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This publication describes three models fo( the development of vol-

unteet· programs--in youth institutions, in probation, and in com!flunity-

based projects. The models are being published by the Model Volunteer 

Project to stimulate interest in volunteerism andto promote the develop-

ment of quality volunteer services within Californiats criminal justice 

system. These models are designed specifically for programs in the plan-

nlhg phase, although they also provide valuable insights to administra-

tors of more advanced programs. 

This publication Is designed for program managers, probation offi-

cers, institution administrators and others who are potential users of 

programs involving volunteers. The Model Volunteer Project, a California 

Youth Authority program funded through the Office of Cr1minal Justice 

Planning, also provides other resource and consultative services to as-

sist in the development of volunteer programs in the criminal justice 

system. 

Readers are encouraged to share this publ ication wi th others. This 

is a public document and the Department of the Youth Authority grants 

permission to reproduce it in full or in part. 

Allen F. Breed, Di r.ector 

January 1975 
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INTRODUCTION 

The reports presented In the following pages offer the reader struc­
tured models for the development of volunteer services in a particular 
system oraoency. The three papers focus on youth institutions, pro­
bation departments, and commLH1'I'ty M based programs. 

ModelS for youth institutions and community-based pr<":Igrams are the pro­
d~cts of model-buildIng workshops conducted respectively by Elizabeth 
Yost and Judith Maxwell, Volunteer Services Consultants for' the Depal"t­
mBnt of the Youth Authority. The third model t applicable to probation 
departments, was designed by ElIzabeth Yost and Alan Lawson, Asslstant 
Superintendent of Preston School of Industry. 

In each case~ the process of developing a volunteer program has essen­
tial similarities to the plannIng and establishment of profeSSional 
services, entail tng administratIve and fiscal support, the early se­
lection of a competent program administrator, comprehensive planning 
reflecting the input of staff, clients and potential volunteers, and 
adequate provisions for evaluative feedback and consequent modification. 

These models are intended to stimulate interest In volunteer utiliza­
tion and to demonstrate that volunteer services can meet specifically 
defIned needs and objectives. Volunteers can assist with both routine 
tasks and more demanding jobs in corrections and in the community. 

Although the models emphasize the importance of the planning phase of 
volunteer services development, they should not be read as a set of 
Instructions for designing a program and do not take into account every 
factor that should be considered When doing so. Rather, each model is 
a guide to the processes involved in planning, and Is adaptable to the 
unique needs, resources and limitations of the particular system or 
agency. 

My sincere thanks are extended to Judith Embree, Eugene Sahs and Elizabeth 
Yost, workshop leaders; to the many participants who contributed to 
these models; and to Laura VIglione and Christopher Kimble who, respec· 
tively, typed and assembled this publication. 

V. Pearldean nollghtly 
Volunteer Services Administrator 
Model Volunteer Project 

, . 



..... -~ ..... ""'--.... ~"---~;::-" ~--
~" 
';: 

A MODfL FOR THE DEVELOPMENT OF 

VOLUNTEER PROGRAMS 

I N 

YOU T H INS T r T UTI 0 N S 



PREFACE 

I' ., 

This Is a medel fer develepment of a volunteer program within a 

medium sized California Yeuth Autherity Institution. It Is set forth 

as ene means of fecuslng en a persistent problem area withIn an tnsti-

tutlonal setting and stimulating Interest I.n the utilizatIon of volun M 

teers to assist In alleviating that problem. Rationalizatlen fer uti­

lization of volunteers within the institutIonal setting, achIevable 

objectives and guIdelInes to. action are included as part ef the medel 

set ferth. 

Fel" purposes ef creating ideas for this model, a one-day workshop 

was held with the following participants: 

Perry Graves, Coordinator of SpecIal Services, DeWitt 
Nelson Youth Conservation Center, Department of the 
Youth Authority 

Jehn Hoi land~ Head Greup Supervisor, Northern California 
Receptien Center~Clinic, Department of the Youth 
Autherity 

Richard Kolze, Superintendent, Karl Helton Scheol, 
Department of the Yeuth Authority 

Alan Lawson, Assistant Superintendent, Presten School 
ef Industry, Department of the Youth Authority 

Roy Lewis~ Associate Social Research Analyst, Planning, 
Research, Evaluation and Development Branch, 
Department ef the Youth Authority 

Nola Obermire, Volunteer, Northern California Receptien 
Center-Clinic: Department of the Youth Authority 

Elizabeth Yost, Volunteer Services Censultant, Prevention 
and Community Corrections Branch, Department of the 
Youth Authorl ty 

Eugene Sahs, Professor of Social Work, Cal !fornla State University, 

Sacramento, was the workshop leader and provided a written documentation 

ef the results ef the werkshop. 
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This model is Intended to stimulate Interest In the utlll~~tlon 

of volunteers In Institutions and by no means lnclude~ every 'a~tor to 

be taken l,':1;o consiJeration 1,'lften InItiating su(~h ·13 program. !~ volunteer 

program SJch os the one suggested herein would have to be adapted to 

the ltnlque needs of the system that. ft will be created h servt:.:.. 

El i zabeth Yast 
Volunteer Services Consultant 
Prevent t on and Cornmun I ty Correct ions al"snch 
Department of the Youth Authority 
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BACKGROUND 
~-""'-

The goal of corrections drJ,j all of irs c'"Ul',p:ment rJorts is the prot~ctlon 
of society through actions calculated to 1":,,lmlze the pO::isibillty of 
future 11 h'-Z:'d conduct on the part of the ;:0\ :"ectlol"lal cl tent. ',t h~s 
been set forth that this correctional process has the most probeo/llty 
for succes~ If it j:s curded out in the comrmmlty and In non-Institu~ 
tlonal settings. Nevertheless, many delinquent youths need the struc· 
ture and control that an Institutional sotting can provide and it Is 
apparent that Instrt~tlon5 will continue to serve R major function with­
In the correctional system. 

There are many problems relatnd to the utilization of Instttutions ,,15 

a v~hlcle for rehab I 1 Itatlon and resoclal lzatlon. These have been doc~ 
umented extensively at both the stAte and national Jevel.' Key issues 
cited are: Confusing and conflicting goals; geographic location; In­
stitutional size; c~ttage or livIng unit size (usually 50 to a tinlt); 
staffIng patterns and utilization of staff; lack of public acceptance 
ond support; low visibility; lack of ability to Individualize programSj 
difficulty In developing and maintaining programs that can keep abreast 
of society's changIng needs; and the lack of adequBte linkage to the 
community. One of the Inherent handicaps of institutions Is their cre­
ation of an atypical. If not unnatural social setting. The housing of 
large numbers of delinquent youths together and the institutional pro­
cess Itself sets up ) series of negative Influences that serve as addi~ 
tiona1 obstacles to OVercome before .the institution can move towards 
a rehab~lltat[ve goal. 

The issues and prublems facing Calif~rnia Youth Authority Institutions 
nrenot dissImilar fram those cited In national studies. Created i~ 
1941, the Youth Authority had to undertake a massive building program 
to accommodate the heavy commitment rates of the post W.W. II years. 
Within a relatively few years the Youth Authority becDme a very large 
organization with a network of reception centers, Institutions, camps 
and parole centers located throughout the state. Further, the Youth 
Authority has had difficulty In obtaining sufficient staff and resources 
to have an Impact upon the ward counter"'cLtlture and delinquent orienta­
tion of the institution populatIon. Wards are asslgne.d to InstItutions 

1. President's Commission on Law Enforcement and Administration of 
Justice. The Challen~Crlme In a Free Society, and, Task Force 
Rel?.ort: cqrre'ctIOI1_S., U.S: Prfntlng OHlce. 1967. 

Joint Commission 011 Correctl<.mal Manpower and TrainIng. ferspec~ 
.~Ives on Correctronal Manpower and TraLn.ln9.., Manpower and Tral.!:!1..!:l!L 
t n Correctl ona 1 I ~,!!::! ... t!..£!J!., . Offenders as a Cor rect I ona 1 Manpower, 
Resource, and, Volunteers Look at CorrectIons. U.S. Printing Office. 
1969. --

CalifornIa Board of Corrections. Coordlnatine California Corrections: 
Field Servrc~) Instltutlo.ns ani. the Sys~!ffi' 197'1. . 

National Advisory CommissIon on Crtmll1a) JustIce Standards and Goals. 
§orrectfons. U.S. PrIntIng Office. 1973. 
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on the basis of treatment desired which sometimes results in wards 
being located some distance from their home communities. 

ISSUES TO BE ADD~SSED 

Two major Issues facing most If not all CYA ir1stltutlons are: 

a. Minimizing and diluting the ward counter-culture. Within 
the Institutional setting the strongest Influence over the 
ward is that of peer pressure and ward culture. Placement 
in an institution provides interruption In the family in­
fluence, Interruption in vocational, educational or other 
community inflUences and faci lltates the maximization of the 
influence of peers--the other delinquent youth, Institu­
tionalized wards have limited normal heterosexual contact. 
In addition, they receive very little exposure to non-de­
linquent values and are subjected to strong pressures to 
conform with the ward eounter~culture. With existing cot­
tage size and staffing patterns, institutions are seldom 
in a position to successfully compete with that subculture. 

b. Minimizing conflict within the i.nstitution and strength­
ening feelings of personal safety and security on the part 
of the wards. It Is unrealistic to expect resoclalization 
and rehabilitation to take place unless a youth's basic 
need for personal security and safety are met. Fear, anx­
iety, and resentMent caused by Incidents of personal prop­
erty being ripped off, physical threats and assaults will 
need to be reduced before wards can concentrate on the 
institution's formal program. In the same vein~ wards 
need to have the feeling that they are being dealt with 
fairly before they will expose themselves for involvement 
in the correctional process. 

GOAL 

To significantly enhance the institutional program at the Jiving unit 
level through plal'lhed, systematic utilization of volunte.ers as a means 
of min1mizing and diluting the ward counter~culture, reducing the 
level of conflict within the uni·t, and increasing the feelings of 
personal security on the part of wards and staff. 

OBJECTIVES 

During the period of the first project year to: 

a. Reduce the number of assaults of wards on staff by 25% 

b. Reduce the number of assaults of wards on wards by 25% 

c. Reduce the inventories of personal weapons maintained by 
wards for protection purposes by 25% 
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RATIONALE FOR USE OF VOLUNTEERS 
... - .. ----

In meeting the objectives the followlng'could be considered: Increase 
the staffing pattern in the Hving units during critical hours' re­
duce the size of the living units to 20; and increase the numb~r of 
staff assigned to eac~ unit. ~one of the above alternatives appear 
feasible because of high cost factors. Even though the Frlcot Project 
of the Youth Authority (reduced cottage size to 20 plus enriched staff­
ing patterns) de~onstrated favorable results and these results held 
throughout several year1 of parole experience before deteriorating, 
cost and population factors have prevented utilization of those con­
cepts in other settings. Considering the series of IncIdents that 
occurred over a number of years before the Youth Authority was able 
to gain fiscal support for a low ward/staff ratio as demonstrated In 
the Frlcot Project, It is doubtful that any significant increase In 
staff from state funds would be possible at this time, 

The uti lizatlon of volunteers as a means of meeting the stated objec­
tive does appear within the realm of fiscal possibility. Through 
the expenditure of funds equivalent to one professional position and 
one clerical position, the institution can recruit train and main~ 
taln the services of 100 volunteers. Upon completion of the first 
project year, the Institution would have the further capacity to ex~ 
pandthe use of volunteers without significant additional expenditures. 

Other justifications for use of volunteers In this capacity are: 

1. This is an effective way of helping bridge the gap between 
the institution and the community. 

2. Volunteers do not carry the IIs taff" role or responsibility 
and can therefore relate to the wards at a different and 
frequently more informal level. 

3. The Influx of persons from the community wi 11 be helpful 
in nUdging the educational and vocational programs in di­
rections most consistent with community expectations and 
needs--conversely, volunteers can serve as a viable force 
for change within the community too. 

4. The infl·uence of persons coming in from the community will 
also have an Impact on staff by giving them support and 
assisting them In their day to day group living responsl~ 
bilitres, thereby helping to reduce the "burn-out" factor 
that sometimes affects members of correctional staffs. 

5· The Influence of the volunteer will be helpful to the In­
stitution and corrections through public relation efforts 
whl~h will enhance visibility and credibility. 

PROGRAM DESCRIPTION 

A typical, medium sized Youth Authority Institution houses 400 wards 
located In four lOa-bed dorms with each of these dorms divided Into 
tWo 50-bed living units. The administrative structure includes the 
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institution superintendent, the assistant superintendent who c~rrres 
program administration responsibilities, treatment team supervisors 
who carry program responslb!llty for each of the lOO-bed complexes, 
senior youth counselor and youth counselors who carry living unit and 
case responsibilities on the 50-bed units, and group supervisors who 
carry the responsibility for night time supervision. Others include 
the social work staff, teaching and vocational staff, psychologist, 
superintendent of education, head group supervisor, supervisor of spe­
cial treatment, case work supervisor, business manager, etc. Mos~ 
Institutions focus their efforts around a primary treatment modality, 
I,e., b~havlor modification, transactional analysis, etc" and offer 
either a predominately educational or vocational program. 

This model provides for six months lead time befol"e the first volun~ 
teers are asstgned in the institution. During this period of time, 
prepal"atory activities as outlined in the "Guidelines for Actlon" Sec­
tion of this model will toke place. These Include such matters as se­
lection of volunteer program staff, preparation ·of guidelines for uti­
lization of volunteers> staff training, etc. During the first six 
operational months of the program, 50 volunteers w11! be assigned to 
four of the eight living units. During the second SIX months of the, 
program, volunteers will be aSSigned to the remaining four living units. 
Administrative controls and assignments will remain the same except 
that during the expansion period the volunteer coordinator wi1! uti­
lize the services of volunteers to carry out much of the recruitment, 
traIning and on-going supervisIon of the new group of volunteers. 

Implementation of this model requires the services of two staff p~sl­
tlons a ~olunteer coordinator and a clerk-steno In order to provide 
for t~e recruitment, training and utilization of a cadre of volunteers. 
In addition, auxiliary services to the volunteer program should be 
supplied by the Institution1s training officer who would be a resource 
to the volunteer coordinator and assist with volunteer and staff train­
ing. A large percentage of training of volunteers must be done by line 
staff with appropriate shift relief for preparation and time spent in 
class whl Ie providing orientation and training for the volunteer. 

The volunteers will serve under the administrative responsibility of 
two of the four treatment team supervisors and will be assigned at 
a rate of five volunteer~ per day Into the 50-bed living units. Vol­
unteers wi 11 be asked to serve four hours, one day per week during 
the late afternoon and early evening hours, those periods of time when 
wards are not Involved In regular scheduled school I work or vocational 
programs. While carrying out their assignments, they will work under 
the dlrect supervIsion of the youth counselor In the unit to which 
they are assIgned and wIll function as program aides. 

Volunteers will be asked to relate to wards directly, both Individually 
and In groups, to provIde counseling and supervision, and to assist 
In the development and Implementation of programs appropriate to the 
needs of the wards In the unit. Dependent upon the skills as well 
as Interests of the volunteers and the needs of the wards, this could 
ev()lve Into a series of highly Individualized programs such as tutoring, 
Job Identification and counseling, survival, premarital and prenatal 
counseling, quasi-legal counseling, special recreational efforts, etc. 
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The intent of the project Is to provide significant. enrichment of the 
amount of ti~e and attention that indiVidual wards might rece.lve. 
Through th~ InflUX of additional counseting resources, coupled with 
the community Input that they provide, It Is projected that a higher 
number of wards will have the opportunity to learn to deal with their 
pro~l~ms a~ w~11 as t~e anxieties and fears that accompany them. In 
addition, It IS antiCipated that wards ' feel ingB of self worth and 
secur!ty w!ll b~ strengthe~ed when they have an opportunity to develop 
r~la~lonshlps With non-delinquent oriented persons, as well as estab­
llsh!ng some connecting Jlnks back Into the community. ThroLlgh these 
combined efforts) it Is predicted that an overall improvement In the 
atmosphere of the living u~lt can be observed and that this r~provement 
wi 11 be accompanied by a Similar reduction In the number of assaults 
and conflicts within the unit. 

The program will be monitored on a consIstent basis and impact assessed 
every six months through the examination of existing lIving un' I t logp 
lit /I d· . "') one reports an other performance reports Including feedback from 
volunteers, wards and staff. If the program Is successful, these reg­
ular Institutional reports should reflect a significantly lower number 
of assaults of wards on staff, wards on wards as well as a significantly 
lower number of personal weapons being ma.lntained by wards when com­
par~d ~Ith data ~btalned before ~nitlation of the volunteer program. 
In addltlon~ during the fIrst six months of the operation of the pro­
gram, performance reports from the four experimental units having vol­
unteers will be compared with performance reports from four control 
units which will be living units not included in the volunteer program 
at that time, 

GUIDELlH~S TO ACTION 

I. AdminIstrative Consideratiol1s. (Lead time -- 6 months) 

This model provides for the systematic utilization of persons from 
the community interested In serving as volunteers within the insti­
tution. It is a significant undertaking and one that will Impact 
on all phases of the Institution's operation. The institution, 
superintendent or program administrator wishing to proceed with 
this model will need to proceed at four different ad~inrstrative 
levels: 

A. Within the upper administrative level of the Youth Authority 
In order to gain administrative and fiscal support for the 
pl·og,~am. This can be done through the Introduction of a "con­
cept paper outlining the purposes of the projected program, 
the need for additional resources, annual budget costs, etc. 

B. Within the middle management group of the Institution. Here 
the concept should be introduced, goals and objectiVes clari­
fied and guidelines established f6r the uti Ilzatlon of Volun­
teers In order to gain the necessary support and commitment 
of this group before proceeding further In the development of 
the volunteer program. The middle management group wi 11 also 
be the group responsible for development of the polIcy state­
ment regarding the volunteer program. This statement should 
Include the following: 



c. 

1. 

2. 

3. 

4. 

Establishment of the utll1zation of volunteers as ~ reg­
ular part of the Institutional program. 

Guidelines for the use of volunteers regarding safety, 
security, Insurance and procedural items. 

Support of procedures outlining the orderly selection, 
training, placement and supervision of the volunteers. 

Support for the establishment of a nucleus of staff to 
administer the program. 

Support for the resources necessary for an operational 
volunteer program such as training for staff who wi 11 be 
utilizing volunteers, shift retlef for staff who wi 11 be 
involved in the volunteer training program, and support­
ive services of the Ins~itutlon's training officer. 

Within institutional supervisory and line staff. Stsff Input 
at. the initiation of program design Is essential in order to 
assist In defining the need for volunteers, their role in the 
institution and guidelines for their supervision. Staff and 
volunteer responsibilities will need to be clearly defined In 
order to guard against possible future misunderstandings and 
breakdowns In communication. 

D. In all stages of program development as well as in on-going 
monitoring fUnctions. , it Is crucial that input be solicited 
and encouraged. This input can come from individuals or ward 
groups such as ward activity and recreation committees. If 
the program design does not take into consideration the needs 
and desires of the receivers of the volunteers' services, then 
the program1s success will be doubtful. 

In addition to laying the ground work within the Institution to estab­
lish a volunteer program, input. should be sought from potential vol­
unteers'. 

1 I. Staff Positions. 

The vital goal of planning for a good volunteer program Is that 
of hiring the best possible person for the coordinator of volunteer 
servIces and then placing that person 1n the agency at a level and 
In a position where the Job can be accomplished. 

A. The services of a full-time volunteer coordinator wi 11 be .re­
qu!red. The position should be at or comparable to that of 
a treatment team supervisor with placement into a staff posi­
tion reporting directly either to the superintendent or the 
assistant superintendent. The volunteer coordinator should 
be well qualified with experience Including that of service 
as a volunteer or as director of a volunteer program In another 
agency. The coordlnator's background should reflect a good 
balance between community and correctional institutional expe-

Ill. 

B. 
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rience. In view of the public relations, coordinating and 
training qemands of the position, the person selected should 
also possess a good range of org'anizatlon, communication train­
ing and public relations skills. Educational requlremenfs . 
should be in keeping with established requirements for the 
TIS position and recruitment should be on an open-promotional 
~asls. The volunteer coordinator should be appointed sJx months 
In advance of the projected beginning date for insertion of 
volunteers in the institution. Operating within the policy 
statement set forth, the volunteer coordinator will be respon­
sible for both planning and operational aspects of the program. 
A sample of the coordinator's duties include: Determination 
of the needs of wards in the institution, recruitment and selec­
tIon of volunte~rs, development of volunteer resources, main­
tenance of publiC relations, volunteer and staff training, 
placement of volunteers, and establishment of comprehensive 
feedback systems. 

A clerk-steno will be required. to handle the clerical-secre­
tar i a 1 aspects of the p rog f'am and as s i st tine vo 1 unteer coor­
dinator. In a program of this magnitude involving both commu­
nityand institution, It Is critical that the person appointed 
be Interested and capable of exerting initiative In handling 
dally problems relating to the program as well as keeping a­
breast of the progress of the total program. 

Staff Training and Orientation 

Staff orientation and training in the utiJization of volunteers 
should take place as early as possible In the six month program 
planning stage and should continue throughout the length of the 
program. The two major objectives of orienting staff to volunteers 
are: 

A. To develop and maintain an early and continual staff commit­
ment to the program. Staff need to see volunteers as assets 
rather than simply additional persons to supervise. A contin­
uous process of communication and followup is necessary to 
assure that problems can be aired openly and resolved. In 
addition, the thinking of staff can be expanded to realize 

. the many and varied tasks which volunteers can perform. If 
staff's reticence to utilize volunteers. can be overcome and 
a real commitment Is made to the program, Itis hoped that 
an atmosphere of openess will prevail In which communication 
and problem-solving can take place after the program becomes 
operat I ona 1. 

B. To develop the specral ski lis that staff need In order to su­
pervise volunteers. These skills Include learning how to as­
sume the role of supervisor,actlng as a consultant to the vol­
unteer, Imparting thei r knowledge and ski lIs to the volunteer 
and clarifying the role of the volunteer. Staff will also ., 
need to learn how to evaluate the performance of volunteers 
.and assist volunteers in improving their performance in defi-
cient areas. . 

., 
.l 
1 
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IV. Feedback, Recognition, Deselectlon 

When bringing groups of new people Into an institution to perform 
additional functions, many problems wi 11 be encoun~ered. Thes~ 
are the same kinds of problems which would result. In any org~nlza­
tlon when new persons are introduced bringing with them new .deas 
and creating new roles. Many of these problems can be anticipated 
and overcome by training. Others can only be dealt with as they 
arise. 

As a means of keeping communications open, the volunteer coordI­
nator will have primary responsibility for maintaining close con­
tact with the four living units and staff members involved. Th~ 
coordinator will also clarify roles and enter Into problem solVing 
and negotiations as needed. When a problem cannot be overcome 
by the staff member and volunteer invo~ved, thecoordinator.wlll 
intercede with several options, including those of reassignIng 
or terminating the volunteer. 

The feedback system should be set up to accommodate positive as 
well as negatiVe feedback. Since volunteers serve without p~y, 
staff need to be tuned in as how to ,assist volunteers In achieving 
personal job satisfaction. Supportive recognition for voluntee~sl 
efforts should also be a regular part of the program. In addition, 
formalized recognition procedures wi 11 be established. 

V. Eva I ua t I on 

At the end of the first six months of the operati~nal volu~teer 
program, there should bea noticeable difference In the clImate 
and tone of the four living units utilizing volunteers as co~p~red 
to the four living units that will not have volunteers. Addition­
al comparisons can be made by checking the previous records of the 
units utilizing volunteers before the volunteer program became 
ope ra t lana 1 • 

Continuous feedback will be conducted at three levels. Feedback 
from volunteers wi II be solicited regarding whether or not the 
training they received prepared them to adequately fulfil~ their 
job assignments; their relationships with staff on th~ unit a~d . 
the quality of supervision they receive while on the Job; their 
expectations of the volunteer program and whether Of n~t the ac­
tivities and other aspects of the program have met their expecta­
tIons. Suggestions ror Improvement of the program will be encour-
aged. 

Procedures will also be set up to receive feedback from all staff 
Involved In the program. This feedback will cover: Staff atti­
tudes toward volunteers; the performance of volunteers; how wards 
react to the volunteers and the activities of the program; and 
the general tone of, the living units. 

Feedback from wards will be encouraged to determine: How they 
view the volunteer program; whether or not the activities of the 
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volunteers and the program are helpful or useful; whether or not 
volunteers are effective in dealing with wards; and suggestions 
for Improvements of the program. . 

At the project level, the specific objectives deal with acts and 
incidents that are already well documented within the institutional 
program. As such, primary evaluative efforts will focus on those 
instruments and reports that tend to document the overall tone of 
an institution at anyone point in time. Further, ther6 is a range 
of "escapiset type behavior that is also documented and can serve 
as predictors of the level of personal security and anxiety within 
a living unit. When wards are anxious or fearful, and want to es~ 
cape or remove themselves from tense conflict situations, there 
maybe an increase In any of the following: The number of sick 
calls, requests to go to the gym or recreation center, early bed 
line, the number of "head calls" at night) t1turn"overs In bed", 
those who stay awake all night for fear of an attack, the number 
of personal weapons found, and actual escape attempts as well as 
suicide attempts. Al I of the above serve to document what Is going 
on In the living units and these observations before and after the 
establishment of the volunteer program will be utilized to deter­
mine Its effectiveness. 

At the end of one project year (not including the six months lead 
time before volunteers were introduced into the units) j Itis eX­
pected that the results of the data gathering outlined will reveal 
that: There has been a 25% reduction in the number of assaults of 
wards on staff; there has been a 25% reduction in the number of 
assaults of wards on wards; there has been a reduction by 25% of 
the inventories of personal weapons maintained by wards for protec­
tion purposes. Additionally, it is expected that there has been 
a.reduction in the amount of personal property stolen in the living 
units and an increase In feelings of personal security and safety 
on the part of both wards and staff. 
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PREFACE 

This is a model for the development of a volunteer program within 

a probation department. For purpOSes of example, a fictitious depart­

ment and statistIcs were used. This model is not Intended as an out-

line to be followed In establIshIng a volLlnteer program. It Is pre~ 

sen ted In order to stimulate ideas and Interest in the utilization of 

volunteers as one way to meet a correctional department's needs and 

objectives and It is by no meansa11 Inclusive in its examples of how 

volunteers can be util !2ed. Ideally, a volunteer program must be tal-

lored to meet the particular needs of the agency and its staff, clients 

and volunteers which the program Is Intended to serve. Contributors 

to this model were: 

Alan Lawson, Assistant Superintendent, Preston 
School of Industry, Department of the Youth 
Authority (formerly consultant with the 
Prevention and Community Corrections Branch) 

Elizabeth Yost, Volunteer Services Consultant, 
Prevention and Community Corrections Branch, 
Department of the Youth Authority 

Elizabeth Yost 
Volunteer Services Consultant 
Prevention and Community Corrections 
Department of the Youth Authority 

Branch 
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BACKGR6u.!:!.Q. 

RevIew of the Pacific County Probation DepcHtment wOI'I<Joad and client 
characteristics over the past five years reveals that: The population 
of the county has grown from 200,000 in 1968 to a current level of 
250,000 in 1973 as Indicated by the U.S. Census Bureau. According 
to the BureDU of Criminal StatIstics, the number of persons on proba­
tion In the county has Increased from 2,200 In 1968 to a current level 
of 3,000 in 1972. Through a continual Increase of personnel in the 
department, an average caseload size of 95 cases per officer has been 
maintained through the five year period. During thIs same fIve year 
period, the average dally population at juvenile hall has Increased 
from 50 to 75 and the aVerage length of stay has Increased from 16 
days to 23 days. I n aft ve yea j' per I od with an added case load increase 
of 40% and an Increase of 50% In the average dally population of jU M 

veni1e hall, the budget for the Pacific County Probation Department 
has increased from $2,000,000 to $2,750,000. Three factors ~- increased 
number of probatIoners, increased detention tlme, and Increased aVer­
age daily population are the major Identifiable changes that would ac­
count for' a large portion of this il1crease In budget. 

Only through Increases in staff and budget has the department been 
able to maintain a consistent level of service over the past five years, 
Bnsed on the rate of IncreBse over the last five years, It appears 
that It wi 11 again be necessary to Increase the probation department 
budget significantly next year, The rate of referrals to probation 
has b~en increasing during the past four years as exemplified by the 
following figures drawn from probation department records. Ir11968, 
30% of referrals to probation were first~tlme referrals; in 1969, 33%; 
1970, 37%; 1971, 41%; 1972, 45%. This shows very clearly that the rate 
of first-time referrals to the probation department has been increasing 
by 3.75% per year over the last four year period. 

In 1968) 30% of active probation cases Clppeared before the courts with 
new offenses. This violation rate has Increased Juring the five year 
period to a point where In 1972 42% of active probationers appeared 
before the court with new offenses. 

Following Is a chart containing a few client characteristics of the 
case load of the Pacific County Probation Department: 

Total Working Full '\'3 or More Income Under 
Adult Caseload TIme _Asencles $3,000 

1968 1 ,100 550 600 550 
1969 1 ;200 600 700 600 
1970 1 ,300 650 800 650 
1971 1 ;400 700 900 700 
1972 1 ; 500 750 1 .000 750 

"(Men ta 1 Hea 1 th I Welfare; PrObation 
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Total Working Full '''3 or More 
Agencies 

Income Under 
Juven i Ie Caseload Time _-1k.oO_O_ 

1968 1 ,100 
1969 1 ,200 
1970 1 ,300 
1971 1 ,400 
1972 1 ,500 

*Mental Health, \aJelfare, 

1 ,000 
1 ,100 
1 ,200 
1 ,300 
1 ,400 

Probation 

500 
600 
700 
800 
900 

1 ,100 
1 ,100 
1,200 
1 ,300 
1 ,400 

Services typically provided by probation officers are limited to reg­
ular surveillance contacts, Interagency referrals for service, necessary 
paperwork, Investigatlons~ and a limIted amount of crisis counseling. 
On the average, the field probation officer is able to spend only about 
30 minutes out of a month working with each client (excepting the in­
tensivesupervlslon unit where casel.oads are substantiallY lower). 

GOAL 

To improve the level of service to probationers and to first-time re­
ferrals in lIeu of formal probation in the hope of reducing rate of 
increase of number of probationers, reducing the probation violation 
rate, and alleviating population pressures in Juvenile hall. 

OBJECTIVES 

1. Reduce the rate of increase of flrst~time referral 
petitions by 5% during the first year. 

2. Reduce the number of active probationers appearing 
before the courts with new violations during the 
first year of probation by 5%. 

In meeting the above stated objectives, the following alternatlves 
can be conslder~d: Increase of staff; specialized caseloads; diver­
sionary program at juvenile hall intake; and a client classification 
system In support of specialized caseload assignments. All of these 
possibilities would involve policy factors b~tween probation and other 
local units of government as well as major changes i-n budget and staff 
patterns. It 15 proposed that the same can be qccompl!shed through 
the proper uti Ilzatlon of volunteers. 

PROGRAM DESCRIPTION 
---.'.-.-. .... 

During the past ftv~ years, the average length of stay at juvenile hall 
has Increased from 17 to 23 days; first time referrals to the proba­
tion department have Increased an average of 3;75% per year; and the 
number of probationers appearing before the court with new violations 
has Increased from 30% to 42%. It is proposed that the two objectives 
previously stated might be accomplished by providing cl ients with a 
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level and range of direct services that have not been available within 
the present probation program. These and'many other specialized ser­
vices can be provided by a cadre of adequatelY trained and supervised 
volunteers. 

It ts anticipated that volunteers could furnish services that would 
assist in al1evfatlng or mitigating some of the characteristics of 
clients of the department which are shown on the preceding chal"t. 
These services would be in addition to those which a probation officer 
cbuld provide. For example, volunteers might provide tutoring, coun~ 
sellng for job application and maintenance, assistance In raising the 
level of .horne management skills, facl11tatlng In the coordination of 
multi-agency services to probationers as well as to first-time offend­
ers who would be provided these services In lieu of formal probation 
supervision. 

Under the guidance of Intake officers, volunteers could provide a whole 
rarige of diversionary and other services. As an example, volunteer 
services could include: Conducting initial interviews; administering 
psychological testing; gathering pre11minary Information on the clJent 
including file search; providing Intensive sl.lpervislon at home between 
detention hearing and court appearance; and, providing family or In­
dividual counseling either at the hall or at home if the youngster 
is dismissed and released. At the Intake level at Juvenile hall, the 
additlor of volunteer assistance whi~h would focus in the 601 type of 
referrals and attempt to resolve problems with schools, parents, etc., 
might alleviate the necessity for the intervention of formal probation 
services. 

Volunteers could work with field probation officers in an effort to in­
crease the level of service provided to cl iants and could be uti llzed 
in any number of areas depending upon the needs of the cases assigned 
to the officers. For example, services that could be rendered are drug 
counseling, vocational counseling, recreational actiVities and tutoring. 
Specialized volunteer services might also be made available to managers 
and staff at all levels within the total department. 

A director of volunteer services position will be established at a 
level equal to that of the directors of Intake, field servIces, and 
other divisional heads responsible directly to the chief probation 
officer or his assistant. The position is seen as functioning in a 
staff capacity providing resources and advisory services to the chief 
probation officer and other division heads. Even though this position 
will have no direct line responsibility, It Is suggested that the po­
sition be placed at this le'vel because of the degree ofskrll and ex­
perience needed to adequately assess the needs of the depa~tment, have 
access to programs throughout the probation department and be fully 
informed through staff meetings. 

MANAGERIAL ADMINiSTRATIVE LEVELS 

The director of volunteer services Is expected but not required to 
have the following kinds of experience: That of having been a volun­
teerj a volunt~er program director in another agency; nnd a profession­
al In the criminal justice system. It Is helpful but not mandatory 

I 



for the director of volunteers to have had training In the following: 
Communication, public relations, community organiza~ion, ~raining 
techniques) interviewing, bus.lness and public adn1lnl~tratlon, correc­
tions and sane general background in sociologYI SOCial work~ and 
psych~logy. Educational standards should be In keeping with existing 
departmental promotional requirements. 

The major responsibilities of the volunteer services director shall 
include development of volunteer and other community resourceSj PLlb­
licitYi screening; training of volunteers as well as staff; assess­
Ing volunteer capabilities, strengths and skills; and ensuring tha~ 
staff uti lize the,s~~ resources to the greatest advantage to accompl ~sh 
the department's obJectives. Typical activities of the director ~I 11 
include attending all administrative staff meetings; attending unit 
meetings as deemed nt1cessarYi establishing and maintaining community 
contacts; assessing the resources of the community; developing train­
Ing programs to ensure that departme~tal personnel use volu~teer and 
community reSources to the best poss,lble advantage: developing printed 
materials arid a system which will ensure consistent intra-departmental 
communication. 

(In establishing a volunteer program, It Is necessary for an agency 
to formulate Its own unique policy for the utlli7.ation of volunteers. 
Such policy might define the department's position and reflect it~ 
philosophy. The following Is an example,) Pacific County Pr~batlon 
Department's policy concerning the utt11zat10n of volunteers IS as 
follows: 

It is the policy of the department that the uti­
lization of volunteer services shall be encouraged 
in all program areas as an expansion of the re­
sources of the department, not a replacement of 
staff functions, in an effort to make maximum 
use of community resources that would otherwise 
be unavailable to the department and Its clients. 
Care shall be taken that volunteer personnel not 
be placed in a position where the safety and se­
curity of clients, staff, or volunteers are In 
danger. In support of this polley, procedures 
will be established to ensure the orderly selec­
tion, placement and management of all volunteers 
and community resources utilized by the depart­
ment. Such procedures shall take the following 
Into consideration: Selection. standards; screen­
Ing processes; proper orientation and screening 
of both volunteers and paid personnel; recordkeep­
Ing; standards for selection of staff that are 
to utilize volunteers; and an Informational shar­
ing and feedback system. It Is vitally Important 
that volunteers be made aware of departmental 
policy as well as the laws under which the depart­
ment functions. The administration shall provide 
for regularly scheduled meetings to periodically 
review and evaluate the program. 
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As with the utilization of any departmental resource, only qualified 
personnel will be eligible for possible ut)llzation of volunteer serv­
ices. In order to ensure that staff are property qualified) each staff 
member will be provided the opportunity to take part In training pr6-
grams designed to develop skills necessary for the proper management 
and supervision of volunteer services. QualIfying standards shall 
include not less than 10 hours of training in management and super­
visoral ski lIs, three hours of public relations training, and a thor­
ough familiarization with departmental policy and procedures relating 
to the volunteer component. Only those staff members who have com­
pleted this training program (or those who Bre deemed by the director 
of voluntee.r services to have had adequate managerial experience) 
wi 11 be given the opportunity to apply to utilize services available 
through the volunteer program. 

\~ORK SCHeDULE 

Present proposal to board of supervi~ors) county exec· 
utive officer, JuvenIle justice commission, judges, and 
others necessary In order to enlIst support and resources. 
First six months followlng board of supervisors' approv­
al, the following tasks shall be undertaken concurrently 
or In overlapping order: 

Work In conjuncttolrl with personnel department in setting 
up a new job classification and request applIcants based 
on standards established for the position. 

Interview applicants and make selection of a volunteer 
services director, 

Set up a series of meetings including departmental admIn­
Istrator, volunteer services director, trainer, dIvision 
heads, and others deemed necessary for the purpose of 
establ ishlng policy, operating procedures, and develop~ 
ing a staff and vmlunteer training program. 

Begin training program for staff. 

Volunteer coordinator Is involved In getting Input from 
staff as to how staff would utilize volunteers and as­
sessing the needs or the staff and clients that may be 
met through the utilization of volunteers and community 
resources. 

Concurrently, the volunteer services coordinators would 
be becoming faml liar wIth organization of the community 
and possible sources of volunteers as well as other re­
sources. 

A substantial amount of staff training completed. 

Seventh month, begin volunteer recruitment and selection 
process. 

I 
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Within 30 days of start of recruitment, ten volunteers 
will be trained and assigned within the department. 

Program maintenance functions and periodic evaluations 
will continue from this point on. 

EVALUATION 

Object I VB 111 

Progress toward the fl rst objective wi 11 be measured at the end of 
six months and aga i tl at one year after the program becomes C)perat i ona 1 
and volunteers are assigned. These will be the measures to evaluate 
progress towards objective #1 : 

1. The degree to which the l~creaslng rate of first~ 
time pet I t Ions has been I-edUced. I n order to 
accompl ish this, We wi II' develop statistical data 
demonstrating the rate at which first-time offend­
er petitions have been filed during the past five 
yea 1"5 and will compa I"e tha t with the ra te of f I l­
ings at six months and at one year after this pro­
gram has been (n operation. 

2. A measurement of the degree to which caseloads 
have been reduced. 

3. Change in the average length of stay and average 
dally population at the juvenile hall. 

In connection with thls~ we will also be concerned with juvenile hall 
operating costs as related to average daily population and length of 
stay. We will want to considel" the Impact that this program may have 
on the juvenile court workload. 

Objective 1/2 

Progress toward the second objective will be measured at the end of 
six months and again at one year to determine the degree to which 
violation rates of active probationers have been reduced. In addition, 
those cases receiVing volunteer services will be so noted in their 
f i1 es so the t compa r t son can be made with those tha t do not fece i Ve 
volunteer services. If referral~ and violations are reduced, this 
may also have an effect on average length of stay and average daily 
population at the juvenile hall and may also be reflected in reduced 
court workloads. 

A careful check wl'll be maintained on the offense rates of youngsters 
receivIng volunteer services In lieu of flrst~time petitions to en­
sure that the violation rate of these youngsters is equal to or less 
than the violation rates of youngsters receiving traditional probation 
services. 
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C,omment 

Data gathering will be the responsibilIty of the director of volun~ 
teers. He should establish procedures to accumulate appropriate data 
on a regular basis to ensure the evaluation as outlined can be carried 
out. He should also have the cooperation of each division head in 
delegatlng thts data gathering to appropriate personnel within each 
operating unit: 

I ;, 
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COMMUNITY-BASED PROGRAMS 
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Mark Savage, Director, Pacifica Youth Service Bureau 

Ma r i on VI ttl tow, D i ree tor, The ~ef1 ter for Des I gned Change 

Webster Williams, Supervisor, Toliver Community Center. 
PREFACE Department of the YDuth Authority 

The VOLUNTEER PROGRAM MODEL: COMMUNITY BASED PROGRAMS was devel-

oped as the result of a one day workshop held in February. 1974. As 

one of the three volunteer program models it attempts to answer ques~ 

tlonsfrequently asked by Individuals vdth a limited working knowledge 

of voluntarism, program management.and community development. 

Participants were chosen for their expertise and practical expe-

rlence in relationship to the above mentioned fieldS. It should be 

noted the participants wish to extend this MODEL by developing the 

next step, or the ItHaw Tolt guidelines, I.e. recruitment, training, 

screening, supervlsion j and evaluation. 

wish to personally thank them for their time and enthusiasm. 

Marilyn Anthony, Volunteer, Marin County Probation 
Department 

Jack Gifford, Community Resource Developer , 
Youth Development and Delinquency Prevention Project, 
Department of the Youth Authority 

Ellen Goldblatt, Communtty DeVeloper/Volunteer Coordinator, 
Toliver Community Center, Department of the 
Youth Authority 

Rene Goldstein, Researcher, Toliver Community Center, 
Department of the Youth Authority 

Marlon Kelley, Executive Director, Marin County 
Volunteer Bureau 

Roy Lewis, Associate Social Research Analyst, Planning, 
Research, Evaluation and Development Branch, 
Department of the Youth Authority 
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Judith A. Embree 
Volunteer Services Consultant 
Prevention and Community Corrections Branch 
Department of the Youth Authority 
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INTRODUCTION 

This VOLUNTEER PROGRAM MODEL for a community based program con-

talns both practical and realistic Information which can be used by 

any group, agency or Individual interested in developing a potentla1 

resource Into a tangible service to clients. 

Youth Service Bureaus, public and private diversion programs and 

parole centers located In neighborhoods, may readily adopt this MODEL 

to their operations. 

Specific details have purposely been left out, to be added by 

the appropriate planning body as they reflect each community. The 

outline can giVe direction to those looking for a means to expand 

services to Involve more diverse alternatives and strengthen ties with 

the general community. It can be seen as "an outline or a set of guide" 

lines from which a group could work to develop an Individual program 

designed for their own agency or to meet community needs." 

Hopefully, flexlbll Ity Is built into the MODEL. It should describe 

a PROCESS not "how to" deal with specifics. The following outline 

describes topics In a developmental process, a process typical for 

any program attempting to provIde service In reSponse to identified 

community or client need EIS contrasted with a program developed by agency 

definItion or legislation. It attempts to build In the recIpient as 

an IdentIfier of: problems, resources, goals, soltitlons. 
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VOLUNTEER PROGRAM MODEL: COMMUNITY BASED PROGRAMS 

I. COMING TOGETHER 

I I. INFLUENCE NEGOTIATIONS 

I II. RE-EVALUATION OF GROUP PROCESS 

IV. RESOURCE IDENTIFICATION 

! 
I V. DEFINITION OF VOLUNTEER 

\ 

VI. VOLUNTEER DEVELOPMENT 

VI I. PROGRAM DEVELOPMENT 
" 

VII I. DEVELOPMENT OF PROGRAM ACTIVITIES 
., ., 

IX. EVALUATION 
. ~ 
, 
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COM I NG TOGETHER . 

There are 
gether to 
any kind. 
happen. 

numerous reasons that people or organizations join to­
discuss the potential for development of a program of 

The following are examples of some reasons this may 

A. To satisfy organization/agency needs: 

1. As determined by the needs of the client 

2. To Improve, increase, or augment existing services 

3. "Window dressing", political expediency, program fadism 

B. For personal involvement: 

1. Independent individuals with community concern 

2. I nteres tin work of agency 

3. Need for self-fulfillment, etc. 

C. To legitimize the group in order i~: 

1. Develop direct liaison with agency or program 

2. Become more Influential on program and policy 

3. Organize existing services for better service delivery 

D. For redirection of an existing group: 

1. Through recognition of other needs 

2. For continuation of the group for the sake of the group 

E. To influence institutional change: 

1. The recipient as an instigator of new services 

II. I NFLUENCE NEGOTIATiONS 

Once a group comes together power '-ests within certain indlviduaiS1 
by mere virtue of their pres~nce, I.e. the JUDGE, the county ad­
ministrator, the law enforcement officer, the neighborhood "leader,,11 
A hierarchy develops depending upon the agency, organizati6n, politi­
cal, socIal or financial power represented In the membership. In 
order to plan a truly "communlty based" program, a process of equaii­
zatton must occur by which all present have a voice in the devel­
opments that ensue. This Is specifically 5tressed in order to 
help people get through the organizational stage productively. 
It' Is sugges ted the t spec I f I c techn! ques can be used to equa 11 ze 
power among those present. Th I s (~an be done by someone respected 
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by a 11 present or I n the event there t s no ~ person, perhaps 
one or two people who can serve as facilitators, liaison, etc. 
The importance of this step in the PROCESS needs repeated empha~ 
sis. ExperieMe has shown that much has been done in the name 
of "the community" when it actually has been the agency voicing 
Its opinions working from a power position. This could also be 
a community person Of organization who has power over the Indl~ 
vidual agencies. It may be political powe,', financial power, 
even Inferred power through hiring practices, etc. In any case 
it Is most Important that equalization occur In order to progress 
through the following steps with equal voice, equal input, and 
equal responsibility. 

A. Time Frame Decisions: Short/Long Term 

1. Meetings - where, when, who 

2. Goals - obJectives, actlvi,ties 

3. Target dates 

B. Hidden Agenda~: Revealing as much as possible 

1. \.Jhat do "I" need/want from the group 

2. Be aware of others needs 

C. Problem DISCUSSION 

1. As Identified by those present 

2. As Indicated by community, a·gency, task force, etc. 

D. Giving Clout to people: 

1. Composition of group to Include cross sectIon of recipients 
of service and/or those affected by development of program 
or change in service. 

I II. RE-EVALUATION OF GROUP PURPOSE 

A. Re-evaluatlon of necessity and purpose for the group should 
occur for the following reasons: 

1. Group may not be appropriate body to carry out task 

2. Not enough tnformation Is available at that time to per­
form task 

3. There Is no need for proposed service 

4. Service Is Inappropriate 

Bu If at this time the group decides to continue and identifies 

1 ,I 
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i tee 1 f) per-haps by name) by compos 1 t 10n, or by nBed) the fo 1-
lOWing steps are necessary: ' 

1. Initial goal development - a res~atement of background 
and problem areas upon which the group can focus thereby 
establishing goals for the ensuing period. 

2.. "What do I need" - each person must carefully identi fy 
what his needs are, for continuation of the group and 
for the continuation OT his involvement. 

3. Recompositiotl of group - to Include those: 

a. necessary for accomplishment of goals 

b. who will broaden the cross section of resources 

c. directly affected by the development of such a pro~ 
gram 

RESOURCE IDENTIFICATION 

Once the recompositlon of the group has occurred to represent the 
necessary resources, etc., the group needs to identify, both for 
the cOrmlunity and for themselves, the following Items: 

A. Budget: operating expenses, salaries" etc. 

B. Space: whether that be for office, telephones, etc. 

C. Materials: paper, typewriters, equipment, stamps 

D. Volunteers: or the availability of those people Within a 
defined community area 

E. Time: primarily time of those within the sponsoring group 
for staff servIces as well as supervision 

F.' Othef.people: "power" - legis'latlve, political, economical, 
social 

V. DEFINITION OF "VOLUNTEER" 

It now becomes necessary to define what Is meant by the word "vol­
unteer." The following Items could be expanded greatly but rep­
resent a beginning working definition. The term volunteer describes 
two categories of people: Those who are there for their own rea­
sons with a willingness to become Involved and those who are there 
as a part of a fUlfillment of other requirements. 

A. "General Volunteers" 

1. Willingness to become Involved with a particular organ1-
zatlon 
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2. Comes forward at own instigation· to perform agreed upon 
service 

3. Freedom to withdraw 

4. Freedom of mob!l i ty both inter and intra ins t.i tut j ona I 

5. No salary (hourly wage) 

6. Benefited.e.!JmarllY,. by rewards other than financial 

B. "Spec ial Volunteers" 

1. Undergraduate students - those who are fulfilling a course 
requ I remBnt 

2. Graduate students - those fulfilling requirements for degree 

3. Partially reimbursed 

a. Transportation 

b. Food 

c. Out of pocket expenses 

d. Babysitting 

e. Etc. 

4. St i pend 

a. AtT10N t Vista, Foster Grandparents, etc. 

VI. VOLUNTEER DEVELOPMENT 

Of major concern is the potential for exploitation of the community 
resource. Those responsible for programming need to become aware 
of the Influences surrounding volunteer work, the negative conno­
tations of free help, of having someone else do the undesirable 
job. These can be prevented through a careful investigation of 
the "real reason" for the program. 15 there, in fact, a hidden 
agenda that volunteers are going to replace, SUpplant, or In some 
way circumvent the necessity of hiring p~ld staff? Refer back to 
Item #1, Reasons for "Comlng Together." 

A. Mobility - develop a system of linked volunteer jobs to pro­
vide the volunteer with what amounts to lngrade transfers 
so that once the Individual becomes proficient In a specific 
job, a linked job using greater skills can be used as an in­
centive to decrease drop out. 

B. Career Ladder - Much the same as the traditional career ladder 
for paid staff leading up to various supervisory positions or 
administrative advlsor~ consultant positions. 

c. Hiring and firing of volunteers 

1. Peers ought to be Involved 

2. System similar for paid staff such as oral panels, griev~ 
ance committees, etc. 

VII. PROGRAM DEVELOPMENT 

A. Def i newho is the comlnun 1 ty or wh 1 ch sec tor of the commun 1 ty 
Is Important to this program. 

1. Geographically 

2. Soci a 11y 

3. Functionally 

4. Economically 

B. Then check to see if other agencies are/or should be providing 
service you propose. 

C. Insure maximum involvement of community Including: 

1. Potential volunteers 

2. Clients/recipients 

3. Law enforcement 

4. Parent groups 

5. Potential advisory board 

6. Res I den ts 

7. Influential others 

8. Youth 

9. Volunteer bureau organizations 

10. Church groups 

11. Local social and fraternal organIzations - formal and 
Informal 

12. Government bodies 

13. Neighborhood groups 

14. Other 
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D. Then follow the same steps for equalization of power or Influ­
ences as in the first stages when the group was initially form~' 
I ng. 

E. Minimize Agency Input - at this point in most program devel­
opment the Ilagency" steps forth and overly exerts its influ­
ence/expertise onto those ~ho initially came together and 
assumed respons1bility for program development. A mInimum 
involvement of governmental or establishment agenctes should 
be encouraged, they can be used now as a technical resource. 

F. Develop techniques and systems for maximum communication and 
participation both intra and intergroup, especIally with other 
community organizations, agencies, etc. 

G. Establish Boundaries - defining perJmeters within the capa­
bilities of the group--how big, how far, for whom. 

1. Relevance (goals/clients/~ervice) 

2. Priorities 

3. Timing and time 

4. A6countabil ity 

5. Physical - location of program, etc. 

6. Legal 

7. Financial 

H. Determine Objectives - using "Management by Objectives" cri­
teria, define problem and proposed solution with appropriate 
measurable activities for evaluation of program "product and 
process .11 

I. Redirect other agencies, re your/their objectives, to prevent: 

1. OVerlapping services 

2. Conflict of Interest 

3. Geographic disputes 

4. Jurisdictional disputes 

J. Examine program structure: What kind of permanence is being 
set up? How do you build a program so it doesn't Institution­
alize Itself? 

1. Bui ld In self-renewal 

2. Ask "If we don't do It, will/can somebody else do It better?" 
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VI t t. DEVELOPMENT OF PROGRAM ACTIVITIES 

Once a program has been determined with appropriate goals quanti­
fiable and time measurable objectives, It becomes po~slbl~ to de­
velop an assortment of roles and tasks for the volunteer. There 
are four major categories. This is by no means a definitive list 
of possible jobs but is an example of the four categories as de­
fined. 

A. D1rect Participation: 

1. One-to·one (volunteer/client) 

2, Interpreter (buffer between agency and community, commu~ 
nityand recipient of service, etc.) 

3. Religious work 

4. Lobby I st 

5. Broker of services 

6. Supervisor (of other volunteers) 

7. Agent of change (this could describe most volunteer activ­
ties) 

8. Advisor (policy making boards, etc.) 

9. Consultant 

10. Community organizer and developer 

B. Support Tasks: 

1. Recruitment 

2. Office work 

3. Orientation 

4. Training (ongoing for both volunteers and staff, to Include 
boards, etc.) 

5. Fiscal/Budget 

6. Publicity (for bot~ agency and volunteer program, adver­
tising, etc.) 

7. Community relations 

8. Coordlnation- both inter and intra-program working be­
tween agencies such as probation, welfare, law enforcement 
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C. Project Tasks: 

1. Fund raising 

2. Public relations 

3. Management of program 

4. Police development (directIon, goals~ etc.) 

5. Planning 

6. Pressure groups 

7. Defense groups IIFriends of the Project" (can be seen as 
informational groups with clout) 

8. Causes (for better jal 15, ~ore humane treatment of inmates, 
etc. ) 

D. Monitoring Tasks: 

1. Evaluation 

2. Redirection 

3. Feedback for development of training, etc. 

IX. EVALUATION 

Evaluation should be built In from the first "coming together." 
Without objective evaluation, program development, budget devel­
opment, Improvement of goals, development of realistic objectives, 
etc. cannot be as readily accomplished. 

A. How well did you do what you said you were going to do? 

B. How appropriate was what you did; 

1- In relationship to other programs in the community? 

2. To the needs of the commurli ty/c 1 ient/agency? 

3. For the capabilities of the agency or program? 

C. Was this the best way to do It or could someone else have done 
It better? 

D. Return to step I "Coming Together." Have "stop action!! steps 
to take the temperature of the program at each phase to eval­
uate for effectlveness,cost, appropriateness, etc. 

E. Evaluation should be of both process and program, and is to 
Include both paid and unpaid staff. 
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F; Those responsible for evaluation should Involve, through sur­
vey, interview, etc., other communi.ty groups, those in the 
community who are recipients of service, volunteers, staff! 
etc. It should cross all lines - staff evaluating volunteers, 
volunteers evaluating staff, clients evaluating vo]urtteers. 
This can be Impleme~ted through the development of an Infor­
mation system both: 

1. Internal - obtain profiles of client and volunteer 

2. External - In the target commLlnity, lise qualified non­
clients to determine why services are not being used. 
For example, In a given target area, Xnumber of appro­
priate recipients do not make use of the service. By In­
terviewing those potential recipients, who are qualified 
but are non-clients, you can determine their reasons for 
not making use of the service. This has bearing em ac­
'COLi"ntab iIi ty of the agency or the program 5 I nce one of 
the goals Is to reach all qualified clients. 

G. The evaluator need not be a paid staff pers6n. The most im­
portant factor would be that he/she be part of the planning 
process and maintain continuous Input and feedback as the 
program progresses. 

H. Continuous feedback from the evaluator or researcher provides 
ways to redirect and correct inequities or tangents that pro­
gram may take dependent on new staff, changes 1 n the COmmLIn I ty, 
etc. 

I. Evaluation can be used as a medium for rewarding paid and 
unpaid staff by showing progress, change, appropriateness 
of service, etc. 

X. CONCLUS I ON 
• 
The foregoing model Is presented to illustrate the process Involved 
in planning the development of a community based program involv­
ing volunteers. Its premise is more significant to the develop~ 
ment of a sound program than the details outlined in the model. 

That premise Is that any program will be more effectivel will more 
fully exploit available resources, and will be more acceptable to 
clients if all the primary particlpants~-paid staff, .unpaid staff 
and clients--are involved In planning and decision-making" from the 
beginning. 

It is difficult, cumbersome and time-consuming to involve these 
three elements in the planning process. Yet doing so distributes 
the responsibility for success equally among those involved and 
creates opportunities for learning and for the community to de­
velop Its own expertise In problem-solving. 

'.·1 I 
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In order to make this model useful it should be viewed not as a blue" 
print but as a guideline, a place to begin one's thinking, The al1~ 
important details--hCM' and when to recruit and train, who should 
supervlse--must be dealt with, but only as one phase in the total 
plan. These details should be covered by standards, which we hope 
will be developed In an ensuing publication. 
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