












































The Evaluation

A questionnaire was sent to current
volunteers asking for their assessment
of the first two goals. This tool and its
findings can be an evaluation model for
other volunteer programs. A cover let-
ter asked for input regarding how
Prairie View could enhance its environ-
ment for volunteering and program
planning. It gave volunteers an oppor-
tunity to express their feelings anonym-
ously about their motivation and par-
ticipation.

One month later, we sent a follow-up
letter, thanking those who had returned
the questionnaire and reminding those
who had not that their input was
needed. The response rate was 68 per-
cent—a high rate for a mail survey.

The first part of the questionnaire
contained a list of 20 “factors that moti-
vate me,” which the volunteers were
asked to rate from 1 to 10. This list was
taken from Emily Kittle Kimball's
book, How to Get the Most Out of
Being A Volunteer (Jordan Press, 1980).
The results revealed that the three
most important motivators, in order of
rank, were

1. The task is important (average rat-
ing: 9.18).

2.1 enjoy volunteering, it's interesting
(average rating: 8.62).

3.1 have a good supervisor or leader
(average rating: 7.95).
The least important motivators, in

order of rank, were:

1. I can do the work at home (average
rating: 1.86).

2. I'm expected to do it (average rating:
2.03).

3. Others are doing it (average rating:
2.73).

The second part of the survey form
contained questions directed at the
volunteer’s perceptions of his/her expe-
rience at Prairie View. In response to
the first one, “Why did you decide to
volunteer at Prairie View?” the four
main reasons, in rank order, were:

1.1 was asked to. (This answer sur-
prised us because Prairie View does
not make public appeals for volun-
teers. The “asking” is primarily from
other volunteers.)

2. To help others, to meet a broadly felt
human need.

3. Personal growth.

4, Prairie View has a good program
combined with an interest in mental
health.
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In response to the second question,
“Are you finding what you hoped to
find?” 80 percent responded, “Yes.”

The third question, “How satisfying
do you find volunteering?” 80 percent
found it very satisfying; 17.5 percent
rated it somewhat frustrating but over-
all satisfying; and 2.5 percent found it
not satisfying.

Two main reasons were given for the
fourth question, “Why do you continue
to volunteer?” First, “because I feel
needed and want to help others;”
second, “because I feel satisfaction and
enjoyment.”

To the fifth question, “How could the
volunteer experience be better?” 50.5
percent had no comment; 12.5 percent
noted the program was fine as is.
Thirty percent indicated suggestions to
improve the program, the most fre-
quently mentioned being “more gui-
dance by the supervisor” and “more
training.”

The last part of the questionnaire
asked for facts rather than feelings:
how long had the volunteer partici-
pated, the volunteer's role or roles, year
of birth, sex, employment status and
level of education. The answers
revealed that 80.39 percent have partici-
pated one year or more (21.57 percent
five to 10 years, 11.76 percent ten years
or more).

A total of 60.78 percent of the volun-
teers were not employed. Volunteers
working part-time numbered 25.49 per-
cent, while 13.73 percent worked full-
time. Both male and female were in the
employed and non-employed catego-
ries. It was interesting to note that all
volunteers who worked full-time volun-
teered in patient-related roles.

Of the volunteers responding, 60.78
percent had advanced and/or college
degrees or nursing degrees. Prairie
View volunteering apparently has par-
ticular appeal for those with advanced
degrees, as 29.41 percent indicated
advanced degrees.

In summary, the main motives for
volunteering at Prairie View are evi-
dent. Volunteers feel:
® The task is important. Comments
included “I'm worthwhile,” “Volunteers
are always needed and I feel better
about myself when I work with people
who need help,” "I feel volunteering is a
worthwhile project,” “There is always a
need—it is personally satisfying.”
® Volunteering is enjoyable and inter-
esting. Comments: “Volunteering has

become part of my life that 1 enjoy
looking forward to,” “I believe in
Prairie View and what it is accomplish-
ing,” “I enjoy working with people with
emotional problems,” “It is gratifying to
work closely with patients and staff
and be able to see persons improve and
have insights that may and do help
them.”

® Supervision or leadership is good.
One volunteered, “I want to help in the
mental health field and feel that Prairie
View's program is well thought out and
administered,” “I enjoy working with
my supervisor—am sharpening some
skills,” “I like the newly instituted time
for instruction and reflection [in psy-
chodrama).”

Implications for the Future

Did this evaluation process reveal
motives compatible with the purpose of
the Volunteer Program? The answer is
yes. Volunteers do symbolize to
patients contact with the outside com-
munity, and volunteers do represent to
the public the concept of a mental
health center. Volunteers contribute a
unique contact because they come on
their own out of personal concern, not
for monetary reasons. This evidence
substantiates the purpose of our volun-
teer program.

By assessing present strengths, eva-
luating “where we are,” one can con-
sider the third goal of the evaluation
process,"where do we go from here?”
How do we maintain, enhance and
strengthen the Volunteer Program?

Three areas for strengthening Prairie
View's Volunteer Program emerged:
first, to encourage supervisors to give
more guidance to volunteers; second, to
offer more training for volunteers; and
third, to ask people to volunteer and to
encourage current volunteers to recruit
others. These will provide direction for
future planning.

As a volunteer program grows and
develops, much can be lost in the eva-
luation unless good documentation is
kept, feedback is encouraged and the
overall functioning of the program
related to goals is reviewed periodi-
cally.

This evaluation model could be used
for other volunteer programs. The best
way to shape the future and assure
survival is to assess present program
status, set goals, and build on the foun-
dation and present strengths to reach
those goals. @
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Leadership is an interactive process, and no matter what
the leader does, the members will react. The real key to
effective leadership is to be able to accurately assess what
the members need from you at any point in time, and to be
able to tailor your style to those needs.

Research on this topic has found that interactive leadership
has three parts:

1. Task Behavior: Emphasis the leader puts on organizing
members and defining their roles and the procedures they
should follow to get the job done;

2. Relationship Behavior: Emphasis the leader puts on
maintaining positive feelings; giving members support, encour-
agement, information, and rewards;

3. The Situation in which the group is operating. The single
most important aspect of any leadership situation is the
collective “personality” of the membership, which can range
from highly informed, motivated and capable (mature), to
uninformed, unsure, organizationally naive, and not familiar
with the work that needs to be done (immature).

The best leadership style depends upon how “mature” the
members are, and that will vary from task to task.

An example may be helpful. Let's say you are president of
the Harmer Valley PT.A., which for the past ten years has
sponsored an annual carnival. People are excited about the
event, the committees are weli established and the chairper-
sons know what they're doing. You assess the maturity of the
group in relation to this particular project, and can establish
fairly easily that they're highly mature. What's your choice of
leadership style? Low Task/Low Relationship. How should
you behave? Step back, delegate, and let them get the job
done! They're well equipped to handle it with only minimal
assistance and support from you.

Let's take the same organization, now, but look at a different
task that needs to be done: rewriting the 42-page by-laws
(yech. .. ). The by-laws have not been rewritten since they
were first drafted 25 years ago. Although you have a commit-
tee in place to work on them, the Chair isn't real excited at the
prospect of being responsible for this humongous job, and the
other two members are brand new to the group. Maturity
level? Clearly low. The style you need to use? High Task/Low
Relationship. How should you behave? Get together regularly
(weekly, if necessary) with the Chair and give a lot of assist-
ance. Review the history of the organization, help draw up an
outline of the new by-laws, set a deadline for the first draft to
be done, and keep in close touch in case of snags along the
way. In short, be highly directive and specific, and keep
focusing on the task at hand.

Here is a "shorthand prescription” for which style to
employ:

task-maturity appropriate leadership style

Low High Task/Low Relationship (“Telling™)
Low-moderate  High Task/High Relationship (“Selling”)
High-moderate High Relationship/Low Task (“Participating”)
High Low Relationship/Low Task (“Delegating™)

As member task-maturity increases, the leader should
reduce emphasis on task, and increase emphasis on relation-
ships. When members become moderately task-mature,
slowly et them go on their own. They'll be ready to give each
other the support and encouragement they need!

The key to applying the right style at the right time, of
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course, is knowing a lot about the people in your organization:
their skills and abilities, interests, likes and dislikes. And, while
it's not often possible to exactly pinpoint their maturity level on
a given task, the better you know them the closer you'll come
to being accurate with your “ballpark guesstimates.” Practice
makes perfect, and over time you'll find that pausing briefly to
do a quick maturity assessment before launching into a
project will pay off many times over in member satisfaction
and productivity (as well as leader energy savings!). Why get
in there and mess around with getting things done when
they're better off without you?

Here are a few other payoffs for adjusting your style to
respond appropriately to the membership:

e When you relate to people as individuals, and give them
credit for their competence and experience, their good feel-
ings about you and the group increase. They become more
active, loyal members.

e Interactive leadership encourages people to learn, develop
their skills and move into positions of responsibility more
quickly than if they are always closely supervised and told
what to do. While you may get acceptable short-term results
with a directive and structured approach to leadership, the
long-term effects are likely to be negative, especially with
mature members in the group.

e When members get the assistance they need without hav-
ing to scrounge for it on their own, they'll be able to move
ahead confidently. In leader-dominated groups, many poten-
tial leaders are discouraged from participating fully. They
believe they don't know enough about an office or a project to
get involved, and they're afraid to ask for information or to
volunteer to help.

e This approach encourages freedom, initiative, and creativity
among those who are given a job to do. If people have to wait
to be told what to do before they're able to act, projects will
bog down when you're out of town {or out to lunch). The more
you give away to mature members, the more time you'll have
to help those who really need you.

Before leaving the topic of leadership styles, a few words
contrasting effective with successful leadership are in order. If
Sadie wants Sam to do something, her leadership attempt can
be considered to be successful if she can just get Sam to
complete the task. But, if Sadie’s style is not compatible with
Sam’s expectations of his leader, and if Sam is angry after-
wards and only did the job because Sadie exerted her power
and made him feel guilty, Sadie has been successful but not
effective.

Success is measured by how the group or individual actu-
ally behaves when asked to do something. Effectiveness is
measured not only in terms of task accomplishment, but also
by how the members feef about the process. Effectiveness
results when leaders have the sensitivity to know what
members want and need, and, in a conscious, careful way,
are able to deliver those behaviors required to facilitate group
productivity. By being “adjustable” and consistent about
employing the different styles needed for different situations,
the behavior of the leader becomes highly predictable and a
source of comfort and enjoyment for the members of the
organization.

Reproduced for Voluntary Action Leadership by permission of Impact
Publishers, Inc., PO Box 1094, San Luis Obispo, CA 93406. Further
reproduction prohibited. @
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