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from the editor

One of the critenia used in detenmining 4L§ an occupa-
tion 48 a "profession” is that it must have a separate and
unique body of Literature. AlLthough the field of volunteen
admindistration is at present struggling with this veny
quesition (48 L%, 4in fact, a profession), we do have a body
0f knowledge and information which is 4indeed undique to ouxn
field. 1t 48 vital that this be both wnitten and shanred.
The goal of this publication is to see that this happens.

We hope to 4include 4in these pages practical, innova-
tive program tools and ideas; explonration of Lssues of
mutual concern; sdignificant and applicable neseanrch; and
sharing of insights that help examine the "whys" of what
we do. The intent 48 to tap 4into the veny heart and core
0f our fielkd - the practitionens and vaolunteerns them-
selves.,

Oun deep nespect forn this field, and the people in L,
demands that we sthive forn a standard of excellence fon
this jounnal. To help 4insure that such a standard 4is
maintained, two superb editonial boarnds have been appointed
- one by the Assocdation of Voluntary Action Scholans [(AVAS)
and one by the Association forn Administration of Volunteer
Senvices (AAVS). These boands will be invaluable, both in
promoting the submission of manuscripts and in providing
cnitical peen nevdiew of allf anticles before they are pub-
Lished. My deepest appreciatedion goes to these people for
thein time and keen internest in extending and enndiching this
particularn channel of voluntary action dialogue.

May we together continue this exciting jounney of explora-
tion of Adeas.



HUMANIZING

The Human Service Agency

By Donald L. Hadfield

The humanizing of human service
agencies will not suddenly materialize
simply because managers of volunteers
and agency staff have developed some
understanding and knowledge of the ways
in which groups and organizations can
operate. A humanized organization can
be created only by the conscious ef-
forts of everyone involved - including
volunteers and clients. The value of a
humanized organization lies in the
scope of service made available, the
respect shown for individuals and the
opportunity to mold an organization
which reflects the needs and goals of
its participants.

Unfortunately, the words humandistic
and humanized are virtually shibboleths
today: humanistic sociologists, human-
istic educators and humanistic sales-
persons. Despite this, I use the
words humanized and humanistic because
I think that they communicate specific
and important meanings and indicate
most clearly my sense of the value
system that needs to be at the core of
every human service agency.

Humanized agencies, as I see them,
are those where the environment sets
the stage for successful personal re-
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lationships; where ideas and feelings
are openly expressed; where conflict
is brought out in the open, discussed
and creatively worked with; where
feelings share equal prominence with
task accomplishment and numbers
served; and, where learning and
serving activities integrate the
personal needs of velunteers with
the service goals of the agency.
Agencies with humanistic practices,
procedures and processes have new
educational and service operations -
and ways of relating. Such agencies
are places where, for example, vol-
unteers, staff and administration
can be more open and truthful with
one another; and where they can
interact as individuals in addition
to carrying out their tasks of
serving the agency's clients.

In this paper I will attempt to
grapple with some ways of humanizing
agencies by using theory and research
available from social sciences - social
psychology in particular. All of the
social sciences have contributed to
our understanding of the dynamics of
organizations. However, the con-
centration of social psychology has
been upon the relationships between
people - my primary target for human-
izing agencies.  Research has demon-
strated how the presence of others
can effect an individual's perform-
ance; how a person's self concept
is formed and reformed through
relationships with others; how reward-
ing and fulfilling cooperative
procedures are to persons. It is



primarily through this base of research
that I make my suggestions for human-
izing our human service agencies.

This paper is meant to continue the
emphasis that is being verbalized at
workshops, conferences and institutes
for managers of volunteers across the
country. The interdisciplinary role of
the administrator or manager is a com-
posite of many responsibilities. But
above all priorities and needs, the
question of what happens to persons and
between persons in the agency and with-
in the ¢éommunity must be central not
only in our philosophy of working with
volunteers but in all programs, pro-
cesses and procedures.

I mean to be practical. I wish to
shed some light on what humanizing vol-
unteerism means, what humanized agencies
look and feel like, and, most important,
how such programs and agencies can be
created.

INTRODUCTION

The last quarter of the 20th
century finds us with a vastly expand-
ing arena in which human needs are
emerging. What is needed is both a

. restoration and an extension of the
humanistic vision of serving the
broader society that has always chara-
cterized professional human services at
its best. Each human service agency is
charged with contributing toward making
our society a more humane place in
which to live. This is no superficial
matter; it must be looked at with
great honesty - possibly painful
honesty. We who have power and decisd-
on making capacities are Lin charge of
the humanity of our transactions with
those we Lead. There is no mistaking
the implications of that fact.

The society as a whole is moving
towards, or may be already well into,
what some sociologists call the human
sdenvice so0ciety. This is evident not
only in the expanding human and social
needs to be met but also in the struct-
ural changes in the institutions that
serve people, the declining resources,
and the dramatic change in how people
earn their livings. Bell, for example,
predicts a substantial increase in
non-profit human services and in the
six to ten million professionals active
in the field.l Gartner and Riessman
carry out the description one step
further. They believe that, over time,
people start to demand the following
kinds of services: satisfying work,

a higher quality of lifestyle, a
cleaner enviromment, the heightening
of political consciousness, the
reduction of hierarchg and bureaucracy,
and self-development.

One implication of this is that
administrators of volunteers will have
to be trained to be more experimental
in their helping approaches, diverse
in their skills, politically adept
in their work within agencies and
bureaucracies, collaborative in their
pPlanning with other agencies, and
effective in their interpersonal
relationships. The very descript-
ion of roles and responsibilities of
the administrator or manager of
volunteers suggests the improbability
of professionals stagnating in one
role and place throughout their
career.

This concept of an emerging human
service society has yet to touch the
thinking of organizational and
educational planners. On those rare
occasions when planners do look ahead
it is to link volunteer management
with organizational need and not on
what clients (those being served and
those who are serving) in a changing
social order will need. Unfort-
unately, futurists have been as linear
as planners. The future should chall-
enge professionals to define their
functions through emerging human
needs rather than mere extrapolated
responses to technological advances.
Furthermore, volunteer managers must
look beyond the increasing refine-
ment of unguestioned practices and
programs, otherwise we will go on
performing a series of ahachron-
istic tasks.

A new kind of administrator of
volunteers will be needed during the
remaining decades of the twentieth
century. This administrator will be
dedicated to improving the quantity
and quality of human services to the
client and the volunteer, both in and
out of the agency. She/he will be a
generalist in human relations skills,
more concerned with assisting indiv-
iduals in their pursuit of mental
and physical health and education,
and more fully equipped to humanize
the human service agency. This
administrator of volunteers, a
helping professional and effective
educator, will use appropriate know-
ledge,values, and skills, in order

-to enable needful persons and groups

to realize their fullest human



potentials so that they might grow in
the directions they choose - directions
which in the long run are mutually
beneficial to themselves and their
social systems,

To do this we need to: (1) think
first of ourselves, as a person, as
the person in charge of the humanity of
the transaction; (2) think beyond
kindliness to the 'tougher' dimensions
volunteers must be allowed, yes, even
pushed into - mutual respect, self
actualization, freedom; and (3) think
of the resources at our command for
they may: or may not contribute to
personal potential and the humanizing
of the organization or institution.

THE CLIMATE OF THE HUMAN SERVICE
AGENCY

To persons who work, meet and play
within agencies - the volunteers,
clients and staff - organizations are
different from one another. An agency
has its own identity, its own vibra-
tions. Different organizations express
different feelings that are both
important and distinguishable from one
another.

These vibrations compose the
agency's human culture, and are
usually referred to as the climate of
the agency. Identification of this
climate can be seen in how service to
clients is carried out, how meetings
ocour, and how agency participants
typically interact with one another.
Obviously the climate of an organiza-
tion is an important factor as one
considers the humanizing of volun-
teerism and the human service agency.
We will need to consider an analysis
of the measurable aspects of an
organization which determine the
nature of its' climate. I will
focus upon four categories of group
processes and show that members of
humanized organizations have shanred
influence, that affection and con-
§rontation are openly expressed,
that such organizations and their
participants are attracitive to one
another, and that persons commun-
{cate with one another freely,
regardless of their status positions.

The climate that is spoken of
here is not simply indicated by a
statement of philosophy of working
with clients or by the organizational
arrangement, but by the gquality of
emotional and intellectual interplay

between persons and groups. One
scheme for carefully analyzing the
climate of a human service agency

is to observe the interactions be-
tween the various participants - be-
tween staff members, between staff
members and volunteers, between
volunteers and clients and among the
clients. These interactions may be
analyzed in terms of four categories
of group processes: d4influence,
attraction, noams, and communicatdion.

INFLUENCE

How dominative or collaborative
the relationships are in an organiza-
tion is an important indicator of
influence nelationships. Are
volunteers satisfied with their de-
gree of influence in decision-making
in the agency? Do staff members
believe that they have & chance to
influence what and how services will
be improved? Humanized climates are
characterized by collaborative
decision making. In that setting
persons are held in high regard.
They are seen as being important en-
ough to participate in decisions
affecting the use of their time and
how the client is being served.

Research carried out in industry
and other organizations has demon-
strated that the satisfaction of
subordinates increases when they
believe they can influence particular
aspects of ghe organization's decis-
ion-making. This research suggests
that relationships between superiors
and subordinates in voluntary organ-
izations are very much like those in
other organizations. A volunteer
who perceives himself* as having
access to more powerful persons in
the organization is not only more
willing to display his capabilities
to others, but also will feel good
about his volunteering and about
the agency in which he volunteers.

A positive relation also exists be-
tween a volunteer's satisfaction with
the agency and his perception of
mutual influence between himself and
the staff.

It is important to note as we
discuss influence as an indicator
of climate that increased influence

*Throughout this article, the pro-
nouns he, she, his, hers are used
randomly.



of those in the lower echelons does
not reduce the contral of persons
higher up in the organization, 1In
fact, what usually occurs in effect-
ively functioning organizations is
that membens at all Levels gain 4in
power as the influence of subondinates
44 nelatively Aincreased. Renesis
Likert has described much the same
phenomenon in his "link-pin model"
for organizations. According to
Likert, as more influence is granted
to subordinates by communicatively
connecting each organizational level
with every other, the total organiza-
tion becomes more integrated through
information that goes more directly
from where it arises to where it is
needed. All levels gain more actual
operating power from the increased
interaction.

In§luence is an indicator of clim-
ate within an organization and likewise,
an indicator as to the degree of
humanization within an agency. At times,
dispersed influence can be overdone.

The concern for humanizing the agency
can be carried to the extreme point at
which everyone, for instance, expects
virtually all decisions, no matter how
trivial, to be made consensually. My
experience is that as the dispersion of
influence increases throughout an organ-
ization it is important to agree upon
those people who have power with regard
to specific classes of decisions. That
is to say that a person's power with re-
gard to a decision varies with the type
of issue. The dimportant point is that
in a humanized agency evenyone aghree on
how the decision should be made.

ATTRACTION

How close or distant participants
(volunteers and staff) feel toward one
another is another important indicator
of climate in an agency. I will call
this the ZLevel of attracition partici-
pants have toward the group or agency
to which they belong. What are the
friendship patterns in an agency? Are
there only a few greatly liked staff
persons or volunteers with many others
who feel alienated, disliked or
isolated? Do most persons have
friends with whom they can share their
experiences? In a humanized service
agency there is a high level of attr-
action to both the agency and indivi-
duals in it. There is a place for
each person and friendship patterns
are dispersed among many rather than
concentrated in a few. .

Although, unfortunately, the
importance of human interaction is
often overlooked by many administra-
tors, it is people who represent the
primary resources entering, being
processed by, and leaving the agency's
program. And, from my point of view,
an agency's organizational efficiency
should be evaluated in terms of how
well it produces people who can
engage skillfully with others and who
can enter into humane and whole
relationships. It is, in other words, .
the quality of the attraction' that
persons have for the agency and for
individuals in it or related to it
that will determine the agency's
potentiality for humanization.

Positive interpersonal relations
among volunteers, staff and clients
is necessary for effective problem
solving in groups, task accomplish-
ment, rewarding work experience and
general enjoyment of everyday
activity. The psychological safety
and security necessary for open
exploration and involvement in tasks
is based upon feelings of being
accepted, liked and supported by
peers. Group cohesion is based upon
positive interpersonal relationships.
Research strongly supports the pro-
position that cooperative structuring
encourages positive interpersonal re-
lationships characterized by mutual
liking, positive attitudes toward
each other, mutual concern, friendli-
ness, attentiveness, feeling of
obligation to others, and_desire to
win the respect of peers.8

If individuals are in systems in
which they are unable to predict
accurately their personal impact upon
others, and the impact of others upon
them, they may begin to feel confused.
"Why are people behaving that way
toward me?" "Why do they interpret
me incorrectly?® The confusion may
tend to turn to frustration and
feelings of failure regarding inter-
personal relations. In an attempt
to maintain their sense of esteem,
the volunteers may react by gquestion-
ing the honesty and genuineness of
the interpersonal behavior of their
fellow volunteers.

When interpersonal mistrust
increases, and as the capacity
(individual and organizational) to
cope with this mistrust decreases, the
volunteer may tend to adapt by playing
it safe. The predisposition will be



to say those things that cannot be
misunderstood and to discuss those
issues for which there exist clear
organizational values and sanctions.

As a result, conformity begins to
develop within an agency. Along with
conformity, the interpersonal relat-
ionships will tend to be less attract-
ive. Because of the existence of
mistrust, conformity, the volunteers'
commitment to the agency's goals will
diminish. Thus interpersonal mistrust,
gonformity, conditional acceptance
tend to be outputs of decreasing inter-
personal competence - and therefore
diminishing attraction.

Since research indicates to us
that positive interpersonal relations
are developed through trust relation-
ships, therefore making the agency and
the participants in the agency more
attractive to each other, information
on the level of cooperation between
roles and units needs to be gathered.
Cooperation and cooperative structur-
ing encourages, as noted, mutual liking,
mutual concern, attentiveness, etc.
An example of such an information-
gathering guestionnaire might look
like this:” (See page 6 )

A humanizing relationship is de-
pendent upon a base of cooperation.
In that experience qualities of con-
sideration, concern, compassion, re-
sponsiveness and friendship are poss-
ible. Individuals become more sym-
pathetic, and responsive to human
needs, invest each other with the
character of humanity, and treat and
regard each other as human. Persons
involved in such environments (clim-
ates) find them to be attractive.
Those elements of the agency's climate
that individuals and groups find to be
attractive to them must have a co-
operative, interdependent, collabora-
tive framework in policy, practice,
and program in order to be experienced.

NORMS

The shared expectations regarding
behavior constitute the norms of an
agency. Norms are powerful governors
of an individual's behavior, especially
toard other people. The actual form-
ality or openness between people is an
important indicator of the operating
norms in an organization. A humanized
agency stresses honesty and authenti-
city between people. Argyris says
that norms may be thought of as devel-
oping from those interactions among
participants that have proved useful

to the participants in maintaining
the system. He lists definitions of
norm categories of behavior which
include thr?e plus and three minus
categories: 0

(1) Individuality: behavior
which acts to induce
individuals to express
their ideas or feelings.
The norm acts to influ-
ence the members to
protect and develop
the uniqueness of the
individual in a group
or organization.

(2) Concern: behavior which
acts to induce people to
be concerned about
others' ideas and feel-
ings. The norm acts to
influence the members
to help protect and
develop the uniqueness
of others' ideas and
feelings in a group or
organization.

(3) Trust: behavior which
induces members to
take risks and to
experiment with ideas
and feelings.

(4) Conformity: behavior
which acts to in-
hibit individuals from
expressing their ideas
or feelings. The norm
acts to influence the
members to help sup-
press the uniqueness
of the individual in
a group or organiza-
tion.

(5) Antagonism: behavior
which acts to induce
people to reduce their
concern about their
own and others' ideas
and feelings.

(6) Mistrust: behavior
which restricts and
inhibits members from
taking risks and ex-
perimenting.

Noams can facilitate both
the organization's viability and
the individual's sense of well-
being, Noams define an agency's
climate. They may be powerful
forces for resisting organizational



An instrument for determing COOPERATIVE RELATIONSHIPS

We would like to know about relationships that exist between
various roles and groups in this organization. Listed below are
eight descriptive statements. Each of these eight might be
thought of as describing the general state of the nelationship
between the various roles and group. We would like you to select
that statement which you feel is most descriptive of each of the
relationships shown below on the grid. You are to enter the
corresponding number in the appropriate square.

We recognize that you may not be directly involved in all of
the possible relationships about which you are being asked. How-
ever, you probably have impressions about those relationships.
We are, therefore, asking that you complete all of the boxes in
the grid - that is, put a number corresponding to a statement in
each box.

You are to be guided by these descriptions of relations
between two roles, two groups, or a role and a group:

1 a full unit of cooperative effort is realized

2 almost a full unit of cooperative effort

3 somewhat better than average cooperative relations
4 average - sound enough to get by even though there

are many problems of achieving cooperative effort

5 somewhat of a breakdown in cooperative relations
6 almost a complete breakdown in cooperative relations
7 couldn't be worse - bad relations - serious problems

exist which make cooperation impossible

CLIENTS

8 cooperative relations are not necessary between
goups or particular roles
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change. On the otherhand, the cre-
ation of noams that support inter-
personal openness, helpfulness,
cooperation can move the agency a
long way toward humanization. Noxims
are strong stabilizers of organiza-
tional behavior.

If an agency becomes able to
change its routines, it does so by
learning how to replace old noams
with new ones. Conceptually, this
is simple. We begin by reaching an
agreement in the agency on what the
new norm should be, practice the
new action-patterns a few times in
some mock-up simulation, and then
practice the new actions a few times
within the agency's program. If per-
sons feel rewarded by the new pattern,
your new pattern is becoming a norm.
At least, the group desiring the new
norm has done what it needs to do
with itself.

In practice, establishing a new
norm is stressful to the participants.
Individuals will follow a lead more
readily if they are offered a series
of steps, each step arousing a degree
of anxiety but not so great that
participants begin to withdraw. A
volunteer-or staff person-if she is
to perform effectively must know what
behaviors other volunteers or staff
persons expect of her and what she
can expect from them. Data gather-
ing instruments may be designed to
identify norms; to determine the
amount of agreement which exists in
an agency about specific norms. Such
processes and procedures assist us in
being able to know what and where we
need to address ourselves in the task
of humanizing the agency. The quest-
ionnaire on the following page helps
us to ascertain the informal norms
in the organization.

The important determinants of
agency norms are: whether the organi-
zational climate supports open con-
frontation of differences; the pat-
terns of receiving and giving infor-
mation; and, whether the organization
generally fosters an atmosphere that
invites open interaction and discuss-
ion. Norms are shared expectations,
usually implicit, that help to guide
the processes and behaviors of group
members. The 'psychological counter-
part of a norm is an attitude; a pre-
disposition to think, feel, and act
in certain specific ways. Noams anre
individual attitudes that anre shaned
with othens.

When a norm is present, most
persons know that their attitude is
also held by others and that the
others expect them to have the same
attitude and behave accordingly.
Norms are strong stabilizers of
behavior even though they often are
informal and unspoken; group mem-
bers monitor them unknowingly.
Members quickly discover when they
have behaved contrary to norms.

To me the most pertinent norms
in human service agencies revolve
around closeness and distance,
formality and informality, cooper-
ation and competition. I think
that volunteer administrators need
to plan rationally, deliberately,
and collaboratively the sorts of
norms they want to guide their inter-
perscnal relationships and admin-
istrative procedures. We need to
ferret out the unspoken and infor-
mal expectations so that we can
come to know the power of agency
norms and to decide whether certain
norms are worth keeping. The basis
fon developing morne whole-person
{humanized) nelationships and trans-
actions in agencies Lies in the
understanding and shaping of new
noams having to do with inten-
personal nelationships.

COMMUNICATION

Communication within a humanized
agency is fluid, direct, personal,
and.broad in its emotional range. The
patterns of communication are im-
portant indicators of {ngfuence,
attnaction, and norms. Human re-
lationships and communication are
completely interdependent: improve
one and you will also improve the
other. It seems logical that honest
attempts to improve communication
must stem from a strong desire to
improve interpersonal relationships
and to achieve mutual understanding.
The attempts to improve communica-
tion practices and the implementa-
tion of communication within an
agency are descriptors of climate
within an organization.

Problems arise when informal
communication patterns run counter
to formal communication patterns.
Most formal one-way communication
is followed by two-way informal
interactions in small groups to
achieve adequate understanding of
the original message. When there
are patterns within a human service



Ongandzational Norms

1. Suppose a volunteen feels hunt and "put down" by some-
thing a staff member has said to him, 1In this
volunteen's place, would most of volunteens you know
4n youn agency be Likely Z%o...

...tell the staff membern that they felt hunt and
and put down?

( ) Yes, T think most would.

{ ) Maybe about half would.

( ) No; most would not.

( ) I don't know.

2. c..tell thein friends that the staff memben is harnd to
get along with?
{ ) Yes, T think most would do this.
( ) Maybe about hatf would do this.
{ ) No; most would not.
( } I don't know.

3. Suppose volunteen A strongly disagrees with something volun-
teen B says at a volunteen meeting. 1In volunteen A's place,
would most of the volunteerns you know in your agency...

...8eek out B to discuss the disagreement?
() Yes, T think most would do this.
} Maybe about hatf would do this.
) No; most would not.
) T don't know.

4. ...heep it to themselves and say nothing about Lit?
() Yes, 1 think most would do this.
( ] Maybe about half would do this.
{ } No; most would not.
{ ) 1 don't know.

5. Suppose volunteen X was present when two othen volunteens
got into an argument about how the agency 4s run. Suppose
volunteen X tried to help each one undenstand the view of
the othen. How would you feel about the behavion of
volunteer X?

would approve strongly.

would approve mildly.

wouldn't care one way on the othenx.

would disapprove mildly.

would disapprove strongly.

— — — —
— — . e e
L B B N )

6. Suppose you are Lin a committee meeting with staff memben YV
and othen membens of the committee begin to descrdibe thein
personal feelings about what goes on 4in the agency; staff
memben Y quickly suggests that the commititee get back to
the topic and keep the discussion objective and impensonal.
How would you g§eel toward Y?

would approve sthongly.

would approve mildly.

wouldn't care one way orn the othen.

would disapprove mildly.

would disapprove strongly.

— e — —
— e et e e
1 el e e

7. Suppose you are in a committee meeting with agency's execu-
tive dinecton and othen membens of the program staff begin
to descnibe what goes on in the agency; the dinectorn Listens
to them and tells them his own feelings. How would you feel
toward the dinecton?

} T would approve strongly.

1 would approve mildLly.

1 wouldn't care one way on the othen.

T would disapprove mildly.

1 would disapprove stnongly.

o~ a— —_y
——— —



agency of a large percentage of one-
way communication patterns there is a
likelihood that there are a greater
number of informal discussions for
clarification. There is also more
likelihood that the original message
is becoming greatly distorted. When
this occurs, problems of coordination
arise for the agency.

Another sort of problem involving
formal and informal communication
arises when the most influential mem-
bers of the informal networks disagree
with the points of view and decisions
of the formal leaders. 1In such situa-
tions, the messages from the informal
leaders often take precedence over the
formal communications, and a breakdown
in leadership occurs, so that norms
about decision-making become ambiguous.
The climate in this agency situation
is one in which distrust develops.

To begin to assist an agency in
developing a humanized communication
system, I would suggest that data be
gathered on both formal and informal
communication networks (who talks with
whom) in the organization. Although
little empirical research has been
done on the effect of variius networks
of communication, Leavitt has exam-
ined how selected structures for
communication influence small group
performance. He found that differ-
ences in satisfaction, number of
errors, time taken to solve a problem,
emergence of a leader, and accuracy
are related to different types of
communication networks. The quality of
group performance improved when they
had one person or a subgroup which was
in communicative contact with all
other members of the organization or
group. Satisfaction of members
increased as each one had some power
through her communications to influence
the way the organization or group
performed.

In one sense, structure means the
relatively fixed relationships among
members of an organization. Structure
can also be a diagram of interperson-
al processes at a particular point in
time. Structure may be imposed. Or
it may emerge as a group of persons
interacting over time. If structure
is imposed, it is usually called
formal structure. If structure
emerges from interpersonal interaction,
it is sometimes called informal struct-
ure. The demands of task, people, and
setting involved in performance-sup-
porting interaction usually give rise

to operating structure. Many vol-
unteer administrators today are con-
cerned whether the patterning of
relations significantly influences
group or organization goals and the
social reactions of volunteers and
staff.

Insights into problems created
or facilitated by various structures
has been gained from experiments util-
izing the concept of communication
pattern to investigate the effects of
structur? on role performance and
climate.l2 These studies showed that:

(1) The structure of a commun-
ication pattern affects
accuracy of messages
communicated.

(2) The structure of a commun-
ication pattern affects
task performance of groups.

(3) The structure of a commun-
ication pattern affects
satisfaction of group
members.

Four communication patterns
investigated are called (a) Radial,
(2) Hierarchical, (3) "Y", and (4)
Leader-Centered. In the diagrams
following, each letter represents a
person and each line a potential
communication link. For example, in
the Radial pattern, person A may
communicate with persons B and E but
not with persons C or D.

Radial

Hierarchical



B
C
D
E
uyn
E

Leader~Centered

One way of characterizing communi-
cation patterns is by centrality.
Centrality measures an individuals
closeness to other individuals in a
particular pattern. The most central
position is the position closest to
all other positions. Position C has
the greatest centrality within the
Hierarchical, "Y", and Leader-Centered
patterns. 1In these positions C has
the greatest degree of centrality
in the Leader-Centered pattern, less
in the "Y", and still less in the
Hierarchical pattern. No position
in the Radial pattern has greater
centrality than any other. Within
any pattern, centrality limits the
independent action of some group
members and, therefore primarily
determines the leadership role,
variation of activity, and group
member satisfaction.

In the Leader-Center group, for
example, the only person who may be
enjoying the situation is the leader,
person C; the others will probably
feel bored, or left out. In a circle
(radial) group pattern, however, al-
most any member can, at one time or
another, be the "leader." A Leader-
Centered group is likely to be faster
at a specific task than a Radial group.
But the Radial group is likely to
demonstrate higher morale and more
enthusiasm than the Leader-Centered
group. Radial group also seems_more
capable of coping with change.
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Communication patterns are important
potential tools for the volunteer
administrator, However, insight into
other aspects of structure - such as
span of control, specialization, and
organization size - should complement
an understanding of communication
link patterns.

The Director of Volunteers,
because she occupies an interdiscip-
linary, pivotal position in the
agency's communication network,
communicates with a variety of persons
about a number of important issues and
concerns. Two of the groups with whom
she communicates frequently are vol-
unteers and staff. Both groups
represent service to the client in the
agency's enterprise. Each group exerts
a significant influence on the success
of the total program of the organi-
zation.

While my study reported herel4
cannot be generalized to all agencies
and is discussed here only in terms of
its highlights, the findings should
suggest to the Director of Volunteers
some possible areas for improvement in
communication. The primary focus of
my study was on (1) the effectiveness
of the communication practices of
Directors of Volunteers as perceived
by themselves and by their volunteers.
My interest was also in learning (2)
whether size of an agency influenced
the perceived effectiveness of the
director's communication practices;

(3) which of the director's communi-
cation practices were perceived by
volunteers as least effective and as
most effective; and (4) what kinds of
information volunteers would like to
receive from their directors that

they were not currently receiving.

The study was conducted over a
period of one year in thirty human
service agencies of varying size
(number of volunteers, staff, clients)
and type of service. Within each
agency, ten volunteers and the Dir-
ector of Volunteers was invited to
participate in the study, resulting in
a total sample of 300 volunteers and
30 directors.

The data on the effectiveness of
the directors' communication practices
were gathered by means of a three
part questionnaire which was refined
after a pilot study. In Part I of
the questionnaire, volunteers and
directors recorded their views of

(continued on page37 )

* See Appendix



THE VOLUNTEER BOARD AS \‘GUMMUNITY”

By Nancy D. Root

Indignation, frustration and despair
are curling like smoke around the edges
of the door to the volunteer adminis-
trator's office. She has just launched
into a recital of the disappointing
events at the latest board meeting.

"There I was, needing the board to
come to grips with the repeated threat
of Mr. Z to dictate our program or cut
off our funds, and do you know what
happened?

"Mary said we 'shouldn't lean so
hard on Mr. Z; that he is only doing
his job.'' Fred said h{is committee is
getting along okay with Mr. 2., so it
is ouir problem, not his. Alice claim-
ed Mr. Z knows a lot more about such
things than she does. June threw in
the towel and said because Mr. Z con-
trols our funding, we'd better do just
what he says.

Nancy D. Root has had seventeen
yeans' expendience as a board memben fon
such ornganizations as a fund-raising
and allocation group dealing with human
care agencies; a volunteen and Linfon-
mation centen; the public schools; and
the chunch. She has a B.S. degree 4in
industrnial jounnalism and 448 curnently
wonking as the volunteen Volunteen
Coondinatorn prn the Boulden County
Depantment of Socdal Servdices in Boulden
Colonado.
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"Fran, who knew the implications
for the agency because Mr. 2 has talk-
ed to her, did not say one word--she
just kept quiet! Paul said what he
always does: "Whatever the staff
thinks." And Alex got up on the
stroke of one o'clock and left with-
out a word.

"No one really saw the impli-
cations of what is about to happen
to the agency, or the clients, no
cared!

"What do you do about a volun-
teer board which is that uninvolved
and uninformed, yet has all the
power to make the decisions that
affect this agency?"

Sound familiar? And are you,
as a volunteer administratior, rather
helplessly wondering how to deal with
your board's seeming ineptness? Are
you wishing you could recruit "really
good" board members for a change?

Aftexr 17 years as a member of
many volunteer boards, I certainly
share your sense of frustration,
but, in addition, I have a rather
high sense of indignation at the
complex tasks the volunder admin-
istrator may require of board vol-
unteers without first equipping them
to do the job effectively.



What I know (first-hand) about
that is, the more responsibility 1 was

gdiven as a boand memben, the Less tradin-

ing 1 was given to meet the task, a
rather dismaying situation and one
that burns out volunteer board members
faster than you can replace them.

BOARD AS CHANGE-AGENT

A volunteer administrator needs to
think analytically and sensitively
about the image he/she has of the ad-

visory committee or board of directors.
The impact of a conscious effort to en-

vision and enable a creative role for
the board will be felt all up-and-down
the organization.

The volunteer board is there to
effect change. Is it equipped to do
that and have that feel like a posi-
tive, growing experience?

Invariably volunteer board members
either cast themselves or find them-
selves cast in the role of "change
agents" for an agency. After all, the

board is there to help that agency pro-
vide better human services for the cli-

ents. That is The Task. But in the
process of doing that task, the need
for change must be confronted over and
over again.

Change internally within the agency.

Change in the services delivered to
the clients. Change between agencies.

Change which has implications for fund-

ing sources. Change which impacts the

wider community.
one and usually leads to conflict.

My thesis is that the volunteer
board must and can be built into a co-
hesive community that has the insight,
strength, and courage to become an ef-
fective, positive change-agent.

bers who shoulder the change-agent
function publicly and intensely on
behalf of the board and the agency.

By community I mean the same
kind of social group described by Wil-
laim G. Dyer in Insdight to Impact when
he delineates "...a highly effective,
people-building, potential-releasing,
goal-achieving organization."

If such a board/community developes,
recruiting able board members ceases to

be a problem. You may find them just

waiting for a chance to be part of such

a community.

And change, as we all
discover, is always threatening to some

Such a
board takes conflict in stride and pro-
vides encouraging support to those mem-

12

Why? Because it is a rare and
exciting adventure to be part of a
well-informed, sensitively-reflective,
invested, highly-functioning team
that is on the cutting-edge of change.
And it is very fulfilling, individ-
ually, to discover and use one's
talents within such a community.

I have been fortunate to be part
of an effective board/community twice
over the years, but I have also
served on some boards that were
singularly ineffective, had little
insight into the team concept, were
discouraging to both the administra-
tor and the volunteers, and, in one
case, was destructive of people and
programs.

Having experienced the contrast
of the exhilaration and strength of
"life in community®, I hope to con-
vey the strengths of the team appro-
ach for the administrator, for the
agency, for the volunteer board mem-
bers, and ultimately for the clients
sexved.

So it is building community
that I want to explore.

LOOKING DEEPER

Let's go back to that hypothet-
ical board meeting and listen for
what may be underneath the remarks
made by the board members when crisis
appeared.

Mary: "You shouldn't lean so
hard on Mr Z; he's only doing his
job." (Translation: I am afraid
of conflict with Mr. 2. I don't
know how to manage conflict.)

Fred: "My committee gets along
okay with Mr. Z, so it's younr prob-
lem." (Translation: My part is all
that matters to me.)

Alice: "Mr. Z knows a lot more
about this than I do." (Translation:
I really don't have enough informa-
tion about this agency to be sure
of my opinions.)

June: "They control our fund-
ing. We'd better do what they say.
(Translation: We don't have any
real power, so I'm not going to
expend any energy.)

Paul: “"Whatever the staff
thinks! (Translation: The staff
always does what {t wants anyway.)

.



Fran: Sifence; (Translation: If I
tell them all Mr. Z said to me, they
may not vote what I want., Better keep
quiet.)

Alex: Left the meeting on the
stroke of one. (Translation: This
group never does anything stimulating.
I'm not learning anything. I'm bored
with this job.)

Volunteer administrator: "What do
you do about a volunteer board that is
uninvolved and uninformed and just
plain isn't effective when a crisis
comes?" (Translation: I'd be better
off going it alone! 1'd know what to
say to Mr., Z!")

I hope this identification of some
common problems and attitudes of vol-
unteer board members and volunteer
administrators will point us towards
some basic principles that administra-
tors, board chairpersons, and board
members all can use to move a board
towards "community"“.

But before I speak about principles
I want to emphasize that I firmly be-
lieve that arbitrary division lines
between staff and volunteer board mem-~
bers must be dissolved if a true team
spirit 1is to emerge. Trust in each
other as being equally invested in the
team is one of the most important
ingredients for creating "community".
Roles within the community can be
assigned and re-assigned as volunteers
or staff change, but the work
of the team moves on without great con-
cern for whether it is staff or volun-
teer who is picking up any one parti-
cular assignment.

Marlene Wilson, in her book, The
Effective Management of Volunteen
grams, talks about trust within the
organization in this way:

Pro-

"Without trust, we boX one another
in. We deminish others and our-
selves when relationships are dic-
tated and defined by sacred rule
books and organization charts. When
we forget to relate to one another

as people ginst and as staff, client,

volunteer or board member secondly,
then roles get in the way of trust
and syngerism. To blend, we must
give up some of ourselves and re-
ceive some of others. Rigidity,
suspicion or jealousy make this
blending impossible to achieve, for
"I" becomes so intent on validating
"me" that I cannot relate to "us"."

CREATING “COMMUNITY"

Suggestions for building commun-
ity fall into the general areas of
style of leadership, keeping the image
of the cfient in front of the members,
building interpersonal trust, giving
the board adequate tools with which to
do the job, and giving the board auth-
entic power and responsibility.

1. The most effective Leadershdip
comes from “"people growens"™ on "sen-
vant -Leadens".

Robert Greenleaf in The Seavanit
as lLeaden points us, movingly, towards
a new type of leader whose primary
desire is to serve.

"The servant-leader {4 servant
first...It begins with the
natural feeling that one wants
to serve, to serve {inst. Then
conscious choice brings one to
aspire to lead. He is sharply
different from the person who
is Leader first, perhaps be-
cause of the need to assauge
an unusual power drive or to
acquire material possessions.
For such it will be a later
choice to serve--after leader-
ship is established. The leader-
first and the servant-first are
two extreme types....

"The difference manifests itself
in the care taken by the servant-
first to make sure that other
people's highest priority needs
are being served. The best test,
and difficult to administer, is:
do those served grow as persons;
do they, while being served, be-
come healthier, wiser, freer, more
autonomous, more likely themselves
to become servants? And, what is
the effect on the least privil-
eged in society; will he benefit,
or, at least, will he not be
further deprived?"

Greenleaf's interpretation of
servant-style leadership has great
import for volunteer administrators and
board chairpersons if you conclude,
with him, that, they (those who are led)
will fnrneely nespond only to individuals
who are chosen as Leadens because Zthey
arne proven and trusted as servants.”

Servanthood teaches others how
to serve-lead. A similar image emerges
in Larry Greiner's description of a
participative style leader:
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"...the participative leader also
--maintains free-flowing and
honest communication;
~-remains easily accessible;
~-stresses development for
his subordinates;
~-is willing to change.

"Here is a picture of a sensitive,
extroverted, and emotive leader
who actively stays in close con-
tact with his subordinates and

is attuned to their needs...These
managers place considerably more
value on the role of manager-as-
teacher than as decision-maker."

2. An effective board stays close
to those needing to be senved--the
clients.

Sanford Solender very sensitively
sums up what a volunteer board member
should ask for (or what an administra-
tor should insist on providing) in
orientation to an agency's role in the
community:

"I want to know the community and
especially the community which
this agency is designed to serve.
Don't tell me first about the work
which the agency does. Tell me
first about the people it serves
and what their life needs and pro-
blems are, because the whole pur-
pose of the organization is to
minister to the needs of people.

I want to know who the people are,
what their needs are, their pro-
blems, their hopes, their frustra-
tions, their aspirations. Tell me
first about these things. Let me
know and understand the community
and tell me what changes are
happening in this community we are
serving. What are the new and
emerging problems? What are the
conflicts over changes which are
occurring and which are altering
the way of life, the setting in
which these people are living?
Help me to know these people as
individuals, help me to understand
the community forces which are at
work, the dynamics, the conflicts,
the issues."

For
ation,
about:

the practices of board orient-

1) Information about the local
community and the people served
by the agency.

Hanson and Marmaduke get explicit
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. 2) Information about the board,
how it works, what it needs
to know. Techniques of
management,

3) What boards do. Continuity,
funding, policy, planning
programs.

4) Goal-centered leadership and

the concept of consensus.

3. In building trust within the
"community”, morne communication is
betten than Less communication.

That may sound like a "so what"
statement, but let me explain. I
suppose that during my years of board
service, nothing has offended and
outraged me more as a volunteer than
to find that an administrator or a
board chairperson has 1) given the
board inadequate information upon which
to make sound decisions, and 2) de-
liberately withheld "sensitive" infor-
mation during times of conflict.

This blatantly denies the ability
of board members to sift information
objectively and devalues the varied
wisdom of members as they attempt to
cope with the stresses of conflict.

It denies them practice in work-
ing together around controversial
material. It keeps them relative
strangers to each other with a low
level of trust because of lack of
open experience with each other's
approach to conflict.

And, most debilitating of all
to community spirit, it violates the
right to equality of all team members.

4., "Transparency" of a boand
membern on staff pernson breeds courage-
ous shaning and inspines trust in
each othen.

Here, I am describing a style
which, I feel, is part-and-parcel of
the servant-leader style. In fact, I
learned this style from watching two
passionate servant-leaders--one, a
director of a Voluntary Action Center,
and the other, a minister of a very
creative church.

Transpanency involves laying bare
one's personal experiences, observa-
tions and creative images in order to
elicit from another person or from the
group their own sensitive images and



insights, For it is in the midst of
such trusting, risky exchanges that I
see newness and creative problem-solv-
ing going on.

Transparency deals in revealing--
not being embarrassed about--one's
noble visions and motives. It admits
to outrage at instances of man's inhu-
manity to man. It calls into account-
ability any decision that lessens the
humanity oZ the people one is serving--
or serving with. It identifies and
challenges any situation within the
board which offends the principle of
mutual trust.

It confesses failures, yet forgives
itself for that and moves beyond that
to search for the next attempt. It
says in all humility, when need be, "I
do not know, but I will help look."

In order to encourage <zthransparency
in others, one has to do more than just
be transparent oneself. One has also
to actively ash for statements from
the other person about his/her feelings,
observations, insights and visions.
Being asked to participate at this level
seems to reassure a person that it is
safe to risk such self-disclosure.

What I find is that having even

one board member or staff person who
comfortably displays this transparent,
trusting, inclusive style dramatically
increases the use of it by other team
members. The sense of community will
escalate sharply within this climate
of non-~-defensive sharing, caring and
awareness.

For a more detailed discussion of
the interpersonal processes known as
"self-disclosure and feedback", the
reader is referred to two sources:

Alan Filley's book Intenpernsonal
Conglict Resolution, for an easily read,
brief definition; and Joseph Luft's
definitive work, 04§ Human Interaction.

5. 1§ you nemove powenr from a pernson
on a boand, it will RLose enerngy and
effectiveness.

In board work the conviction of
having power seems to stem from being
given genuine and important decisions
to make, decisions that result in
achieving the board's and agency's
goals. If the board senses or dis-
covers that its decisions are around
superficial issues or that it lacks
the potency to implement its decisions,
there will be a noticeable decrease in

~
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enthusiasm, energy and attendance at
board meetings, Next you may see an
exodus from the board of the action-
oriented persons.

I am reminded of a five-county
funds allocating committee on which
I was supposed to serve for three
years. The first year, after doing
considerable homework about the com-
munity action centers and the day
care centers that were involved, and
after hearing the budgetary requests
of those agencies, I was nonplussed
to have the staff's budgetary recom-
mendations brought to us by our
chairman to be rubberstamped. That
was very nearly the total extent of
the final decision-making process.

I learned the committee had no
genuine role, so I lost the energy
necessary to complete the three-year
term. Resignation seemed preferable
to the conflict that challenging the
system would have brought about.

On the other hand, I have ex-
perienced with delight boards and
committees where genuine authority
was given and responsibility expected
of board members. This frequently
awakens in board members the aware-
ness of the need for more training
and skill in pursuing their tasks.
Resistance to training subsides.

Zest and liveliness within the
community grows as its members grow.
Thus, energy for the task is actually
created, and the potential of the
total community is expanded.

6. Thain fon conglict befonre
you "do" conflict.

Conflict is going to occur, in-
ternally and with external forces, so
learn early about ways to manage con-
flict constructively. Understanding
the different personal styles en-—
countered in dealing with conflict is
a necessary place to begin.

Filley, in his book, Intenpen-
sonal Conflict Resolution, says that
a person displays one of these five
styles of dealing with conflict:

1) Win-lose: {("the tough bat-
tler") - the person over-values his
own goals at all cost, and relation-
ships don't matter. Feelings get
stepped on in the process.

2) Yield-lose: ("the friendly
helper%): the person over-values



the relationship and under-values his
own goals and himself; it's not okay
to hurt others but is okay to hurt
himself.

3) Lose-leave: the person has
little commitment to the goal ox the
relationships; believes everyone loses
in conflict, harmony at all cost.

4) Compromise: premature consensus
or vote; gives up too much too soon,
more than was necessary.

5) Integrative: ("the problem-
solver"): the person values both goals
and relationships; moves group to
state the problem and then moves group
on to explore solutions; includes
feelings.

I believe one can apply the same
five styles &o a ghoup to determine
its style of handling conflict with
external groups or forces.

To help board members become aware
of the variety of conflict styles and
their own styles, probably a profes-
sionally-conducted workshop with ad-
vance reading about the ingredients
of the integrative "problem-solver"
style would be most helpful. The
reading list at the end of this
article provides several sources on
conflict management.

7. Be aware that different board
membens are meeting diffening pernsonatl
needs through thein board senvice.

Litwin and Stringer, in their book,
Motivation and Onganizational CLimate,
discuss three types of people:

1) The achdievement-motivated penrson
who a) likes to find solutions to pro-
blems; b) will take personal risks in
achieving goals; .and c) wants concrete
feedback about how well he or she ‘is
doing. He is apt to spend his idle
moments thinking about how to do his
job better, how to accomplish something
unusual and important, or how to ad-
vance his career. He is concerned
about the obstacles he may encounter
and how he will feel if he succeeds
or fails.

2) The afgiliation-motivated person
who a) spends his idle time thinking
about the warm, friendly, companionate
relationships he has or would like to
have; b) wants others to like him so
he pays a lot of attention to the
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feelings of others and to his own
interpersonal competence; and c) is
guick to agree with others and support
them emotionally in the group.

3) The power-motivated penson
who a) spends his idle moments think-
ing about the influence and control
he has over others, and b) how he
can use this influence to change
other people's behavior or gain a
position of authority and status.

He may be seen as forceful and out-
spoken, hard-headed and demanding.

However, here we need to dis-
tinguish between the "two faces of
power!}7 a phrase used by David C.
McClelland in his article, "The Two
Faces of Power". There is personal
powes desired by a person for his
own ego trip, which treats other
preople as pawns and which results in
making followers resistive or pass-
ive; and there is socfal power which
is concerned with moving people to-
wards a group goal for the benefit
of the people being served. Social
power, when exercised by a leader,
gives followers an increased sense
of power and strength.

It is interesting to watch
board members move through changing
motivations as the style of leader-
ship in the volunteer administra-
tor, the chairperson of the board,
or some informal leader in the group
helps them to meet their personal
needs for achievement, affiliation,
or personal power, and then moves
them on to focus increasingly on
social-power motivation. This
inspired movement is in the direc-
tion of becoming community.

I believe there may be many po-
tential volunteers who could be re-
cruited as effective board volun-
teers if appealed to through their
desire to exercise "social power".
These people are just as offended as
Fairbrother and Schepanovich as
they write about "the large-scale
decisions that are made about ser-
vice provision by individuals or
small authority groups, themselves
very often isolated from the popu-
lation they ostensibly care for."

8. Conporate goal-setting helps
boand membens see the Big Pictunre,
whene each one f4its 4in uniquely, and
Zhe intendependence of the sevenal
pants.



Here I must draw on personal ex-
perience from my years in board service
to observe that a common denominator
among ineffective boards has been the
failure of board members to grasp the
larger picture and to see the need
for and the interrelatedness of all
components of the board.

It is destructive of community to
have one department negating the worth
of another department rather than help-
ing analyze where a problem may lie
and proposing helpful solutions.

It is weakening to community to
insist that all members conform to one
style rather than drawing on their rich
diversities as unique individuals with-
in the community.

It is destructive of community to
allow one individual or task force or
department to be myopic, selfish or
exclusive in his demands upon the
community or in realizing how his act-~
ions affect the total community.

Within the process of corporate
goal-setting lies, I believe, a hope-
ful antidote to narrow, vested-interest
thinking and an organization that is
squandering its energies by shooting
off in all directions.

Managing by Objectives by Anthony
P. Raia gives a clear picture of how
to introduce such a process of goal-
setting. My own experience with the
use of MBO has been largely positive,
but I would also sound the kind of
cautionary note that Stewart Thompson
sounds in The Age of the Manager 1s
Qvenr! Thompson warns:

"MBO has closed off qualities of
human experience we no longer can
afford to neglect. Acts of making
new business are acts of process-
ing new environments. Those acts
of making require a diffuse,
scattered kind of attention the
management expert "thinks" is
confusion and aimlessness. The
focusing on "objectives" and
"goals" as fixed points contra-
dicts the most rudimentary func-
tions of human senses. Scanning--
contemplating--acting in whole
patterns of events creates great
vision. Staring at objects
creates only blindness, and the
people perish."
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Never let go of the dreaming
and the visioning parts of objective-
setting, and be prepared to modify the
objective when a new dream emerges from
the group...

9. Evafuation is a rewanrding
form of necognition and can contribute
to pensonal growith as well as to growth
of the "community".

It has come as something of a
revelation to me in the past few years
that there are systematic ways to
evaluate the work of a volunteer board.
I experienced such a process as part
of the advisory committee of a Vol-
untary Action Center which was tuned-in
to management by objectives with its
ease of evaluation.

Each committee .member evalua-
ted the performance of himself, fellow
committee members, the chairwoman,
and the staff administrator. The cli-
mate was positive and non-threatening,
but it was a serious examination to-
gether to see how the team and its
various components were doing. It was
an encouraging and revealing process
which gave specific direction for
improvement of the committee in the
future, and which did two things for
the individuals involved: 1) gave them
"strokes” for achievement, and 2)
identified gifts of some committee mem-
bers which had previously gone unrecog-
nized and untapped.

Harleigh B. Trecker points out
in an excellent chapter in C.itizen
Boands at Wonk that “a board which
shows regard for evaluation of its
own work sets a kind of tone for the
whole agency and makes others in the
agency not only respect them but may
stimulate them to evaluative efforts
of their own."

A yardstick for measuring a
board's performance is detailed in 36
criteria by Trecker and should be help-
ful to administrative volunteers
attempting to evaluate a board for the
first time.

Dealing specifically with the
task of developing community within
a board, a self-evaluation check £ist
to be used after each board meeting
might be a useful tool. Such a check-
ing-up list accompanies this article.



CONCLUSION

As a volunteer administrator or a
board volunteer, are you helping
"build community"? Do you see the
value of it as contrasted with a
vague collection of individual board
members?

A sense of commundity provides a '
firm base from which to perform the
difficult role of change-agent as a
volunteer board. An awareness of
the ingredients that go into develop-
ing such a community will enable each
board member and the administrator to
move a group closer to commundity.
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CHECKING UP
"am I Helping Build Community?"
If I am feeling "blocked" in board meeting, have I examined
myself within that situation?
Am I in touch with the clients of our agency?

Do I offer to serve the other board members more than I ask to
be served?

Do I want power for me or for the social good?

Do I sometimes discard one of my own goals if it doesn't fit
into the group goals?

Do I know what the other board members are doing?

Do I know my specific role?

Am I studying for this work?

Do I bring all the important decisions to the board?

Do I share all information openly, or am I selective and
playing it close to my chest?

Do I watch for undeveloped talents of board members and find
places to challenge them to use them?

Am I willing to be "transparent" with other board members?
Do I ask for sufficient feedback from other board members?

Am I willing to risk disagreeing with a board member and the
staff?

Do I encourage anyone who disagrees or offers a new idea?
Do I listen for feelings and help them get expressed?
Do I "check out” silent board members?

Do I start fresh with board members each time, or do I hold
grudges, impose labels, refuse to let people change?

Am I honest with myself about my feelings during conflict?
Am I open to evaluation of my work?

Am I feeling appreciated for my contribution?

If I am feeling "blocked" in board meeting, have I examined

myself within that situation? (Yes, this one gets double
attention!)
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a case study:
UNIVERSITY

By Harvey R. Hohauser, Ph.D
and Anne C. Frey, M. S.

The "University Year for ACTION"
is a federally sponsored student vol-
unteer program designed to assist
citizens of low income and/or dis-
advantaged circumstance. One of
several programs coordinated by the
federal ACTION agency, it is currently
in operation at some fifty-five
colleges and universities throughout
the United States. Among the other
volunteer programs sponsored by ACTION
are: VISTA, Peace Corps, Retired
Senior Volunteer Programs, and Foster
Grandparents.

University Year for ACTION is
designed as both a vehicle for univer-
sity commitment to the local community
and a response to student interest in
meaningful experiential learning. The
focus of University Year for ACTION is
twofold: (1) to help alleviate poverty
by utilizing the human resources of
universities, and (2) to encourage
universities to relate classroom know-
ledge to life experience.

The four partners in the University
Year for ACTION Program are:

1. The ACTION agency, which provides
fechnical assistance, overall din-
ection, and administrative costs;

Harvey R. Hohauser is Assocdlate
Dinecton, Centen for Community and
Human Development at Oakfand Univensity,

Rochesten, Michigan. .
Anne C. Frey 4s thein Dinrnector of

the Community Service Program.

YEAR FOR AGTION
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2. The univensity, which provides
academic chedit fon the students'
work, faculty supenvisdion, and
sAupplementary resouncesd;

3. The students, who senve fon one
yean as full-time volunteens, and

4. Local community onrngandizations,
which define jobs and supervdise
the volunteens' wonk.

From May 1, 1973 through September
30, 1975 eighty-eight students parti-
cipated in the Urban Affairs Center's
University Year for ACTION Program at
Oakland University in Rochester,
Michigan. For this two year period
students worked with numerous Pontiac-
Detroit metropolitan area agencies and
organizations furnishing the supple-
mental manpower to enable them to
assist hundredg of newclients, provide
a myriad of new services, and strengthen
the ties between the university and its
neighboring communities. 1In addition,
meaningful new academic experiences
were provided the University Year for
ACTION volunteers, which had their basis
in the experiential learning concept.

This report reflects the cumulative
impact of the University Year for ACTION
Program at Oakland University, Rochester
Michigan.



UNIVERSITY YEAR FOR ACTION VOLUNTEERS

Students interested in becoming
University Year for ACTION volunteers
were subjected to an intensive admis~
sion process by both Oakland Univer-
sity and the federal government.
Acceptance criteria included medical,
legal, and motivational inventories,
as well as commitments to live in the
local communities where the University
Year for ACTION work was carried out.

Those cleared for participation
were sworn in as federal employees and
were paid a living allowance and stipend
totalling $3,000 for twelve months of
full-time service. Free health insur-
ance benefits and a modestly-priced
insurance policy were also provided.

The provision of the Hatch Act applied
to the volunteers.

The experiences and backgrounds of
the eightyeight students were diverse.
The average age was twenty-four years,
with a range from eighteen to over sixty.
Approximately three-fourths were single;
sixty-two percent were female. Fifty-
seven percent of the volunteers were
white, thirty-two percent black, and
eleven percent Latino. Sixty-three
percent majored in the social sciences,
nineteen percent in humanities, ten
percent in education and the remainder
in the other remaining academic areas.
The cumulative grade point average for
the group was approximately 3.0 on a
4.0 systen.

ORIENTATION AND TRAINING

Prior to agency placement, the
volunteers were provided one month of
intensive training including one week
pre-service, two weeks on-the-job, and
one week post on-the-job training.
Emphasis was placed upon such areas as
community demography, community re-
source identification and utilization,
problem solving, communication skills,
values clarification, and the culture
of poverty. (See chart on next page)

This initial training was supple-
mented by in-service training sessions
which were held throughout the two
years of the program. Content was
determined by volunteer interest and
staff assessments of training needs.
Some of the workshop topics were:

Grant and Proposal Preparation, Child
Abuse and Neglect, Condumer Protection,
Welfarne Rights, Values ClLarificafion,
and Program Evaluation Techniques.
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Directing these workshops were
Urban Affairs Center staff, Oakland
University faculty and staff, and out-
side professionals from such agencies
as the oakland County Juvenile Court,
Oakland County Community Mental Health,
United Way of Pontiac-North Oakland,
Oakland County Prosecutor's Office,
Michigan Department of Social Services
and Pontiac School District.

INTERN PLACEMENT

The process of developing intern
placements was begun prior to the
submission of the grant proposal each
year. Agencies who indicated an
interest in hosting placements were
assisted by UYA staff in preparing
project narratives and volunteer job
descriptions in accordance with ACTION
guidelines. Thus, all placements were
delineated before the induction and
training of volunteers.

The placement opportunities were
varied, for example:

City of Pontiac Office for Latin
Affairs
Community PLanning

Pontiac Schools
Bilingual ftutoning and counselding

Pontiac Urban League
Manpowen development

Clinton Valley Center
State mental hospital counseling
and fob development

New Horizons, Inc.
Handicapped and netarded adult job
thadinding

Oakland County
Juvendile Count casewonk

Rochester-Avon Recreation Authority
Sendon citizen outreach, gnrant
nesearch

Professional Skills Alliance of Detroit
Recruitment of free consultants
gor community ghoups

American Red Cross
Disasten senvdices

Detroit Neighborhood City Halls
Manpowen development

We Care, Inc.
Job development forn ex-offendens



UNIVERSITY YEAR FOR ACTION TRAINING PARADIGM

|
I. PRE-SERVICE & ORIENTATION TRAINING (5 days)

A. Registration and Oath

B. Orientation to UYA/ACTION

C. Legal (Hatch Act) Issues and Administrative
Procedures

D. Training Overview

E. Volunteer Expectations

F. The Program Plan of ACTION

G. Sponsor Agency Supervisor and Volunteer Rap
Sessions

H. Community Understanding and Utilizing
Community Resources

I. Community, Agencies and the Human Resources
Delivery System: A Practitioner's
Perspective

J. Working in the Community and Building Helpful
Interpersonal Relationships

K. Communications and Communication Skills

L. Culture, Poverty and the Politics of Working in
the Community

M. Community Analysis

N. Values Clarification

0. Introduction to On~the-Job Training

II. ON-THE-JOB TRAINING (OJT) (2 weeks)
III. POST-0JT (3 days)

A. Volunteer Feedback on the OJT Experience

B. Revision of Work Plans

cC. Wrap-up of Initial Training Phase

Iv. IN-SERVICE TRAINING (4 hours each month)
Topical Issues and/or Skills Development Sessions

In all,over fifty different
agencies and organizations participated
in the UYA program over two years.

The actual placement of volunteers
was a mutual process. Students accepted
into the UYA program were asked to pri-
oritize three areas of interest after
which staff evaluated their experience,
educational backgrounds, personal pre-
ferences, and made the initial assign-
ments. Both students and agency super-
visors had on-going opportunities to
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provide feedback and request changes
or adjustments in placements.

One particular intern, placed at
the YMCA of North Oakland County, was
charged with designing a program which
offered positive alternatives to sub-
stance abuse for young people. He
accomplished this task via extensive
outreach and public relation efforts.

A peer counseling system, cultural,
vocational, recreational, and educa-
tional activities were developed and



finally, by applying for and receiving
grant dollars totaling over $70,000
(largely from the Michigan Department
of Social Services), he was subsequent-
ly hired by the YMCA to direct this

new program.

THE ACADEMIC COMPONENT

It is required by the federal ACTION.

agency that students make "normal acad-
emic progress" while serving as vol-
unteers, which at Oakland University is
defined as thirty-two undergraduate or
twenty-four graduate credit hours for

a twelve month period.

The presence of the University Year

for ACTION Program at Oakland University

provided a strong stimulus for the
institutionalization of experiential
learning. UYA students utilized exist-
ing courses to carry out their academic

plans which typically included independ-

ent study, contract learning, evening
and extension courses. Regularly
scheduled courses were subject to
approval by staff to avoid possible
conflicts with placement obligations
and federal requirements. UYA staff
members provided allUYA student vol-
unteers with a detailed outline of
appropriate types of courses and a
list of faculty who had demonstrated
a strong commitment to the experient-
ial learning concept, in addition to
personal advising sessions. each
semester.

Most students were able to adapt
well to the academic requirements by
relating much of their independent
course work to their placement acti-
vities. This plan was found to be
most conducive to social science,
education and human resources develop-
ment majors.

EVALUATION

Program evaluation was implemented
on several levels. ACTION require-
ments mandated an evaluation of train-
ing and semi-annual progress reports
(at six and twelve months). ACTION's
"Planned Impact Report" was utilized
to track any and all indicators of
progress in light of the goals and
objectives developed for each place-
ment. UYA Fiedd Supervisors conducted
interviews with all volunteers and
their agency supervisors in order to
complete these forms.
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In addition, the Urban Affairs
Center prepared and disseminated a
cumulative evaluation and report on
the two-year University Year for ACTION
experience at Oakland University.

CONCLUSIONS

It is significant that of all
the students involved as University
Year for ACTION volunteers at Oakland
University, approximately one-half
(fifty-three percent) proceeded with
their undergraduate education after
leaving the program. Of the remain-
ing forty-seven percent, eleven per-
cent chose to pursue graduate studies
and thirty-six percent became
employed (fourteen percent in the
public service sector, nine percent in
business and industry, seven percent
in education, three percent in govern-
ment and two percent in the military).

With the phasing out of the Uni~
versity Year for ACTION Program, the
Urban Affairs Center staff has devel-
oped new student volunteer programs.
Cooperative arrangements with Oak-
land University faculty, local
agencies and the Urban Affairs Center
have been based upon UYA structures.
Similar to University Year for ACTION
in some respects, the Urban Affairs
Volunteer Intern Program's thrust is
twofold: (1) 4£o provdide agencies
with additional manpowern and (2)

Zo enable students fo gadin practical
expentence from gufl- on part-time
placement while pursuing experiential
Learning counses.

These courses were supervised by
faculty members, while placements and
field supervision are managed by
Urban Affairs Center staff. On a
long range basis, the goal for the
Urban Affairs Center is to enhance
placements for students with urban
human service agencies, and to facil-
itate increased interdisciplinary
collaboration within the university.






the depth of citizen rage, particularly
in the inner city. Somewhere in the
middle exists a feeling of apathy and
fear reflected by people staying behind
locked doors at night.

Rehabilitation of the offender is
rapidly being abandoned as a national
goal. Whether it was ever feasible or
not, efforts at rehabilitation on bal-
ance haven't yielded much more than
benign neglect, and it has been ex-
tremely expensive. Given the limits
of our resources, the economics of
crime control favor prevention over
rehabilitation. As a.society we have
arrived at the same conclusion Joseph
Malins did in his
Ambulance:

'Twas a dangerous cliff, as they
freely confessed,

Though to walk near its crest
was s0 pleasant;

But oven its teanible edge thenre
had stipped

A duke and fulf many a peasant.

So the people said something
would have to be done,

But thein projects did not at
all tally;

Some said, "Put a fence around
the edge of the cliff,”

Some, "An abufance down 4in the
valley."

But the cny forn the ambulance
carnied the day,

For it spread through the

_ neighborning city;

A fence may be useful or not,
it 48 thue,

But each heanrt became brimful
0f pity

For those who sfipped over
that dangenrous cliff;

And the dwellerns in the high-
way and atlley

Gave pounds or gave pence, not
to put up a fence,

But an ambufance down in the
vatley.

"Won the eliff is all night, 4if
youn'ne caneful, "they said,

"And, 4if folks even sLip and
are dropping,

It isn't the sLipping that hunrts
them 80 much,

As the shock down below when
they'ne stopping.”

So day after day, as these mis-
haps occunrnred,

Quick fonth would these
nescuens sally
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To pick up the vietims who fell
0ff the cliff,
With thein ambulance down in the
valley.
Then an ofd sage nemanked: "I1t's
a marvel to me
That people give far more
attention
To nepaining nesults than to
stopping the cause,
When they'd much better aim ait
prevention.
Let us stop at its sounce atll
this mischied,” cnied he,
"Come nedighborns and friends, Let
us nally;
1§ the cliff we willf fence we
might also dispense
With the ambulance down in the

valley."

"Oh, he's a fanatic," the othens
rejoined,

"Dispense with the ambulance?
Neven!

He'd dispense with all chanities,
too, 4§ he coukd;

No! No! We'LL suppont them
foreven.

Arnen't we picking up folks just
as fast as they fall?

Ard shall this man dictate to us?
Shatt he?

Why should people of sense stop
to put up a fence,

While the ambulfance works in the
valley?"

But a sensible few, who aae
practical too,

Wikl not bean with such nonsense
much Longen;

They believe that prevention 4s
betten than cune,

And thein panty wilf soon be
the stnrongen.

Encourage them then, with younr
purse, vodice and pen,

And while othenr phifanthropists
datly,

They will scorn all pretense and
put up a stout fence

On the cliff thatr hangs over the
valley.

Betten gudide well the young than
neclaim them when otd,

Forn the vodice of true wisdom L4
calling,

"To nescue the fallen 4is good,
but 't.is best

To prevent other people from
fatling."

Betten close up the sounce of
temptation and crime



Than deliver from dungeon on
galley;

Betten put up a strong fence
around the top of the cliff

Than an ampulance down in the
valley.

One of our established tauths is
that citizen participation is an
absolute necessity in any strategy to
reduce crime. Indeed, three major
commissions: The President's Com-
mission on Law Enforcement and
Administration of Justice, The
National Commission on the Causes and
Prevention of Violence, and The
National Advisory Commission on
Criminal Justice Standards and Goals
have all concluded that crime pre-
vention is everyone's business.
Despite this, there has been no great
rush of citizens to prevent crime,
probably because when asking, “What
can I do as a citizen?" there have
been too few concrete answers. This
paper will attempt to answer the
question of, "What can I do?"

Before proceeding with this task,
I should like to define the terms
volunteer and volunieening as well as
the term citizen parflcipation. In my
view, citizen participation can be
viewed as a less pro-active level of
volunteering. Volunteering can be
viewed as the initiating of action
and the offering of help, while
citizen participation is just that,
participation. Obviously both
behaviors are necessary in crime pre-
vention and this paper will deal
with both in the context of volun-
teering.

Let us take, for an example, a
burglary prevention program known as
operation identification. In this
program personal property is marked
with the owner's Social Security
number, and all items are registered
with the police department. The theory
. behind this is that property that is

marked and registered is less likely
to be fenced. One level of citizen
participation is to mark and register
the property and list it with the
police; the other level, a moreée pro-
active level, would be that of serving
on the advisory board of the program
and promoting the concept among other
citizens.

In regard to the term evention,
I am defining this term as any actions
taken to prevent the occurrence of
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criminal "activity." There are three
levels to be considered in dealing
with this term: primary, secondary,
and tertiary. The first is synonymous
with intervention before the occur-
rence of criminal behavior. Secondary
prevention refers to intervention
initiated to relate to manifestations
of serious behaviors before they run
their full course and become full
fledged criminal behavior. Tertiary
prevention connotes intervention to
change criminal behavior to non-criminal
behavior. It is rehabilitative in
nature, but preventive in the sense
that any criminal behavior has the
potential to become worse if not
stopped.

As a framework for discussing
preventive activity I am suggesting
planning for three levels of prevent-
ive activity in relation to five
elements of crime, namely: 1) the
offender, 2) the victim, 3) criminal
justice system, 4) the criminal act
itself, and 5) the environment in
which the crime is committed.

In this paper it is my intent to
discuss each of the elements of crime
in relation to the three levels of
prevention and additionally speak to
the possible roles for volunteers in
crime prevention activity.

THE OFFENDER

Obviously if we are to direct
primary preventive efforts toward the
would be offender, these efforts
must be directed toward a population
that is not yet showing signs of
criminality; in other words, the so
called "normal® population. To put
it another way, we would view each
child at birth as a potential future
criminal. When we think of prevention
in primary terms, it is necessary to
think broadly and inter-relationally.
For example we know that unless a
child obtains the necessary protein
early in life, there will be a limit
to the development of the brain which
will in turn inhibit learning, which
in turn is related to delinquency. In
this context there is a relationship
between a soybean field in Kansas and
an inner city youth dependent upon the
potential protein in those soybeans.
The primary preventive acts in this
view would be that of assuring psycho-
logical stimulation, providing the
physical comforts necessary for
safety, and develorng an environment



for growth. 1In this sense we could en-
vision the volunteer working for well
baby clinics, promoting child nutrition
programs, promoting day care centers
and high quality education programs, to
name just a few.

There are several early warning
signals that might call for prevention
at the secondary level. Truancy and
other behavioral and learning pro-
blems in school suggest that the child
is having trouble with a vital social
institution. The runaway youth may be
reflecting the strains of family life.
Substance abuse and other behaviors
which may bring a youth into the hands
of social and legal agencies, could
well be a point in time and space where
the child could be served by the
volunteer. The National Information
Center on Volunteerism in Boulder,
Colorado has studied several volunteer
programs in prevention and diversion
and the roles of volunteers include
crisis intervention, counseling,
foster parenting and sheltering, be-~-
friending, recreation,advocacy for
services, and many others.l

At the tertiary level of preven-
tion we have seen a great deal of
activity. 1In terms of sheer numbers
of volunteers, the Ambulance in the
Valley is still the highlight of our
preventive work. The well estab-
lished roles for volunteers bear
mentioning here, however. Volunteers
in probation, parole and corrections
have served both adults and juveniles
as counselors, job finders, advocates
and brokers. They have and will
continue to perform the vital service
of linking the offender to the
community and in so doing serve to
stabilize and in many instances to
return many offenders to useful parti-
cipation in society.

THE VICTIM

Just as we have viewed the total
population as having potential for
future criminal behavior so must we
view each citizen as a potential
victim. 1§ we could achieve the goal
of educating all potential victims of
enime toavodd vietimization, crnime
would be neduced to s0 called
vietimless cnime! A primary pre-
vention approach to victims is
geared to teaching the citizen such
precautions as avoiding certain crime
provoking situations such as walking
alone in certain areas at certain
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times, locking doors, carrying money
and many other awareness approaches.
Much of this is currently being done
through the media, but much of what
we know about change suggests that
person to person contact might better
achieve the goal of getting people to
avoid victimization and of course
that suggests another role for
volunteers: that of public educator.

The secondary prevention approach
to victims would be that of having an
array of services available for would
be victims. Such programs include
the "Bod-Squad" anti-rape escort
services on many college campuses.
Such services are volunteer operated
and have had the effect of markedly
reducing the incidence of this crime.
Other examples include the provision
of mobile grocery stores for elderly
shoppers or transportation services
for senior citizens who might become
purse snatch victims. The possible
utilization of volunteers in such
programs is quite obvious.

To the actual victims of crime,
volunteers can and do perform a wide
range of services. The National
Information Center on Volunteerism
has documented the viability of
several programs across the country
which find volunteers as advocates
and counselcrs.2 Preventive measures
to re-educate victims toward avoid-
ance of further victimization are
important steps in crime prevention,
but just as important are the goals
of getting victims to assist in
giving evidence to the police and in
furthering the prosecution of offend-
ers. Volunteers can also be of
assistance to victims in securing
insurance, compensation, and resti-
tution for damages which resulted
from crime. With states increasingly
recognizing the need to assist
victims of crime, there will undoubt-
edly be an increased need for
volunteers in this area.

THE CRIMINAL JUSTICE SYSTEM

If we have learned anything in
our nation's two centuries of history,
it is that much of our crime stems
from the tendency for legislatures
to pass laws to cover contingencies
which cannot be resolved through the
mere enacting of a law.

Shakespeare noted, "Nothing is
either good or bad but thinking makes
it so." If this is true, then much




crime can be prevented by redefining at
regular intervals what a particular com-
munity considers bad enough to be de-

fined as crime. To criminalize behavior

ultimately places it in the criminal
justice system which is already over-
loaded beyond its resources. Citizen
participation is necessary to deter-
mine the fundamental question of what
problems to ¢iminalize and what pro-
blems to handle through other systems.
Primary prevention measures which might
be assisted through volunteer efforts
might include study committees to
explore alternative means of dealing
with community problems and panels

of community consultants set up to
advise criminal justice deciders. Cit-
izen anti-crime councils are excellent
examples of volunteers working to
continually redefine and reconceptual-
ize problems.

In order to maximize the use of
the volunteer in the criminal justice
system volunteers must be available at
the points of entrance to the system.
Keeping the system flexible enough to
provide alternatives to early labeling
and preventing deep penetration into
the system can be achieved by having a
volunteer capability in providing
services such as day parole, release on
recognizance, accepting direct referrals
from police such as Partners does in
Denver. We have learned that if the
criminal justice system is to have a
diversion capability there must be some
program to divert to. Volunteers can
be a vital force here.

At the tertiary level of prevent-
ion in the criminal justice system,
volunteers are currently performing
many other jobs besides that of the
well established job of counseling
offenders. They are: Advisory Council
Member; Arts and Crafts Teacher; Re-
creation Leader; Program Coordinator
and Administrator; Employment Counselor;
Foster Parent; Information Officer;
Neighborhood Worker; Office Worker
(clerical); Public Relations Officer;
Community Education Counselor; Record
Keeper; Tutor and Education Aide;
Religious Guidance Counselor.

THE CRIMINAL ACT

It is sometimes difficult to en-
vision primary prevention in regard to
the criminal act. In doing so it is
necessary to envision any behavior as
having the potential of becoming a
crime. One of the standard approaches
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to primary prevention of the criminal
act is to vie for control of the time
of people. If youth is involved in
supervised recreation, from the stand-
point of time they are less likely to
commit an offense. A primary preven-
tive strategy then would be that of
vying for as many youth hours as
possible with pro social alternative
activities. Volunteers are, of course,
naturals to provide this type of
service.

At the secondary level we can
approach the phenomena of the criminal
act as a crime about to happen. 1In
this context youth running through an
alley might be viewed as a prejiminary
to bike theft, particularly if pre-
vious bike thefts have been preceeded
by such activity. Volunteer "neigh-
borhood watch" programs are appro-
priate in addressing this problem and
have the possibility of keeping
behavior from deteriorating into crime.
Such a watch might view an elderly
shopper carrying a purse alone on a
street as "a crime about to happen";
and give this special attention.

We can gain many lessons from
criminal acts that have been committed.
In Denver the computer was fed data on
place and times of previous crimes such
that special police units could reason-
ably predict which parts of the city
should receive the most intense
patrolling. One criminal act is only
part of a bigger pattern and can be
important from the "lessons gained"
perspective. Citizen participation
in reporting crime in this sense
becomes vital to completing the big
picture.

THE ENVIRONMENT

The primary prevention of the
environment from crime would necess-
itate viewing any piece of geography
as a site for a criminal act. Prevent-
ion would necessitate designing build-
ings with utilization of space which
discourages criminal activity. Many
of our housing projects would have
been much less inviting to crime had
social scientist and architect
collaborated on design. Adequate
lighting and other prophylactic mea-
sures lend themselves to volunteer
promotional efforts.

Secondary prevention of the
environment from crime can be seen in
many of the "target hardening" activi-
ties such as fitting doors with dead



bolts, neighborhood watch of neighbor's
properties and developing the sense of
neighborhood which causes people to be-
come concerned about others.

Finally, in tertiary preventive
terms, the neighborhood at the point it
becomes the focus for increased crime
would need to be addressed with such
measures as neighborhood patrols, vol-
unteer police auxiliaries and increased

police patrols. All of these approaches

have built in volunteer roles.

We have examined the three levels
of prevention as they relate to the
various elements of crime, spelling out
some of the ways and means by which
volunteer power can be utilized to pre-
vent crime. A fair questions that
might be asked is, does £this work foxrce
ex{4{? My contention is that it does.

A 1967 Harris Poll revealed that over
one-third of a nationally representa-
tive sample of 1,200 people said they
would be willing to perform volunteer
correctional services.3 If a sizeable
proportion of these people could be
induced to work in crime prevention we
would, indeed, be challenged to mobil-
ize them through training and manage-
ment.

I believe that volunteering is a
spirit that has deep roots in American
society. From our beginnings, two
centuries ago: we have been a volunt-
eering people. I can think of no
better way to begin this third cen-
tury of national life than with a
declaration of interdependence that
in essence says we must rely on each
other to keep ourselves from being
the victims of crime. If, as Pogo
says, "The enemy 48 us," let us
recognize this and do something about
it. PFor, in the words of the late
President John F. Kennedy, "In thdis
wornld, God's work must truly be oun
own."
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an evaluation:

BELL LABORATORIES VOLUNTEERS IN ACTION

Coordinated By Denny Dudley

Volunteers in Action (VIA), a Bell
Laboratories program for employees,
retirees and their families, serves
as a clearinghouse for matching com-
munity agencies' requests to volunteer
offers of service. The program began
at the New Jersey locations in 1969
and has spread to the Columbus, Ohio
and Indian Hill, Illinois laboratories.
In 1975 there were some 600 volunteers
at all locations, with the New Jersey
program accounting for 470 of these.

A full-time coordinator and an assist-
ant manage the New Jersey program.

One person is assigned to VIA part-time
at Columbus and two persons are assign-
ed part-time at Indian Hill. Local
committees and a Central Committee help
to jguide' and support the program. VIA
strives to work closely with local
chapters of the Telephone Pioneers of
America, an organization of retirees.

The volunteers' activities vary.
Their assignments are generally in or
near their homes, scheduled on evenings
or weekends, but beyond this there is
no specific pattern te placement. For
example, during the past year in New
Jersey, volunteers were active in 128
different agencies in 49 communities
of a seven county area. The majority
of activities are educational in nature
and include in-school courses as well
as evening tutoring programs and adult
education classes held in neighborhood
centers. Of particular interest are:
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Project SEED (Special Elementary
Education for the Disadvantaged):
This national mathemaiics pno-
gram provdides a Learning situa-
tion in which innen-city children
can dmprove thein self-images and
gunction mone effectively Ln neg-
ulan classnooms, Math specialisits
§rom Bell Telephone Laboratordies,
trained .in the SEED method, have
taught classes in Plainfield,
East Orange and Red Bank, New
Jensey and in Columbus, Ohdio.

Science Mini-Courses: The Summen
Science School 48 a two week sum-
men progham fon edighth grade
minondity students, now held at
seven Bell Llabs Locations, with

a home Live-in component at
Munnay HiLL.... The East Orange
Special Science Progham 44 an
ll1-session, in-school program §on
seventh gradens, oncluding with

a gield trnip to Bell Labs....The
mindi-counses are taught by Bell
Labs technical people and anre
Lntended to provide to minondity
students an increased awareness
0f science and engineening as
possible future careens.

DELTA (Dynamic English Language
Teaching Associates): DELTA <3 an
evening program forn non-English
speaking people, founded in Doven
in 1967 and Zaught by Belf Labs




volunteens until Fall 1974, when
the program officially became part
of the Local adult school. Volun-
teens present a similar counse 4An
Plainfield. ©DELTA has senved oven
8§00 people.

PROJECT GIVE (Government and Indus-
try Volunteers in Education): A
weekly in-house tuforing projecit
at the Holmdel Location. G.I1.V.E.
seeks to provide enndichment and
motivation fon neighborhood child-
nen, ages & - 12 on a one-to-one
basis. The program was developed
in cooperation with two Local
elementary schools and two. county
socdal senvdice agencdes.

Tutor Support Program: This ten
houn workshop forn reading tutonrs,
developed by AT 6§ T has been pre-
sented thrhee times by Belfl Labs
in Pladingield and Vailsbunrg Zo
overn 60 volunteens f§rom both of
the Local communities and Bell
Laba.

In addition, many VIA participants
have been involved in penal reform
programs - at Rahway State Prison, the
Morris County Jail and the Monmouth
County Correctional Institution -
teaching basic electronics and comput-~
er programming and counseling
prisoners.

Some volunteers prefer short-term
assignments. For example, in 1973,
45 Bell Labs volunteers helped to
rennovate an alternative school in
Newark run by Dominican nuns for
potential drop-outs referred by the
public schools and, in two Saturdays,
made an estimated $7,000 worth of
improvements. Earlier this year, some
75 volunteers served as discussion
leaders in the Regional Plan Assoc-
iation's Choices for '76, a series of
television town meetings. In 1974,
and again in 1975, 50 VIA participants
were 'bne-to-one companions for a day"
with retarded persons at a large out-
door festival sponsored by the New
Jersey Association for Retarded Child-
ren. Still other volunteers give
clerical and maintenance services to
local groups, provide transportation
and help as Big Brothers, Explorer
Scout leaders, YMCA and YWCA instruct-
ors.

VIA EVALUATION

The evaluation of the New Jersey
VIA program was begun in mid 1973 at
the request of the VIA organization in

order to increase the effectiveness of
Volunteers In Action in its primary
role as a clearinghouse for the vol-
unteer activities of Bell Laboratories
employees, retirees and their families.
The project was designed as a self-
evaluation and included active parti-
cipation on the part of management and
policy personnel, volunteers and agency
representatives. Over 60 VIA partici-
pants were trained and involved in
gathering data through both group and
individual interviews. A variety of
volunteers assisted in other ways and
27 VIA representatives participated in
deriving action applications from the
evaluation findings. Sources of
possible biasin this Drocess were care-
fully considered and mitigated through
the design of the study.

An outside consultant, Dr. John M.
Hardy, who heads the National Board of. ..
YMCA's Organizational Development Group,
was utilized. He has extensive experience
in planning evaluations and research
for non-profit organizations, and, as
author of numercus articles on these
subjects, proved valuable to a Steering
ommittee of Bell Labs employees who
guided the study.

The VIA Evaluation consisted of
three major data gathering components,
based both on groups of persons con-
sidered important to interview and on
critical points of inquiry identified
by the Steering Committee. 1In the
first component, 161 VIA participants
met in small-group noontime discussions
held in late 1973. There were 15 groups
in all at the New Jersey locations, with
each group led by co-leaders trained
by Dr. Hardy. All groups used the same
carefully structured group interview
schedule and volunteer questionnaire.
Each of these instruments was pre-
tested and redesigned prior to being
used with the 161 volunteers. The
resulting data were coded, machine
tabulated and analyzed by the Libraries
and Information Systems Center.

In the second component of the
evaluation, one-to-one interviews were
conducted with directors or other
representatives of a stratified sample
of 31 agencies where VIA volunteers
have been assigned. Again, Bell Labs
volunteers were trained by Dr. Hardy
to conduct the interviews, using a
pre-tested instrument designed just
for agencies.

The Mathematics and Statistics

Research Center drew the agency sample
considered to be representative of the
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total population of agencies helped by
VIA. In no case did a volunteer inter-
view an agency with which he or she -
had worked. The data generated by the
31 individual interviews were coded,
tabulated and analyzed by Dr. Hardy.

Dr. Hardy conducted the third phase
of the evaluation, interviewing eleven
representatives of Bell Laboratories
management. The interviewees were
selected by the Steering Committee for
their understanding of Bell Labs and
its goals and operation, rather than
for specific first-hand involvement
with VIA. Several of those interviewed
had no previous experience with VIA.
The consultant coded, tabulated and
analyzed the data resulting from those
eleven interviews.

Following the collection and
analyses of the data, the Steering Com-
mittee met in an extended session to
derive and validate major findings from
the data summaries and analyses. Three
detailed Working Papers, one from each
major data component, were developed
for use by the Steering Committee in
fulfilling this task. Based on the
validated findings, the Steering Com-
mittee identified some preliminary
recommendations for improvement of VIA
and formulated its overall conclusions
resulting from the evaluation.

Finally, a Derivation Session was
conducted involving 27 volunteers,
management personnel, members of the
VIA Central and local committees and
the VIA Evaluation Steering Committee.
The purpose of this session was to
involve a larger group in considering
the findings and suggesting action
implications for improving the future
effectiveness of VIA. These implica-
tions were subsequently validated and
reviewed by the Steering Committee

The major findings, action impli-
cations and conclusions are included
in the following sections of this
report.

MAJOR FINDINGS

A. VOLUNTEER QUESTIONNAIRES: The
following major findings were derived
from questionnaires and group inter-
views involving 161 VIA volunteers.

1. VIA volunteers obtain a high
degree of personal satisfact-
ion from their volunteer
service. Satisfaction comes
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mainly from giving service to
others, from having an inter-
esting and stimulating
experience and from becoming
better informed about current
social problems. Some vol-
unteers attribute to their
volunteer experience the de-
velopment of new job-related
skills.

Three-fourths of the respondents
first heard of VIA at Bell Labs
through: Bell Labs News Help
Wanted Columns (32%); original
desk-to-desk announcement
(24%) ; other Bell Labs employ-
ees (18%).

VIA does not appear to be used
as a significant inducement
for recruiting new employees.

The vast majority of volun-
teers (80%) rate VIA as
either "effective" or "very
effective” in matching the
capabilities and interests of
people with service opportun-
ities.

VIA's effectiveness in pro-
viding assistance to volun-
teers in getting started in
their volunteer jobs is

rated slightly below the
rating for matching. Approx-
imately one-fourth of the
volunteers placed by VIA
would like additional "start-
up” help such as orientation
to the situation and the
problems to be encountered,
contact with other volunt-
eers and a clearer explana-
tion to agencies of the
referral from VIA.

"A vast majority of respond-

ents (84%) reported that VIA
did follow-up with them after
placement. Follow-up con-
sisted of progress check
calls, meetings, observation
or feedback and other kinds
of facilitative actions. On
the average, these follow-
ups were rated as being
between "moderately" and
"considerably" helpful.

Respondents had the following
initial concerns about
volunteering: too demanding
(74%) ; not genuinely helpful



10.

11.

12.

13.

to someone else (46%); services
might be inappropriately used
for public relations (23%); de-
trimental to BTL career (21%);
supervision might not approve
(21%). While all initial con-
cerns decline with experience
in volunteering, those having
to do with the relationships

of volunteering to the company
(i.e., supervision might not
approve; detrimental to BTL
career, etc.) are less modified
by =2xperience in volunteering.

For approximately one-half of
the respondents, volunteering
has a predominantly positive
side effect on their family
life. Among the most frequent-
ly noted side effects were:
provides an occasion for sharing
in the family; provides a
developmental experience for
children; provides a family
satisfaction and pride in doing
something useful for others.
Negative side effects noted by
a small number of respondents
were: disruption of family
schedules and respondents

being missed by family while
volunteering.

The vast majority of VIA vol-
unteers (82%) felt welcomed by
the agencies they served and
generally felt that the agencies
made effective and efficient use
of their services.

Over two-thirds of the volun-
teers report that agencies pro-
vide job descriptions, necessary
support, adequate supplies and
recognition of their services.
However, less than one-third

of the volunteers report that
agencies provide training and
formal evaluation for them.

The majority of volunteers (63%)
feel that the company should
attempt to increase its ex-
pressions of social responsi-
bility.

The majority of respondents

(62%) felt that not enough .
publicity has been given to the
activities of VIA participants.

Generally, volunteers want a
VIA program that has even more
opportunities and participants.

There is considerable interest
among volunteers that their
opportunities for service be
broadened in a way that will
utilize such additional skills
and interests as they may
have.

B. AGENCY INTERVIEWS: The following
major findings were derived from
interviews with a representative
sample of knowledgeable persons from
4] community agencies that utilize
VIA volunteers.

1. Agency representatives per-
ceive VIA volunteers to be
definitely superior to other
volunteers that they have
used. These representatives
perceive the attitudes and
behavior of VIA volunteers
as being very supportive of
agency goals. VIA volunteers
are making identifiable and
specific contributions to
the achievement of agency
goals.

2. Compared to other referral
agencies that have been used,
VIA is rated superior by
agency representatives.

3. VIA volunteers evidence to a
significant degree the
characteristics that are
deemed most desirable by
agency representatives. The
three most desirable char-
acteristics of volunteers
as perceived by agency res-
pondents are: dependable,
caring and patient. However
the negative characteristic
of rigidity, as opposite of
flexibility, was identified
by 16% of agency respondents
as being characteristic of
VIA volunteers.

4. The majority of agency
representatives are of the
opinion that the relationship
between VIA and Bell Labs has
a positive bearing on volun-
teers' effectiveness although
for many the nature of the
relationship is not clear.

5. The majority of agencies are
providing recognition for
volunteers, some in very
creative ways. The type of
recognition varies from



simple thank-you letters to
special events such as award
nights and board luncheons.

6. Approximately one-fourth of
agencies are not providing any
orientation for volunteers and,
in some cases, the orientation
that is provided appears to be
rather casual and sporadic.

7. The majority of agencies are
not providing on-going, sup-
portive training that will
assist volunteers in increasing
their effectiveness and in
achieveing the goals of the
agency.

8. In general, agencies are not
systematically evaluating the
the effectiveness of volunteers.
Consequently, volunteers are
getting little, if any, feed-
back on their performances.

9. Based on their experience,
agency representatives generated
16 suggestions for improving the
effectiveness of VIA and making
VIA even more helpful to their
agencies. The most frequently
noted suggestions were: pro-
vide more volunteers; conduct
training sessions for volunteers
designed to increase their
skills in working with people;
give Vqa more publicity at Bell
Labs.

C. MANAGEMENT INTERVIEWS: The follow-
ing major findings were derived from
11 interviews with a cross-section of
Bell Labs management.

1. Management respondents perceive
VIA as making significant con-
tributions to BTL and to the
betterment of communities in
which the company operates. The
most frequently identified con-
tributions were: improves BTL
image as a concerned corporate
citizen; meets needs of emplo-
yees to give social service and
provides supplementary satis-
factions; makes significant con-
tributions to society and helps
improve the environment in which
BTL functions. In general, the
respondents are very supportive
of VIA and the contributions
made by VIA.

2. The majority of management
respondents feel that VIA should
direct at least some efforts to
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all of the ten possible con-
tributions to the company
tested in the interviews. In
the opinions of the respond-
ents, VIA's greatest efforts
should be directed toward:
helping channel and organize
community requests; creating
a sense of community among
employees; making a positive
contribution to the company's
reputation in nearby commun-
ities; cooperating with and
assisting the Pioneers in
their community service.

3. The respondents identified a
number of suggestions to be
considered for improving the
effectiveness of VIA. The
majority suggested that VIA
should increase its internal
and external publicity inter-
pretation.

4. The kinds of criteria sug-
gested by the management
respondents for assessing the
value of VIA to the company
correspond closely to the
criteria that were either
considered by the Evaluation
Steering Committee or were
actually ysed in the evalua-
tion.

5. There is virtually no concern
on the part of management
respondents about the relat-
ionship between VIA and the
Pioneers. Although there
may. be some overlap of people
and/or activities between the
organizations, this is not
perceived as counterproduct-
ive in any way. It is felt
that the relationship is a
positive one.

6. Even though the management
respondents have had little,
if any, direct personal con-
tact with VIA and are relat-
ively unfamiliar with detail-
ed activities of the program,
the majority are able to
accurately describe the major
functions of VIA.

ACTION IMPLICATIONS

The following action implications
were derived from the major findings
of the VIA Evaluation by a represent-
ative group ef People including vol-
unteers, management personnel, members
of the VIA Central and local



committees armd the VIA Evaluation
Steering Committee:

A. PRIORITY CONSIDERATIONS

Continue the Bell Labs News Help
Wanted ads, varying the ad copy.

Hold lunch time programs at Bell
Labs with agency speakers, BTL
volunteers or appropriate films
to describe specific volunteer
needs; provide suitable inter-
nal publicity to attract intend-
ed audience.

Arrange for potential volunteers
to visit agencies before commit-
ting themselves to projects so
as to diminish possible concerns
about assignments.

Use VIA to create and strengthen
the sense of community among

Bell Labs employees through short
term "one shot" activities in-
volving large numbers working to-
gether.

Through VIA staff or experienced
volunteers, provide orientation
and follow-up to help new vol-
unteers handle assignments with
sensitivity and openness to
situations they may encounter:
workshops could be held; written
materials, including guidelines,
might be provided; "lead" vol-
unteers could be assigned as
advisors or classroom observers.

Make management's supportive
attitudes toward VIA better known
internally.

Publish an annual VIA insert in
the Bell Labs News.

B. OTHER SUGGESTIONS

Publish quotations (in the Bell
Labs News) from volunteers about
the satisfactions they have
derived through their VIA
activities.

Put out a VIA newsletter at each
location as desired for all
volunteers, including retirees,
to strengthen local programs.

Make available a list of volunteer
jobs and associated skills so that
potential volunteers can choose
for themselves a desired assign-
ment.
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Provide volunteers with a list
of available Bell Labs surplus
equipment so that they will be
aware of possible resources to
support their volunteer tasks.

Solicit Bell Labs employees
for volunteer needs they are
aware of in their own commun-
ities.

Provide specific programs to
inform all levels of Bell Labs
management, including super-
visors, about VIA: the VIA
slide presentation could be
made to small groups of super-
visors or others; a noon-time
auditorium program about VIA
might be scheduled for manage-
ment and announced in the Memo
for Supervision.

Solicit a statement from the
President of Bell Labs stres-
sing the importance of
voluntary activity, to be
published in the Bell Labs
News during National Volun-
teer Week held annually in
April; with discretion, find
other ways to increase per-
ceived support of VIA by
management.

Publicize names of VIA parti-
cipants and their activities
to management.

Stay abreast of Affirmative
Action Department programs to
see how VIA can assist through
volunteer activities.

Make information on VIA avail-
able to recruiters (page for
recruiters' handbook) so that
VIA can be discussed with
interested prospective
employees.

Stimulate publicity in local
papers about completed or
on-going VIA activities in or-
der to make agencies awarc of
VIA services and to enhance
Bell Labs image.

Assist agencies with training
programs for volunteers.

Urge agencies to provide
evaluation of volunteer act-
ivities, offering assistance
if desired; encourage agencies
to teach volunteers ways to



evaluate in a continuing way
their own performances with a
particular client or group.

CONCLUSIONS

In the course of the evaluation, the
Steering Committee spent many hours re-
viewing the detailed data summaries and
validating the findings. Based on that
examination the Steering Committee is
convinced that the findings of the
evaluation clearly indicate that the
present VIA staff is efficiently and
fully occupied. This is evidenced by
the volume of active volunteers and their
satisfactions; the clearly superior co-
ordination of volunteers by VIA; the
objective and impartial matching of
volunteers to jobs, which requires great
effort and is very much appreciated by
agencies; the appreciation of the pre-
sent full-time staff and the importance
of their visibility to the public image
of BTL that is projected by VIA.

The Steering Committee also is
greatly impressed with the fact that both
VIA volunteers and BTL managers feel the
need for BTL to demonstrate its concern-
ed corporate citizenship. It seems
apparent that VIA represents a low-cost
and effective mechanism for fulfilling
these desires.

While the evaluation is strongly
supportive of VIA and its functioning,
the findings do indicate several areas
for possible improvement. The action
implications specified in the previous
section are designed to effect these
improvements. The Steering Committee
has reviewed and validated all of these
action suggestions and commends them to
the VIA Central Committee and VIA Man-
agement for consideration and for
implementation to the extent possible
within the resource constraints of VIA.

Evaluation Steering Committee:

T. H. Crowley

A. T. Felsberg

Ram Gnanadesikan

R. A. Kelly

F. E. McKnight

H. 0. Pollak

L. W. Roberts

I. C. Ross

T. L. Triolo

J. M. Hardy, Consultant
D, DudleyyEx~Officio
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HUMANIZING THE HUMAN SERVICE AGENCY - continued from page 10

of communication practices of the
director. In Part II of the quest-
ionnaire, volunteers and directors
rated the importance of each of ten
factors which might influence the
effectiveness of communication
practices in an agency. In Part III,
volunteers responded to four open-
ended questions concerning their
likes and dislikes of their agencies
prevailing communication practices.
Because the questionnaires were ad-
ministered at the agency, one hundred
per cent of those included in the
sample of volunteers returned useable
data. Multiple classification, T-Test
and analysis of variance were the
main statistical techniques employed
to examine the questionnaire data.

The most reassuring finding of
the study - at least for the director-
was that the majority of volunteers
(65%) responded affirmatively to the
question of whether the Director of
Volunteers was a successful communi-
cator. Thirty-five percent responded
negatively. Reasons given by the
volunteers who were dissatisfied with
the communication practices of the
director were that:

(1) communications were not
effective;
(2) important information was

first learned outside the
agency or from clients;

(3) personal communication was
lacking;

(4) instructions from the
director were not always
clear; and

(5) it was difficult to obtain
a clear-cut "yes" or "no"
answer from the director.

Those volunteers who were pleased
with the communication practices of
their director state the following
reasons, in order of their importance:

(1) information from tlhe direct-
or was clear and concise;

(2) the director kept volunteers
well-informed;

(3) the director was tactful,
understanding, and cooper-
ative in his communication
with volunteers;
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(4) the director was willing
to listen and discuss
problems, and;

(5) the director showed a
personal interest in
volunteers.

The Director of Volunteers should
not be tempted to complacency as a
result of the finding that volunteers
saw them as successful communicators.
It should be noted that the study
data suggested that volunteers per-
ceive directors to be less effect-
ive communicators than directors
believe themselves to be. In fact,
in examining the data from the thirty
agencies, it was found in response
to all twenty questions, volunteers
rated directors lower in communica-
tion effectiveness than directors
rated themselves.

The largest discrepancy between
volunteers and directors perception
of the effectiveness of the direct-
or's communication practices was
concerned with the extent to which
he/she (1) discussed with volunteers
the overall view of the agency; (2)
failed to attempt to f£find out the
'real' reasons for volunteer resig-
nations; (3) did not offer explana-
tions when volunteer suggestions
were not used; and (4) failed to
solicit volunteers' advice or
suggestions on their role in the
agency.

The perceptions of the volun-
teers and directors on the effective-
ness of director's communication
were mostly nearly alike in the
areas of (1) the degree to which
volunteers felt free to ask their
director for help; (2) whether her
communication made volunteers think
that she was interested in them, and,
(3) whether she gave clear and
adequate instructions.

While there was variance in the
perceived effectiveness of the dir-
ector's communication, depending on
agency size, these factors were
generally not found to be significant.
However, regardless of the size of
the agency or type, volunteers saw
directors as less effective in com-
municating than did the directors
themselves.



With respect to the volunteer's
suggestions for improving director-
volunteer communication, they recom-
mended:

(1) increased volunteer partici-
pation in planning activities;

(2) scheduled volunteer-director
personal conferences;

(3) more frequent and better
planned volunteer meetings;
and,

(4) utilization of more frequent
printed bulletins (news-
letters).

In order of preference they favored
volunteer meetings, bulletins, and
personal conferences as methods of
director-volunteer communication.

Whether or not the exact findings
from this study can be generalized to

the reader's agency, the data serve to

underscore the importance of every
director learning more about the
perceptions and expectations of vol-
unteers with reference to his own and
the agency's communication practices.

To summarize, briefly, to this
point then, the climate of a human
service agency is gauged in terms of
its 4nfluence, attraction, noams and
communication. So the climate of a
humanized agency has the following
attributes:

(1) Influence that is:

(a) clearly defined so that there
is general understanding of
who makes what decisions;

(b) shared so that all persons
affected by a decision are
involved in making it;

(c) dispersed so that all persons
perceive that they can have

some impact upon the direction

of the agency;

(d) negotiable so that procedures
are available to appeal what
appears to be the unjust use
of power.

(2) Norms that show members valuing:

(a) collaboration between admin-
istration and staff, between
staff and volunteers;
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(3)

(4)

(5)

(b)  the rights and integrity of
all participants.

(c) the personal growth of
clients, volunteers and
staff;

(d) the freedom of volunteers
to pursue personal goals.

Norms that encourage the behavior
of:

(a) direct, open and authentic
communication;

(b) creative risk-taking to find
new ways to solve problems;

(c) public discussion of the
dynamics of the human ser-
vice agency itself;

(d) critical assessment of oper-
ations by staff and volun-
teers.

Organizational roles that are:

(a) publicly defined so that
participants know what others
expect of them;

(b) flexible so that volunteers'
functions are consonant with
their interests and cap-
abilities;15 '

(c) changeable from time to time,
so that clients may teach or
serve and staff/volunteers
may learn, and all are seen
as potentially helpful to
one another.

Communication that is:

(a) free-flowing between all
participants in the agency;
moving across status positions
as well as up and down;

(b) encouraged so that there are
both formal procedures, like
meetings and informal gath-
erings for discussion and
perception-owning;

(c) personal and direct:

(d) skillful, utilizing proced-
ures of listening, paraphra-
sing and impression-checking,
among others.



THE IDEOLOGY OF AN ORGANIZATION

If these are the attributes of a
humanized agency cfimate then we
should turn our attention to under-
standing those values or ideology
which underlie the character of our
agencies. Our failure to recognize
ideological issues that underlie
organizational structure, decision-
making, and goal setting is common
among volunteer managers. Usually
issues are recognized only when the
lines become drawn. There is one
basic tension that runs throughout
the ideologies of all human service
organization types. 11 {4 the con-
§Lict between (a) values and structunrnal
qualities which advance the intenesits
of people, and (b) the values and
strnuctural qualities which advance the
Antenests of organdizaidions.

As volunteer administratiors work
more and more for developing climates
that produce humanized agencies, this
tension will become more and more
pronounced. The pressure for greater
person orientation will increase. At
the same time as our environments be-
come more technical, the attractions
of task orientation will make them-
selves felt. There are - or will be -
six areas of interest to an adminis-
trator which are the subject of
ideological tension in an agency.
Three could be classified as the
interests of people' and three class-
ified as 'the interests of the organ-
ization.'

The Antenests of the people anre:

(1) security against deprivation
{economic, political)

{2) opportunities to voluntarily
commit one's efforts to goals
that are personally meaingful.

(3) the pursuit of one's own
growth and development even
where this may conflict with
the immediate needs of the
organization :

The intenests of the ongandization
are:

(1) effective response to threat-
ening environments.

(2) dealing rapidly and effectively
with change.
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(3) internal integration and
coordination of effort toward
organizational needs and
goals, including subordin-
ation of individual needs
to the needs of the organi-
zation.

Whether volunteer administrators
confront or avoid them, ideological
issues will continue to sharpen, inside
and outside the organization. Every
change toward a more 'humanizing
climate' will mean some degree of .
power redistribution and with it some
shifts in rewards. Such shifts will
always be resisted by those with the
most to lose - usually the older
members of the agency (volunteer and
program staff) who have a higher
status.

Harrison postulates that there
are four separate ideology paradigms
that determine the compatability of
an organization's interests with those
of its members: (1) power orientation,
(2) role orientation, (3) task orient-
ation, and (4) person orientation.
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An organization that is powen-
oniented attempts to dominate its
environment and vanquish all opposit-
ion. Within the organization those
who are powerful strive to maintain
absolute control over subordinates.
It is jealous of its 'turf' and com-
petitive. It seeks to make expan-
sions at the expense of others,
often exploiting weaker organizations.
Within the organization, adminis-
trators struggle for personal advan-
tage against their peers.

An organization that is nole-
ordiented aspires to be as rational
and orderly as possible. There is a
preoccupation with legality, legit-
imacy and responsibility. Competition
and conflict are regulated or replaced
by agreements, rules and procedures.
Rights and privileges are carefully
defined and adhered to. Predict-
ability of ‘behavior is high in the
role-oriented agency, and stability
and respectability are often valued
as much as competence. The correct
response is valued almost as highly
as the effective one. Procedures
for change tend to be cumbersome;
therefore the system is slow to
adapt to change.



In the organization that is task-
oniented, achievement of a superordin-
ate goal is the highest value., The
goal need not be economic; it could be
reforming a system, helping the poor,
or converting the heathen, etc. The
important thing is that the organiza-
tion's structure, functions and
activities are all evaluated in terms
of their contribution to the superor-
dinate goal. Nothing is permitted to
get in the way of accomplishing the
task. If personal needs and social
considerations threaten to upset ef-
fective problem solving, they are
suppressed in the interests of 'getting
on with the job'. Emphasis is placed
on rapid, flexible organization res-
ponse to changed conditions. Collab-
oration is sought if it will advance
the goal.

Unlike the other three types, the
penson-oniented organization exists
primarily to serve the needs of its
members. The organization itself is a
device through which the members can
meet needs that they could not other-
wise satisfy by themselves. When it is
necessary, authority may be assigned
on the basis of task competence. In-
stead, individuals are expected to
influence each other through example,
helpfulness, caring. Consensus
methods of decision making are pre-
ferred. People are not generally
expected to do things that are incon-
gruent with their own goals and
values. Rules are assigned on the
basis of personal preference and the
need for learning and growth. It is
typical of such organizations that
expansion or maximizing income are
not primary considerations.

Volunteer administrators need to
be assisted and assist others in their
agencies to compare their organiza-
tion's values and their own personal
values with these four ideological
frameworks: power, role, task, and
person.

In the task of humanizing an
organization it is important to
gather data on the ideology of the
organization and that of those who are
its staff, volunteers and others.
The match between a person's own values
and those he ascribes to the organiza-
tion indicates the ease with which he
can enter into a contract/agreement,
physically and psychologically, with
the organization. Persons deal with
incongruence between the two expres-
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sions in various ways. Some may try
to change the organization. Some will
limit their involvement. Others will
attack it in covert and overt ways.

If participants have a sufficiently
high trust in one another, they may
wish to share their experiences in
dealing with incongruous values be-
tween themselves and the organization.
In a humanized and humanizing agency
that will happen. Volunteer managers
and volunteers will try to discover
ways of dealing with the conflict in
ideologies that are more promising
than those they have attempted.

In a humanized agency, value
polarities within a group of partici-
pants would be explored in a meaning-
ful way. To highlight these, it
may be useful to ask participants to
group themselves according to their
shared organization ideology. Each
group may prepare a position state-
ment to present to the others,
supporting the values that the mem-
bers share. Since it may be easier
for the individual to "own" and to
verbalize her values when she has
the support of a group of similarly
inclined members. This process
would be especially helpful in groups
where members avoid open discussion
of differences.

Some questions stimulate people
to own and support their own organi-
zation ideology such as:

(1) How does this set of values
equip our organization to deal
with the environment? What
strengths does it give our
organization to meet outside
stresses?

(2) How does this ideology help in
processing information, making
decisions, and directing
effective action?

(3) How does this ideology assist
in resolving conflict within
the organization?

(4) With what kinds of people is
this ideology effective in
motivating effort and satis-
fying needs?

(5) For what kinds of tasks and in
what sorts of business of our
organization is this ideology
particularly useful?



By dealing with such differences
openly, the agency is creating a human-
izing climate where persons may find
ways to manage conflict, value differ-

(1) is being taken seriously;

(2) is unique as an individual;

ences, and other 'distance' producing

functions.

This management will pro-

vide a humanized service to both the
organization and its members.

SUMMARY

In summarizing, my own point of

view is that a humanistic agency is
one that:

(1)

(2)

(3)

(4)

(5)

(6)

(7)

(8)

systematically tries to interest
each person in. learning more
that he thinks he wants to learn;

makes sure that each person is
known as a total human being;

creates an environment in which
each person may make maximum
utilization of her talents and
interests;

devises a program for persons in
which they can move forward with
success in terms of their own
talents and interests, no matter
how diverse they may be:;

focuses on options rather than
on uniformity;

practices accountability for
clients, staff, and volunteers,
realizing that such procedures
show that the agency cares for
persons as opposed to permis-
siveness or vagueness that
indicates that it does not
worry about what happens to
individuals;

has continuous progress arrange-
ments so that a person may pro-
ceed to develop skills under
supervision;

evaluates volunteer's progress
and performance on the basis of
a job description, agency/vol-
unteer agreement, or some such
written understanding with the
same degree of importance as
staff evaluation.

Such humanizing standards as

these should result in the volunteer
feeling and experiencing that he/she:

41

(3) has a diversity of oppor-
tunity for service;

(4) can share in decision
making;

(5) has knowledge of the goal,
purpose, mission;

(6) shares ownership of the
ideological expression of
the agency:;

(7) is doing something worth-
while;

(8) can be open and express
new skills, behaviors,
values;

(9) is expected to contribute
toward the humanizing
climate;

(10) has feelings that are
important to others.

In the future, administrators
of volunteer programs will have to
develop skills which not only "get
things done," but which help vol-
unteers-and clients and the
institutions which allegedly serve
them. This type of administration
will require the administrator to
be skeptical of agencies and insti-
tutions which are too highly struct-
ured, excessively bureaucratic, and
hierarchically inflexible. Rather
than complaining about such insti-
tutions or leaving such agencies,
the volunteer administrator in col-
laboration with staff, clients,
and volunteers will work from within
to humanize such organizations.
Sometimes it may mean just the dis-
regard of meaningless rules. At.
other times, she might work toward
building like-minded, small, formal
advocacy groups in order to advance
a point of view or get a policy
change accepted. At still other
times, she might form close, support-
ive associations with other profes-
sionals and clients in informal
groupings bound by a sense of com-
munity with no divisions of
authority.



Volunteer administrators will
have to develop strengths and skills
which may have been conspiciously
absent from educational formats thus
far. Such strengths would include:

(1) the ability to work effectively
with people in groups, helping
them to establish clear goals
and achieve rewarding results;

(2) the ability to function as a
counselor, helping volunteers

in a manner which promotes their

growth and independence;

(3) the ability to function collab-
oratively with other agencies
and other sectors of the
community to identify community
needs and deliver services that
meet those needs;

{(4) the ability to identify the
dimensions of influence, roles

and norms and to know when human

or organizational transactions

are dehumanizing or dysfunction-

al;

(5) the ability to evaluate their

administration and communication

techniques in terms of how con-

gruent and supportive they are of

helping persons to establish
more humanized processes, pro-
cedures and programs.

In conclusion, humanizing the
human service agency will require
that we establish programs that will
assist the volunteer administrator
to develop skills and knowledge that
he or she will need for such a task.
For the humanizing task calls for an
effective facilitator, a counselor,
a human rights activist, and ombuds-
person, a stimulator of human poten-
tial, a groups organizer, and educa-
tor to assist persons in discovering
more effective and satisfying means
to improve themselves and their
agencies.
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APPENDIX A Perceived Effectiveness of Volunteer
Administrator-Volunteer Communication
Practices

VOLUNTEER COMMUNICATION PROFILE QUESTIONNAIRE
(Circle Answers Appropriate)

Name of Agency

Sex: Male Female

Ages: 20-29 30-39 40-49 50-over

Years of Volunteer Experience: 0-4 5-9 10-19 20-over
Years at this Agency: 0-4 5-9 10-19 20-over

Communication

Communication refers to the passing of
information from one person to another.
Its chief goal is to create understand-
ing. Information includes facts, com-
mands, news, or desires which may be
passed by written or oral language or by
non-verbal signals.

Part I Please circle the response which best identifies your
Volunteer Director's communication practices:

1l -- Never
2 -- Rarely
3 -- Sometimes
4 -- Frequently
5 -- Always
1. Does your volunteer director's communication make you
think that he/she is interested in you? 1 2 3 4 5
2. Does your volunteer director know what you
think about the agency, your work and
her/him? 1 2 3 4 5
3. Does he/she give clear and adequate
instructions? 1 2 3 4 5
4. Are you given opportunity to talk to
him/her about your problems? 1 2 3 4 5
5. Do you feel free to discuss personal
problems with her/him? 1 2 3 4 5
6. Do you feel free to make complaints to
your volunteer director? 1 2 3 4 5
7. Are you informed of action that is taken
on your complaints? 1 2 3 4 5
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Perceived Effectiveness of Volunteeer
Administrator-Volunteer Communication
APPENDIX B Practices

Part I (cont'd)

8. Are you asked to give advice or suggestions
about the work of the volunteer director: 1 2 3 4 5

9. When your suggestions are not used, are
explanations given to you? 1 2 3 4 5

10. Does your volunteer director ever
re-evaluate his/her communication
methods? 1 2 3 4 5

11. Does your volunteer director find out the
'real' reasons why his/her volunteers
resign? 1 2 3 4 5

12. Are you encouraged to eApress your
thoughts to him/her? 1 2 3 4 5

13. Do you feel free to ask your volunteer
director for help? 1 2 3 4 S

14. Are you given any reasons for changes
in work assignments? 1 2 3 4 5

15. Does your volunteer director criticize
volunteers in the presence of others? l1 2 3 4 5

16. Does your volunteer director talk with
you about system-wide planning? 1 2 3 4 5

17. Does your volunteer director talk with you
about the overall view of the organization? 1 2 3 4 5

18. Does your volunteer director tell you
what is expected of you? l1 2 3 4 5

19. Does your volunteer director keep you
informed about new agency policy and
practices? 1 2 3 4 5

20. Does your volunteer director talk with
you to dispel rumors? 1 2 3 4 5

Part I1 Please rank the following items in order of importance
to you. Rank each column - 1, 2, 3, 4, 5, - high
importance to little importance

(Rank 1, 2, 3, 4, 5, ) (Rank 1, 2, 3, 4, 5,)
Good Working Conditions ______ prepared for work
Feeling 'in' on things _____ belief in importance of work
Help on personal problems __ appreciation of work done
Tactful disciplining _____ administration support of
volunteers

good personal relationships personal recognition
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Perceived Effectiveness of Volunteer

APPENDIX C Administrator-volunteer Communication

Practices

Part III Briefly respond to the following questions in space

1.

provided:

Do you feel that your volunteer director is a successful
communicator? Why or why not?

What kind of information would you like to receive that is
not given to you?

What suggestion would you make for improving two-way communication
channels in this organization?

Which media used by your volunteer director for passing infor-
mation impresses you the most favorably? (handbooks, manuals,
circulars, newsletters, daily bulletins, bulletin board
notices, individual notes, conferences, committee meetings,
volunteer meetings, others, etc.)
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Perceived Effectiveness of Volunteer
Administrator-volunteer Communication

Practices
APPENDIX D

VOLUNTEER DIRECTOR COMMUNICATION PROFILE

QUESTIONNAIRE
Name of Agency
Sex: Male Female
Age: 20-29 30-39 40-49 50-over
Years of Volunteer Director Experience: 0-4 5-9 10-19
Years at this Agency: 0-4 5-9 10-19 20-over
Communication

Communication refers to the passing of information
from one person to another. Its chief goal is to
create understanding. Information includes facts,
commands, news, or desires which may be passed by
written or oral language or by non-verbal signals.

Partl Please circle the response which best identifies your
communication practices with volunteers:
1 -- Never
2 -- Rarely
3 -- Sometimes
4 .-- Frequently
5 -- Always
1. Is your communication personalized so each
volunteer feels you have an interest in
him/her? 1 2 3 4 5
2. Do you have an idea of what each volunteer
thinks about the system, his/her work,
and you? 1 2 3 4 5
3. Are your instructions clear and
adequate? 1 2 3 4 5
4. Do you give each volunteer the opport-
unity to talk about her/his
problems? 1 2 3 4 5
5. Does she/he feel free to discuss
personal problems with you? 1 2 3 4 5
6. Do volunteers feel free to make
complaints? 1 2 3 4 5
7. Do you keep the volunteers informed
on action taken on a complaint? 1 2 3 4 5
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Perceived Effectiveness of Voluntegr
Administrator-volunteer Communication

APPENDIX E Practices

PART I (cont'd)

8.

9.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

Do you ask for advice or suggestions
about your work?

Do you explain fully to the volunteer
when his/her suggestions cannot be
used?

Do you make an effort to evaluate your
program of communication?

Do you take time to find the 'real'’
reasons why a volunteer quits?

Is each volunteer encouraged to
express his/her thoughts to you?

Are your volunteers at ease when they
approach you for help?

Do you give reasons for changes in
assignments?

Do you criticize your volunteers in
the presence of others?

Do you talk to volunteers about
system-wide planning?

Do you talk to volunteers about the

overall objectives of the organization?l

Do you talk with volunteers about
what is expected of them?

Do you talk with volunteers about
new agency policy and practice?

Do you talk with volunteers about
rumors that can be 'laid to rest'?
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Perceived Effectiveness of Volunteer
Administrator-Volunteer Communication
Practices

APPENDIX

PART II Rank the following items in the order of importance to
your volunteers. Consider how your volunteers would
probably rank these items. Rank each column - 1, 2, 3,
4, 5 - high importance to little importance.

Good working conditions prepared for work
feeling 'in' on things belief in importance
of work

Help on personal problems appreciation of work done

Tactful disciplining administration support of
- volunteer
Good personal relationships personal recognition

PART III Briefly respond to the following questions in space provided:

1. Are your volunteers pleased with your attempts to communicate?
Why or why not?

2. If time would permit, what kind of additional information would
you like to communicate to your volunteers?

3. What suggestion can you make for improving two-way communication
channels with your volunteers?

4. Which media do you use most for passing information? (Handbooks,
manuals, circulars, newsletters, daily bulletins, bulletin boarad
notices, individual notes, conferences, committee meetings,
volunteer meetings, others, etc.) ’
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