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ABSTRACT

This article analyzes results from a comprehensive survey of members of the Association for Vol-
unteer Administration (AVA), conducted in 1992-93. Two-thirds of the membership completed
the mail questionnaire. The article elaborates findings from the survey in the areas of: professional
background of members, their position in volunteer administration, their volunteer programs, in-
terest in research in the field, and attitudes toward their work, organization, and profession. The
concluding section discusses implications of the findings with respect to the AVA and profession-
alization of the field.

The Association for Volunteer Administration
and Professionalization of the Field:
Suggestions from a Survey for the Membership

Jeffrey L. Brudney, PhD
Teresa G. Love, BA
Chilik Yu, MPA

INTRODUCTION

This article presents and analyzes re-
sults from a recent survey of members of
the Association for Volunteer Adminis-
tration (AVA). The survey was a joint un-
dertaking of the researchers and the
AVA. The president and board of direc-
tors of AVA provided valuable advice
and guidance in developing the ques-
tionnaire; the AVA also printed the ques-
tionnaire and administered it by mail to
the membership. The lead author de-
signed the questionnaire, and all of the
authors were responsible for data proc-
essing and analysis, and for preparation
of the article.

The AVA Membership Survey was
mailed in May 1992. The questionnaire
can be found in Appendix I. The survey
booklet began with a cover letter from
the AVA president, encouraging mem-
bers to complete and return the question-
naire. It concluded with instructions to
staple or tape the completed question-
naire closed, affix postage, and mail. The

AVA publicized the importance of partic-
ipating in the survey in UPDATE, the As-
sociation’s bimonthly newsletter, and at
the 1992 International Conference on Vol-
unteer Administration.

ANALYSIS OF RESPONSE RATE

The May 1992 administration of the
AVA Membership Survey, plus one fol-
low-up mailing in November 1992 to
members who had not responded (which
included another copy of the question-
naire), yielded a final sample of 1,042 re-
spondents. The membership of AVA at
the inception of the survey was 1550.
Thus, the response rate to the Member-
ship Survey was 67.2%—that is, two out
of every three members completed and
returned the questionnaire. For a mailed
survey in which the addressee was re-
sponsible for supplying the return
postage, this rate of participation is quite
good.

Not only did the AVA Membership
Survey achieve an acceptable return rate,
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but also the responses appear to be bal-
anced geographically. Although AVA
does not collect information on the de-
mographic characteristics of its full mem-
bership that might be compared with the
analogous information from the survey
sample, response rates to the Member-
ship Survey can be analyzed by geo-
graphic region. This analysis appears in
Appendix IL

The analysis of response rate by region
shows that in every geographic region at
least a majority of AVA members com-
pleted the questionnaire. The lowest re-
sponse rate occurred in Region 2 (re-
sponse rate = 55%), which encompasses
New Jersey, New York, Ontario, and
Quebec. The only other response rate to
dip below 60% (barely) occurred in Re-
gion 6 (response rate = 59%), which con-
sists of Arkansas, Louisiana, Oklahoma,
and Texas. By contrast, the highest re-
sponse rate, a remarkable 96%, occurred
in Region 9 (Manitoba, Minnesota, North
Dakota, South Dakota, Saskatchewan,
and Wisconsin).

The remainder of this article presents
key results from the AVA Membership
Survey. The analysis follows the organi-
zation of the survey questionnaire, with
major findings from each section of the
survey discussed in turn. Appendices
containing detailed findings appear at
the end of the article.

DEMOGRAPHIC INFORMATION

An overwhelming percentage of re-
spondents to the AVA survey were fe-
male (91.9%). Similarly, the great majority
were white (94.1%), 3.6% were black, and
very few were Hispanic, Asian, or of
another ethnic background (1.8%). The
average age of respondents was forty-
seven, with a large range from twenty-
four to eighty years. The great majority of
respondents work in the United States
(95.3%), 3.6% work in Canada, and very
few in other countries (0.7%).

Based on the survey, AVA members ap-
pear to have high levels of formal educa-
tion. Just over one-third of the sample

had a bachelor’s degree (34.4%), and an-
other 14.2% had some college education.
Approximately one-fifth had a master’s
degree (21.4%), and about the same num-
ber had completed master’s degree
courses; 1.7% held a doctoral degree.
Very few of the AVA members had not at-
tended at least some college.

To the degree that these results can be
generalized to the AVA and beyond to
the larger field, the volunteer administra-
tion profession appears to be predomi-
nately white, female, and middle-age.
Most members work in the United States.
High levels of formal education (a bache-
lor’s degree or more) are the norm. The
detailed findings appear in Appendix III.

PROFESSIONAL BACKGROUND

Eighty percent of the respondents
(80.4%) said that prior to their first work
experience in volunteer administration,
they had not received training in volun-
teer administration or management. By
the time of the AVA survey in 1992, how-
ever, most had acquired much more
training and/or education in the field.
For example, 6.1% of respondents had
completed the Certification in Volunteer
Administration (CVA), and 13.3% said
that they were currently working on the
CVA. Another 22.4% planned to begin
work on the CVA within the next few
years.

Asked to describe their formal educa-
tion and/or training in volunteer admin-
istration, relatively few respondents indi-
cated that they had not received any
training in the field (22.6%). Ten percent
had earned a certificate or degree in vol-
unteer administration from a college or
university (9.8%), and another 18.7% had
attended university or college courses in
the field. The overwhelming majority,
76.7%, said that they had attended courses
or seminars in volunteer administration
presented by a non-university source,
such as a professional trainer; 9.6% had at-
tained a certificate or degree from such a
source. (Because multiple responses were
allowed, percentages do not sum to 100.0.)
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Respondents were asked whether they
would now appreciate the opportunity to
obtain further education and/or training
in volunteer administration. Nearly eight
in ten (77.9%) answered in the affirma-
tive. With respect to the level of training
desired, 8.3% said that they would value
basic or beginning level training, 54.8%
regarded an advanced training as desir-
able, 44.0% believed that “training for
trainers” would be beneficial, and 46.4%
would appreciate university or college-
based courses. (Because multiple re-
sponses were allowed, the percentages
do not sum to 100.0.)

Like most volunteer administrators,
the typical AVA member had received no
training in volunteer management before
entering the field. A large majority have
now completed some education in this
area, especially courses or seminars in
volunteer administration. In addition,
members would appreciate further train-
ing opportunities, especially at the ad-
vanced level. Other studies corroborate
the interest of volunteer administrators in
continuing education, as well as their rel]-
atively high levels of formal education,
despite a fairly common lack of prior train-
ing in the profession (Brudney, 1992). The
detailed findings appear in Appendix IV.

PRESENT POSITION IN VOLUNTEER
ADMINISTRATION

As might have been expected, two-
thirds of the respondents to the AVA sur-
vey (67.6%) identified themselves as vol-
unteer administrators; 11.1% were CEQOs
or organization heads, 6.0% were trainer-
consultants, and the remaining 14.1%
had other positions. On the average, re-
spondents had held their current position
for almost five years (mean = 4.95) , with
a range of less than one year in the job to
43 years. In general, respondents had
been in their present organization for a
longer period, on the average 7.24 years,
with a range, again, from less than one
year to 43 years. More than 80% of the re-
spondents (83.4%) hold full-time posi-
tions, and 15.5% have part-time jobs.
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Respondents were asked to estimate
the percentage of time on the job that
they actually devote to volunteer admin-
istration. The average response was 70%
(mean = 70.17%). This finding is consis-
tent with other research that shows that
these officials typically have a variety of
work responsibilities, in addition to vol-
unteer administration (Ostrowski and
Sehl, 1990; Appel, Jimmerson, Macduff,
and Long, 1988; Scheier, 1988a).

Respondents to the survey consisted of
90.5% salaried workers. Non-salaried
employees made up 3.6% of the total,
and another 3.7% were self-employed
(for example, consultant or trainer). The
preponderance of employees, about
three-quarters, work for nonprofit orga-
nizations (73.0%). Virtually all other re-
spondents (25.4%) are employed by gov-
ernment. Of this group, 3.7% work for
the federal or national government, 8.5%
for state (United States) or provincial
(Canadian) governments, and 10.2% for
local or municipal governments. A very
small percentage of AVA members work
in for-profit organizations (2.9%). Na-
tional surveys report a very similar distri-
bution of organizations in which volun-
teers donate their time (for example,
Hodgkinson and Weitzman, 1992).

Also consistent with the finding of na-
tional surveys, AVA members work for
organizations involved in a great variety
of substantive domains. The most com-
mon area was the social or human serv-
ices (46.3%), followed by health care or-
ganizations/hospitals (37.6%). Other
common foci were education (26.9%) and
youth/youth development (24.7%). Some
organizational domains were found less
often: community action organizations
(16.8%), fund raising (16.6%), culture and
the arts (12.7%), recreation (12.2%), and
religion (10.1%). The final group of orga-
nizations consists of environment (9.1%),
civic/social/fraternal (8.2%), law enforce-
ment/criminal justice (7.8%), fire protec-
tion and emergency medical service
(4.3%), foundations (3.3%), and political
organizations (3.1%). Again, because mul-



tiple responses were allowed, percent-
ages do not sum to 100.0.

A series of questions asked respon-
dents how much formal education their
organization requires for their position in
volunteer administration, and how much
they personally feel is necessary. With re-
spect to high school graduation, 30.2% of
respondents said that their organization
requires this level of formal education,
and 22.6% of them agreed that this level
is necessary to do the job. Similarly, 16.0%
said that the organization requires some
college education for the position, and
18.5% felt this level was necessary. A
small percentage of respondents said that
their organization requires an associate
degree (7.3%), and agreed that this level
was necessary (4.7%).

More than half the respondents said
that their organization requires a univer-
sity or college degree for the position
(56.6%); a very similar percentage (53.8%)
also felt that a college degree was neces-
sary for the job. While 15.3% answered
that their organization required post-grad-
uate work beyond the bachelor’s degree,
only 7.5% of respondents stated that this
level of formal education was necessary.

Questions pertaining to volunteer-re-
lated educational requirements for the
position led to greater differences in per-
centages. For example, 12.6% of respon-
dents felt that a person should have a
CVA to hold his/her present position,
but only 1.9% said that their organization
had this requirement. And, while 60% of
respondents (59.9%) considered previous
experience in volunteer administration a
prerequisite for the position, only about
40% (43.4%) said that their organizations
did so.

The largest difference in opinion be-
tween organizational requirements and
individual judgments of prerequisites
came in response to whether a person
should have experience as a volunteer be-
fore she or he is qualified to hold the re-
spondent’s position. One-fourth said that
their organizations (26.5%) required pre-
vious volunteer experience, while two-

thirds of the respondents (66.0%) held this
view personally. With regard to prior ex-
perience in other fields as a qualification,
again, one-quarter (25.6%) said that their
organizations had this requirement, while
about 40% (41.3%) felt it was necessary.

Respondents to the AVA survey were
asked to reveal their salary brackets. The
most common income level was between
$25,000 and $29,000, with 16.6% of all re-
spondents. Almost as many (16.2%) earn
between $20,000 and $24,999), and 15.2%
are in the $30,000 to $34,999 range. So,
about half make between $20,000 and
$35,000, a finding compatible with other
studies (Abbott, Langer, and Associates,
1992; Association for Volunteer Adminis-
tration, 1987). Ten percent of respondents
(10.7%) said that their salaries are be-
tween $35,000 and $39,999; about the
same number (10.5%) earn between
$15,000 and $19,999. Relatively few AVA
members apparently fall into either ex-
treme of the income scale: 3.2% report
making less than $5,000 and 2.1% $60,000
or more.

Asked how their salaries compared to
those that of other staff members in their
organization at the same administrative
level, about half the respondents (48.1%)
said that they earn approximately the
same amount. One-fourth (26.0%) stated
they earn lower salaries. The remainder
indicated that they earn much lower
(6.5%), or higher (4.5%) or much higher
(0.6%) salaries than other employees at a
comparable level in the organization.

Respondents were asked a parallel
question regarding job security. Nearly
two-thirds (63.2%) answered that they
had about the same amount of job secu-
rity as that of other staff members at the
same administrative level. The remainder
split fairly evenly, responding that their
job security was either lower (8.2%),
much lower (3.8%), higher (12.7%) or
much higher (3.3%).

Respondents were queried about orga-
nizational support to attend training pro-
grams in volunteer administration.
Nearly two-thirds (65.0%) said that they
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had attended a major training program in
volunteer administration in the previous
year (see discussion above on continuing
education). Of those who had attended
training programs, about half (52.5%)
stated that their organizations had paid
the cost of the training, 9.8% said that
they had shared the cost with their orga-
nization, and 5.0% replied that they alone
had paid. Respondents were asked to an-
ticipate who would pay the training costs
were they to attend a major training pro-
gram in the future. Sixty percent (60.4%)
answered that their organizations would
pay, one-fourth (24.5%) responded that
the cost would be shared, and the re-
maining 11.8% reported that they would
have to pay.

In sum, the typical respondent to the
survey, and most likely the typical AVA
member, is a professional volunteer ad-
ministrator. She or he has been in the po-
sition for about five years, and in the or-
ganization for seven years. Most are
salaried employees earning between
$20,000 and $35,000. Respondents per-
ceived that their salary and job security
are about the same as that of other em-
ployees in the organization at the same
administrative level. On the average, 70%
of their time on the job is spent on volun-
teer administration. Most work for non-
profit organizations focused on social or
human services. They tend to believe that
a college degree is necessary to perform
their job successfully, as well as previous
experience as a volunteer. The great ma-
jority are interested in continuing educa-
tion in volunteer administration, and
have attended a major training program
within the past year. The detailed find-
ings appear in Appendix V.

MEMBERSHIP IN AVA

In the sample, the average length of
membership in the AVA was 4.20 years,
with a range of less than one year to 26
years as a member. Most are satisfied
with their membership. Half the respon-
dents (50.6%) said that they were satis-
fied, and another 16.7% very satisfied. Of
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the remainder, most were neutral (29.6%),
and only about 3% were either dissatis-
fied (2.6%) or very dissatisfied (0.5%)
with their membership.

With regard to participation in AVA ac-
tivities, 40.4% of the respondents took
part in regional events, and 19.0% took
part in AVA international activities.
About half (51.5%) said that they had at-
tended an AVA international conference
in the past; one-fourth (25.5%) had at-
tended the 1991 AVA international con-
ference (the most recent International
Conference on Volunteer Administration
prior to the survey).

Approximately one in nine respon-
dents (11.7%) said that they had con-
tributed or made a financial gift to the
AVA. Most had done so in one or more of
the past three years. About the same
number (12.5%) said that they planned to
contribute to the AVA during the current
year.

Survey respondents were asked to rank
the benefits of AVA membership, with “1”
indicating highest importance, “2” the
next most importance, and so on. Of the
benefits listed, 32.7% of respondents
ranked the AVA publications as their first
choice. Networking opportunities were
next with 22.7% ranking it first, followed
by professional and leadership develop-
ment opportunities (20.3%). The AVA In-
ternational Conference on Volunteer Ad-
ministration was the next highest ranked
benefit of membership (19.9%); the op-
portunity to show support for the profes-
sion (12.7%) followed. The AVA Certifica-
tion Program (CVA) was the top benefit
for just over one-tenth (11.7%) of respon-
dents. The AVA regional, state, and
provincial (Canadian) conferences (8.8%),
and discounts on other publications
(3.1%) ranked lower as benefits to mem-
bers.

According to the mean or average
ranking given to each of the benefits of
AVA membership, respondents placed
highest value on AVA publications. Of
the AVA publications, respondents con-
sidered The Journal of Volunteer Adminis-



tration most valuable (mean = 1.37), Up-
date was next (mean = 1.90), and the
membership directory ranked third
(mean = 2.56). Note that since the highest
rank is “1,” a lower mean indicates a
higher ranking.

As a benefit of membership, network-
ing opportunities ranked second overall
to AVA publications in value to respon-
dents (mean ranking = 3.00). Professional
and leadership development opportuni-
ties ranked third (mean = 3.13). Attend-
ing an AVA international conference
ranked fourth overall (mean = 3.80),
while respondents ranked the opportu-
nity to show support for their profession
fifth (mean = 4.02). In order, the next
three benefits were: AVA regional, state,
and provincial conferences (mean = 4.28),
the AVA certification program (mean =
4.54), and discounts on other publications
(mean = 5.99).

Respondents answered a series of ques-
tions about the appropriate role of AVA in
training and education in volunteer ad-
ministration. Eighty-five percent (86.2%)
believed that the AVA should publicize
and promote training and educational op-
portunities in volunteer administration.
Similarly, 82.9% thought that encouraging
the development of training and educa-
tional opportunities in volunteer adminis-
tration was an appropriate role. Nearly
eighty percent (78.6%) said that AVA
should work with colleges and universi-
ties to develop training and education
programs in volunteer administration,
and 69.3% that the AVA should sponsor
the CVA program. Approximately 70%
(67.7%) believed that working with non-
college and non-university sources to de-
velop training and education programs is
an appropriate role, and just over two-
thirds (67.2%) felt that the AVA should
certify or endorse such programs.

Asked whether AVA should take pub-
lic stands on issues related to volun-
teerism and volunteer administration,
nearly 90% (88.0%) believed that AVA
should promote and raise the profile of
the field. Nearly as many (81.3%) thought

AVA should serve as a clearing-house for
information on volunteerism and volun-
teer administration. Three-fourths of the
respondents (74.0%) said that taking pub-
lic stands on issues related to volun-
teerism and volunteer administration
would be an appropriate role for the
AVA, while over two-thirds (67.2%) re-
sponded that the AVA should “lobby”
governments on issues related to volun-
teerism and volunteer administration.

Thus, the sample supports an activist
role for AVA in matters related to educa-
tion and training in volunteer adminis-
tration, and promotion and representa-
tion of the field to the public. Some
authorities in the field have long en-
dorsed such role for the profession (see
Scheier, 1988a, 1988b, 1988-89).

In sum, the average respondent to the
survey has been a member of AVA for
about four years, and is satisfied with her
or his membership. Most participate in at
least some AVA activities. Respondents
believed that a strong role for the AVA is
appropriate in a variety of areas (for ex-
ample, promoting the field of volunteer
administration, publicizing training op-
portunities, serving as a clearing-house,
and so forth). Respondents endorsed a
strong role for AVA in advancing the field
of volunteer administration. The detailed
findings appear in Appendix VI

VOLUNTEER PROGRAM

In general, the AVA survey data sug-
gest that respondents were responsible
for relatively large volunteer programs.
Even when extreme or “outlier” cases
have been removed to avoid skewing or
inflating the average or “mean” of the
sample, the programs appear sizable. For
example, respondents directly supervised
an average of 96 volunteers, who had do-
nated a mean of approximately 41,000
hours to the host organization in the past
year. Across these organizations, an aver-
age of 57 paid employees worked directly
with volunteers. (For a full description of
the data and analytical procedures, see
Brudney, Love, and Yu, 1993).
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The AVA survey presented a battery of
items that asked respondents to assess
the support of their organizations for the
volunteer program. An overwhelming
percentage (90.3%) answered that their
organizations provide recognition activi-
ties for volunteers, such as award cere-
monies, certificates, and luncheons. A
similar percentage (87.0%) said that the
organizations have job descriptions for
volunteer positions. Over eighty percent
(83.8%) said that their organization offers
basic training for volunteers, and 81.9%
said that the organization engages in out-
reach efforts to recruit volunteers.

Eighty percent (80.8%) of the organiza-
tions represented in the sample have for-
mal record-keeping for volunteer activi-
ties (for example, to track hours
contributed and work assignments).
Eighty percent (79.9%) stated that their
organization has a formal orientation to
introduce volunteers into the organiza-
tion. Over three-fourths (73.9%) of the or-
ganizations have a written policy govern-
ing the involvement of volunteers, while
another 73.7% have liability coverage
and/or insurance protection for volun-
teers. Nearly two-thirds (60.9%) of the or-
ganizations have ongoing training and
professional development opportunities
for volunteers to assume new jobs and
greater responsibility.

About 55% (51.8%) of the respondents
answered that their organization pro-
vides training for employees in working
effectively with volunteers, A similar per-
centage (50.1%) said that their organiza-
tion reimburses volunteers for their
work-related expenses. Approximately
half (41.3%) of those surveyed said that
their organization had made or spon-
sored an evaluation study of its volunteer
program in the last three years.

In sum, AVA respondents indicated
that their organizations provide good
support for the volunteer program. This
finding applies to the larger volunteer
programs represented in the sample, but
some authorities would probably dispute
how widely it can be generalized to all
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organizationally-based volunteer pro-
grams (for a review of the relevant litera-
ture, see Brudney, 1992). About 90% of
the AVA sample said that their organiza-
tion provides volunteer recognition, job
descriptions, basic training, outreach ef-
forts for recruiting, and formal record-
keeping for volunteer activities. Approxi-
mately 80% said that their organization
offers orientation, written policies, and li-
ability coverage for volunteers;. Finally,
about 50% of respondents reported that
their organizations provide employee
training for working with volunteers, re-
imbursement mechanisms, and evalua-
tion studies of the volunteer programs.
The detailed findings appear in Ap-
pendix VIIL.

RESEARCH IN VOLUNTEERISM/
VOLUNTEER ADMINISTRATION

Respondents were asked to specify the
primary obstacles to their making greater
use of existing research on volunteerism
and volunteer administration. Over half
the respondents (53.1%) said that lack of
sufficient time to read research was cen-
tral to the problem; 47.3% said difficulty
in learning what research is available was
primary; and 35.9% listed as an obstacle
the lack of applicability of research find-
ings to their job or career interests. One-
fourth (26.5%) pointed to a lack of clear
direction or implications from research
findings in volunteer administration,
while 15.0% said research findings in the
field are not up-to-date. Other obstacles
that were indicated include the technical
methodology that is often used in re-
search (11.4%), the complexity of research
findings (10.6%), and the technical lan-
guage found in research (10.3%). A small
percentage (6.2%) checked other (unspec-
ified) obstacles. Because multiple re-
sponses were allowed, percentages do
not sum to 100.0.

On the average, the amount of time re-
spondents said they were able to devote
to reading research on volunteerism and
volunteer administration was 2.04 hours
per week.



In summary, the majority of respon-
dents said that the primary obstacle to
their making greater use of research on
volunteerism and volunteer administra-
tion was lack of time, not factors related
to the research per se. Among those who
did cite such factors, the major problems
were the inaccessibility of research and
the lack of applicability of research to
their needs. The average respondent was
able to read research in this area for a re-
ported two hours per week. The detailed
findings appear in Appendix VIIL

ATTITUDES

A variety of items questioned respon-
dents to the AVA survey regarding their
attitudes toward volunteer administra-
tion and their jobs in this field. Two-
thirds of those surveyed (65.8%) said that
volunteer administration is their primary
professional orientation, while 23.8% said
that it is not (8.9% were undecided). Only
13.3% agreed with the statement that if
they were to start their career over again,
they would prefer to work outside the
field of volunteer administration; by con-
trast, 64.9% disagreed (20.6% undecided).

Asked if they were more interested in
advancing in their organization than in
continuing a career in volunteer adminis-
tration, 18.5% answered in the affirma-
tive, while the majority (63.9%) disagreed
(14.9% undecided). Respondents were
asked whether they regard their work in
volunteer administration as an interme-
diate step toward a career with a different
focus. Only 18.9% agreed with this state-
ment, while 60.6% said that they do not
envision their career in this way (17.7%
undecided).

Only about one-fifth (18.7%) of the re-
spondents said that paid staff in their
organizations were indifferent to the vol-
unteer program; nearly 70% (69.3%) dis-
agreed (7.4% undecided). Over 70%
(73.5%) responded that the governing
boards of their organizations had shown
great support for the volunteer program,
and only 12.3% felt that the governing
boards had not been supportive (9.0% un-

decided). Similarly, 77.6% said that high
level officials in their organizations had
shown great support for the volunteer
program, and only 11.3% disagreed (7.1%
undecided).

Approximately half (45.9%) felt that
most paid staff members in their organi-
zations regarded volunteer administra-
tion as a professional occupation, while
28.4% disagreed (21.6% undecided).
Asked whether the volunteer administra-
tor in their organizations had consider-
able influence on staff-related policies,
nearly half the respondents (48.0%) ac-
knowledged affirmatively, while about
one-third (31.0%) gave a negative re-
sponse (15.6% undecided). About 40%
felt they must constantly try to prove to
others in the organization that the volun-
teer program is worthwhile, but 52.8%
said that this step was not necessary
(5.6% undecided).

Eighty percent (80.1%) of respondents
said they were satisfied with their job in
volunteer administration; only 8.1% said
they were not (8.6% undecided). The
overwhelming majority of respondents
(88.0%) said that in general they like
working for their organizations, while
only 4.6% said they do not (4.9% unde-
cided). About one-fifth (19.1%) responded
that during the next year they will proba-
bly look for a new job outside their orga-
nization, but nearly two-thirds (62.0%)
said they would not look (15.5% unde-
cided). Asked whether they were satisfied
with the amount of job security they have
in their present position, 71.9% responded
that they were satisfied, while 15.7% were
not (9.7% undecided). Just over half
(563.9%) said they were satisfied with their
pay, and 37.5% said they were not (6.0%
undecided).

Almost all respondents (96.2%) dis-
agreed with the statement that they care
little about what happens in their organi-
zations as long as they get a paycheck
(0.2% undecided). Over 90% (93.3%) felt
that what happens to their organizations
is really important to them (1.5% unde-
cided). The overwhelming majority

8 THE JOURNAL OF VOLUNTEER ADMINISTRATION
Fall/Winter 1993-1994



(96.3%) said their work is meaningful to
them (1.5% undecided). Virtually all re-
spondents (97.9%) said they work hard
on their job (0.5% undecided).

In sum, respondents to the AVA survey
indicated satisfaction with their job and
organizations. A majority claimed volun-
teer administration as their primary pro-
fession and said that they intended to re-
main in this field. Most felt that their
organizations give widespread support
to the volunteer program and adminis-
tration, although it is unclear how much
influence this official has on staff-related
policies. The one area in which they ex-
pressed some dissatisfaction was pay.
Nevertheless, respondents seemed satis-
fied, overall, with their career and their
organization. The detailed findings ap-
pear in Appendix IX.

CONCLUSION: TOWARD INCREASED
PROFESSIONALIZATION

Fisher and Cole (1993, p. 176) argue
that the field of volunteer administration
is moving toward increased professional-
ization: “The emergence of volunteer ad-
ministration as a profession is marked by
the leadership of the AVA, by the creation
of standards of practice, and by the de-
velopment of a strong literature base.”
The publication of their text as well as
others in volunteer administration in re-
cent years (for example, McCurley and
Lynch, 1989) attests to this development.
So does a “Report from the AVA Subcom-
mittee on Volunteer Administration in
Higher Education” (Stringer, 1993). The
Subcommittee found that 56 institutions
of higher education in the United States
and Canada offer coursework in volun-
teer administration; 88% of the institu-
tions offer 18 or more hours of classroom
instruction in volunteer management. In
three-quarters of these institutions, more-
over, the curricula included the five com-
petency areas identified by AVA’s Perfor-
mance Based Certification Program, or
was compatible with these areas. Virtu-
ally all of the remaining institutions had
curricula compatible with four of the

THE JOURNAL OF VOLUNTEER ADMINISTRATION 9
Fall/Winter 1993-1994

AVA five competency areas. The Associa-
tion for Volunteer Administration, thus,
seems positioned to accelerate profes-
sionalization in the field.

The findings of the major survey of
AVA members elaborated in this article
substantiate the trend toward greater
professionalization. Representing two-
thirds of the AVA membership at the time
the survey was conducted, respondents
generally have completed relatively high
levels of formal education, as well as con-
tinuing education in volunteer adminis-
tration. They are interested in further
training in volunteer management, espe-
cially at an advanced level; two-thirds
had attended a major training program in
volunteer administration in the previous
year. Most hold full-time positions in vol-
unteer administration, and devote well
over half their time on the job to this re-
sponsibility. They tend to believe that a
college degree is necessary to perform
their job successfully, and report that they
are able to find at least some time during
the week to keep up with research in the
field. A solid majority claimed volunteer
administration as their primary profes-
sion and stated an intention to remain in
the field.

Most respondents, too, are satisfied
with their membership in AVA. Never-
theless, they also expect more of the As-
sociation. Like the AVA Subcommittee on
Higher Education (Stringer, 1993, p. 10),
they believe that the AVA should become
more active in matters pertaining to edu-
cation in volunteer administration. In ad-
dition, they endorse a stronger role for
AVA in such areas as promoting the field
of volunteer administration, taking pub-
lic stands on issues relevant to the field,
and lobbying governments. Should AVA
embrace these suggestions, it could play
an even more important part in the
movement toward professionalization in
volunteer administration.
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Appendix |
ASSOCIATION FOR VOLUNTEER ADMINISTRATION AVA MEMBERSHIP SURVEY QUESTIONNAIRE

Demographic Information

A1) Areyou: 1 Female 2 Male
A2) Areyou: 1 White 2 Black 3 Asian 4 Hispanic 5 Other
A3) In what year were you born: 19
A4) Do you work in: 1 USA. 2 Canada 3 Other:
a) In what city and state/province do you work?
City: State/Province:
A5) The highest level of formal education that you have completed is:
1 Less than High School 2 High school grad. 3 Some College
4 Associate (AA) degree 5 College grad. 6 Master’s courses
7 Master’s degree 8 Doctoral course-work 9 Doctoral degree

Professional Background
B1) How many years have you worked in the field of volunteer administration? Please indicate the
number of years salaried, non-salaried, and total.

Years Salaried Years Non-Salaried Total Years

B2) When you first began working in volunteer administration, had you received any training in
volunteer administration/management? 1 Yes 2 No

B3) Have you completed the Certified in Volunteer Administration (CVA) process?
1. _Yes 2. No
a) If “NO”: Are you currently working on your CVA? 1 Yes 2 No
b) If “NO”: Do you plan to apply for the CVA process?
1 Yes = When? 2 No

B4) Please describe your formal education and/or training in volunteer administration. Please check
all that apply:

1 No formal education and/or training in volunteer administration
University/college courses in volunteer administration
University/college certificate/degree in volunteer administration

Courses or seminars in volunteer administration from non-university source, such as a
professional trainer

5 Certificate/degree in vol. administration from non-university source

B5) Would you now appreciate the opportunity to obtain further education and/or training in volunteer
administration? 1 Yes 2 No

a) If “YES”: What types of education and/or training would you appreciate? Please check all that
apply:

2
3
4

Basic or beginning level
Advanced level

“Training for trainers”
University/college-based courses

Your Present Position in Volunteer Administration
The following questions ask about your present position or activities in volunteer administration.
C1) Areyoua: 1 CEO or organization head 2 Volunteer Administrator
3 Trainer-consultant 4 Other:
a) How long have you been in your present position? Years
b) How long have you been in your present organization? Years
c) Isyour position: 1 full-time, or 2 part-time
d) What percent of your time on the job is actually devoted to volunteer administration?
Percent
C2) Areyou: 1 Salaried 2 Non-salaried 3 Self-employed (e.g., consultant,
trainer) 4 Other:
C3) Is the organization in which you work in volunteer administration (or perform most of your
training/consulting): 1 Nonprofit 2 Federal/National Government
3_____ State/Provincial Government 4___ Local/Municipal Government 5

For profit
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c4)

C5)

C6)

C7)

C8)

C9)

C10)

C11)

D1)
D2)

D3)

Doyouworkina: 1 State/Provincial Office of Volunteerism 2 Volunteer Center
3 Community Action Agency 4 None of these.

What is the focus or general subject area of the program in which you work in volunteer
administration (or perform most of your training or consulting)? Please check as many as apply:

1 Culture/arts 2 Social/human services
3 Health care/hospital 4 Community action
5 Education 6 Fire protection/Emergency medical
7 Religious 8 Law enforcement/criminal justice
9 Recreation 10 Environment
11 Youth/youth devt. 12 Political
13 Fund raising 14 Foundations
15 Civic/social/fraternal 16 Other

What prerequisites or experiences does your organization require for your position in volunteer
administration? What prerequisites or experiences do you feel are necessary to perform
effectively in this position?

Org. | feel is
Requires Necessary Prerequisite or Experience

High school graduation

Some college

Associate (AA) degree

University/College degree

Course-work or degree beyond B.A. or B.S.

AVA Certification in Volunteer Administration (CVA)
Previous experience in volunteer administration
Experience as a volunteer

Previous experience in field(s) other than volunteer
administration, such as fund-raising personnel. Which
field(s)?
In 1991, what was your annual salary or earnings from your position (or from consulting and
training) in volunteer administration (before taxes)?

Less than $5,000 $5,000 — $9,999 $10,000 - $14,999
$15,000 — $19,999 $20,000 — $24,999 $25,000 — $29,999
$30,000 — $34,999 $35,000 - $39,999 $40,000 — $44,999
$45,000 — $49,999 $50,000 — $54,999 $55,000 — $59,999

_____$60,000 or over

How does your salary compare to that of other staff members in your organization who are at the

same administrative level? Is your salary: 1 Much lower 2 Lower

3 About the same 4 Higher 5 Much higher

How does your job security compare to that of other staff members in your organization who are

at the same administrative level? Is your job security: 1 Much lower 2 Lower

3 About the same 4 Higher 5 Much higher

Have you attended a major training program in volunteer administration-management in the past
year?
1 Yes 2 No
a) Were the costs of the training paid by: 1 Your organization 2 You alone

3 Combination of you and your organization
If you were to attend a major training program in volunteer administration-management, how do
you anticipate that your training costs would be paid: 1 By your organization
2 By you alone 3 Combination of you and your organization

Your Membership in AVA

How many years have you been a member of AVA? Years
How would you rate your overall satisfaction with your membership in AVA?
1 Very Satisfied 2 Satisfied 3 Neutral 4 Dissatisfied
5 Very Dissatisfied
a) Do you participate in AVA regional activities? 1 Yes 2 No
b) Do you participate in AVA international activities? 1 Yes 2 No
c) Have you attended an AVA international conference? 1 Yes 2 No
d) Did you attend 1991 AVA international conference? 1 Yes 2 No
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D4)

D5)

D6)

D7)

D8)

D9)

Have you ever contributed or made a financial gift to AVA?
1 Yes = In what year? 2 No

a) Are you considering making a contribution or financial gift to AVA this year?
1 Yes 2 No

Please rank the benefits of AVA membership listed below, with “1” indicating most important, “2”
next most important, and so on.

AVA Certification Program (CVA)
AVA International Conference on Volunteer Administration
AVA Regional, State, and Provincial Conferences
AVA publications
Discounts on other publications
Networking opportunities
Opportunity to show support for my profession
Professional/leadership development opportunities
_____Other (describe):

Please rank the value of the publications you receive as a benefit of AVA membership (“1”
indicates most important, “2” next most important, etc.)

JOURNAL OF VOLUNTEER ADMINISTRATION, quarterly journal
UPDATE, bimonthly newsletter
Membership directory

What should be the role of AVA in training/education in volunteer administration? Please check all
that you favor.

Conduct the CVA program and award the CVA

Publicize/promote training/educational opportunities in volunteer administration
Encourage development of training/educational opportunities in volunteer administration
Certify or endorse training/educational programs in volunteer administration

Work with colleges/universities to develop training/education programs in volunteer
administration

Work with non-college/university sources to develop training/education programs in
volunteer administration

Should AVA do any of the following? Please check all that you favor.

Take public stands on issued related to volunteerism/volunteer administration
“Lobby” governments on issues related to volunteerism/volunteer administration
Promote and raise profile of field of volunteer administration

Serve as clearing-house for information on volunteerism/volunteer administration
How did you first learn about AVA?

Your Volunteer Program
How many volunteers participated in your volunteer program in 1991?

Volunteers
How many hours did volunteers contribute to your program in 1991?
Hours
How many clients/consumers did your volunteer program serve in 19917
Clients/Consumers
What was the budget for your volunteer program in 19917?
Dollars Check here if no budget.
How many paid employees did you directly supervise in 1991? Employees
How many volunteers did you directly supervise in 19917 Volunteers
How many paid employees work in your organization? Employees
How many employees in your organization worked directly with volunteers in 1991?
Employees
Does your organization have any of the following for its volunteer program? Please check all that
apply.

A written policy regarding the involvement of volunteers in the organization
Training for employees in working effectively with volunteers

Liability coverage/insurance protection for volunteers

Job descriptions for volunteer positions
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Recognition activities for volunteers, such as award ceremonies, certificates, and
luncheons

Reimbursement for the work-related expenses of volunteers

Formal record-keeping for volunteer activities, for example, hours contributed and work
assignments

Outreach efforts to recruit volunteers
Formal orientation to introduce volunteers into the organization
Basic training to show volunteers how to do the jobs assigned them
Ongoing training and professional development opportunities for volunteers to assume
new jobs and greater responsibility
E10) Has your organization made or sponsored an evaluation study of its volunteer program?
Yes = Year of latest study: 2 No

—

Research in Volunteerism/Volunteer Administration

F1) Are there any areas in volunteer management in which you would recommend that further
research be conducted? Please list them below:

F2) What are the primary obstacles to your making greater use of existing research on
volunteerism/volunteer administration? Please check all that apply.

Difficulty in finding out what research is available

Technical language often used in research

Technical methodology often used in research

Complexity of research findings

Lack of clear direction or implications from research findings
Research findings not up-to-date

Lack of applicability of research findings to your job/interests
Not enough time to read research

L

Other:
F3) In atypical week, how many hours are you able to devote to reading research on
volunteerism/volunteer administration? Hours

Your Attitudes

G1) Your attitudes are very important! For each of the following statements, please indicate the extent
to which the STRONGLY AGREE (S. Agree), AGREE (Agree), DISAGREE (Disagree),
STRONGLY DISAGREE (S. Disagree), or are UNDECIDED (Und.):

) Volunteer administration is my primary professional orientation.
1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree

) If | were to start my career over, | would prefer to work outside the field of volunteer
administration.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree

) | am more interested in advancing in my organization than in continuing in volunteer
administration.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree

d) In general, | see my work in volunteer administration as an intermediate step toward a career
with a different focus.

2

o

(2)

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
e) Paid staff in my organization are indifferent to the volunteer program.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
f) The governing board of my organization has shown great support for the volunteer program.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
g) High level officials in my organization have shown great support for the volunteer program.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree

h) The volunteer administrator has considerable influence on staff-related policies in my
organization.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
i) Most paid staff members in this organization regard volunteer administration as a professional

occupation.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree

14 THE JOURNAL OF VOLUNTEER ADMINISTRATION
Fall/Winter 1993-1994



i) In general, | am satisfied with my job in volunteer administration.
1 S. Agree 2 Agree 3 Und. 4 Disagree 5

k) | must constantly try to prove to others in the organization that the volunteer program is
worthwhile.

S. Disagree

1 S. Agree 2 Agree 3 Und. 4 Disagree 5______S. Disagree
1) Ingeneral, | like working in my organization

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
m) During the next year, | will probably look for a new job outside my organization.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
n) | care little about what happens in my organization as long as | get a paycheck.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
o) What happens to my organization is really important to me.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
p) The work | do on my job is meaningful to me.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
q) | work hard on my job.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
r) | am satisfied with the amount of job security | have.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree
s) Allin all, | am satisfied with my pay.

1 S. Agree 2 Agree 3 Und. 4 Disagree 5 S. Disagree

Please feel free to write any comments/suggestions below, or anywhere on the questionnaire.
Thank you for your assistance.

RESPONSE
RATE
65.55%
54.74%
65.75%
71.93%
60.00%
59.38%
65.22%
80.28%
95.92%
65.68%
60.00%
77.89%
66.67%

Appendix i
ANALYSIS OF RESPONSE RATE TO AVA MEMBERSHIP SURVEY
NUMBER OF TOTAL MEMBERS
REGION RESPONDENTS IN REGION

1 78 119

2 104 190

3 96 146

4 82 114

5 48 80

6 95 160

7 120 184

8 57 71

9 94 98

10 i1 169

11 69 115

12 74 95

13 6 9

Total 1042 1550
Region 1:
Region 2:
Region 3:
Region 4:
Region &:
Region 6:
Region 7:
Region 8:

Delaware, District of Columbia, Pennsylvania, Maryland
North Carolina, South Carolina, Virginia, West Virginia
Alabama, Florida, Georgia, Mississippi, Tennessee
Arkansas, Louisiana, Oklahoma, Texas

Indiana, lllinois, Kentucky, Michigan, Ohio

lowa, Kansas, Missouri, Nebraska

67.23%

Connecticut, Maine, Massachusetts, New Hampshire, Rhode Island, Vermont
New Jersey, New York, Ontario, Quebec

Region 9: Manitoba, Minnesota, North Dakota, South Dakota, Saskatchewan, Wisconsin
Region 10: Alaska, Alberta, British Columbia, Idaho, Montana, Oregon, Washington
Region 11:  Arizona, California, Hawaii, Mexico, Nevada
Region 12: Colorado, New Mexico, Utah, Wyoming

Region 13: International (Does not include Canada or Mexico)
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Appendix lll
DEMOGRAPHIC INFORMATION
Number of cases (N) = 1042

Sex:

Race:

Country:

Education:

92.1%
7.9%
0.2%

94.1%
3.6%
0.6%
0.9%
0.3%
0.5%

95.3%
3.6%
0.7%
0.5%
0.2%
2.0%

14.2%
3.6%

34.4%

18.8%

21.4%
3.1%
1.7%
0.6%

Female

Male

Missing

White

Black

Asian

Hispanic

Other

Missing

United States
Canada

Other

Missing

Less than High School
High School Graduate
Some College
Associate (AA) degree
College Graduate
Master’s courses
Master’s degree
Doctoral coursework
Doctoral degree
Missing

Appendix IV
PROFESSIONAL BACKGROUND
Number of cases (N) = 1042

Received training in volunteer administration
at outset of VA job:

Completed CVA:

Working on CVA

Training in Volunteer Administration
(approximately 0.3% missing):

Appreciate the opportunity to obtain further
education in VA:

Types of education appreciated
(approximately 21.6% missing)

17.3%
80.4%
2.3%

6.1%
92.9%
1.0%

13.3%
78.3%
8.3%

22.6%
18.7%
9.8%
76.7%
9.6%

77.9%
19.9%
2.2%

8.3%
54.8%
44.0%
46.4%

Yes

No

Missing

Yes

No

Missing

Yes

No

Missing

No formal VA education
College VA courses

College VA certificate/degree
Non-university courses or seminars in VA
Non-university VA certificate/degree

Yes

No

Missing

Basic or beginning level
Advanced level
“Training for trainers”

University/college-based courses

16 THE JOURNAL OF VOLUNTEER ADMINISTRATION

Fall/Winter 1993-1994



Appendix V

PRESENT POSITION IN VOLUNTEER ADMINISTRATION

Number of cases (N) = 1042

Present Position:

Full-time/Part-time:

Remuneration:

Type of Organization:

Type of Agency:

Subject area of volunteer program
(approximately 0.7% missing):

11.1% CEO or organization head
67.6% Volunteer Administrator

6.0% Trainer-consultant

14.1% Other

1.2% Missing
83.4% Full-time

15.5% Part-time

1.2% Missing
90.5% Salaried

3.6% Non-salaried

3.7% Self-employed (e.g., consultant, trainer)
0.8% Other

1.3% Missing

73.0% Non-profit

3.7% Federal/National Government
8.5% State/Provincial Government
10.2% Local/Municipal Government
2.9% For Profit

1.6% Missing

4.0% State/Provincial Office of Volunteerism
7.8% Volunteer Center

4.9% Community Action Agency
80.3% None of these

3.0% Missing

12.7% Culture/arts

37.6% Health care/hospital

26.9% Education

10.1% Religion

7.8% Law enforcement/criminal justice
12.2% Recreation

24.7% Youth/youth development

16.6% Fund raising

8.2% Civic/social/fraternal

46.3% Social’/human services

16.8% Community action

4.3% Fire protection/Emergency Medical
9.1% Environment

3.1% Political

3.3% Foundations

16.2% Other

Prerequisites for Respondent’s Position (approx. 1.2% missing):

Org.
Requires
12.3%

7.8%
2.2%
15.9%

3.0%
0.5%
8.6%
5.0%
6.6%

| feel is
Necessary

5.7%
10.3%

4.8%
13.1%
10.8%
11.4%
24.1%
44.5%
22.3%

Prerequisites or
Experience

High school graduation

Some college

Associate (AA) degree
University/College degree

Course-work or degree beyond BA or BS
AVA Certification (CVA)

Previous VA experience

Experience as a volunteer

Previous experience in field(s) other than VA, such as
fund-raising or personnel

THE JOURNAL OF VOLUNTEER ADMINISTRATION 17

Fall/Winter 1993-1994



Salary in 1991:

Salary compared to other staff:

Job security compared to other staff:

Attended a major training program in
VA in the past year:

Costs of the training were paid by:

Anticipate that your training costs
would be paid by:

3.2%
2.6%
3.2%
10.5%
16.2%
16.6%
15.2%
10.7%
8.1%
2.7%
2.4%
1.2%
2.1%
5.6%

6.5%
26.0%
48.1%

4.5%

0.6%
14.3 %

3.8%
8.2%
63.2%
12.7%
3.3%
8.8%

65.0%
33.3%
1.7%

52.5%
5.0%
9.8%

32.7%

60.4%
11.8%
24.5%

3.4%

Less than $5,000
$5,000 — $9,999
$10,000 — $14,999
$15,000 — $19,999
$20,000 — $24,999
$25,000 - $29,999
$30,000 - $34,999
$35,000 — $39,999
$40,000 — $44,999
$45,000 — $49,999
$50,000 — $54,999
$55,000 — $59,999
$60,000 and over
Missing

Much lower

Lower

About the same
Higher

Much higher
Missing

Much lower

Lower

About the same
Higher

Much higher
Missing

Yes

No

Missing

Your organization
You alone
Combination of you and your organization
Missing

Your organization
You alone
Combination of you and your organization
Missing

Appendix VI
MEMBERSHIP IN AVA
Number of cases (N) = 1042

Overall satisfaction rate with AVA membership:

16.1% Very satisfied
48.8% Satisfied
28.5% Neutral

2.5% Dissatisfied
0.5% Very dissatisfied
3.6% Missing

Participate in AVA regional activities:
37.8% Yes
55.9% No
6.3% Missing
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Participate in AVA international activities:
16.6% Yes
70.6% No
12.8% Missing

Attended an AVA international conference:
48.6% Yes
45.7% No
5.8% Missing

Attend the 1991 AVA international conference:
23.9% Yes
69.7% No
6.4% Missing

Ever contributed or made a financial gift to AVA:
11.4% Yes
86.3% No
2.3% Missing

Considering making a contribution to AVA:
11.6% Yes
81.5% No
6.9% Missing

Mean rankings of AVA membership benefits:
4.53 AVA Certification Program (CVA)
3.80 AVA International Conference on VA
4.28 AVA Regional, State, and Provincial Conferences
2.74 AVA publications
5.99 Discounts on other publications
3.00 Networking opportunities
4.02 Opportunity to show support for my profession
3.14 Professional/leadership development
4.14 Other

Mean rankings of AVA publications:
1.37 The Journal of Volunteer Administration
1.90 UPDATE
2.56 Membership directory

Role of AVA in training/education in VA should be (approximately 1.0% missing):
69.3% Conduct the CVA program and award the CVA
86.2% Publicize training opportunities in VA
82.9% Encourage development of training opportunities in VA
67.2% Certify or endorse training programs in VA
78.6% Work with colleges to develop training programs in VA

67.7% Work with non-college/university sources to develop training/education programs in
volunteer administration

74.0% Take public stands on issues relating to VA
67.2% “Lobby” governments on issues relating to VA
88.0% Promote and raise profile of field of VA
81.3% Serve as clearinghouse for information on VA
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Appendix VI
VOLUNTEER PROGRAM
Number of cases (N) = 1042

Does your organization have any of the following for its volunteer program
(approximately 5.0% missing):

73.9%
51.8%
73.7%
87.0%
90.3%
50.1%
80.8%
81.9%
79.9%
83.8%
60.9%

Written policy re: involvement of volunteers in organization
Training for employees in working effectively with volunteers
Liability coverage/insurance protection for volunteers

Job descriptions for volunteer positions

Recognition activities for volunteers

Pay for work-related expenses

Formal record-keeping of volunteer activities

Outreach efforts to recruit volunteers

Formal orientation to introduce volunteers into the organization
Basic job training for volunteers

Ongoing training opportunities for volunteers to assume new jobs and greater
responsibilities

Organization made or sponsored an evaluation study of its volunteer program:

41.3%
49.2%
9.5%

Yes
No
Missing

Appendix VIl
RESEARCH IN VOLUNTEERISM/VOLUNTEER ADMINISTRATION
Number of cases (N) = 1042

Primary obstacles to you making greater use of existing research? (approximately 3.1% missing):

47.3% Difficulty in finding out what research is available
10.2% Technical language often used in research
11.4% Technical methodology often used in research
10.6% Complexity of research findings
26.5% Lack of clear direction/implications from findings
15.0% Research findings not up-to-date
35.9% Lack of applicability of findings to job/interests
53.1% Not enough time to read research
6.2% Other
Appendix IX
ATTITUDES
Number of cases (N) = 1042
Volunteer administration is my primary professional orientation: 36.9% Strongly agree
28.9% Agree
8.9% Undecided
20.9% Disagree
2.9% Strongly disagree
1.4% Missing
If | were to start over, | would work outside VA: 2.7% Strongly agree

10.6% Agree

20.6% Undecided

41.6% Disagree

23.2% Strongly disagree
1.2% Missing
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More interested in advancing in my organization than in continuing in VA:

Work in VA is intermediate step in career:

Paid staff in organization are indifferent to volunteer program:

Governing board of organization has shown great support for volunteer
programs:

Organization’s high level officials have shown great support for volunteer
program:

Volunteer administrator has influence on staff-related policies:

Most paid staff in organization regard VA as a professional occupation:

| must constantly try to prove to others in organization that volunteer
program is worthwhile:

In general, | like working in my organization:
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4.6%
13.9%
14.9%
41.9%
22.0%

2.7%

4.3%
14.6%
17.7%
40.1%
20.5%

2.8%

3.5%
15.2%
7.4%
45.9%
23.4%
4.7%

35.1%

38.4%
9.0%
10.5%
1.9%
5.1%

38.6%

39.0%
7.1%
9.2%
2.1%
4.0%

12.6%
35.4%
15.6%
251%
5.9%
5.4%

10.5%
35.4%
21.6%
23.4%
5.0%
4.1%

10.0%

27.4%
5.6%
40.1%
12.7%
4.3%

39.9%
48.1%
4.9%
3.7%
0.9%

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree
Missing

Strongly agree
Agree

Undecided
Disagree
Strongly disagree



2.5% Missing
During next year, will probably look for new job outside organization: 8.1% Strongly agree
11.0% Agree
15.5% Undecided
28.2% Disagree
33.8% Strongly disagree
3.4% Missing
Care little about what happens in my organization as long as | get paid: 0.6% Strongly agree
0.0% Agree
0.2% Undecided
22.2% Disagree
74.0% Strongly disagree
3.1% Missing

What happens to my organization is really important to me: 65.9% Strongly agree
27.4% Agree
1.5% Undecided
1.3% Disagree
1.6% Strongly disagree
2.2% Missing

The work | do on my job is meaningful to me: 63.3% Strongly agree
33.3% Agree
1.5% Undecided
0.4% Disagree
0.0% Strongly disagree
1.7% Missing

| work hard on my job: 72.2% Strongly agree
25.7% Agree
0.5% Undecided
0.3% Disagree
0.0% Strongly disagree
1.3% Missing

| am satisfied with the amount of job security | have: 27.6% Strongly agree
44.3% Agree
9.7% Undecided
11.4% Disagree
4.3% Strongly disagree
2.6% Missing

Allin all, | am satisfied with my job: 12.6% Strongly agree
41.3% Agree
6.0% Undecided
28.3% Disagree
9.2% Strongly disagree
2.6% Missing
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Listening to Learners
Nancy Macduff and Jim Long

Training sessions for adult volunteers
almost always have some participants
who think the workshop is wonderful
and others who are less enthusiastic. It
seems as if trainers “can’t please all the
people all the time.”

This study examines the comments of
individuals who evaluated a workshop
as less than perfect. The aim of the study
is to understand the qualities or charac-
teristics of workshop instruction that in-
terfere with the volunteer’s ability to
learn. The ultimate goal is to determine
strategies to improve the design of work-
shops for volunteers.

RESEARCH DESIGN

A management and training company
provided evaluation forms from 17 work-
shops conducted over an eight-month pe-
riod in the late 1980s. Workshops were
conducted throughout the Western
United States and included a cross-section
of men and women from college age to
senior citizens. The workshop topics in-
cluded such things as Recruiting Volun-
teers, Customer Relations, and Public Re-
lations. There were 383 evaluation forms

The researchers evaluated comments
made in answer to these questions:

a. What things did you find most use-
ful in this workshop?

b. What did you find least helpful in
this workshop?

c. What improvement would you sug-
gest in this workshop?

d. Any other comments you would
like to share?

The 118 respondents offered 185 com-
ments that suggested changes in the
workshop to enhance their learning.
Those comments became the basis of
analysis for this study.

Some comments related to process, such
as the teaching techniques used or method
of facilitation. Other comments related to
content, dealing with the subject being
taught. Comments were categorized by
process or content. Of the 185 comments,
15% (27) related to content and 85% related
to process. Tables Il and III provide a more
detailed analysis of the 185 comments.

Table II: Respondent Comments
Related to “Content” of the Workshop

. Comments Number Percentage
for analysis. Table I reports the responses. Specifiolty, relevance 17 %
Table I: Respondent Comments Scope 7 26%
Related to “Ratings” of the Workshop Topic itself 3 1%
Rafngs Number Tercenfage Table lll: Respondent Comment
S : ents
\S/zz:;:ﬁ :ull-|e|pfu| ?gg gg:goﬁ: Related to “Progess” of the Workshop
Not Very Helpful 9 2.5% Comments Number Percentage
Useless 0 0 Time 66 4M1.7%
No Response 29 Choice of Activities 60 37.9%
Physical Activities 13 8.2%
There were 118 ratings Of “less than Level of Interaction 7 4.4%
helpful.” Four questions gave the respon- Instructions 7 4.4%
dents the opportunity to provide further Selection of Group 5 3.1%
information evaluating the workshop. Participants

Nancy Macduff, President, Macduff/Bunt Associates, a training and consulting firm, has 25 years experience
as a volunteer administrator. She teaches college classes in volunteer management and administration and is
the author of numerous books on volunteer management.

Dr. James Long, Professor, Washington State University, Pullman, WA, is on the Cooperative Extension Fac-
ulty and is an evaluation specialist. He has 20+ years’ experience working with volunteers.
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Most “content” comments related to
the workshop’s specificity, scope of cover-
age or discussion, and relevance to a
given setting, such as the work place.
“Process” comments suggested new di-
rections: “more time,” “less time,” “more
of a mix or participants in small groups.”
Most comments related to “process” iden-
tified particular elements of workshop de-
sign to improve. They often suggested a
change in direction to enhance learning.

DISCUSSION

Respondents put an emphasis on time,
specificity or relevance, and choice of ac-
tivity by the trainers. It seems the partici-
pants held clear expectations for the
workshop given their work setting, and
viewed each activity as an alternative use
of their time to pursue those expecta-
tions.

These adult learners noted the use of
time in 41% of the “process” comments.
They disliked being rushed through an
activity or through the workshop. Activi-
ties not fully explained as to applicability
were often criticized for taking too much
time. Note was often made about the
time of day or night, indicating that late
hours are not conducive to learning. Sev-
eral respondents asked for more time on
the topic.

Another key issue for the respondents
was the type of activity selected. Individ-
uals expressed the need to discuss real
life problems. Suggestions ranged from
having the instructor lecture more to
keeping small group discussions on tasks
as assigned.

Several respondents did not want so
much group interaction, but more from
the instructor. Others shied away from
the interaction of role playing. The pro-
portion of comments in this category is
congruent with current research on learn-
ing styles which indicates approximately
12% of adult learners do not feel they
gain from interactive learning processes.

Some respondents suggested that ac-
tivities could have been adapted to en-
hance learning. Suggestions included such

things as, “use more time,” or “use less
time,” “use different questions,” or “de-
velop a new format, such as a handout.”

The mix of people in small groups was
an area of concern. Some respondents say
there is a need to “mix-up” the audience
more than once during the training. Fol-
lowing an adult education theory that
most adults seek assistance from others
in their learning, it follows that the higher
the number of participants providing
meaningful interaction the greater the
potential for learning.

Responses that referred to scope and
specificity in the learning environment
were generally directed at instructions
and explanations prior to an activity. The
need to relate learning to back-home situ-
ations was mentioned frequently.

RECOMMENDATIONS

Dennis Prisk says, “...a successful
training program depends most of all on
a jealous use of time.” This study of 118
adult learners supports that opinion and
offers direction for volunteer administra-
tors who plan and conduct workshops.

1. Volunteers want a pattern of learn-
ing activities where they can take
charge of solving issues important
to them. Effective trainers provide
an environment where learners take
responsibility for content and apply-
ing it to their volunteer job. Budget-
ing the use of time in the workshop
is a key.

2. By reducing the scope of the content
the trainer can connect the content
to each volunteer’s experience and
situation.

3. Teaching techniques or methods that
offer an array of capsules with mate-
rial available for individual follow-
up seem to be the most effective.

4. Clear instructions and explanations
about each activity are essential. It is
at the time of “giving directions” the
trainer can relate the activity to learn-
ing objectives and the effective use of
time. Volunteers want to know their
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time will be well used. An agenda
with time estimates is essential.

5. The volunteer administrator needs
always to remember that the partici-
pants hold in their mind during the
workshop that this is an alternate
use of their time. This also applies to
their evaluation of the different ac-
tivities within the workshop.

In most training sessions with volun-
teers there will be a minority who are
not enthusiastic learners. Attention to
how the topic is related to the job the
volunteer will do, and attention to the
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use of time, seem two critical elements
that influence learning. The process of
learning is so important to adults that
they are quick to recognize when it in-
terferes with their grasping the required
content. Changes, like those suggested
from this study, can and will increase the
potential for learning for a greater num-
ber of volunteers.

REFERENCES

Prisk, D.P. (1977). “Conferencing as on
Adult hearning Activity.” Adult Lead-
ership.



Welcome to the Profession of
Volunteer Administration

Katherine Noyes Campbell

COLLEAGUES * Personnel management

The field of volunteer administration is * Fiscal management
composed of individuals who work with * Adult education/training
and through volunteers to conduct activi- * Group process/facilitation
ties in all areas of society. They serve in ¢ Legislative advocacy
the roles of catalysts, enablers, organiz- ¢ Public speaking
ers, and leaders of volunteers. They may ¢ Conflict resolution
work with volunteers on a full-time basis ¢ Fundraising/resource development
as their primary responsibility, or they ¢ Public Relations/mass communica-

may perform this function in conjunction
with other responsibilities.

TITLES

Because there are so many types of
people practicing volunteer administra-
tion in diverse settings, there is no single
job title that appears consistently. Some
of the more frequently used include:

e Director of Volunteer Services/

Resources

¢ Community Resource Coordina-
tor /Director
Community Relations Coordinator
Executive Director
Outreach Coordinator
Minister /Rabbi/Clergy
Coordinator of Volunteers
Chairperson
President
Activity Director
Fire Chief
Campaign Manger
Director of Human Resource Devel-
opment

EXPERTISE

This profession is truly eclectic, incorpo-
rating skills and techniques from many
other professions and disciplines including:

tions

Community development
Risk management

Marketing

Journalism

Nonprofit management
Evaluation

Coalition building
Community needs assessment

This is a sample of the type of informa-
tion contained in a booklet recently pub-
lished by the AVA. “Volunteer Adminis-
tration: Portrait of a Profession” provides
a useful overview of the characteristics of
this profession, information about the As-
sociation for Volunteer Administration,
and the AVA-approved resolution on
public issues such as liability insurance,
involving volunteers who are HIV posi-
tive, youth volunteerism, and volunteers
in government. The booklet can be an ef-
fective tool for helping policy makers,
funders, educators, the media, and lead-
ers of volunteers themselves understand
the work involved in mobilizing and
managing volunteers. Copies may be or-
dered from AVA: $3.00 each for AVA
members, $5.00 for nonmembers; in-
cludes postage and handling.

Katie Noyes Campbell serves as Program Services Manager for the Virginia Office of Volunteerism. In this posi-
tion she is responsible for planning and implementing an annual statewide conference, conducting training
on volunteer management, and providing technical assistance to nonprofit and for profit organizations as
well as public agencies. Ms. Campbell has over 20 years experience in the field of volunteerism, both as a pro-
gram manager and as a trainer and consultant. She has authored several articles and publications. She has
served on many local, state, and national boards. Most recently, Katie served as president of the Association
for Volunteer Administration, the international professional association for leaders of volunteer programs.
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ABSTRACT
The Foster Grandparent Program was a federal initiative established in 1965. Throughout the
years of program operation, there has been no systematic analysis of the entry level characteristics
of potential volunteers. This longitudinal analysis of program volunteers supports the need for on-
going research in the management of volunteer resources.

A Case for Research: Understanding the
Characteristics of Potential Volunteers
Ann Freeman Cook, MPA

INTRODUCTION

Volunteerism is often considered an ex-
tension of civic responsibility. Blood
drives, church bazaars, hospices, and
soup kitchens are efforts familiar to most
Americans. As early as 1662, Boston’s
first settlement houses were opened by
volunteers. Recently Hurricane Andrew
and the Mid-West floods proved that vol-
unteers generously respond when trag-
edies occur. A majority of Americans re-
port they give to charity or volunteer
because “those with more should help
those with less” (Hodgkinson and Weitz-
man, 1990). It has been a social expectation
that needed volunteers respond to the call.

The American culture, however, is ex-
periencing cycles of rapid change.
Women, the traditional source of volun-
teer support, are entering the work force
in increasing numbers. Single-parent
families are more prevalent, minority cul-
tures are more visible, our society is
aging. These social changes create new
realities for the management of volunteer
resources. It is more problematic to as-
sume a typical volunteer will be available
when needs develop. Because adminis-
trators need to anticipate these changes,
research becomes a critical component of
program management. As characteristics
of available volunteers change, managers
may need to alter administrative initia-

tives, goals, and objectives. This study ex-
amined some specific characteristics of
new volunteers who enrolled in Foster
Grandparent Programs. The time frame
for the study was 1980-1990. Although
the study is specific to older volunteers,
the repercussions for volunteer manage-
ment are clear. Agencies dependent on
volunteer support must maintain congru-
ence between the abilities of the volun-
teers and the selection of tasks. Research
can no longer be viewed as expendable. It
is a critical component of program man-
agement.

SURVEY METHODOLOGY

A questionnaire was devised to access
information describing entry level char-
acteristics of Foster Grandparent volun-
teers. The survey instrument, using
straightforward, closed-end questions,
requested data from a random sample of
35 Foster Grandparent Programs. Infor-
mation was obtained on 610 volunteers.
The settings for the programs were se-
lected from a federally prepared listing of
all existing Foster Grandparent Pro-
grams. There is a broad data base avail-
able for analysis because the program op-
erates on a national basis and has
standardized age and income require-
ments. Information was requested on the
age, gender, education level, literacy, and

Ann Freeman Cook, MPA, is the Director of Missoula Aging Services Foster Grandparent and Senior Compan-
ion Programs. She also serves as Vice President of the National Association of Foster Grandparent Program
Directors. In addition to the management of these programs, Ms. Cook is active on numerous local boards
and committees. She has provided workshops and training on issues as diverse as volunteer management,
trends in employment, coalition building, principled negotiation, and dependent care. Her articles have ap-
peared in the The Journal of Volunteer Administration and Aging.
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disabilities of new volunteers. The gen-
eral approach to the data analysis was to
provide cross-sectional data on the pro-
grams for 1980, 1984, 1988 and 1990, to
summarize program variables over this
period and to analyze longitudinal
changes in program variables. The crite-
rion for statistical significance was set at
.05 so that the probability that an ob-
served effect actually occurred by chance
was less than 5%. The expectation was
that the analysis would help to identify
senior citizens most likely to pursue in-
volvement in these programs.

SURVEY RESULTS

The age of the volunteers was signifi-
cantly different among the four time peri-
ods. A student Neuman-Keuls test indi-
cated that the volunteers who enrolled in
1988 and 1990 were significantly older
than the volunteer enrolling in 1980 and
1984. The results indicated a significant
linear trend with the age of incoming vol-
unteers increasing over time since 1980.
In 1980, the oldest newly enrolled volun-
teer was 77 years of age. By 1990, the old-
est newly enrolled volunteer was 87.

The education data were more difficult
to interpret. Even though monthly in-
service training is a federal requirement,
some programs never requested educa-
tion data from volunteers. Other projects
gave volunteers who had completed
GEDs credit for “4 years of high school
education.” The results demonstrated a
large discrepancy in the education levels
of new volunteers. There were volun-
teers who had completed only 34 years
of formal education. Very few volunteers
had received any college education. In
1980, the mean was 8.8 years of educa-
tion. In 1990, the mean was 10 years, but
that figure was definitely inflated by the
GED credits. The surveyed population
did not meet the median level of educa-
tion, twelve years, which is found
among the elderly as a whole (U.S. Sen-
ate Special Committee on Aging, 1990). It
was not possible to obtain detailed infor-
mation about literacy skills because pro-

ject directors found it difficult to judge
the literacy levels of volunteers. Since
there is no single standard currently
used to define functional literacy, the dif-
ficulty of making such an assessment
was realistic. However, literacy problems
could be expected from a cohort of low-
income seniors.

The gender distribution of the volun-
teers differed significantly over time and
demonstrated a significant increase in fe-
male participation. This feminization of
the Foster Grandparent Program oc-
curred in spite of the fact that the pro-
grams were nationally encouraged, espe-
cially in 1988, to significantly increase
male participation. In 1980, 80.9% of the
program participants were female. By
1990, 92.3% of the program participants
were female.

Finally, the percentage of volunteers
who were experiencing disabilities
demonstrated a highly significant in-
crease in 1990. In 1980, 7% of the new vol-
unteers had specific disabilities. By 1990,
project directors reported that 19.6%
of the new volunteers had serious dis-
abilities. In annual reports filed with
ACTION, project directors attempt to es-
timate the number of enrolled volunteers
who have handicapping conditions. In
1989 and 1990, programs received train-
ing in the legal issues of accessibility and
were encouraged to increase sensitization
to handicapped accessibility issues.

DISCUSSION

The information obtained from this
study is important to project directors.
When the characteristics of potential
volunteers are defined and anticipated,
volunteer management issues such as
recruitment, retirement, training, and ter-
mination can be better analyzed. Such
research also helps project directors ex-
amine new initiatives for program in-
volvement. At the time of this study,
many Foster Grandparent Program direc-
tors were attempting to implement new
program initiatives. Most of those initia-
tives were developed on a federal level
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and encouraged volunteer placements in
areas such as drug and alcohol abuse,
mental health, juvenile delinquency, teen
pregnancy, child abuse and neglect
(ACTION, 1989). As mentioned earlier,
there was also encouragement to increase
the numbers of men enrolled in Foster
Grandparent Programs.

The information gained from the study
helped structure a framework for resolv-
ing those management issues. An older
corps of volunteers could certainly sug-
gest a growing emphasis on personnel is-
sues such as recruitment, retirement and
termination. Although the literature indi-
cates that older persons are generally
healthier than in past generations, the
prevalence of long-term chronic diseases
and disabling conditions still rises expo-
nentially with age. Research substantiates
that the retirement or termination of vol-
unteers is a difficult issue for many pro-
ject directors (Cook, 1992). That same
study indicated that volunteers often did
not want to retire and that health con-
cerns forced the issue. As more volun-
teers retire, project directors can expect to
increase the amount of time recruiting re-
placements. Recruitment efforts would
be more efficient if project directors had a
clear profile of those persons most likely
to enter the program.

The new emphasis areas suggested for
volunteer involvement could create some
unexpected challenges for an increas-
ingly older corps of volunteers. That
group of volunteers might have less ex-
perience and less confidence in areas
such as drug and alcohol abuse, child
abuse or juvenile delinquency. The in-
creases in both age and disability would
suggest some difficulties with physically
demanding placements as well as greater
need for accessible transportation. Be-
cause the Foster Grandparent Program is
restricted to low-income individuals and
because women statistically share a much
larger burden of poverty, the initiative to
increase male volunteers could expect
minimal success. Finally, the literacy/ed-
ucation level of the volunteers could af-

THE JOURNAL OF VOLUNTEER ADMINISTRATION 29
Fall/Winter 1993-1994

fect the development of training materi-
als and job descriptions. It would be im-
portant, especially in the new program
areas requiring a high level of skill, to as-
sure that adequate education and sup-
port be available.

SUMMARY

As volunteer managers, project direc-
tors often stress the importance of match-
ing the talents and abilities of volunteers
with appropriate placements. Some place-
ments are better able to cope with disabil-
ities, absences, reduced levels of educa-
tion and other special needs. When
project directors lack understanding of
the needs and characteristics of volun-
teers, initiatives for service will be devel-
oped but the volunteer resources to com-
plete the job might be unavailable.

This study underscores the importance
of both research and strategic planning in
the field of volunteerism. Volunteerism
has long been deemed the “methodology
for getting things done” (Ellis and Noyes,
1990). But patterns of volunteerism are
changing. When Americans select volun-
teer activities, they are increasingly faced
with the need to juggle conflicting values.
The allocation of time becomes a bigger
issue. Volunteers are showing a greater
reluctance to make long-term commit-
ments to a single volunteer activity. There
is some suggestion that although in-
creases have been reported in the average
number of hours volunteered on a
weekly basis, there is decreased volun-
teerism among women, singles, youth
volunteers, college graduates, and those
earning between $20-$40,000 per year
(American Red Cross, 1988). Project di-
rectors need to understand how those
changes will be evidenced in their spe-
cific programs.

As the search for potential volunteers
intensifies, volunteer programs may
change recruitment and marketing strate-
gies. “Business as usual” may be a tech-
nique of the past. Volunteer managers
can expect increased pressure to expand
involvement with mandated volunteer



efforts (community service placements
for educational course-work require-
ments). Adequate research increases the
efficiency of the planning process.

The 10-year study of entry-level char-
acteristics among Foster Grandparents
was a road map. It indicated likely de-
tours and suggested the need for possible
program adjustments. It provided a
framework for strategic planning. As a
result, some programs will be able to
more successfully match potential volun-
teers with appropriate tasks.
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“The Changing Nature of Volunteerism”
from the National Task Force Report of the
American Symphony Orchestra League
Americanizing the American Orchestra
Connie Pirtle

INTRODUCTION

Founded in 1942, the American Sym-
phony Orchestra League is the national
nonprofit service and educational organi-
zation dedicated to strengthening sym-
phony and chamber orchestras. The
League provides artistic, organizational,
and financial leadership and service to the
music directors, musicians, direct service
and governance volunteers, managers,
and staff who comprise its more than 800
member orchestras.

In 1991 the American Symphony Or-
chestra League launched an ambitious
program of research and study, “The
American Orchestra: An Initiative for
Change,” to analyze the health of the or-
chestra industry. Through the Initiative
the League has created a nationwide
forum for managing change in the Ameri-
can orchestra world. Reports released at
two successive annual conferences of the
League, The Financial Condition of Sym-
phony Orchestras (1992) and Americanizing
the American Orchestra (1993), have re-
ceived widespread media attention not
only in the United Sates and Canada, but
also in many countries abroad.

Americanizing the American Orchestra
collects in its 200 pages the deliberations
of a National Task Force that the League
assembled in seven weekend conferences
in 1992-1993. Orchestra trustees, conduc-
tors, composers, musicians, direct service
volunteers, managers, students, teachers,

university officials, and hospital adminis-
trators gave freely of their time and exper-
tise to discuss the world of the American
symphony orchestra.

The nationwide Task Force of 156 peo-
ple encompassed a diversity of age, gen-
der, race, and occupation that contributed
to lively and frank debates of the orches-
tra field’s most urgent topics: the music it-
self, cultural diversity, the relationship of
musicians and the orchestral institution,
the concertgoing experience, the orchestra
as music educator, developing orchestra
leadership, and the changing nature of
volunteerism.

In her column in the September/Octo-
ber 1993 SYMPHONY, the League’s bi-
monthly magazine, League President
Catherine French emphasized the unique
importance of volunteerism to the Ameri-
can symphony orchestra:

One of the questions raised by those
hearing about the Report for the first
time was, “Why ‘Americanize’?
Shouldn’t orchestras be looking to ‘inter-
nationalize’?”. . . The Report values
highly the rich orchestral repertoire and
tradition of European cultures embodied
in our institutions. So why ‘American-
ize’? The Task Force Report challenges us
to see within ourselves, our orchestras,
and our communities those attributes
that are uniquely American and to view
these qualities as assets to be developed.

Connie Pirtle is the Director of Volunteer Services for the American Symphony Orchestra League. She also
serves as Vice Chair for Region III for the AVA. Ms. Pirtle is a native of Texas, studied business administra-
tion at Oklahoma State University and has travelled extensively as well as having lived in Rome where she
was an art tour docent and co-editor of the American Women'’s Association of Rome newsletter.

Permission to reprint Chapter 6 of Americanizing the American Orchestra is granted by the American Sym-

phony Orchestra League, Catherine French, President.
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An essential quality that distin-
guishes the American orchestra from its
counterparts abroad is its voluntary na-
ture. Volunteers are responsible for the
governance and support of our orches-
tras. All of us who are orchestra profes-
sionals work for volunteers, and a sub-
stantial portion of our paychecks is
provided by voluntary contributions.

We have no ministry of culture.
There is no official Orchestra of the
United States. Our government has not
mandated the existence of the (cur-
rently 1600) orchestras found through-
out the United States. An orchestra can
flourish in any American community
where the orchestra and its music have
captured the interest, imagination, and
enthusiasm of people who voluntarily
choose to support it.

The Task Force group on volunteerism
explored answers to the question, “What
institutional changes must occur in order
for orchestras to utilize volunteer re-
sources in more visionary and effective
ways?” Their deliberations, in Chapter
Six of the Report, raised questions and
provided orchestras with a frame of refer-
ence as they adapt to the rapidly chang-
ing society of late 20th-century America.

THE CHANGING NATURE
OF VOLUNTEERISM

American orchestras historically have
been voluntary organizations: they are
governed by volunteers and much of the
work traditionally has been carried out by
volunteers. Despite the growing profes-
sionalism over the years in the manage-
ment of American orchestras, orchestras
still rely heavily on the unique American
spirit of volunteerism. A host of individu-
als in communities across the nation give
of their time, talent, and expertise at no
charge to the orchestra. They may be
board members, volunteer association
members, students, corporate employees
on loan for a day or for a year, or retirees
helping out in the orchestra office.

These orchestra volunteers raise
money, make governance decisions, take

tickets, show people to their seats, do of-
fice work, organize education programs,
present programs about the orchestra in
schools and community locations, plan
and execute promotional activities, train
other volunteers, provide legal and ac-
counting services, organize and carry out
social and hospitality functions, and
much more. In orchestras large and small
throughout the country, volunteers pro-
vide an invaluable and irreplaceable fuel
for orchestra operations.

Any successful redefinition of the or-
chestra would be incomplete without a
long and hard look at the role of volun-
teers. How can orchestras ensure that
volunteers will continue to provide this
level of service and devotion? Are orches-
tra volunteers being utilized to their
fullest potential? Are they well integrated
into the structures and operations of the
orchestra? Are the volunteer leaders of
the future being identified and nurtured
today? Does the orchestra’s relationship
with its volunteers serve organizational
goals for improved and broadened com-
munity relations? Does the range of vol-
unteers in the orchestra, from board
members to occasional envelope-stuffers,
reflect the population of the orchestra’s
home community? Are volunteers a pe-
ripheral or integral part of the orchestra’s
decision-making process?

Three principles shape the Task Force’s
review of orchestra volunteerism:

1. Volunteers are an important asset, es-
pecially as orchestras weather insti-
tutional and financial challenges.
Those orchestras that can harness the
full potential of volunteer resources
in their communities will have the
best chance of remaining vital and vi-
able institutions in the future.

2. Volunteers are most effective in their
support for the orchestra when their
efforts establish stronger and
broader links with the community
in which the orchestra operates.

3. Volunteers should not be taken for
granted—making the development
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and maintenance of an effective vol-
unteer program a high priority for
orchestra leaders will benefit the en-
tire operation.

HISTORICAL AND
CONTEMPORARY CONTEXT

The history of orchestra volunteerism
is reflected in today’s volunteer struc-
tures and roles, and underlies many of
the difficulties orchestras face in bringing
volunteerism into step with the realities
of life in the 1990s.

Most orchestra volunteer groups were
formed at a time when women had a lim-
ited range of opportunities for personal
development, accomplishment, and
recognition. Through organizations such
as orchestra guilds, garden clubs, and
hospital auxiliaries, women were able to
use their knowledge and skills in service
to the community. Many long-time or-
chestra volunteers report that their or-
chestra experience has been among the
most personally rewarding of their lives,
providing access to people and responsi-
bilities that otherwise would have been
closed to them.

Then as now, orchestras called upon
these volunteers to help them meet fi-
nancial challenges by selling concert
tickets and raising money. True to the so-
cial values of their time, the volunteers
positioned themselves to complement
the work of their husbands, who were
often the orchestra’s board members, pa-
trons, musicians, and conductors. The
membership of their volunteer associa-
tions reflected that segment of the com-
munity the orchestra considered its con-
stituency: upper-income families of
European descent.

The place of volunteers in the structure
of orchestral institutions developed natu-
rally out of the roles and responsibilities
assigned to them. Whether incorporated
as a separate organization or operating
within the orchestra association as a com-
mittee, volunteers usually were, and still
are, treated as subsidiary rather than as
decision-making partners with the board,
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musicians, and staff. This model was repli-
cated across the nation as new orchestras
in growing cities patterned themselves
after older, more established orchestras.

The environment for volunteerism in
America has changed dramatically, mak-
ing the traditional orchestra model of vol-
unteerism an anachronism. For example,
as indicated earlier in this report, “minor-
ity” populations now comprise the ma-
jority in 15 of the nation’s 28 largest cities.
Yet, the cadre of orchestra volunteers re-
mains largely white, affluent, and over-
whelmingly female.! Between 1960 and
1989, while the married female popula-
tion employed outside the home grew
from 13.9 to 57.8 percent,? most orchestra
volunteer associations continued to look
for long-term, full-time commitments
from their volunteer leaders and to hold
most meetings during the business day.
The result has been predictable and in-
creasingly common: while volunteerism
throughout the nonprofit sector—espe-
cially among the baby boom genera-
tion—is growing,? orchestras find them-
selves with an aging, shrinking pool of
persons willing to volunteer.

Volunteer resources as traditionally
conceived are becoming less available to
orchestras at a time when orchestras need
them more than ever. Volunteers not only
donate their time both to save money and
raise money for orchestras, they also rep-
resent a vital link between the orchestra
and the people in its community.

THE ISSUES

The Task Force has identified five fun-
damental issues regarding volunteerism
and the American orchestra: (1) the defi-
nition of an orchestra “volunteer”; (2)
gender, race, and class distinctions in or-
chestra volunteerism; (3) answering the
question, “Why the orchestra?”; (4) valu-
ing the orchestra volunteer; and (5) inte-
gration of the volunteer into the orches-
tra’s operation.

1. Defining the orchestra volunteer. The tra-
ditional definition of volunteers derives



from the historical model discussed
above. Usually, “volunteer” is the label
given to a person, often in an allied vol-
unteer association, who provides direct
services to the orchestra, such as fund-
raising, hospitality, and ticket sales.

This definition is too limited because it
does not encompass other groups of peo-
ple who bring their talents to bear on or-
chestra problems and needs. It forces vol-
unteers onto the narrow path of joining
the volunteer association, a path that may
not meet their individual needs. For ex-
ample, the association may require dues
that the potential volunteer cannot af-
ford; it may require long-term involved
projects, when the potential volunteer
only has time for a short-term, limited in-
volvement; or the association may em-
phasize social activities that do not inter-
est the potential volunteer. It also
perpetuates an ultimately dysfunctional
separation between volunteer decision
makers on the board and the volunteer
“worker bees” who carry out the deci-
sions of others. Therefore, the Task Force
proposes a new, broader definition:

Orchestra volunteers include all in-
dividuals or groups who give their

time or expertise to orchestras
without financial compensation.

This definition includes three distinct
types of volunteers, based on their role
within the organization:

(a) Governance volunteers. Members of
the orchestra’s board of trustees, or board
of governors, or board of directors, are
volunteers. They serve without compen-
sation; they give their time, their exper-
tise, and often their money;, for the cause
of the orchestra. They are an important
connection to the community, as are all
volunteers, and it is beneficial to the or-
chestra when they and other volunteers
reflect as much as possible the composi-
tion and interests of that community.
They have many of the same needs as
other volunteers, including a need for in-
formation about the orchestra, a need for
training to enable them to carry out their
roles most effectively, and the need to in-

tegrate their involvement with the or-
chestra into already busy lives. Their role
in governance does give them different
responsibilities and needs from other vol-
unteers. Those needs and responsibilities
can be met without bestowing on the
governance volunteer special status or
value that causes resentment or impedes
open communication in the organization.
Governance volunteers are not better than
other volunteers—they just have different
roles and functions.

(b) Direct-service volunteers. The direct-
service volunteer comes to the orchestra
in many different ways and provides a
wide variety of services. Many direct-
service volunteers take on a heavy load
directing orchestra projects and manag-
ing activities. They can be very valuable,
providing special expertise and organiza-
tional know-how, as well as the human
resources necessary to carry out orchestra
programs and projects.

In many orchestras, direct-service vol-
unteers work through volunteer associa-
tions, often taking on major fund-raising
goals. Indeed fund-raising is often the
sole mandate given to the orchestra vol-
unteer association by the board and
management, who depend on the associ-
ation’s large annual contribution to the
operating budget.* These volunteers are
judged—by boards, management, and
themselves—on the basis of their ability
to meet often ambitious goals, even
though the volunteers sometimes play
little or no part in setting them. Interac-
tion of volunteers with musicians and
artistic staff is usually confined to a hos-
pitality function.

A peculiarity of most direct-service vol-
unteer associations is that they often re-
quire members to pay dues and/or pur-
chase orchestra subscriptions. The dues
are used to support the costs of running
the volunteer association, with the excess
of receipts over expenditures often con-
tributed to the orchestra at the end of the
fiscal year. The requirement to purchase
subscriptions is seen as a means of ensur-
ing that volunteer association members
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have a clear and committed connection to
the orchestra and its mission. In addition,
many orchestra volunteers are expected
to purchase tickets to expensive galas and
fund-raising events, as well as contribute
individually to the annual fund cam-
paign. These expenditures must be added
to the normal costs incurred by a volun-
teer (parking/transportation, time, food,
etc.), potentially making orchestra volun-
teer service an expensive proposition.>

Direct-service volunteers may also
come to the orchestra outside of a dues-
paying association structure. They might
be members of a volunteer usher corps,
participate in the annual fund drive as
telemarketers, participate in a radiothon,
work in the management office, staff a
special event, execute a marketing study;,
or organize and carry out promotional
activities. Direct-service volunteers can
even be orchestra musicians or staff en-
gaging in uncompensated activities re-
lated to or on behalf of the orchestra. The
participation of other volunteers may be
organized by either the orchestra staff or
the volunteer association members.

(c) Group volunteers. Groups of all kinds
can be a source for orchestra volunteer
labor. Companies, corporate volunteer
councils, civic groups, sororities and fra-
ternities, student volunteer councils in
universities and high schools, Retired Se-
nior Volunteer Programs,6 unions, and
trade associations are all examples of
groups that take on volunteer projects,
especially short-term projects. Taking a
day to beautify the grounds of a concert
hall or assemble a mass mailing, hosting
a children’s day, or making telephone
calls to sell the subscription series—such
clearly defined and limited tasks are ideal
for group volunteers.

2. Gender, age, race, and class distinctions:
The old, narrow definition of the orches-
tra volunteer has tended to accentuate
differences among people instead of rein-
forcing the common interest volunteers
and potential volunteers have in the or-
chestra and its music. The dichotomy be-
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tween the governance and direct-service
volunteer has fostered stereotyped gen-
der roles, with men taking the power po-
sitions on the board, and women fulfill-
ing the front-line volunteer functions
with little involvement in orchestra deci-
sion making. The gender stereotyping
works the other way as well, preventing
men from working comfortably into fe-
male-dominated volunteer structures.

Similarly, the dominance of older peo-
ple in the volunteer organizations has
served as a barrier to bringing in “new
blood.” The old guard may not have the
contacts in the younger generation; the
volunteer association may not be recruit-
ing actively among younger people; and
activities may be incompatible with the
two-career families common in the
“baby-boom” generation.

Similar distinctions may be at work in
regard to race and class. The orchestra
and its volunteer association often have
an image of exclusivity. Requirements for
volunteers to pay dues and buy subscrip-
tion tickets may reinforce that image, as
may traditional programming and social
functions that ignore the increasingly di-
verse communities in which orchestra
exist. Some of the fastest-growing sectors
of the volunteer work force are among
African Americans and Latinos.” If vol-
unteer associations and orchestras seek to
attract only more people like themselves,
then they are ignoring a rich field of vol-
unteers with the potential for great
growth. If they attract new volunteers
and then do not utilize their talents and
expertise effectively, or if they perpetuate
class distinctions within the orchestra by
valuing some volunteers more than oth-
ers (based on ability to contribute
money), then dissatisfaction and resent-
ment can hurt the orchestra’s standing in
the community.

3. Why the orchestra? In the realm of vol-
unteerism this question has several lev-
els. First, it is the question that potential
volunteers inevitably ask themselves:
“Why should I spend my time working



for the orchestra?” This question begs the
larger one of the orchestra’s standing in
the community at large. Competition is
growing among nonprofit organizations
of all types for the resources of volun-
teers. According to the Internal Revenue
Service, there are 70 percent more regis-
tered nonprofits in the United States
today than existed in 1968. Many of these
groups represent urgent social causes
such as homelessness, drug and alcohol
abuse, and AIDS.

Previous chapters have discussed the
benefits of redefining the orchestra’s role
in the community in terms of broad edu-
cational and social goals while retaining
the essential artistic mission. In order to
attract new volunteers, orchestras may
need to examine critically how they are
seen in their communities. Have orches-
tras proven to their communities that
they should be supported? Are sym-
phony orchestras important to the people
they would like to attract as volunteers?
How would an orchestra representative
answer the questions: “If I work for the
orchestra, am I not subsidizing people
with a lot more money than I have to go
and listen to music? Is the orchestra ful-
filling a larger artistic and social mission
in the community that I can support?”

Volunteers often truly represent the
public the orchestra is reaching, with the
profile of volunteers looking very much
like the profile of the orchestra audience.
And, if the volunteer pool does not repre-
sent the publics the orchestra is trying to
reach, it will be more difficult to bring in
new audiences. An orchestra wishing to
expand its educational activities can ben-
efit from the involvement of individuals
from the educational community or from
parent groups. Success in such initiatives
helps orchestras expand the base from
which volunteers are drawn.

Any volunteer pondering, “Why the
orchestra?” might also ask some more
self-interested questions: “How will vol-
unteering for this orchestra benefit me?
What will I learn about the orchestra and
about music? What satisfaction will I

draw from this experience? Will I feel ap-
preciated? Will I feel comfortable? Will I
meet interesting people and do interest-
ing things? What special benefits will
come from volunteering? What exactly
will my job be? Will I receive training to
do that job? How much will it cost me to
volunteer? What commitment of time
will T have to make? Will my time be well
utilized?” The more answers the orches-
tra can give to such questions and the
more tailored to each individual’s needs
those answers are, the more successful re-
cruitment and retention efforts will be.

“Why the orchestra?” is thus a ques-
tion tied inevitably to the future of or-
chestra volunteerism. Part of the answer
lies in recognizing the positive attributes
orchestras have to offer potential volun-
teers. Indeed, each orchestra reviewing
its volunteer policies and programs will
find it valuable to inventory the assets it
brings to the volunteer arena.

These assets can include:

Musical excellence. Ultimately, the en-
thusiastic and effective volunteer believes
in the essential mission of the orchestra.
The quality of the product makes the vol-
unteer feel special and privileged to par-
ticipate. “That exquisite music,” as one
Issue Forum participant put it, can be the
greatest motivator for a volunteer.

The orchestra’s standing in the commu-
nity. Often an orchestra is one of the cor-
nerstones of cultural life in a community,
giving it credibility and wide access to
people and resources.

People. Intelligent, creative, and stimu-
lating people from different segments of
the community can be associated with an
orchestra, making it attractive to poten-
tial volunteers.

Fulfillment. Individuals look for per-
sonal satisfaction and fulfillment instead
of salary in their volunteer work. Orches-
tras offer a wide variety of volunteer op-
portunities from which the potential vol-
unteer can choose in order to create a
fulfilling experience.

Challenge. Orchestra volunteers are not
just relegated to “make-work” tasks. They
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often take on significant and challenging
jobs, especially when financial and other
difficulties are accelerating the pace of
change in orchestras. Volunteers may be
attracted by the challenge and excitement.

4. Valuing the orchestra volunteer. In order
to utilize volunteers most effectively, or-
chestras need to account for the value of
the volunteer to the organization and to
bring that value to the attention of other
volunteers (including the board), the or-
chestra staff, musicians, and orchestra
supporters. Recognizing a volunteer’s
value makes him or her feel appreciated,
gives the entire volunteer corps a sense of
respect and importance, helps the staff
and board understand the role of all vol-
unteers in making the organization work,
and gives the orchestra added credibility
when seeking outside support.

Orchestras have tended to value vol-
unteers based solely on money—how
much they can give and/or how much
they can raise. This fund-raising role is
indeed vital: one representative of a
major orchestra volunteer association
pointed out that her association’s annual
goal of $900,000 is the equivalent of as
much as $18 million in endowment funds
that the orchestra does not need to have.
That volunteer association therefore has a
very clear measure of its value to the or-
chestra. Many other orchestra volunteer
associations can come up with similar
measures based on funds raised.

The clarity of such fund-raising mea-
sures makes it tempting not to use any
other means of valuing volunteer re-
sources. Such a limited perspective, how-
ever, can undervalue volunteers who do
not have an interest in working on fund-
raising projects. They may feel like part
of a volunteer “underclass,” with less sta-
tus and respect. A purely monetary per-
spective on value can also create a stress-
ful environment for the fund-raising
volunteers: if they miss their goal they
often are seen by themselves and others
in the orchestra as failures, despite the
time and effort they might have put into
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projects. In addition, by only thinking of
volunteers in terms of money, the orches-
tra may underutilize volunteers in other
areas, neglecting vital services that vol-
unteers can provide.

Orchestras can use other measures of
value. Time spent by volunteers is the
most straightforward and obvious. Many
nonprofit organizations log volunteer
hours and assign a monetary value to
those hours, enabling them to total
monthly and annual volunteer contribu-
tions of time to the organization. Such to-
tals are particularly useful to report to
foundation and corporate funding
sources as a demonstration of community
support for the orchestra. They also might
help salaried staff and volunteers to track
the organization’s use of volunteers and
to improve planning for the future.

Keeping a record of the time an indi-
vidual volunteer spends working for the
orchestra may also provide a means of
ongoing recognition of that volunteer’s
contribution: volunteers can be awarded
service pins or other benefits (e.g., con-
cert tickets, name in the newsletter or
program book, gifts such as compact
discs of the orchestra’s latest recording) at
certain milestones (250 hours, 500 hours,
1,000 hours, and so forth). Similar sorts of
recognition and benefits can be available
to the short-term volunteer or even the
one-time group volunteer to recognize
the time they have devoted to an orches-
tra project (e.g., a T-shirt commemorating
an orchestra neighborhood clean-up day
or participation in the annual radiothon).

Another determination of value would
involve identifying work done by the
volunteers and estimating how much it
would have cost to perform the same
work with salaried staff. Adding to that
the “opportunity cost” of not having the
volunteers—i.e., the opportunities lost
for salaried staff to do other things—can
result in a powerful measure of the bene-
fits to the orchestra of a volunteer force. It
should be remembered, however, that
utilizing volunteers is not cost-free. The
costs associated with recruiting, training,



and managing volunteers need to be cal-
culated as well.

In addition, a strong volunteer network
brings value to the orchestra that is not
easily quantifiable, supplying a connec-
tion with the community that is essential
to the orchestra’s survival. That role is
unique to the volunteers; it cannot be du-
plicated by orchestra staff or manage-
ment. The benefits may be obvious, as
when a volunteer makes a key telephone
call to secure a contribution to the orches-
tra; they may be almost invisible, as when
a volunteer brings a friend to a concert
who then buys a subscription; or they
may be down the road, as when the or-
chestra has building expansion plans and
can muster a diverse crowd of supporters
at a planning commission hearing.

Clearly, an orchestra that takes the time
to consider the value of its volunteers
will prize them more than ever. A valued
volunteer will be happier and more likely
to keep the orchestra on his or her list of
preferred volunteer activities.

5. Integrating volunteers into the organiza-
tion. The organizational model typical of
many orchestras separates artistic and
management functions. It tends to place
musicians at the bottom of the artistic hi-
erarchy and the volunteers at the bottom
of the management hierarchy. This posi-
tion of low status fails to recognize the
extraordinary training and ability each
group can bring to the orchestra, and
makes it difficult for their ideas to be
heard at the policy-making levels of
board and management. In addition, the
tendency for the board, direct-service
volunteers, salaried staff, artistic leader-
ship, and musicians to operate in their
own spheres impedes effective communi-
cation about organizational goals, activi-
ties, and issues.

Orchestra organizational structures
vary widely, of course, depending on the
orchestra’s size, budget, history, tradi-
tions, management practices, board de-
sign, and so on. The extent and ways vol-
unteer assistance is integrated with the

orchestra’s structure can also vary. A
small-budget orchestra may depend very
heavily on volunteers to take on staff
functions. A large-budget orchestra may
have numerous and varied volunteer
structures that appeal to different types
of volunteers. The volunteers may as-
sume a variety of roles, some quite inde-
pendent of the orchestra staff and man-
agement structure.

In general, however, the greater the in-
tegration of the volunteers’ activities with
the goals and activities of the orchestra as
a whole, the more productive and effec-
tive they will be. In orchestras with
highly autonomous volunteer associa-
tions, the goals of the orchestra and the
association may not always coincide. Vol-
unteer leagues often play a significant so-
cial role for their members; particular
kinds of orchestra traditions, concerts, or
relationships may be very important to
the volunteers. Attempts to change old
ways of doing business and expand the
orchestra’s role in the community, for ex-
ample, may cause resentment or friction
among long-time volunteers.

Staff relationships with volunteers are
not always ideal. Recruiting, training,
and maintaining an enthusiastic and ef-
fective volunteer corps may not be on the
manager’s daily agenda. As one Issue
Forum participant pointed out, “Most
managers are worried about making pay-
roll every day.” Staff below the executive
level may also have trouble relating with
volunteers: divisions of responsibilities
may be unclear; staff may resent taking
the time to train volunteers; staff may not
have any idea how to delegate tasks to
volunteers, having never received any
training themselves in volunteer manage-
ment. Staff may even feel threatened by
aggressive and competent volunteers.

Some orchestras can afford to hire spe-
cialized staff to manage volunteers. A
“coordinator of volunteer resources” or
“director of volunteers” often works
within the development office, reporting
to the director of development. This
structure tends to emphasize the fund-
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raising aspects of orchestra volunteerism,
and does not easily accommodate some
other types of volunteerism. For example,
when orchestra musicians volunteer to
do extra programs in schools, they would
most likely work with the education
director, who might or might not be
working with a development office-
based director of volunteers to recruit
nonmusician volunteers for a school pro-
gram. And, as discussed earlier, the fund-
raising emphasis in orchestra volun-
teerism tends to discourage a more
diverse population with varied skills and
interests from getting involved.

The Task Force has identified a series
of strategies for achieving better integra-
tion of the volunteers into the orchestra
organization:

(a) Restructure. The volunteer corps can
be reorganized so that all types of volun-
teers—governance volunteers, direct-
service volunteers, group volunteers, and
orchestra salaried staff and musicians
who wish to volunteer—are managed
within a single overall structure with
goals and policies that match those of the
orchestra as a whole. For example, an or-
chestra embarking on a comprehensive
educational initiative can adjust goals and
activities of all types of volunteers to sup-
port the educational mission. Or, an or-
chestra making an effort to increase racial
and cultural diversity among its staff and
musicians can incorporate a similar effort
around volunteer recruitment.

Restructuring the financial system—so
that the cost and value of all types of vol-
unteers are integrated into the overall fi-
nancial systems of the orchestra, and
their expenses and revenues are part of
the operating budget of the organiza-
tion—will also help.

(b) Involve. Such restructuring does not
by itself solve organizational problems.
Rather, it is the increased involvement of
volunteers facilitated by restructuring
that begins to make a difference. Volun-
teers can be involved at all levels of the
organization, with governance and di-
rect-service volunteers sitting on various
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board committees and participating in
the analysis and decision-making pro-
cesses of the orchestra. Board meetings
can be opened to a range of volunteer ob-
servers who also can be included in
working groups of governance volun-
teers, musicians, staff, and others consti-
tuted to address the orchestra’s needs
and problems. Information is key: all vol-
unteers need access to information to be
effective; they also must be willing to
share information with others. Involving
volunteers in all aspects of orchestra life
will build trust and positive relationships
throughout the organization.

(c) Clarify. Written volunteer job de-
scriptions can be invaluable in clarifying
for management, staff, and volunteers the
extent and nature of the work commit-
ment expected, and in making it easier to
see how a particular volunteer’s effort fits
into the larger organizational plan. A sen-
sitively designed and positively oriented
system of evaluating volunteers and the
work they do can also be a valuable tool
in structuring relationships among staff
and volunteers, and in improving how
the orchestra utilizes volunteers.

(d) Eliminate barriers. A system that
welcomes all individuals willing to work
will be a more open and flexible system,
better able to adjust with the changing
needs of the orchestra. For example, dues
and ticket-buying requirements can cre-
ate distinctions among volunteers who
can pay and those who cannot. Opening
the doors to varying levels of volunteer
involvement can expand and diversify
the volunteer pool, and does not have to
undermine the roles of existing volunteer
organizations.

(e) Support. Moving volunteer manage-
ment out of the development office and
creating a separate department of volun-
teer management of equal status with de-
velopment, marketing, finance, etc. can
provide an optimal system in many or-
chestras for supporting a restructured
volunteer corps.

While establishing an entire new de-
partment may be beyond the capacity of



many orchestras, creating a position of
“coordinator of volunteer resources” can
be an important and useful step for every
orchestra. This coordinator can be a
salaried staff member if resources permit,
or a volunteer who is willing to take on a
substantial and responsible job. Whether
salaried or not, the coordinator of volun-
teer resources needs support in order to
work effectively: office space, clerical as-
sistance, telephones, supplies, and a bud-
get to cover recruitment and volunteer
recognition costs. Ideally, the coordinator
is a member of the senior staff and re-
ports directly to the top manager. As a se-
nior staff member, the coordinator of vol-
unteer resources has the kind of access to
information and decision-making proc-
esses that enables the volunteer activities
to succeed.

The coordinator of volunteer resources
functions in both internal and external ca-
pacities: internally as a resource for other
staff members who utilize volunteers, and
externally to establish relationships with
colleagues in other voluntary organiza-
tions and reach out to potential volun-
teers in all sectors of the community.

The orchestra’s top manager can dele-
gate to the coordinator of volunteer re-
sources the responsibility of managing all
volunteer activities. The coordinator
serves as the primary link between or-
chestra staff and volunteers, providing
the necessary continuity and coordina-
tion that is missing from many orchestra
volunteer programs.

Some voluntary organizations have
had success with a system in which a vol-
unteer leader works in partnership with a
staff member toward a specific end. To es-
tablish these partnerships within the or-
chestra, a skilled and experienced coordi-
nator identifies those functions that can
be enhanced by dual leadership, carefully
selects volunteers whose skills comple-
ment those of the staff members, and pro-
vides training in developing partnerships.

(f) Train. The coordinator can also
have the responsibility of organizing
training. The effort to integrate volun-

teers into the “fabric” of the orchestra
can be an excellent catalyst for improv-
ing communication and relationships
throughout the organization. The most
effective training is orchestra-wide,
touching all types of volunteers, as well
as top management, the music director,
salaried staff, and musicians.

The initial purpose of volunteer-related
training can be to create a consensus
throughout the organization about the
importance of volunteers in advancing
the orchestra’s mission and objectives.
Communication with everyone about the
content of those missions and objectives
and how the orchestra plans to reach
them is also an important part of the
overall training effort.

The training for each group may need
to be different. For example, orchestra
staff can benefit from training that helps
them work more effectively in partner-
ships with volunteers; musicians might
benefit from training on how to be effec-
tive volunteers in educational programs;
direct-service volunteers need informa-
tion and training for specific jobs they are
expected to perform, as well as overall
orientation about the orchestra; gover-
nance volunteers need a similar orienta-
tion as well as specific information on
governance issues and responsibilities.

Training for volunteers may also in-
clude opportunities to be involved with
and learn from the music-making activi-
ties of the orchestra, through attendance
at rehearsals, special lecture-demonstra-
tions, and other kinds of organized con-
tact with the musicians. All volunteers, as
well as salaried staff and musicians, can
benefit from information and training to
enable them to be good advocates for the
orchestra.

Training can also be crucial in laying
the groundwork for change within the
orchestra, reaching beyond the issue of
volunteerism to encompass many of the
concerns and needs of the orchestra. In-
volving and informing participants and
soliciting their opinions and ideas helps
to build consensus for the kind of trans-
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formative change already discussed in
this report as vital to the survival of
many American orchestras.

DESIGNS FOR CHANGE

Here we examine four orchestras that
embody characteristics and situations
common to many orchestras to clarify
how the issues discussed above may
apply in real-world situations. These
cases are not intended to single out a par-
ticular orchestra, although the details de-
rive from actual orchestras and illustrate
real dilemmas faced by orchestras of dif-
ferent sizes, types, and locations. Issue
Forum participants from within and out-
side the orchestra field examined these
cases and made recommendations based
on their own considerable experience.
These recommendations are not prescrip-
tive for every orchestra; they constitute
one set of choices these particular orches-
tras might make to improve their utiliza-
tion of volunteers and their overall orga-
nizational effectiveness.

Orchestra One: Orchestra with a mid-size
budget in a major metropolitan area.

The Case: Orchestra One has a $4.5 million
annual budget, 80 full-time musicians,
and a 24-member board that includes
four nonvoting members. One of the
nonvoting members is the volunteer aux-
iliary council president. This council is
made up of the immediate past presi-
dent, current president, and president-
elect of each of six separate auxiliary
groups, each with varying policies as to
dues and membership. A business-ori-
ented group, for example, requires a min-
imum contribution of $2,500 to join; the
Symphony Circle is the next level at
$1,000 minimum contribution; the Friends
require a $100 contribution; and the re-
maining groups have open membership.
The six groups together total 1,100 mem-
bers and raise $400,000 per year toward
the orchestra budget; this amount consti-
tutes 25 percent of annual contributions
to the orchestra. The orchestra maintains
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a salaried volunteer manager as part of
the development office staff.

Despite a good record of volunteer par-
ticipation, the orchestra has been aware
of the following negative aspects of its
volunteer programs:

* A general decline in the level of vol-
unteer activity, along with decreases
in membership (currently 1,100,
down from 1,400) and contributions
to the orchestra;

¢ Difficulty in attracting men, and
younger people of both sexes. Cur-
rent members are almost all older fe-
males;

* Emphasis on fund-raising to the ex-
clusion of most other activities,
which seems to have a negative ef-
fect on participation;

* Lack of integration of volunteers
into the orchestra’s governance and
management structures;

¢ Lack of access to volunteer resources
by many staff members.

Recommendations: This orchestra can cite
many positive attributes in its volunteer
program. The auxiliary council, in partic-
ular, has worked well as an umbrella co-
ordinating group for all of the volunteers:
it has provided a good training ground
for volunteers; and it has empowered
volunteers to become a significant part of
the orchestra’s fund-raising process.
There are ways, however, that volunteer
utilization can be improved.

(a) The Auxiliary Council. To move be-
yond a narrow fund-raising role for the
volunteers, the existing council could be
enhanced by adding a series of volunteer
vice presidents: a vice president for com-
munity education to develop volunteer
participation in orchestra education pro-
grams; a vice president for recruitment to
work on broadening the volunteer base; a
vice president for recognition, who
works on formal and informal ways of
recognizing volunteers; a vice president
for training to coordinate volunteer train-
ing; a vice president for advocacy who



mobilizes volunteers to support advo-
cacy efforts on behalf of all arts institu-
tions in the community; and a vice presi-
dent for planning to coordinate volunteer
planning with overall orchestra planning.

(b) Staff. Move the volunteer manager
out of the development office and create
a separate volunteer department answer-
ing to the general manager on the same
level as development, education, opera-
tions, and so on. Initiate training for all
paid staff on methods of working effec-
tively with volunteers; provide space and
support to various departments to enable
them to incorporate volunteers into their
operations.

(c) Involvement and communication.
Make the auxiliary council president a
voting member of the board’s executive
committee. Include direct-service volun-
teer representative on all board commit-
tees, and any ad hoc planning or advi-
sory committees of the board.

(d) Musicians. Include musicians in all
mailings of volunteer material. Encour-
age musicians to work with volunteers
and to become volunteers themselves.

Orchestra Two: Orchestra with a mid-size
budget in an ethnically diverse city.

The Case: This orchestra has been in exis-
tence for several decades and has had its
financial peaks and valleys. It ceased op-
erations for a time, after which the organi-
zation was reconstituted and a new musi-
cian contract negotiated. The crisis had a
devastating impact on the organization
and on its relations with the community.

The majority population of the
orchestra’s home city is Latino; the board
is ethnically diverse, although not in the
same proportion as the community. Out
of 70 board members, 30 percent are
Latino. The board is continuing to work
to diversify its membership. One prob-
lem with recruiting a large number of
new board members is that most have
come with limited orchestra experience;
only 10 members have been on the board
more than five years.

Although ticket sales and fund-raising
rebounded well after the crisis, it has been
difficult to attract new volunteers to sup-
port the orchestra. The volunteer associa-
tion is 100 percent female and not racially
or culturally diverse. About 1,000 mem-
bers pay modest dues and organize a se-
ries of annual fund-raising events, includ-
ing a ball, a radiothon, a decorator’s
showhouse, and holiday events. Non-as-
sociation volunteers are also involved in
the radiothon and the annual fund solici-
tation, and students from the local univer-
sity volunteer to act as orchestra docents.
Association and non-association volun-
teers work together to organize logistics
of the orchestra’s education program.

The orchestra’s need for direct-service
volunteers increased when, during the fi-
nancial crisis, it became necessary to re-
duce the number of paid staff drastically.
This immediate need complicated al-
ready existing problems that pervade the
efforts of many orchestra volunteers:

¢ The volunteer structure is not dy-
namic, diverse, or well coordinated;

¢ Traditional volunteer projects have
become stale and unproductive;

e The volunteer leadership needs re-
newal;

* Relations between staff and volun-
teers are strained at best, with vol-
unteers seen by staff as a problem
rather than an opportunity;

¢ Volunteers are not involved in any
part of the orchestra’s decision-mak-
ing processes;

* There is no one to coordinate volun-
teer activities.

Recommendations: This orchestra needs to
develop a comprehensive vision of how
volunteers can be utilized and plan to im-
plement that vision over a period of three
to five years:

(a) Broadening the volunteer base. Include
in the plan an effort to reach out to the
broader community, involving the or-
chestra in community concerns and at-
tracting a diverse cross-section of the
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community as volunteers.

(b) The board. Leadership for a long-
term vision of enhancing the volunteer
resources of the orchestra needs to come
from the board, but the board of this or-
chestra is too large and unfocused to ex-
ercise dynamic leadership. Decrease the
size of the governing board to make the
conduct of orchestra business more effi-
cient. Former members of the governing
body can continue their involvement
through a number of different mecha-
nisms. Some organizations, for example,
form auxiliary boards that wield author-
ity in broad policy areas; others maintain
advisory or honorary boards whose
members are involved at varying levels
in fund-raising or other activities.

(c) Volunteer structure. The existing vol-
unteer association can be seen as just one
component of a larger structure that em-
ploys volunteer resources throughout the
organization. Review the activities of the
association to ensure that they are com-
patible with the orchestra’s mission and
objectives.

(d) Staff. Since this orchestra cannot
now afford to hire a coordinator of volun-
teer resources, it should seek someone to
take on those responsibilities on a volun-
teer basis, and provide the support and
training necessary to enable this person
to coordinate all volunteer activities, in-
cluding the association, annual fund vol-
unteers, and education program volun-
teers. Recruiting a few office volunteers
can go a long way toward reducing pres-
sure on the overworked salaried staff.
With thorough training, both volunteers
and staff members can build mutual re-
spect and cooperation.

Orchestra Three: A professional orchestra with
a small budget in a small city.

The Case: This orchestra has a $1.5 mil-
lion annual budget that will be cut by at
least $100,000 in the coming year due to
losses in state arts funding. The orchestra
has fewer than 10 salaried staff, with no
coordinator of volunteer resources. Most
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staff perform more than one function:
one person handles development and
marketing; another manages both opera-
tions and education. Membership on the
board is considered quite a prestigious
position in the city; there are 50 mem-
bers, equally divided between men and
women, with an executive committee of
12. All board members are limited to two
three-year terms.

Three separate volunteer groups are as-
sociated with the orchestra. The main vol-
unteer association is a traditional
women’s group with 300 dues-paying
members and an annual expense budget
of $280,000. They contribute $75,000 to the
orchestra and $50,000 to the city’s youth
orchestra, which the volunteer association
started. The association’s financial ac-
counting is part of the orchestra’s overall
financial reporting and auditing proce-
dures, although their fund-raising events
are reported separately. Although this
group has been losing membership, they
have been successful in reversing a de-
clining ticket-sale trend for the orchestra.

Two smaller “friends” groups are fo-
cused on special communities: The first is
comprised of African American women
who work to promote orchestra activities
within the African American community,
focusing on music education for young
people; the second is an out-of-town
group that raises money for orchestra
programs in its town.

There are also volunteers who work in
the orchestra office and have no relation-
ship with any of the volunteer groups.
These direct-service volunteers are partic-
ularly valuable in this small orchestra,
but there is some mistrust and friction be-
tween staff and office volunteers because
some functions previously performed by
volunteers are now performed by sal-
aried staff.

The executive director of the orchestra
spends most of his time working with
volunteers: about 50 percent of his time is
devoted to managing the three volunteer
groups and another 35 percent is related
to board activities.



The key issues for this orchestra are:

¢ The relatively small monetary con-
tribution from the main volunteer
association to the orchestra, espe-
cially at a time when state funds are
decreasing;

¢ The fragmentation of the volunteer
effort;

e Uncoordinated and potentially com-
peting fund-raising activities con-
ducted by the orchestra and staff
and by the various volunteer groups;
and

® The extraordinary amount of time
spent by the executive director on
volunteer coordination.

Recommendations:

(a) Planning and reorganization. When
addressing the orchestra’s financial con-
cerns, consider its relationship to the vol-
unteer associations. In particular, the
merger of the main volunteer association
with the orchestra to form one 501(c)(3)
organization would complete the consoli-
dation that began when they merged fi-
nancial accounting. Give a board-level
committee the responsibility of
coordinating volunteer activities, includ-
ing: developing the annual volunteer
schedule, coordinating fund-raising
events and prospects, coordinating train-
ing, and developing the orchestra’s an-
nual volunteer recognition event. Include
representation from community mem-
bers not already on the board.

(b) Leadership. Redefine leadership po-
sitions in order to make the jobs as attrac-
tive as possible.

(c) Staff. Remove the volunteer coordi-
nation load from the executive director
by using association funds to support a
coordinator of volunteer resources. Look
to fill this initially unsalaried post from
the ranks of past leaders, in order to build
into the position immediate rapport with
the volunteers.

(d) Recruitment. One focus of the new
coordinator can be to recruit new types of
volunteers: married couples, men, young

professionals. One recruitment technique
is to establish special constituency groups
that cater to the interests of these popula-
tions. A family-oriented group, for exam-
ple, can take on weekend projects; a
young professionals group might concen-
trate on evening activities.

(e) Training. Because of the history of
staff /volunteer friction in this orchestra,
training for both staff and volunteers
would be particularly useful. Include
focus sessions for staff on how to work
with volunteers, with information on
planning volunteer tasks, conducting
volunteer orientations and training, and
structuring volunteer relationships.

INSTRUCTIONS TO OURSELVES

The Task Force has presented the above
designs for change in the hope that many
orchestra leaders—both staff and volun-
teer—will see some of their own chal-
lenges and potential solutions in the four
orchestras. As orchestra leaders examine
their own volunteer program, the Task
Force urges them to keep in mind the fol-
lowing “Instructions to Ourselves.”

1. We need to consider the question
“why the orchestra?” An answer to
the question should be reflected in
our mission statements. Know what
makes us unique. When thinking of
whom we can reach, whom we can
involve and engage, think of the en-
tire community. Then we can ask,
and successfully answer, “why the
volunteers?”

2. “Why the volunteers?” Above all,
because they can represent and in-
volve a broad public, and extend an
orchestra’s contacts deep within its
community. They help give the or-
chestra a recognizable face and a
credible voice. They perform work
without which the orchestra cannot
survive.

3. The orchestra and its volunteers are
part of one institution with one mis-
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sion. Think of it as a whole, whose
strength depends on the integration
of its component parts—on the qual-
ity of attitudes and the cohesiveness
of relationships among volunteers
(governance, direct-service, and
group), audiences, musicians,
salaried staff, and funders.

4. “Access” for volunteers means that
the doorways into our orchestras
need to be wide and numerous, so
that:

e Various types of volunteers can
come forward;

* They can come forward for different
reasons, with different levels of
commitment;

* They can stay for varying lengths of
time;

¢ Different social, economic, racial,
cultural, religious, and age groups
can be represented in the volunteer
corps;

* The benefits of volunteering can be
tailored to the different needs and
desires of all volunteers;

* Various roles and responsibilities are
available to all volunteers once they
come into the organization.

5. Orchestras need to value fully and
fairly the contributions that all types
of volunteers make—and to index
that value to more than money con-
tributed or social contacts. Ac-
knowledging the impact of all vol-
unteers (both what they give and
what they cost) is essential to their
complete and meaningful integra-
tion into the life of the institution.
“The concept of volunteerism needs
to permeate our orchestras,” stated
one Issue Forum participant.

6. Reinventing the orchestra so that it
can respond to the changing nature
of volunteerism requires more inclu-
sive decision-making processes,
more authority vested in the volun-
teer corps, and the reorientation, ed-
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ucation, and training of all orchestra
participants—including current and
incoming volunteers. The first barri-
ers to be overcome are internal.

7. Look for the intersection of various
social and cultural needs to discover
new ways of relating to the commu-
nity at large and new sources of
volunteers.

8. Expectations on all sides need to
be reasonable and clearly communi-
cated.

e Given the investment of resources
and authority, what can the salaried
management staff and musicians ex-
pect of volunteers?

¢ What do volunteers expect in re-
turn?

9. Coordination of volunteer resources
should rank high as a management
priority; it can be delegated to some-
one salaried or unsalaried, who has
authority and support at the highest
levels of the organization.

LOOKING AHEAD

The strength of American volun-
teerism and American voluntary organi-
zations is the envy of many around the
world. The history of substantial volun-
teer commitment to orchestras in this
country is one of the greatest assets the
orchestra field brings to the challenge of
creating the new American orchestra. A
welcoming, flexible, and creative ap-
proach to recruiting, training, and utiliz-
ing volunteers can stretch orchestras’ re-
sources, energize their relationships with
their communities, and help make the
larger goal of Americanizing the Ameri-
can orchestra attainable.

THE CHANGING NATURE
OF VOLUNTEERISM: SOME
QUESTIONS TO CONSIDER

1. Do all orchestra participants under-
stand the critical role that is played



by volunteers of all types? Do they
understand the scope of volunteer
activities to include governance, di-
rect service, and group volunteers?

2. What steps has your orchestra taken
to make a convincing case to the
community that it deserves sup-
port? Has it made the case to a
broad pool of potential volunteers in
the community?

3. What strategies are in place to attract
a corps of volunteers that reflects the
diversity of the community?

4. Has your orchestra developed
strategies for making volunteers feel
valued by the institution? Does that
sense of value go beyond the
amount of money volunteers donate
or raise?

5. Are there a variety of ways in which
someone can participate as a volun-
teer? Is the organization flexible in
accommodating people with differ-
ent needs, schedules, and financial
capabilities?

6. Has your orchestra developed vol-
unteer job descriptions, including
explicit listings of expectations and
benefits for volunteer recruitment?

7. What strategies have been put in
place to integrate volunteers effec-
tively into your orchestra’s organi-
zational structure? How well have
cooperative partnerships been es-
tablished between volunteers and
salaried staff?

8. What training opportunities exist
for all types of volunteers? What
training exists for salaried staff who
work with the volunteers?

9. Is volunteer coordination regarded
as a high management priority?

NOTES

1. The American Symphony Orchestra
League’s 1992 Gold Book reveals that,
among the 151 volunteer associations

reporting, females constitute an aver-
age of 93.7 percent of the membership.

2. 1991 Statistical Abstract of the United
States, U.S. Department of Commerce.

3. Giving and Volunteering in the United
States, 1990 and 1992, surveys con-
ducted by The Gallup Organization for
Independent Sector, Washington, DC.
Sixty-four percent of persons age 35-44
volunteered in 1989, up from 54 per-
cent in 1987. Average hours volun-
teered per week among all American
households increased from 4.0 in 1989
to 4.2 in 1991.

4. For the 1991-92 season, 151 volunteer
associations reported raising a total of
$21,894,222 for their orchestras through
fund-raising events.

5. The New York Philharmonic is an ex-
ample of an orchestra that has elimi-
nated dues for its volunteer organiza-
tion members. The Philharmonic took
on the costs of supporting the volun-
teer activities and asked the members
each to contribute to the annual fund,
with a suggested minimum of $25.

6. “RSVP” operates in communities
throughout the country offering adults
age 60 and over opportunities to serve
as volunteers through a variety of or-
ganizations, agencies, and institutions.

7. The number of African Americans
who volunteer rose from 28 percent in
1987 to 38 percent in 1989 to 43 percent
in 1991. Between 1987 and 1989 the fig-
ure for Latinos went from 27 percent
to 36 percent. Giving and Volunteering
in the United States, 1990 and 1992, sur-
veys conducted by The Gallup Organi-
zation for Independent Sector, Wash-
ington, DC.

8. See Nancy Macdulff, “Stalking the Elu-
sive Volunteer,” SYMPHONY, Novem-
ber/December 1992, p. 29. Macduff
suggests the use of written volunteer
job descriptions that include an explicit
listing of expectations and benefits for
volunteer recruitment.
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ABSTRACT

Supposedly, seniors have a good deal of discretionary time at their disposal, but so far, they form a
much smaller proportion of the volunteer force than their numbers in the total population might
lead us to expect. Yet they undoubtedly have much that they could contribute in terms, for exam-
ple, of experience and accumulated skills. What might their contribution be, in fact? What do
those who do volunteer contribute now? What training, if any, do they require and what do they
actually receive? Do organizers underestimate their capacities and the contribution they might be
persuaded to make?

Seniors as Volunteers and Their Training
R.D. Bramwell, MA, PhD, MEd

Most seniors help their families, friends,
and neighbors in many ways. They en-
gage in what Kabanoff referred to as
“maintenance activities” like shopping,
making small repairs, and so on (Ka-
banoff, 1980). In effect, they become part
of an informal support network consist-
ing of “volunteers.” Rather fewer seniors
volunteer through various official agen-
cies and organizations, and are counted
as members of a formal volunteer force.
In general, what kinds of persons are
those who join this force? What work do
they most frequently choose to do? What
training, if any, do they need if they are to
carry out the duties assigned to them? It
is with these and kindred questions that
this article is concerned.

Unless they are specifically attributed
to other sources, figures quoted through-
out this paper are taken from a survey
made in Calgary in 1991. This survey is
reported in full in Senior Volunteers, the re-
port of the Senior Volunteer Program Com-
mittee, 1991, published by the Calgary
Volunteer Centre and Calgary Parks and
Recreation with the assistance of The Se-
niors” Advisory Council for Alberta and
the Alberta Council on Aging.

PROFILE

The bulk of senior volunteers (83%) are
somewhere between the ages of 55 and
74 years; if they are considered old, then
they are, in Neugarten’s words, “young-
old” (Neugarten, 1974, p. 187). The “old-
old” of 75+ years form only one-tenth of
the volunteer population. In this survey,
women outnumber men by a ratio of 2:1,
a result which will not surprise the reader
given the fact that aging, as they say, is
mainly “a female affair” since women
constitute the vast majority of those who
live on to more advanced ages. Most of
the volunteers describe themselves as
“retired,” and while this may be mean-
ingful for the men, it must be a less pre-
cisely determined category for the
women who continue to do, in their later
years, many of the things that they have
always done.

Volunteers are evidently drawn mainly
from professional, semi-professional, and
clerical groups of the population. To-
gether they constitute two-thirds of all
volunteers. Added to these are 9% who
have retail trade as a background. To-
gether these account for three-quarters of
all senior volunteers. Precisely what num-

R.D. Bramuwell, MA, PhD, MEd, recipient of the Canada National Volunteer Award and Medal in 1986, has re-
cently chaired a Senior Volunteer Program Committee in the Volunteer Centre of Calgary. He was the “prin-
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tion at the University of Calgary in 1978, he has worked as a volunteer on the Board of Directors of the
Alberta Council on Aging for which he helped to initiate, and then to chair and edit, two substantial projects
for senior volunteers. He is currently a member of the Board of the Calgary Senior Citizens’ Central Council,
and a provincial representative of the Alberta Association on Gerontology.
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ber of persons this spectrum of occupa-
tions would include is debatable, and
possible overestimation of status by re-
spondents may have to be taken into ac-
count. Presumably, however, most who
put themselves into these four categories
would have had some dealings with the
general public and have been accustomed
to keeping records and to performing
“secretarial-type” duties like taking mes-
sages, filing correspondence, or writing
receipts. On the contrary, only 5% of se-
nior volunteers described themselves as
having “technical” backgrounds. Of the
156 seniors surveyed, 73% had attended
secondary or post-secondary institutions
of education. On the one hand, this ap-
pears to be a high percentage, especially
as members of these cohorts were edu-
cated during the “Dirty Thirties” or dur-
ing the Second World War. On the other
hand, these figures may refer to a biased
sample since, for the most part, respon-
dents are already volunteers, and it is a
well authenticated fact that those who
have had more years of schooling are
more likely to become volunteers.

In general, the longer the schooling,
the higher the income. A full 56% of the
128 who responded to this question
about personal resources in the Calgary
Survey had incomes of over $25,000 per
annum. This must imply, as is consistent
with the rest of the profile, that they have
some private means, perhaps in the form
of pensions associated with their previ-
ous professional or semi-professional sta-
tus. This relates to the facts that, for the
most part, they drive their own cars to
their bases as volunteers, and are not
greatly interested in reimbursement for
out-of-pocket expenses which, for the
whole of Canada, averaged $158 per per-
son in 1987 (Ross and Shillington, 1989, p.
7a).

The demographic profile that emerges
from this survey corresponds closely to
others described in the literature. For ex-
ample, The Research Unit for Public Pol-
icy Studies of the University of Calgary
produced a series of seven reports in 1986

detailing the results of studies on Volun-
teers and Volunteerism in Calgary (Re-
search Unit for Public Policy Studies
[RUPPS], 1986). While this survey was
not confined to seniors as volunteers, the
general impression is that the profile of a
senior presented here is at least credible
in terms of extent, sex ratios, socio-eco-
nomic statuses, and educational levels.
Brennan, who provides “A Profile of Vol-
unteers” based on a 1987 National Survey
on Volunteer Activity says that “women
represent 61% of senior volunteers,” and
adds that “seniors who do formal volun-
teer work have a higher level of formal
education than non-volunteer seniors”
(Ross, et al., 1989, pp. 34). Again, “Who
Are Canada’s Volunteers?” is a chapter in
A Profile of Canadian Volunteers produced
by the Coalition of National Voluntary
Organizations published in 1987. Both
the text and the statistical tables in that
work offer a profile similar to that which
emerges from the Calgary survey (Ross et
al., 1989, pp. 8, 25). Notes on individual
characteristics chosen by their authors for
their own particular purposes in a range
of substantial articles would collectively
paint much the same picture.

In general, senior volunteers in the
United States resemble those of Canada.
The Final Report of the authoritative Na-
tional Retired Senior Volunteer Program
Participant Impact Evaluation (U.S. Depart-
ment of Education, 1985, p. 9) provides a
box with the title “Who is the typical
RSVP volunteer?” It contains the follow-
ing statements:

* Woman (80%)

* 72 years of age

* White (86%)

* Atleast high school education (60%)

The typical new RSVP volunteer tends to
be somewhat younger, but otherwise
closely resembles her older sister.

INVOLVEMENT

In what activities did most senior vol-
unteers engage? At the time of the Cal-
gary survey, 38% were working in con-
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nection with other seniors. Is this figure
an artifact of the way in which members
of the Calgary Senior Volunteer Program
Committee (SVP) distributed question-
naires? A batch of them went to a sen-
iors’ centre, and this may have contami-
nated the result. On the contrary, it may
be a genuine reflection of the interest of
seniors in other seniors, their age peers.
Almost all have shared “age-graded nor-
mative life events.” Most of them mar-
ried at about the same age and had their
families at about the same age. Again, as
already noted, all have lived through the
same “history-graded normative life
events”—through the “Dirty Thirties”
and the Second World War, for example
(Hultsch and Hultsch, 1981, pp. 22-25).
To this extent they might be thought of
as composing a subculture of Canadian
society, and certainly they have similar
backdrops against which to sit as they
reminisce and share experiences (see also
Baines, 1990, p. 9).

In contrast with their “cohort centred-
ness,” i.e., their considerable interest in
other seniors, is their lack of interest in
local sports groups, recreation events,
and youth groups. Together these appeal
to only 9% of senior volunteers. Returns
to questionnaires show that seniors offer
little support to “cultural groups” per-
haps because they are themselves British
or American by descent. It also may be
because of the phenomenon known as
“The Law of the Return of the Third Gen-
eration” (Hansen, 1952, pp. 492-503),
their efforts as young people were to as-
similate to Canadian ways and institu-
tions rather than to explore and assert (as
their grandchildren tend to do) their
“ethnic origins.”

There are 14% of senior volunteers en-
gaged in work for their churches, a per-
centage much higher than that shown for
any other category listed in the question-
naire. Churches, like senior centres, have
congregations and assemblies to which
they can appeal directly for help with
their various activities by “word of
mouth” and “by friend to friend.” In ad-
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dition, congregations in churches today
are likely to consist largely of older per-
sons who share so much of living history.

Two means of recruiting volunteers
were clearly overwhelmingly important:
through a friend or through the encour-
agement of a senior center. The Individ-
ual Questionnaire produced by the Senior
Volunteer Program Committee contained
two questions which, in retrospect, might
have been better collapsed into one: “Did
you learn that volunteers were needed
for your present job by word of mouth, or
did you learn about it through a friend?”

Should responses to these questions be
tallied separately, and so added, or is it to
be supposed that the two overlap to a
great extent, and so should be averaged?
Clearly, respondents could have taken
the questions as implying “friend talking
to friend,” and indeed, the facts that 24%
said “by word of mouth” and 23% said
“by a friend” suggests that they did
mean “friend talking to friend.” How-
ever, even if they do overlap and are
compounded, they still, separately or to-
gether, were the most important ways of
recruiting. Almost as great was the per-
centage that replied “by a senior centre”
(21%). There, too, they could have
learned of opportunities “by word of
mouth” or “by friend to friend.” The fig-
ure is not surprising since, as observed
earlier, senior centres as communities
have many opportunities for recruiting
from among their own memberships.
This suggests that many potential volun-
teers among seniors are well primed
about the kind of work they might expect
to do, and for which, in many cases, they
would require little training.

With respect to the recruitment of vol-
unteers, two points stand out in the liter-
ature surveyed. The first refers to method,
perhaps best thought of in the following
terms. The potential for a certain behavior
may remain no more than potential un-
less external events are such as to evoke it.
Some thirty years ago, Sills, author of The
Volunteer, pointed out that in the matter
of volunteering, the external or “trigger”



events usually consisted of invitations to
join friends or colleagues. Later, Perry, in-
terviewing non-volunteers, added that
“59% expressed a willingness to volun-
teer,” and a “major reason for not volun-
teering was simply that no one (had) asked
[them]” (Perry, 1983, p. 115). More recent-
ly, two social workers, joint authors of an
article on elderly volunteers, have pointed
out that “the most effective recruitment
strategies are those that involve personal
solicitation as opposed to advertising”
(Morrow-Howell and Mui, 1989, p. 31).
They add that these “strategies should in-
volve current volunteers and agency staff
asking people. Written or radio advertise-
ment must,” they argue, “be followed up
with personal communications.”

The second outstanding point in the lit-
erature refers to an observation. In his
paper, “Willingness of Persons 60 or over
to Volunteer,” Perry observes that “those
who become active in the program
tended to be those subjects who previ-
ously had volunteered” (Perry, 1983, p.
111). Chambré, in her inquiry into “Vol-
unteering as a substitute for Role-loss in
Old Age,” argued that rather than re-
sponding to role-loss “a significant num-
ber of elderly volunteers may be volun-
teers who become elderly” (Chambré,
1984, p. 297). She adds that Atchley’s
Continuity Theory would offer a more
reasonable explanation than Hav-
inghurst’s Activity Theory when dealing
with volunteering among seniors. “Their
involvement,” she observes, “is a contin-
uation of behavior patterns established
earlier.” They can thus anticipate what
kinds of introductory courses might be
offered to them, and the kinds of relation-
ship they might establish with paid staff
and other volunteers.

To summarize then, most senior volun-
teers choose to work with members of
the cohorts to which they too belong
since they are most likely to have been re-
cruited by a friend or by personal word
of mouth. They are also likely to be fol-
lowing some “behavior pattern estab-
lished earlier” (Chambré, 1984). What do

these features infer with respect to the
need for “training”? Before any official
approached them they knew a good deal
about the kind of person with whom they
might work later, and they approach life
from similar stances, from shared posi-
tions. Consequently, they should find
communication at least comfortable with
those they are to serve. Again, they are
likely to be well informed by friends,
both about the work of the agency to
which they may be recruited, and the
kind of service they might be asked to
provide. Finally, in many cases, they may
require little training since they carry
with them repertories of appropriate
knowledge and skills.

MOTIVATIONS

The many reasons that older adults
offer for volunteering can be classified
under three headings. Some are altruistic,
the result of public spiritedness. “Helping
others” would figure prominently among
these. A second class might be termed ful-
filling, in the sense of a person’s fulfilling
social or psychological roles not usually
open to him or to her in everyday life.
Some of these fulfilling roles are compen-
satory, for example, to the mother left
with “an empty nest” or the “need to be
needed.” Others under this heading
might be termed extending, for example,
a single elderly person might choose to
become a surrogate “grandma” or
“grandpa” in a public school early child-
hood class. Finally, many seniors volun-
teer because they lack the company of
their age peers. Theirs are social reasons.
Altruistic, fulfilling, and social reasons are
often compounded. Most thoughtful vol-
unteers would admit to responding to
mixed motives.

When their questioners asked, “Was
there anything that particularly moti-
vated you to volunteer?” 29% of the re-
spondents gave as their first reply “feel-
ing useful.” “Feeling useful” is a good
feeling that in spite of advancing years
one still has some part to play in the
world’s work and is a significant element
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in self-esteem, in one’s worth as an indi-
vidual. No one wants to be, as the French
say, “marginalized.” This “feeling useful”
might perhaps be linked with “use of
skills,” which is consistently rated high
on the lists across first, second, and third
choices in importance in the Calgary sur-
vey. It has about it at least a tincture of
“this is what I am good at, and is a mark
of me-ness.”

As a first choice, “sympathy with the
cause” fell only a little short of “feeling
useful,” but cumulatively as first, second,
and third choices in importance, “sympa-
thy with the cause” fell well behind “help-
ing others.” Cumulatively, across first, sec-
ond, and third choices, the latter was rated
almost as important as “feeling useful.”
“Sympathy with the cause” seems more
specific, “helping others” more general.
Both are outgoing, but “feeling useful”
has about it a more self-indulgent conno-
tation. All are certainly worthy motives,
and together they are overwhelmingly im-
portant in the matrix of motivations of
senior volunteers in Calgary.

It is understandable that volunteers
would do “something they like” they are
certainly under no compulsion to do
what they don’t like! This “something
they like” accounts on average for about
12% of responses, but only 8% of those
questioned gave it as their most impor-
tant motive. A little less important to sen-
ior volunteers is “personal development,”
which, discounting some gain in width of
experience, does not seem a likely out-
come of volunteering if they are to use
the skills they already have or if they are
to promote a good cause. However, all
will undoubtedly gain something from
their involvement, though, unlike the
young, most seniors do not become vol-
unteers with that purpose in the forefront
of their minds.

Social motives are acknowledged as
important in all the literature surveyed
for this report. However, Morrow-How-
ell and Mui provide a new gloss on this
aspect of volunteering. “When asked
about their motivations,” these two au-
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thors claim, “men were likely to give
only altruistic reasons for volunteering.
They rarely mentioned social reasons, as
most of the women did.” This, they add
in part explanation, is because men had
“higher levels of social resources” and ac-
cordingly, did not need “the opportunity
for socializing that some of the females
(sic) did” (Morrow-Howell and Mui,
1989, p. 31). By “social resources” they
refer to wives, surrogate families, club
members, and the like with whom to in-
teract. It is in fact true that most older
men are married, and living with their
wives, whereas women are much more
likely to be widowed or single—though
not on that account, friendless! Another
likely explanation for the fact that men
did not mention social reasons for volun-
teering is that “older men tend to be less
expressive than women.” This too, could
well be the case. As social gerontologists
have it, the lives of men are likely to be
oriented toward the “instrumental,”
those of women toward the “socio-affec-
tive.” In other words, even in retirement,
men gravitate toward a less personal
“world of work,” women towards the
highly personal nurturing of others.

According to Sequin, there must be
stimulating relationships, real work, an
accepting atmosphere, and positive iden-
tification with the organization in order
to attract older volunteers (Sequin, 1982,
pp- 47-58). The last point echoes the re-
sult of the present survey which found,
as shown earlier, that “sympathy with
the cause stood high in the ranking of
most important motives.”

Bharadia’s work in Calgary, which
dates from 1986, also shows that for vol-
unteers in general, “I believe in some or
all of the organization’s goals, values”
was a response given by 57% of the 940
who replied to her questionnaire (Bhara-
dia, 1986, p. 5).

Two other motives, not previously con-
sidered, are referred to in the literature.
Ebnet says that “after a more self-serving
period of early retirement years, a sub-
stantial and growing number of senior



persons, age 60 and over, find volunteer
service a route to self-expression” (Ebnet,
1989, p. 5). Is this only another gloss on
what was referred to in the Calgary sur-
vey as “Personal development/satisfac-
tion”? A tangentially related motive
might be the acquisition or exercise of
skills of various kinds: interpersonal.
communicational, organizational or man-
agerial, and fund-raising skills. These are
listed in Table III, Giving Freely: Volunteers
in Canada, published in 1987 by Statistics
Canada.

TRAINING REQUIREMENTS

More than half the volunteers who re-
sponded to the SVP Questionnaire
claimed that they did not need training to
do the jobs that they were then doing.
Does this mean that the jobs did not de-
mand special skills, or that the senior vol-
unteers already possessed the skills re-
quired? It is to be assumed that the latter
is the case, though there might be some
who, as a relief from more demanding
and stressful labours, are prepared to do
some routinized, relatively unskilled
work. In general, however, it may be as-
sumed that agencies would not involve
volunteers to do only unskilled jobs that
no one else wanted to do, and that they
would ensure that some part of any job
description would include work consis-
tent with the abilities and dignity of the
volunteer. A total of 33% of those who
had required training thought that its
scope and duration had been “just right.”
A further 9% claimed to have had “too
little training” and only 1% said they had
had “too much.”

On the assumption that some senior
volunteers would not only need but
would also choose to take some form of
training as a means to personal enrich-
ment and development, the SVP Com-
mittee asked, “Is there training that could
be offered that would increase the likeli-
hood of your volunteering?” Responses
to this question were not ranked in im-
portance, and items in the question were
not mutually exclusive. With these cau-

tions in mind, the reader should note that
34% of all respondents said that “no
training in particular” would increase the
likelihood of their volunteering. The re-
maining 66% who think that training
might boost recruitment, would most
often choose to train in “communication
skills” (11%) and in “interpersonal skills”
(17%) even though most volunteers must
already have some acquaintance through
experience with these. Training in man-
agement and office skills are the least
popular choices perhaps because most
volunteers consider themselves already
competent, or simply do not choose to
work in these or in related fields.

In the main, results from the SVP Ques-
tionnaire for Agencies reinforce findings
from the Questionnaire for Individuals
since 42% of officers of the agencies think
that an offer of training acts as an induce-
ment to possible volunteers. Such train-
ing may, of course, mean simply intro-
duction to the job to be done, for which
the volunteer already has the requisite
skills. It may not therefore imply increas-
ing the range of the volunteer’s skills,
though that might be an inducement to
some. The literature of the subject would
tend to support this view, though it
would be of greater importance to
younger than to older volunteers (Ross et
al., 1987 p. 14; Bharadia, 1988, p. 5). How-
ever, this may be, the scores were univer-
sally low on all suggested specific train-
ing items. Four of the agencies offered
training in fund-raising, and four more in
technical/office skills. Another four of-
fered training in organizational /manage-
rial skills. As might have been predicted
from the results produced by the SVP In-
dividual Questionnaires, training in com-
munication and interpersonal skills was
much more widely offered, 6/12 in the
case of the former, 7 (or 58%) in the case
of the latter. Training in the form of
“knowledge” was provided by 6 of the 12
agencies which responded. Presumably,
this “knowledge” refers for the most part
to “knowledge about . . .” the purposes of
the agency, its constitution, its function-
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ing and its clientele. In general, it is prob-
ably reasonable to deduce that most se-
nior volunteers do not think of further
training and the acquisition of new skills
as possible reward.

Training offered by the agencies is not
specifically geared to senior volunteers,
and indeed, in the light of their small pro-
portion of all volunteers, it is unlikely
that it could be. However, six of the 27
agencies thought that training should be
“differentiated by age” both in respect of
content and approach. Ways in which
these two objectives could be achieved
are not specified. Senior volunteers may
learn more slowly than their younger
counterparts, but then, how much have
they to learn? As stated earlier, they are
likely to be reasonably skilled already in
a number of the ways specified, such as
communication and interpersonal skills,
not perhaps so much in fund raising.
They, like anyone else, would have to ac-
quire “knowledge about . ..” the agency
for which they are preparing to work.

To summarize then, most senior volun-
teers choose to work with members of
the cohorts to which they too belong,
since they are most likely to have been re-
cruited by a friend or by personal “word
of mouth.” They are also likely to be fol-
lowing some “behaviour pattern estab-
lished earlier” (Chambré, 1984). What do
these features betoken with respect to a
need for “training”? Before anyone tried
to recruit them they knew a good deal
about the kinds of person with whom
they might later work since they ap-
proach life from similar stances and from
shared positions. Consequently they
should find communication at least com-
fortable with those they are to serve.
Again, they are likely to be well informed
by friends, both about the work of the
agency to which they may be recruited,
and about the kind of services they may
be asked to provide. Finally, in many
cases, they may require little training
since they carry with them repertories of
appropriate knowledge and skills. A sur-
vey completed recently in Victoria, BC,
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reported that “many [senior volunteer]
respondents indicated that training was
not required” for the jobs that they were
then doing (Lee and Burden, 1991, p. 29).

COURSES PROVIDED

The composite portrait of a senior vol-
unteer that emerges from the literature is
that of an active 65+ to 75+-year-old in
reasonably good health with a fair back-
ground of formal education. As ex-
plained earlier, the longer the schooling
of this conjectural person, the more likely
that he/she will volunteer. Volunteers are
drawn mainly from professional, semi-
professional, and clerical groups, and
consequently, most should have little dif-
ficulty in adjusting to the bulk of the jobs
for which orientation courses are in-
tended to prepare them.

It is customary for recruiting agencies
to offer orientation courses even to senior
volunteers who bring with them requisite
knowledge and skills. Take, for example,
the Senior Consultants’ Program of the
Alberta Council on Aging (ACA). This
program attempts to use in the service of
seniors expertise of many kinds that
some seniors have acquired over the
years. Now suppose that a senior centre
wants to start a newsletter. The Senior
Consultants’ Program will find a former
editor or reporter of a local newspaper to
help the centre produce its first few is-
sues. Such a person needs no specific
training, but he or she can still benefit
from the support of the Program and its
general purposes, the mission to which it
is devoted. Typically, orientation courses
for this program consist of an explanation
of the origin and purposes of the ACA,
the purpose and design of the Senior
Consultants’ Program, communication
by and for seniors, and illustrative pro-
grams that have been successfully com-
pleted. These matters are supported by
reference to A Guide to Developing a Senior
Talent and Abilities Registry (STAR), pub-
lished by the ACA in 1990.

Almost all agencies offer either formal
and/or informal orientation “courses” to



volunteers, including senior volunteers.
Such courses usually comprise a discus-
sion of the mission statement of the
agency, some “dos and don’ts” connected
with the carrying out of that mission, job
descriptions, and aspects of communica-
tion. The purpose of this orientation may
be thought of as “job enlargement,” to ex-
pose to the volunteer the wide context in
which he or she will work. Such, for ex-
ample, is the case at the Calgary General
Hospital where an invitation to volun-
teers to attend a formal two-hour orienta-
tion course expresses the hope that it will
lead to “a better understanding of the
contribution (he or she) can make . ..” to
the work of the hospital “no matter what
program (he or she) is in.”

The course consists of a lecture/
demonstration followed by a guided tour
of the facilities. This is supported by a
Volunteer Handbook for later reference.
The formal general introduction is fol-
lowed by an informal “on-the-job, Sit-
ting-by-Nellie” training for specific jobs
in chosen departments. “Communica-
tion—Staff/ Volunteer /Patient” is one of
the items referred to in a preliminary way
in the formal orientation course.

This kind of orientation and training
are, in the words of Getting Started, “cru-
cial components of the management of
volunteers” (Fels, 1988, p. 14). “All vol-
unteers,” she asserts, “should receive an
orientation session to acquaint them
with (the) organization, its goals and ob-
jectives, history, philosophy, programs,
clients, and the services it provides to the
community.” Again, according to Getting
Started, volunteers should tour the facili-
ties, meet members of the paid staff, and
have at hand a manual outlining admin-
istrative policies and procedures. Train-
ing sessions may take various forms, in-
cluding lectures, seminars, workshops,
or discussion groups. The American
Health Care Association (American
Health Care Association, 1985) recom-
mends that “it probably will be best to
plan (such an orientation course) over
two or three sessions of a few hours

each. . ..” While this may be ideal, orga-
nizers are obliged to take into account,
first, that most senior volunteers don’t
want to be “talked at” but want rather to
“get on with the job” (Brookfield, 1988,
p- 31), and second, that it is frequently
difficult to collect the same group week
by week over a period, especially if its
members have to travel some distance to
join it. Many seniors to not choose to
drive, especially when traffic is heavy or
when nights are long and dark.

The situation is different where an
agency must convey a considerable body
of information or varieties of skills to its
senior volunteers. Take, for example, the
training of docents at the Glenbow Mu-
seum in Calgary. This museum special-
izes in Western Canadian artifacts, and
while seniors born in Alberta may know
something about them from their own
experience, they did not take courses in
Canadian history because those did not
exist when they were schoolchildren. In
any case, children born in Alberta sixty-
five years ago were few, and now as sen-
iors are by attrition many fewer and
much farther between. The organizer of
volunteers—Glenbow has a thriving vol-
unteer program—therefore provides two
courses of ten Monday meetings each of
four to five hours that deal with Western
Canadian history (Native People, and Ex-
ploration and Settlement) from pre-
Columbian native cultures to the ethnic
mix of Alberta’s population today (Glen-
bow, 1987, p. 14-16). For similar reasons, a
long course, sometimes residential, is
also provided for facilitators of the Fully
Alive program that originated in Calgary.
“A key feature . . . [of this program] is the
training of older people to serve as group
facilitators . . .” (Larsen, 1988, p. 28).

Agencies using volunteers in many dif-
ferent capacities like the Calgary General
Hospital and Calgary Parks and Recre-
ation develop standardized packages to
supplement orientation courses. These
lead to more training geared to special-
ized jobs. For obvious reasons, however,
smaller agencies cannot devote resources

54 THE JOURNAL OF VOLUNTEER ADMINISTRATION
Fall/Winter 19931994




to the development of such elaborate ori-
entation procedures. In any event, they
do not recruit enough volunteers to make
this provision profitable. Nonetheless, all
such agencies orient their volunteers in
some way to their principal purposes and
activities, and volunteers are necessarily
introduced to the work they are to do by
responsible members of salaried staff.

A number of courses include aspects of
“interpretation,” that is, the requirement
that senior volunteers pass on in accept-
able ways the information that they have
recently acquired to group of listeners,
groups of students, touring parties, and
casual visitors. Elements of good teach-
ing practice may be talked about and
demonstrated in some orientation courses.
These elements are often included under
the heading of “Communication” which,
in various guises, is almost always part of
orientation courses.

There is some suggestion that the men
among seniors, oriented as they are to-
ward the “instrumental” by previous
experience, tend to gravitate toward ad-
ministrative work in volunteer organiza-
tions—toward, say, work on committees.
For many of them, training in matters
such as institutional organization and
rules of procedure may not be necessary.
Nevertheless, they are likely to attend
with their women colleagues generic
courses dealing with the conduct of
meetings, the organization of boards, and
the resolution of conflicts between board
members who are volunteers and sal-
aried executives. In Calgary such courses
are offered by a voluntary leadership
program known as Boardwalk. Courses
offered under the aegis of this organiza-
tion are given by the equivalent of the
ACA’s Senior Consultants, that is, by per-
sons who already dispose of the knowl-
edge and skills required. Their training
consists in showing them how to use in
their teaching supplementary materials
provided by the organization.

Do those who provide orientation and
other courses attended by seniors modify
them in any way to suit the requirements
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and expectations of seniors? For the most
part they do not since, at the moment, sen-
iors constitute so small a proportion of the
total volunteer force. Nonetheless, orga-
nizers would undoubtedly benefit from
some knowledge of what has been called
gerogogy. They would then be better posi-
tioned as presenters and facilitators to take
account of the physical and non-cognitive
obstacles to learning encountered by
many seniors. Among the former would
be presbycusis and presbyopia, and among
the latter, distractability, meaningfulness,
and pacing in the deployment of material.

CONCLUSION

Unlike many younger volunteers, se-
niors do not generally seek jobs records
of which will look good on their résumés.
They are likely to have already appropri-
ate skills (and particularly, “people-
skills”) by virtue of their experience. For
the most part organizers of volunteers
will assign them to jobs for which they
are well suited, and, in any case, they
have usually learned something of what
these jobs entail from the friends to
whom they are attached. Where they are
preparing to take up jobs relatively new
to them, they can learn what to do as well
as any younger volunteer, given perhaps,
a little more time. For these reasons, they
may need little training, and agencies
might attempt to use seniors more if only
paid organizers would consider not what
seniors—a notoriously heterogeneous
stratum of society—have lost in aging,
but what they have gained, and what re-
mains, and as the Director of the Retired
Senior Program in Detroit noted some
time ago, those responsible should create
“an atmosphere that . . . extends opportu-
nities for maximum application of the
older volunteer’s skills and experience”
(Rakocy, 1981, p. 36). In addition, they
should not fail to take advantage of the
potential for growth which is part of the
make-up of most of today’s seniors.
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ABSTRACT

This work addresses one of the basic concepts of volunteer management, a three-level program for
training volunteers. The author addresses the need for an appropriate amount of training, the im-
portant categories of training for volunteers and the use of volunteers as trainers of other volun-
teers. She presents a perspective of training of volunteers which is applicable to many types of or-
ganizations utilizing volunteers and to a diversity of volunteer services. The author’s direct and
simple approach to this aspect of volunteer management serves as a reminder of the important
part training plays in the volunteer experience.

How Effective Is Your Training of Volunteers?
Elizabeth A. Watson

Periodically it is helpful, even necessary,
for managers of not-for-profit agencies
which involve volunteers to review basic
concepts of volunteer management. This
article presents an opportunity to explore
training for volunteers. It will explore how
much training is needed, what categories
of volunteer training are considered im-
portant and the use of volunteers as train-
ers of other volunteers.

HOW MUCH TRAINING IS NEEDED?
The amount of training considered to be
“enough” varies widely, and depends on
the unique needs and goals of the specific
organizations, on the policies of those orga-
nizations, and on the people who serve as
volunteers in a variety of capacities within
those organizations. There are two major
opportunities for agencies to incorrectly as-
sess the “enoughness” of training of volun-
teers. First, agencies may provide little or
no training. Second, the agencies may pro-
vide excessive training that alienates vol-
unteers. Overly trained volunteers may
feel that their entire volunteer experience
will be limited to being taught more than
they need to know to serve as volunteers.
In some instances, there may be valid
reasons for lack of adequate training.

Lynch (1984) suggests that in recent years
the number of volunteers has increased
faster than the training capacities of staff
and facilities. However, seldom is there
just cause for excessive training.

IIsley (1990) recommends that the “best
training” provides volunteers with the
skills and attitudes they need to accom-
plish their tasks successfully and offers
them many chances for learning, inspira-
tion and personal growth. Given the wide
variation in experience, level of education,
and learning capacity of volunteers, as
well as the wide variety of volunteer op-
portunities, Ilsley’s suggestion provides a
guideline to achieving an appropriate
amount of training for volunteers.

Writers on the topic of training volun-
teers (Ilsley, 1990; Ilsley and Niemi, 1981;
Novaratnam, 1986) agree that volunteers
usually need three types of training: orien-
tation, preservice training and on-the-job
training.

ORIENTATION TRAINING

Orientation training acquaints the vol-
unteer with the existing situation or envi-
ronment. This will usually include infor-
mation about the agency, its philosophy,
history, traditions, mission, policies, proce-

Elizabeth A. Watson is a volunteer training specialist with the Office of Volunteer Resources, Mid-America
Chapter of the American Red Cross and served on the Advisory Committee for Training and Development
there. Previously she was a consultant in the Information Services Training Department of Sears Roebuck
and Co. and represented Sears in the Chicago Data Processing Educators Council. Ms. Watson has planned
Adult Education programs for Knox Presbyterian Church in Nanerville, Illinois for many years, and served
as program chairman for the American Association of University Women, Nanerville Branch. She is a mem-
ber of AVA. Ms. Watson holds a B.S. in Chemistry from Texas Women’s University and Master of Science in
Education from Northern Illinois University.
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dures, the importance of volunteers to the
agency and the relationships between
paid and volunteer staff. Other topics in-
clude varieties of voluntary services, bene-
fits of volunteering, time commitments ex-
pected and opportunities for further
training in various service categories.

Orientation training enables volunteers
to hear the language of the organization
and learn its idiomatic expressions and
acronyms. Participants gain a sense of her-
itage, shared beliefs, traditions, and val-
ues. This should enhance and confirm
their own desire to participate as volun-
teers in the organization.

Little, if any, time should be devoted to
specific skill training during the orienta-
tion presentation. This session should be
limited to 2 to 2% hours duration. An ef-
fective orientation program should de-
velop mutual trust, clarify expectations,
and begin the team-building process.

Many agencies deliberately provide si-
multaneous orientation training for both
paid and volunteer staff in an effort to cre-
ate team-like relationships between the
two staffs. Both are felt to benefit from the
common introduction to the culture of the
agency. The American Red Cross, for ex-
ample, orients all direct service, adminis-
trative, advisory, and governance volun-
teers and most newly hired employees in
the same orientation sessions (Volunteer
2000 Study, 1988).

Ideally, orientation training should be
provided as early as possible for the vol-
unteer and paid staff. Practical limits to
this ideal exist in matters of facility
scheduling, instructor availability and
class size.

Problems may occur regarding the
availability of management staff for deliv-
ering orientation training. Novaratnam
(1986) recommends involving experienced
volunteers as teachers of orientation
courses. This method is used by the Amer-
ican Red Cross. Such volunteer instructors
can relate to the newcomers by sharing
their own personal experiences, perhaps
in a more meaningful way than paid staff.
Volunteer instructors may more effectively
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sense what novices are feeling during the
orientation experience. Their descriptions
of benefits of volunteering are more likely
to be accepted by novice volunteers than
those of a person who has not been a vol-
unteer in the organization.

Ilsley (1990) points out another advan-
tage for including presentations by experi-
enced volunteers in the orientation train-
ing. He notes that managers of agencies
are apt to forget that new volunteers may
not yet have sufficient background infor-
mation to understand certain information
which the manager considers to be of spe-
cial importance.

Loomis (1986) promotes the idea that
novice volunteers be provided with some-
thing to hold, something to see and some-
thing to hear during the orientation ses-
sion. Training materials and sessions
should be shared or periodically attended
by administrators and staff members. This
practice accomplishes dual purposes of
informing staff about important roles
played by volunteers and communicating
that volunteers are valued members of
the team.

The orientation process does not cease
at the end of the orientation course when
volunteers indicate their preferred oppor-
tunity for service and turn in a course
evaluation form. The process of orienta-
tion proceeds throughout the career of the
volunteer.

PRESERVICE TRAINING

Preservice training, sometimes referred
to as entry level training or skill develop-
ment training, typically follows the assign-
ment of a volunteer to a specific task and
prepares the volunteer to perform that as-
signed task (Ilsley, 1990). Novaratnam
(1986) suggests that preservice training
may precede the assignment to a specific
task. In either case, preservice training in-
cludes an assessment of the abilities of the
volunteer and the provision of needed ad-
ditional knowledge and skills required to
perform the activities. Development of
specific knowledge and skills will vary
considerably with the nature of volunteer



services. Preservice training will require
more time than the general orientation. It
may also require more tutoring time, spe-
cial instructional materials and individual-
ized attention from paid staff (Novarat-
nam, 1986).

As with orientation training, experi-
enced trained volunteers can and do par-
ticipate in preservice training of volun-
teers. Active, knowledgeable and willing
volunteers should be selected to partici-
pate in a train-the-trainer program to pre-
pare them for such responsibilities. The
American National Red Cross has devel-
oped a one-day Instructor Candidate
Training Course which is required of all
volunteers. This course is the first step in
becoming a specialty instructor in Ameri-
can Red Cross Disaster Services, Health
and Safety Services, and Military Social
Services. Following this initial course, vol-
unteers complete a specialty skill course
for the volunteer service for which they
will become instructors. As a concluding
step, volunteers may complete a course in
how to teach that specialty course. Both
volunteer and paid staff complete this
three-step process before they are certified
as Red Cross instructors in the specialty.

IN-SERVICE TRAINING

Sometimes referred to as on-the-job
training or continuing training, in-service
training for volunteers refers to the per-
fecting of skills usable in the volunteer’s
current assignment or that are needed for
transfer to another assignment within the
same agency. Frequently such a transfer
makes use of experience gained in a previ-
ous assignment.

On-the-job training may require an ex-
tended period of time, and agencies may
not be able to afford paid staff to conduct
this continuing training. Novaratnam
(1986) believes that volunteer trainers can
help volunteer trainees to study proce-
dures, policies and mandates of the
agency in depth, and assist the paid staff
in supervising and evaluating volunteer
trainees. A volunteer involved in in-serv-
ice training may be paired with a novice

volunteer to provide real-life experience.
A three-way relationship among paid
staff, volunteer trainers and novice volun-
teers can create a friendly group atmo-
sphere.

SUMMARY

Managers of not-for-profit agencies in-
volving volunteers may find it advanta-
geous to review their existing policies re-
garding current training of volunteers and
the utilization of volunteers and trainers.

Further studies would help managers
make decisions about training their volun-
teers more effectively. The following types
of questions might guide this study:

1. Is there a correlation between the re-
tention period for volunteers and the
type of training they receive?

2. Is there a relationship between the re-
tention period of volunteers and the
amount of training they received?

3. Does the timing of the training of
volunteers affect retention period of
volunteers?

With the expectation that society will
need increasing numbers of volunteers to
provide essential social services, practices
which encourage volunteering are worth
exploring.
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ABSTRACT

A multidisciplinary approach in the support of AIDS volunteers is discussed employing three di-
mensions: educational, social and psychological. This approach was developed by the Foundation
for Interfaith Research and Ministry (FIRM) in Houston, Texas, to combat volunteer burnout
and attrition often exhibited by volunteers when serving clients with AIDS and other chronic, de-
bilitating diseases. An examination of the specific goals and tasks required of volunteer man-
agers/coordinators to utilize this approach are outlined. Although these three components of sup-
port were implemented for AIDS volunteers, they can easily be modified to suit virtually any type
of volunteer environment and are appropriate tools to enhance a variety of volunteer settings.
Ideas and suggestions as to how this psychosocial model of support can be adapted for an organi-
zation’s use are included.

Psychosocial Support:
A Crucial Component for the Successful
Management of AIDS Volunteers

Tommy J. Breaux, MS

INTRODUCTION

We are well into the second decade of
AIDS. As with the first decade, the second
persists in its unrelenting depletion of re-
sources, finances and lives. As of Sept.
1993, the cumulative total of all people di-
agnosed with AIDS in the United States
was 339,250 (Center for Disease Control,
1993). Of these men, women and children,
60% (204,390) have already died. Unfortu-
nately, the current rate of AIDS diagnoses
appears to be rapidly accelerating. The
first 100,000 cases of AIDS were diag-
nosed eight years into the epidemic
(CDC, 1989). The second 100,000 cases fol-
lowed only 26 months later (CDC, 1991).
The third 100,000 were documented 18
months later when the Centers for Dis-
ease Control (CDC) expanded the defini-
tion for the diagnosis of AIDS (Chang,
Katz, and Hernandez, 1992). Indisputably,
AIDS will remain a major public health
challenge for decades to come.

Along with this challenge comes the
significant task of maintaining an active
involvement of volunteers in the provi-
sion of services to people affected by
HIV/AIDS. The professional role of the
volunteer coordinator/administrator is
critical to the ultimate success of those or-
ganizations which rely predominately
upon volunteers for service delivery. This
article presents the efforts of one such or-
ganization, the Foundation for Interfaith
Research & Ministry (FIRM) in Houston,
Texas. Described are the specific psy-
chosocial support mechanisms instituted
to surmount the challenge of maintaining
long-term, compassionate and experi-
enced volunteers. Although these mecha-
nisms are discussed within the frame-
work of FIRM's organizational structure,
they can easily be adapted to accommo-
date virtually all types of volunteer envi-
ronments.

Tommy ]. Breaux, MS, is a Volunteer Coordinator for the Foundation for Interfaith Research & Ministry
(FIRM) in Houston, Texas. Prior to accepting this position, he graduated summa cum laude and received his
BS and MS degrees in psychology from the University of Southwestern Louisiana. He first became interested
in volunteering in 1986, when he was a “Buddy” for people living with AIDS in Lafayette, Louisiana. He
later became a coordinator for the Buddy program at Lafayette C.A.R.E.S. (Concern for AIDS Relief, Educa-
tion, and Support). As a long-time AIDS volunteer, he now enjoys the opportunity to combine his personal
and professional experiences in the support of those who accept the challenge of providing in-home care
and support services to people living with AIDS and other chronic diseases.
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PROGRAM SUMMARY

The Foundation for Interfaith Research
& Ministry (FIRM) was created as a non-
profit organization in 1986 by clergy and
laypeople to provide educational and
service programs in response to the ex-
panding AIDS epidemic and to initiate
other programs in the future. The under-
lying factors which led to the inception of
the AIDS care team program, accompa-
nied by the obstacles overcome in its im-
plementation, are discussed elsewhere
(Shelp, DuBose, and Sunderland, 1990).
FIRM is responsible for recruiting, train-
ing and supervising volunteers orga-
nized into congregation-based care
teams. The goal of the care teams is to
offer friendship and support in the form
of non-judgmental care and companion-
ship. In effect, the care teams become sur-
rogate and extended families to those
they serve. Examples of the types of serv-
ices provided by the volunteers are social
and emotional support, light housekeep-
ing, limited transportation, shopping as-
sistance, meal preparation and hospice
care. In addition, case management and
the Challenge/FIRM Co-op (a food
pantry) are offered to clients who are in
need of these services. All programs and
services are provided free of charge.

Immediately following the recruitment
of a new care team from the membership
of a sponsoring congregation, volunteers
are trained in several major areas. These
areas include information on topics such
as introduction to AIDS, infection control,
psychosocial issues affecting clients and
their loved ones, the provision of social
and emotional support, care team organi-
zation and volunteer responsibilities. Ap-
plicable skills regarding basic nursing
and hospice care for adults and pediatrics
are later taught by a registered nurse.

Clients are referred to the agency by
physicians, nurses, social workers, health
care providers, agencies, volunteers, fam-
ily and loved ones, or are self-referrals.
The service coordinator completes an in-
take and assigns a care team to each
client. The volunteer coordinator then

conducts an initial home visit to deter-
mine the appropriateness of the referral,
to explain the role and function of a care
team, and to assess any ancillary needs
which may require supplementary refer-
rals. The volunteers meet with their new
client and create a schedule of visitation
and assistance based upon a needs as-
sessment. This schedule is consistently
renegotiated as the disease progresses
and the amount of assistance intensifies.

Unlike the traditional “Buddy” pro-
gram where one volunteer is assigned to
one client, the client is introduced to as
many as six to eight volunteers who will
be providing assistance. This team ap-
proach allows for a wider range of serv-
ices available to clients. In addition, no
one volunteer is overwhelmed by the ex-
pectation that he/she is the sole person
responsible for providing the social, emo-
tional and physical support of the dura-
tion of the client’s life. Rather, volunteers
are comforted knowing that they are part
of a collective effort in the provision of
services to their client.

Care teams typically consist of 15-20
volunteers and either one team leader or
two co-leaders. A paid staff person is as-
signed to each team and functions in a
variety of roles. Primarily, this volunteer
coordinator is responsible for volunteer
recruitment, continuing education, team
supervision, volunteer support, assess-
ment of client satisfaction and other ad-
ministrative duties. Each volunteer coor-
dinator is responsible for the supervision
of 10-12 care teams and meets with each
team monthly. The coordinator must also
maintain an “open door” policy and be
available daily to respond to both volun-
teer and client needs as they arise. For an
in-depth program description accompa-
nied by training outlines and job require-
ments, refer to Sunderland and Shelp
(1990).

AGENCY STATISTICS

Presently, there are 60 AIDS care teams
representing 70 churches and synagogues
in the Houston metropolitan statistical
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area (HMSA). Serving on these care
teams are 1,200 active volunteers. These
volunteers provide care and support
services to an average daily census of ap-
proximately 215 clients. This census is
roughly 6% of the 3,732 documented
number of people living with AIDS in the
HMSA (Houston AIDS Surveillance Up-
date, 1993).

As of December, 1993, the Care Team
program had provided non-judgmental
care and support services to 1,310 men,
women, and children affected by HIV/
AIDS since January, 1986. The Houston
AIDS Surveillance Update (1993) reports
that a total of 9,567 people have been di-
agnosed with AIDS in the HMSA. The
1,310 clients served by care teams repre-
sent 14% of the total number of AIDS pa-
tients diagnosed in Houston.

In 1988, FIRM began documenting the
number of hours donated by volunteers.
To date, volunteers have provided over
350,000 hours of service. Darling and
Stavole (1992) report that the average
hourly value assessed for time donated
by volunteers to nonprofit organizations
is $10.91 per hour. Based upon this figure,
care team volunteers have documented
services valued in excess of $3.81 million.
In 1992 alone, the number of volunteer
hours exceeded 110,000, representing a
value greater than $1.2 million. In order
to continue providing this level of client
care, the program must maintain a rigor-
ous approach in its commitment to the
support and well-being of each of the
1,200 volunteers.

VOLUNTEER SUPPORT

It is during the monthly care-team
meetings that the preponderance of vol-
unteer support is provided. Though staff-
labor intensive, the psychosocial support
of all volunteers is regarded as an admin-
istrative priority crucial to the integrity
and survival of the program.

Over the past several years, the range
and content of the volunteer support
component has gradually evolved to in-
corporate the changing demographics of
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people infected with HIV and those who
volunteer their services to assist them.

One illustration of the modification of
the care team model occurred when there
was a rise in the number of women and
children requesting services. These
women and children were predomi-
nantly black or Hispanic, a contrast from
the white, homosexual male population
volunteers traditionally served. Instead
of providing support to only one person
in the household, volunteers were now
faced with the challenge of working
within the complex dynamics of an entire
family unit. Often times, these families
were suffering from poverty, lack of ade-
quate health care, or drug addiction. Add
to this burden the emotional impact of
the impending death of an infant and
perhaps one, if not both, parents, and the
situation has the potential to become
overwhelming for volunteers. Conse-
quently, the care team model was aug-
mented in its structure, volunteer sup-
port, and minority volunteer recruitment
in order to account for these difficulties
(DuBose and Shelp, 1990).

What has been achieved by program ef-
forts over the years is simply one ap-
proach toward combating burnout and
the volunteer attrition which typically en-
sues. The psychosocial approach utilizes
the following three elements of volunteer
support: education, social and psycholog-
ical. An examination of the specific goals
and tasks required to accomplish these
goals is presented below.

EDUCATIONAL SUPPORT

The goal of the first component, edu-
cational support, is to provide a compre-
hensive foundation of the knowledge
and skills necessary to allow volunteers
the opportunity to be successful and
effective in their role as care givers. The
educational tasks of the volunteer coor-
dinator begin with the introductory ori-
entation and continue throughout the
volunteer experience. Volunteer coordi-
nators are required to keep abreast of all
pertinent issues within the study of



HIV/AIDS. Another task of the coordina-
tor is providing continuing education
and training as new information is
learned regarding such topics as medical
discoveries, therapy innovations, disease
symptomology, etiology and epidemiol-
ogy, infection control procedures, etc.

As an adjunct to continuing education,
specific skill modules are provided by con-
sulting medical and mental health profes-
sionals. These modules include, but are
not limited to, nursing and hospice care for
pediatricand adults, boundary setting and
other drug related issues for working with
the chemically dependent personality. The
Volunteer Coordinator facilitates monthly
meetings for all Team Leaders which con-
sist of seminars on suicide, case manage-
ment, grief, cultural diversity and client
advocacy. Finally, Connections, a quarterly
agency publication, is mailed to everyone
which affords another opportunity to dis-
seminate information about important
events, agency news, AIDS information,
and special recognition.

Cross cultural or minority issues must
also be addressed. Volunteers and clients
may come from very different religious
and ethnic backgrounds. The coordinator
must be knowledgeable about and sensi-
tive to these issues so that volunteers
have every advantage for providing the
best possible care in a manner acceptable
to the client. Sometimes this may require
a special educational session which helps
to illuminate potential differences such as
family structure, socio-economics, cul-
tural values and an occasional reticence
in the acceptance of help. Hopefully, this
conversation enlightens volunteers to-
ward a better understanding of the living
arrangements and conditions of their
clients. What may at first seem like an
unwillingness to accept a volunteer’s
offer of assistance may in fact be simply a
matter of ethnic or cultural difference.
These differences may require an interim
period of trust building before services
can be accepted.

Because of the diverse scope of material
presented over the course of the volunteer

experience, a variety of learning modes
have been utilized. This varied approach
to teaching is much more conducive to
reaching a broader range of volunteers
who may not always acclimate to the
standard lecture style of learning.

SOCIAL SUPPORT

The goal of the second component, so-
cial support, is to foster a safe volunteer
environment where team building, fel-
lowship and nurturance can transpire.
The tasks of the coordinator consist of
regular team meeting attendance, facilita-
tion of team building, team and volun-
teer recognition through anniversary par-
ties and social events, assisting the team
in its visibility within the congregation
through bulletin articles and recruitment
and setting an example of open, safe
communication skills that can be learned
by all members.

Many teams choose to meet in individ-
ual homes rather than at the church or
synagogue. This grants the occasion to
share meals or refreshments with one an-
other. This meeting environment serves a
dual purpose. First, as a primarily social
event for fun and fellowship and, second,
as a tool for team building and mutual
nurturance.

Team leaders facilitate the team meet-
ings. However, the volunteer coordina-
tors must maintain an objective, resource-
ful presence should they need to
intervene with comments and sugges-
tions, guidance, or conflict resolution. By
using effective communication tech-
niques, volunteers swiftly learn how to
interact and discuss topics and situations
that are sometimes volatile. Two such ex-
amples are learning to react appropri-
ately as a team to the behavior of active
drug users, and reaching consensus
about team guidelines to be upheld by
everyone. Due to the concept of team
care, it is extremely important that the
team acts as a cohesive unit. Independent
volunteers who undermine the decisions
of the team by keeping secrets or not re-
specting team boundaries must be con-
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fronted, so that these types of issues are
resolved.

A second type of social event, the an-
niversary party, is subsidized by FIRM.
Parties are given annually to each care
team to celebrate a year of service. This
event permits teams to reflect and cele-
brate the many things that they have ac-
complished as well as plan for the up-
coming year. The party is also a chance
for the agency to publicly recognize the
individual and collective achievements of
the team.

A third type of social support is spiri-
tual support through the annual Service
of Hope and Remembrance. This inter-
faith worship service is conducted by
volunteer clergy of many denominations
and permits care teams, staff, clients, and
the general public an opportunity to
come together and pray for hope and
healing, reaffirm a commitment to serve
those affected by HIV/AIDS and to
grieve as we remember clients, friends
and family who have died.

Also, care teams plan many different
outings and social events with their
clients. These entertaining events include
birthday parties, dinner, movies, picnics,
walks, theater and concerts. If the clients
are not physically able to participate,
then appropriate events are planned that
allow volunteers and clients a chance to
socialize in a way that is sensitive to the
clients’ limitations.

PSYCHOLOGICAL SUPPORT

The final and perhaps most important
component is psychological support. The
goal of this component is to empower
volunteers to confront and process their
emotions, fears, concerns, frustrations,
and grief so that stress, burnout and attri-
tion can be minimized. The major task for
the volunteer coordinator consists of pay-
ing careful attention when volunteers
process their personal concerns or feel-
ings during the team meetings. These
personal disclosures are intimate win-
dows into how effectively a particular vol-
unteer is coping with his /her experience.
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This type of emotional sharing should al-
ways be encouraged, unless it becomes
dysfunctional for the team. Should this
occur, it is appropriate to suggest coun-
seling to the individual.

It is also critical to spend time dis-
cussing the current health and condition
of each client assigned to the team as well
as how the volunteers assigned to that
client are handling their duties and emo-
tions. Other tasks of the coordinator in-
clude supervision and input, personal
recognition of volunteers, and suggesting
“time-out” when a volunteer is over-
whelmed by grief or fatigue.

The manner in which the psychological
stressors are addressed is essential to the
successful amelioration of their symp-
toms. Volunteers must be given the
chance to reveal their honest and some-
times very personal feelings about a par-
ticular issue or problem. This must be
done in an environment which is both
safe and welcomed by all members. Co-
ordinators can help assure this safe envi-
ronment by respecting the feelings of ev-
eryone, regardless of personal agreement
or disagreement. By constantly stressing
the importance of sharing emotions and
then respectfully exploring those emo-
tions, the coordinator sets an example
which can be quickly emulated by others.

Pre-existing beliefs, attitudes, or moral
judgments about the behaviors which
transmit HIV must be confronted can-
didly from the very beginning. FIRM's
philosophy of care is compassionate,
non-proselytizing, and non-judgmental.
If pre-existing attitudes are addressed at
the initial training, or during the first
team meeting, it may weed out those
volunteers who cannot accept this phi-
losophy of care. Since volunteers are re-
cruited from the religious community, it
is meaningful to remind those who want
to volunteer that they have a religiously
grounded moral obligation to care for
the sick and dependent regardless of the
affliction or the means by which the ill-
ness developed (Shelp and Sunderland,
1992).



It is imperative to not only challenge
the prior beliefs or myths about AIDS,
but the volunteer coordinator must also
be sensitive to the individual religious
beliefs and traditions of each denomina-
tional care team. Volunteer coordinators
must be flexible and willing to learn from
and accept the uniqueness of each team
and the manner in which it operates. This
may not always be easy. It is essential to
view the relationship with volunteers as
a reciprocal learning experience.

Volunteers are confronted by countless
issues which arise over the course of
working with someone with AIDS or
other chronic diseases. Some of these is-
sues include fear of contagion, personal
confrontation with death and dying,
overidentification with clients, assuming
control of things outside of their control,
unrealistic expectations of accomplish-
ments, prejudice or lack of familial sup-
port caused by the stigma of working
with someone with AIDS, learning how
to set and respect boundaries and placing
proper emphasis on self-care to avoid
burnout. Inevitably, many, if not all, of
these issues will surface. It takes skillful
coordinators working closely with their
volunteers to manage each problem as it
arises. One approach to volunteer man-
agement is knowing that not every prob-
lem can be effectively resolved, but the
stress underlying the problem can be alle-
viated through proper processing of emo-
tions.

Perhaps the most stressful part of the
AIDS volunteer experience is coping with
the grief and loss of all those served and
loved. Some type of team ritual or memo-
rial service after a client dies seems to be
very cathartic. This ritual can simply be
an evening of sharing memories by can-
dlelight, a formal memorial service given
by the team'’s pastor or rabbi, the making
of an AIDS quilt, or the planting of a tree.
Attention to grief during regular team
meetings is vital. It may also be meaning-
ful to remember a team’s many losses
over the course of its work. For example,
sharing memories about deceased clients

on the anniversary of their deaths, or on
other special holidays. If a volunteer’s
grief goes unresolved, the volunteer will
probably soon become overwhelmed by
his/her anguish or depression and be un-
able to continue volunteering produc-
tively. The loss of volunteers must be
averted to assure the successful continu-
ity of the program.

DISCUSSION

"Macks and Abrams (1992) assert that
burnout is not only costly to the individ-
ual, but also to the organization and the
population served. The first step in im-
plementing appropriate and effective
mechanisms of volunteer support is ac-
knowledging the crucial role of self-care
for both staff and volunteers. Further,
each agency must be committed to offer-
ing psychosocial support that is accept-
able and welcomed by its volunteers. The
stress of working with AIDS or other
chronic, debilitating diseases will always
be present. However, the effects of these
stressors can be reduced.

The author believes that a multidisci-
plinary approach to volunteer support is
crucial to maintaining a healthy pool of
active volunteers. A seven-year analysis
of the volunteer roster, beginning in 1986
when the agency first began recruiting
volunteers, has shown that the average
duration of volunteers in active service is
approximately two years (643 days). A
significant factor in the longevity of vol-
unteers’ commitment is the intensive
support extended to everyone, however,
there are some limitations. Findings are
based on volunteer records, anecdotal ev-
idence learned at team meetings and
through personal conversations and
other data available during the seven-
year history of the care team project.
There is a need for a scientific investiga-
tion with an a priori hypothesis. Unfortu-
nately, this type of investigation is ex-
tremely costly, both in dollars and in staff
time. To help overcome this obstacle, a
demographic survey of volunteers will
be implemented and is expected to be fol-
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lowed by an annual volunteer satisfaction
assessment. These evaluation tools will
allow a determination of what changes
may be needed in order to enhance volun-
teer support. Until then, the data will con-
tinue to rely on correlational findings
based upon the trends in volunteer data.

The three components of psychosocial
support described above can be modified
to suit virtually any type of volunteer en-
vironment and are appropriate tools to
enhance a variety of settings. In fact,
FIRM's care team approach has proven
so successful that in 1993 the model was
adapted to include the care of people suf-
fering from additional diseases, such as
Alzheimer’s and other dementia related
disorders.

To adapt the illustrated psychosocial
model of volunteer support for author or-
ganization’s use, here are several sugges-
tions which may help in facilitating this
process.

¢ Encourage collaboration dialogue
between staff and volunteers to de-
termine the types of volunteer sup-
port that is most beneficial.
Institute an “open door” policy for
volunteers with the volunteer coor-
dinator.
¢ Incorporate a strong education and
training program that utilizes varied
modes of learning throughout the
volunteer experience.
Offer safe support meetings that 1)
foster the processing of volunteer
emotions (especially grief and
burnout), 2) provide problem reso-
lution, 3) create a forum for sugges-
tions or improvements that can be
conveyed to the staff, and 4) provide
socialization and nurturance. It may
be useful to conduct special meet-
ings of volunteers related by job re-
sponsibility or geographic location
in order to promote team building.

* Provide volunteer recognition in a
manner that is acceptable to the vol-
unteers. Ask them what is impor-
tant or appreciated.
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e Periodically evaluate volunteer sup-
port using all data at disposal. Do
not hesitate to revise or discontinue
what does not work and retain or
enhance what does.

These are only a few ways to get
started toward developing an individual-
ized approach to volunteer support. Ex-
actly how a psychosocial approach can
accommodate a program depends upon
creativity, organizational structure and a
commitment to healthy, satisfied volun-
teers.
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