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B ACQUISITIONS
~ FOREWORD , o

 This publication desdribés thréé modelgkfor thé development of‘,\)o]~
unteer progréms+~in‘ydﬁth:ihétitutidns, in probation, and in’cqhmuhity*
based projécts. Thé mdde15 afe,being published‘by thefModerVolﬁnteer
Project to stimulate,interést‘in;volunteErism and f0’kamote the develop-
‘meni of quality volunteer services within Caiifofnia“s ériminél-justicg
system., These‘mode!s are dééighed‘épecifiﬁally for progfams,in‘thefplan~
ning phase, a]though they'aISO‘prbvide valuéblekinsfghts~to adminiétraf
'tors‘pf more advan¢ed‘pfograms; “ |

This‘publicatioﬁ"fs desigﬁéd fbr~progf5m‘maﬁagers, prqbatioﬁ of fi-

cefs;'instftuthh‘administrators’and:ofherﬁ‘whé are potential usefs of
prerams‘invOlving Voiunteers; Thé Mode Vo]unteér;Pfojéct, a California
Youth Authority progfam‘funded thréugh‘the dffjce of Criminal Justicé
Planning, afso pfovides-other resource and cohsultatiVe Serviées,;o as*
sist in the development of leUnteer prbgrams fn‘the'crimfnai‘jﬁstice
system. | k

‘ 'Readefs are enﬁoﬂraged‘td share this publicainW with others. This
is a public doﬁument and the Department of the Yodth:Authbfity‘grahts 

permission to reproduce it in full or in part. B o

Allen F. Breed, Director

January 1975
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INTRODUCTION

The reperts presented In the following pages offer the reader stric-
tured models for the development of volunteer services in a particular
system or agency. The three papers focus on youth institutions, pro-

bation departments, and community~based programs.

Models for youth institutions and‘community~basadvpkmgrams are the pro-
ducts of model~building workshops conducted respectively by Elizabeth

Yost and Judith Maxwell, Volunteer Services Consultants for the Depart~

ment of the Youth Authorlity. The third model, applicable to probation
departments, was designed by Elizabeth Yost and Alan Lawson, Assistant

Superintendent of Preston School of Industry.

In pach case, the process of developing a volunteer program has essen-
tial sImilarities to the planning and estab}ishment of professional
services, entailing administrative and fiscal support, the early se-
lection of a competent program administrator, comprehensive planning
reflecting the input of staff, cllents and potentlal volunteers, and

adequate provisions for evaluative feedback and consequent modification.

These models are intended to stimulate interest in volunteer utillza-
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 plénning 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. ' o ‘ ,

My sincere thanks are extended to Judlth 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:Golightlyf‘~( L
Volunteer Services Administrator
Model Volunteer Project '




A MODEL FOR THE DEVELOPNENT OF

VOLUNTEER PROGRANS
CIN

 YOUTH INSTITUTIONS




'PREFACE

This Is a model for daVe!opment of a volunteer program. w thcn a

‘med 1 um &ized Californta Youth Authorsty institutlon. It 1s set Farth

as one means of focus!ng on a persistent prob?em area wnthtn an insti~

tutional setting and stomulatlng interest in the utnlizatnon of volum-

teers to asslst in allevcating thatkprcblem..,Rationalizaflon for uti-

~ lizatlon of volunteers Within the Institutional setting, achlevable

bbjectiVes and guidelines to action are included as part of‘thé mode |

set forth.

For purposes of creating ideas,for‘thls model, a one-day workshop
was held with the Following participants:
o Perry Gravés, Coordinator of Speciél Services, DeWitt
Nelson Youth Conservation Center, Department of the
Youth Autharnty
John Holland, Head Group Supervisor, Northern Célifornia
Reception Center~Clinic, Department of the Youth
Authority

Richard Kolze, Superintendent, Karl Holton School,
Departmerit of the Youth Authority ‘

Alan Lawson, Assistant Suparlntendent, PrestoniSchool
~ of Industry, Department of the Youth Authority

~ Roy Lewis, Assoclate Soclal Reséarch'&nalyst, Piannlng;u
Research, Evaluation and Development Branch,
Department of the Youth Authority

Nola Obermire, Volunreer, Northern Callfornna Receptidn‘
Center=- ClInIc, Department of the Youth Authority

Elizabeth Yost, Volunteer Services Consultant, Preventlon
~and Community Correctlions Branch, Department of the
Youth Authority
“Eugene Sahs, Professor of Socia] Work, California State University,

Sacramento,‘was the workshop leader and provided a wrltten documentation

of the results of the workshop.
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This model s ihtmnded;to sﬁﬁmulatm interest in the util?z@tion
uf volunteers In Institutions and by no means fnCIQde§ every fautor to
be takeh fato cohsideratfon yihen iniﬁiéting such @ hragram, A vc!unteer
program such as the one suggested heﬁeiﬁ would have to be adapted to

‘the unique needs of the system that [t will be created to serve.

Elizabeth Yost

Volunteer Services Consultant

Prevention and Community Corrections Branch
Department of the Youth Authority

R

,f’

BACKGR*&UN‘D

The goal of correct:ona and all of its Pmnn:nent parts is the protuctian
of society through actlions calculated to w..imize the paus;bllity of
future {11eral conduct on the part of the =oy rectlenal elient, 't has.
been set forth that thls correctional process has the most prohau(]ity
for success If it Is carrled out in the community and in non~institu~
tional settings. Nevertheless, many delinguent youths need the struc-
ture and conirol that an Institutional satting can provide and it is
apparent that Institutions will cont?nue to serve a major function with~
in the corrthtonal system. :

'There ara many ‘problems related to the utilization of !nst?tutlons 4%

a vehicle for rehabllitation and resocialization, These have been doce
umented extensively at both ths state and natlonal level. t Key issues
cited are: Confusing and conflicting goals; geographic location; in-=
stitutional size; cottage or llving unit s!ze (usually 50 to a unlt);
staffing patterns and utilization of staff; lack of publie¢ acceptance

and support; low visibility; lack of abi?lty to Individualize programs;

difflculty In developing and maintalning programs that can keep abreast
of society's changing needs; and the lack of adequate Tinkage to the
community. One of the inherent handicaps of institutions Is thelr cre=~
ation of an atypical, If not unnatural soclal setting. The housing of
large numbers of delinquant vouths together and the institutional pro-
cess Itself sets up o series of negative influences that serve as addi-
tional obstacles to overcome befurc the Instltution can move towards

a rehabllitative goal.

The issues and prob iems Facing Califﬁrnia Youth Authority institutions
are not dissimilar from those clited In national studies. Created in
1941, the Youth Authority had to undertake a massive bullding program
to accommodate the heavy commitment rates of the post W.W, Il years.
Within a relatively few years the Youth Authority became a very large
organfzation with a network of reception centers, Instltutions, camps
and parole centers located thiroughout the state. Further, the Youth :
Authority has had difficulty in obtaining sufficlent staff and resources.
to have an Impact upon the ward counter-culture and dellnquent orienta-
tton of the Institution populatfon. Wards are assigned to Institutions

I President‘s Commission on Law Enforcement and Administration of

Justice. The Challenge of Crime In a Free Soclety, and, Task Force
Report: Corrections. U.S. Prtntlng Offlee. 1967,

- Jolnt Commlission on Correctional Manpower and Tralning. Perspec-
tives on Correctlonal Manpower and Tralnlng, Manpower and Tralning.
In Correctlional Instltutions, Offenders as a Correctional Manpower
Resource, and, Volunteurs Look at Correctlons. U.S. Prlntlng Offlce.
19 s N

Callfornla Board of Correctlons. Ccord!nating Callfornia Correctlons'
‘,Field Services, !nstltutions and the System. 197|ﬁ

National Advisory Commisslon on Criminal Justice Standards and Goals.
~Correctlons. U.S. Printing Offlce, 1973.
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on the basis of treatment deswred which sometlmes results in wards
belng located some dlstance from thelr home communllles

ISSUES T0 BE ADDRESSED

ijo maJor lssues facnng most If not all CYA lnstltutlons are:

g, MlnlmIZlng and dllutlng the ward counter culfure W|thln
the institutional setting the strongest influence over the
ward - 1s that of peer pressure and ward culture, Placement
in an institution provides lnterruptlon In the family In-
fluence, interruption in vocational, educational or other
comnunity influences and facilltates 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 counter-culture. With existing cot-
tage size and staffing patterns, institutions are seldom
in a position to successfully compete wlth that subculture.

b. Mlhlmnz:ng cohflict wnthln the-institution and strength*
ening feelings of personal safety and security on the part
~of the wards. It is unrealistic to expect resoclalization
“and ‘rehabllitation to take place unless a youth's basic
need for perscnal security and safety are met. Fear, anx-
~jety, and resentiment 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 ’
fa|rly before they will expose themselves for involvement
in the correctional process :

GOAL

To- S|gn|flcantly enhance the. lnstitutlonal program at. the llv:ng unit
level Lhrough planned, systematic utilization of volunteers as a means
of minimizing and diluting the ward counter~-culture, reducing the
level of conflict within the unit, and increasing the feelings of
‘personal security on the part of wards and staff.
OBJECTIVES

Duklng'the period of the flrst project yeafvto:
" a. Reduce the number of assaults of wards on staff by 25%

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

c. Reduce the anentorles of personal weapons maintalned by
wards for protectlon purposes by 25%

RATIONALE FOR USE OF VOLUNThLRS

In meeting the ObJectlveS the following could. he consldered Increase
the staffing pattern in the living units during critical hours; re-
duce the size of the living units to 20} and incirease the number of
staff asslgned to each unit, None of the above alternatives appear.. -
feasible because of high cost factors. Even though the Fricot Project

of the Youth Authority (reduced cottage size to 20 plus enriched staff-

ing patterns) demonstrated favorable results and these results held
throughout several vears of parole experlence before deteriorating,
cost and population factors have prevented utilization of those con-
cepts in other settings. Considering the series of incldents that
occurred over a number of years before the Youth Authority was able
to gain fiscal support for a low ward/staff ratlo as demonstrated in

the Fricot Project, it is doubtful that any significant increase in

staff from state funds would be possible at this time,

The utilization of volunteers as a means of meeting the stated obJec~
tive does appear within the realm of fiscal possibllity. Through
the expenditure of funds equivalent to one professional posltlon and
one clerical posltlon, the institution can recruit, train and main-
tain the services of 100 volunteers. Upon completion of the first
project year, the Institution would have the further capacity to ex~

pand the use of volunteers wuthout S|gn|flcant additional expenditures.

Other justifications for use of volunteers In this capacity are:

1. This is an effectlve way of helplng brldge the gap between
“the institution and. the communlty

2. Volunteers do not carry the ”staff“ role or responslbullty -
“and can therefore relate to the wards at a different and
‘frequently more informal level.

3. The influx of;persons From the communlty will 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 vldble force
for change within the community too. ‘

4. The influence of persons coming in from the communlty wi-t
~also have an impact on staff by giving them support ‘and
asslsting them in thelr day to day group llving responsi-
bilities, 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
whish will enhanceevlslblllty and credlblllty.

PROGRAM DESCRIPT!ION

A typical, medlum slzed Youth‘Authorlty‘lnsfltutlon~housesﬁhOO wards

located - In four 100-bed dorms with each of these dorms divided Into
two Sosbed,livlng unlts. The adminlistrative structure includes the




.-7~ ;

institution superintendent, the assistant superintendent who carries
program administration responsibilities, treatment team supervisors
who carry program responsihiliity for each of the 100~bed complexes, i

“genlor youth counselor and youth counselors who carry living anit and
case responsibilities on the 50~bed units, and group supervisors who
carry the responsibility for night time supervision. Others include

the soclal work staff, teaching and vocational staff, psychologist,
superintendent of education, head group supervisor, supervisor of spe-
clal treatment, case work supervisor, business manager, etc. Most .
Institutions focus their efforts around a primary treatment modality,
l.e., behavior modification, transsctional analysis, etc., and offer
either a predominately educational or vocational program.

This model provides for six months lead time before the first volun-
teers are assigned in the institution. During this period of time,

" preparatory activities as outlined in the "Guidelines for Action' sec-
tion of this model will take place. These include such matters as se-
Jectlion of volunteer program staff, preparation of guidelines for uti-
lization of volunteers, staff trainjng, etc. During the first six
operational months of the program, 50 volunteers will be assligned to
four of the eight living unlts. During the second six months of the
program, volunteers will be assigned to the remaining four llving units.
Administrative controls and assignments will remain the same except
that during the expansion period the volunteer coordinator will uti-
lize the services of volunteers to carry out much of the recruitment,
trafning and on-going supervision of the new group of ‘volunteers.

Implementation of this model requires the services of two staff posi-
tlons, a volunteer coordinator and a clerk-steno in order to provide
for the recruitment, training and utilization of a cadre of volunteers.
in addition, auxiliary services to the volunteer program should be
supplied by the institution's training officer who would be ‘@ resource

to the volunteer coordinator and assist with volunteer and staff train-
ing. A large percentage of tralning of volunteers must be done by line
staff with appropriate shift relief for preparation and time spent in
class while providing orientation and tralning for the volunteer.

The volunteers will serve under the administrative responsiblility of
two of the four treatment team supervisors and will be assigned at

a rate of five volunteers per day into the 50~bed 1iving units. Vol
unteers will 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, work or vocational
programs. While carrylng out thelr assignments, they will work under
the direct supervision of the youth counselor In the unit to which
they are assigned and will function as program-aldes. ‘

Volunteers wlll 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 unlt. Dependent upon the skills as well
as Interests of the volunteers and the needs of the wards, thls could

evolve Into a serles of highly ‘individualized programs such as tutoring,

‘job Identlficatlion and counseling, survival, premarital and prenatal
counseling, quasli-legal counsellng, special recreational efforts, etc.

il
L
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The intent of the project is to provide slanifics t enti ‘
amount of time and attention thai individugl Waﬁzgtm?QELCCZEQ?VEF the
Igrough the lnflux~of additfonal‘counsePing‘resources, coupied wéth
he cgmmunjty ;npgtythat they provide, it is projected that a higher
number of wards will have the opportunity to learn to deal with their
kproplgms as w§ll as the anxieties and fears that accompany them, Ih
addition, it is anticipated that wards' feelings of self worth énd '
securfty w!!l bg strengthened when they have an opportunity to develo
rg]a§|onshlps,w1th non=delinquent oriented persons, as well as estab~p
Irshfng some connecting links back into the community, Through these
F?mbxned‘efforts, iF is predicted that an overall improvement in the
S{T?SEZe;:cggpgs?eélging‘uqi?lcan be observed and that this Improvementl
e mbanied: zh: aéTt.ar reductjgn in the number of assaults

The program will be monitored on a consistent basis and impact assessed

ﬁvery”six months through the examination of existing living unit logs,
Vé?sﬁter?porﬁs gnd ogher~??rfcrmance reports including feedback from ’
tunteers, wards and staff. |f the program is successful, ¢ ‘
‘ ’ these reg-
ular Institutlonal reports should reflect a significantly iower numbgr

of assaults of wards on staff, wards on wards as well as a significantly

lower number of personal weapons being maintained by wards when com-

: pared with data obtained before initiation of the volunteer program.

In addition, 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 Tiving units not included in the volunteer program

at that time.

GUIDELINES TO ACTION
l. Administrative Considerations. (Lead time -- 6 months) 4

This model provides for the systematic utilizatlon of person From
,the’community interested in serving as;vo}unteersnwith?sriggsi:QZT~
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

$2$s]zode] will need to proceed at four different administrative

A. Within the upper administrative level of the Youth Authortty
In order to gain administrative and fiscal support for the
progﬁam; This can be done through the introduction of a 'con~
cept’’ paper outllining the purposes of the projected brOQram ~
‘the need for addlitlonal resources, annual budget costsy etc:'

B. Withln the mlddle management group of the Institution. Hete
~ the concept should be introduced, goals and objectives clarl-
fied and ‘guldelines established for the utllizatlon of volun-
teers In order to gain the necessary support and commltment
of thls group before proceeding further in the devélopmentrof
the volunteer program. 'The middle management group will also
2§n§h? grog?yresgonst?le for development of the policy state-
; egarding the volunteer program. statement
nclude the Foltoninel’ program ‘kThis‘statemgnt should




1.  Establishment of the utilization oFkvoiunteers as a reg-

ular part of the Institutional prpgram.

2. Guidelines for the use of volunteers regarding safety,

“security, insurance and procedural items. i

3. 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. :

5, Support for the resources necessary for an;operationalf
volunteer program such as tralning for staff who will be
utl1lzing volunteers, shift relief for staff who will be
involved in the volunteer tralning program, and support-
jve services of the institution's training officer.

‘monitoring functions, it is cruclial that input be solicited
and encouraged.

This input can come from individuals or ward
groups such as ward activity and recreatiop committees. Lf
the program design does not take into consideration the needs
and desires of the receivers of the volunteers' serv1ces,'then
the program's success will be doubtful. '

fﬁ addition to laylng the ground work within the Institution to estab-
lish a volunteer program, . input should be sought from potential vol=

unteers.

I,

Staff Positions.

»..10,

rience. In view of the public relations, coordinating and
~ training demands of the position, the person selected. should :
also possess a good range of organization, communication, train-
ing and public relations skills. Educational requirements
. should be in keeping with established requirements for the
- TTS position and recruitment should be on an open-promotional
basis. The volunteer coordinator should be appointed six 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 volunteers, development of volunteer resources, main-
‘tenance of public relations, volunteer and staff training,
placement of volunteers, and establishment of comprehensive
feedback systems. S -

B. A clerk-steno will be required to handle the clerical-secre~
tarial aspects of the program and assist the volunteer. coor-

C wfthin institutional supervisory and line staff. staff Tnput dfnator; In a program of‘thfs,magnitUde involving both commu-
" at the initiatlon of program design is essentlal in order to nity and institution, it is critical that the person appointed
“assist in defining the need for volunteers, their role in the “be interested and capable of exerting initiative in hand11ing
institution and guidelines for their supervision. Staff and danly‘problems relating to the program as well as keeping a-
volunteer responsibilities will need to be clearly defined in breast of the progress of the total program.
order to guard against possible future misunderstandings and , :
bre ommunication. e : ~ . ; ‘
breakdowﬁ? " g' - : o LI1. staff Training and Orlentation
D. In all stages of program development as well as in on~going ~

Staff orientation.and training in the utilization 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

-ares

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 alred openly and resolved.. In
addition, the thinking of staff can be expanded to realize
~the many and varled tasks which volunteers can perform. If
- staff's reticence to utilize volunteers.can be overcome and

| The vital gdal 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 in the agency at a level and:

a real commitment Is made to the program, it is hoped that
an atmosphere of openess will prevall in which communication .

~The servlces oF a full-time volunteer cootrdinator will be re-

~“as a volunteer or as director of a volunteer program In another

In a position where the Job can be accompliished.

quired. The posltion should be at ot comparable to that,of_
‘a treatment team supervisor with placement Into a staff posi-
tlon reporting directly either to the superintendent or the
asslistant superlintendent. The volunteer coordinator should
be well qualified with experlence including that of service

agency. The coordinator's background should reflecF a good
balance between community and correctional institutional expe-

and problem-solving can take place after the program becomes
operational. ot P

ot B, To‘deveiop the special skills that étaff,néed‘lh order to su=-

pervise volunteers. These skills include learning how to as-

sume -the role of supervisor, acting as a consultant to the vol-

unteer, Imparting thelr knowledge and skills to the volunteer,
~and clarlfyling the role of the volunteer. Staff will also

need to learn how to evaluate the performance of volunteers

and asslst volunteers In improving their performance in defi-

clent areas.
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Feedback, Recognitioh, Deselectioh

When bringing.groups of new people into an institution to perform
additional functions, many problems will be encountered. These
are the same kinds of problems which would result in any organiza-
tlon when new persons are introduced bringing with them new ideas

and creating new roles. Many of these problems can be anticipated
"~ and overcome by training. Others. ¢an only be dealt with as they

arlse.

As a means. of keeping communications open, the volunteer coordi-
nator will have primary responsibility for maintalning close con~
tact with the four 1iving units and staff members involved. The

“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 involved, the coordinator will
intercede with several options, including those of reassigning
or terminating the volunteer. ' R

The feedback syétem should bé set up to accommodate posftive as:

“well as negative feedback. Since volunteers serve without pay,
staff need to be tuned in as how to asslst volunteers in achieving

~personal job satisfaction. Supportive recognition for volunteers'

efforts should also be a regular part of the program. In addition,

formalized recognition procedures will be establiShed,,

Evéluatfcn

At the end of the first six months of the operational volunteer

‘program, there should be a noticeable difference in the climate

and tone of the four living units utilizing volunteers as compared
to the four living units that will not have volunteers. Addition-

~al comparlisons can be made by checking the previous records of the', 

units utilizing volunteers before the'VOlunteer program became

operational.

Continuous feedback will be conducted at three levels. Feedback
from volunteers will be solicited regarding whether or not the
training they received prepared them to adequately fulfill thelr
job assignments; their relationships with staff on the unit and .
the quality of supervision they receive while on the job; their
expectations of the volunteer program and whether or not the ac~

tivities and other aspects of the program have met their expecta-

tions. Suggestions for improvement of the program will be encour=

aged.

Procedures will also be set up to recelve feedback from all staff
involved In the program. This feedback will cover: Staff attl-
tudes toward volunteers; the performance of volunteers; how wards
react to the volunteers and the activitles of the program; and

“the general tone of the 1iving units.

Feedback from wards will be encouraged to determine: How they
view the volunteer program; whether or not the activities of the

~12-

volunteers and the progfam‘afe helpfu1 o | 5

v ogram are - r useful; whether or not
‘volunteers are effective in dealing with wards; énd‘suggestions
for Improvements of the program. o '

At the project leVel; the Speclfic bb"‘ j o i k
At ] ; bjectives deal with acts and
incidents that are already well documented within the institutional

program.  As such, primary evaluative efforts wi F | :
instruments and reports that tend to document thl]otzigﬁio?oﬁ:ozi
an,ﬁnstytgtion at any one point in time. Further, there is a réngé
of kescgplst” type behavior that is also documented and can serve
as predictors of the level of personal securlty and anxiety within

a living unit, When wards are anxious o '

al , . : . r fearful, and want to .es~
~cape or remove themselves from tense conflict situations, there
~may be an increase in any of the following: The number of sick

calls, requests to go to the .gym or recreation ¢ : 3
line, the number of '"head cal1Z“ at night,‘”turnfgszgé ?2rgzdhgd
those who stay awake all night for fear of an attack, the numbér
of‘persona] weaponskfound, and actual escape attempts as well as
suiclde attempts. - All of the above serve to document what 1s geing

on in the 1iving units and these observations before

on : , t re and after ti
establishment of the volunteer program will be utilized to detekjg
- mine Its effectiveness. ' , .

Ag the end of one project year (not including the six months lead
time before volunteers were introduced into the units), It is ex~.
pected that the results of the data gathering outlined will reveal
that: There has been a 25% reductlon 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 |nventories of personal weapons maintained by wards for protec-
tion purposes. Additionally, it is expected that there has been

ya,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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A MWODEL FOR THE DEVELOPHENT OF

 VOLUNTEER PROGRAMNS
N

PROBATION




PREFACE

This is a model for the development of a volunteer program within
: : - o o : : S , : a probatuon department. For purpOSes of example, a fict?tuous ~depart-.
i X e o R I , : D o - o ment and statlstics were used This moda1 is not Intended as an out* o |

iine to be Followed in establtshing a volunteer program. . |t is pre=

sented in order to stimu]ate ldeas and Interest in the utillization of

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

objectives and 1t is by no means all Incluslve In Its examples of how
& : : : MR , T , : S volUnteers can be utilized. ldea]ly, a volunteer program must be tal-
ke ' ‘ lored to meet the particular needs of the agency and lts staff, clients

and volunteers which the program is Intended to serve. Contributors

/R cTe e | SN o o . to this modellwere:‘
i ' ' : , : : : ' ‘ Rt ‘ ‘ : L Alan Lawson Assistant Superlntendent, Preston
: ; ; : : BRI ; , B : B : ; School of Industry, Department of the Youth

Authority (formerly consultant wlth the
Preventlon and Communlty Corrections Branch)

Eltzabeth Yost, Volunteer Services Consultant,
Prevention and Community Correctlions Branch,
Department of the Youth Authority ‘

Eluzabeth Yost -

Volunteer Services Consultant

Preventlion and Community Corrections Branch
Department of the Youth Authority




..15...

BACKGROUND -

Review of the Pacific County Probation Department workload 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 Bureau of Criminal Statlstics, 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 fncrease of personnel in the
department, an average caseload size of 95 cases per officer has been

~maintained through the five year period. During thls same flve year

period, the average dally population at juvenlle hall has increased
from 50 to 75 and the average length of stay has Increased from 16
days to 23 days. In & five year perlod with an added caseload increase

of 40% and an Increase of 50% in the average daily population of ju-

venile 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 time, and increased aver- :
age daily population are the major ldentifiable changes that would ac-
count for a large portion of thls increase in budget. ‘

Only through increases in staff and budget has the department been

able to maintain a consistent level of service aver the past five vyears.
Based on the rate of Increase over the last flve years, |t appears

that Tt will again be necessary to fncrease the probation department
budget significantly next year. The rate of referrals to probation

has been increasing during the past four years as exemplified by the
following figures drawn from probation department records. In 1968,
30% of referrals to probation were first-time referrals; in 1969, 33%;
1970, 37%; 1971, W1%; 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. ,

'“lnk19685 30% of‘active'prdbation cases appeafed‘beforé~the~courts with

new offenses. This violation rate has Increased during the five year
period to a point where In 1972 h2% of actlive probationers appeared

before the court with new offenses.

Following s a chart contalning a few client characteristics of the

~caseload of the Pacific County Probation Department: ,

Total - Working Full *3 or More ' Income Under

Adult - Caseload Time - Agencles $3,000
1968 1,100 , 550 o 600 CoBB0
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

-ﬁMental Health;, We]Fare;,ProbatIon'
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Income Under i

, Total - Working Full *3 or More
Juvenile  Caseload Time ~_Agencies _$3,000 v
1968 1,100 1,000 500 1,100
1969 1,200 1,100 600 | 1,100
1970 1,300 1,200 700 1,200
1971 1,400 1,300 800 ~ 1,300
1972 1,500 o 1,hko0 900 - 1,400

*Menta1 Health,_Welfafe, Probation

Services typica]ly provided by probation officers are limited to reg-
ular survelllance contacts, Interagency referrals for service, necessary
paperwork, investigations, 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-
‘tensive supervislon unit where caseloads 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 fifst~time,referrale

petitions by 5% during the first year.

Reduce the number of active probationers appearing
before the courts with new violations during the
furst year of probat:on by 5%.

e

fn meeting the above stated objectives, the folIOthg a]ternatTVes

can be considered: 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 between probatlon and other
local units of QOVernment as well as major changes tn budget and staff
patterns. It Is proposed that the same can be accompllshed through
the proper uti{lzatlon of volunteers. :

PROGRAM~DESCRIPTION~

Durlng the past five yeo's, the average length of stay at juvenlile hall
has increased from {7 to 23 days; flrst time referrals to the proba-
tion department have increased an average of 3:75% per year; and the

~ number of probationers appearlng 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 providlng clients wlth a
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level and range of direct services that have not been avallable wlthin
the present probation program. These and many other specialized ser-

- vices can be provided by a cadre of adequately trained and supervised

volunteers.

It is anticnpated that volunteers could furnish services that would

~assist in alleviating or mitlgating some of the characteristics of

cllents of ‘the departmpnt which are shown on the preceding chart

These services would be in addition to those which a probatlion offlcer
could provide. For example, volunteers might provide tutoring, coun-

seling for job application and maintenance, assistance in ralsing the

- level of home management skills, facilitating In the coordination of

multi-agency services to probationers as well as to first-time offend~
ers who would be provided these services In 1leu of formal probation
supervision. : :

Under the guidance of Intake officers, volunteers could provide a whole
range of diversionary and other services. As an example, volunteer
services could include: Conducting initial interviews;'administering
psychological testing; gathering preliminary information on the client
including file search; providing intensive supervision 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
additior of volunteer assistance which 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 probatlon
services, , ~

Volunteers could work with field probation officers in an effort to in-
crease the level of service provided to clients and could be utilized
in any number of areas depending upon the heeds of the cases assigned

to the officers. For example, services that could be rendered are drug
counselling, vocational counseling, recreational activities and tutoring.
Speciallzed volunteer services might also be made available to managers
and staff at all levels within the total department

A director of volunteer services pOSItlon 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 probatxon

officer or his assistant. The position is seen as functlontng in a
staff capacity providing resources and adviscry services to the chief
probation offlcer and other division heads. Even though this position
will have no direct 1Ine responsibllity, It [s suggested that the po-
sitlon be placed at thls Jevel because of the degree of skill and ex-
perlence needed to adequately assess the needs of the department, have
access to programs throughout the probation department and be fu!ly
informed through staff meetings : :

| MANAGERIAL‘ADMIN%STRATIVE LEVELS

The director of volunteer services Is expected but not required to

have the following kinds of experisnce: That of havung been a volun-
teer; a vo]unteer‘program direetor In another agency; and a profession-

al in the crlmina] JUSthE system‘ It Is he]pfu! but not mandatory
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for the director of volunteers to have had training In the following:
Communication, public relations, community organization, training
techniques, interviewing, business and public administration, correc-
tions, and some general backgtround in sociology. social work, and
psychology. Educational standards should be in keeping with existing
departmental promotional requirements. . - - ,

The major responsibilities of the volunteer services dlrector shall
include development of volunteer and other community resources; plib=
licity; screening; tralning of volunteers as well as staff; assess~
ing volunteer capabilities, strengths and skills; and ensuring that
staff utilize these resources to the greatest advantage to accomplish
the department's objectives. Typical activities of the director will
include attending all administrative staff meetings; attending unit
meetings as deemed necessary; establishing and maintaining community
contacts; assessing the resources of the community; developing train-
ing programs to ensure that departmental personnel use volunteer and
community resources to the best possible advantage; developing printed
materials and a system which will ensure tonsistent intra-departmental
communication. - o ' L

(In establishing a volunteer program, It Is necessary for an agency
to formulate I'ts own unique policy for the utilization of volunteers.
Such policy might define the department's position and reflect its
philosophy. The following Is an example.) Pacific County Probation
Department's policy concerning the utilization of volunteers is as
“follows: ‘ ‘ v o :

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 policy, 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 orlentation and screening

_of both volunteers and pald personnel; recordkeep-

. Ing; standards for selection of staff that are

© to utlllze 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 perlodically
review and evaluate the program, ‘

T
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As with the utillzation of any departmental resource, only qualified
personnel will be eliglble for possible utilization of volunteer serv-

ices. IQ order to ensure that staff are properly qualified, each staff -
~member will be provided the opportunity to take part In tralning pro-

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 tralning in management and super-
visoral skills, three hours of public relations training, and a thor-
ough familiarlization with departmental policy and procedures relating
to the volunteer component. Only those staff members who have com-

~pleted this training program (or those who are deemed by the director

of volunteer services to-have had adequate managerlal experlence)
will be given the opportunity to apply to utilize services avallable
through the volunteer program. : : ' ' ‘

WORK SCHEDULE

== Present proposal to board of supervisors, county exec-
utive officer, juvenile justice commission, judges, and
others necessary in order to enlist support and resources.
Flrst six months following board of supervisors' approv-
al, the followlng tasks shall be undertaken concurrently
or  In overlapplng order: : ; :

=~ Work tn conjunctlion wlth personnel department in settfng
‘ up @ new job classification and request applicants based
on standards established for the position, :

=~ Interview applicants and make selection of a volunteer
 services director, RN :

~- Set up a series of meetings Including departmental admin-
istrator, volunteer services director, trainer, division
heads, and others deemed necessary for the purpose of
establishing policy, operating procedures, and develop-
“ing a staff and volunteer 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 of the staff and clients that may be
met through the utllizatlon of volunteers and community
resources. ;

== Concurrently, the volunteer services coordinators would

‘ be becoming famlllar with organization of the community
and possible sources of volunteers as well as other re-
sources. - S : ”

~-=- A substantlal amount of staff training completed.

-~ Seventh month, begin volunteer recrultment and selection
process. = S ‘
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~¥,Withln 30 days of start of recruitment, ten vb]unfeers
will be trained and assigned within the department.

== Program maintenance functions and periodic evaluatrons
W|ll continue From this point on.

EVALUATION

Objective #1

Progress toward the first objective will be measured at the end of
six months and again at one year after the program becomes uperational
and volunteers are assligned. These will be the measures to evaluate

- progress towards objective #1:

1. The degree to which the lnereasing rate oF fnrst*
time petitions has been reduced In order to
accomplish this, we will develop statistical data
demonstrating the rate at which first-time offend-
er petitions have been filed during the past five =

~years and will compare that with the rate of fil-
ings at six months and at one year after this pro-
gram has been in operation.

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

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

in connection with this, we will also be concerned with juvenile hall
operating costs as related to average daily population and length of

- stay. We will want to consider the Impact that this program may have
on the juvenile court workload. ,

“Objective 42

Progress toward the sécond~objectivé will be measured at the end of -
six months and again at one year to determine the degree to which-

violation rates of active probatloners have been reduced. 1n addition,

those cases recelving volunteer services will be so noted in thetr

~flles so that comparison can be made with those that do not receive

volunteer services. 1f referrals 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 ln reduced
court workloads. ,

A careful check will be maintained on the offense rates of youngsters
recelving volunteer services In lieu of first*time petitions to en-
sure that the violation rate of these youngsters is equal to or less
than the vlolation rates of youngsters recelving traditional probatron
saervices. ,
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‘kData‘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 outilned can be carried
out., He should also have the cooperation of each division head in
delegating this data gathering to appropriate personne] withnn each
operating unlt. : :




VOLUNTEER PROGRANS

~ COMMUNITY-BASED PROGRANS




© PREFACE

The VOLUNTEER PROGRAM MODEL: COMMUNITY BASEDjPROGRAMS was devel~
oped as the result of a One day workShOp held in February, 197b As

one of the three volunteer. plogram models it attempts to ansWer ques=

tions‘frequently asked by‘individuals,w1th a llmlted working knowledge

of voluntarism, program managcment and communi ty deVelopment

Particlpants ware ohosen for their experthe and practtcal expe~

‘rlence in relatlonship to the above mentloned flelds. It should be

.noted the participants wish to extend this MODEL by deveioping the

next step, or the ''How To'' guidelines, i.e. recrul tment, training,
screening, supervision, and evaluatfon.y»
B wish to personaily thank them for thelr time and enthusiasm.

,Marllyn Anthony, Volunteer, Marln County Probation =
Depattment

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

Eflen Goldblatt, Communfty Developer/Vo unteer Coord|nator,
Toliver Community Center, Department of the
Youth Authorlty S

- Rerie Goldstein, Researcher, Toliver Communtty Center,
Department of the Youth Authorlty

“Marion Kelley, Executlve DIreotor, Marin County
Volunteer Bureau : : :

~Roy Lewls, Assoclate Socfal Resaarch Analyst Planning,
Research, Evaluation and Development Branch,
Department of the Youth Authority
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Mark SaVage, Director; Pacifica Youth Service Bureau
Marlon Vittitow, Director, T he Center for Designed Change

Webster Willtams, Supervisor, Toliver Community Center,
Department of the Youth Authority

Judith A. Embree

Volunteer Services Consultant

Prevention and Community Corrections Branch
Department of the Youth Authorlty




INTRODUCTION | |
This VOLUNTEER PROGRAM MODEL for a community based program con-

tains both practical and realistic information whichkcan be used by

~any group, agency or Individual interested in developing & potential

, kfesource Into a tangible service to clients.

Youth Service Bureaus, public and private diversion programs and

parole centers located in nelghborhoods, may readily adopt thlis MODEL

to thelr operations.
Speclfic details have pufposeiy‘béen left out, to be added by

the appropriaté planning body as they reflect each community. The

'outline'canfgive direction tobthose looking for a means to expand

servfcas’to Involve more diverse alternatives and strengﬁhen ties with
the general community. it can be Séen as “an outline or"a’set of gQide~
ltnes‘FrOm which a group could work‘to develop an Individual prbgham-
désigned for their own agency or:to‘meet¢comenity needs.'

Hopefully, flexibility is bullt into the MODEL. It should describe

a PROCESS not 'how to'' deal with specifics, The following outline

describes toplcs In a developmental process, a process typical for

~any program attempting to provide service fn'response to identified
~community or client need as,cdntrasted’with a program developed by agency
‘definition or ]egislatlon,  It attempts to build in the recrpient‘as

~an ldentifler of: problems, resources, gba]s, so!utlons.




VOLUNTEER PROGRAM MODEL: COMMUNITY BASED PROGRAMS

. CGMING‘TOGETHER’
(1. INFLUENCE NEGOTIATIONS |
11 RE-EVALUATION OF GROUP PROCESS
V. RESOURCE lDENTiFlCATION
v DEFINITIONkOF VOLUNTEER
VI. VOLUNTEER DEVELOPMENT i
Vi1, PROGRAH DEVELOPMENT
Vlli.’,DEVELOPMENT OF PROGRAN ACTJVIT:ES

~IX. EVALUATION
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‘COMING TOGETHER

There are numerous reasons that people or organizations join to-
gether to discuss the potential for development of a program of
any kind. The following are examples of some reasons this may

- happen.

A. To satfsfy organizétidn/agendy ﬁeeds:f =y
1. As’determlned by the ﬂeeds’of thekclieht
2. To improve, ihcfeaéé,VOr.augﬁentféxisting sefvlCes'
-3, “Window~dre35ing“) polftitai expedfency, program fadism
B. ‘Fof pérsonél involvement : | | k
1. ‘Indépehdeht indfviduaTs with bommunityyéoncefn  
2. Ihterest in wofk of ‘agency G

3. Need for se1f¢fulfll]ment,,etc.

"€, To legitimize the group in order to: .

1. Develop direct liaison with agency‘or progkém

2.  Become moré influehtia] on prdgram ahd'poliCy

3. Organfze exisfing sefviCes fbr»betfér_service‘deliVery
D. For redirection of an existing group:

1. Througﬁ recognition of bther needs |

'2, ’?or,continQation of the‘gboup fofvthé séke of the group
E,-,To;fnfiuénce ihstituﬁiéﬁal éhangé: o |

1. The reciplent as an instigator of new services

. INFLUENCE NEGOTIATIONS

Once a group comes fogether power rests within certain individuais
by mere virtue of thelr presence, i.e. the JUDGE, the county ad-
ministrator, the law enforcement officer, the nelghborhood ''leader.'

A hlerarchy develops depending upon the agency, organization, politi-

cal, social or financial power represented In the membership. In

order to plan a truly '"community based" program, a process of equaii=~

zatlon must occur by which all present have a voice in the devel-

opments that ensue. This Is specifically stressed in order to

help people get through the organizational stage productively.
It Is suggested that speciflic techniques can be used to equalize
power among those present. This tan be done by someone respected




by all present or In the event there is no one person, perhaps
one or two people who can serve as Fac11ltators, liaison, ete.
The importance of this step in the PROCESS needs repeated empha=
sis. Experience has shown that much has been done in the name
of !'the community' when it actually has been the agency volcing
its opinions working from a power position. . This could also be
a community person or organizatlon who has power ovet the Indi-
vidual agencles. It may be political power, financlal power,

~even inferred power through hiring practices, etc. In any case

it Is most Important that equallzation occur tn order to progress

~through the following steps with equal v01ce, equal input, and

equal responsibiltity.

A Txme Frame Decisions: Short/Long Term

1. Meettnqs - where, whenh , who
2. Goals = objeettves, activ{tles
3. Target dates |
B. Hidden Agendas: Revee1ing as much as possible
lf,k_What do “l“’need/Want~From»the groupes

2. Be aware of others needs

C. Problem DISCUSSION

1. As identified by those present
2. As tnd;cated by communcty, agency, Lask force, etc.

D. Giving C\out to people

1. Composition of group to Include cross section of tec1pients

of .service and/or those affected by deVelopment of program
or: change In service.
RE~EVALUATION OF GROUP PURPOSE

A. Re-evaluation of necessity and>purpose for the gr6up should
occur for the followlng reasons :

: 1."Group may- not be appropriate body to cerry out task

2. Not enough information 1s avallable at that time to per-
- form ‘task :

3. There Is no need for proposed service
b, Service ls Inapproprtate

B. If at this time the group decides to continue and identlfies

‘”s%,e;ng

e e iy

e e i s
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ntself, perhaps by name, by compos:tion, ovr by need, the fol~-
lowing steps are necessary

1. Initlal goal deve]opment - a restatement of background
and problem areas upon which the group can focus thereby
establishing goa1s for the ensunng pernod

2, 'What do | need" - each person must cazefully identify

“rwhat his needs are, for continuation of the group and
for the continuation of his nnv01Vement :

3. Recomposition of group - to~!nclgde those:

a. 'neeessaby for accomplishment of goals
b.  who will broaden the cross'section of resources

¢, directly affected by the development of suoh a pro~v
- gram

. RESOURCE IDENTiFICAT}ON :

Once the recomposition of the group has occurred to represent the

necessary resources, etc., the group needs to identify, both for
the communtty and for themselves, the follownng items

A, Budget: operating expenses, salarles,,etc.

B. Space: whether that be for office, telephones, etc,
. Materials: paper, typewriters, eqUipment, stamps

D. Volunteers: or the avanlabiltty of those people withln a
: ’deflned community area

E. Time: primarlly time of those within the 3ponsoring group
: for staff services as well as supervlsion

Fa Other, people.~ power'! - legislative, political, economical,

soc:al

" DEFINITION OF ""VOLUNTEER'

1t now becomes necessary to define what i's meant by the word ”vol~

unteer.'" The following ltems could be expanded greatly but rep-
resent a beginning working definition. The term volunteer descrlibes

~two categories of people: Those who are there for thelr own rea-
-sons with a willingness to become Involved and those who are there

as a part of a fu\flllment of other requirements.
A. “General Volunteers“

1. WIllingness to become InVQIVed with a particular organi-
~zatlon
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Comes forward at own lnstnga*:on to perform agreed upon

”SerVIce

Freedom to wfthdraw |

Freedom of mobility both inter and intra institutional

~ No salary;(hqurlvaage)

Benefited primarily by rewards other than financial

B. ''Special Volunteers'

T

Undergraduate students - those who are fulftlllng a ‘course

~requirement

Graduate students -~ those fulfilling requireménts,for degree

¥

Partially reimbursed

a. Transportatlon

b,  ?on

c. Out'of‘pocket:expehsesv
d. Bébysitting |
e. Etcr &

Stipend ,

a. ACTION, Vista, Foster Grandparents, etc.

VOLUNTEER DEVELOPMENT

- Of major concern is the potential for‘éXploItation of the community
resource,

Those responsible for programming need to become aware

of the influences surrounding volunteer wotk, 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. s there, in fact, a hidden
agenda that volunteers are going to replace, supplant, or ‘in some
way ¢lrcumvent the. necessity of hiring paid staff? Refer back to

Ttem #1,

Reasons for "Coming Together.”

A Moblillty = develop a system of 11nked volunteer jobs to pro-

vide the volunteer with what amounts to Ingrade transfers

so that once the Individual becomes proflcient in a speclflc
Job, a linked job using greater skills can be used as an.in-
~centlive to decrease drop out.

B. . Career Ladder = Much the same as the traditional career ladder
~ for pald staff leading up to varlous supervisory positlons or
administrative advisory consultant posltlons

’A.
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Hiring and firing of volunteers
1. Peers ought to be involved

2, System similar for paid staff sUch as oral panels, griev~
ance. commlttees, etc

Vi1, PROGRAM DEVELOPMENT

Define who is the \ommunity or whlch sector of ‘the commUhity

s important to this program.
1 Geographncally

-2, Socially

3. Functionally
k. Economically

Then check to see lf other agencies are/or should be prQV|d|ng

“serVIce you propose.

Insure maximum |nvolvémeht‘bf’community tncluding:
1. Pcténriaj volunteers |

2Q' Cliénts/recip!ents

3;i:Law eﬁforcément

&, Parent groups

5. Potentlal advisory:boérd
6. Residents
7. Influential others

8. :Youth |

9. Vo]unteer bureau organizations

‘,10."Church groups

11. Local soclal and fraternal organjzations = formal and

informal

12, Government bodies

13. tNeighborhood groups

; 14, Other




D.

Then follow the same steps for equalizatton of power or influ-
ences as in the first ‘stages when the group was |nrt|a11y form=~

ing

Mlnlmize Agency Input ~ at this point in most program devel -

opment the "agency'' steps forth and overly exerts its influ-

ence/expertise onto those who initially came together and

- assumed responsibllity for program development. A minimum

involvement of governmental or establishment agencles should
be ‘encouraged, they can be used now as a technical resource.

Develop techniques and systems for maximum communication and
participation both intra and intergroup, especially with other

community organizations, agencies, etc.-

Establish Boundaries = deFining~periméters within the capa-

blilities of the group--how big, how far, for whom.

1. Relevance (goals/cliants/Servicé)

2. Priorities

3. Timing and time

b, Aocountabilfty
5.‘ Phyaica] - location of program, etc.
6. Legal |

7. Financial

Determine ObJectIVeS ~ using. “Management by ObJeCtheS“ crrn'

~terla, define problem and proposed solution with appropriate .
measurable activities for eva]uatlon of program “product and

process "

. Redirect other agencies, re your/thelr obJectiVes, to prevent

1. Overlapping services
2. Confllct‘of lnterest
35 Geographic disputes
A. ‘Jurlsdlctlonal dlsputea

Examine program structure What kind of permanénce is beTng>
set up? How do you build a program so it doesn' t Institution-

’a]lze ftself?

1. Bui]d In se1f~renewal

2. Ask "If we don't do‘it, will/can somebody else do It better?“

VI,
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DEVELOPMENT OF PROGRAM ACTIVITIES -

Once a program has been determlned with appropr;ate goals, quanti-
fiable and time measurable objectives, it becomes possible to de=
velop an assortment of roles and tasks for the volunteer. There

are four major categorles This is by no means a definitive list

“of possible Jobs but is an examp?e of the four categories as de~
fined.

A. Direct Participation:

1. One-to-one (volunteer/ciient)

2. Interpreter (buffer between agency and community, commu="
’ nlty and reciplent of service, etc. )

Relcgious work

= W

Lobbylist

. Broker of services

AR

6. Supervlsor (of other volunteers)

7. Agent of change (this could describe most volunteer activ-
ties) : : \ L

8. Advlsor (policy maktng boards, etc. )
'9. Consultant |
:16 Communlty organlzer and developer
By Support Tasks
| 1. Recruitment
2. 0ffice work

3. Orlentation

L, Training (ongoing for both vo]unteers and staff, to include

boards, etc.)
5. Fiscal/Budget

6. Publicity (for both agency and volunteer program . adver-
tising, etc. )

7 Communlty relatlons

8.  Coordination - both Inter and intra-program working be-
tween agencies such as probation, welfare, law enforcement

o= A
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c. ‘Prbject Tasks:
1. Fund raising
2, Public relations

Management of program

3.
k. Police development (direction, goals, etc.)
5. Planning

6. Pressure groups

7+ Defense‘groups "Friends of the Project' (can be seen as
informational groups with clout)

8. Causes (for better jalls, more humane treatment of inmates,
o ete.)’ - ~

D. Monitoring‘Tasksi
1. Evaluation
2, Redirection

3. Feedback for development of training, etc.

EVALUATION

Evaluation should be built in from the First "coming together.'
Without objectlive evaluation, program development, budget devel-

opment, Improvement of goals, development of realistic objectives,
~etc. cannot be as readlly accompllished. '

A. How well did:you do what‘you sald you were going to do?
B. How appropriate‘Was whatkyou did:
1. In relationship to'dthef‘programs in the community?
2. rTo:the heeds of the COmmuﬁity/client/agéhcy?

3. For the capabilities of the agency or program?

€. Was this the best way to do It or could someone else have done

It better?

D. Return to step | "Coming Together.' Have ”stop'actlon” steps
: to take the temperature of the program at each phase to eval~
uate for effectiveness, cost, approprlateness, etc. :

E. Evaluatlon should be of both process and program, and is to
include both pald and uppald staff. : o i

i
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F.' Those responsible for evaluation should involve, through sur=
- vey, Interview, etc., other community groups, those in the
community who are recipients of service, volunteers, staff,
“etc., 1t should cross all lines - staff evaluating volunteers,
volunteers evaluating staff, clients evaluating volunteers,
This can be Implemented through the development of an Infor-
mation system both: 3 P .

‘1; Internal - obtain profiles of client and volunteer

2.  External - In the target community, use qualified non-
~clients to determine why services are not being used.
 For example, in a given target area, X number of appro-

priate reciplents do not make use of the service. By in-
terviewing those potential recipients, who are qualified
but are non-gclients, you can determine thelr reasons for
not making use of the service. This has bearing on ac-
countability of the agency or the program since one of -
the goals Is to reach all qualified clients.

G. The evaluator need not be a paid staff person. 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, ' L ~

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 in the community,

. Evaluation can be used as a medium for rewarding paid and

uppaid staff by showing progress, change, appropriateness .
of service, etc. ‘ - | :

CONCLUS 0N

1The‘forégofng model is presented to illustrate the process involved

in planning the development of a community based program involv=
ing volunteers. |ts premise is more significant to the develop~
ment of a sound program than the details outlined in the model.

That premise s that any program will be more effective, will more
fully exploit available resources, and will be more acceptable to
clients if all the primary participants--paid staff, unpaid staff
and cllents~-are involved in planning and decision-making from the
beginning.. - : o

It iskdifflcu1t; 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. :

e i ey
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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 all-
important details=~how and when to recruit and train, who should
supervise~~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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