example of a sustainable impact area. 

Transactions between corporations and 
nonprofit organizations currently fall under 
five broad classifications: money, means, 
manpower, mass and media (in the Nether
lands sometimes known as the "Five Ms."). 
• Money: donations of funds as philan

thropy or sponsoring; 
• Means: donations in kind, including sta

tionery, computers and other facilities ; 
• Manpower: corporate employee 

volunteering;. 
• Mass: the capacity of both partners to use 

their reputations and networks to carry 
weight in lobbying, opening doors for 
their partners that would otherwise 
remain closed; 

• Media: the capacity of both partners to 
promote the missions of both organiza
tions and of the partnership through both 
internal and external media channels. 

DEVELOPING THE RELATIONSHIP 
For volunteer administrators, corporate 

volunteering programs are likely to be among 
the first activities involved in developing rela
tionships between for-profit and nonprofit 
organizations. Corporate volunteering, how
ever, has yet to receive much serious research 
attention from the perspective of the manage
ment literature in both nonprofit and profit 
sectors. Especially the relation between corpo
rate volunteering and HRM in businesses 
needs much more attention. In a review of 
publications concerning corporate volunteer
ing, Benjamin (2001) concludes that most are 



aimed at providing guidance for the corporate 
employee administrators involved in such 
projects, and arrives at the following conclu
sions: I) Administrators of corporate volun
teering programs face many challenges and 
have limited resources, 2) the needs of 
employees are generally more influential in 
the selection of programs than are the needs 
of the community, and 3) although many 
corporate volunteering programs involve 
onsite events, the primary focus for most 
companies is on promoting volunteering 
broadly among their employees. 

As discussed by Westerman (2000), non
profit organizations in the United States are 
better prepared to work with one-time corpo
rate volunteering projects than are their 
Dutch counterparts. In addition, Dutch 
national volunteer organizations tend to have 
little hope that either corporate volunteering 
or Business Community Involvement has any 
significant capacity to counteract the lack of 
volunteers. Olde Hanter (2002) found nei
ther common language for nor common 
understanding of corporate volunteering 
among seven companies in the Netherlands 
that are most actively involved with such pro
grams. 

According to Redmond (2003), factors 
contributing to success in the organization of 
employee volunteering include dear planning, 
selection of projects that suit the objectives of 
both partners, and the use of professional 
mediators as brokers. In an investigation of 
the benefits of employee volunteering pro
grams to companies, communities and orga
nizations, Lee (200 I) concludes that 
"employee volunteering works on mutual 

benefit," and that the benefits of employee 
volunteering could be further enhanced by 
stimulating employees to invest their profes
sional, managerial and technical expertise (in 
addition to skills that are not related to their 
work) in nonprofit organizations. A distinc
tion should be made between the provision of 
"helping hands" and the contribution of 
employee expertise and knowledge to the 
efforts of nonprofit organizations. 

Figure I presents an analytical tool that 
considers both the concept of partnership 
evolution and of resource-exchange as two 
possible approaches to developing a partner
ship between a for-profit and a nonprofit 
organization. The upper horizontal axis repre
sents the evolution of a partnership from 
philanthropic to transactional and ultimately 
to integrative, as described by Austin (2000). 
The traditional philanthropic gift that later 
develops into sponsorship is an example of 
such "horizontal" development. It is impor
tant to note that these phases are not static, 
but part of a flowing continuum. 

Alternatively, partnerships between for
profit and nonprofit organizations can 
expand in the manner represented by the ver
tical axis of Figure 1, which considers all of 
the resources that can be exchanged between 
partners in the scope of their cooperative rela
tionship. The broadening of a typical spon
sorship to include corporate volunteering 
illustrates this process. The lower horizontal 
axis considers guidelines that the prospective 
partners set for each other. These guidelines 
are expected to change as the partnership 
enters a new phase. The development of 
"black lists" of unacceptable partner organiza-

FIGURE 1 
The partnership-analysis instrument 

Philanthropic Transactional Integrative 

Money 

Means 

Manpower 

Mass 

Media 

Which companies are Black list Guidelines Guidelines Guidelines 
(not) potential partners? 
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tions is a part of the process of setting guide
lines. 

& discussed above, a real partnership can 
begin with the incidental (or even accidental) 
volunteering experience of an individual 
within a company. The task of the volunteer 
administrator, then, is to bring both the hori
zontal and vertical development of the tradi
tionally philanthropic relationships into prac
tice. Fund-raisers must also seek to steer the 
partnership by recruiting not only money, but 
each of the other four Ms as well. The board 
of directors should focus more specifically on 
the third axis. 

Current research involving semi-structured 
interviews with representatives of companies, 
nonprofit organizations, local governments 
and intermediary bodies in the Netherlands 
has identified at least five applications for the 
analytical tool presented in Figure 1. These 
applications are listed below. 

Analysis of existing partnerships maintained by a 
nonprofit organization with the business sector 

This analysis can take the form of either a 
"total picture" of all partnerships, including 
the names of corporate partners, or in the 
form of a collection of separate "charts" for 
each cooperative relationship maintained by 
the organization with for-profit entities. The 
latter allows the examination of both needs 
and new opportunities. 

In this application the volunteer adminis
trator seeks to answer the following questions: 
Does a specific philanthropic relationship 
have the potential to become transactional? 
Are all five Ms included in the agreement, 
and can any of the five be expanded? Do the 
current relationships fulfill specific needs for 
resources and benefits? Do they provide 
opportunities for consciously pursuing inte
grative partnerships? 

Supporting the decision process regarding the 
selection of potential partners 

The selection of potential partners begins 
by drawing up a "black list" of companies 
with which no partnership-even in philan
thropic terms-could be explained to the 
supporters of the nonprofit organization or to 
the public in general. In such cases, the risk 
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of reputation damage or loss of members ( or 
supporters) outweighs any potential benefits a 
partnership could offer. 

The philanthropic phase is difficult to 
manage with such a list, however, particularly 
with regard to spontaneous, anonymous gifts. 
The greatest risk obviously rests in the deci
sion of the company to publicize its financial 
support of the organization. To address this 
problem, a nonprofit organization must 
establish an upper limit for anonymous gifts 
as part of its process of specifying guidelines 
in the philanthropic phase. Beyond this 
upper limit a simple check has to be made to 
look if the company's name is not on the 
black list. This implies that the donor has to 
tell its identity, otherwise the donation can
not be accepted! Above a following limit an 
even more severe test is needed. 

Preparation of new transactional deals in terms 
of the five Ms; 

& corporations and foundations con
sciously seek to enhance the benefits and 
lower the extraneous costs of their partner
ships and to stretch the limits of the transac
tional arrangements, partnerships based solely 
on philanthropy will continue to become less 
important. The analytical tool allows both 
nonprofit organizations and businesses to pre
pare transactional agreements in terms of sup
ply and (expected) demand. Furthermore, it 
prevents the partners from limiting their 
attention to financial deals. The model forces 
its users to consider what they are able to 
offer in return for the benefits offered by the 
partner organization. Finally, it visualizes 
opportunities for synergy. 

Discussion of future directions for specific 
partnerships 

How can a purely philanthropic relation
ship make the transition to a transactional 
relationship and how can a transactional rela
tionship be broadened to include the man
power, mass and media in addition to money 
and means? Both partners should use the 
model to guide joint discussions concerning 
the future direction of the partnership. 
Determining the ratio of costs to benefits 

This model can also be used as a founda
·tion for a cost-benefit analysis, moving 



beyond simply mapping out supply and 
demand to highlight many (value) issues that 
must be addressed. Does the reputation of 
the nonprofit organization have a price tag? 
What is the value of its brand equity (or 
logo), in terms of the five Ms? What is an 
acceptable balance between costs and bene
fits, and what factors influence this balance? 
Austin's Collaboration Continuum can also 
be interpreted in terms of these benefits and 
costs. The philanthropic phase is character
ized by a very limited exposure of companies 
to community involvement. The costs of 
donated money and means are relatively high 
and the benefits are minimal. In sponsoring 
relationships, the company's investment is 
still restricted to money and means, but the 
direct benefits expand to include mediaexpo
sure, with the goal of increasing brand famil
iarity or reputation. The nonprofit organiza
tion, in turn, invests in media and receives 
means and money in return. Transactional 
relationships can be broadened further to 
include the other three Ms. By thus broaden
ing the transactional deal "vertically," the 
nonprofit partner is able to confirm its role as 
an equal partner to business. 

BENEFITS AND RISKS 
FOR BOTH PARTNERS 

Both parties invest in terms of the five Ms 
and receive specific benefits in return. Extra 
activities, positive exposure and organization
al development are among the benefits to the 
nonprofit partner. The for-profit partner, in 
turn, enjoys benefits in terms of strategic 
management, marketing and/ or human 
resources management (see Meijs and Van der 
Voort, 2002). Strategic management benefits 
refer to support from the nonprofit partner 
concerning issue management and the pre
vention of governmental regulation. Motiva
tion, personnel recruitment and competence 
development are only a few of the potential 
human resource benefits. Marketing benefits 
include both reputation and cause-related 
marketing. 

The transition towards the integrative, sus,.. 
tainable stage of a partnership represents con
scious and collective choices of the partners 
involved. In this phase, attention shifts from 

the creation of individual value to the cre
ation of joint value and joint impact. The 
mission of each partner is tuned to that of the 
other, with the business partner supporting 
the fulfillment of the nonprofit partner's mis
sion directly, rather than indirectly through 
the donation of the five Ms. The assumption 
that costs increase with the intensity of the 
relationship (in terms of both evolution and 
exchanged resources) applies to both partners. 
Risk plays an important role in addition to 
the operational costs of placing resources at 
the disposal of partners and the partnership. 
Both organizations must consider the chance 
that the partner organization will make 
(repeated) unfortunate and costly mistakes. 
A good partnership is characterized by trust 
and increasing benefits relative to the costs 
involved in maintaining and developing the 
relationship. 

CONCLUDING REMARKS 
Preparation plays an essential role in every 

partnership in which a nonprofit organization 
wishes to be an equal partner. Preparation 
means that the nonprofit organization has 
not only an offer for the short run but also a 
more or less clear view of developing the rela
tionship in the future into including more Ms 
and going to "higher" stages of partnering. A 
professional volunteer administrator should 
be highly involved in these preparations. It is 
something that cannot be trusted to fund
raisers or board members alone. 

The partnership analysis tool introduced in 
this article offers necessary stepping-stones 
toward the realization of a successful and 
equal partnership. The model can help to 
prepare successfully. It allows for the visualiza
tion of (new and other) "win-win" opportuni
ties, offers starting points for reviewing exist
ing and potential partnerships and provides a 
common basis for discussing the future of a 
specific partnership. Based upon the recom
mendations of the volunteer administrator, 
the nonprofit board of directors should there
fore concentrate on answering the following 
(and similar) questions: What kind of part
nership do we prefer? Which organizations 
are (and are not) to be considered as potential 
partners? What division of costs and benefits, 
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supply and demand, is acceptable in terms of 
the five Ms? These policy guidelines will 
allow the volunteer administrator to move 
forward and dose the deal! It is important to 
make dear that a nonprofit-profit partner
ship doesn't always start with donating money 
but in many cases by having some personal 
involvement from people within a company 
with the nonprofit's cause. It is this personal 
involvement (volunteering) not yet within a 
formal corporate volunteering program that 
can and needs to be developed! 
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Stren2thening Organizational Goodwill through 
Effective Volunteer Conflict Management 

Ryan J. Schmiesing 
The Ohio State University, Columbus, Ohio 

INTRODUCTION 
The Nonprofit Risk Management Center 

( 1997) categorizes risks associated with com
munity-based programming as follows ( 1) 
people (board members, volunteers, employ
ees, clients, donors, and the general public); 
(2) property (buildings, facilities, equipment, 
materials, copyrights, and trademarks); (3) 
income (sales, grants, investment earnings, 
and contributions); and (4) goodwill (reputa
tion, stature in the community, and the abili
ty to raise funds and appeal to prospective 
volunteers). While each of the categories 
identified are important and deserve equal 
attention, an organization's goodwill or repu
tation in the community is paramount to its 
ability to deliver effective programs. 

It is not uncommon for nonprofit leaders 
to think of worst-case scenarios first and 
implement strategies to manage those poten
tial risks, even though such incidents are rela
tively infrequent. Organizational leaders sel
dom consider conflicts that emerge involving 
volunteers as a potential risk that could harm 
the organization's reputation, even though 
these issues are common and potentially 
harmful if ignored. While not always easily 
identified or managed, volunteer administra
tors must recognize that conflict exists in all 
organizations. Failing to manage conflict can 
have a detrimental, long-term impact on the 
ability of the organization to achieve its goals 
related to volunteer recruitment, program 
expansion, and fund-raising. Additionally, 
persistent conflict may adversely affect the 
morale of volunteers, potentially leading to 
ineffective programs for service recipients. 

CONFLICT 
Hocker and Wilmot (I 995) define conflict 

as "an expressed struggle between at least two 

interdependent parties who perceive incom
patible goals, scarce resources, and interfer
ence from others in achieving their goals" (p. 
21). Nonprofit organizations face many chal
lenges to meet community needs, including 
diverse agendas and goals of volunteers, 
decreasing budgets, and changing societal 
expectations and needs. Volunteer administra
tors are likely able to identify with the chal
lenges mentioned, as potential sources of con
flict; however, just as important is 
investigation of the potential impact on the 
organization involved and strategies to reduce 
negative conflict. 

Conflict is a persistent fact in organiza
tions; however, it is not always dramatic or 
highly confrontational where third parties are 
necessary to resolve the dispute (Kolb & Put
nam, 1992). Conflict is likely to be embed
ded in the organization, potentially out of 
sight to many individuals, and not requiring 
extensive negotiation or implementation of 
grievance procedures {Kolb & Putnam). Con
flict among volunteers that does not require 
extensive negotiation and/ or is not a result of 
a highly charged issue may still require some 
level of intervention by volunteer administra
tors. 

There are times when conflict is positive 
and can benefit the organization. When con
flict emerges between individuals or groups, 
the dialogue is likely to produce contrasting 
opinions that may lead to further discussion 
and new and creative ideas {Zander, 1993). 
Zander goes on to suggest that conflict, 
specifically between board members, may 
increase group cohesiveness as they struggle 
to work together addressing an issue. As a 
result of intense discussion, individuals are 
more likely to understand opposing view
points and gain greater appreciation and 
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respect for each other. Positive conflict pro
vides tremendous opportunities for organiza
tions; however, ongoing, negative conflict 
potentially causes long-term harm. 

SOURCES OF NEGATIVE CONFLICT 
The volunteer administrator may or may 

not be able to control the circumstances that 
create conflict. Conflict emerges in organiza
tions as a result of a number of factors 
including short supply of funds, authority, 
privileges, benefits, or time; communication 
barriers; personality dashes; a strong emo
tional response or resistance by decision-mak
ers to a style used by advocates presenting 
their ideas (Kreitner, 1998; Zander, 1993; 
Deutsch, 1973); or the failure of organiza
tional leaders to address emerging issues. 

Organizations rely on volunteers for a vari
ety of services, ranging from committing a 
specific number of hours at a location to hav
ing volunteers in remote locations with flexi
ble hours and multiple responsibilities. Vol
unteers serving in a more remote capacity 
(i.e., not directly supervised each time they 
are serving, and geographically away from a 
central location) may present management 
challenges for an organization. The "off-site" 
volunteer is oftentimes required to work inde
pendently; perform tasks in multiple time
frames; serve as a primary communication 
link; be inaccessible during traditional office 
hours; and have sporadic access to resources 
(McCurley & Lynch, 1996). Volunteers not 
centrally located may also feel less connection 
to the organization, losing focus on the mis
sion, vision, and values, ultimately serving 
outside the scope of their responsibilities and 
in conflict with their intended responsibili
ties. 

Volunteer administrators may ignore 
potential conflict as it requires staff time to 
resolve, or they don't have the skills to address 
the issues. McCurley and Vineyard ( 1998) 
suggest that conflict is ignored because there 
is hope it will go away; nobody really notices; 
confrontation is bad; and, if confronted the 
volunteer may quit. Additionally, those 
involved in highly competitive programs may 
ignore conflict, as they believe that conflict is 
a part of the program and is to be expected in 
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competitively based programs, or that the 
volunteers perform better when entrenched in 
conflict. Ignoring conflict only supports an 
ongoing negative environment that potential
ly has a long-term impact on the organiza
tion. 

IMPACT OF NEGATIVE CONFLICT 
Organizations that rely heavily on word-of

mouth strategies may find it extremely diffi
cult to recruit and select candidates when 
they are experiencing ongoing negative con
flict (Bennis, 1989). The impact of negative 
conflict goes beyond the recruitment of 
potential volunteers. The loss to the organiza
tion as a result of ongoing conflict may 
include (I) a decrease in financial support 
from donors and grantors; (2) a decrease in 
membership and/or participation; (3) diffi
culties establishing or strengthening commu
nity collaborations; 0ackson, White, & Her
man, 1999); (4) the diversion of human 
resources from program implementation to 
conflict management; and (5) diminished 
morale among volunteers involved. 

In the current environment of reduced 
operating budgets and reductions in paid 
staff, it is becoming increasingly important 
for organizations to collaborate with commu
nity partners. Organizations experiencing 
ongoing negative conflict may find it more 
difficult to form partnerships in their com
munities. Organizational leaders may not be 
interested in working with groups that experi
ence constant conflict and are not focused on 
program delivery, but rather on continually 
resolving internal disputes. 

Conflict escalating out of control in an 
organization and affecting the organization 
may require additional staff time to resolve. 
Time devoted to addressing conflict takes 
away from program delivery, likely resulting 
in less effective programs. Furthermore, it 
may become necessary to engage third parties 
in conflict resolution, increasing the expendi
ture of financial resources. At the same time, 
extensive conflict may damage the morale in 
the organization as a much larger group of 
people become involved, through formal 
interviews and meetings and informal "hall
way" discussions. 



Many nonprofits have a policy or decision
making body responsible for guiding the 
organization. When conflict emerges among 
these groups, there is a tendency to dispense 
with acceptable protocol and civility. Individ
uals involved may seek to speed discussion, 
exaggerate, mislead others, make accusations, 
or resist compromise and desire the status 
quo (Zander, 1993). The behaviors exhibited 
by individuals involved, particularly at the 
decision-making level of the organization, 
will be seen by others. Talking about the con
flict with friends, colleagues, and neighbors 
(potential stakeholders) will only damage 
organizational reputation and cause individu
als to not become involved. Whether an indi
vidual is directly involved in the conflict or 
not, an individual may avoid, or actually 
leave, the organization due to the negative 
environment that exists (Merrill, 2000). 

MANAGING CONFLICT 
Managing negative conflict in the organi

zation must be done with compassion and 
understanding of greater organizational issues. 
Volunteer administrators must fully under
stand the issue(s) so that they may focus on 
exploring options and agreeing on a plan of 
action with all parties involved, rather than 
blaming, intimidating or destroying an indi
vidual's self-esteem (Gunderson, 1998). 
Relying on the same strategies to resolve all 
conflicts in an organization will likely be 
unsuccessful as there are going to be different 
individuals involved, unique situations, and 
multiple variables leading to the conflict. 

There is virtually no way to assure that a 
volunteer administrator will not experience 
negative conflict during their tenure. Volun
teer administrators must address negative 
conflict in an effort to contribute to a positive 
reputation in local communities. Volunteer 
administrators should consider 
• implementing consistent volunteer selec

tion policies and procedures focusing on 
an individual's skills, knowledge, abilities 
and interests as they relate to the position 
responsibilities; 

• requiring orientation to the organization's 
mission, vision, and values; and ongoing 
educational opportunities that enhance a 

volunteer's ability to effectively serve clien
tele; 

• developing feedback opportunities that 
allow volunteers to evaluate their experi
ence(s) as well as allowing the organization 
to evaluate the volunteer's service; 

• providing access to resources, including 
supervisors, that have the skills and abili
ties to facilitate conflict resolution 
between individuals and/ or groups; 

• implementing ongoing communication 
strategies, including verbal, written, and 
electronic, that provide all volunteers with 
the necessary information in a timely 
manner to perform their service responsi
bilities, especially during times of organi
zational change (Fisher & Cole, 1993), 
and especially for those serving "off-site" 
(McCurley & Lynch, 1996); 

• monitoring communication and interac
tion between volunteers/staff to insure 
accurate information is relayed, using 
effective methods; 

• providing opportunities for volunteers, 
especially those serving in a competition
based program, to meet and interact, in an 
informal environment so that they may 
become better acquainted with other vol
unteers in a non-competitive environ
ment; and 

• providing opportunities for paid staff and 
volunteers to gain knowledge and skills to 
facilitate and bring resolution to negative 
conflict situations. 

CONCLUSION 
Negative conflict is inevitable in any com

munity-based organization engaging volun
teers to deliver programs. The risks associated 
with ongoing, negative conflict may ultimate
ly lead to a decrease in new volunteers; loss of 
current volunteers; decrease in service recipi
ents as caregivers seek other, more supportive 
environments; financial support from donors 
and other funding agencies; and decreased 
opportunities to collaborate with other com
munity-based organizations. 
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