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This is one of a series of publications prepared 

by the Juvenile Justice ~roject, Center for Community 
Change, for use by community-,based organizations which 

serve or represent youth. These booklets are intended 
to supplement the training and consultative services of 

the Juvenile Justice Project. The purpose of this 

series is to increase the capacity of local citizen 
groups to provide alternative youth services and to 

advocate for chapge in the institutions which affect 
youth. Booklets in the series include: 

• Volunteers, 

• State and Local Budgets 

• The Juvenile Justice System 

0 Resource Development for Neighborhood-
Based Organizations 

• Changing Juvenile Justice; Services 
and Advocacy 
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PREFACE 

M:>st cx:mmmity based organizations rely extensively 
on volunteers to cany out their '\>K)rk, though they may 
use different te:l:minology to describe heM they do it. 
Organizations which operate social programs talk about 
recruiting, training and supervis:ing volunteer staff. 
Organizations primarily invOlved :in carmurlity organiz:ing 
speak of recruit:I'l¥;:mt and retain:ing llEl.ibers as active 
participants. When it CX''ieS to f:inding and using 
volunh...~s effectively, many of the same pr:inciples 
apply to both types of organizations. 

This booklet inclu::1es four items on volunteer and 
ccmnunity involverrent. Developing and Susta:in:ing Volunteer 
and Ccmnunity Involvement, developed by Bonnie WOOd at the 
Center for cannunity Change, is generally applicable to all 
organizations us:ing volunteers in any capacity. Urban Life 
Associates' HCM to Recruit, Retain and Re.ward Members covers 
sare of the same principles ,but is geared rrore specifically 
~ action groups :involved in ccmnurdty organizing. 
Benjamin Broox McIntyre's Tra:in:ing of Volunteers addresses 
m rrore detail one aspect of volunteer management which is 
especially criti(",al to an effective volunteer program. A 
bibliography is mcluded as a guide to further resource 
materials. 

This booklet is dedicated tb all who volunteer their 
Oloo and energy to organizat::.ons 'WOrking to .i.n'prove their 
ocmnunities. 

~.- ... --~----~~-- -----~-----'-~· ..... '-----------------..--------_ ..... ~ .... _ ... k.~b__.:_, .... ' ...... ' ~-----.---
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INTRODUCTION 

This material is intended to provide a franework for 
the planning and implementation of a volunteer caxq::onent 
to a oorrmuni't::Y based organization, given that there is 
the involvement of paid staff :in that organization. It 
does not address the issue of ccmnunity oontrol of the 
organization (Board of Directors), but does address 
issues of involving citizens in the overall scope of work 
of the organization. 

The information here is not intended to be exhaustive. 
Instead, it sb.::>uld be used to st.i.nrulate discussj.on of SCIre 

of the critical issues involved in volunteer management and 
as a tool to organize your thoughts as you trove toward 
citizen involvement in your activities. 
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Before an organization can effectively recruit and use camnunity 
volunteers, it is helpful to take the tine to fully plan the vo1unteer/ 
camnunity involvement program. 

The success of recruitment efforts and the ability to keep the 
carmunity involved in lmpol1:ant activities largely depends on nCM clearly 
the need for volunteers is conveyed, and hoo well organized the lOOchanisrns 
for volunteer manag~'t are. 

Issues that are important to address in planning for the program 
would include the follCMing: 

'!he level of Carmitment in the Organization to Camnmity involvement. 

• Can canmuni ty volunteers ccntribute meaningfully to the 
organization r s.,. purpose and goals? Can they offer an aspect 
to the organization that paid staff cannot? 

• Is it realistic to think of carmunity volunteers ac:>suming 
primaty responsibility for important organizational 
activites? l'by or why not? 

• Is the organization canmitted to providing a needed service 
to the camnuni ty or to enabling the camnuni ty to identify 
and address its ~ needs? Is there a canmi t:ment to both of 
these intentions? How does the involvement of camnunity 
members fit into this perspective? 

• Is there a desire to involqe camumity rrenbers in organiza
tional activities because funds for staff are limited and 
addi tional person-pcwer is necessary? 

• If sufficient funds existed, would there be :an attemot to 
involve the canmunity in the 'conduct of organizatioruu. 
activities? 

The Involvement ot 0;sanizational Staff with Volunteers. 

, . 

• Will staff retain responsibility for most program activities 
and use volunteers to assist them? 

• Will staff transfer program responsibilities to volunteers 
and see themselves as trainers or supervisors? 

• HCM will work done ~ volunteers be integr8t.ed into the 
overall workplans for the organ bat ion? Will one person be 
given the responsibility for developing program workplans 
and to reflect volunteer involvement? 

-3-

~, 
1 

, I 

I . , . , 



. 
I Ii r , 
~ 

• Will these responsibilities be spread out arrong several 
staff tre.'liJers? 

• Will one person rraintain all of the resp:msibility? will 
that person be able to use other staff IreIl'bers as resources? 
Will that person have progrannatic duties beyond the manage
nent of the volunteer program? 

This manual takes tba perspective that volunteers are essential to 
the pUt:J?Ose of an organization, 1:l1a:.t the organization will oonsist of paid 
and non-paid personnel and both are inportant in rreeting the goals of the 
organization. If this is a valid perspective, then, the developnent of 
rrechanisms for managing volunteer resources is as :inportant as that for 
managing paid-staff resources. 

In short, personnel management in an organization will necessarily 
refer to volunteers as well as paid staff. While it is desirable to 
create a high level of autonOlT!Y arrong volunteers, so that program 
activities may be carried out with minimal staff involvement, it is 
also necessary to coordinate these activities. 

The necessity for assigning resfOnsibility for the management of 
the volunteer program may beooma nore apparent if we look at the fi va 
functions of a manager: 

• Planning is determining what has to be done. 

• Organizing is determining how the job will be done. 

• Staffing is detenni.ning who is going to do ~ job. 

• Directing is enabling people to accanplish the task 
assigned to then. 

• Controll:ing is the process of evaluation which is 
essential if the manager is to deteJ:mine whether 
goals and objectives are being net. 

Fach of these fmctions are relevant and necessary if a volunteer/ 
cx:mnunity involvenent program is going to serve the ccmnunity success
fully. Needless to say, the allocation of organizational time to the 
effective managerrent of this program would be a critical factor in 
ensuring its success. 
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As you gain rrcre experience with volunteers and as you gather intorma
tim fran those initially caning into the prc:x;ram, yoo will begin to see 
where greater flexibility or greater structure is needed. You will becane 
rrore adept at breakirg the work to be done into discrete units which can 
be assigned to individuals and you will find it easier to define the 
qualifications that are necessary. 

As this happens, you may want to formally define job descriptioos for 
volunteers. 'Ihese will assist yoo in managin:r the work to be done and in 
spelling oot your expectations to volllilteers. Job descriptions should 
only be viewed as tools to assist yoo and should be reviewed and rewritten 
periodically as needed. 

Recrui t:rrent 

Strategies for recruiting volunteers will be determined by the nature 
of the activities to be conducted. 

The necessity of defining volunteer roles and qualifications before 
recruiting any volunteers is to guide yoo in obtaining maximum benefit 
fran YOl1r recruitment efforts. 

For example, if you know that you can only use volunteers to answer 
phones or handle correspondence, it would be a waste of your time to 
design a recruitment strategy that may yield a number of professional 
people who would be dissatisfied with a role involving so little 
responsibility. 

The relationship between defining volunteer involvement and 
recruitin;J volunteers is arrphasized by a description of two basic methods 
of recruitment: 

Focused Recruitment 

Focused or goal-oriented recruitment refers to contacting particular 
individuals or groops aboot specific jobs. After identifying work 
that needs to be done; and, identifying the personal qualities and/or 
skills needed to accanplish these tasks; lock. for people who have the 
necessary skills and talents. 

Generalized Recruitment 

Generalized or shotgun recruitment refers to general appeals for 
vo~w;teers a:imed at broad public audiences. Such efforts typically 
utlllze.the mass ~ia and rely ~ pub~ic relations techniques. A 
generallzed recrultment presentatlon mlght emphasize: 

, 
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• Is the selectioo and placemmt of volunteers as important as 
the selection and assignment of paid staff? ~y or why not? 

• Will staff within the organization expect a certain level of 
perfo:cnance fran vollmteers? Vby or why not? 

Obvicusly, these are not easy questions to address and individuals 
within your organization may answer them differently. 

However, it is important to recognize that the answers to these ques
tions will determine the ~era1l design and the ilnplementation of the 
volunteer/carmunity involverent prcgram. An organization's philoscphy 
toward community involvement will determine the roles and responsibilities 
given to volunteers, will determine the enphasis to be placed on volunteer 
training, and t-n.ll dictate the relationships of paid staff to volunteers. 

A suggestion would be to involve organizational personnel in a 
thorough discussion of the questions above, before a volunteer/caranunity 
involverent program is started or expanded. Encourage staff and board 
members to examine their thoughts and perceptions of volUl.teers and to 
examine the role of camnunity volunteers in the efforts to institu
tionalize program activities. 

Even though there may be differences among individuals, the 
disCUssion should produce SCIre agreerrent on the direction to take in 
designing the program. 

It is also important to repeat these discussions periodically. 
People saretirres change their attitudes as a result of experience and you 
may find that individuals develop diffet:ent perceptions of volunteers as a 
result of interacting with them. By often assessing the perceptions you 
can continually .i.mpr~e your volunteer/camnunity involvement program. 

The Final Question 

proceeding on the assumption that your organization has made a 
decision that volunteer/caml1.mity involverent is desirable and that you 
have begun to address the question of how ±mportant such involvement will 
be in carrying out the activities of the organization, there is one more 
critical question to be confrooted before the program can get off the 
ground. 

Who Will be Responsible for the Management of Volunteers? 

• How much time will be necessary for the recruitment, 
screening, coordinating, supervision, training and evalua
tion of volunteers? 
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• Will these responsibilities be spread out arrong several 
staff m:rribers? 

• Will one person maintain all of the responsibility? ~"ill 
~t person be able to use other staff m:rrbers as resources? 
W~ll that p("'..rson have progranmatic duties beyond the manage
m=nt of the volunteer program? 

This manual takes the perspective that volunteers are essential to 
the purpos~ of an organization, i:l'lqt 1:he organization will consist of paid 
and nC?n-~d personn~l c:md both are :i.ttportant in rreeting the goals of the 
organ~~ation. If ~s ~s a valid perspective, then, the developnent of 
rnechcu;isms for managmg volunteer resources is as irrportant. as that for 
managmg paid-staff resources. 

In short, personnel rnanagerrent in an organization will necessarily 
refer to volunteers as well as paid staff. While it is desirable to 
cr~t~ ~ high level of. autonOIr!Y arrong volunteers, so that program 
activ~ties nay be carr~ed out with minimal staff involvenEnt, it is 
also necessaxy to ooordinate these activities. 

The necessity for assigning responsibili1:¥ for the rnanagerrent of 
the V?lunteer program may becorre m:>re apparent if we look at the five 
functions of a manager: 

• Planning is determining what has to be done. 

• Organizing is determining how the job will be done. 

• Staffing is detenn:ining who is going to do the job. 

• Directing is enabling people to acoomplish the task: 
assigned to them. 

• Controllin~ is the process of evaluation which is 
essential ~f the manager is to det.eJ:mjne whether 
goals and objectives are being net. 

~ch ,!f these functions a::e re~evant and necessary if a volunteer/ 
cx:mnun~ty mvolvanent program ~s gomg to serve the ccmnunity success
fully. Needless to say, the allocation of organizational t:i.me to the 
effec?-ve,managenent of this program would be a critical factor in 
ensurmg ~ts success. 
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Designing Volunteer lbles 

Effective recruitment of volunteers, and, ultimately, the success of 
those volunteers in meeting g031s and objectives will depend upon the 
careful design of what the volunteer will be d.oing. 

The key to a successful volunteer prc:gram is to assign ~aningful 
worle to volunteers so that they, in turn may see hcw their efforts 
ccntribute to the accanplistnnent of alerall program results. As a manager 
yru lTlI..1St be clear abrut what activities need to be carried out and yru 
must be able to use available resources to maximum benefit. 

The challenge of designing volunteer roles is to remain flexible 
enough to accamodate varied interests and skills, to allow for varying 
schedules and t:i:rre camni trrents and to pralide enough structure to ensure 
that critical activities are being conducted. 

Many volunteer prc:grams fail to use volunteers effectively because 
they allow volunteers to design their CM1. roles, to determine whe!i1 they 
will be available and how much t:i.rre they will carnnit. '!his often produces 
gaps in the prc:gram or duplication of effort by several people. 

In contrast, other programs fail because roles are defined so rigidly 
that volunteers with unique interests or skills are alerlooked or given 
roles they are ill sui ted for., 

The ideal is to find the balance between these two extremes. '!his 
demmds making initial decisions about roles that nust be filled and the 
qualifications and commitment necessary, but remaining open to the 
consideration of other roles. 

A worth~nile approach to this aspect of planning your volunteer/ 
carmuni ty invol varent prc:gram may be to establish a set of key volunteer 
roles which contribute directly to program goals and objectives. Identify 
the necessa.ty activities (responsibilities) associated with each of these 
roles, and make a determination of what is necessary to effectively 
implarent that role (what infor:rnation or skill nust the volunteer possess, 
how much time they should be prepared to cont'ribute). Then, use this 
infol:1llation to recruit a core set of volunteers, and to select those that 
most appropriately fit the role. 

This set of volunteers then becomes a resource to you in reassessing 
the roles and responsibilities. '!hey can offer input into the design of 
additional roles for volunteers. 
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i As you gain. m:>r; experiel}ce ~th VOlutlteers and as you gather in torma
t 00 fran those l.Il~t~ally CCIl\J.ng ~nto the prc:gram, ycu will begin to see 
where greater flexi~ility or greater structure is needed. You will become 
more C! a~ept at bl:e~~~ the work to be done into discrete units which can 
be ~s7gn~ to ~nd~v~duals and you will find it easier to define the 
qual1f1cat10ns that are necessa~1. 

1 As this happens! you m.:ty want ~o formally define job descripticns for 
vo un~eers. These will ass~st yru 1n man~in:J the work to be done and in 
S~lllI'19 c;:ut your expectations to volunteers. Job descriptions should 
o ~ :7ical

vJ.ew
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ed as tools to assist ycu and should be re\fiewed and rewritten 
perJ.~ y as needed. 

Strat~~e~ for recruiting volunteers will be determined by the nature 
of the actJ.v~t1es to be conducted. 

~: necessity of defil}ing volunteer roles and qualifications before 
recru~tl.ng any ,:olunteers 1S to guide yru in obtaining maximum benefit 
from your recruJ.Oment efforts. 

For example, if you know that you can only use volunteers to answer 
pho~es or hand~e correspondence, it would be a waste of your time to 
des1gn a recru1tment strategy that may yield a number of professional 
people ~h? ~ould be dissatisfied with a role involving so little 
responsib1l1ty • 

~; relationship ~tween defining volunteer involvement and 
recru~t~~ volunteers 1S arphasized by a description of two basic methods 
of recrul.tment: 

Focused .Recruitment 

~~s:a or goal-oriented recruitment refers to contacting particular 
~nd~v1duals or groops abcut specific jobs. Aftet' identifying work 
that needs to be done; and, identifying the personal qualities and/or 
skills need~ to accanplish these tasks: lock for people who have the 
necessary Sk1lls and talents. 

Generalized Recl~itment 

Generalized ?r shotgun recruitment refers to general a als for 
~~I~;~~ a~ed at ~road public audiences. Such effo~ typically 

. e mass rned1a and rely on public relations techni 
general1zed recruibrent presentation might arphasize: ques. A 
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• 
• 

Contributions volunteers can make through working with your 
prc:x;;Jram 

The range of available volunteer cpportunities 

Incentives and resources available to participating 
volunteers 

Since generalized recruitment is not based upon recruiting people 
with specific qualifications to fill specific jobs, it does not serve as 
an effectiue screening device. Rather, it is through the general entrance 
interviews that yOl learn of the specific skills potential volunteers have 
and that they learn of the specific jcbs available. 

Generalized recruitment increases the burden of other personnel 
management activities and, thus, is not a desirable approach unless you 
need large numbers of volunteers and/or have a wide range of volunteer job 
opportunities. Recruiting volunteers and then finding things for them to 
do based Up:xl their skills is a case of being managed by resources rather 
than managing resources. Generalized recruitment can place you in the 
position of having to turn da.-m or reject large n\.l1ibers of volunteer 
applicants. 

Other points that may be helpful in designing a recruit:rrent strategy 
would include: 

• Encourage prospective volunteers to discuss their needs, 
interests, and exy;ectations. Give them tine to think Oller 
if, heM, and when they might best serve. 

• Do not Oller-recruit. Having long waiting lists or turning 
dCMn prospective volunteers you have recruited is bad public 
relations. 

• Show enthusiasm about the project and the role prospective 
volunteers can play. 

• Recruit within ooe rronth of the time you are ready to put 
saneone to work. If there is a longer lag, they are likely 
to feel they weren' treally needed and to lose interest and 
enthusiasm. 

• Develop a systematic plan of rewarding participants and 
ccmnunicate to prospective volunteers hew they can benefit 
fran their involvement in the project. 

• If possible, indicate your willingness to reimburse 
volunteers for oot-of-l,:XXket expenses like parking fees, 
postage, and perhaps baby-sitting costs. If such peimburse
ments are not possible, indicate that mileage, parking fees, 
and sare other expenses are tax deductible. 
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The rrost important rx>int to renember is that this is not ou'" 
prc:x;;Jram. Vol';1I1teers are not being asked to contribute their t1ne -and 
.energy to aSSl.st you but to irnprOlle the carmunity. 

After thinking aboot recrui 1::m:nt in general terms and thinking aboot 

E~~le needs of ~e pr~ram, ,it ~s time to design a recruit:rrent strategy. 
errents of thl.S desl.gn will l.nclude: 

• 
• 

Collecting infollTlation on volunteerism in your canmunity 

Identifying potential sources of volunteers 

• Selecting appropriate recruitment techniques 

• Building incentives (rewards) for volunteers into the 
program and conveying this information. 

Developing ~ Carmunity Volunteeri~ Profile 

. '!be .nmt imp:>r1;ant steJ? in designing an effective recuitnent strategy 
l.S to gal.n as much l.nformatlon as possible about your canrnuni ty • 

. ~e answers to the following q~estions should guide yoo in making 
deCl.Slons about where to go in the camnunity for volunteers and in 
selecting techniques for encouraging participation. 

1. Is there a history of volunteerism? 

2. Are there sources of volunteers "tlich have been 
historically overutilized? 

3. Are t:l:ere .rx>tential sources of volunteers that other 
organlzatl.ons have overlooked? 

4. Is there intense canpetition for volunteers? 

5. Where are you most likely to find individuals with the 
skills necessary? 

6. atat segments of the canmunity have more time with which to 
volunteer? 

7. Vbat do people in the canmunity do with their free time? 
~at benefits do they derive fran this? Can this be 
~ssociated with benefits that could be derived fran 
lnvolvarent in the program? 

8. What other programs in the canmuni ty have successfully used 
volunteers? Wlat can yoo learn fran them to enhance your 
efforts? 

t_ -
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9. l'bat programs have failed in attempting to use volunteers? 
ltly? Can yoo gain ;,nsight into what to avoid in your own 
efforts? 

10. Nlat do people in the c:aununity define as significant 
probletlS or needs? tt'les your progran adequately reflect 
these? 

Potential sources £E. volunteers 

Organized grcyps: 

• Civic associatioos, tenants groups, neighborhcxx3 associa
tions 

• Religicus groops and their affiliates. Olurch leaders are 
often excellent sources of information and entry to merrber
ships 

• Canmunity service organizatia1S 

• Business and professional associations 

• Corporations and businesses 

• Colleges, lJ1'liversities 

• High schools - classes and clubs 

• Adult educatioo classes 

• Associatioos of retired persons 

• Other agencies 

• Voluntat:y Action Center or Volunteer Bureau 

1be local Cumber of Cannerce usually maintains directories of 
organizations for various communities. 

'!be mcst overlodted source of volunteer:; are those individuals that 
are not affiliated with sane Otganizaticn. '!bese way include: 

• Individuals new to the carmunity 

• Individuals that den' t work or work part-time 

• Handicapped people 

• Ex-offenders 

.. 

Techniques ~ recruiting: 

Recruitment should be an on-going activity and should be linked to 
any public relations activities. 

• Speakirg engagEments -

Cootact leaders of canmunity groups and invite yourself to a 
regular meeting. 

• Newspapers-

Feature and news stories, ads, volunteer opportunity column, 
volunteer recoanition, (:1.rticle, pictures. Don't forget 
small newspapers or local newsletters. 

• Radio and TIl -

Public service spots, interviews or talk shows, news stories 

• Posters, billboards, bumper stickers 

• Brochures, newsletters 

• Displays at carmunity fairs, shcppirg centers, business or 
canpany lOObies. 

• CCll1'IllI1ity bulletin boards at laundranats, grocet:y stores, 
carrnunity and yolth centers, employnent offices. 

• Personalized appeals - letters or phone calls. 

~ ~ effective technique ~ recruitment !! ~ ~ loDt1rH. 

Current volun~eers should be encouraged to participate in the 
recruitment effort as much as possible. 

'!bey usually make the mcst effective spdtespeople for the progran. 

Volunteers will talk to their friends about their a'periences. A 
rreaningful role for a volunteer, with clearly identifiable benefits is the 
single nost effec..tive technique for developing camunity involvement. 

A word abcut recruitrrent approach: 

Remember that people will volunteer for: a reCt'Uiter as much as 
for a program. 

In all recruitment efforts the recruiter ItIlSt sha-l ent:busiasm. 
Carmii:'.n'ent. to and excitment about tPe program lTIlSt be apparent. 
Benefits of th~ total program should be emphasized. 

Design your appeal to the audience ~ilddressing. People 
will be interested in different things. 
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Motivatim: 

NAy do people volunteer? 

• Desire to help others 

• Desire for recogni tim or status 

• To feel needed, useful 

• To gain new knowledge, develcp new skills 

• To explore career possibilities 

• Desire to utilize special skills and knowledge 

• Need to be part of activities that have neighborhood 
importance 

• To gain visibility and skills that will help advancement in 
employnent 

• Belief in the program and its missim 

• Desire to help create social change 

e To meet new pecple, make new friends 

• To reduce boredan or loneliness 

Encourage potential volunteers to discuss their needs and ootivation 
and be clear about the likely benefits they can expect. 

It is not encugh any more to say, "Here' s your chance to becane 
involved in sarett.'ling worthwhile." Your program nust provide calcrete 
incentives for pecple to becane involved. 

'lbese may include: 

• Academic credit 

• Tax benefits (volunteer e~)tpenses are deQuct,ible) 

• Wotk credit (the Federq;/'Office of Personnel Managment and 
many states credit volunteer experience on job applicatioos). 

• Enabling foods (babysitting fees, gas allCMances, 
. rreal allCMances) 
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• Work references 

• Training, education 

• Fo:onal recx:>gni.tion 

• Being able to see a change .in the ccmnunity - be sure 
to stress the program track record 

A final word about ~-'i trrent. 

RecruitIrent of volunteers will necessarily be an on-gomg activity. 
The average length of ccmm:boont from a vol\ll1teer is about eight rronths, 
and .in many carmunities this will be shorter. 1):)n' t expend energy being 
frustrated. by this. Accept high turnover as a given and plan for it. 

Screen.ing and Selection 

The type of .intensity of screening of vo1\ll1~s demands critical 
attention .in designing a program that will legitimately serve the ccmnunity. 
'Ihe mechanism for screening and selecting volunteers will be determined by 
the vol\ll1teer roles to be filled and the qualifications needed to handle 
the attendant responsibilities. 

In sane instances, the necessity for screening will be mininal. 
As we discussed in the section on designing volunteer roles, a 
prospective vol\ll1teer may not be suited to perfonn certain f\ll1ctions, 
but will likely have sanething to contribute and can be useful .in sane 
nanner. If a person who wants to be a part of the program doesn't fit 
any of your job descriptions t consider developing a job to fit the person. 
Such flexibility is particularly desirable .in the case of persons possessing 
\ll1ique qualifications or caning from one of the nontraditional sources of 
volunteers (e.g., p::xJr, ex-offenders, etc.) Often, all that will be 
necessary to effectively utilize the special expertise of such persons 
is to break out and regroup Bare of the tasks included .in a volunteer 
role or to establish a special advisol:Y role. 

E:x:tensive screening is also inappropriate when attempting to secure 
the services of persons with particular skills to perfo:un specialized 
tasks. In such cases, the selective recruitrrent effort might better be 
described as a I talent search· I and the personal .in~iew may be 
characterized rrore appropriately as a personal plea for help. 

Yet screening is an inportant function, particularly where a great 
deal of responsibility is a part of an identified role. Rather than 
resenting it, many prospective volunteers react favorably to intensive 
screening. Careful and rigorous screening indicates that the work is 
ex>nsidered important and that attenpts are being made to avoid placing 
vol\ll1teers in inawrcpriate positions. Thus, for many new volunteers, 
screening can reduC'.e tl'e anxiet;y and fear of being assigned to threatening 
jobs. 
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In nest ins~ces, screen:ing will mean gathering enough infonnation 
aOOut the. potential volunteer so that you can neke a deliberate decision 
atout where that person can be used nest effectively. You do not serve 
~e. program or the volun~ by ~lacing that person in a role just because 
~t ~ open and the person ~s available. Unless. there is sane attetpt to 
~tch t:n: person' s interest~ and skills to ~rk within thr; program, ~e 
~ the r~sk thai;- the role mIl not be carried out effectively, and that 
the volunteer mll becane frustrated or disinterested and drop out of the 
program. 

Keep in mind that individuals want different things frem the volunteer 
experience, as well as having different things to offer. '!here will be 
sane volunteers who will want a role with ndn:i.nal responsibilities and 
others who want and are qualified to be involved in roles with a great 
deal of decision-making resp:>nsibility. '!here:>..fore, you smuld be attarpting 
to "match" not only people's skill aXeas with the ~rk that needs to be 
done, but atterrg;>ting to match people's needs with the rewards of the 
program. It is :i.nport.ant to renarrer that an initial assi~t to a 
volunteer need not be the only role that volunteer can assume while in 
the program. You may find that after several weeks the assi~t 
should be reevaluated and the volunteer given increased responsibilities. 
Screening is only a IreCl'1anism to help you to select the nest appropriate 
volunteers for your program. A system which provides for the grcMth and 
develq;:mmt of these volunteers can and should be built into the program. 

Since focused recruit:rcent is the technique of going after only those 
people who possess infonnation and skills necessa:ry to can:y out certain 
roles, when this technique is practiced m:i.niIral screening is necessary. 

Another important screening technique is the personal interview. The 
purpo~ of the interview is for yo,: to becane familiar: with the person and 
for him/her to collect all of the infonnation that you need to give the 
person ample OB?Ortunity to ask questions. Don't hesitate to check the 
canpatibility of the person's ideas with the philr.:>sophy and intent of the 
program - this can have as much of an :i.npact on h.cM well the person will 
support the program as the skills helshe possesses. 

Also don't be afraid to ask sareone else to part:icip:tte in the interview 
or to talk to the person afterward. It is helpful to get oi:he.rf;' perceptions 
of how to best use the person. 

Before leaving the topic of screening, it is important to rote that 
the screening process often does not end with the interview and the 
acceptance of the volunteer into the program. The orientation and training 
of the volunteer also provides an opportunity to get to kncM that person 
better and to neke final decisions abO\lt placement. 

In addition, volunteer self-screening is inportant and soould be 
enoouraged. 
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1 Self-screening implies that prospective volunteers are given adequate 

information about the jobs available and their requisite skills and 
cx:::mnibnents. Such info:r:mation should be provided during recruitrrent, 
interv"iewing, and orientation training i each of these stages provides the 
opportunity for "honorable exits" by prospective volunteers. 

Orientation and Training 

One of the llost critical tasks confronting you in your atterrpts to 
continue or expand your organization's activities is to transfer the 
skills, info:rrnation and resources currently held by p:tid staff to the 
cornnunity residents that have chosen to beca:ne involved in the ~rk 
of the organization. 

Your goal is to enable these Corrmunity volunteers to succ~ssfully 
carry out the activities and tasks, with min:i.mal supp:>rt fr~ p:tid st.aff. 

This distinction between a classical volunteer program in which 
conmunity Volul'1teers enhance the work of paid staff, and efforts jn 
which cannunity residents will be assuming pdmary prograrrunatic responsi
bility is a critical point in the design of orientation and training. 
To be successful, true capacity building xreans nere than the developrrent 
of skills; the opportunity to develop autonOIl1Y is also a critical aspect. 

Orientation usually is the first step in familiarizing the volunteer 
with the program and with the organizations. It encompases the recruibrent 
approach, the initial interview and, perhaps, a short meeting after a 
volunteer has been accepted into the program. 

In designing the orientation, be sure to ask yourself: 

• What does the volunteer know already? 

• What does the volunteer need to know? 

Both of these questions are :important and often ignored. Volunteers 
often have sorre info:rmation about the program or the organization or the 
concept of volunteerism and the infonnation needs to be checked for accuracy. 
Also, :1iving the person the chance to tell you what hel she knows will neke 
the orientation nere meaningful, participatory and rerrove you fran the 
role of teacher. This is an especially useful technique when orientation 
takes place in a meeting of several volunteers. 

In designing orientation, ask yourself what the volunteers need to 
know to effectively begin carrying out their roles. This will of course 
include the expectations that you have of how they will conduct their ~rk, 
how their work will be scheduled and exx>rdinated, and what ~tations they 
should have of you. 
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But orientation should also include information on: 

• 'I'he program and the organization 

• The juvenile justice system 

• Juvenile crilre in the conrnuni ty 

• Nature of juvenile justice advocacy and 
alternative service programs 

• The .inpact of your program 

Orientation is a critical step in the effective integration of a 
volunteer. However I it is inportant to rerreI11ber that people may be easily 
overwhelmed by too much infonnation too soon. The best approach is to set 
priorities as to what inforrnation is nest critical to have right away, and 
then continue to give infomation to the volunteers as they begin to w:>rk .. 

It also helps to vary the technique used to orient new volunteers. 
IncJ.ude written doCllIl'el1ts, verbal explanations frcm you and other staff 
and the opportunity to learn from others, especially experienced volunteers. 

Training is the activity that goes beyond preparing a volunteer to 
assl.ll11e a role in the program. It is intended to develop the capability of 
that individual to successfully carry out the role. 

The nest important step in designing effective training is to be realis
tic. Taking a critical look at the resources you have a.vail~le (staff, 
administrative tirre, ooney for materials, space, volunteer tiIre) and dete>.r
mining how much you can acccnplish in the developrrent of volunteers I infor
mation and skills is perhaps the rrost difficult task. 

However, being realistic about your training capability will be important 
in detennining what volunteers you will look for and accept into the program. 
If you need volunteers to plan activities for the upooming year, and deter
mine that you do not have the tilre to teach those volunteers how to plan 
effectively, then you know that you need to recruit and select volunteers 
who already have some knowledge of planning. 

It should be apparent that the training cOIllfOnent of your program will 
be affected by 'the design of the entire program. 'JIue capacity building 
cannot take place if staff see themselves as the experts and volunteer roles 
are designed with little autonomy and responsibility. l?urther, the success 
of training will be affected by how wil.ling staff is to share the knowledge 
and skills they have. 

Of cours~, same activities, because of legal or ethical considerations 
or because of the. artount of time they require, cannot be assigned to volun
teers; t and should remain the responsibility of paid staff. 

However/ the training component represents the extent of the organization's 
conmibn?nt to capacity building and genuine corrmunity involvement. 
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Providing Incentives and Support 

It is obvious that pecple volunteer their time and energy for reasons 
other than monetaq rewara. As we discussed recruitrrent, we listed many 
of the reasons often cite3 (page 12). 

Understanding the Irotivations of volunteers is important in designing 
recruitment strategies and in placing volunteers in apprcpriate roles, but 
it is even Irore ~t as you loOk for ways to keep volunteers involved 
in the program. Even though the typical volunteer will make a camnitment 
of only a few months, it is not unusual for programs to experience turn
over every few weelt'..s. 'Ibis is usually because little attention is paid to 
ensurin:J job satisfaction for the volunteer once she;he has made a 
camni tment. 

Turnover ts a reflection of how well you understand the Irotivation/ 
needs of the volunteers and the extent to which you can meet than. 

To provide job satisfaction you should first deter.mine what benefits 
each volunteer seeks fran his;her involvatent with the program. 'Ibis is, 
in part, the purpose of interviewing prospective volunteers before 
assignin:J than particular roles and responsibilities. Don't mislead 
prospective volunteers by pranising rrore rewards than they are likely to 
find in their assigned work. Such discrepancies are a major cause of job 
dissatisfaction, lew productivity, and decisions to withdraw fran 
voluntary involvements. Variables related to job satisfaction are the 
work itself and the cpportunities for achievement, recognition, respon
sibility, advancement, and growth. 

If the Irotivation for using caranunity volunteers is truly to increase 
the capability of the caranunity to meet its own needs, then recognition of 
these volunteers is a day-to-day practice. 'Ibis motivation inspires 
careful recruitment, purposeful orientation and training and well-con
ceived, meaningful assignments. 

The volunteer will knew fran the work he/she is given, the way it is 
presented and fran the interactions with others in the program whether the 
work is useful or not and therefore whether he/she is valued. 

Same typical techniques for providing support and recognition to 
volunteers include: 

• Provide feedback to the volun'l:eers on t..'I-}eir performance and 
h<J..ol it is contributing to the impact of the program. 

• Provide the cpportunity for volunteers to camnent on the 
program, offer criticism, suggestions, recamnendations. 
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Respect them, make reasonable demands, voice expectations. 

Let them knew that they are important, valuable and trusted. 

Involve the volunteers in decisions affecting the program 
and their roles within the program. 

Keep them infOl:med of develq::rrentsas they occur. 

Publicly thank &Very person who makes a contribution to the 
project. 

Present certificates of appreciation and achievement at 
rreetings.. Consider hlUllOrcus awards, also. 

Share the limelight at ENer.1 fOssible cpportunity. 

Send thank-ycu letters and make thank-ycu calls to 
volunteers who canplete a job or do sanething spectacular. 
Send carbon ccpies to employers, teachers, parents. 

List volunteers in news releases so that their names \>lill 
apJ;ear in local newspapers. 

Make new volunteers feel welcane by including them in social 
get-togethers. 

Have teas, lunches, dinners, etc., in honor of volunteers. 

Lodk for same degree of success even in big failures, and 
point these cut. 

write letters of reference or commendation that can be used 
when volunteers are applying for paid emplO'jl'!Y:!nt, entrance 
into educational programs, or other voluntary cpportunities. 

Send greeting cards on birthdays and other special occasions. 

Involve praninent canmuni ty leaders in recognition programs. 

Provide the cpportuni ty for continuing education and 
enhancement of skills. 

Provide cpp:::>rtunities for advancerent and changes in 
responsibilities or duties. 

I(J 

• Donlt ask for more than the volunteer can or has agreed to give. 

The techniques you choose will be based on the in~ividuals who 
volunteer. ~at will mean ~ great deal to one may be ~nterpreted as 
belittling by another. 
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Q1 occasion, it may seem that the t:i.ne and effort required to 
recognize and rrotivate volunteers could be better spent in "product.ion 
activities", and that volunteers should derive sufficient reward just fran 
doing worthwhile work. 'Ibis is not the case, especially not in the 
beginning. Increased personal satisfaction leads to increased produc
tivity, and increased productivity leads to even greater personal satisfac
tion. 

Monitoring and Evaluation 

Work perfotmed by caranuni ty volunteers is as important as work 
performed by paid staff and therefo1.€! should contribute to the accanplish
ment of given goals and objectives. A program evaluation which did not 
include voltmteer efforts as part of program activities would be 
incanplete. 

Ha.vever, the purpose of this section is not to address program evalua
tion. It is assumed that an organization is interest.ed in detennining the 
impact of its efforts on a given caranunity problem and will develop 
techniques to do this. 

At this point, the emphasis is en the voluntee'C/canmunity involvement 
program specifically. r::oc\.llrentatien of worle performed by volunteers is 
often required by funding sources, .is useful in public relations 
campaigns, is helpful in the recruitrrent of other volunteers and is often 
requested by volunteers themselves. Further, there should b8 an on-going 
attenpt to improve the volunteer program and to assess whethE!r or not it 
is actually bringing about institutionalization of the program. 

Recordkeeping 

The person that is responsible for the coordination of volunteer work 
should also des ign a mechanism to document the work. performed. 

At a minimum, there should be a recording of the n\m1ber of hours 
contributed by each volunteer, and hew that t:i.ne was spent. In this way, 
there is an accounting of individual contributiOns, which can be used in 
providing feedback to that individual, and which should be given to the 
volunteer periodically, or at the end of their service for their CMn 

records. Often volunteers will ask for recatiliEndations to be sent to 
emplqyers or teachers and these can be mor~ effective if the specifics of 
the volunteer service can be noted. . 

Keeping records of individual contributionS is also important for·the 
overall accounting of volunteer involverrent. 'Ibese records ar'e necessary 
to document hew much work is being perfotmed by the caranuni ty and the 
nature of that worle and will help pinpoint gaps in volunteer s~rvice. 

All of this information is critical when relating to other organiza
tions and the general public. Staterrents can be made as to the extent of 
cannumity involvement in programs and these statanents can be supported. 
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Evaluation 

Beyond gathering statistics to document camnunity involvement, there 
should be an atterrq;>t to gather data to assist in the design of that 
prcgram. 

The rrost critical element in evaluating the canmunity involvement 
program is to obtain regul3r feedback fran the volunteers. Ask then abo..tt 
the strengths and weaknesses of the prcgram. Ask them if roles are 
adequately defined, if the! level of responsibility is manageable and 
realistic, if or;entation and training adequately enable them to do the 
job. Ask for suggestions and recarm:mdations. Ask for feedback 
individually and in group settings. 

Keep in mind that pecple are often hesitant to give feedback while 
they are involved in the program. ~erefore it is critical to arrange an 
interview (person-to-person or by phone) as a volunteer is leaving the 
program. Keep the interview cpen-ended or develcp a set of questions, but 
be sure to get specific infotmation about many aspects of the prcgram. 

Others who interact lill th the canmuni ty volunteers are another 
excellent source for data on the prcgram. If volunteers a,re required to 
work with staff members of another organization, contact those staff 
members and ask their perception of how well infooned/trained those 
volunteers are. Again, ask for suggestions and recanmendations. 

A second aspect of evaluation of the volunteer program is to take a 
critical lock at whether or not program institutionalization is taking 
place. Are canmunity members develcping the capacity to carry cot prcgram 
activities autonanalsly? Are there nechanisms being develcped that ensure 
the continuation of prcgram activities despite turnOller of individual 
volunteers? Is there an arerging volunteer leadership? Is there a system 
of shared leadership or a mechanism for transferring leadership? Does the 
cannumi ty believe that the prcgram is theirs? 

These questions are difficult to answer and there will be little 
quantitative data to draw upon. The cbservations and perceptions of 
others will prove all important and it is critical to maintain clear and 
open camrunication with pr.:cple involved in the program and those affected 
by it. 

The management of volunteers and the documentation of their efforts 
is not effective if the original goals for encouraging their involvement 
are not net. ]):) not be satisfied only with a program in which work is 
well organized and everyone is busy. This is ooly worth the effort if the 
community is experiencing a benefit. 
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Colununity action creates 1:oth the need and the oPJ.X)rtunity 
to recruit new manbers. As your group gets involved in action 
projects, there will be many times whan you must scale down or 
p::>stp::me planned. activities because of a srortage of poople 
pow=r. At the same tima, if your group becanes more activist, 
your program will becane m::>re attractive to people mo have 
not fOJ:1l1erly participated. OOt wro share yoor goals and interests. 
If you can bring these people into your organization as active 
participants, you will significantly enlarge b:>th the size of 
your group and the impact' of its pro;Jrams. 

At tIe sarne time if you can provide worthwhile rewards 
and incentives to all your members, you will keep involvanent 
and enthusiasm high. People are m::>tivated by many things. 
Some seek work experien::::e and training. Others seek a chance t.o be of smvice or to accomplish sanethina' worthwhile. still 
others seek recognition, involvanent, escape, contacts or new' 
friends. From action, the key to rnaintainin.:r morale and 
particip;!.tion at high levels is to deteJ:1l1ine m.ich of these 
benefits each mEmber seeks fran his i:rnrolvement alld then to 
provide then to him. 
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I.eade.rship Action Checklist .. 

1) List the sp§cific jobs that need to be done. Refine your 
list into job descriptions that spell Qut-the duties i:rnrolved 
and the time needed to complete then. Try to break up large 
jobs into mea:ungful canponents that can be done by several 
persons donating small arrounts of time. In the long r,m, 
this division will produce m::>re involved and enthusiastic 
menbers. 

2) 

3) 

4) 

~elop suitable mEmbership foms with roan for "talent 
l::enk" type infonnation on skills, interest.<3, experien::::e 
and availability. 

Develop a "prospect" list of people wro seen likely to be 
interested in, and sui table for I the jobs you need done. 
Include in yoor prospect list both ronnembers, and currently 
inactive members. 

Ask your prospects to work with ~u. Few people volunteer 
sp::>ntanrously 1 even if your work ~nterest.s than. 

a) Use r:ersonal contact to show that 10u consider each 
prospect's involvement important erough to make a 
special effort to recruit her. Make the ];Srson feel 
that she is personally naede6. for a specific job 
requiring her skills rather than t.hat ~ur group is 
looking for poople just for the sake of building 
membership. 

b) Place the job you ask your prospect to do in an 
"action context" and srow enthusiasm about it. 

c) ,!}.h:;>w your prospect how her involvement will benefit 
her directly as well as your c.:arrnunity. 

5) R~i!:!Un on~.2P.~~ the tim~u ~~~ to put~e 
!!lanber 1:2....wor~. If tr.ere is a longer lag, tte person is likely 
to lose interest am enthusiasm. 

6) If an inactive menbet' agrees to c;et involved again, give him 
orily a smarr ml'ount of work a t f~rst so he wil! not feel 
overburdened.. Choose an initial task that is simple ell:>ugh 
to insure success, interesting enough to rekindle his desire 
to participate and important erou;;rh to show him he is valuable 
to your organization. 
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Retaining and Re.wal:di.ng partir-.ipants 

Talk to each member to learn what benefits he seeks fran 
his involvement. Then ~rk out ways to provide these benefits, 
along with any others your grOJ.p may offer. sane specifiC 
suggestions to help provide sane of the rrore ccmn:>nly sought 
benefits follow: 

Recognition and prestige 

l} In your meetings, publicly thank e.rery member woo makes 
a conb:ibution to your group, no matter how small. Public 
ackrx:Mledganent often inspires menbers to irx::rease their 
involvanent. 

2) Share the limelight with all active menbers. Take turns 
being the spokesperson for varioug group projects. 

3) 1?resen"t certificates 0~eciati9n ard achievanent at 
¥leetings to roenbers wro ~ contr1.bUted ~~ur worE.. 
Consider hmorous awardS, too, for achie.ranents l'"Ik"e 
receiving the mst refusals while circulating a petition. 

4) A1wa~ send thank-Y9U letters am make tlmnk-~u calls to 
-n16lil3ers ilio 9?llPlete a:3§5. -

5) In publicizing your organization, stress ~ achie.ranents 
and qualifications of your manbers. If;your group is viewed 
as an organization of the most able people in your ccmnun.i. ty, 
such publicity will attract motivated ~ple. List active 
menbers in news releases so their names will appear in local 
newspapers. 

Involvanent and .1?articiEetion 

1) Involve as roam members as possible in decisio~ that ~ect 
your organization. FollOw u9 on print:ei:i meetin;:r notICes With 
personal invi tatiOl1S to srow your sincerity in welcanirv:r full 
particip;ltion in decision-makin:.:r. Give manbers hlckground 
infonnation on the options unler consideration before decisions 
are made to further encourage tmir feedback aryl participation. 
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2) !<eep aski~members to participate. Sane persons need a 
little rrore coaxing than others. -Don't feel guilty al:out 
as~ing active members to take on nevI responsibilities. 
While you shouldn't oven.ork them, in many cases me:nbers 
woo have particip;lted in the past projects welo:::>rne the 
charx::e to do more -- if they are only asked. 

3) Acc:orrodate tasks and schedules to the availabil~ of .l£.ur 
mEiribei's. If a person can work for orily two hours aweek 
divide a four hour job in half so m can particip;lte rather 
than sacrifice his involvanent. 

4) !<eep all ~~ in£o~ of developnents, even if they do 
rot attend meetings. 

5) !?el~te resEQnsibility and share~~ts with others, 
e.ren l.f they won't carry them out exa~as you ~UId.-

Friendship and Contacts 

1) Make new I?3!:tic~ts feel welccme at meeti~s. Introdooe 
tEan to other mers ana avoi<i any activities that make your 
group look like a clique. 

2) 

3) 

~~ge cu:ren~ticipants to include new participants 
l.n thal:' soc1.altions, if Essible. uItinately, many 
people decide whether to ranain in a group according to the 
nunbet' of persoml friends they feel they have in it. 

Team ':'E new and old menbers in p;oje:::tte:mlS. 

Progress, Achie.rement and the 0l?f9rtuni ty to be of Service 

1) 'lb a cer'cain extent, these l:enefi ts will result fran your 
!£.tivities if you sl££.eed in IiiVolvl!lg YOJ:!£.memEe.rs. _ 

2) ~~ur members krow what ~en achieved. 

3) ~~..E..l3uo::ess..!!!. in all YOu;", !£.tivitie~.' even in big failures. 
Maybe sanething you supJ;Orted was defeated, rut it probably got 
more votes this time than ever before as a result of your 
efforts and next time it just might pass. 

4) Be sure manbers always have SOrrf.! concret.e outcane in mind 
a~J.§3t whi<?.!!J?~-ejs can Ee measured. When action-projects 
are undertaKen, a May'SEuilain a"'im'tOOd of y;eriodically 
reporting progress or aohievement. 
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5) 

6) 

Choose issues for action where you have a high probabili '!=¥ 
of success, especially at first, even if this mean'S startin:J 
out on a oore rrodest scale than you Wjuld like. Sane 
success is lmp:>rtant because it stirs p:ople on to greater 
efforts. 

Share with rrem1.ers letters of tllanks or ot:h3r eviden::e you 
receive that attests to the value of their efforts. 
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INTRODtlC'rION 

Trammg begms with a prosped-...ive vohmteer' s first 
oontact with the program ana oontinues throughout his 
association with it. Training is mextricably tiErl to other 
perso!ll1el rnanagerrent processes. Recruitrrent b:..~ms the 
volunteer's orientation to the program, and a quality tra:in:ing 
program is a pcMerful recruiting lure, smce nost volunteers 
are notivated by the desire to learn and grCM. A prospective 
volunteer I s attendance and perfonnance at orientation and pre
service trammg sessions are important parts of the screen:ing 
process, while the placenent intervie.w, a screening tool, 
plays a major role m orienting the prospective volunteer to 
the program. On-gomg tra:ining serves as a major incentive for 
continued participation for many volunteers. 
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Tra.i.ni.ng Guides and Prmciples 

Presented belCM are a nUllber of factors to consider when planning and 
cc:nducting training prcgrams. 

• 

• 

• 

• 

• 

• 

Training shoold be on=goinc;. ~ile a major training event 
or prcgram may be offered l.ni tially, training cannot be 
treated as if it were a one-shot affair. Volunteers will 
continue to learn throughcut their participation, and if you 
want to pranote p::>sitive learning and t.~e continued 
development of compe~ence,on-going training and follow-up 
opportunities must be planned. 

Training should be relevant. '!he training design shoold 
grCM cut of the overall prcgram design and be directly 
coordinated with the needs of the volunteers and the needs 
and resources of your particular prCXjram. 

Training should be realistic. '!he training program shoold 
attenpt to duplicate real-life situations the volunteer is 
likely to enccunter on the job. Deenphasize the theoretical 
aspects by using real incidents, authentic situations, and 
actual cc:nditic:ns as training exercises or activities. 
On-site visits of s:imilar and dissimilar operating program:; 
can help during pre-service training. 

Volunteers shculd actively participate in planning, cc:n
ducting, and evaluating trainfng programs. Volunteers 
should be treated as active participants, not passive 
recipients. Who knows better than they what they do and do 
not understand, and what has rooaning? 

Training prcgrams should be flexible. Different volunteers 
have different knooledge, skills, interests, and needs. '!he 
needs and priorities of the organization are also likely to 
change as yoo go along. Training ITllSt be flexible and 
responsive to changing and current conditions and individual 
circumstances. 

A train!ng program outline is desirable but.sh~ld not h7 
considered sacrosanct once devel~. Be wl.lll.ng to modify 
the trainin; sequence to resp::>nd to the spontanecusly 
expressed needs or interests of the participants and to 
changes in program circumstances. A desirable approach is 
to assess the expectatioos a11d needs of the tramees at the 
first session,pr two, and to design later sessions to 
respond to these. 

d _ 
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• 

• 

• 

• 

• 

• 

'!he training leaders shculd act as a ~ facilitator - a 
guide - not as a dictator with superl.or knowledge and 
authority. Mutual respect and a feeling of equality should 
be encouraged. 'Jlle leader's personal cpinions and 
preferences must be identified as such When presented to the 
groop and not assigned superiority Oller those of groop 
members. 

Training shculd pranote the develcpnent of a %<?UP identity 
or a team spirit. '!he develq;:ment of an esprl.t de corps 
among volunteers facilitates cooperative efforts and 
reciprocal sUJ;pOrt for individual partic:ipation. ,I~ al~o 
serves as a poNerful . incentive for contJ.nued partlclpatl.On. 
Team building is pronoted by an, envir~nt that ~anotes 
friendliness infot:mality, and lnteractl.on, and dlscourages 
rigidity and' ceremonial structure. '!he first rreeting or so 
of a training grrup might be devoted to "ice-breakers" and 
activities that require involvement and exchange. 

'Jlle physical setting or location for training should be 
canfortable. Atmosphere is so important to sane, peq;>le that 
unless they feel canfortable witL"1 their surroundl.ngs, they 
block evet:ything else rut. Consider such fact~s as 
lighting, sound and noise, arrangerent of furnlture, 
temperature, availability of sllPI?lies, water, me~s, and 
rest roan facilities. 'Jlle locatlon should be easl.ly 
accessible to a majority of the trainees. S~ch pla<?=7 ~ 
churches, schools, prj;lTate hares, and canmunlty facl.ll.tles 
might be used. 

Training sessions should not be OIlerlong. Most pecple have 
limited concentration spans Of one to one and one-half 
hours, and typically a number of shorter sessi~ is,prefer
able to long ones. PrOllide break and rest perl.ods Wlth food 
and drink. 

'!he size of anyone training group should typic:uly not 
exceed twenty persons. Generally, a grrup of el.ght to four
teen persons is cptimal for one leader. Too large a grrup 
discourages participation and the development of group 
identity: a very small grrup may intimidate mard:>ers. 

'!he scheduling of training programs s~ould take into con
sideration that volunteers are ~-t~.~d h~ve a number 
of other important roles. '!be tralnirg. o!?Jectlves should be 
considered when determining whether tralnlng sho:ud be 
concentrated and intensive or segrrented and spread out. 
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• 

Various types of materials (handouts, manuals, films, tapes, 
booklets, etc.) can enhance training. Training aids and 
materials should be Obtained, reserved, and previewed, or 
develcped well in advance of the target training session. 

Assfs~ce in identifying training needs and developing 
traJ.nl.ng programs to meet them can usually be ebtained fran 
local professionals and nearby universities. You may be 
able to recruit volunteers to train other volunteers. 
Potential trainers and guest speakers at training programs 
incluce volunteer program coordinators fran other programs 
and agencies t veteran or experienced volunteers, camnuni ty 
professionals and resource peq;>le, college professors, local 
business trainers, and personnel specialists. 

When the 12roject is institutionally or agency based, or when 
it includes salaried staff, it is desirable to invite 
salaried staff to attend training 12rograms for volunteers. 
This helps promote a cdhesive working relationship among all 
parties iIll101 ved .. 

Training Aids 

Generally, when we think of t,raining or education, we think of the 
traditional fotmat of the teacher lecturing to students. 'Jllere are, 
hC1tlever I many other ways to learn and, accordingly, many other ways to 
teach, such as: 

• Role 12laying, where trainees spol'1tanecusly act out a situa
tion relating to a probable work situation involvin:1 inter
personal relationships; 

• Dramatization, where a carefully planned and rehearsed act 
is executed to illustrate specific points of a problem or 
situation, 

• Round rebin, where each trainee responds for a specified 
thee to a tcpic or problem presented by the leader; 

• Case study, where trainees analyze the important factors of 
an actual situatlon presented to them as a written case 
record; 

• Demonstration, where trainees hear about a technique or 
piece of equil'l'OOIlt and observe a daoonstration of it; 
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• 
• 

• 

Observaticn, mere trainees d:>serve a t~i~e or ac~ivity 
in its real world application, perhaps mcludmg on-Sl.te 
visits and tours; 

Simulation games, where trainees simulate or nduplicate~ a 
real life situation and observe the consequences of thel.r 
actions; 

Group prcblem solving 

Brainstorming 

Audio visual aids, where trainees view or listen to audio 
tar:es , slide Shows, films, television, video-tapes, records, 
charts, graphs, etc.; 

Panel discussions; 

• Symposiums; and 

• Lectures. 

The range of teaching techniques is limited only by imagination and 
.:reativity. Each of the techniques listed above can be adapted to, the 
special circumstances of a particular program. 

Trainees should be included in decisions about which training aids to 
use. '!be best approach is to use a variety o~ techni~es, since ~y one 
of the techniques can be overused. In selectJ.rlg technl.qu:s , COllSl.c1er 
which can best help you to present your abstract, theoretl.cal, or 
technical material in a practical, understandable manner. 
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Types, of Trainin,; Programs 

!lhere are nUIIerOJS types of training pt"ograITLS and nUIIerrus narres for 
each of these types. Discussed below are orientation, pre-service 
training, in-service training, and continuing education. 

Orientation 

An orientation program is ~;pically designed to provide information 
that all v,?lunteers nust have in order to participate in the program. 
Although dl.fferent volunteers may perform very different tasks, there is 
sore infoilllation pertinent to all of them. 

. ~ientatioo, like any other training, will be determined by your 
specl.fJ.c prcgram. In general tetmS, it might include: 

Philosophy, objectives, policies, and history of your 
progran and/or organization; 

I:efinition of basic terms and jargoo; 

Organizaticnal structure, including boards, camnittees., and 
task forces; 

Connection and relationship with other agencies, groops, 
org~izaticns, and agencies, particularly as related to your 
fund:ul:1 sources; 

Descripticn of the OJ'erall criminal justice system and of 
hOil your progran r.elates to it; 

Tbur of relevant facilities -- your own and other agencies; 

Reporting requirarents and why they are important; and 

Future traini&'g to be prOlTided e 

SaretiIres enthusiastic volunteers are the best persons to orient the 
next gr~p of volunteers because they knew both sides of the fence. 
Whoeve't' lS. responsible for orientation nust be sincerely interested and 
ent.husiastl.c about volunteer services in addition to being knowledgeable 
abOJt the prc:gram~ 
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Volunteers Manuals. Package~'~"wriften"maEerlafs' are in~asin9ii berner 
developed and used as part of orientation pra:Jrarns. '!hey can be used as 
an Oltline for the orientation ~am and also as a continuing reference 
for volunteers throughoot their ilWolvE!Ilent. In addition to including 
sane of the information already listed, the manual might include: 

Organizational chart of your program~ 

FlO'.\' chart describing your action plan: 

List of board members: 

List of project leaders and contact persons: 

List of key te1::'mS and definitions; 

Rules and regulations; 

Information about insurance, reimbursement guidelines, etc. ~ 

Ccpy of a current newsletter: and 

Einer:gency information, such as mat to do if you can' t 
report for an assignrrent, if sareoo.e becares injured, if 
there is a fire, etc. 

Each voltmteer should be given a CCIf!:l of the manual to keep. Using 
looseleai: binders allows easy updatir¥;J and the addition of new material 
and notes to the manual. 

Pre-service ~~iniD9 

Preservice or prejcb trainiD;} differs fran orientatia'l in that it is 
used to prepare voltmteers for specific jobs requirir¥;J teclmical or para
professional knCMledge and skills before they begin work. For example, 
all incanir¥;J volunteers would receive orientation, but only those to be 
ilWolved in psy('.hological testing would receive pre-se~ice training'; the 
remainder wOllld go straight to work. '!he nt:rlber of different preservice 
trainir¥;J }!&:,cqrams needed will be detennined by hCM many different 
specialized, technical jcb areas your progran includes and hO{l selectively 
you recruit voltmteers. If you recruit voltmteers mo already have 
experience in the necessa:t:y areas, after orientation they can move into 
on-the-jcb trainiD3. 
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P7e-service trainin:J can include new volunteers being paired with or 
.- --observl.ng~rienct:!d-volunt.e~rs· in ~act'i'on.fJhert:r'is 'little 1n:!rit-'in'" .-.... '~ 

ler¥;Jtby, theoretical pre-service training Mlere you attempt to give the 
voltmteers all t.l-}e answers before they knCM IOCSt of the questions. 

,In-Service Training 

In-service or on-the-job training provides assistance and feedback to 
volun~ee~ who are actually perfonnir¥;J the duties Oltlined in their job 
descrl.ptl.ons. 'lhe volunteers' supervisor and/or an experienced volunteer 
provides routine instruction to the new voltmteers on their work assign
ments. Frequently, new voltmteers doing similar jobs are assigned to 
small groops that rreet regularly to discuss their work and to learn fran 
one another. Supervisicn and evaluation, to be discussed later are 
integral to on-the-job training. Individual conferences, attendance at 
~roup cc;n£eren~~, and special reading assignments may be part of 
l.n-servl.ce tral.nl.ng. 

Continuing Education 

. Continuing education (~time~ also called in-service training) 
prov1des new and old staff WI. th addl. tional knCMledge that does not 
nece~sa7ily direc~y relate to the jobs they are presently performing. 
~ont7nUl.r¥;J educatl.on can ~rve as a major volunteer incentive, because it 
~s d1rected towar? ~mhan~l.ng the volunteer' s understanding of and skills 
1n c~e~t a~ cr:t1Cal l.ssues. It may focus on developments related to 
the crlJTU.nal, ]ustl.ce systan or segments thereof, special concerns and 
problems fac1r¥;J the voluo1 ary InOVE!l'ent, particular problems and coo.cerns 
of your prcgram, or devel.cpnent of new and specialized skills. 

. Techniques for coo.tinuing education are practically lind tless and 
1nclude: 

Rap sessions or groop meetings mere nenber.s share 
information. (VIhese can be fotmalized as ~tudy clubs by 
haviD3 members responsible for program presentatioos on 
different issues.); 

Conferences, saninars, workshops, or classes or:ganized by 
other groops and or:ganizations; 

Inhouse newsletter; and 

Sharing relevant periodicals and books. 

• 
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EValuatioo of Training ProgrClllS 

.. ~ .. ·~·1mPt'OITe~antl up:la1:e·t~1tIDic.;J'Pr~ith'ey~must: be"evaluated;- i!he ...... -"' ............ -
true test is hGl well trained volunteers perform. Yet, the training 
process itself can De evaluated by asking volunteers such questioos as: 

• Rlat was J'IlCSt valuable? 

• lilat was least valuable? 

• What would yoo have liked to see mre of? 

Suggestion boxes, grcup discussions, and questionnaires may be used 
to assess trainees I ideas about training. In sam instaJ'1ces a more formal 
evaluation of the training prCX,3ram may be desired. You may want to focus 
on hOfl much information was gained thrcugh training or what trainirg had 
on the attitudes of trainees. In such situatioos, a pre-test and post
test may be needed .. 
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