





















































and highly innovative institution which
operates nationally. Over the past few
years it has built a reputation for offer-
ing degree programs (through the M.A\)
related to community development and
human service. Beacon is now working
to expand these efforts to offer addi-
tional degree programs for the voluntary
sector. It will announce soon the
availability of both B.A. and M.A. pro-
grams in Nonprofit Management.

The College has already done con-
siderable work in the field of community
organization administration. Through
this experience, Beacon has seen the
need for a comprehensive degree pro-
gram in non-profit management ap-
propriate to more established voluntary
and other public service organizations,
as well as to community-based groups.
The College is collaborating with the In-
stitute for Non-Profit Management
Training, the National Association of
Public Service Organization Executives,
the Planning and Management Assis-
tance Project/Center for Community
Change, and the Taft Corporation in the
design and implementation of this new
degree program.

Beacon matches each student with a
program advisor and that team then
designs an individualized cirriculum.
Education takes place through a series of
learning projects, also designed by the
team, which draw upon resources in the
student’s ¢ 'vn community and which
employ a wide range of methods, such as
tutorials, independent reading and pro-
fessional training programs. Curriculum
plans are approved by an academic
council, which also awards credit when
projects are completed, documented and
evaluated.

Most of Beacon’s students are working
adults. They frequently utilize past and
present vocational experience and
voluntary service as creditable compo-
nents of their degree programs.

Beacon has a “rolling admisssions”
process which allows application and
enrollment throughout the year. Its ex-
isting community/nonprofit-focused de-
gree programs operate in the Washing-
ton, D.C., and New England areas. It also
works with individual students in about
75 locations around the country. Persons
interested in these opportunities and in
the new degree programs in nonprofit
management are encouraged to contact:
Beacon College, Central Office, 2706 On-
tario Road, N.W., Washington, D.C.
20009, (202) 797-9270.
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What About

Correspondence Courses?

By Linda Evenson

The 4-H program, conducted as a joint
effort of the Department of Agriculture’s
State Cooperative Extension programs
and counties throughout the United
States, long has depended on the efforts
of volunteers to extend university
resources to youth. Counties employ
university faculty members to work in
the county, assess needs, design educa-
tional programs and recruit and train
volunteers to carry them out.

The principle is sound and the system
has worked for more than 30 years, but
as times change, so do the needs of the
clientele, including volunteers. The pro-
gram expands and the old methods just
don’t work as well anymore.

This was particularly the case in Rock
County, Wisconsin, where the program
has expanded to include two faculty
members working with 1,100 volunteers
to meet the needs of the 2,600 youth
enrolled.

It became virtually impossible for the
two faculty members to give each of the
volunteers the attention needed to train
them effectively. Although a com-
prehensive training course was con-
ducted each fall for new volunteers, only
about 25 percent attended in 1978 and
1979. The number of volunteers re-
mained relatively stable over the last
three years, but 250 first-year volunteers
enrolled in 1978 and only 186 re-
enrolled in 1979 as second-year volun-
teers—a 26 percent “drop-out” rate. This
seemed to indicate a need for improved
quality and quantity of training.

The majority of today's Extension
volunteers are working mgthers with
less time to devote and with numerous
responsibilities to church, school and
other organizations. Since 4-H has ex-
panded to include urban clientele, many
of the volunteers have not had previous
contact with the program. As a result,
they do not have the high level of com-
mitment that 4-H “leaders” once had.
Furthermore, with the economic pres-
sures and energy shortage facing today’s

Linda Evenson is an instructor in the
department of youth development, Uni-
versity of Wisconsin-Extension,
Janesville, Wisconsin.

families, volunteers are increasingly
hesitant to drive to a central location to
attend meetings.

In response to the needs of changing
clientele, the Rock County staff
designed a correspondence-type training
course for volunteers. The objectives
that were established for the course,
called “Stepping Stones,” were;

@ To reach more than 25 percent of the
new volunteers.

® To cover training information more
completely than is possible at a two-
and-a-half-hour training session.

® To provide a measurable means of
assessing comprehension of basic con-
cepts.

® To establish individual contact with
new volunteers.

The 70-page course was written by
the Rock County faculty members in
1979, critiqued by both new and ex-
perienced volunteers, and revised to
contain four units; Basic Goals and
Philosophy of 4-H, Responsibilities of a
4-H Volunteer, How to Work with
Youth, Organizing for Action (hints on
setting up project meetings, available
resources, etc.).

Seventy five copies were distributed at
random on a trial basis in January 1980.
Participants were asked to complete and
return the study sheets within one
month and an evaluation form at a later
date. Fifty-one sets of study sheets were
returned—a 75 percent response—in-
dicating a 200 percent increase from the
previous training response.

Statistics of 1981 show that 47 or 92
percent of the 51 volunteers who com-
pleted the correspondence course re-
enrolled as second-year volunteers. If
these figures could be expanded to in-
clude the entire volunteer force, they
would indicate an 18 percent increase.

The use of “Stepping Stones” suc-
cessfully met all of the established ob-
jectives, and it has been further revised
based on evaluations by participants and
distributed to all new 4-H volunteers in
Rock County. Only continued use for
several years can fully prove its effec-
tiveness. Colleges and universities have
used correspondence courses with suc-
cess for many years; so why not volun-
teer organizations? @
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machine for hours. If staff members
want someone to do office work, that
should be made clear in a written job
description so potential volunteers can
say no if they want a different kind of
job. Careful job design, recruitment,
selection, and placement are thus keys
to ciear expectations and smooth volun-
teer/staff relations.

Written policies and procedures for
volunteers (covering things like confi-
dentiality, what to do if you're going to
be absent, which meetings volunteers
should attend, etc.) also help make ex-
pectations clear. | give a copy of these
policies and procedures to each volun-
teer and each staff person so everyone
knows what is expected of volunteers in
the organization. As for what the volun-
teers expect, we should be finding that
out in our initial interviews: Does the
volunteer want job experience, training,
social contact, or just to keep busy?
Knowing what a volunteer wants from
the job helps us put that person in the
right placement.

Sometimes volunteer/staff problems
occur because no one is clearly desig-
nated as the volunteer's supervisor. For a
volunteer placement to work well, the
volunteer needs someone to report to,
get direction from, and feel needed by.
This will only happen if the staff member
really wants to work with the volunteer
and accepts the fact that supervising
volunteers takes time and energy. Even
if the staff member wants a volunteer, he
or she may not want this volunteer, and
such personality clashes need to be
resolved. The volunteer/staff supervisory
situation, then, needs to be clear and
positive for both.

Organizational climate as a whole
also affects volunteer/staff relations. Is
there staff coherence and is the agen-
cy's program working? Is staff morale
high or low? Does the organization as a
whole value the contribution of volun-
teers? Does the organization consider
the volunteers’ work an integral part of
its services or a frill without much real
value?

All of these factors have a subtle
effect on the satisfaction volunteers get
from working in the organization. If the
program isn't working and morale is low,
staff have little to give to volunteers. If
the organization doesn't value the con-
tribution of volunteers, staff who work
with them subtly convey that message.
Organizational climate is an elusive
dimension, but a favorable climate is
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vital to good volunteer/staff interaction.

Now, given all these factors to
analyze, what do we do next if we feel
there are volunteer/staff problems in our
organizations? | suggest talking first to
staff. Find out what their attitudes and
expectations are, and find out which
staff members really want to work with
volunteers and which don't. If you find
that the staff as a whole really wants to
work with volunteers but doesn't know
how to use them effectively, you can do
some staff training in this area. If staff
expectations are unrealistic, you can
redesign volunteer jobs so that place-
ments will be more attractive to poten-
tial volunteers. If some staff members
say they no longer want volunteers
assigned to them, you can reassign any

"who presently are working with them or

try to save the placement by some other
intervention. And, if staff as a whole
doesn’t seem to recognize the value of
volunteers, you can remind it of all the
things that wouldn’t get done and all the
services the organization could no
longer provide if volunteers weren't in-
volved.

What if particular volunteers are caus-
ing problems for the staff and thus un-
dermining the entire program? The first
step is to talk with these volunteers and
find out what's wrong from their point of
view. If they don't find the job satisfying,
perhaps you can reassign them or sug-
gest that they volunteer at some other
organization which would have a job
more appropriate for their needs. If they
have disagreements and clashes with a
particular staff member, you might want
to assign them to someone else. If their
attitudes or capabilities just don't fit
your organization, you may have to
counsel them out (not fire them but help
them see that the situation isn't working
out and neither they nor the organization
is benefiting). That's a very difficult thing
to do, but it's preferable to having some-
one jeopardize staff commitment to the
entire volunteer program.

If organizational climate is a problem,
you may not be able to do much to im-
prove volunteer/staff relations until the
climate improves. Perhaps the only thing
you can do in a bad situation is stop
placing volunteers until the organization
can utilize them well. | did this with one
unit in the psychiatric facility where staff
repeatedly forgot to let volunteers know
that the kids the volunteers were work-
ing with were on restriction and couldn't
see them; the volunteers would arrive

only to be turned away. | believe that
sometimes we as directors of volunteer
programs must stand up for the volun-
teer's right to be carefully placed, well
supervised, and genuinely appreciated
for their contribution to the work of the
organization.

These extreme situations aside, what
else can we do to promote good volun-
teer/staff relations? I've found that in-
cluding volunteers in case discussions
is very helpful, since staff get to know
the volunteers better and come to ap-
preciate their insight. Inviting volunteers
to staff in-service training is also valua-
ble since learning together promotes
better communication. In fact, the more
common experiences volunteers and
staff can have, the better Including
volunteers in staff parties helps too; it's
good for people to get to know each
other in social as well as business set-
tings.

Making sure volunteers get the recog-
nition and appreciation they need from
staff is another way to promote good re-
lations. | have found that doing formal
performance evaluations on each volun-
teer accomplishes this as well as other
goals. By asking staff for feedback on
the volunteer as | fill out the evaluation
form, then sharing that feedback in a
meeting with the volunteer, | often pass
on positive comments from staff that
they have neglected to say directly. |
also encourage staff to say thank you
frequently and give appreciation for a
job well done whenever it's due. When
staff offer time to discuss a probiem,
listen to and accept a volunteer's sug-
gestion, or seek a volunteer's input in
decision-making, the volunteer also
gets the feeling of being useful and ap-
preciated.

Finally, | believe volunteer/staff re-
lations are improved when the entire
volunteer program is well planned and
organized. We as volunteer program
directors need to do our jobs well—to
design jobs, recruit, select, train, place,
and evaluate volunteers in a manner that
shows our professional capabilities. If
volunteers don't really know what they're
doing or why they're doing it (a com-
plaint I've heard from a number of former
volunteers), then staff either will ignore
them or resent them for being in the way.
So the responsibility for good volunteer/
staff relations ultimately rests with us,
the directors of volunteers in agencies,
as we develop and manage effective
volunteer programs. ©
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8. What useful jobs, if any, could volunteers perform that they don't now?

9. Could any jobs velunteers now perform probably be done better or more efficiently using
paid professional or paid paraprofessional staff?

10. What are some of the things you see as particularly helpful in the volunteer program?

11. What are some of the things that could be improved?

12. What are the best ways of involving volunteers in your organization or agency?
(Circle one on each line.)
a. Working directly with clients or b. Administrative duties
b. Serving as individuals orb. Serving as groups

13. Were you ever a volunteer in a service area similar to the one you are in now?

a. Yes
b. No

14. Any other comments or suggestions you would care to make would be most welcome.

Signature (optional) Date
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them are campers who want to identify
the stars they see so clearly at night.

“Sometimes we use a basic class-
room,” Marchese explains. “But we also
get out of the city and view the sky. We
also use the local planetarium. People
talk to each other. The teacher is the
hub, but we learn from each other”

Although he could charge, and his
classes are popular, Marchese con-
tinues to be a volunteer for DFU. Why
doesn’'t he charge for teaching? “I don't
know. | may. | wasn't really thinking
about that. I'm more interested in meet-
ing new people”

The rewards for teaching at DFU
almost seem greater than the money a
teacher could make from it. That seems
to be the attitude of another DFU volun-
teer teacher, David Margolis, whose bus-
iness is making money. Margolis has run
a successful financial planning agency
in Denver for eleven years.

Why does David Margolis teach at the
free university? “I love to talk,” he freely
admits. “The little guy needs help, and |
get a kick out of doing it. It's a catharsis.
| ought to be paying the students. A
waiter who took my class wrote me this
summer and said he had gotten into real
estate sales and that | had been the im-
petus to change his profession.”

Clay County Education Program

The second free university we shall
visit is representative of a relatively new
type of free university that is blossoming
in rural America—the small town free
university. One of the more vibrant of the
small town free universities is the Clay
County Education Program (CCEP) in
Clay Center, Kansas.

Clay Center is located in north central
Kansas, forty miles from the nearest
four-year college and community col-
lege.

To get to Clay Center, you drive
through the gently rolling hills of Kansas,
where the sky is big, the farms are apart
and the wheat is golden. Clay Center is
a typical small town.

The free university offices are now in
the courthouse, symbolic of the central
and accepted role that CCEP has
gained in the community. But like other
free universities across the country, the
office is not much more than a phone,
desk and a few files. The real activity
takes place all over town; and in CCEP's
case, all over the county.

The people who teach in CCEP are
volunteers, and there are no fees for the
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classes except for materials. A board of
advisers oversees the program and ad-
vises and supports two part-time paid
coordinators of CCER Coni Witters and
Judy Bigler. The board members reflect
a cross section of the community: a
retired woman, a minister, a school prin-
cipal, a farmer and a banker.

CCEP brings people together in an in-
formal and relaxed atmosphere that
stimulates learning, enjoyment and
community pride. People find out their
neighbor knows about Korean cooking.
A fifteen-year-old boy teaches macrame
to a group of older women and bridges a
generation gap.

CCEP classes are popular. In the
spring of 1979, it offered fifty-nine
classes and had 936 participants
register, just for that one session. About
half the people come from the county
rather than the city of Clay Center, an
achievement which took years.

The free university in Clay County
radiates a folksy rural charm. Its
brochure is filled with drawings that ac-
cording to former director Bev Wilhelm,
are “quite tacky but people love them.”

CCER like other free universities, plays
a big social role in bringing people
together, providing entertaining eve-
nings, and meeting new friends.

But CCEP also fills a major education-
al need in the community. With higher
educational institutions far away, it is the
only extensive adult education program
in the county. Not all the courses are in
tractor repair and macrame, by any
means.

There is yoga for people over fifty, and
biofeedback was a big course in the late
seventies. There is a course on women
in jazz, and others on foreign languages,
philosophy, religion and other intellec-
tual topics.

Both the issues courses and the arts
get a fair hearing at CCEP Dorothy
Roebke has offered several drama pre-
sentations on artists through CCEP in-
cluding ones on the painter Grandma
Moses and musician Pablo Casals.
Roebke researches the artists
thoroughly and then presents a one-per-
son dramatization of the artist. With
Casals, the famous cellist, she at-
tempted to familiarize people with the
cello and something about it. She is now
planning to do something on women's
poetry, examining women's search for
themselves in the modern world.

Roebke's goal is to increase the com-
munity's knowledge about the arts. She

also had a hand in getting CCEP off the
ground. “l had an eye on the arts and
saw community education as a vehicle
to bring the arts to the people,” she says.
“And when the program was having trou-
ble in the early stages getting off the
ground, | said 'stay in the buggy, we'll get
it done.”

As a free university teacher, Roebke
subscribes to the philosophy about
sharing knowledge. “People just bloom
when they teach. They have so many
hidden talents, and some feel like they
are a dummy if they didn't come out of
college. But when they teach through
community education, they feel their
own worth."

Like most rural free universities in
Kansas, CCEP got its start with help
from University for Man, a large free uni-
versity in Manhattan, Kansas.

As University for Man Qutreach Direc-
tor Jim Killacky documented in his re-
port on the first rural free university pro-
jects,

In nearly all cases in all of these projects
leaders are from the community. This has had
a profound effect, for it has created an enor-
mous awareness of the boundless talents
and resources that exist within the com-
munity when many folks thought there ‘was
nothing to do except cruise Main on Friday
nights'; it has created a sense that one need
not be dependent on ‘outside experts' for ev-
ery little thing, for by looking hard enough
one can nearly always find such expertise
right at one’s own doorstep.

Free universities have discovered that
learning can be joyful, that sharing one's
skills, ideas and knowledge with others
is a positive and necessary experience
for all people, not just a select few. They
have uncovered a huge vein of human
talent and expertise in our society, and
they have found that the kinds of ideas
and skills people have to offer are as
unlimited as the universe, changing and
expanding every day Rooted in our
American heritage of First Amendment
rights and academic freedom, free uni-
versities have gone beyond mere talk to
link learning to positive community and
social change.

In the coming decade, as in past ones,
the free university model will have much
to offer those who want to be lifelong
learners. For those who are curious, for
those whose natural state is a perpetual
sense of wonder, for those who want to
rediscover that million-year state of life-
wisdom in their blood, the free university
has something exciting to offer.®
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