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heads know if they will be expected to
give a report and at approximately what
time during the meeting; and members
can be alerted to upcoming new busi-
ness. Most importantly, an agenda puts
everyone “in the know. Far too often
board members feel that only the presi-
dent and perhaps the executive commit-
tee really know what is going on. They
feel their role is to do the dirty work,
listen to reports and say “aye” when a
motion is made.

Encourage Active Participation

Announce at a board meeting that
anyone who wishes to give a report or
address a specific subject may be in-
cluded on the agenda. Unless yours is a
very rigid board which requires that re-
ports must follow a certain order, also

/

inform committee heads that you fre-
quently change the order of procedure
for the sake of variety. This also prevents
anyone from feeling his or her commit-
tee is so unimportant that it is always
last.

As a women’s auxiliary representative
to “men’s” boards of directors, I became
very annoyed when I was regularly last
on the agenda. I found that the bored-
board was busy putting papers in
briefcases in anticipation of adjourn-
ment. They heard almost nothing I said.
Soon I asked the president if I might oc-
casionally be given an earlier spot on the
agenda, and when this was the case, I
was able to get the full attention of the
board for my report.

“But,” you cry, “the refreshment com-
mittee really isn’t very important and
Maryann always goes into great detail
about how many dozen cookies to buy
and nobody really cares. I can't start the
meeting that way." Sure you can; then it
will be out of the way. You could talk to
Maryann and try to give her some
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guidelines about what to include in a re-
port.

Very often dull reports happen simply
because the reporter doesn’t know how
much is wanted. Do you have an annual
workshop for committee chairpersons?
Or at least a printed list of guidelines? If
you don't, perhaps you are shirking
some of your responsibility by not train-
ing them for the eventual leadership
roles they deserve. After all, you won't
chair the board forever, and every
organization needs a pool of leadership
talent ready to take over when necess-
ary.

Committee chairpersons need to un-
derstand such matters as how to keep ac-
curate records, how to deal with the
specific problems in their area, and how
to give accurate and interesting reports.
Reporting to the board is an opportunity

group a visual “coffee break” and the
speaker the comfort of knowing many
pairs of eyes are not focused directly on
him/her.

Vary the Pace

We are all trained, by television view-
ing in particular, to need frequent
changes of stimuli—even at board meet-
ings. Encourage two or three committee
heads each month to bring something to
show the group—a chart, a design for an
invitation or poster, perhaps a letter of
appreciation from someone they served
or a newspaper clipping about their ac-
tivities. Such breaks will keep the meet-
ing alive without stopping it.

But BEWARE of the tendency to pass
things around during a meeting. Visual
presentations add excitement; paper
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to tell everyone just what are a commit-
tee's problems, accomplishments and
recommendations. A committee chair-
person has a specialized point of view
and particular knowledge that many
others do not have. He or she should feel
that the committee’s work is important.
If not, perhaps the whole committee
should be dissolved or merged with
another.

Some people choose to write out their
reports and read them. This can be the
most efficient way to convey data and
specific information and to make sure
that names and dates are not left out.
However, some people read as woodenly
as a frightened fourth grader. No inflec-
tion, no pauses, jerky stops and starts in
a voice that barely carries three feet.
When this is the problem, asking the
person to stand will help others hear but
will increase the speaker’s nervousness.

You might suggest to such people that,
whenever possible, they print their in-
formation with a large bright marking
pen on a poster board. This gives the

passing causes distraction. It is better to
have a table near the door with all the
papers people need to sign or take. You
may have to start your meeting 15
minutes later to allow time for paper
signing, but the meeting will be far less
distracting.

You also can vary the pace of a meet-
ing by shifting the agenda around or by
keeping notes during the time between
meetings to add bits of “human interest”
or humor occasionally. A board member
could relate informally a touching or
revealing anecdote pertinent to the
organization's activities. Most volunteer
organizations exist to serve other people,
and in so doing it is often the little mo-
ments of appreciation or accomplish-
ment that make everyone realize they
are indeed working for a good cause.
Add the human element into your meet-
ings now and then as appropriate. Do not
concentrate simply on business. Even if
your board is entirely made up of busi-
ness men and women they’ll appreciate
the human touch.
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Another way to provide both a change
of pace and to entice members to a meet-
ing is to plan a special event. A most ap-
propriate one is to feature a guest
speaker. This doesn't mean you must
scour the area for experts who will
charge a speaker’s fee. In a great many
volunteer organizations a woeful gap ex-
ists between volunteers and paid staff
members. They often barely know one
another's names, vaguely understand
each other’s jobs, and sometimes a cer-
tain antagonism exists because of this
lack of contact.

Many times I have invited members of
the staff to attend a board meeting and
speak briefly (about 10 or 15 minutes)
about their job and what it involves. If
possible, I also invite the staff member to
stay for our entire meeting so he or she
can gain a broader view of what our
volunteer group does, what our concerns
and problems are. This enhanced com-
munication has helped the paid staff ap-
preciate the work of the volunteers and
has helped the volunteers feel they are a
part of the organization to which they so
generously give their time and talents.

Other special events may include, de-
pending upon the kind of group, show-
ing a short film or set of slides about the
services of your organization or of an
organization like yours in another city.
You might seek out an expert in a field
related to your volunteer efforts to speak
at the end of your business meeting.
Alternatively, you might feel that group
participation has been much too limited.
Perhaps you wonder just what the silent
members of the board think about two or
three vital questions. To find out you
might make up a questionnaire and take
20 or 30 minutes out of the middle of a
meeting for people to answer with their
“gut reactions” (I suggest middle of the
meeting because you want all the late
comers to have arrived and the early
leavers still to be there.)

You might plan a meeting of short
committee reports, explaining to chair-
persons that you are going to save an
hour at the end of the meeting for some-
thing special. During the last hour
divide the group into units of no more
than eight or ten, each with a facilitator-
recorder, to discuss questions pertaining
to the whole organization. You might
ask different groups to discuss different
questions, or you might ask all the
groups to discuss the same questions.

The facilitator-recorder should be in-
structed beforehand to keep careful
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notes of suggestions and opinions and to
make sure that everyone in the group
has an opportunity to speak up. This
group leader should be someone who is
fair and open-minded and who is able to
summarize adequately. Whom you
choose can be very important. Often
board members, who are naturally shy
or who feel that their opinions cannot be
expressed in full board meetings, have
valuable ideas they can express in a
smaller setting.

The small group meetings can be
followed by a general session the same
day or at the next board meeting. The
recorders can read the consensus of
opinions and suggestions. You will be
surprised how dynamic your group
really is, finding unexpected solutions to
problems. And you will have given the
chronic complainers and fault finders an
opportunity to express their dissatisfac-

- Resources

Building a Better Board. Ruth Hillis

Seay: W. K. Kellogg Foundation, 400 -

North Ave, Battle Creek, M1 490186,
1979. 57 pp. Free. Limited quantity
available.

An informal guide for a community
program to improve boards of non-
profit service organizations., Four
parts on issues, initiating the pro-
gram, administering the program,
and conducting the seminar.

So Now You Are a Chairperson! in-
stitute for Voluntary Organizations.
IVO Press, 4800 Prince, Downers
Grove, IL 60515, 1978. 20 pp.
$3.00.

Examines some of the factors—both
internal and external—which con-
tribute to being a successful chair-
person. Includes bibliography.

Self-Diagnosis Guidelines (for
Voluntary Governing Boards of
Directors). Institute for Voluntary
Organizations. IVO Press, 4800
Prince, Downers Grove, IL 60515,
1978. 12 pp. $2.50.

Guidelines are presented in eight
groupings called Key Result Areas.
Each KRA has standards state-
ments to measure: a board's level of

 performance.

tions. Certainly, they won't be able to
complain, “Nobody ever asked my opin-

: "
.

on
More Tips

@ Try not to do all the talking. If some-
thing must be explained, such as a point
in the bylaws or how to handle financial
matters, ask a vice president, the parlia-
mentarian or the treasurer to make the
explanation. It will vary the speaking
voice, give others a sense of involve-
ment, and prevent boredom.

® Try to establish eye contact with each
person for at least a few seconds during
every meeting. You may need to jot in-
congpicuous notes to yourself if your
mind is racing ahead to upcoming topics,
but always accord other speakers the at-
tention and courtesy you hope they'll
give you.

® Always draw attention to special
efforts. If a volunteer has gone out of his/
her way to give a service or if a board
member has spent an extraordinary
number of hours working on an assign-
ment, mention it and praise the job that
person is doing. One board 1 sit on ap-
plauds with some regularity —not at ev-
ery meeting but at those meetings at
which someone reports a particular suc-
cess. When volunteers give freely of
their time a few seconds of applause can
be more satisfying than a fat paycheck
for a regular job.

® Never fail to thank a person for a re-
port. Thank-yous are the oil that makes
any voluntary group run smoothly. Also
make a point of writing notes of ap-
preciation to members of your board for
their accomplishments. In a day when
people write so few letters, receiving a
thank-you in the mail is somehow more
special than hearing the same words
over the telephone.

@ Always keep your eyes open for signs
of a bored-board— private conversations
here and there, doodling, slouching.
They mean that the meeting is not mov-
ing along excitingly. You must think fast
and come up with a waker-upper Ask
for a show of hands, have the window
opened to air out the room, suggest a
break, tell a little story —anything to lift
a sagging meeting.

If you have shown enough leadership
ability to have been elected chairperson,
then you probably have the ability to
keep board members involved, in-
terested and awake. You need never
chair the bored.
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So Why Delegate?

Let's start by looking at why we
should delegate authority or specific job
responsibility to others. The literature in-
dicates that executives rarely supervise
more than eight to 14 subordinates. Yet
volunteer coordinators often attempt to
supervise 30, 50 or even hundreds of
volunteers. The results are predictable.
Some volunteers are not supervised
adequately. You can improve your super-
vision of volunteers by delegation.

A second important reason for
delegation is that a volunteer coordina-
tor is actually running a mini-agency
within the structure of a larger agency.
The reality that the volunteer coordinator
does a job that is different from any
other supervisor in most agencies
means you are usually on your own in
terms of planning, training and supervi-
sion. You must have time for these func-
tions, and therefore you must délegate.

Finally, small jobs that must be ac-
complished often don't get done uniess
you delegate. You, as a volunteer coor-
dinator, simply cannot do it all. You must
delegate.

Whom Should | Choose?

You might ask, Where do | find volun-
teers whom | can delegate responsibility
to? They are right there in your agency. it
just requires a little bit of looking with a
new eye to discover volunteers who will
accept and even welcome more respon-
sibility.

Remember that volunteers come to
your agency with many different motiva-
tions. Volunteers who are candidates for
delegation include those who are bored
and ask for more responsibility, those
who are interested in a career in volun-
teerism, and those who need more
responsibility and experience with au-
thority to become employable.

Some volunteers in every agency are
bored, feeling useless and frustrated
with the simple tasks they are asked to
perform. These volunteers are often the
ones you lose to other agencies.
Through delegation you often can save a
volunteer who otherwise would not re-
main with your program.

There are also many people who
refuse responsibility and authority. Often
this is because they really lack the in-
terest. Others, however, are shy, scared
or unsure of themselves. With suppor-
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tive supervision, they can be given
responsibility.

What Should | Delegate?

Now that you have people you can
delegate to, let's look at what tasks can
be delegated. Small specific tasks or
responsibility for very small programs
are the first things that are easily deleg-
ated. Jobs like laying out volunteer sign-
in sheets and collecting them, unlocking
rooms volunteers need, and preparing
program materials for volunteers are all
tasks that responsible volunteers can do
easily.

Slightly more complex tasks include
leading agency tours and record-keep-
ing. Such tasks can be done by most
volunteers with some supervision.

More highly complex tasks that can
be delegated to appropriate volunteers
include recruitment, orientation and
training of new volunteers, as well as the
supervision of on-going volunteers.
These are jobs that can be done by
some volunteers in nearly every agency.

More important, the use of volunteers
in the recruitment, orientation, training
and supervision of volunteers automat-
ically provides you with a career ladder
for your volunteers. Those people who
can perform such roles can consider be-
coming a volunteer coordinator or a
manager in private industry.

Perhaps the most intricate jobs to
delegate are public speaking and public
relations. In this case you are delegating
not only responsibility, but also control
of your agency's image. Since volun-
teers have various motivations for and
ideas about volunteering in an agency,
you retain a responsibility to monitor
their activities and assure yourself and
your supervisors that accurate informa-
tion is going out into the community.
Nevertheless, there is no simpler way to
demonstrate to the community that your
volunteers are content. It's often said
that satisfied volunteers are the best
recruiters for your agency.

Doing It Right

There is no process that can
guarantee 100 percent success when
you're delegating responsibility to
others, but there are a number of steps
that can assure you a minimum amount
of failure.

The steps that you should use are
ones that many volunteer coordinators

employ regularly. The most important
step is a well-written job description
that clearly delineates the responsibility
and authority that goes with a particular
position. The job description should be
developed with the input of volunteer
and paid staff, so both clearly recognize
the delegation of authority.

The next step is to ask volunteers and
paid staff for candidates to be recom-
mended or to volunteer for this unpaid
position. You also can invite qualified
candidates to apply who might not do
so otherwise.

The process of candidate selection
can be a politically traumatic one if it
sets up a series of different levels of
volunteers. If possible, a number of peo-
ple might be delegated new authority at
the same time. The critical point is that
each position should have a job descrip-
tion, and each job description should be
modified to meet the skills and abilities
of an individual who will be delegated
new authority.

At this point, an individual must be
oriented and trained to his or her new
responsibilities. Remember, since this
volunteer already has proven skill and
ability, the training should be task-
oriented. What special knowledge, skills
and abilities does the volunteer need to
do that part of your job that you are
delegating?

After training your new volunteer
delegate, you should offer consultation
and support, but /et the volunteer do the
job alone. A volunteer cannot accept
responsibility if you are always behind
him or her to intercede. Your job is to
hold regular supervisory conferences,
and evaluate your volunteers regularly.

Benefits

Once you have delegated, there
should be some clear-cut payoffs to you
and to the agency. There are both im-
mediate and long-range benefits that
you will receive.

® By delegating you immediately
create a situation where more people
can look at and work on the problem.
Because you have added another layer
of administration, more people can
analyze and work on solutions to prob-
lems without taking your time.

® As you delegate authority, you also
generate interest and concern in the
people who accept the responsibility
you have given them. This is seen best
when volunteers who are assisting
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among them a high tolerance for ambiguity, an ease in talk-
ing about dying (as evidenced by discussion that is per-
sonalized rather than predominantly philosophical), an
ability for introspection as reflected in extensive self-knowl-
edge, a healthy sense of self-confidence, a high tolerance for
frustration, a degree of psychological mindedness, a sense of
humility that allows one to view sharing in someone else’s
dying as a joint process with learning occurring on both
sides, an ability to speak and understand various metaphors
(religious, cultural, or symbolic), and relevant professional
training in counseling, psychology, social welfare, nursing
or medicine.

Shanti volunteers do not pretend to be totally altruistic;
all admit that the work brings them valuable rewards and
enhances their personal growth. However, a prospective
volunteer who sees working with the dying primarily as one
more event in a series of personal growth experiences
would not be accepted into the project; neither would some-
one whose religious conviction included the need to
proselytize. Other characteristics that would exclude a
prospective volunteer from the project are a powerful need
to control and a strong belief that there is a right way to die.

Volunteer Training

Each Shanti volunteer makes a commitment to work at
least one year with the project with the expectation of
spending eight to ten hours per week with clients. We con-
sider individualized training, supervision and support
necessary for all volunteers. Each initiates his or her poten-
tial association with the project by attending a training
seminar before being accepted into the program. The train-
ing programs are designed to supply prospective volunteers
with information about the project so that we may be
assured that they are familiar with both the skills required
of volunteers and the basic orientation of the project.

Although all volunteers attend one or more prerequisite
training seminars before coming to work for the project, we
view volunteer training as an open-ended process. We try to
facilitate frequent contact between experienced project
members and new volunteers. Ongoing training takes place
at regular weekly meetings in which volunteers freely share
professional and personal expertise in an unusually suppor-
tive emotional milieu seldom found elsewhere. We gener-
ally follow case-conference format, occasionally inviting
guest consultants to speak on training issues of particular
interest. In addition to the weekly meetings, all volunteers
have easy access to the project’s codirectors and staff
throughout the week. This contact is encouraged so that
volunteers are free to contact those in supervisory positions
whenever necessary. I also meet frequently with volunteers
to maintain an awareness of the particular needs, skills and
development of each volunteer.

At some point in our lives, each of us shall experience
both illness and death. Through the efforts of such groups as
the Shanti Project, there is hope that these experiences will
occur in an environment rich in support and understanding.

The Shanti staff is preparing a manual describing its
methods of selection, training and supervision of volunteers
as well as its philosophy and organization. For further infor-
mation, contact Dr. Charles Garfield, Shanti Project, 108
Evergreen Lane, Berkeley, CA 94705.
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(Continued from p. 2)

Generally, we have benefited. We have found that many of
these principles and methods make our work more effective.

But often we find that, like hand-me-down clothes, the fit
is not quite right. It is like putting a square peg in a round
hole. One can do it, but it will not work without adaptation.
The fact of the matter is that voluntary nonprofit enterprises
are not like businesses. They have their own distinctive
characteristics which require a distinctive management.
Before the wealth of management information can be
adapted successfully, however, one must understand what
those distinctive characteristics are.

What is Management?

We are just now beginning to define management and
systematize it as a legitimate field of study. This is true of
the various levels of management, including the superviso-
ry level which implements the actions necessary for the
achievement of objectives. One reason it has taken so long
to label properly a specialty that has existed for so long is
that a manager’s job can vary from organization to organiza-
tion, from time to time, from level to level, and from one
state of development to another to such a degree that it often
has been difficult to see the sameness. But the sameness is
nevertheless there.

An organization is a body of interacting persons who anti-
cipate that the benefits of association will be greater than its
cost. Management is the activity of applying resources to
the accomplishment of the tasks of the organization. Suc-
cessful management is doing so in such a way that the
benefits do indeed exceed the costs. Jackson Martindell, in
The Appraisal of Management, writes, management is
answering the questions, “what shall we do? and how shall
we do it?”

Approaching the meaning of management from several
directions, we see that it is that component of an organiza-
tion that studies, analyzes and makes decisions regarding
what the business of the organization is and should become.
It is responsible for the effectiveness and efficiency of the
enterprise, and has the authority to apply resources to meet
organizational goals. Its expertise requires such processes as
planning, organizing, staffing, directing, motivating and con-
trolling. Management utilizes such methods as marketing
and operational research, productivity evaluation, cost-
benefit analysis, systems analysis, program evaluation and
review, and management by objectives.

In addition, management in the voluntary sector includes
a double portion of what we simply call “leadership.” For,
after all, we have to accomplish what our business counter-
parts do without always paying for our help.

Why Use the Business Model?

If the management of voluntary nonprofit enterprise is
different from business management, then why start with
the business management model at all? We must do so
because business management research has leapfrogged
voluntary-enterprise management by a tremendous bound.
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tion, regulations and programs for alter-
natives in sewage treatment facilities,
on-site wastewater treatment systems
for homes, construction, agricultural,
silvi-cultural and mining activities.

The Silver Lobby: A Guide to Ad-
vocacy for Older Persons. Clinton W.
Hess, Paul A. Kerschner Publications,
Andrus Gerontology Ctr, Univ. of S.
Calif., University Park, CA 80007. 1978.
45 pp. $2.00.

A book for “training the trainers,” that is,
to assist leaders of groups of older per-
sons. The authors outline the procedure
for bringing an unorganized group of
older persons into a unified, driving
force for change. It is a “how-to” book
that can educate, inform and mobilize
older people as advocates.

It's Good to Be/Have a Friend. Age
Center of Worcester Area, Inc., 25 Wor-
cester Center, Worcester, MA 01608.
1970. 31 pp. $1.50.

This is a compilation of 12 years of
training courses designed to help those
already working with older people and
those who desire to do so. Valuable for
all age groups and can be used in various
settings—nursing homes, institutions
and private residences.

Wife Beating: A Selected, Annotated
Bibliography. Pamela F Howard. Cur-
rent Bibliography Series, Box 2709, San
Diego, CA 92112. 1978. 57 pp. $3.00.

This guide was compiled primarily for
the lay person but will be useful to orga-
nizations and researchers concerned
with the problems of abused women. In-
cludes books, pamphlets, periodical and
newspaper articles, government publica-
tions.

The Place of Volunteerism in the Lives
of Women. Arlene Kaplan Daniels,
Kersten Eriksson Joslyn, Sheryl K.
Ruzek. Program on Women, North-
western University, 1902 Sheridan St.,
Evanston, IL 60201. 1975. 38 pp. $2.50.

An exploratory study of four different
types of volunteer experiences—in an
institution, a family planning agency
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and hospital service, a national feminist
organization and a group of local com-
munity women engaged in
philanthropic activities. These four
types of experiences were chosen in
order to get some picture of the range of
activities open to women within the
general category of volunteering, and to
learn about the opportunities open to
women who volunteer.

Your Rights as a Disabled Person.
Handicapped, Department of Health
Education and Welfare, Washington, DC
20201. Free brochure.

Are you disabled? Or the parent or guar-
dian of a disabled child? If so, federal
law is on your side. As a physically or
mentally disabled person, you have the
same rights as anyone else. This and
other information on the rights of the
handicapped are contained in this
brochure.

You Touched Me. A 24-minute, 16 mm
color film. Omnificent Systems, 1117
Virginia Street E., Charleston, WV
25301. 1978. $35/week rental. $325
purchase.

A film produced for the Kanawha-Put-
nam Association for Retarded Citizens
focusing on volunteerism as well as the
novel program KPARC developed to use
volunteers to provide a recreation pro-
gram for the retarded. It is an education-
al-advocacy-training film.

Profiles— A Picture of Youth Services
in the Twin Cities. Joan M. Hummel,
Roberta Berner. Enablers, Inc., 104 W.
Franklin, Minneapolis, MN 55404. 1978.
68 pp. $5.50.

This “primer” provides an introduction
and overview of the field of youth ser-
vices in the metropolitan area of Min-
neapolis and St. Paul. Eight types of ser-
vices are described in terms of history,
need, programs available, funding, and
current areas of concern. Bibliography.

Latch Key: Developing Child Care Pro-
grams through Community Education.
James Cramer, Eleanor Felker, Margaret
Lucas. Minnesota Community Educa-

tion Association, 6425 W. 33rd Street, St.
Louis Park, MN 55426. 1977. 23 pp. $2.00.

This booklet examines the rationale and
method of using public school facilities
for after-school and summer care for
young children. Discusses the climate
for success, financing, staffing, leader-
ship, curriculum, parental involvement
and dealing with the board of education.

By Sanction of the Victim. Patte Wheat.
Timely Books, Box 267-A, New Milford,
CT 06776. 1978. 208 pp. $5.25. (Conn.
residents add 7% sales tax.)

The story of an abused child—who did
not survive. Written from the viewpoint
of the victim, this book took years of re-
search into an actual case. It points out
the need for the active involvement of us
all in the protection of our greatest
natural resource—our children.

Little Sister and the Law. Office of
Juvenile Justice and Delinquency Pre-
vention, Law Enforcement Assistance
Administration, U.S. Department of
Justice, 633 Indiana Avenue, NW, Room
442 Washington, DC 20531. 1977. 81 pp.
Free.

This report highlights the fact that at
many points within the juvenile justice
system, there is evidence of differential
treatment of male and female juveniles.
It includes results of a national survey of
educational and vocational programs in
state training schools, provides a profile
of young female offenders, and focuses
on communities and what they can do to
prevent girls from becoming involved in
the juvenile justice system as well as
assist those who have been referred to
court. A resource section offers informa-
tion on publications and organizations.

Free U Manual: A National Guide to
Operations of a Free University. Bill
Draves and Cathy MacRunnels. Univer-
sity for Man, 1221 Thurston, Manhattan,
Kansas 66502. 1978. $15.00.

A reference book that is a collection of
articles, not a procedures manual. Topics
include starting a free u., designing a
class session, recruiting teachers,
registration, publicity, organization, staff
and boards, volunteers, finances, facil-
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