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Higher Education for Volunteer Management: 
Final Report of the Research Findings 

Merry Kay Shernock 

PREFACE 
In February of 1986, the Professional 

Development Committee of AV A under­
took the latest of its important incremen­
tal steps toward improving the profes­
sionalism of the field of volunteer admin­
istration. Following the earlier develop­
ment of AVA's Performance-Based Certifi­
cation Program, which identifies the com­
petencies of a fully capable practitioner, 
we determined to address the process 
by which excellence is attained. 

Recognizing that there is no simple 
path to success as a volunteer manager, 
we nonetheless acknowledge the validity 
of academic education and university­
sponsored training as options in helping 
meet the needs of career professionals 
in our increasingly sophisticated work and 
service world. Not only for the veteran 
seeking to refine skills or broaden hori­
zons, but for novices looking to their fu­
ture, such opportunities are well worth 
encouraging. Far from trying to limit for­
mal learning in favor of "hands-on on-the­
job training," AVA wants to advance 
maximum personal development for 
maximum benefit to the people and pro­
grams that volunteer managers seek to 
enable. 

Critical to these goals is the identifica­
tion of colleges and universities already 
committed to serving career profession­
als. Our AVA Educational Endorsement 
files provided a starting place to find 
these institutions, but were inadequate 
to the task of providing a valid survey 
base. So were our dollar resources, but 
thanks to a generous grant from a visio­
nary foundation, the willingness of Nor­
wich University to assign a researcher to 
the task, and the efficient volunteer ef­
forts of an AVA task force, we now have 
a sound and valid data base upon which 
to build for the future. We commend the 

following report by Merry Kay Shernock 
to your serious attention. 

Joanne H. Patton, Chair 
Task Force on Higher Education 

for Volunteer Managers 

INTRODUCTION 
The management of volunteers and 

programs of volunteer services is diverse 
work. Volunteer managers are drawn from 
all socio-economic and demographic 
groups in the United States, Canada and 
abroad and they serve all arenas of social 
life. Volunteer management is also a 
dynamic profession undergoing changes 
that, in some ways, parallel changes in 
other service professions. Paramount to 
these changes is that volunteer manage­
ment is seeking to identify itself as a pro­
fession. 

Several characteristics of "professions" 
have been brought to volunteer and vol­
unteer program management in recent 
years by the Association for Volunteer Ad­
ministration (AVA). First, AVA has en­
hanced the profession's cultural identity 
by moving to independent national con­
ferencing and structuring a national net­
work of regional, state and local affiliates. 
Second, it has developed a code of ethics. 
Third, it has developed a credential, "Cer­
tified in Volunteer Administration" 
(CVA),1 which identifies the competen­
cies of the profession and presents the 
standards of performance for practition­
ers in the field. The CVA is earned through 
a rigorous process of self-assessment of 
individual professional development; 
college-level instruction is not a sine qua 
non.2 This type of self-directed credential­
ing process is functional in a profession 
of such great diversity. 

Nevertheless, AVA has not ignored the 
potential role for institutions of higher 
education in the professional develop-
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ment of volunteer managers. AVA is aware 
that formalized instruction in institutions 
of higher education complements on-the­
job experiential learning to prepare the 
individual for a career in most profes­
sions. AVA is also aware that formal edu­
cation offerings for professional develop­
ment in volunteer management are 
emerging at colleges and universities 
throughout the United States and Canada. 
At present, AV A has little formal com­
munication with the academic community 
generally, and little involvement in these 
education efforts in particular. 

In the belief that better communication 
and closer coordination between AVA and 
the academic community would be con­
structive, AVA created a Task Force on 
Higher Education for Volunteer Managers 
in February, 1986. With funds from foun­
dation benefactors who prefer to remain 
anonymous, AV A commissioned a survey 
by Norwich University Studies and 
Analysis lnstitute. 3 The purpose of the 
survey was to identify and examine active 
programs of instruction or training for 
managers of volunteers and volunteer 
programs sponsored by colleges and uni­
versities in the United States and Canada. 
The methodology, findings, conclusions 
and implications of the research are pre­
sented below. 

METHODOLOGY 
A list of I 82 institutions believed to 

have some type of educational offerings 
for volunteer management was compiled 
from materials and lists kept on file by 
Task Force members and from a search 
through the most recent editions of col­
lege and university catalogs. The list in­
cluded community colleges, liberal arts 
colleges and universities throughout the 
United States and Canada. 

A survey instrument was then de­
veloped from prototypes submitted by 
the Task Force and by the AV A President. 
The instrument, which is appended 
below, covers four categories of informa­
tion: I) institutional identification; 2) pro­
gram structure; 3) students' characteris­
tics; and 4) program content. In early May 
1987, the instrument was mailed to the 
offices of the presidents of the 182 institu­
tions of higher education on the list, to­
gether with a cover letter drafted by the 

AV A president and with a postage-paid 
preaddressed return envelope. The sur­
vey instrument was mailed again in July 
to nonresponding institutions, together 
with a cover letter and with another post­
age-paid, preaddressed envelope. Shortly 
after the second mailing, volunteers from 
AVA followed-up by telephone, a two­
step process which ultimately yielded 118 
responses for a total response rate of 
64.8%. 

Of the 118 institutions responding to 
the survey, exactly half (59) report offering 
some type of educational programming 
for volunteer management. About 20% 
( 11) of the remaining respondents report 
no offerings at present but indicated in­
terest by requesting additional informa­
tion on volunteer administration from 
AV A. The data obtained on the 59 institu­
tions reporting programs are summarized 
in detail below. 

The author reminds the reader, how­
ever, that these programs are self-iden­
tified. The degree to which any individual 
program meets the requirements of the 
profession varies considerably and will 
be discussed. 

SUMMARY OF THE FINDINGS 
AND CONCLUSIONS BY CATEGORY 

Institutional Identi~cation 
Institutional identification is the first 

category of information obtained and by 
itself is a very important product of the 
project. With the completion of the sur­
vey, a single list of institutions providing 
educational services to volunteer admin­
istration has been established. It includes 
the names and telephone numbers of the 
individuals best informed about each in­
stitution's offerings. Though this first list 
is surely not comprehensive, its existence 
should draw additional institutions for­
ward to identify themselves for inclusion 
in future compilations. 

Of special interest in this section is the 
information about the type of institutions 
and the auspices within the institutions 
offering educational programming for vol­
unteer management. Slightly more than 
half the institutions responding (30) re­
port educational offerings under the au­
spices of either the institution's depart­
ment of continuing education or the de-
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partment responsible for extending uni­
versity services to the community. 

Conclusion I : 
Educational programs serving the educa­
tional needs of managers are most likely 
to be found outside traditional disci­
plines. There are several possible 
reasons, but the author notes that "serv­
ice" is of greater importance in such divi­
sions as continuing education and com­
munity services than in other divisions of 
four-year colleges and universities. Fur­
thermore, the mission statements of 
many community college name "service" 
as a primary objective. Therefore, the 
values, definitions and assumptions of 
volunteer management are more likely to 

TABLE I 
Identification Information on Institutions 

Reporting Educational Offerings for 
Volunteer Management (N = 59). 

Institution Type Number Percentf 
Community Colleges 23* 39 
4-yeardegree granting 

institutions 36 61 

Total 59 100 % 

Institution Funding Status 
Public 33 55.9 
Independent 11 18.6 
No Answer 15 25.4 

Total 59 99.9% 

Institutional Auspices 
Housing the Program 
Dept. of services to the 

community 16 27.1 
Dept. of Continuing Ed. 14 23.7 
Dept. of traditional 

academic discipline 7 11.9 
"American Humanics, 

Inc."4 co-curricular 
program 7 11.9 

Center for Study of 
Volunteerism 4 6.8 

Other (Adult Education, 
Open campus, Altema-
tive Education,etc.) 7 11.9 

Locus of programs 
sponsored by other 
institution/agency 4 6.8 

Total 59 100.1% 

fTotals may not equal I 00 due to rounding. 
*The total number of community colleges identified 
in the survey was 40; 58% of them responded to the 
survey; nearly 40% of all institutions reporting offer­
ings are community colleges. 
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be familiar to members of these newer 
academic divisions. 

Structure of tne Educational Programming 
The second category of information re­

quested on the survey instrument focuses 
on the structure of the educational pro­
gramming offered for volunteer manage­
ment (items #1-9 and #14). 

The scheduling of instruction and the 
location of instruction vary. Fewer than 
I 0% of the institutions offering ed uca­
tional programming restrict instruction to 
the traditional daytime school hours. 
Most offer instruction in the evening as 
well and many offer weekend scheduling. 
And although nearly one-third of the in­
stitutions offering relevant educational 
programming for volunteer managers do 
so only on the main campus, well over 
half utilize off-campus sites as well. Over 
60% of the institutions reporting instruc­
tion for volunteer managers permit part­
time enrollment. 

Conclusion 2 
Although not a conclusion of this study, 

one might observe that variety to this ex­
tent is often associated with community 
colleges and/or "alternative education" 
and is not always appreciated or re­
spected by traditionally organized de­
partments and divisions in four-year col­
leges and universities. 

Such variety is required, however, to 
serve the diverse student population 
within, the ranks of volunteer managers. 
Varied formats accommodate a variety of 
instructional content. Variation in 
scheduling, enrollment and multiple sites 
in addition to financial aid, improve ac­
cess to educational services generally. 

Finally, the survey data reveal a willing­
ness on the part of institutions of higher 
learning to use part time and community­
based faculty in addition to regular full 
time faculty. This could indicate an in­
stitutional recognition of two major 
characteristics of volunteer management: 
I) the relative youth of the profession, 
and 2) the continued importance of expe­
riential learning for the preparation of 
professional volunteer managers. 

Conclusion 3 
While the educational structure is ex­

cellent for accessibility, further examina-



TABLE II 
Structural Characteristics of Educational 
Programming for Volunteer Management 

(N~59). 

Instructional Format 
Conferences 
Workshops 
Only Conferences/ 

Workshops Offered 
Courses 
Only Courses 
Conferences, Workshops 

and Courses 

Schedule of Instruction 
Evening 
Weekend 
Daytime 
Only Daytime 
Other 
No answer 

Location of Instruction 
Main Campus 
Only on Main Campus 
Adjunct Campus 
Off-Campus Sites 
Independent Study 
Electronic Media 

Enrollment Options 
Available 
Full-time 
Part-time 
Workshop Enrollment 

Only 
No answer 

Financial Aid Available 

Printed Information 
Available 

Matriculation Level 
Non-Matriculation 

Program 
Certification Awarded 
Only Certification 

Awarded 
( Cetification not 

related to CVA) 
Two-Year Degree 

Awarded 

Number 
32 
50 

18 
35 

7 

33 

40 
27 
36 
5 
4 
7 

50 
19 
12 
34 
11 
2 

30 
37 

8 
17 

37 

47 

25 
21 

3 

4 

Percent 
54.2 
84.7 

30.5 
59.3 
11.9 

55.9 

67.8 
45.8 
61 
8.5 
6.8 

11.9 

84.7 
32.2 
20.3 
57.6 
18.6 
<1% 

50.8 
62.7 

13.6 
28.8 

62.7 

79.7 

42.4 
35.6 

5 

6.8 

tion reveals much room for improving the 
scope of educational programming for 
volunteer managers. First, over 40% of the 
institutions reporting relevant instruction 
have not developed their offerings suffi­
ciently to permit matriculation for a cer­
tificate, diploma or degree. Furthermore, 

Matriculation Level 
Four-Year Degree 

Awarded 
Graduate Degree 

Awarded 

Types of Credit Available 
for Instruction 
Non-Credit Instruction 
Continuing Education 

Units 
Only Non-Credit 

Instruction orCEU's 
Available 

Undergraduate Credit 
Graduate Credit 
Credit for Prior 

Leaming 
Credit by Exam 

Program Size 
Courses (not necessarily 
designed exclusively 
for volunteer managers) 

2orfewer 
3to5 
6ormore 
No answer 

Faculty Involved in 
Instruction 
Fulltime 
Parttime 
Adjunct 
State University 

Extension 
Community-Based 
No answer 

Numh<!r 

8 

42 

16 

21 
33 
16 

8 
7 

39 
25 
25 

5 
34 

3 

Percent 

16.9 

13.6 

71.2 

27.1 

35.6 
55.9 
27.1 

13.6 
11.9 

5 
13 
18 
23 

66.1 
42.4 
42.4 

8.5 
57.6 
<I 

Variability characterizes the structure of the edu­
cational programming currently offered to volun­
teer managers. This variability allows programs to 
conform to the needs of individual students. Ex­
amination of the instructional format reveals a pre­
dominance of workshops, but over half of the re­
sponding institutions reporting relevant program­
ming use conferences and courses in addition to 
workshops. 

the certificate programs available in over 
one-third of the institutions reporting re­
levant educational programming are not 
linked in any formal way with the CV A. 

This situation poses potential for confu­
sion for the student. Current or prospec­
tive volunteer managers may assume un-
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wittingly that course work they have taken 
or are contemplating will relate directly 
or (worse!) automatically to their CV A self­
assessment process. Agencies seeking 
qualified professionals to administer vol­
unteer services may assume that certifi­
cates are of equal value or are inter­
changeable. 

Second, a preponderance of the educa­
tional programming offered by college 
and universities is in the form of non­
credit instruction. Although academic 
credit per se is of no relevance to the CV A, 
the institution's own internal evaluation 
of instruction for academic credit might 
be considered one type of quality control. 
Also, few institutions at present utilize 
self-assessment procedures (credit for 
prior learning, portfolio development or 
assessment of prior learning) through 
which professional volunteer managers 
could obtain academic credit for having 
earned the CVA. 

Third, institutions reporting educa­
tional programming relevant to volunteer 
management often do not distinguish be­
tween offerings developed exclusively for 
volunteer management and other offer­
ings having some content the respon­
dents identify as relevant. 

In summary, improving the scope of col­
lege and university education program­
ming relevant to volunteer managers 
might best be accomplished by improv­
ing the relationship between AVA and the 
academic community. A strong relation­
ship between the two would advance the 
profession by fostering even better acces­
sibility, coordinating certification and 
other professional credentialing, and 
creating standards for professional de­
velopment programs within academe as 
well as outside it. 

Student's Characteristics 
Student's characteristics (items# I 0-12) 

is the third category of information re­
quested on the survey instrument. The 
data are summarized in Table III. 

Conclusion 4 
The profile of the typical student ac­

cording to these data is not unexpected: 
a woman in her 30s or early 40s, older 
than the traditional college student, who 
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might already be engaged in the admin­
istration of volunteers. 

TABLE III 
Characteristics of Current Students 

Reported by Colleges and Universities 
Offering Educational Programming for 

Volunteer Managers (N-59). 

Number Pement 
Most Students 

Volunteer Managers 24 40.7 
Most Students 

Prospective Volunteer 
Managers 9 15.3 

Neither 26 44.0 
Most Students Male I 1.7 
Most Students Female 40 67.8 
NoAnsweror 

Evenly Divided 18 30.5 

Age of Most Students: 
18-25Years 7 11.9 
26-35Years 23 39 
36-50Years 16 27.1 
50+ Years 0 0 
No Answer 13 22.0 

Educational Content 
The fourth category of information 

sought on the survey instrument concerns 
the types of educational content offered 
by existing programs of instruction rele­
vant to volunteer managers. Table IV 
below summarizes the responses. 

Conclusion 5 
Examination of these figures both con­

firms positive expectations and reveals 
some serious weaknesses. Communica­
tions skills are most frequently included 
in educational programming for volunteer 
managers, suggesting that the academic 
community recognizes the importance of 
communication to the success of profes­
sionals. Similarly, the behavior of indi­
viduals in organizations as well as the 
structures of formal organizations them­
selves must be understood if either are 
to be administered effectively. Hence, it 
is also not surprising that the principles 
and techniques of administering organi­
zations and of managing personnel are 
commonly included in educational pro­
gramming for volunteer management. 



TABLE IV 
Types of Instructional Content Offered 

for Volunteer Managers by Colleges 
And Universities (N-59). 

Number Percent 
Communication Skills 52 88.1 
Management/ 

Administration 45 76.3 
Social Organization/ 

Behavior 39 66.1 
Social Psychology/ 

Human Relations 41 69.5 
Personnel Management 39 66.1 
Volunteerism 35 59.3 
Accounting/Financial 

Management 35 59.3 
Community Organizing 32 54.2 
Grantsmanship 26 44.1 
Cross-Cultural Studies 15 25.4 
OTHER (Fundraising, 

practicum or internship, 
training, trainers, etc.) 10 16.9 

No Answer 2 3.4 

Note: Planning and marketing were included in re­
sponses to the survey by 46 of the 59 institutions. 
Of these, 32 (69.6%) offered planning and 28 (61.5%) 
offered marketing. 

Conclusion 6 
The comparative scarcity of content 

focusing on volunteerism (cited only as 
frequently as accounting/financial man­
agement is cited) is one of the serious 
weaknesses revealed by the data ob­
tained in the survey. There are at least 
two possible explanations. One is that 
there is probably a failure in most institu­
tions of higher education to recognize vol­
unteer management as something sepa­
rate and distinct either from other types 
of management, such as public or busi­
ness administration, or from disciplines 
dependent on volunteer services, such 
as social work, nursing or human services. 

A second explanation for the compara­
tive scarcity of content focusing on volun­
teerism may be that there is so little lit­
erature available upon which to build an 
education in volunteerism. Authors of 
books on volunteerism find it difficult to 
locate recently developed pertinent 
theoretical material. George Floro I (I 985 l 
observes that building an "intellectual 
center" (corpus of theory) for the study 
of volunteerism requires reaching back to 

the writings of de Tocqueville, Booker T. 
Washington, and Cotton Mather. This situ­
ation is almost a vicious cycle; academic 
study of volunteerism is hampered by a 
paucity of written theory which, in turn, 
is less likely to be produced without 
academic stimulation. For Brian O'Con­
nell ( 1985 l the mission is clear, 

It will not do us much good to exhort, 
cajole and plead about the need to 
create interest, establish a field of 
study, or promote scholarship, if we can­
not help create that solid body of all 
literature necessary to all of the above. 
(Emphasis added.) 

Conclusion 7 
The absence of cross-cultural studies 

is another serious weakness revealed by 
the survey of instructional content in edu­
cational offerings for volunteer manage­
ment. Volunteer managers serve in a very 
heterogeneous environment in the United 
States, in Canada and abroad. Without 
awareness of and sensitivity to the differ­
ences among and between the various 
ethnic and class groups in various coun­
tries, programs of service will enjoy only 
limited success. 

Conclusion 8 
Finally, a comparison of the instruc­

tional content most frequently offered in 
educational programs for volunteer man­
agers with the competencies required for 
the CVA shows little correlation between 
them. Competency areas required for the 
CVA, but infrequently or never mentioned 
by the institutions reporting educational 
programs for volunteer managers include 
assessing needs, assessing resources, de­
veloping a philosophy of volunteerism, 
group dynamics and processes, cross-cul­
tural studies, conflict management and 
resolution and the quantitative and qual­
itative methods of program evaluation. 
Some of these topics, however, might be 
included in management or other 
courses. 

Prospective students, then, are bur­
dened with the responsibility of evaluat­
ing for themselves the relevance of every 
educational offering to their professional 
development. There will be instances, 
though it is unknown how few or how 
many, in which prospective students will 
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not be qualified to make such judge­
ments. 

QUESTIONS FOR FURTHER RESEARCH 
AND FOR POLICY ANALYSIS 

Question I: How adequate are these self­
identified college and university pro­
grams for the professional preparation of 
volunteer managers? 

Conclusions 6, 7 and 8 suggest that 
there is a great deal of room for improve­
ment. Without professional endorsement 
procedures, however, the exact answer re­
mains uncertain. 
Question 2: Should the burden of evaluat­
ing each educational offering remain with 
the individual volunteer manager seeking 
professional development? 

AVA has an endorsement program, but 
it is not very active at present. Fifteen 
institutions responding to the survey 
were asked if AV A Endorsement had been 
sought. All answered negatively. 
Question 3: Why hasn't the AVA Endorse­
ment Program been more successful? 

Structural reasons on the part of AVA 
such as lack of staffing and money to 
develop and market the Endorsement 
Program are assuredly a good part of the 
explanation. Another reason may be an 
implicit conflict between AVA profes­
sional endorsement of formal education 
and the self-directed, competency-based 
self-assessment procedure for earning 
the CVA. Strengthening professional de­
velopment through formal education by 
endorsing such programs appears, at first 
glance, to render professional develop­
ment through experiential learning less 
important. It need not be that way. 

Another possible obstacle to more 
energetic promotion of AV A Endorsement 
of formal education programs for volun­
teer managers is the perceived link be­
tween formal education and exclusivity. 
Among volunteer managers thinking 
about the future development of their 
profession there is a definite, if not always 
conscious, awareness that for others pro­
fessional status was acquired at a cost 
they themselves are reluctant to pay. So­
cial workers, for example, lost their iden­
tification with a heritage of social action 
when they developed their work into a 
profession. Nurses, another example, are 
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less involved in the "laying on of hands" 
as their field professionalizes. Perhaps 
these volunteer managers can invent a 
way to professionalize without losing 
much of what is important to their iden­
tity. Optimally, they would like to acquire 
the professional cache of specialization 
without losing respect for general prac­
tice; to build a concensus on a definition 
of professionalism without losing the cur­
rent diversity within the ranks of prac­
titioners. 

Some of the findings of the research 
reviewed above suggest that it is possible 
to utilize formal education as a means of 
professionalizing without incurring some 
of the usual losses. Conclusion 1 indicates 
that the service-oriented components of 
academe are both well-adapted and re­
ceptive to the kind of nontraditional edu­
cation program needed to professionalize 
a field as diverse as volunteer manage­
ment. 

Obviously, the competencies required 
for the CV A suggest objectives for formal 
educational programs. Conclusion 2 indi­
cates that variety can characterize the 
ways these objectives are met. Thus, de­
veloping program guidelines need not be 
an exclusive process so long as the aca­
demic components maintain the openness 
and flexibility indicated by the findings 
of this research. 

No matter what differences exist, how­
ever, it is reasonable to assume that the 
institutions, by responding to this survey, 
have shown at least an interest in volun­
teer administration as a profession. That 
interest is a foundation upon which prac­
titioners, acting in concert, may build. 

Advocates of new programs in the aca­
demic community for volunteer manage­
ment should approach the continuing 
education divisions and the community 
service divisions of the four-year colleges 
and comprehensive universities in their 
localities. Also, they should build re­
lationships with their local community 
colleges. In some cases, the community 
colleges will be more receptive to over­
tures from volunteer management than 
four-year colleges and universities. While 
the traditional academic divisions of col­
leges and universities are inclined to 
study volunteerism and perhaps add to 
its theoretical base, the service-oriented 



components of academe are able and 
willing to prepare practitioners for a pro­
fessional career in volunteer manage­
ment. 

FOOTNOTES 
1The CVA self-assessment package is av­

ailable for purchase upon request to the 
Association for Volunteer Administration, 
P.O. Box 4584, Boulder, CO 80306. 

2Volunteer administrators, however, 
have high levels of education. In the mid­
I 980s well over half the respondents to an 
extensive survey conducted by Harold W. 
Stubblefield and Leroy Miles ( 1986) had at 
least a bachelors degree. This figure is 
much higher than that for the police, 
another service occupation in the process 
of professionalization. 

3The author wants to express her thanks 
to Ms. Joanne H. Patton, chairman of the 
AVA Task Force on Higher Education for 
Volunteer Managers, and to Dr. Ivan 
Scheier, a member of the Task Force, for 
their support and instrumental assistance 
in the research. 

4American Humanics, Inc. runs co-cur­
ricular programs at colleges and univer­
sities to prepare administrators of youth 
services programs throughout the United 
States. 
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APPENDIX A 
SURVEY ON HIGHER EDUCATION 
FOR MANAGERS OF VOLUNTEERS 

INSTRUCTIONS: Please TYPE or PRINT your response to each item as directed. Do not use 
abbreviations as this information will be used in a directory of progr~ms, workshops and courses. 

INSTITUTION: __________________________ _ 
NAME OF COLLEGE OR UNIVERSITY 

ADDRESS !INCL. P.O. NUMBER) CITY STATE ZIP 

This institution is: □ independent □ publicly funded □ community college 

NAME OF DIVISION/DEPARTMENT ___________________ _ 

Administrator/Director: _________________________ _ 
NAME TITLE 

Contact person, if different from above: ___________________ _ 
NAME TITLE 

Telephone ( )_- __ 

I. Check ALL that apply to current educational opportunities for volunteer management/admin­
istration: 

Ia. □ Conferences 
I b. □ Workshops 

Id. □ Certificate level program lg. □ Graduate degree program 
le. □ 2 year degree program Ih. □ Other 

I c. □ Courses If. □ 4 year degree program Ii. □ No offerings available. 
(IF "no," please skip to# 15.) 

2. Check ALL that apply to the current scheduling of instruction: 2a. □ Classes 2b. □ Workshops 

2c. □ Full-time enrollment 2f. □ Weekend 
2d. □ Part-time enrollment 2g. □ Daytime 
2e. □ Evening 2h. □ Other( _________ _ 

3. Check ALL that apply to the location of instruction: 

3a. □ Main campus 
3b. □ Adjunct campus 
3c. □ Off-campus sites 

3d. □ Radio, TV, Telephone network 
3e. □ Off-campus independent study 

4. Check ALL that apply to type(s) of credit awarded: 

4a. □ Non-credit instruction 4c. □ Graduate credit 4e. □ Credit by exam 
4b. □ Undergraduate credit 4d. □ CEU's 4f. □ Credit for prior learning 

5. Is Financial Aid available? 5.a □ Yes 5b. No. 

6. Is catalog, brochure, and/or pamphlet available upon request? 

6a. □ No pre-printed materials available. 
6b. □ Yes (if "yes," is there a fee? 6i. □ Yes 6ii. □ No) 

7. Check ALL that apply to the number of offerings currently available. 

7a. □ 1-2 courses 7b. □ 3-5 courses 7c. □ 6 or more courses 7d. □ Workshops 

8. Date of first offering(s): _______ _ 
MONTH YEAR 

9. Estimated number of students served to-date-· __ 
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I 0. Are MOST students currently volunteer administrators? 

I0a. □ Yes IOb. □ No 
(If "no," are MOST students prospective volunteer administrators? 

11. Are MOST students: I la. □ Female? I lb. □ Male? 

12. The age of MOST students is (Check ONE only) 

12a. □ 18-25 years 
12b. □ 26-35 years 

12c. □ 36-50 years 
I 2d. □ over 50 years 

13. Check ALL the types of course content currently available: 

IOi. □ Yes 
I0ii. □ No) 

13a. □ Communications Skills 13h. □ Accounting/Financial Management 
13b. □ Social Organization/Behavior I 3i. □ Grantsmanship 
13c. □ Personnel Management I 3j. □ Cross-Cultural Studies 
13d. □ Social Psychology/Human 13k. □ Planning 

Relations 
I 3e. □ Volunteerism 131. □ Marketing 
I 3f. □ Community Organizing 13m. □ Other ________ _ 

13g. □ Management/Administration 

14. Check ALL that apply to the faculty involved in your volunteer management program: 

14a. □ Full-time Faculty 14e. □ State University Extension Faculty 
14b. □ Part-time Faculty I 4f. □ Other ________ _ 
14c. □ Adjunct Faculty I 4f. 
14d. □ Community-based Faculty 

15. Information on the topics listed below can be sent to you. Check ALL that are of interset. 

15a. □ AVA Program Endorsement 
I 5b. □ AVA Performance-Based Certification Overview 
15c. □ AVA Training Workshop and Conferences 

APPENDIX B 

AVA TASK FORCE ON HIGHER EDUCATION 

Joanne H. Patton, Chair 
Owner/Director 
Patton Consultant Services 
650 Asbury Street 
South Hamilton, MA O 1982 
617/468-3720 

Winifred Brown ( ex-officio l 
AVA Chair for Professional Development 
Executive Director 
Mayor's Voluntary Action Center 
61 Chambers Street 
New York, NY l 0007 

Shirley Bruer 
Ontario Association of Volunteer 

Administration 
100 Quebec Avenue, # 1405 
Toronto, Ontario M6P 488 
Canada 

Denise Cruickshank 
Director of Volunteer Services 
Visiting Nurse Service of New York 
l 07 East 70th Street 
New York, NY 10021 

Kathy Curtis, CVA 
4521 S. Milky Way Road 
Waukesha, WI 53186 
414/542-4916 

Mary Decarlo, Ph.D. 
8704 Duvall Street 
Fairfax, VA 22031 
703/849-8766 

Del Dyer 
Director 
Center for Volunteer Development 
Extension Division Virginia Tech 
Blacksburg, VA 29061 
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Beulah Hirschlein, Ph.D. 
Director 
Center for Community Services 

and Voluntarism 
College of Home Economics 
Oklahoma State University 
135 Home Economics West 
Stillwater, OK 74078 

M. Joyce Howarth, CVA 
Director of Volunteer Services 
Cross Cancer Institute 
11560 University Avenue 
Edmonton, Alberta T6G 122 

Carol A. Hawkes, Ph.D. 
Dean of Arts and Sciences 
Western Connecticut State University 
Danbury, Connecticut 0681 I 

Ann Kravitz, Ed.D. 
Director of Community Development 
Hospice, Inc. 
45 Biscayne Blvd. 
Miami, Florida 33137 

Barbara J. McGinness 
Director of Public Relations & 

Volunteer Services 
Episcopal Church Home of 

Western New York 
34 Rhode Island Street 
Buffalo, NY 14213 

Thelma M. Phillips 
Director 
Volunteer Services 
IOI E. Abram 
Arlington, TX 76010 

Hope Bair Piovia, CVA 
Instructor/AVA Educational 

Endorsement Chair 
406 S. Carlyn Springs Road 
Arlington, VA 22204 

Rhoda White 

Debra Rapone 
Program Specialist 
American University 
4400 Massachusetts Avenue, NW 
Washington, DC 20016 

Marriam Rees 
Volunteer Coordinator 
Community Hospital Medical Center 
650 I North 19th Avenue 
Phoenix, Az 85015 

Sarah J. Rehnborg, Ph.D. 
Consultant 
653 Beverly Road 
Pittsburgh, PA 15243 

Ivan H. Scheier, Ph.D. 
Center for Creative Community 
P.O. Box 5434 
Santa Fe, NM 87502 
505/984-6868 

Eva Schindler-Rainman, Ph.D. 
4267 San Rafael Avenue 
Los Angeles, CA 90042 

Carol Todd 
Volunteer Director 
Norwich University Center for Volunteer 

Administration 
Continuing Education/Vermont College 
Montpelier, VT 05663 

Anita Turner 
Director of Alternative Studies 
North Shore Community College 
Essex Street 
Beverly, MA 0 1915 

Melsie M. Waldner, CVA 
Director of Volunteers 
University Hospital 
Saskatoon, Saskatchewan 
Canada S7N 0X0 

Deputy Director for Program 
New York Voluntary Enterprise 

Commission 
2 World Trade Center, 57th Floor 
New York, NY 10047 
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ABSTRACT 
Sustained participation in organizations is viewed as a function of member identiffcation and sense 

of proprietorship growing out of the attainment of intangible rewards such as a personal feeling of 
affiliation, opportunities to develop one's professional capacities, opportunities to achieve status and 
others, as opposed to attaining tangible rewards such as newsletters and low-cost insurance. 

A participation model based on the concept of organizational proprietorship has been developed and 
tested in one organization. This model separates out rewards that lead to sustained membership 
(tangible rewards) and those leading to sustained participation (intangible rewards). 

Tfie model has applicability in a number of organizational contexts utilizing volunteers, including 
local and regional organizations, organizational sub-groups such as Boards of Directors or committees, 
and staff complements within organizations. 

Nine guidelines for enhancing participation in organizations are provided, together with illustrative 
comments on the implementation of the guidelines. 

The concept of identiffcation and proprietorship provides one explanation of the process that occurs 
when individuals who are affiliated with an organization elect to be actively involved in the life of the 
organization. 

Organizational Proprietorship: 
A Participation Model 

Jack A.N. Ellis, ACSW and JoAnn Ray, Ph.D. 

The task of encouraging and enhancing 
participation on the part of many and di­
verse actors presents an organizational 
challenge of considerable proportions for 
organizations utilizing volunteers. Achiev­
ing loyalty, participation, and involve­
ment on the part of staff, volunteers, or 
other organizational members is essen­
tially a function of each person's sense of 
ownership or proprietorship of the organi­
zation. The idea that individual actors in 
an organization contribute most effec­
tively to the life of the organization if they 
have a sense of possessiveness about the 
organization has long been understood 
by successful managers in business and 
the public sector. Indeed, the central 
theme of the Japanese Theory Z approach 
to management is one of individual com­
mitment to the organization's goals, and 
the development of a sense of personal 
pride in the creation of an end product 
of excellent quality. 

Building this sense of proprietorship 
among various actors in any given social 
welfare organization has been a matter of 
concern for administrators, staff position 
managers, and researchers for many 

years. 1 The work of Rothman and asso­
ciates is of particular interest to prac­
titioners because of its empirically-based 
models for fostering participation, and for 
promoting innovation. 

This paper presents findings from a 
study conducted under the auspices of 
the Washington State Chapter of the Na­
tional Association of Social Workers to ad­
dress the issue of fostering participation 
of chapter membership. The study, which 
was grounded in Rothman's concepts was 
expanded to include the proprietorship 
component and on the basis of that addi­
tion to create a theoretical model which 
was then field tested in one local unit of 
the Chapter. 2 The authors contend that 
the findings from this NASW study have 
relevance enhancing participation of vol­
unteers at large, and might be used by 
program and administrative personnel in 
building a base of participatory support 
for agencies, or agency programs. This ar­
ticle therefore, describes the NASW 
study, presents the participation model, 
discusses some of the findings of the 
study, and offers some possible applica­
tions of the model and the findings. Im-

JoA1111 Ray, Ph.D. is an Associate Professor of Social Work at the Eastern Washington University School of 
Social Work and Human Services in Cheney, Washington. Jack A.N. Ellis, M.S.W. is an Associate Professor 
of Social Work at the University of Washington School of Social Work, 410 I 15th Ave. N .E., Seattle, 
Washington 98195. 
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plementation guidelines are included in 
order to assist practitioners to apply the 
findings most effectively. 

THE NASW STUDY 
The Washington State NASW study 

came about as a result of state chapter 
leaders recognizing that the organiza­
tion's image among professional social 
workers and the larger community was 
one of ineffectiveness because of a lack 
of active participation by volunteer mem­
bers in the work of the organization. This 
image seemed to discourage prospective 
members from joining and current mem­
bers from taking pride in their organiza­
tion. Despite the image problem, the or­
ganizational response to this dilemma 
has typically been one of launching a 
membership drive in order to increase 
chapter income thereby making it possi­
ble to develop programs that would ex­
cite and challenge the members. The de­
fect in this process of logical analysis is 
apparent. Without involvement of current 
members, recruitment of new members 
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is not likely to be highly successful, and 
the increased resources from a half­
hearted response to a membership drive 
would not serve to enhance the existing 
program to any great degree. Thus the 
organizational participation project was 
proposed as one possible response to 
the Chapter's problems. 

The first task of the project was one of 
developing a model that might identify 
relevant factors in the process of becom­
ing a member and of participating in any 
organization. 

The literature on participation, though 
not extensive, provides a theoretical base 
for the Organizational Proprietorship 
Model that was developed and tested in 
the NASW study. This model, as portrayed 
in Figure I, incorporates membership in 
the organization as either an employee 
or a voluntary actor; a sub-process of ben­
efit attainment; and a sub-process of sus­
tained participation growing out of a 
sense of proprietorship of the organiza­
tion. Various aspects of the model require 
elaboration if the full time impact of the 
model is to be realized. 

Intangible Benefits ► 

◄ 
Sustained 

or 
Increased 

Participation 

Identification 
with 

Organization 
and Member 

\ 
◄ I Proprietorship I 

Figure I 
A PARTICIPATION MODEL 
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MOTIVATORS 
Motivators that move people into affili­

ation with an organization must be con­
sidered separately from the benefits that 
derive after affiliation has occurred. Vari• 
ables identified in the literature as having 
a relationship to both membership and 
participation include: 

I) Psycho Social Needs • Wood 
suggests that the amount of satisfac­
tion derived from participation may 
well be a function of differing levels 
of need for such things as power 
and/or affiliation.3 

2) Personal Characteristics • Research 
suggests that participation is high­
est among people aged 35 to 55. 
Participation in organizations seems 
to correlate with higher socio­
economic status, white ethnic origin, 
and being male; married persons 
seem to have higher participation 
levels than singles, particularly if 
both partners are members of the 
organization. 4 

3) Professional and Skill Determi­
nants • Participation in organiza­
tions is enhanced when it is encour­
aged by employers, when a person's 
orientation is cosmopolitan, and 
when a person has a high commit­
ment to one's profession. Previous 
organizational experience also cor­
relates with high participation 
levels. 5 

4) Organizational Supports and Con­
straints • The structure, process, 
programs, and policies of an organi• 
zation appear to help determine 
levels of participation. Higher levels 
of participation are related to de­
centralized decision making, open 
communication between members 
and leaders, and programs and 
policies that enhance a member's 
inclination and ability to partici­
pate. Organizational size seems also 
to be a factor in participation, with 
smaller organizations being more 
facilitative of participation than are 
larger ones. 6 

Affiliation motivators include the indi­
vidual's need for power, recognition, inti­
macy, etc., and are probably tempered 

by individual characteristics and profes­
sional determinants. The structure and 
processes of the organization serve to de­
termine whether or not participation will 
be enhanced or suppressed. While these 
motivators influence the choice to affiliate 
with the organization (membership). they 
will nevertheless influence the nature of 
participation once the affiliation option 
has been made. 

In addition to the foregoing variables, 
a cross-cutting set of variables having to 
do with real or perceived benefits de­
rived from participation must be taken 
into account. 

The NASW study further differentiated 
benefits by the nature of the perceived 
rewards. Rewards may be Tangible or Intan­
gible. Tangible rewards include such con­
crete benefits as salary, fringe benefits, 
development of new skills or knowledge, 
and participating in social change ac­
tivities. 7 

Intangible rewards comprise three sub­
groups of benefits. 

I) Anticipatory Rewards • for example, 
interim benefits that derive from 
setting up a committee or working 
on legislative change. 

2) Symbolic Rewards • intrinsic bene­
fits such as recognition, personal 
achievement, prestige, status, pub­
lic approval and prominence. 

3) Interpersonal Rewards• making new 
friends, enjoying social oppor­
tunities, developing interpersonal 
skills and helping others. 8 

As Figure I reveals, benefits accrue as 
a result of both membership and partici­
pation. Tangible rewards or benefits are, 
as we have noted, available to all mem­
bers and do little to foster participation. 
They do, on the other hand, provide con­
tinuous motivation to maintain member­
ship or affiliation with the organization. 

Participation appears to be influenced 
mostly by the perceived presence of in• 
tangible rewards or benefits, rewards that 
appear to be available only to those who 
participate. These are usually of a sym­
bolic or interpersonal nature, providing a 
source of primary group satisfaction for 
those who participate actively. Sustained 
participation over time is dependent 
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upon the individual actors' perception 
that these intangible rewards will con­
tinue only if participation continues. 

IDENTIFICATION AND 
PROPRIETORSHIP 

The concept of organizational proprie­
torship grows out of the idea that partici­
pation and intangible rewards are some­
how interrelated. People who hold a pro­
prietary view of an organization think of 
the organization as "my" organization 
rather than "that" organization, and they 
define members as "we" rather than 
"they." This feeling of proprietorship also 
gains expression in behaviors on the part 
of members that suggest that they are 
somehow responsible for the organiza­
tion and its activities. 

Proprietorship appears to be similar in 
many ways to Brown's concept of identifi­
cation. Brown seeks it as a self-defining 
process that occurs "when an individual 
accepts influence because he wants to 
establish or maintain a satisfying self-de­
fining relationship with another person or 
group." 9 This identification is dependent 
upon receiving satisfactions affecting 
one's own self-definition, and these satis­
factions must be ego-involving and intrin­
sically motivating. It is the symbolic (in­
tangible) motivations that are of primary 
importance to this process of identifica­
tion, rather than pragmatic (tangible) 
motivations. 

The feeling of proprietorship or owner­
ship of an organization is the chief deter­
minant of continued participation, and oc­
curs after the identification process has 
taken place. Ownership carries with it a 
commitment to the purposes, policies, 
and programs of the organization, a com­
mitment that only occurs when there is 
active participation over time. 

TESTING THE THEORY 
In order to test the idea of a co-relative 

relationship between participation and 
tangible or intangible benefits associated 
with membership in an organization, a 
stratified systematic sample of members 
of the Washington State Chapter of the 
National Association of Social Workers 
was studied. While the purpose of the 
study was primarily one of analyzing how 
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members perceived their own involve­
ment in the Chapter, and which benefits 
were preceived to influence their partici­
pation in the Chapter, the findings of the 
study have relevance for leaders in other 
organizations. 

A total of 5 I I questionnaires was 
mailed to the same with 381 or 74.6% re­
sponding. The profile of the respondents 
is that of a white female in her 30s, holding 
a Master of Social Work degree, and em­
ployed in the direct delivery of social 
services. 

In the analysis of the data generated 
through the questionnaire, various parts 
of the model are examined in relation to 
the level of participation reported by the 
respondents. For example, if participa­
tion is a function of receipt of intangible 
rewards, then active members should re­
ceive more of these rewards than would 
inactive members. In order to test this 
hypothesis, the study used highly corre­
lated multiple measures of participation, 
the levels of which were obtained through 
self-assessment questions. These levels 
were then used in analyzing the relation­
ship of participation to perceived bene­
fits. 

Respondents in the NASW study saw 
themselves as moderately or very active, 
6%; slightly active, 18%; and members 
only (inactive), 76%. 

In this study, a list of I 4 benefits that 
derived from membership in the organi­
zation was developed. Respondents were 
asked to indicate which, if any, of the ben­
efits accrued to them through member­
ship. Inactive members reported an aver­
age of 4.1 benefits, slightly active mem­
bers, 5.6, and moderately or very active, 
6.4. This direct linear relationship reveals 
that moderately or very active members 
received benefits at a higher rate than 
did the other two groups. Further, an ex­
amination of Table I reveals that the in­
tangible benefits of meeting friends, as­
sociation with other social workers, and 
leadership opportunities were correlated 
with participation, while the tangible ben­
efits of receiving the journal or financial 
gain were unrelated to participation. 

Table II shows the respondents' views 
of identification with the organization as 
related to their participation level. Active 
members more frequently referred to the 



TABLE I 

Comparison of Rewards Received by Participation Level 

Intangible Rewards (rewards directly related to participation level) 

Percent Checking Yes 

Moderately or Slightly Member 
Only Very Active Active 

Opportunity to associate 
with other social workers 87.8% 68.3% 21.6% 

Professional development 87.9% 68.3% 44.4% 

Working to solve problems 75.8% 48.1% 30.3% 

Opportunity to meet friends 45.5% 37.5% 8.0% 

Leadership oppoortunities 36.4% 10.6% 5.7% 

Tangible Rewards (rewards not directly related to participation levels) 

Percent Checking Yes 

Receiving the journal 

Agency expectations 

Financial gain 

Total Sample 
63.9% 

11.5% 

3.8% 

TABLE II 

Comparison of Identification with the Organization 
by Participation Level 

Percent Checking Yes 

Moderately or Slightly Member 
Only Very Active Active 

We 

They 

92.3% 

7.7% 

organization as "we" while inactive mem­
bers more often viewed the organization 
as "they," suggesting a stronger sense of 
belonging on the part of active members, 
and a greater identification with the or­
ganization's goals, policies, and purposes. 

Questions that probed the members' 
sense of responsibility for the organiza­
tion and its activities revealed that mod­
erately and very active members ranked 
these variables much higher than did the 
slightly active or inactive members. These 

48.9% 

51.1% 

25.5% 

75.5% 

findings add further weight to the argu­
ment that "proprietorship" is central to 
the choice of active participation. See 
Table Ill. 

Given these findings about rewards, 
participation, and the interdependence 
of both in creating a condition of identifi­
cation and proprietorship on the part of 
actors within the organization, it is helpful 
then to consider the implications of the 
participation model for other organiza­
tions. 
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TABLE III 

Comparison of Feeling of Proprietorship by Participation Level 

Percent of members checking 4 or 5 
indicating a moderate to high level 

of proprietorship feeling 

Moderately or Slightly Member 
Only Very Active Active 

Impact of organization due 
to you 14.3% 

Organization achieves goals 
due to you 21.9% 

Feel responsible for 
organization's activities 59.4% 

IMPLEMENTATION GUIDELINES 
While the work done in the NASW study 

was specific for that organization only, it 
did produce a model and some 
guidelines that might be generalized for 
other organizations and for other types 
of "organizational relationship." For in­
stance, it seems reasonable to presume 
that identification and proprietorship 
would be desirable traits to foster among 
organizations relying on volunteers, 
among employees of social welfare agen­
cies, among voluntary network group 
members, and among members of Boards 
of Directors and sub-committees of such 
policy making groups. To facilitate the 
adaptation of the model to other situa­
tions, several implementation guidelines 
are proposed. 

Guideline I: The goals of the organiza­
tion's leaders need to be clear at the 
outset. Is the primary goal that of 
increasing membership or is it that 
of enhancing participation? If it is 
membership only, then one set of 
benefits should be stressed; if it is 
to be participation then a different 
set of benefits is indicated. 

Guideline 2: The nature of benefits that 
have value to a given constituency 
must be determined in advance. In 
an organization that has a stable 
membership, a survey of active and 
inactive members can easily be con­
ducted to determine which benefits 
lead to intensified identification and 
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2.9% .2% 

3.9% .7% 

5.8% 1.2% 

the ultimate sense of proprietorship 
espoused in the model. In a newly 
formed organization, or one that has 
a transient membership, it may be 
necessary to conduct time series 
probes about rewards to be sure that 
most members' values are taken into 
account as the organization grows or 
changes. 

Guideline 3: If the goal of the organiza­
tion's leadership is to increase mem­
bership, then tangible rewards 
should be considered over intangi­
ble rewards. The limitation to this is 
that participation as a result of mem­
bership may not occur or may be 
scattered and unpredictable. 

Guideline 4: If the organization leader­
ship's goal is that of enhancing par­
ticipation, then intangible rewards 
will be more effective. This is not to 
say that tangible rewards should be 
ignored, but rather that the intangi­
ble ones need to be deliberately 
identified and openly made availa­
ble to members. 

Guideline 5: Personal contact is the 
method of choice in initiating the 
participation process. This is a logi­
cal application of the intangible re­
ward concept. The organizational 
benefit of social interaction is mod­
eled by this process, and the intan­
gible benefits of professional affilia­
tion or camaraderie are thus made 
apparent. 



Guideline 6: Specificity in describing the 
nature of tasks to be performed is 
essential in enlisting individual par­
ticipation, as is specificity in iden­
tifying individuals to be invited to 
participate. That is, identify the task 
clearly and personally solicit mem­
bers to participate in the task. 

Guideline 7: The importance of informal 
socializing before, during, and after 
meetings or task group activities 
cannot be stressed too strongly if 
participation is the goal. The findings 
of the NASW study and other work 
referenced in this paper all point to 
the fact that participation is most en­
hanced if people have a sense of 
closeness and personal affiliation 
with the other members of the or­
ganization or group. 

Guideline 8: The achievements of mem­
bers should be recognized both 
publicly and within the organization. 
Such recognition provides both tan­
gible and intangible rewards, 
through the use of such devices as 
media announcements about mem­
bers' contributions, award cere­
monies, letters of recognition, and 
in-house commendations at meet­
ings or conferences. All of these 
serve to accord status within the or­
ganization, and to some extent out­
side the organization as well. 

Guideline 9: The structures, process, pro­
grams, and policies of an organiza­
tion each serve to enhance or inhibit 
participation. Participation is en­
hanced when decision making is 
broadly based in the organization, 
when communication flows easily 
from top to bottom and vice versa, 
and when the organization provides 
interpersonal supports. Further, par­
ticipation is enhanced when the or­
ganization's policies and programs 
appear to participants to be relevant 
to the organization's and the mem­
bers' goals and aspirations. 

These guidelines provide a framework 
for thinking about how to encourage and 
enhance participation, but they do not 
provide a clear-cut model that can be 
applied to every organization or to every 

organizational situation. Fostering partici­
pation through encouraging identification 
and proprietorship is an individualized 
process that must take into account the 
nature of the organization, its goals and 
purposes, its environment, the nature of 
the potential and actual affiliates to be 
enlisted in the participation energy and 
time to the process. The process requires 
conscious planning and continous activity 
on the part of the leaders, and unless the 
process becomes institutionalized in the 
organization, it will quickly lose its impact. 

SUMMARY 
Sustained participation in organization 

is viewed as a function of member iden­
tification and sense of proprietorship 
growing out of the attainment of intangi­
ble rewards such as a personal feeling of 
affiliation, opportunities to develop one's 
professional capacities, opportunities to 
achieve status, etc., as opposed to attain­
ing such tangible rewards as newsletters 
and low-cost insurance. 

A participation model based on the 
concept of organizational proprietorship 
has been developed and tested in one 
organization. This model separates out 
rewards that lead to sustained member­
ship (tangible rewards) and those leading 
to sustained participation (intangible re­
wards). 

The model appears to have applicabil­
ity in a number of organizational contexts 
including local and regional organiza­
tions, organizational sub-groups such as 
Boards of Directors or committees, and 
staff complements within organizations. 

Nine guidelines for enhancing partici­
pation in organizations are provided, to­
gether with illustrative comments on the 
implementation of the guidelines. 

The concept of identification and pro­
prietorship provides one explanation of 
the process that occurs when individuals 
who are affiliated with an organization 
elect to be actively involved in the life 
of the organization. They identify with the 
organization and with other members, 
they exhibit a sense of responsibility for 
the organization, they derive intangible 
rewards which lead them to developing 
a feeling of shared ownership (proprietor­
ship) of the organization, thus further par­
ticipation ensues. 
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Situational Facilities and Volunteer Work 
Paul Colomy, Huey~tsyh Chen and Gregg L. Andrews 

INTRODUCTION 
Many investigations of volunteer moti­

vation focus primarily on the intrinsic and 
extrinsic rewards individuals secure 
through volunteering. Historically, intrin­
sic rewards, including the altruistic desire 
to help others, the need to feel useful, 
and the willingness to contribute to the 
community's welfare, have received the 
most attention. More recently, however, 
several economists and other behavioral 
scientists have argued that more material, 
utility maximizing, extrinsic rewards--e.g., 
acquiring skills, creating personal net­
works that can subsequently be used to 
advance one's employment prospects, or 
"shadow wages" in the form of tax sav­
ings--constitute an important impetus for 
volunteering. (For useful reviews of the 
pertinent literature see Schram (I 985 ), 
Van Til (1985) and Smith (1981)). 

The scholarly examination of intrinsic 
and extrinsic rewards makes an important 
contribution to our understanding of what 
individuals expect or anticipate from their 
participation as volunteers. The findings 
of that research are particularly important 
to volunteer administrators interested in 
recruiting new volunteers, retaining exist­
ing volunteers, and increasing the level 
of satisfaction that accrues to individuals 
through volunteering. Knowledge about 
intrinsic and extrinsic rewards, then, pro­
vides a basis for creating or altering pro­
grams in order to increase volunteer re­
cruitment, retention, and satisfaction. 

At the same time, however, our collec­
tive experience as volunteers and as ad­
ministrators of volunteer programs 
prompted us to ponder whether impor­
tant factors that affect volunteers' morale 
and their continued participation were 
being inadvertently omitted from consid­
eration by the heavy emphasis on intrin­
sic and extrinsic rewards. In our experi­
ence, volunteers' informal discussions 

and watercooler chitchat evince as much 
concern for the way volunteer agencies 
are administered and organized as for in­
trinsic and extrinsic rewards. 

A careful perusal of several studies in­
dicated that our experientially based in­
tuition about the significance of the struc­
ture of volunteer organizations and their 
constituent roles has received some 
scholarly attention, though often that at­
tention has been sporadic and parenthet­
ical. For example, Deegan and Nutt(1975) 
discovered that the lack of clearly defined 
responsibilities is a source of dissatisfac­
tion for hospital volunteers. Similarly, 
Gidron's (1983) pioneering research on 
volunteer satisfaction found that "job con­
text" factors such as adequate supervi­
sion, assistance from professional staff, 
and convenience in terms of hours and 
location represented important deter­
minants of how satisfied individuals were 
with their volunteer work. In a more gen­
eral way, Johnson ( 1973:45) has advised 
that the volunteer agency and the particu­
lar job fulfilled by an individual volunteer 
should be viewed as important determin­
ants of motivation. 

On the bases of our own experience 
and previous research we designed an 
exploratory study to determine the de­
gree of perceived importance volunteers 
attach to the organizational and often 
mundane, pragmatic conditions that af­
fect volunteer work. Borrowing from the 
work of an eminent sociologist, we have 
adopted the umbrella term situational 
facilities to refer to these organizational and 
pragmatic conditions (Smelser, 1962). De­
fined formally, situational facilities desig­
nate "the means and obstacles which 
facilitate or hinder the attainment of con­
crete goals in the role or organizational 
context" (ihid.:28). 

Our research was guided by two orient­
ing questions. First, we wanted to assess 
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how important or significant volunteers 
regard situational facilities relative to in­
trinsic and extrinsic rewards. Second, we 
wanted to determine whether the per­
ceived significance of specific dimensions 
of the situational facility concept varies 
by the role a volunteer occupies in a vol­
unteer agency or by the type of program 
in which s/he participates. 

Sample and Method 
The two issues described above were 

assessed by means of data collected 
through a mail survey. A questionnaire 
was sent to five hundred persons who 
had been randomly selected from all the 
names listed as volunteers between 1980 
and 1984 in the Voluntary Action Center 
of a medium-sized midwestem communi­
ty. Three different types of volunteers re­
ceived questionnaires: fifty administra­
tive volunteers, 200 Volunteer Case 
Aides, and 250 Retired Senior Volunteers. 
A brief discussion of each type of volun­
teer follows. 

Administrative volunteers are gener­
ally involved in agency policy and deci­
sion making through participation on 
committees, task forces, review commit­
tees, and/or Boards of Trustees/Directors. 
The administrative volunteers in this 
sample served as members of the Volun­
tary Action Center governing body, the 
VAC Council, between 1980 and 1984. 

The Volunteer Case Aide Program and 
the Retired Senior Volunteer Program op­
erate as initial points of contact for indi­
viduals seeking a volunteer experience. 
Following an orientation and general 
training program, the vast majority of 
these volunteers are referred to any one 
of the numerous health and human serv­
ice agencies to provide direct service to 
clients or auxiliary support services to 
paid, professional staff members. 

The Volunteer Case Aide Program re­
cruits, screens, and trains volunteers 
under the age of 60 for community service. 
An eight week training session is con­
ducted twice per year to provide prospec­
tive Case Aides with an introduction to 
volunteer service and appropriate train­
ing. Following completion of that training, 
the volunteer is placed with the agency 
that best complements her/his needs. 
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The Retired Senior Volunteer Program 
provides placement and referral to per­
sons aged 60 and over in community vol­
unteer service. A basic orientation and 
some general training are provided, 
though most of the necessary instruction 
is supplied by the organization in which 
the volunteer is placed. This program is 
the only volunteer program that provides 
direct reimbursement for out-of-pocket 
expenses-i.e., food and transportation 
costs. 

In an effort to secure a high response 
rate, a two-wave procedure was utilized. 
Mailed in November 1985, the initial 
packet included a letter from the research 
team explaining the project and request­
ing the volunteer's assistance, a personal 
letter of support for the project from the 
director of the program with which the 
volunteer was affiliated, the question­
naire itself, and a self-addressed, 
stamped return envelope. Three weeks 
later the second wave was sent to all in­
dividuals in the sample. 

The survey included an item designed 
to elicit volunteers' perceptions of the re­
lative importance of twenty different di­
mensions of volunteer work. That item 
asked respondents to rate how important 
each of the twenty features of volunteer 
work are in any volunteer job they might 
have. There were four response 
categories for each dimension: I - not at 
all important; 2 - not too important; 3 -
fairly important; 4 - very important. The 
twenty dimensions of volunteer work, in 
tum, were designed to measure the three 
aspects of volunteer work we described 
earlier, viz, situational facilities, intrinsic 
rewards, and extrinsic rewards. The di­
mensions denoting situational facilities 
included: clearly defined respon­
sibilities, competence of immediate 
supervisor, appropriate guidance pro­
vided by supervisor, reasonable work 
schedule, suitable workload, pleasant 
physical conditions, and convenient 
travel to and from work. The dimensions 
denoting intrinsic rewards included: 
helping others, interesting work, doing 
the things I do best, seeing the results of 
my work, developing special skills or 
abilities, freedom to decide how to get 
the work done, and challenging problems 
to solve. The dimensions denoting extrin-



sic rewards included: opportunity to 
move to paid employment, reimburse­
ment for out-of-pocket expenses, 

The survey included an item designed 
to elicit volunteers' perceptions of the rel­
ative importance of twenty different di­
mensions of volunteer work. That item 
asked respondents to rate how important 
each of the twenty features of volunteer 
work are in any volunteer job they might 
have. There were four response 
categories for each dimension: I - not at 
all important; 2 - not too important; 3 -
fairly important; 4 - very important. The 
twenty dimensions of volunteer work, in 
turn, were designed to measure the three 
aspects of volunteer work we described 
earlier, viz., situational facilities, intrinsic 
rewards, and extrinsic rewards. The di­
mensions denoting situational facilities 
included: clearly defined respon­
sibilities, competence of immediate 
supervisor, appropriate guidance pro­
vided by supervisor, reasonable work 
schedule, suitable workload, pleasant 
physical conditions, and convenient 
travel to and from work. The dimensions 
denoting intrinsic rewards included: 
helping others, interesting work, doing 
the things I do best, seeing the results of 
my work, developing special skills or 
abilities, freedom to decide how to get 
the work done, and challenging problems 
to solve. The dimensions denoting extrin­
sic rewards included: opportunity to 
move to paid employment, reimburse­
ment for out-of-pocket expenses, volun­
teer recognition, working with a profes­
sional staff, chance to make new friends, 
and working with a respected community 
organization. 

Two hundred and sixty two completed 
questionnaires were returned, producing 
a response rate of 52%. The response rate 
of each sub-group in the sample was 
roughly similar: 50% for administrators, 
51 % for case aides, and 54% for retired 
seniors. 

FINDINGS 
The findings, reported in terms of mean 

scores for each of the three general di­
mensions of volunteering, indicate that 
intrinsic rewards (mean score of 3.4) are 
regarded as most significant, with situa­
tional facilities (3.32) a close second, and 

extrinsic rewards (2.65) following a bit 
more distantly. Relative to intrinsic and 
extrinsic rewards, then, these data indi­
cate that situational facilities, in general, 
are regarded by volunteers as a very im­
portant aspect of their volunteer work. 

Table I provides a more detailed pic­
ture of where the individual items that 
comprise the situational facility concept 
stand relative to one another and in com­
parison to the items comprising the intrin­
sic and extrinsic reward concepts. As that 
table indicates, the most highly ranked 
situational facility items are clearly de­
fined responsibilities, competence of the 
immediate supervisor, and appropriate 
supervisor guidance. All three of these 
items are ranked in the highest quartile 
of the twenty items to which subjects re­
sponded. Though not ranked as highly, 
reasonable work schedule and .a suitable 

TABLE I 
Rank and Mean Scores of Individual 

Items for All Volunteers 

Rank 
I. Helping Others 
2. Clearly Defined Responsibilities 
3. Interesting Work 
4. Competence of Immediate 

Supervisor 
5. Supeivisor Guidance 
6. Seeing Results of My Work 
7. Working with a Respected 
Community Organization 

8. Reasonable Work Schedule 
9. Doing the Things I Do Best 

I 0. Suitable Workload 
11. Freedom to Decide How 

to Get Work Done 
12. Chance to Make Friends 
13. Pleasant Physical Surroundings 
14. Opportunity to Develop Special 

Skills/ Abilities 
15. Challenging Problems to Solve 
16. Convenient Travel to and 

from Volunteer Work 
17. Opportunity to Work with 

Professional Staff 
18. Volunteer Recognition 
19. Adequate Reimbursement of 

Out-of-Pocket Expenses 

Mean• 
3.83 
3.58 
3.53 

3.51 
3.47 
3.46 

3.43 
3.41 
3.39 
3.22 

3.21 
3.20 
3.17 

3.09 
3.05 

2.94 

2.88 
2.49 

20. Chance to Move to Paid Employment 
2.07 
1.50 

Overall Group Mean 3.12 

•volunteers were asked: "We would like to know 
how important to you each of these things are in 
any volunteer job you might have." Respondents 
then circled a number corresponding to one of the 
following responses: I. Not at all important; 2. Not 
too important; 3. Fairly important; 4. Very !mportant. 
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workload are also regarded as important. 
In the lower half of the ranking we find 
that less concern is attributed to pleasant 
physical surroundings and convenient 
travel to and from work, respectively. 
These more detailed data, then, reaffirm 
our earlier conclusion, that individuals re­
gard situational facilities as an important 
feature of their volunteer activities. 

Our second orienting question is 
whether there are any appreciable differ­
ences between the three types of volun­
teers-administrative volunteers, case 
aides, and retired seniors--in terms of 
the situational facility items they regard 
as being most significant. Table II pre­
sents the rank and mean scores of indi­
vidual situational facility items by type 
of volunteer. These data reveal both com­
monalities and differences across groups. 
With regard to the similarities that obtain 
across all three groups of volunteers, 
clearly defined responsibilities are 
ranked high by each type of volunteer, 

TABLE II 
Rank and Mean Scores of Situational 

Facility Items by Type of Volunteer 

(A) Administrative Volunteers 
Rank Mean 

4. Suitable Workload 3.52 
5.Clearly Defined Responsibilities 3.52 
6. Reasonable Work Schedule 3.43 

11. Competence of Immediate 
Supeivisor 3.37 

12. Appropriate Supeivisor Guidance 3.32 
16.ConvenientTravel 2.79 
17. Pleasant Physical Surroundings 2.77 

(B)CaseAides 
Rank Mean 

2. Clearly Defined Responsibilities 3.69 
4. Competence of Immediate 
Supeivisor 3.57 

7. Appropriate SupeivisorGuidance 3.49 
9. Reasonable Work Schedule 3.46 

I I. Suitable Work Load 3.32 
16. Pleasant Physical Surroundings 3.12 
17. Convenient Travel 3.04 

(C)Seniors 
Rank Mean 

2. Clearly Defined Responsibilities 3.51 
3. Competence of Immediate 
Supeivisor 3.50 

4. Appropriate Supeivisor Guidance 3.49 
8. Reasonable Work Schedule 3.36 

I 0. Pleasant Physical Surroundings 3.29 
13. Suitable Work Load 3.09 
14. ConvenientTravel 2.89 
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while convenient travel and pleasant 
physical surroundings tend to be ranked 
toward the bottom. 

The data also reveal two major differ­
ences between volunteer groups. For ad­
ministrative volunteers, issues having to 
do with a suitable workload and work 
scheduling seem to be particularly impor­
tant. On the other hand, authority related 
issues-competence of one's immediate 
supervisor and appropriate supervisor 
guidance-are slightly less important. For 
case aides and seniors, the order of these 
dimensions is reversed. Both of these 
groups impute slightly greater impor­
tance to authority relations and accord 
somewhat less significance to workload 
and scheduling issues. 

In sum, the data indicate that all the 
volunteers examined in this study attri­
bute considerable importance to clearly 
defined responsibilities while imputing 
less significance to convenient travel and 
physical surroundings. Important differ­
ences do obtain, however, between ad­
ministrative volunteers, on the one hand, 
and case aides and seniors, on the other, 
with the former group according workload 
and scheduling issues slightly greater sig­
nificance and the latter group giving au­
thority related issues slightly higher rank­
ing. 

DISCUSSION 
Perhaps the single most important find­

ing reported in this study is the relatively 
high importance volunteers accord situa­
tional facilities. The high ranking and high 
mean score of situational facilities are evi­
dent both for the sample as a whole and 
for each of the three sub-groups of volun­
teers. In addition to the intrinsic and ex­
trinsic incentives associated with volun­
teer work, then, it appears that individu­
als strongly desire conditions and organi­
zational settings that facilitate effective 
and efficient volunteer work. 

This conclusion has both practical and 
theoretical implications. In a pragmatic 
vein, the findings reported here under­
score the importance of situational 
facilities for constructing an appealing 
volunteer program. Previous literature 
emphasizes incentives-e.g., the desire 
to act altruistically or an interest in secur­
ing paid employment-over which direc-



tors of volunteer programs cannot always 
exercise substantial control. By contrast, 
it may be more feasible for directors to 
alter the organizational and role condi­
tions affecting job performance in a way 
that makes volunteer programs more ap­
pealing to current and prospective partic­
ipants. 

Theoretically, the relatively high impor­
tance volunteers attach to situational 
facilities may be pertinent to the distinc­
tion often made between reasons for in­
itially joining a volunteer program and 
reasons for continued participation. It 
seems reasonable to hypothesize that 
situational facilities may not be an espe­
cially salient consideration when indi­
viduals contemplate volunteering for the 
first time. However, once such participa­
tion is initiated, situational facilities may 
figure more prominently in the sub­
sequent decision about whether to con­
tinue volunteering. Indeed, the high rank­
ing accorded situational facilities become 
more salient as volunteer experience in­
creases is an issue worthy of further inves­
tigation. 

The findings also indicate some vari­
ation in the relative importance that the 
three groups of volunteers impute to dif­
ferent dimensions of the situational facil­
ity concept. For example, administrative 
volunteers are more concerned with se­
curing a suitable workload and a reason­
able work schedule. The high ranking ad­
ministrators accord these items appears 
to suggest that "discretionary time" is 
more likely to be regarded as a scarce 
commodity by this type of volunteer and, 
therefore, the allocation of that time con­
stitutes a more critical issue. By contrast, 
administrative volunteers give less em­
phasis to authority relationships. Occupy­
ing authoritative positions in the volun­
teer organization, administrative volun­
teers apparently do not regard authority 
relationships as especially salient or 
problematic. 

On the other hand, both case aides and 
retired seniors assign a relatively higher 
rank to authority relations. In a context 
where they have relatively little authority 
and where those in charge may be uncer­
tain about both how to supervise those 
who are not being remunerated for their 
services and the exact types of services 

they would like volunteers to perform, the 
very nature of authority relationships be­
comes problematic. 

In accord with some previous work (e.g., 
Oldham, 1979; Pearce, 1982) our data 
suggest, then, that authority relationships 
are a particularly sensitive issue in volun­
teer work. Thoroughly aware that they are 
providing a "gift" of their time and re­
sources for which they are not being re­
munerated, volunteers apparently expect 
to be treated in a manner significantly 
different from the typical employee. Ac­
cordingly, authoritative commands seem­
ingly not informed by an awareness that 
volunteers are donating their services 
and are not employees may be regarded 
as illegitimate. At the same time, volun­
teers desire clearly defined respon­
sibilities and in many cases recognize that 
in order to perform their work effectively, 
appropriate supervisor guidance is es­
sential. However, the way in which that 
guidance is provided and the way in 
which it reflects an awareness of volun­
teers' distinctive non-employee status, 
remains problematic. 

CONCLUSION 
This paper indicates that in comparison 

to the more frequently studied intrinsic 
and extrinsic rewards, situational facilities 
are perceived as a very important dimen­
sion of volunteer work by administrative 
volunteers, case aides, and retired 
seniors. We recommend that this feature 
of volunteer work be given greater atten­
tion in the future and, more specifically, 
that the relation between situational 
facilities and the decision about whether 
to continue volunteering be subject to 
further empirical study. Finally, this re­
port underscores the critical nature of au­
thority relations in volunteer work, espe­
cially for those whose work is subject to 
supervision. More intensive examination 
of this issue may well prove worthwhile. 
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Change is Perfection 
Karla A. Henderson, Ph.D 

An Old Chinese proverb states "May 
you be cursed to live in interesting times." 
By this saying, people who work with vol­
unteers are cursed. These are interesting 
times and changes are occuring in numer­
ous aspects of society, including volun­
teering. A way to think about change posi­
tively is to note the quote by Bach in 
Illusions where he states: "Change is per­
fection; the sea and sky are changing 
every second, but they are always a per­
fect sea and sky." 

The purpose of this paper is to describe 
three trends which exemplify the changes 
occuring in volunteering. While some 
drawbacks to these changes may exist, it 
is the author's contention that each of 
these trends is leading volunteer coor­
dinators closer to perfection in under­
standing volunteer motivations and how 
volunteers can be most effectively 
utilized. These three trends include the 
following: 

I. New definitions of volunteering are 
emerging. 

2. Concepts of marketing are being 
applied to volunteering. 

3. More potential volunteers exist 
today than ever before. 

This is a time of changing values, a time 
of moving from conformity to pluralism, 
from quantity to quality, rootedness to 
mobility, from long-term to short-term 
(Schindler-Rainman, 1982). Threats exist 
to volunteerism. On many fronts, human 
service agencies are being called upon 
to do more with less. Hard economic 
times place a burden on everyone, volun­
teers and agencies alike. Human service 
providers wonder where money will come 
from and if, in fact, money can solve the 
problems that confront society. The pri­
vate sector is called upon to play a bigger 
role. It appears that there are fewer tradi­
tional volunteers; volunteer motivations 
seem to have changed. 

Volunteers are neither the scourges nor 
the saviors of agencies. Volunteers can 
be the best allies and most effective 

workers and they can be terrible 
headaches and dreadful disappoint­
ments--they are often a mixture of these 
qualities. Scheier (1978) has proposed 
that volunteering integrates the best and 
most powerful values in our society­
pride in the dignity of work, the opportu­
nity to participate in what affects us, the 
freedom of choice and expression of it, 
the actualizing of an ethic of care, and the 
underlying belief in the worth and power 
of individuals with the notion that one 
person can make a difference. The under­
lying assumption of this paper is that the 
changes occuring in volunteering will en­
able volunteer coordinators and volun­
teers to move to greater perfection. 

NEW DEFINITIONS OF 
VOLUNTEERING ARE EMERGING 

Two common quotes about volunteer­
ing suggest that "when people volunteer, 
they call on themselves to see if anyone 
is home" and "volunteerism involves 
doing what you can with everyone wel­
come to try". These notions are as true 
today as they were ten years ago, but our 
perceptions of what it means to be a vol­
unteer are expanding. Volunteers con­
tinue to believe that individual action can 
make a difference as they give of their 
resources, time, and energy. 

Changes in the traditional volunteer 
definition include a new understanding 
of volunteering as more than the "Lady 
Bountiful" phenomenon. Volunteers are 
now seen in a variety of roles including 
direct helpers as well as decision makers, 
connectors or linkers, social action cause 
agents and monitors and supervisors of 
other volunteers. Volunteers are oriented 
toward service, issues (citizen advocacy). 
community/self-interest, occupational/ 
self-interest, and philanthropic/fund rais­
ing. 

Volunteers are seen in both formal and 
informal settings. Some have specific job 
descriptions while others might be classi­
fied as "lend-a-hand" volunteers. Organi­
zations are moving toward both short­
term (single event) as well as long-term 
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( commitment over a period of time) posi­
tion descriptions. The days of volunteer­
ing in the same position year after year 
have been replaced by expecting oppor­
tunities for short-term volunteering. Vol­
unteers participating in "self-help" 
groups are also a growing phenomena 
where people are taking responsibility for 
their own work and involvement on behalf 
of themselves and others. 

Schei er (I 980) has proposed IO major 
participation styles of volunteers. These 
styles offer important insights to the 
changing nature of volunteers; the 
dichotomies suggest ways that volunteers 
may function within each participation 
style. For example, traditionally volun­
teers may have served continously as indi­
viduals in direct service. Today a volunteer 
may be a part of a group that volunteers 
occasionally from outside the system. Many 
possibilities exist as illustrated by the di­
mensions which Scheier identifies: 

continuous 
as individuals 
direct 
participation action 
organized, formal 

via work 
for others 
accept system 

rules 
from inside the 

system 
lose-money 

occasional 
as a group 
indirect 
observation 
informal, 

unstructured 
via gift-giving 
self-interest 
address system 

rules 
from outside the 

system 
break-even 

One of the major changes exhibited by 
volunteers includes a more self-oriented 
versus service-oriented motivation for 
volunteering. The notion of "enlightened 
self-interest" offers a broadened ap­
proach to understanding volunteer moti­
vation. Some people are looking for the 
self-actualizing possibilities as opposed 
to the "repayment of debt". This trans­
lates into self-actualizing outcomes being 
sought such as learning, excitement, and 
growth; volunteers do not have totally 
overflowing altruistic motives but are 
seeking self-growth, work experience, 
self-esteem, enjoyment, relationships 
and affiliations with others, and contribu­
tions to their goals (Briggs, 1982). Most 
volunteer activity is a result of multiple 
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causations, with altruism as a very minor 
factor (Gidron, 1983). 

Broadened definitions of what volun­
teers do and emerging motivations for in­
volvement are changes that are evident 
in today's volunteer world. These changes 
will provide more opportunities for 
people to become involved in volunteer­
ing if they are "marketed" in an appropri­
ate way. 

CONCEPTS OF MARKETING 
ARE BEING APPLIED TO 
VOLUNTEERING 

Local volunteers and volunteer groups 
are in a buyer's market (Ray, 1982). It is 
becoming more important to determine 
what volunteer organizations are trying to 
"sell" and what people are willing to buy. 

The concept of "marketing" may have 
negative connotations to some people. 
In this case, the term is used in a generic 
way to include the process of planning, 
making contacts, and getting people to 
help. Using the marketing approach to get 
volunteers is superior to digging up vol­
unteers anywhere or waiting for them to 
call. 

The success of volunteer recruitment 
depends on l ) having something worth­
while for volunteers to do, 2) identifying 
sources of volunteers, and 3) getting the 
message across by asking (Ellis, 1985). 
The term marketing refers to what is of­
fered volunteers in exchange for their gifts 
of energy, resources, and time (Vineyard, 
1984). Drucker stated, 

The aim of marketing is to make selling 
superfluous ... to know and under­
stand the customer so well that the 
product or service fits the person and 
sells itself. Ideally marketing should re­
sult in a customer who is ready to buy. 
The "marketing mix" refers to four as-

pects: product, pncmg, distribution 
(place), and promotion. The product is 
what volunteer positions are available­
the jobs or tasks. The pricing refers to the 
value of the service provided. Distribu­
tion or place addresses where the volun­
teer opportunity is offered. Promotion re­
lates to the advertising or the actual com­
munication of the product, price, and 
place. When applying the marketing mix 
it is necesary to know something about 
the potential "buyers," the volunteers---



how many will be needed; where they 
live; what they do; their attitudes, values, 
and feelings; the way they govern them­
selves; the importance placed on volun­
teering; the social and human problems 
the potential volunteers face; and the 
societal, organizational and technological 
forces impacting on them (Allen, Mccur­
ley, & Mosel, 1981 ). 

The volunteer coordinator must be 
user-oriented with an understanding of 
the exchange relationship that will mutu­
ally benefit the volunteer as well as the 
organization. The coordinator must also 
be aware of the barriers which will impede 
the volunteer such as lack of transporta­
tion, child care, parking, training materi­
als, physical disabilities and the like. 

Emphasizing the marketing mix offers 
a way to access and increase volunteer 
resources. Most of the mix is common 
sense, but it provides a basis for further 
legitimizing the value of volunteering and 
the need for careful management. This 
leads to the recruitment of potential vol­
unteers. 

MORE POTENTIAL VOLUNTEERS 
EXIST TODAY THAN 
EVER BEFORE 

Some volunteer coordinators think that 
not enough volunteers exist. Enough vol­
unteers may not exist but there certainly 
are enough potential volunteers. Recruit­
ing volunteers is a form of public relations 
and reflects the philosphy and character 
of the agency. No easy answers exist to 
seeking new volunteers. There are no 
easy alternatives to maintaining an active, 
ongoing, recruitment plan. 

Despite all the techniques suggested 
for recruiting volunteers, the best way to 
get them is to ASK. No amount of new 
technology is going to make recruiting any 
easier. However, it is easy to get into 
habits of asking the same people time 
after time to be involved with volunteer 
activities. Volunteering becomes habit­
forming to some people, but volunteer 
coordinators, as the askers, can become 
habit bound. The diversity of people who 
are potential volunteers must be continu­
ally addressed. 

The apparent decline in the number of 
volunteers is often blamed on women, 
the traditional volunteers. As women 

have become employed outside the 
home, they have been less available. 
Rather than to decry this aspect, this 
change can open a new area of potential 
volunteers. Because there are fewer tradi­
tional volunteers and more agencies com­
peting for the volunteers, volunteer coor­
dinators may need to look at restructuring 
tasks to accomodate a variety of potential 
volunteers. Tasks may need to be made 
more relevant and job descriptions may 
need to be rewritten. 

A number of groups might be consid­
ered in looking for the new volunteers. 

• The elderly-twenty years ago we 
heard nothing about the elderly volun­
teering and today older persons com­
monly volunteer. Retirees may be anxious 
to help. Talking to people going through 
pre-retirement counseling/training might 
be a useful first step in recruiting good 
older volunteers. 

• Former clients or participants­
many studies show that the majority of 
4-H volunteers are former members (Hen­
derson, 1979). 

• Non-joiners-How do we know 
someone is not just waiting to be asked 
to become involved? These are the vol­
unteers who need to be specifically 
ASKED. 

• Men-women may have traditionally 
had the "comer" on volunteering, but that 
is no longer true. 

• Minorities-since many volunteer 
coordinators are of the majority race of 
an area, it is easy to focus on the majority 
race as a source of volunteers. lntercul­
tural volunteering may offer many pos­
sibilities within an organization but it will 
require a targeted effort. 

• Persons lacking formal education­
organizations may rely on traditional ways 
of recruiting which appeal to those who 
are educated. For many volunteer tasks 
where a high level of education is proba­
bly not necessary, a non-traditional re­
cruitment approach which is geared to the 
less educated may be effective. 

• Low-income persons 
• Unemployed-volunteering can be a 

way to gain new skills, not to mention fill 
time. 

• The young-youth (individuals, stu­
dents and in groups) have a lot to give 
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but they need to learn how they can con­
tribute to society. 

• The handicapped 
• Institutionalized 
• People on alternative work 

schedules such as those on shift work, 
evening schedules, split shifts-a volun­
teer coordinator may need to actually go 
to those work places to do the recruiting 
(Ellis, 1985). 

• Working people-every study and 
poll of the last 20 years shows that volun­
teers are likely to be working for pay as 
well as volunteering (Ellis, 1985). Those 
who are working should not be dis­
counted as potential volunteers. Many 
people who are dissatisfied with their em­
ployment would love to find a volunteer 
activity to give them additional satisfac­
tion and meaning. On-the-job recruiting 
may be another technique that has not 
been completely tapped. 

• Mothers-perhaps child care could 
be provided while a mother volunteers 
her time or perhaps the mother and child 
could volunteer together. A volunteer 
family might be an important new 
"group." 

• Transitional persons-those who are 
recovering from illnesses or rehabilitation 
programs may have a lot to offer a volun­
teer program. 

• Those in community service or alter­
native sentencing programs 

• Religious service groups 
• Self-help groups-groups can be a 

tremendous asset for volunteering and 
tend to be a phenomenon of the present. 
Getting a club or organization to take re­
sponsibility for specific volunteer duties 
may be very beneficial. 

• Corporate volunteers-a major new 
trend is to encourage corporations to pro­
vide volunteers and to be responsible for 
various volunteer activities. These corpo­
rations are frequently interested in mak­
ing many contributions to the community 
and employee volunteering is a way that 
is not necessarily a direct expense. 

Attracting the new volunteers will not 
be easy. There is no "quick fix" and re­
cruitment can not be isolated from the 
rest of volunteer management (Vineyard, 
1984). The use of recruitment teams, ap­
propriate training, and the marketing mix 
will all help identify potential volunteers. 
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CONCLUSIONS 
Other examples of changes and chal­

lenges which will lead volunteerism into 
perfection could be cited. None of these 
changes will result in perfection over­
night. However, it appears to this author 
that redefinitions of volunteering, market­
ing approaches, and potential volunteers 
will provide some expanding possibilities 
within the field of volunteerism. 

If those of us who work with and through 
volunteers remain open to new ideas 
about the phenomenon of volunteering, 
use marketing and planning techniques, 
and see all people as possible volun­
teers, we may find that the changes will 
lead us to better programs and ultimately 
to perfection. "Change is perfection; the 
sea and sky are changing every second, 
but they are always a perfect sea and sky." 
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( __ L_ett_ers_) 

Editor: 
Having read a few articles in the very 

informative and interesting Journal of Vol­
unteer Administration, I feel that it is time 
to write about volunteerism as experi­
enced by a 69 almost 70 years old some­
what retired minister. 

I am likening my experiences to a ride 
on the roller coaster, presenting ups and 
downs, thrills and chills, breath-taking ex­
periences and then reflecting a bit on the 
past ride or rides and anticipating new 
rides. 

Not everyone is called to the volunteer 
experience, not everyone will ride a roller 
coaster, either. Some will even speak of 
their desire to volunteer, but never take 
the ride! I have no animosity to those 
who do not jump aboard; they march to 
another drummer's beat. They, too, are 
satisfied and happy at what they are 
doing and just never get around to discov­
ering an experience, an aspect, a venture 
that includes people of all walks of life 
and all levels of income. They somehow 
or other hear a call that is undeniably 
irresistible, a call which when answered 
fulfills an already busy and complete life 
with experiences that at least for this 
writer are likened unto a roller coaster 
ride. 

My start on this ride began in Mil­
waukee, Wisconsin wherein two experi­
ences of volunteerism have remained 
with me as real thrills and influential in 
coaxing me to ride some more. These two 
experiences, as others which will be re­
lated, are high points on the ride and 
they are prior to my first life changing 
volunteer act-that was joining the Army 
Air Force in October of 1940. 

The two experiences referred to above 
were gathering magazines to bring to the 
Rescue Mission. I volunteered to head a 
youth drive for magazines at age 14; and 
the other was also with a youth group that 
volunteered to landscape the new church 
property (at age 15) as two churches in 
Milwaukee merged to move to a new lo­
cation and begin a new church. To be part 
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of these two volunteer programs; to set 
goals and reach them; to be appreciated 
and included in the planning was an in­
delible experience I shall never forget. 

Once in the Army Air Force as a volun­
teer, I do not recall volunteering for any­
thing else while in the service but once, 
which found me overseas and sharing 
New Guinea with a formidable enemy 
early in 1942. 

The once was in an Eastern Arkansas 
town where some of us on maneuvers 
about four months before Pearl Harbor 
volunteered to attend a dance. On the 
way to the dance, I met a girl, a very spe­
cial one who three years later became my 
wife. This volunteering for that dance be­
comes the highest point of the roller 
coaster ride. Other high points would 
follow: i.e., volunteering for work in the 
State Office of Volunteerism in 1982; 
placing volunteer recruiting booths in 
all but three or four of the counties in 
Arkansas; in 1986 being selected as one 
of the outstanding volunteers of the 
state; and also as 1987 began, to be 
asked by the State Office of Volun­
teerism to travel with my wife as volun­
teers to encourage groups in all the 
counties of the state to form councils 
with representatives from all organiza­
tions that use volunteers. Meeting dedi­
cated and committed people certainly 
is one of the high points of the ride, 
breath-taking and exciting. 

But the roller coaster has its downs as 
well as the high points: volunteering for 
a program for five years and not one 
note of appreciation as it ended; coming 
in one day and finding another in your 
chair in another program that you had 
been occupying for five months and no 
explanation as the Volunteer Coor­
dinator stared at me but said not a word 
and the one in the chair I had occupied 
acting unconcerned. On another occa­
sion in another volunteer situation, an 
administrator asked the secretary to 
write a very short letter terminating the 
volunteer endeavor it took four months 



to organize as I interviewed 40 people 
to enlist seven. Without a word of thanks. 

So the ride has been up and down 
like a roller coaster; but five years be­
fore I retired, I volunteered to enter a 
Doctorate program and 15 days before 
I retired I received my degree .... This 
last year with I my wife I at my side in 
our duo-volunteer adventure has been· 
thrilling and exciting and the ride has 
been worth the price paid: the invest­
ment of time and talent, experience and 
commitment to the calling of volun­
teerism. Not for everyone, but thanks 
be unto God, for me and also for my 
wife. What a ride. 

The Rev. Dr. James A. Mitchell 
38 Elmhurst 
Little Rock, AR 72209 
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I. CONTENT 

THE JOURNAL OF 
VOLUNTEER 

ADMINISTRATION 
P.O. Box 4584 •Boulder CO 80306 • 303 497-0238 

GUIDELINES FOR SUBMITTING MANUSCRIPTS 

A. THE JOURNAL OF VOLUNTEER ADMINISTRATION provides a forum for the exchange of ideas and 
the sharing of knowledge about volunteer administration. Articles may address practical concerns in 
the management of volunteer programs, philosophical issues in volunteerism, and significant applicable 
research. 
B. Articles may focus on volunteering in any type of setting. In fact, THE JOURNAL encourages articles 
dealing with areas less-visible than the more traditional health, social services, and education settings. 
Also, manuscripts may cover both formal volunteering and informal volunteering (self-help, community 
organization, etc.). Models of volunteer programming may come from the voluntary sector, government­
related agencies, or the business world. 
C. Please note that this JOURNAL deals with volunteerism, not voluntarism. This is an important distinction. 
For clarification, here are some working definitions: 

volunteerism: anything related to volunteers or volunteer programs, regardless of setting, funding base, 
etc. (so includes government-related volunteers) 
voluntarism: refers to anything voluntary in our society, including religion; basically refers to voluntary 
agencies (with volunteer boards and private funding)--and voluntary agencies do not always utilize 
volunteers. 

Our readership and focus is concerned with anything regarding volunteers. A general article about, for 
example, changes in Federal funding patterns may be of value to executives of voluntary agencies, but 
not to administrators of volunteer programs necessarily. If this distinction is still unclear, feel free to 
inquire further and we will attempt to categorize your manuscript subject for you. 
D. THE JOURNAL is seeking articles with a "timeless" quality. Press releases or articles simply describ­
ing a new program are not sufficient. We want to go beyond "show and tell" to deal with substantive 
questions such as: 

-why was the program initiated in the first place? what obstacles had to be overcome? 
-what advice would the author give to others attempting a similar program? 
-what might the author do differently if given a second chance? 
-what might need adaptation if the program were duplicated elsewhere? 

Articles must be conscious demonstrations of an issue or a principle. 
II. PROCEDURE 

A. The author must send three (3) copies of the manuscript to: 
AVA 
P.O. Box 4584 
Boulder, CO 80306 

B. Manuscripts may be submitted at any time during the year, but the following are the deadlines 
for consideration for publication in each issue: 

for the October issue: manuscripts are due on the 15th of July. 
for the January issue: manuscripts are due on the 15th of October. 
for the April issue: manuscripts are due on the 15th of January. 
for the July issue: manuscripts are due on the 15th of April. 

C. With the three copies of the manuscript, authors must send the following: 
I. a one-paragraph biography, highlighting the author's background in volunteerism; 
2. a cover letter authorizing THE JOURNAL OF VOLUNTEER ADMINISTRATION to publish the sub­
mitted article, if found acceptable; 
3. mailing address(es) and telephone number(s) for each author credited. 
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D. Articles will be reviewed by a panel of Reviewing Editors. The author's name will be removed 
prior to this review to assure full impartiality. The review process takes six weeks to three months. 

I. Authors will be notified in advance of publication of acceptance of their articles. THE JOURNAL 
retains the right to edit all manuscripts for basic writing and consistency control. Any need for 
extensive editing will be discussed with the author in advance. Published ms. will not be returned 
and will not be kept on file more than one year from publication. 
2. Unpublished manuscripts will be returned to the authors with comments and criticism. 
3. If a manuscript is returned with suggestions for revisions and the author subsequently rewrites 
the article, the second submission will be re-entered into the regular review process as a new article. 

E. Authors of published articles will receive two complimentary copies of the issue of THE JOURNAL 
carrying their article. 
F. Copyright for all published articles is retained by the Association for Volunteer Administration. 

Ill. STYLE 
A. Manuscripts should be ten to thirty pages in length, with some exceptions. 
B. Manuscripts should be typed, double-spaced on 8½" x I I" paper. 
C. Manuscripts should be submitted with a title page containing title and author and which can be 
removed for the "blind" review process. Author's name should not appear on the text pages, but the 
article title may be repeated (or a key word used) at the top of each text page. 
D. Footnotes should appear at the end of the manuscripts, followed by references listed alphabetically 
(please append an accurate, complete bibliography in proper form). 
E. Authors are advised to use non-sexist language. Pluralize or use he/she. 
F. Contractions should not be used unless in a quotation. 
G. First person articles are acceptable, especially if the content of the article draws heavily upon the 
experiences of the author. This is a matter of personal choice for each author, but the style should be 
consistent throughout the article. 
H. Authors are encouraged to use interior headings to aid the reader in keeping up with a lengthy 
article. This means breaking up the text at logical intervals with introductory "titles." Refer to issues 
of THE JOURNAL for sample headings. 
I. Illustrations (photographs, artwork) will only be used in rare instances in which the illustrations are 
integral to the content of the article. Generally such artwork will not be accepted. 
J. Figures and charts should be submitted only when absolutely necessary to the text of the manuscript. 
Because of the difficulty we have in typesetting figures and charts, authors are requested to submit 
such pieces in camera-ready form. Figures and charts will generally be placed at the end of an article. 

THE JOURNAL OF VOLUNTEER ADMINISTRATION welcomes your interest in our publication. We are 
ready and willing to work collaboratively with authors to produce the best possible article. Please feel 
free to submit outlines or first drafts to receive initial response from us. If your work is not accepted on 
the first try, we encourage you to rewrite your manuscript and resubmit. 
Further questions may be directed either to our administrative offices in Boulder or to Anne Honer, 
Editor-in-Chief (401-294-2749, evenings). 
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THE JOURNAL OF 
VOLUNTEER 

ADMINISTRATION 
P.O. Box 4580 Boulder CO 80306 • 303 497-0238 

Guide to Publishing a Training Design 

When submitting a training design for publication in The Journal of Volunteer Administration, 
please structure your material in the following way: 
TITLE OR NAME OF ACTIVITY 
GROUP TYPE AND SIZE:This should be variable so that as many groups as possible 

can use the design. Optimum group size can be emphasized 
or ways to adapt the design to various group sizes can be 
described. 

LEARNING OBJECTIVES: One or more sentences specifying the objectives of the ac­
tivity. 

TIME REQUIRED: Approximate time frame. 
MATERIALS: List all materials including props, handouts, flip charts, magic markers, 

and audio-visual equipment. 
PHYSICAL SETTING: Room size, furniture arrangement, number of rooms, etc. 
PROCESS: Describe in detail the progression of the activity, including sequencing of 

time periods. Use numbered steps or narrative, but clarify the role of the 
trainer at each step. Specify instructions to be. given to trainees. Include 
a complete script of lecturettes plus details ofthe processing of the activity, 
evaluation, and application. 
If there are handouts, include these as appendix items. Camera-ready 
handouts are appreciated. 

VARIATIONS: If other ways of conducting the design are applicable, describe briefly. 

Include a three or four line biographical statement at the end of the design and any 
bibliographical references showing other available resources. 
Please send three (3) copies of all materials to: THE JOURNAL OF VOLUNTEER ADMIN­
ISTRATION, P.O. Box 4584, Boulder, CO 80306. 
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ANSWERS 

• UPDATE-a bi-monthly newsletter 

Association for 

Volunteer 

Administration 

• THE JOURNAL OF VOLUNTEER ADMINISTRATION-a quarterly profes­
sional journal 

• VOLUNTARY ACTION LEADERSHIP-a quarterly magazine 
• NATIONAL ISSUES UPDATE-a quarterly letter 

VARIED GROWTH OPPORTUNITIES 

• through PARTICIPATION in local and regional cluster 
groups 

• through INTERACTION with other AVA members who are 
leaders in the field of volunteer administration 

• through CONTACT with noted authors, philosophers, 
trainers, educators, researchers, consultants, volunteer 
administrators 

A.ccESS TO PROFESSIONAL DEVELOPMENT RESOURCES 

• Annual National Conference on Volunteerism 
• Regional Conferences 
• Performance-based AVA Certification Program 

Membership 
Application 

• AVA Membership Resource Directory 

Name _________________ _ 

Title _________________ _ 

Organization ______________ _ 

Address ________________ _ 

Telephone: Work ______ Home _____ _ 

SS# ________________ _ 
(For 1.0. purposes only) 

__ Check enclosed payable to 
Association of Volunteer Administration (only 
checks payable through U.S. bank accepted) 

__ Charge to my VISNMASTERCHARGE Card: 

VISA Card# ______________ _ 

MC Card# _______________ _ 

Interbank # _______________ _ 

Expiration Date __ 

Signature _____________ _ 

MEMBERSHIP CATEGORIES: 

__ Active-Dues $75 Annually 
For persons actively involved in the field of 
volunteer administration, consultants, 
educators and researchers. 

__ Associate-Dues $40 Annually 
For retired volunteer administrators and 
others interested - but not active - in the 
field of volunteer administration. 

__ Student-Dues $40 Annually 
For persons preparing for a career in 
volunteer administration. 

__ I also want to make a Tax Deductible 
Contribution to AVA in the amount of$ __ 

Complete and Return To: 

The Association for Volunteer Administration 
P.O. Box 4584 
Boulder, Colorado 80306 

Telephone: (303) 497-0238 

Membership is not transferable. 
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Subscription Form 

D I would like to join the Association for Volunteer Administration and receive The 
Journal as a benefit of membership. Please send me more information. 

* I would like to subscribe to The Journal of Volunteer Administration for one year 
(four issues) at $20. 

* I would like to subcribe to The Journal of Volunteer Administration for three years 
(twelve issues) at $50. 

Name __________________________ _ 
Title __________________________ _ 
Organization _______________________ _ 

Address--------------------------
_______________________ _.__ip ____ _ 

□Check or money order (payable in 
$US) enclosed, made out to: Association 
for Volunteer Administration. Please 
note: subscribers outside the United 
States must add $3.00 per year for 
additional postage and handlings costs. 

D Charge to my D VISA D MasterCard 

Card No. __________ _ 
Expiration Date ________ _ 
Signature __________ _ 

Complete and return to: Association for Volunteer Administration 
P.O. Box 4584, Boulder, CO 80306 303 497-0238 
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ASSOCIATION FOR VOLUNTEER ADMINISTRATION 

Why should you seek to be published in THE JOURNAL? 

PERFORMANCE ON THE JOB 

Writing causes you to explore within yourself the pool of knowledge you bring 
to the field. 

CAREER 

Being published looks good for you on a resume to present to prospective 
employers. Having a publication like THE JOURNAL also looks good to friends, 
adding to the profession's stature. 

IT'S INVIGORATING 

It's refreshing to step back from the day-to-day of your job and really think 
through what it is you do-to clarify, to analyze, and reflect. 

SHARING RESOURCES WITH YOUR PEERS 

Volunteer administration is a growing profession. As part of that growth process, 
it needs to stretch, to seek new sources of knowledge. You are one of the sources. 
Sharing yourself with a peer is always positive. 

Need we say more? To discuss a potential article, contact Anne Honer, Editor-In-Chief, 
after reading the last page of this issue on guidelines for submitting manuscripts. If 
you've got an article to submit ... DO IT! ... TODAY!! 
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