


2. Who would want to do it?
The next step in targeted recruiting is to
identify the types of people who would
want to do the job that needs to be done.
By asking this question, we are more likely
to get the kind of committed volunteer we
want and not just a warm body or two. This
means identifying target groups to whom
we can send our recruitment message.

This second step is one most of us skip
because we have had experience with
successful volunteers from a variety of
backgrounds. A frequent answer to this
question is “Lots of different types of peo-
ple would want to do that. Young, old, rich,
poor, white, black, men, women all might
wantto dothat.” As we will see, however, if
we can define these groups before we
begin our recruitment efforts, we will have
a much easier time recruiting them. The
reason for this is that messages sent out to
appeal to people in general often wind up
speaking to no one in particular. By defin-
ing a target group, we can stress aspects
of the job experience that would appeal to
that particular group.

| was once asked to help a person who
was having difficulty recruiting volunteers
for the job of escorting children to school.
The children lived in public housing in a
large city, and the way to school was a
gauntlet of gang members selling drugs
and offering the choice of “Join our gang
or we'll beat you up.” The volunteer ad-
ministrator was frustrated because she
had had success in recruiting volunteers
for other jobs. She found this one hard to
fill because she had never asked this se-
cond question. When she began to con-
sider who would want to do the job, she
began to identify target groups she had
never tried to recruit before. She identified
that one kind of person who would want to
do the job was men who wanted to prove
their toughness. The target groups thus
included karate students, bouncers, foot-
ball players (not quarterbacks or punters),
and former Marines.

3. Where will we find them?

Once we have determined who we are
trying to recruit, we can ask, “Where will
we find them?" (If we haven't done step
two, it is impossible to ask this key ques-
tion.) If we are after a certain type of pro-
fessional, are there professional societies
or clubs where such people might be
found? If we are after members of a given
age group, where do such people congre-
gate? Other questions to ask in this step
include: Where do they work? Where do
they spend their leisure time? Where do
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they shop? Where do they worship? What
neighborhoods do they live in? What
newspapers do they read? What radio
and television stations do they listen to?

Let's imagine, for example, that the job
we want done requires that the person be
a lawyer. In response to question two, we
decide that one target group would be up
and coming young lawyers in large law
firms who want to impress the boss with
their community commitment. In imple-
menting step three, we would identify law
firms in which the principals might be im-
pressed by such a person, those who want
an image of being community minded.
We could then take our recruitment effort
to that business. If there are no such so-
cially minded law firms in town, we might
ask what kinds of stores lawyers shop in
(for clothes, cars, groceries, for example)
and ask the store if it will let us set up a
recruitment display or print up a recruit-
ment message on its bags.

Again, if we simply begin trying to re-
cruit anyone in the general community,
the answer to this third question is “every-
where.” This makes our job more difficult
because it will be harder to focus our limit-
ed recruitment efforts. People who are
everywhere are also nowhere in particu-
lar.

The answer to question two often im-
plies the places to look. To continue our
school escort example, if we identify for-
mer marines as a target group, we might
take our recruiting effort to a veterans or-
ganization. If we identify self-defense ex-
perts as a target group, we might focus
our attention on karate clubs. These may
be places we had never thought of going
to recruit volunteers, and they may well
turn out to be a source of the kind of per-
son we need.

One highly effective recruitment cam-
paign resulted from identifying a target
group of young, single people. In step
three, one place the volunteeer adminis-
trator thought to find them was in singles
bars. This led to a program called “The
Singles Connection,” advertised in sin-
gles bars.

4. How will we communicate with
them?

The next question is how to communicate
with the target group. Again, the answer to
this question is often implied by the an-
swer to question three. If “where they are”
is in a particular neighborhood, we might
go door-to-door. (This may seem humor-
ous to you—it would have to me a few
years ago—but | found this to be quite

effective when | was recruiting volunteers
for a fire department. | thought of the meth-
od because the answer to the question
"Who would want to do this?" was “People
who live in the district and want to feel
safe." Where they were was behind the
doors of the houses in the neighborhood.
This implied knocking on those doors as a
method.)

If “where they are” is at a particular
club, we might try to get an opportunity to
speak to the membership of that club, or
we might ask the club if we could put a
poster on the bulletin board. If “where they
are” is at work, we might try to get ads on
the radio stations the target group listens
to while it commutes. (Radio stations can
give you information on the target groups
they reach.) One volunteer administrator
in Los Angeles who was trying to recruit
youth who had time to spare during the
day realized that where they were was at
the beach. This implied the method of set-
ting up a booth there, which proved to be
highly successful.

5. What are the motivational needs
of these people?

In this step we ask what some of the needs
and desires of the target group are. What
will motivate them to volunteer their time
for our agency? Although individuals in
the target group will have different motiva-
tional needs, we can make some informed
guesses about the majority of individuals’
needs in the group as a whole.

Perhaps the most sophisticated and ef-
fective targeted recruitment campaign to-
day is conducted by the U.S. Army. When
service in the Army became "voluntary”
(as opposed to mandatory), the Army
faced a problem: how to attract young
people to a dangerous, low paying job.
This came at a time when the Army's major
activity had been the Vietnam war, an ac-
tion that was highly unpopular with the
age group it was trying to recruit. Despite
the obstacles of offering unpleasant disci-
pline, bad food and ugly clothing, the
Army has succeeded in maintaining an
all-volunteer force. It has done so through
a very sophisticated application of this
step.

Next time you see an ad for the Army,
look at it closely. It is likely you will see
one of several motivational themes at
work. One of the first and most successful
themes it uses is to appeal to the desire of
young people to get ahead and make
something of themselves. One variation
on this theme is to stress the message that
by doing two years of service in the Army,
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stuff and address envelopes.”

—Public television phone worker: “Citi-
zens who enjoy the programming avail-
able only on public television depend on
pledge drives to keep us on the air, yet we
have far too few staff to mount such
drives.”

—Community Action Agency bookkeep-
er: "In order to continue our efforts to im-
prove the lives of the poor, we must ac-
count for our grants properly, a skill none
of our staff have.”

These kinds of statements enable the
potential volunteer to understand why his
or her time is being requested, and why it
is important that something be done. Be-
ing told the why enables a volunteer to see
that his life will have a purpose if he volun-
teers. He is not just stuffing envelopes, for
example, he is helping to solve communi-
ty problems.

b. The plan for meeting the need
through volunteer efforts. The statement
of need leads naturally to the second ele-
ment of a powerful recruitment message:
the plan for meeting the need. This is
where we tell the volunteer how he or she
can help solve the problem. In other
words, this is where we describe the job to
be done. By describing these job activi-
ties in the context of the need, we make
our job description more compelling.

In this part of the message, we want to
make the job as vivid as the constraints of
time and space allow. The purpose here is
to allow the potential volunteer to imagine
him or herself doing the job. Making this
part of the message vivid is largely a mat-
ter of adding details to the description of
what it will be like to do the work.

c. Addressing any volunteer fears. The
third aspect of an effective recruitment
message is to address any fears the po-
tential volunteer may have about doing
the job. For example, a potential crisis
phone worker may feel that he does not
have the skills to do the work, even though
it sounds exciting and important. Insucha
situation, the message should stress that
training is provided and supervisory sup-
port is always available. A potential volun-
teer at a shelter for abused women may
fear that she may herself may be vulnera-
ble if an angry man comes to the door.
Again, the recruitment message should
include the safeguards the agency has
designed for the safety of volunteers and
clients.

Potential firefighters may wonder if they
have the necessary physical strength to
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do the job. Counselors of at-risk youth may
fear having their belongings stolen. In oth-
er cases, the potential volunteer may fear
an excessive time commitment. Wherever
there is a potential for the volunteers to
feel they might not be able to do the job or
might not want to do it, the message
should address the fear.

d. Benefits to the volunteer. Most peo-
ple volunteer primarily to meet a need, but
doing something worthwhile isn't the sole
reason people volunteer. Our recruitment
message therefore needs to show how
they can meet other needs that might be
satisfied by the volunteer experience. This
fourth aspect of an effective recruitment
message, the statement of benefits to the
volunteer, helps people see how they can
help themselves by doing activities that
help the agency serve the community.

People volunteer for various combina-
tions of reasons besides helping other
people, some of which are listed below:
—To escape loneliness
—To feel useful or important
—To establish a "track record” to help
them get a job
—To make a transition from prison, mental
iliness or other situation to “the real world”
—To “test the water” before making a ca-
reer change
—To make new friends
—To get to know important people in the
community who might help with a career
—To develop new skills
—To impress their present employer
—To gain knowledge about the problems
of the community
—To maintain skills they no longer use
otherwise
—To spend quality time with some mem-
bers of the family by doing something
worthwhile together
—To gain status
—To escape boredom
—To be part of an effective group

To be as effective as possible, the re-
cruitment message needs to show the po-
tential volunteer that whatever combina-
tion of needs she has can be met by doing
an important job at the agency.

This last section of the message is par-
ticularly important in recruiting volunteers
for clerical or staff support jobs such as
the legendary envelope stuffer. People
don't volunteer to stuff envelopes for the
sheer joy of creasing paper or the satis-
faction of creating mountains of mail. They
do it for some other reason, such as the joy
of socializing with a group of other people
while they do this important but not very

exciting task.

If the recruitment message is presented
in a one-way format, it should list some
benefits the volunteer administrator thinks
will appeal to the target group. One ad-
vantage to the targeted approach is that
we identify potential motivators in step
five. Although not everyone in our target
group will respond to the same motiva-
tional theme (not all single men would re-
spond to the theme of having a child love
you, for example), it gives us some ideas
of what benefits to stress in our message.
This is particularly true of recruitment ef-
forts such as posters or public service an-
nouncements where there is no opportuni-
ty for two-way communication.

If it is being presented in a two-way
format, where the recruiter has an opportu-
nity to talk to potential volunteers about
their needs, skills and desires, the bene-
fits can be tailored specifically to the audi-
ence. Because each volunteer has a dif-
ferent combination of motivations for vol-
unteering, it is helpful if the recruiter
knows something about the person to do
the most effective job of encouraging him
to volunteer. If the person wants to meet
new people, for example, we want to
stress jobs that allow him to do that.

7. Who will do it?

The volunteer administrator should man-
age the recruitment effort, but this does
not mean he or she should do all the work.
If you are going to engage in recruitment
methods that utilize one-way communica-
tion, such as classified ads, public serv-
ice announcements or posters, you will
save yourself work and get a better prod-
uct if you recruit a volunteer who is an
expert in those media. If you are going to
use methods that require two-way com-
munication, recruit a volunteer to be the
spokesperson for your program who will
appeal to the target group.

Sometimes volunteer administrators
feel that they should be the one to do the
face-to-face recruiting. Often, however,
another volunteer is more able to make a
persuasive case than a paid employee of
the agency. If the volunteer is being re-
cruited by a paid employee, she may
have, in the back of her mind, the idea that
the employee is trying to get her to do
something that someone else is paid to
do. A volunteer, on the other hand, speaks
from a purer position, free from the taint of
suspicion that he is trying to get a person
to do part of his job for free.

Further, a volunteer may sometimes be
easier for the target group to relate to. The
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28-year-old director of a Senior Compan-
ion Program in Michigan, for example, al-
ways has a current senior volunteer do the
talking when recruiting new people. if the
potential volunteer is of a minority group,
she has a volunteer from that group make
the case. She is often on hand to answer
questions, but she trains her volunteers to
do the whole process themselves. This
brings us to the last question.

8. How will they know what to do?
The last step in preparing for the recruit-
ment effort is to prepare volunteers or staff
who will be delivering the recruitment
message. In general, you will want them to
be able to present the message in a posi-
tive way that wil! appeal to the target
group.

In particular, volunteers and staff who
will be engaged in making the recruitment
effort should be trained in the overall con-
cepts of targeted recruiting with particular
attention to the motivational needs of the
target group and the benefits most likely
to appeal to those individuals.

Because each volunteer has a different
combination of motivations for volunteer-
ing, the recruiter needs to know some-
thing about the likely needs of the target
group to do the most effective job of en-
couraging them to volunteer. If they are
likely to be people who want to impress
their employers, for example, it would be
good if they knew the agency regutarly
thanks emgployers for the contributions of
their employees.

in identifying the motivational needs of
the target group, we make some educated
guesses about this, that a young person
may be motivated in part by the desire to
gain job experience, for example. if we
are doing recruitment through one-way
communication efforts, such as making
formal presentations to service clubs, this
may be as far as we get. In the case of
methods involving two-way communica-
tion—speaking to small groups or one-on-
one appeals—we need to train the recruit-
ers to test those assumptions and to listen
for clues about the motivations of the indi-
vidual. This is particularly important when
we are using the targeted approach to re-
cruit volunteers from particular groups for
the sake of increasing our organization’s
diversity.

Recruiting for Diversity

Today, many agencies are trying to diver-
sify their volunteer staff, recruiting types of
people who traditionally have not volun-
teered for the agency. Agencies are seek-
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ing volunteers who are from various mi-
nority groups. Some are seeking a few
good men. In such cases, the targeted
approach is helpful.

When recruiting a target group for its
own sake, the sequence of steps would be
different, however. In this case we start
with a group already defined rather than
with a job to be done. Affer identifying the
likely motivators of the target group (in
step five), we should then go back and
design jobs that would appeal to those
motivations. Remember, the nature of the
job is the most important factor in motivat-
ing people to volunteer some of their free
time for your agency.

Nonetheless, remember that each indi-
vidual from the target group is unique. We
may be reasonably safe in assuming that,
as a group, most seniors are patriotic, for
example, butthis is a dangerous assump-
tion 1o make about any individual senior
volunteer.

Even if your targeted appeal focuses on
a given motivational theme, it is best to
test yourassumptions about the individual
who responds to the appeal. Spend some
time with her to find out what kind of bene-
fits might appeal to her, perhaps suggest-
ing a few from the list above. Identify some
things the potential volunteer is con-
cerned about and enjoys doing, and other
clues to what it is she wants to do. This
may iead to the modification of the exist-
ing job description or the creation of a
whole new job.

For example, a person might be recruit-
ed because he is a singing star in our city,
and we want him to help us out in fundrais-
ing through his contacts in the entertain-
ment industry. As the recruiter talks to him,
she gets the feeling that he isn't very con-
cerned with the problems our agency ad-
dresses and that he feels the effort we are
proposing will just be more work. In fisten-
ing to him, however, she discovers that
what he really has always wanted to be
was an accountant, that while he was

studying accountingin college he sang in
a band to work his way through school,
became a star and got sidetracked from
his life's ambition. The recruiter knows
that the agency needs help in accounting
for its finances, and asks him if he would
be interested. The agency hasn't consid-
ered recruitinga volunteer for accounting,
but he seems much more enthusiastic for
this job than the fundraising idea, so this
forms the basis for developing a new job
description.

In recruiting for diversity, don't overlook
the key role of the spokesperson. A good
place to start is with the board of directors
of your organization. if you want to recruit
African Americans as volunteers, for ex-
ample, it is helpful if that group is repre-
sented onthe board (and in the paid staff).
Those in board roles can be used as the

spokesperson in step seven. ]
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