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INTRODUCTION TO THEKIT

When asked “What is a community?”,
Aboriginal people often answer

“A community is a group of people
sharingand caring.”

This series of manuals is about just
that: sharing information and skills
to empower people so they can
better care for their communities.

Training incommunity development
and program evaluation has been
identified by Health Canada and by
national Aboriginal organizations as
apriority need.

In order to fulfil this need, training
workshops were offered between
1993 and 1995 to approximately
300 Aboriginal people across
Canada, most of them front-line
healthworkers. The training was
based on a generic package of
resources on health promotionand
community development called the
Community Action Pack.

Experience and feedback received
fromthe participants during the
workshopsand after theyreturned
to their communitiesled to the
developmentof this new kit.

Community Action Resources for
Inuit, Métis andFirst Nationswas
developed specifically for Aboriginal
people, taking into consideration
their values, culture and way of life.

This kitis a self-help tool for
Aboriginal people who want to geta
community development project off
the ground.

The series of six manuals contains
information, tips, examples and
ready-to-use charts that you can
copy and use for yourself or to train
othersinyour community. Itis
intended tobe user-friendly,
emphasizing questions suchas
what, why, when and how to
accomplish the different steps ofa
community development project.

Community Action Resources for
Inuit, Métis and First Nationsuses a
holisticapproach, takinginto
consideration community
development know-how and context
as well as the human aspects that
are part of the entire process.
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Look for the following symbols.
They will help you apply your skills
and knowledge.

tips

examples

exercises

Whatis acommunity?

Let’s take a moment to think about
theword “community”. Communities
are notjustaquestionof geography.
Peopleinavolley-ball league can be
acommunity. A support group can
be acommunity. Members of achurch
canbeacommunity.Communities
are people with somethingin
common, something thatis
important to them. The members of
acommunity depend on each other

as they work together to
accomplish challenging tasks.
A community can be seen as a
group of people:

e livinginthe same geographical
area;
e sharingthe same culture;

e withacommon interestor
concern; or

e withasharedsenseofidentity.
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Add to or comment on this definition. What is a community to you?

Communitydevelopment:
making communities healthier

The World Health Organizationand
Health Canadahave defined health
as more than the absence of illness
and disease. Health is a sense or
state of physical,emotionaland
psychological well-being. Healthisan
individual or group's ability toreach
goals, to satisfy needs, and to cope
with or change their environment. In
a community context, itis the
ability of a community to sustain
itselfin a caring and fulfilling way.
Inother words, health means
looking after ourselvesand others. It
ispromoted through having access

to services appropriate to our
needs. Itisenhanced by livingina
clean environment and by a spirit of
community (feeling part ofa group
of people who care about each other).

This means that groups thatare
concerned with the kind of housing
availableintheir community, reducing
violence, developing the local
economy or starting a self-help
group for bereaved parents can be
seenasimproving and promoting
the health of theircommunity.
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A step-by-stepprocess

Is there a secret to turning a good
ideaintoasuccessful project?
Actually, there is no secret. Groups
follow different paths toaction, yet
experience shows that successful
efforts use some “tried and true”
steps.

Most groups go through the steps
of identifying needs, planning
activities, finding volunteers and
funding, evaluating and helping
peoplework together through the
normal ups and downs of an
activity. Community Action
Resources for Inuit, Métis and First
Nationsis builtaround these steps.

Starting anew activity is like
planning a trip to a place you have
never been.

Just as you need a map for your
trip, you also need a map for your

community activity. This map will
help you figure out where you are,
whathasbeenaccomplished, and
point out what still needs to be
done.

The following diagram is your map
to the steps for community action
thatis described in Community
Action Resources for Inuit, Métis and
First Nations. Each circle represents
astep in the process of developing
anactivity.

Theinterpersonal aspects of
community actionand the techniques
needed to carry out a project, such
as taking minutesin meetings, have
been gathered togetherin the
“Toolbox”. This circle has been
placed in the middle of the diagram
because the “Toolbox” can be useful
in all steps of the process.

10
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TOOLBOX

MAKING IT FINDING
HAPPEN RESOURCES

Itisimportant to remember that The processdescribedin

every group follows its own path, Community Action Resources for
which may be different from the Inuit, Métis and First Nationsis

one shown here. There isno intended to help you planactivities,
absolute “right” way of doing not to tell you what to do. The
things. You need to go with what diagram is like a map and you can
works best foryou. take as many side trips as you like.

There are no rules!

11
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I.INTRODUCTION TO FINDING RESOURCES

Toward social change

You know what you want to
accomplish. You have planned

how to achieve your goals. Now you
must face the challenge of finding
the necessaryresources to make
your planhappen.

People are oftenreluctant to find
the money or volunteers they need
for their project. Yet they should be
proud of their work because the
money they find will finance social
change. The volunteers constitute
the very soul of this change.

Theresources thatyou manage

to find will help make this world a
better place. They willimprove the
well-being of your community by
giving you the means to take
preventive action. Volunteer work s
becominganecessary complement
togovernmentaction.

So do not be uncomfortable or
timid. Prepare yourselfto search for
resources with pride and conviction
because whatyou are doingis
useful. Believe in yourselfandin
your group.

You have decided tobecome
involved and toactively find
solutions for the peoplein your
community: well done. This manual
canhelpyoubegin.

A holisticand structured
process

If you have ever had to find money
or volunteers before, you probably
have only one idea about it: “I hate
it! It's always the same people who
answer our call for help and I'm
tired of bothering them.”

Most peoplereactin the same way.
Finding resources oftenrequiresa
lotof tact, effortand perseverance.
Theresults do notalways meet
your expectations. You can get
discouraged when things do not
gowell.

Anorganizationdoes notbecome
dynamic spontaneously.Itrequires
good planning and coordination of
resources. Healthy organizations
know how to create circumstances
that facilitate the beneficial use of
resources, both forits members
and the organization as a whole.

13
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This manual will therefore present
a globaland structured process for
finding resources. It will focus on
humanresources suchasvolunteers,
and material resources suchas
money, materials and services.

Training goals

With this section, you will learn tips
and ways of doing things so you
feel more comfortable whenyou
look forresources, whether they be
money or volunteers.

The training will also focus on
responding to the needs of
volunteers. This generally means
they stay with the organizationas
long as possible for their own
benefit and for the benefit of the
organization and the community.

Training objectives

At the end of the training, you will
be able to:

e understand the importance of
planning how to find the
resources you need for your
project;

e planandestablishavolunteer
programinyour organization;

e taketheneedsofvolunteers
intoaccount;

e assessyour funding needs;

e planhowyouwill acquire the
resources you need (money,
materials and services);

e useappropriate techniquesand
tools toobtain theseresources;
and

e feelmore comfortableinfinding
resources for your project.

Thismanual

This manual contains material that
iseasytouseandreproduce. The
working tools can be easily adapted
toyourorganization’s needs. Do
not hesitate to choose the most
pertinentones and to modify them
to your own liking and to your
specific circumstances.

14
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II. WHAT DOES FINDING RESOURCES MEAN?

Finding resourcesis the process of
identifyingand obtaining resources
inorder for your organization to
fulfil its missionand objectives
according toanestablished action
plan.

It consists of coordinating potential
volunteers with the organization’s
tasksor, in other words, matching
people with needs.

Various types of resources

Whenyoumention finding resources,
most people automatically think of
large-scale fundraising or diverse
grantapplications associated with
various ministriesand foundations.

Yetorganizations need other types
of resources besides money to
function properly. Theseinclude:

e timeandeffortinvested by
volunteers;

e volunteers'specificand unique
skills;

e useofservices,suchasplane
ticketsdonated by airline
companies or free use of a hall
to hold activities; and

e material, suchasinformation
pamphlets, guides or films
produced by governments or
private companies.

Canyou think of other types of resources your organization may need to

function properly?

15
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III. WHY FIND RESOURCES?

Itis possible but unlikely that
volunteers will come to you.
Volunteers do not crowd your
doorstep and money does not fall
from the sky. Thatis why you need
to establish an ongoing plan for
finding resources that takes
advantage of opportune situations:
a favourable time of the year, a
special eventin the community, the
announcement of anew funding
program, etc.

Obstacles

Although finding resourcesis

essential for running your
organization, it presents some
obstacles. Here are several reasons
why people sometimes avoid
activities thatinvolve recruiting
volunteers or finding money:

e theactivitiesarenot properly
planned;

e volunteerorganizationsare
underfunded;

e organizationsaresometimes
dependenton the willingness
of sponsors;

e fearofbeingrejected;and

o feelinglike youarebothering
people.

cannotbe obtained.

JIVAis acommunity organization that aims to help young people start
their own businesses. Based on volunteers with few resources, JIVA has
trouble doing a good job. The volunteers do what they can, but they have
to deal with alack of equipment. As a result, precious volunteer time is
wasted running errands instead of dealing with clients.

This means the organizationis notvery productive and the desired results

Since few businesses have been created, itis difficult to justify the
importance of the organization whenit’s time torequest funding. This
weakens the funding request, and the organization does not obtain the
grantsitneeds tobuyequipment...and the vicious circle continues.

17
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Are the peopleinyourorganizationreluctant torecruit volunteers or
collectmoney?

Why do you think they are reluctant?

Do you think itis possible to change this situation in your organization?
Ifyes, how?

18
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The work you dois very important,
so do not be discouraged by all of
these obstacles. Finding resources
isessential because your organization
needsvolunteers, services, skills,
office, dollars, and all other resour-
ces to fulfil its mission and make a
differenceinyour environment.

Being proud and convinced

Findingresourcesis difficultand

usually doesn’t work at the first try.

The publicused toassociate
fundraising with whatit considered

panhandling non-profit
organizations. Thisis notthe
reality.

People who have already tried know
itisdifficultto belong to non-profit
organizations. Theyfacealotof
uncertainty, complexity, differences
and conflicts with very fewre-
sources. So people should feel
proud to be doing this kind of
work. They mustbe convinced that
finding resourcesisnota personal
desire tobother others, butan
extremelyimportant exercise for
the whole community.

19
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IV. HOW TO FIND HUMAN

RESOURCES: VOLUNTEERS

Profile of volunteers and
theirneeds

Despite what alot of people think,
money isn’teverything. A group of
responsible people putting their
diverse talents to use constitutes
anorganization’s mostimportant
resource.

Volunteers donate their time, energy
and skills to a project, withoutbeing
paid. They are the men and women
whowork withinan organization.
They have skills, interests and talents
which benefit the organization.Asa
result, volunteer work can be the
very heartof an organization.

There are almostas many reasons
tovolunteeras there are people.
Every person has needs to satisfy,
and a volunteeris no exception. A
well-known psychologist, Abraham
Maslow, has determined different
types of needs*:

¢ physiological needs, like drinking,
eating and sleeping;

e the need for material and
psychological security;

e the need tobelongtoagroup, to
interactwith other people;

o theneedforself-esteem, tolove
and be loved for what we are and
what we do; and

¢ theneedto self-actualize, to feel
that we are capable of
accomplishing something
worthwhile.

The need for spirituality should
not be omitted from this list.

People who manage volunteers
recognize that volunteer work
generally meets the following three
needs:

e theneedtobelong;

e theneedforself-esteem;and

e theneedtoachieve.

Anorganization seeking torecruit
and keep volunteers would therefore
benefit from taking these needsinto
account.

*SOURCE: Le recrutement et la motivation des bénévoles, Conseil des loisirs - Région de Québec, 1984

(Reprinted 1991), Sainte-Foy, Québec.

21
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These needs canbe expressed onadaily basis through volunteers’ diverse

types of expectations.

Consider, for example, the need to meet and exchange with other people.

Canyou think of other reasons why people volunteer other than to meet
theneeds of belonging, self-esteem and fulfilment?

Here are some examples of
volunteers'needs:

e toidentify withthe
organization’s philosophy;

e toshowappreciation for past
services;

e toexerciseaspiritof community
involvementand mutual aid;

e tohelpothers;
e toobtainstatusandrecognition;

e tohaveresponsibility and have
influence;

e toputaptitudesand special
knowledge to use;

e tofeelusefulduringleisure time;

e tolearnand contribute to
personal development;

e toaccomplish valuable tasks;

e toacquireexperienceinthejob
market;

e tomeetchallenges;
e tocommitoneselftoacause;
e togivemeaningto life; and

e totake partin community
activities.

Evenif they are not aware of it,
peoplebecomevolunteers because
they believe it will be an interesting
experience. The bestway toensure
they remain committedisto
understand their motivation and
offer them a job that can fulfil their
needs.

22
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sotheycan participateinactivities. the step-by

model.

A motivated volunteer, for example, can drive people who do not have cars Emple¢
d
\

Do you think your organization is sensitive to the specific needs of each
volunteer?

Do you think the volunteer program in your organization could be
improved ifitwere given greaterimportance?

How could this be achieved?

23
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Whyrecruitvolunteers?
Recruiting

Itis obvious that the volunteer and
the organizationare partnersin
action. Thisunity means mutual
objectives canbe obtained.

Tosucceed, partners must discuss
their motives, expectations and
needs. If a volunteer thinks he or
sheisbeingoffered a stimulating
and fulfilling opportunity, he or she
will tend to accept theinvitation
and volunteer time.

Advantages of recruiting
volunteers

There are many advantages to
recruiting volunteers. They can be
classified in three categories:

e advantages for the organization;

e advantages for the volunteer;
and

e advantages forthe community.

Advantages for the organization

Volunteers offer several advantages
foryourorganization. Here are
some of them:

e accomplishingworkand
meeting objectives;

e bringingastronger community
presence to each project;

e bringingtheirideasand
commitment to the community,
allowing you to see things in
their contextand ensuring you
don’tforgetthe mainobjective
of your project;

e bringing newideasand talents,
skillsand willingness to the
division of tasks;

e showingenthusiasm for what
theyare doing, thus making the
central group feel refreshed
and empowered; and

e gainingrecognition-althoughit
isnotalwaysrecognized, happy
volunteers are your most
important promoters and
publicity agents.

Advantages for the volunteer

Volunteersalso benefit fromworking
foran organization. As we have
already discussed in this manual,
volunteering fulfils personal needs.

Advantages for the whole
community

As well as working for the
well-being of the community, a
volunteer allows you to build on the
long term. The individual’s personal
developmentresulting from his or
her participationinyour project,

24
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will be an asset for your
community. The more volunteers
are trained and experienced, the
better they are able to contribute to
thelong-termwell-being of the
community.

As theyacquire new sKkills,
volunteers can move from one task
to another, and even from one
projecttoanother. The projects can
beincreasingly complex and
ambitious, intheiraim to resolve

increasingly difficult problems. The
whole community becomes
empowered and contributes toits
ownwell-being.

Onthe other hand, if your volunteers
abandona project without having
contributed or learned anything
positive, your whole community
loses out. Fewer and fewer people
will display any confidence or
enthusiasm.

25
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Howtomanage avolunteer
program

Theliterature on this topic
emphasizes the difficulty of
recruiting volunteers and keeping
themwithinanorganization. It
maintains that thereis a greater
chance of success when a global
and structured processisadopted
thattakesintoaccount:

e theorganization’s preparation
forvolunteers;

e recruitment;

e welcomeandintegrationinto
the organization;

e ongoingsupport; and

e attention paid tovolunteers
when they leave the
organization.

These elements can berepresented
ina chart that demonstrates their
dynamic and continuous process.

/
e
5. 1.
Leaving |— —Pp Preparing
/
4.

Providing 2.
ongoing Recruiting
support

AN
3.
Integrating

This chartalso demonstrates how
the steps of managing a volunteer
program formacycle.

Volunteers wholeave still
contribute toimproving the
program.

26
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Preparing for volunteers

Itis important that you prepare to
welcome volunteers even before

5.
Leaving

4.
Providing

ongoing
support

AN

Integrating

Here are some good ideas when
you're preparing to welcome
volunteers:

a)

b)

)

determine the organization’s
volunteer needs;

prepare a description of the job
and its qualifications;

prepare avolunteerapplication
form; and

know what your volunteers like
and dislike doing.

you start looking for them. Itis the
first step in the process.

-

3.

1.
Preparing

\

2.

Recruiting

a) Determiningthe organization’s
g 8

volunteer needs

Determining the organization’s
volunteer needsis subdivided into
two areas:

evaluating your organization’s
existingresources; and

determining what you plantodo
with the volunteers you are
recruiting.

27



®
FINDING RESOURCES
3

Community Action Resources
for Inuit, Métis and First Nations

Evaluating existing resources

Identify the tasks you want carried
out and check if you have the human
resources, volunteer or paid staff to
accomplish them. This means
asking the following questions:

e Whatdo we want toaccomplish?

e Howwill we proceed?

e How many people do we need to
accomplish our plans?

e What qualities and knowledge
are we looking for in these
people?

e Whathumanresources do we
already have?

e Do thetalents of the available
people fulfil our needs?

e Should werecruit?

Determining what you plantodo with
thevolunteersyou’rerecruiting

Ask yourself why you want to
recruit new volunteers:

e toincrease the numberof
services offered?
e toreachalargerclientele?

e toincrease the community’s
participationinyouractivities?

e tostarttraining people who
could eventually become paid
employeesinyourorganization?

You should clearly identify your
intentions so you canbegin
planning the coordination of
volunteeractivities. The volunteer
mustbe considered animportant
part of the whole global process.

Do you want volunteers to free up
your paid employees? Do you want
them to carry out tasks that no one
else wants to do? If these are your
only motivations inrecruiting
volunteers, there’sarisk they will
resign. You cannot hope they will
do the same work for very long, if
there are no other benefits for them.

If this is the context in which you
view volunteers, it would be
worthwhile reconsidering your
organization’s approach to future
volunteers.

Insummary, thinkaboutrespecting
your volunteers’ needs and
expectations, so that the work they
do foryourorganization makes
them happy.

28
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This could lead you to asking
questions such as:
e Whowillrecruit?

e Whowill welcome andintegrate
volunteers?

e Whowill train them?
e Whowill supervise their work?
e Howwill we motivate them?

e How will we show our
appreciation?

b) Preparing adescriptionofthe
jobandits qualifications

Advantages

One way to determine your needs
preciselyistowritea job
description. Youcanalsoadd the
desired qualifications and
advantages of the positions.

The majority of organizations do
not have a job description for
volunteers. Yet specialists say they
are indispensable for the success of
avolunteer program.

If thereis no job description,
certain problems may arise:

e unreasonable expectationsand
unrealisticdemands;

e overburdened schedule;and

e overlappingresponsibilities.

The result is that there is a risk that
frustration will drive volunteers
away from any kind of volunteer
work in the future.

The advantages ofajob description
arenumerous. Among other things,
they:

¢ solvethemystery of whata
volunteer should know before
saying “yes,  want to work for

”

you”;

e help the volunteer find his or
her placewithin the organization,;

e clarifyforeveryone (both the
potential volunteers and the
recruiters) the job’s
characteristics (responsibilities,
demands, advantages);

e assureabetter follow-up after
the person has beenrecruited;

e showthe future volunteerthat
your organizationiswell
organized;and

¢ showthefuture volunteerthat
you place enoughimportancein
his or her job to take the time to
specify whatitinvolves.

A job description is a tool that puts
therightkey in the rightlock: finding
the volunteer that best suits the job
and the job that best suits the
volunteer.

29
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How to prepare a job description

You might feel overwhelmed by the
amount of work it takes to prepare
ajob description. Don't be. It
doesn't need tobe complicated, and
itisworth devoting time to because
itwill faciliate everyone’s work. A
good description of the joband its
qualifications could comprise the
following elements:

e Jobtitle

Anappealing name toidentify
the volunteer.

e Purpose

A general overview of the work.
How does it help the
organization attain its
objectives?

e Tasks, duties and responsibilities
As precise a list as possible of
the job’s tasks, duties and
responsibilities.

* Qualifications
The desired skills, knowledge,
experience and attitudes. Be careful

not to be too demanding or you
couldlose excellentvolunteers.

e Relationships

The name of the supervisorand
other people withwhom
volunteers will be working.

e Helpgiven

The help that will be given to
thevolunteer. The training and
support, for example, that will
be offered or the equipment that
will be available.

e Required availability

The amount of time the job
requires. Beas preciseas
possible. The volunteerhasother
responsibilitiesand he or she
needs to know clearly if this new
job can be structured into his or
herschedule. Specify the number
of hoursrequired each day,
week or month, and how long
the job will last. Indicate if the
schedule is flexible, and whether
it'sdetermined by the organiza-
tionor the volunteer.

e Advantages

A description of how the
volunteer will benefit from the
work. This is the equivalent of
his or her “salary”. There are a
variety of possible benefits, so
consider which needs the
volunteers would like to fill,
and you will have your answer.

This job descriptionwill be very
useful during recruiting, and it can
be adapted, if necessary, when the
personaccepts the position.
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©) Preparingavolunteer
applicationform

What should be done if an
organization doesnot havea
specific position to fillwhenan
individual offers his or her services
asavolunteer?

You can explain the situation and
accept his or her offer of service,
saying you will be in contactas
soon as there is a position that
responds both to his or her needs
and the needs of the organization.

You can proceed in two ways:

e Ask the person to fill out the
appropriate form.

e Take sometime to discuss the
situation with him or her.

In both cases, it would be a good
ideatowritedown some information
toensure thereis anadequate
follow-up.

You can find an example of a
volunteer application formin
Appendix A that you can copy and
use to keep the information you
have obtained.

d) Knowing whatyour volunteers
like and dislike doing

The volunteer profile form
presented in Appendix B can help
yourecognize the specificneeds:

e ofthe people who offer to work
asvolunteers;

e ofanewvolunteer whom you
arerecruiting; and

e ofvolunteerswho arealready
inyour organization.
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Do you knowwhat your volunteers’ hiddenambitions and talents are?

Are you sure each of your volunteers is doing the work that best suits him
or her?

Do youwant to help them take on new responsibilities?

You might want to ask your volunteers to fill out the volunteer profile form
presented in Appendix B. The information could help you better manage
theseissues.

Howtorecruitvolunteers

Now that yourorganizationis move to the second stage of the
prepared toaccept volunteers, let's process:recruiting.
/
7
5. 1.
Leaving |— —Pp Preparing
/ \

4.
Providing

ongoing
support

2.
Recruiting

AN by
3.
Integrating
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Itisdifficult tofind volunteers.
Thereisa growing number of
volunteerorganizations; therefore,
recruitingis competitive.

As the following diagram
demonstrates, you should seek to
accommodate the needsof the
individual, the organizationand the
community.

Inaglobal process, the recruiting
stepissubdivided into three
elements:

a) identifying candidates;
b) meeting candidates;and
c) assigning candidates.

a) Identifying candidates

You have determined the kind of
personyou are seeking for your
organization. Now you have to find
the candidates.

A continuous procedure

There is no miracle solution to
recruiting. Itisanongoing
operationand mustbeintegrated
into the global functioning of
your organization.

Volunteer’s
needs

Eachand every member must feel
responsible for recruiting. You
could give the responsibility toa
volunteer coordinator or committee
thatwould ensure thisinterestis
kept alive to plan future action.

Whereto look

There are potential volunteers
everywhere. The trick is not to be
afraid to ask. Yet your own
organizationis still thebest place
torecruitvolunteers. It seems the
greatmajority of volunteers
recruited aredirectly linked to the
volunteers already working within
your organization: friends,
neighbours, relatives, colleagues.
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Satisfied volunteers can easily
communicate how they benefit
from theirinvolvementinyour
organization. Theyare your best
spokespeople.

Here are some ideas on how to
make sure everyone knows you're
looking for volunteers. You can:

e postyour job offers onyour
organization’s bulletin board;

e make sure peoplewho participate
inyourorganization’s activities
understand your needs;

e consulttheElders. You will
benefit from their experience
in the community; and

e findouthowotherorganizations
recruitand organize their
occasional and permanent
volunteers.

Means of communication

Personal contactis the best way to
recruit people. You feel motivated
when you are visited by a friend,

relative or neighbour. Butif you can
use avariety of techniques, youare

more likely to reach alarge number
of people.

There are dozens of ways to
publicize your organization and
ensure that you will continually
attractvolunteers. Hereare some
examples:

e Jetterstogroups,educational
institutions, inactive volunteers;

e newspapers:articles, news,
advertisements, pictures
of your activities;

e radioand television: public
(free) messages, interviews,
open-lineradio;

e conferences: presentationsto
other groups orassociations,
schools, etc;

e “open-door”’operationsand
visits: individualized or small
group meetings. Inviting people
toinformation sessions who are
likely to be interested in the
kind of work you do; and

Did you know that 80 percent of people who do not volunteer say it is
because no one has asked them to?*

*SOURCE: Working with Volunteers, Ontario Ministry of Agriculture and Food. Factsheet, February 1987
(Reprinted 1991), AGDEX057,Order no.87-012.
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e literature: pamphletsand small
posters placed in busy spots
such as stores, community
centres, etc.

These methods are beneficial
because they publicize your
organization while advertising your
need for volunteers.

However, there is one drawback.
You do not know who will respond
and whether they will fit into your
group of volunteers.

Choosing the communication
methodsforarecruitment campaign
requiresinnovationand creativity.

Why notorganize a fun meeting where all of the volunteers are invited to
think of original recruiting methods?

b)Meeting candidates

Now you have to meet the people
who are interested in working for
yourorganization. Your first contact
with the potential volunteersis
crucial. You must be frank and
represent the organizationandits
valueswithintegrity. Apositive and
professional image reflects the
profile of your organization.

You must ensure this meeting is
more thanasimple conversation.
Both partiesmust find the information
they need to decide on their future
collaboration.

The interview aims to:

e explain the tasks you would like
toaccomplish;

e givethe candidatea tourof your
officesand describe ongoing
activities;

e Jlearnaboutthe peopleand
their motivations; and

e helpdecideinwhichactivities
they would like to work.

Aninterview is the best way to
selectand orienta volunteer. This
stage canbe delicate because
candidates may fearrejection. On
the other hand, most people feel
flattered simply because they’ve
beenselected.

You should summarize the
information that’s been offered

by both parties. The Volunteer
Application Form (Appendix A) and
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the “What I Like Doing” form
(Appendix B) can help you make
sure nothing hasbeenforgotten
and all of the important
information hasbeenrecorded.

The volunteers will probably like to
think about the issue and discuss it
with people around them (family,
colleagues and friends) before
saying “yes”. They might want to
participate in some activities before
making acommitment.

c) Assigning candidates

You now have all of the information
you need to harmonize the needs of
the organization with those of the
volunteers. Now you canassign the
volunteers or, in other words,

decide which position will be given
towhich person.

You should be flexible. You may not
always find perfect, experienced,
qualified and available candidates
whenyouneed them!

You then have two choices. Adapt
the position to the individual or
adapttheindividual to the position
by training.

Organizations concerned with
adapting positions to individuals
havea greater chance of success.
You will find a Volunteer Placement
Formin Appendix C that will help
you summarize the results of your
harmonization process.

todoanything”.

6. Treatthe jobasanopportunity.

Here are sixrules for effective recruitment:

1. Recruitwithaspecificrole in mind, rather than asking “anybody

2. Actively seek the skills the positionrequires.

3. Be honest-do not cover up or downplay the task as
unimportant, the “anybody can do it syndrome”. (Why should I do
itif justaboutanybody else could?)

4. Recruityearround-plant the seeds early.

5. Usemany differentrecruitment techniques. Be sure to consider
the entire community. Go to places where people congregrate.
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Howtointegrate volunteers

You have finally found good
volunteers for your organization.
Congratulations!But the process
does not stop there. Now you are
partnersinactionandyou

need to give the volunteer tools
so he or she feels comfortable and
startsworking. Let's examine the
third step in this process.

Ve
5. 1.
Leaving |— —Pp Preparing
/
4.

Providing 2.
ongoing Recruiting
support

AN
Integrating

Volunteers tend to feel insecure
and uncertain when they firstarrive
inanewsituation. By integrating
them, they become more familiar
with the organization, its functioning
and its members. The goal of
integrationisto give volunteers
time tobecome self-reliantand
competent.

Furthermore, the information
volunteersreceive about the

organization allows them to verify
ifitresponds to expectations. This
makes volunteers feel comfortable
and helps solidify the group’s work.

Integrationallows anindividual to
adapt and become part of a new
environment. Thisis a holistic
process. Theindividual becomes an
integral part of the organization.
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toanewvolunteer?

Whatdo you think the benefits are of taking time to provide orientation

Thisintegration process has several
benefits. Here are some of them:

e [tincreasesthevolunteer’s
abilities, sense of belonging,
motivationand self-confidence.

e The volunteer will fulfil his or
her mandates more effectively
and the organization will
developacredibleimage in the
users’eyes. This perception
mighteven encourage other
people tobecome involved in
your organization’s activities.

e Thepeoplewho participatein
your organization’sactivities
willreceive better service.

There are five steps in the process
ofintegrating volunteers:

a) welcome

b) information

C) commitment

d) training

e) assumingduties.

a)Welcome

The welcome is the first contact
between the newresourceand the
peoplewho arealready in place.
The atmosphere and the warmth
communicated will greatly
influence the new volunteer.

Startby congratulating the individual
and handing him or her a letter of
welcome.

Follow up with a tour of the
premises, if this has notbeen done,
and introduce the volunteer to the
people with whom he or she will be
working. Thisisa good chance to
chatinformally, ask questionsand
observe what’s goingon. The
volunteer will thus gradually see
how he or she canintegrate into the
organization.

A good approach is to pair new
volunteers with more experienced
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ones. It is often effective to ask
volunteers who have beenwith you
for a number of months to orient
new volunteers. These “old-hands”
give the newcomers confidence with
their attitude of: “I was just as
unfamiliar with all of this as you,
butsoonyouwill feel as comfortable
asldo.”

b) Information

Information should combine the
volunteer’s knowledge with your
organization’s projects and needs,
and answer all of his or her
questions.

Theinformation could, for example,
include:

e aprofileoftheorganization's,
history, mainachievements,
goalsand objectives, etc.;

e theorganization’s policiesand
procedures (i.e.,reimbursing
expenses);and

e thevolunteer’stasksand
responsibilities.

c)Commitment

Now that the volunteer knows a bit
more about the organizationand
has started to better understand
what is expected of him or her, you
cantalkabout his or her commitment.

This canbe done by reviewing the
jobdescription thatwas prepared
atthebeginning of the process.
Together, you canask questions
such as:

e Doesthisdescription still
correspond to the organization’s
expectations?

e Doesthevolunteer feel
comfortable with these duties?

e Are there ways to adapt to the
volunteer’s skills and particular
needs?

e Doesthevolunteerneed training
to make him or her feel more
comfortableand effective?

e Doesthevolunteer have the
time to fulfil his or her duties
without neglecting the other
parts of his or her personal life?

The job description can be modified
according to the needs of the two
parties.Be sure yourdescription
coincides with that of the volunteer.

Add therightsand responsibilities
the two parties agree torespect. Be
as precise as possible.
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Volunteers say their mainreason for “leaving” was the difference between
whatwas explained to themat the beginning and what was really expected.*

d) Training

Training allows new volunteers to
acquire knowledge and practise
skills so they feel more comfortable
in their tasks. Volunteers will then
feel more motivated to work and
perform.

A good part of the training is
accomplished naturally through
contactwith othervolunteers.

It can also occur in a more
structured fashion. Here are some
of the forms the training can take:

e on-the-jobtrainingby “old-
hands”

e discussionworkshops

e professional training

* symposiums

e studydays

e roleplaying.

In the majority of cases, volunteers
need to be trained in human

relations, the psychology of people
in crisis and the philosophy of
volunteerism.

You canalso consideradditional
training for tasks such as presiding
over meetings, writing proposals,
public speaking,activelistening, etc.

Orientationand training create and
maintain confidenceand competence.
Remember that the goal of training
istoencourage effectiveness, not to
overload volunteers with work or
discourage them.

Volunteers should be exposed to
practical situations that they can
easilyrelate totheir own experience.
The training should be active and
pertinent to the volunteer’s duties.

*SOURCE: Volunteers Working Together, Skills Program for Management Volunteers, Government of Canada,

Fitness and Amateur Sport, 1986.
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You could choose subjects you find interesting in this kit, and photocopy
the pertinentinformation for the volunteer or provide ashort training

session.

e) Assuming duties

You can now let volunteers start
working. Butdon’tabandon them!
It's a difficult period. They need a
lotof support during this period,

and want to feel needed and valued.

Let volunteers express their

emotionsabout their new experience.

Always stay in contact with the new
volunteers. Be sure that they
assume theirresponsibilities, and
try to detect problems as soon as
possible. Be ready to help ifa
problem does arise.
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Howto offer ongoing
supporttovolunteers

If the whole process has gone
smoothly, volunteers can begin to
work independently. They should
now be able to ask for

Volunteers need continuous support.
Letyour presence be felt. Thisis
illustrated in Step 4 of this process.

help when needed. P
5. 1.
Leaving |— —Pp Preparing
/ \
4.
Providing 2.
ongoing Recruiting
support
AN
Integrating

Now that the volunteers work
independently, you mightbe
tempted to concentrate all of your
energy on the participantsinyour
program. Yetvolunteersalso deserve
asignificant partof yourattention.

The goal of ongoing support is to
make sure volunteersare
succeeding and are satisfied with
their personal improvementand
self-esteem.

This must occur within an equal
andrespectful relationship. An

encouraging supervisoris aware

of volunteers’ abilities, limits,
personalities,needs and desires.
The supervisorallows volunteers
toassume responsibilities, make
decisions and share encouragement
andrewards.

Good support means:

a) supervising

b) motivating

¢) evaluating

d) helpingtoevolve

e) showingappreciation.
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a)Supervising If a volunteer does not like a job
butstill caresabout the organization,
see if he or she will try something
else. Do not try to keep volunteers
in jobs that they do not like. If the
job does not work out for a
volunteer, the volunteer cannotdo

Todo good work, volunteers need
tobeinformed, know where they

are going and whatis expected of
them. They need tobe supervised.
Keep themapprised of the overall
situation and provide feedback on

. the job well.
their efforts.
The volunteers’ supervisor could b) Motivating
meetwith them periodically, Motivatingis giving someone the
telephone them from time to time desire to participate.Itis closely
and visit them on the job site to linked to the way an organization
encourage themand to check that is managed.

everythingis going well.

The organization must offeran

Act quickly when problems arise, encouraging environment that

and never make negative remarks supports a volunteer’s spirit. By

to volunteers in front of other creating circumstances that take
people. Ask to meet them privately, advantage of resources, you
explain the problem and try to work encourage motivation, enthusiasm,
togetherto find a solution. If skills and the drive of people who
necessary, you canrefer to the job collaborate to achieve mutual goals
descriptiontoclearup any and aspirations.
misunderstandings.

Whatdo you think are the mostimportant factors in motivating
volunteers?

43



( ]
Exahf [6?
to help yoi
understand

®
FINDING RESOURCES
3

Community Action Resources
for Inuit, Métis and First Nations

Several factors are at play when you
motivate volunteers. Here are some
examples:

e stayingclosetovolunteersand
attentive to their situation;

e regularly verifying how they feel;

e making sure their tasks are
interesting;

e encouraging their creativity and
commitment;

e alwaysgiving them
responsibilitiesaccording to
their abilities so they see their
work as a challenge theyare
capable of accomplishing and
notasaninsurmountable task;

e allowingthemto participate
directly in planning and
administering programs;

e givingresponsibilities, delegating
power, not making decisions for
them; and

e beingthoughtful-offering
coffee, aparking spot, etc.

c)Evaluating

Evaluating helps show volunteers
that their efforts are bearing fruit.
Itidentifies difficulties so theyare
notrepeated butitalso stresses the
good things that volunteers have
done, thus motivating them.

Itisimportant to evaluate

volunteersregularly. If thisis done

restarted.

Avolunteer named Marie isin charge of Saturday morning volleyball
tournaments for 8-to 12-year-old children. During the match last week,
Kevin, from the Ravens team, fell and broke his leg.

Marie managed to keep things under control. In no time at all, she had
consoled Kevin, immobilized the broken leg, called his parents and
reassured the rest of the children.

Soon after the accident, Kevin was at the doctor’s and the match

Through the evaluation process, Marie’s talents were highlighted. She
demonstrated good judgment and knew how to react in an unusual
situation. These qualities will be noted in her file and will be recognized if
anew volunteer jobrequires similar qualities.

44



Community Action Resources
for Inuit, Métis and First Nations

©
FINDING RESOURCES °
3

inanopenand constructive
manner, everyone benefits.

Aperiodic evaluation benefits both
the organization and the volunteer.
Itis nota question of criticizing the
work. On the contrary, itis taking
time to explain the value and
importance of the work that has
beenaccomplished.

The evaluation mustinclude two
components: the volunteer’s
performance and the volunteer

programitself. The evaluation must:

e helpvolunteersrectify, if
needed, a problem situation.
Have theyunderstood what was
expected of them? Do they need
further explanations? How could
the situation be corrected?;

e makesuretheresponsibilities
that have beenassigned do not
surpass their capacities or
aptitudes;

e adaptthe tasks to volunteers’
personalities;

e adjusttheorganization’s
activities by taking advantage
of the volunteers’ contacts with
the organization’s clients;

e keepvolunteersinformedabout
the evolution of projectsand the
team’s good work;

e checkhowvolunteersaredoing
inthe organization. Do they feel
useful? Accepted? Do they have
enough or too many
responsibilities? Are they
satisfied with their participation
inthe group?; and

e verifyifvolunteers need more
training.

Some organizations donoteven
compile the number of hours their
volunteers work! These data are
important for motivating volunteers
and allow you to show the sponsors
the scope of theworkaccomplished
by your team.

It could be enriching to gatherall
your volunteers togetheroncea
year. They could:

e commenton their experiences;

e talkabouttheir degree of
satisfaction, the direction they
are taking in their work, what
they have liked and what they
have notliked;

e sayiftheir work has been
recognized forits true value;

e suggestimprovements;and

e raiseall the problems thatare
bothering them.
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You will find an evaluation guide in
Appendix D. It contains examples of
questions that can be adapted to
your current situation. These
questions can be used as the basis
fora meeting with one or several
volunteers.

This kit contains a manual that
deals specifically with program
evaluation. Please consultitfor
more information on the subject.

d) Helping to evolve

We explained at the beginning of
this manual that people become
volunteers because they have needs
tobe met. These needs canevolve
and the organization should take
this into account to try to ensure
that volunteersremain satisfied and
productive.

A constructive evaluation helps
volunteers evolve by giving them
feedbackandinviting themto give
theircomments. And there are
otherways to help volunteers
evolve. Providing them with
training, for example, orallowing
them toassume new duties.

You provided basic training when
the volunteer started his or her job.
Werecommend that you continue

to provide opportunities for
improvement. The organization
could offeracombinationofinformal
and formal training, such as:

e circulatinginteresting magazine
articlesonatopic;

e offeringinformation sessions;
and

e registeringfor coursesor
symposiums held outside the
organization.

If you are constantly interacting
with volunteers, you’ll be able to
identify together when they are
ready for new responsibilites.
Specific training might be needed
during these transitions. You must
not parachute the volunteersinto
new positions without offering
support.

Training offers tangible proof of
ongoing support for volunteers. In
return, itincreases the volunteers’
skills, satisfaction and commitment
toyourorganization.

e)Showing appreciation

You should regularly show
volunteers that yourecognize and
appreciate the work they have done,
rather than waiting until they leave
the organization.
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Appreciation makes volunteers e aletteroffering supportina
feel special. Most volunteers are particular situation;
stimulated and motivated into e aletter to the volunteer's

action by such gestures.

There are many ways to recognize a

employer or family, thanking
them for the support they have
provided;

volunteer’s work. Here are some

examples of personal recognition:

® anencouraging remark;

e arequestforadvice or

awarm thank-you; assistance; and

ahandshake; e freeadmission toupcoming
a Christmas or birthday card; activities.

words of congratulations;
Sometimes the simplest gesture

smiles, delighted expressions;
can warm the heart the most.

a coffee;

How does your organization encourage personal recognition of volunteers?

How could you increase this practiceamong your volunteers?
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Recognition canalsobe demonstrated
publicly. Here are examples:

publicizing work through the
media;

publishing a photo of the
“volunteer of the month” or

a text about the volunteerin the
organization’s monthly bulletin
orlocal newspaper. Emphasize
what the volunteer has achieved
duringa community radio or
television program. Publish
pressreleasesinreports oron
billboards;

e givingaplaque, pin,diploma or
certificate during a special
meeting; and

e organizingavolunteer
appreciation evening or week.

You choose the method. What’s
importantis torecognize
volunteersinyourorganization’s
daily routine.
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Whattodowhen volunteers
leave

Volunteers eventually leave. Stage 5
describes how the organization
should respond when this happens.

s
e
S5. 1.
Leaving |— —P Preparing
/
4.
Providing 2.
ongoing Recruiting
support
AN
3.
Integrating
Letyourvolunteersretire gracefully, the people who are picking up
with thanksand recognition. Accept where they left off;
when they want to quit, and thank e asking them to help recruit the
them. best person toreplace themin

the job;and
Inawell-planned volunteer

program, the organization has time
to fill the void by:

e inviting them to take the
replacementunder theirwing
for some time.

e gatheringthedeparting

volunteers’commentsinorder One way torecognize a volunteer’s
toimprove the program; work is to give him or her a letter of

e askingthem to describe what reference. This could prove useful,
they were doing and how they for example, when he or she tries to
were doing it, in order to help find a paying job.
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