


particular room than if they do one ac-
tivity (such as painting or cleaning) in
all the rooms. The first circumstance
provides them with a sense of turf (“this
is my room"); whereas in the second
case, any sense of ownership and
responsibility is diluted by the number
of others involved. Even in so simple a
case as a group of volunteers stuffing
envelopes, we find that volunteers who
do one activity (collating, stapling, fold-
ing, stuffing, stamping) for all envelopes
get less satisfaction from the job itself
(as opposed to satisfaction from the
social aspects of being together as a
group) than those who do all these ac-
tivities for a portion of the envelopes.

The second key element in good job
design is to make sure that the volunteer
has the authority to think as well as do
the job. By thinking, | mean specifically
the planning, organizing, deciding and
evaluating of what he or she does.

Many volunteer administrators have a
built-in resistance to allowing volunteers
this authority. For one thing, the volun-
teer may only serve once every couple
of weeks and may have difficulty keep-
ing up with what is going on. And for
another, standard management practice
holds that it is the supervisor's job to do
the planning, organizing and deciding
and the employee’s job to carry out
whatever the supervisor decides needs
to be done.

Indeed, when a volunteer first comes
on board, this may be the most comfor-
table way to proceed. As volunteers
learn the job and figure out what is
going on, however, the fact that they are
only doing what someone else decides
begins to sap their motivation and dilute
their ownership of what they ac-
complish. They will tend either to resent
being told what to do or to lose interest
in the job, cease to show up very often,
and finally drift away.

This does not mean we should abdi-
cate our responsibility for insuring good
results from volunteers. Obviously, we
can't afford to have all our volunteers
“doing their own thing.” What we can do,
however, is to involve them in the plan-
ning and deciding process so that they
do feel ownership of their job.

One way to allow them some control
and still retain some insurance that they
will do the right thing is to ask them to
recommend to us what they should do
rather than telling them what to do. If the
recommendation is unacceptable, you
can explain why so they learn to make
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better recommendations in the future. In
this way, volunteers will always feel a
sense of ownership in what they do,
since they thought of it and recom-
mended it. The fact that you may reject
some of these ideas does not detract
from this sense of ownership because
the things you do approve and what the
volunteers wind up doing are things they
decided to recommend.

The third critical element in develop-
ing a work structure that encourages ex-
cellence is to make sure that volunteers
are held responsible for achieving
results rather than for performing a set
of activities or “job duties” If they are
responsible for results or outcomes, they
are focused on the end-product of what
they do, and they get the satisfaction of
making progress toward an achieve-
ment. If, on the other hand, they are
responsible only for the activities that
may lead to some result, they are
divorced from that satisfaction. A crime
prevention volunteer for a police depart-
ment, for example, will get a lot more
satisfaction if he/she is responsible for
reducing burglaries than for engraving
social security numbers on people's
belongings.

Most job descriptions for volunteers or
for paid staff are not defined in terms of
results, which, in fact, are never men-
tioned. Most often, the responsibility for
a result is fragmented, with several peo-
ple all having a few activities to perform
if the result is to be achieved. In fact, the
responsibility is usually so fragmented
that the volunteer loses sight of the
result. As a direct consequence of this,
results are poorly and inefficiently ob-
tained, and the volunteer gets bored.

Because most of us have littie
familiarity with jobs defined in terms of
results, let's look at some examples.
Below are five statements taken from
volunteer job descriptions. For each,
decide if the statement holds the volun-
teer responsible for achieving a result or
for performing an activity.

1. Spend three hours per week in direct
counseling of clients (job description for
mental health volunteer).

2. People coming to or calling the office
will view us as a competent, profes-
sional organization (receptionist).

3. Work with children on reading (class-
room volunteer).

4. Girls will view themselves as valuable
and competent (Girl Scout leader).

5. Speak to men's groups about the
problem of rape in our community (rape

relief volunteer).

Once you have answered each of
these, read the following discussion:
1. This is a statement of an activity to be
peformed. No result has been specified,
and if this volunteer doesn't achieve
much, we shouldn't be surprised. To
define the result, we need to ask, What
is the outcome of all this counseling?
What do we want the volunteer to ac-
complish in these three hours per
week? The answer might be something
like, "Clients will return to independent
living in the community" or “clients will
feel able to cope with daily life without
help"” or whatever the focus of the coun-
seling is. By defining this result for the
volunteer, we offer challenging and
worthwhile accomplishment to work
toward.
2. This is an excellent statement of a
result for a receptionist. It states the out-
come of activities such as answering
the phone and greeting visitors.
3. Here again, the job is defined in terms
of an activity. Anyone can fulfill this job
description without even trying because
no result has been specified. To make
the job more rewarding, we need to
define what is to be achieved. What are
the children supposed to learn? A result
might be “increase children’s reading
scores by one grade level!”
4, This states a result of many activities
a Girl Scout leader may engage in. By
putting this in the job description, we
keep the leader focused on this to in-
crease the likelihood of such a result.
This result is challenging and difficult to
achieve, but it is precisely those
qualities that make the job interesting,
rewarding and motivating to the volun-
teer. Backing away from this because we
fear it is too difficult only makes the job
less interesting and does a disservice to
the girls. It is more rewarding to be
engaged in helping girls grow up with
strong self-images than to be responsi-
ble only for leading them in various ac-
tivities such as hiking or singing songs.
5. Again, no result is specified. What is
the outcome of these speaking engage-
ments? What will people know or do as
a result of these talks? Unless we take
the time to define that for the volunteer, it
is unlikely that the volunteer will achieve
whatever outcome we want. We should
never be surprised at the lack of resuits
we get from volunteers if we never give
them results to achieve.

So, there are two primary benefits to
defining volunteer jobs in terms of
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