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Pathways to Volunteerism – improving the flow of volunteers into an organization 
Presented by Jonathan Krall

Based on experience gained in BESS, Black Rose and elsewhere - your mileage may vary
  I.
Successful volunteer organizations produce a positive volunteer experience

     
A.  
Common motivations for volunteering

         

1.  
Raise personal visibility, gain friendship (and romance), and gain recognition

         

2.  
Do something of value, something that has meaning (this item is the key)

        
B.  
“Currency”:  a sense of meaning and a sense of connectedness



1. 
Friendship (it might help to place the volunteer where they will meet others)



2. 
Doing work that is valued (personal connection to a group leader)

            

3.  
Connection to the organizational mission (where do I fit in?)

            

4.  
Connection to organizational leadership (is my work valued?)

        
C.  
It isn’t what you do – it’s how you do it (don’t “devalue” your currency)



1. 
The volunteer coordinator



a. 
Encourages new volunteers by answering questions



b. 
Places the volunteer in the care of another leader

  

c. 
Follows up to see if things are working out

            

2.  
Supervisor: demonstrate that you care by your actions




a. 
Keep up regular contact with “team members”




b. 
Ask the most important question:  are you accomplishing your personal goals?




c. 
Listen to feedback 

d.  
Remember:  the volunteer is the “boss”, even when the supervisor is assisting



3. 
Two kinds of volunteers




a. 
“Tell met what to do and I’ll do it”




b. 
“Just tell me which ongoing task needs attention and I’ll give it attention”




c. 
Self-guided volunteers are the best kind – they make their own decisions




d. 
The volunteer will not be willing to make a decision without trust

 II. 
The Volunteer Pathway (is the path the volunteers are observed to follow)

      
  
Example:  Party-volunteer sign-ups (BESS)



-  
Initial approach:  sign up volunteers in advance via e-mail

            

-  
Observation:  volunteers did not show up on time or did not show at all



-  
Adjustment (courtesy of WHIP)

                

- 
Create a volunteer sign-up sheet

                

- 
At the entrance, direct people to consider volunteering

         

       
- 
Come up with an incentive for post-party clean-up

                  


(simply encouraging volunteerism wasn’t good enough for that job)

-  
One result:  the DM program was advertised directly to those who need it 

A.  
Observe the path and make adjustments

            

1.  
Direct the people towards the path

            

2.  
Direct the path towards the people

            

3.  
Develop tools [T] and policies [P] for their use

B. 
Pay attention to the people path and the information path 

III.
The Job of the Volunteer Coordinator

        

Example:  BESS volunteer coordinator wanted to match people with jobs, but observed

               
- 
Prospective volunteers were not responsive to the question “what do you want to do?” 

                
- 
Team leaders did not provide useful information on volunteer needs



-  
Based on the volunteers request, a volunteer is directed to a particular “team”, but the

 


team leader often “drops the ball”

            

-
Interested people came directly to board meetings, bypassing the volunteer coordinator

            
A.  
Create “New Improved” volunteer pathways

                
1. 
Path 1:  All interested volunteers are invited to join a volunteers e-mail list [T]

 


a. 
The idea is to create a volunteer “pool”




b. 
Prospective volunteers are given clear instructions that make sense

- “Please subscribe to the volunteers e-mail list”


c. 
Action from the volunteer is needed to proceed

2. 
Path 1:  Volunteer requests are collected at each board meeting, which is where the needs 

become apparent [T]

a. 
Each volunteer request comes from a Team Leader but is written up by the

Volunteer Coordinator (working with the Team leader) [P]

b. 
All volunteer requests are forwarded to the “pool” in a monthly announcement




c. 
Prospective volunteers answer a specific request




d. 
Volunteers are matched to jobs rather than having jobs invented for volunteers

                
3. 
Path 2:  Prospective volunteers are directed towards the board meetings

a. 
Advertise the board meetings (directions to the meetings are included) [T]

b. 
Prospective volunteers are given clear instructions that make sense

- “Please come to a board meeting; that is where our needs become apparent”




c. 
Action from the volunteer is needed to proceed

4. 
Note the lack of a “volunteer sign-up form” in this process

      
B.  
Work with group leaders and staff to advertise the volunteer path

          

1.  
All staffers are part of the “welcoming” mission for members and prospective volunteers

          

2.  
Staff needs to be informed enough to answer questions

             


a.  
Identify staff members who need to keep informed [P]

              


b.  
Put those staffers on a staff e-mail list [T]




c. 
Use the staff e-mail list to discuss matters of substance [P]


C.
Encourage supervisors to use perks and rewards as needed [T]

1.
Use both sparingly - otherwise they become devalued




a. 
Perceived as “a dime a dozen” (the perk/reward is devalued)




b. 
Gives the impression that a volunteer is “only in it for the perks” (job devalued)

2. 
Provided by a team leader (supervisor) rather than the volunteer coordinator

a.
Perks are job-related and provide support (Ex: hotel room for the party crew)




b. 
Rewards are not job-related and show appreciation



3. 
Effective perks/rewards promote group identity or represent simple courtesies




a. 
Business cards (a perk – identifies the volunteer with the group)




b. 
T-shirts (a reward – identifies the volunteer with the group)




c. 
Food at the board meeting (perk – a courtesy)

 IV.   
Extending the Path:  encouraging a volunteer to move up through the management structure

      
A.  
Why think about the management structure?  To provide answers to some basic questions

          

1. 
Group Leader: how do I keep track of all this activity?

          

2. 
Volunteer:  where do I fit in?

          

3. 
Volunteer:  if I stop doing my job will anyone notice?

      
B.  
Example:  BESS management structure: levels of leadership and levels of connectedness

        

1.  
Prospective members or volunteers are allowed to attend board meetings [P]

        

2.  
Volunteer (a member of a Team; might be on the staff e-mail list)

        

3.  
Coordinator (“TNG SIG coordinator”, “Group Liaison”)




a. 
A named position within one of the Teams

            


b.  
On the staff e-mail list

        
4.  
Team Leader (teams do the work, elected directors merely make decisions)

            


a.  
Decides who on his or her team is on the staff list [P]

            


b.  
Reports to board of directors each month

            


c.  
May have a “team e-mail list” [T]

        

5.  
Elected Directors (board members) have ultimate authority [P]




a. 
Have the authority to appoint Team Leaders [P]

            


b.  
On the directors-only list in addition to the staff list [T]



6. 
Note the increase responsibility, support, and access at each step

C.  
Corporate memory:  how do we keep track of all this? 

        

1.  
Team leaders came up with procedures; they should be able to write them down

 


in “handbooks” [T], which are available to all staff [P]




a. 
All jobs appear in a handbook




b. 
Each volunteer helps with the write-up of his or her job




c. 
Handbooks are given to new volunteers who are encouraged to suggest changes

        

2.  
Keep it simple

            


a.  
Describe clearly what needs to get done

            


b.  
Provide a minimum of “how to do it” information

               


(example: there is rarely a need to impose deadlines)

            


c.  
Separate the “supporting documents” from the “Handbook”

                


- 
Dungeon Monitor Manual (separate from the Social Team Handbook)

            


d.  
Confine personal contact information to a “team roster”

        

3.  
Board has responsibility to read and review handbooks

            


a.  
Reminder: board has power to review everything
            


b.  
People are lazy - they will not update the handbooks without a review

 



process of some kind (example: one Team/Handbook each quarter) [T]

  V. 
Avoiding volunteer “pathologies”

A.  
“We’re too busy to train new volunteers”

1. 
Problem: the leaders of the organization are too busy “doing their jobs”

2. 
Approach:  the people at the top need to focus on developing an organization

 
that can do the work, rather than doing the work themselves.

B. 
“I’m busy holding onto my position and status, both within and without the organization”

1. 
Problem: “I don’t want to be bothered - let the volunteer coordinator worry about it”



2. 
Approach:  in an all volunteer organization, it has to be the Chair or President who

 


takes responsibility for the volunteers 

C. 
“I want the credit”

1. 
Problem:  “I do not want to give my high-profile project to a no-name volunteer”



2.
Approach:  move the “control freak” into a position where he or she can do less harm

 VI.
Retaining volunteers (summary)

A. 
"Running a good organization" must be as highly respected as "getting results, no matter how"

B. 
High standards of professionalism must come from the top

C. 
Without the support of the primary group leader(s), the volunteer coordinator is ineffective

