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1.0 Introduction

1.1 Introduction

The management of volunteers includes planning, developing, recruiting, training, information management and volunteer recognition or appreciation (Shin and Kliner, 2003).  Though volunteers have been active in nature conservation for decades, research in the field of volunteer management has only recently gained attention and importance (Bremer and Graeff, 2007).  According to Davidman, Betcherman, Hall and White (1998), the interest in the nonprofit sector has been increasing, in part, because of the recognition by governments and others of the role it can play in three important areas of society: social cohesion to foster a more vibrant economy, the development of the future labour force and alternative forms of service delivery in an effort to increase cost efficiencies.  
In Canada, there is an emerging need to research volunteer management to help overcome barriers and implications in policy and funding related issues (Kranjnc, 2000).  This need is apparent because of the Common Sense Revolution, which occurred in the 1990’s (Kranjnc, 2000).  This revolution was characterized by a Neo-conservative shift that caused policy changes and cutbacks in funding for environmental organizations (Kranjnc, 2000).  This is apparent due to the government’s economic interests, which ultimately lead to environmental organizations struggling to diversify their funding sources (Reed and Howe, 2000).  Now that policies have been re-shaped, organizations are being challenged with additional expenses and responsibilities (Reed and Howe, 2000).  Furthermore, effective use of human resources has become an emerging need for environmental organizations in Ontario, as they are limited due to lack of economic support from the government (Hessing and Howlett, 1997), and understanding volunteer management is important in light of these policy changes to determine an answer to funding and budgeting issues.
Funding cutbacks took place at Ontario Ministry of Natural Resources and Ministry of Environment, which led to various issues for these agencies (Kranjnc, 2000; Plummer and Arai, 2005).  The Ontario Ministry of Natural Resources realize they are challenged with budget reduction issues and anticipate resolving these challenges by partnerships, co-ordination with governments, collaboration among stakeholders, addressing human resource issues, youth involvement, continual learning and improving and an adaptive management approach (Ontario Ministry of Natural Resources, 2005).  According to Plummer and Arai (2005), different perceptions on intent particularly occur between non-government and government participants, and failure to fulfill commitments appears to destroy opportunities for involvement by citizens.  Scott (2003) recognized that reorganization strategies as well as cost reduction are ways to respond to funding matters.  Adaptive strategies can also be taken on through management techniques; organizational management style, marketing, strategic planning and retaining trained staff to help respond to these changes (Alexander, 2000).   

1.1.1 Study Purpose and Research Questions
Volunteer management encompasses the need to recruit volunteers, foster opportunities and understand barriers to the involvement of volunteers (Plummer and Arai, 2005).  According to Taylor et al.  (2006), there is widespread evidence on the value of human resource management that fosters growth through practices such as training and development, empowered participation and clear communication, which in turn will facilitate better organizational effectiveness.  Many organizations fail to implement effective human resource management and therefore research is also required to help promote volunteers as well as volunteer retention (Taylor et al., 2006).  Volunteer recruitment and retention can be improved upon in many ways such as satisfying motives and rewarding volunteers with meaningful incentives (Rouse and Klawson 1992).

Furthermore, understanding best practices, benefits and barriers that take place within volunteer management will emphasize the development of partnerships and can be inclusive to a wide set of stakeholders (Bramwell and Lane, 2000).  Plummer and Arai (2005) also describe co-management as an innovative approach for managing the natural environment.  Through examination of volunteer management in Toronto-based environmental organizations, this study will help to enhance the understanding of best practices, benefits and barriers.

 
Purpose: 
To explore volunteer management practices in organizations concerned with the natural environment, due to the contextual situation within Ontario and need for information regarding volunteer management.

Specific Objectives:  

       1) To examine specific aspects of volunteer management sub-systems (i.e. recruitment, training, empowerment, incentives, etc.) and glean best practices within organizations concerning the environment.

2) To understand the benefits of volunteer management for natural resource organizations.

3) To highlight barriers to volunteer management for natural resource organizations.
1.2  Organization of Thesis

This thesis is divided into five different chapters.  The first chapter provides the structure of this study as well as the delimitations and limitations.  The second chapter will examine the literature surrounding volunteers and volunteer management.  This chapter provides information on understanding the motivations of volunteers as well as volunteers in Canada.  This also examines the volunteer management sub-systems.  This chapter concludes with some of the best practices, benefits and barriers of volunteer management.  

Chapter three focuses on the methodology utilized to conduct this study. This chapter reviews the research foundations and the rationale for choosing qualitative research.   This chapter also presents the population and sample selection.  Furthermore, this chapter discusses the interview steps as well as a step-by-step approach of the analysis.  This concludes with issues surrounding transferability, validity and reliability    

Chapter four reviews the data obtained from the interviews that were conducted on the environmental organizations involved in this research. This chapter begins with an overview of the environmental organizations.  This chapter discusses themes relating to the interview questions as well as an additional emerging theme.  

Chapter five examines the results of this study through discussing and presenting the findings.  These findings specifically relate to the objectives of this research to determine the best practices, benefits and barriers to volunteer management within environmental organizations.  This concludes with recommendations for the future to environmental organizations, academics and policy makers.    

1.3 Delimitations

Delimitations are restrictions that were purposefully and intentionally placed on the study by the researcher.  This is so the outcome of the study is produced in the required time.  Therefore the researcher will limit the scope, design and goals of the research to precisely what is needed for the context of the study (Buber, Gadner and Richards, 2004).  In the context of this research, the study was purposefully restricted to the population of Toronto NGO environmental organizations, as this was most accessible for research purposes.  From this population, a sample of five Toronto environmental organizations was selected.  These organizations were also based on the criteria that they could be located within a Web-based search and therefore may not be inclusive to all the organizations within Toronto.  Other delimitations were the number of interviews which was purposefully set to one per interviewee, sample size and interview time. 

1.4 Limitations

A limitation is a restriction that may exist within the study.  As mentioned in the previous section, this study uses a sample of five Toronto environmental organizations.  This may be limited as this sample generalizes about all environmental organizations in Toronto.  Conducting social research in natural resource management is often difficult because human interactions are complex and often informal (Mitchell, 1989 in Plummer and Arai, 2005).  As this study is only based on one interview with each volunteer manager involved in this research, a full understanding of the manager and their processes may be limited.  Furthermore, disclosure of information may also be limited, as the organizations may not want to reveal positive or negative information about their organization.  These interviews were tape-recorded which may also make the interviewee more reticent in their remarks (Thietart et al., 2001).   
2.0 Literature Review 

This section focuses on the literature surrounding volunteers, volunteer management and best practice, benefits and barriers.  This section commences by examining scholarly sources for information on the general direction of this research and the scope of volunteers and their motivations.  Following this, volunteer management will be defined as well as the volunteer management sub-systems will be reviewed including: research and information, training programs, empowerment, incentives and retention.  Volunteer management for environmental organizations will be discussed.  The scope will be narrowed to Canada to stress the importance of understanding volunteers and volunteer management within the context of their governance and policies.  The chapter will conclude by examining the stages of best practice as well as effective collaborative practices to benchmark effective use of volunteer management.  The benefits and barriers of volunteer management will also be illustrated in this chapter. 

2.1 Volunteers
“Volunteers operate in thousands of different organizations taking on extremely varied roles and cannot be considered one large, homogenous group" (Bussell and Forbes, 2001, p. 245).  A volunteer is generally understood to be someone who gives a service for no direct financial compensation and involves the contribution of the individual’s time and energy under conditions of free choice (Bussell and Forbes, 2001; Cnaan et al., 1996; Gooch, 2002; Mustonen, 2007).  This can occur for reasons such as the need to give back to communities or to advocate for a cause (Cnaan et al., 1996).  Volunteering should benefit all parties including those who volunteer (United Nations, 2001 as cited in Mustonen, 2007).  A volunteer may be described as an altruist.  An altruist involves the willingness, to ‘reduce her/his own consumption patterns in order to increase the consumption of the others’ (Becker, 1976 as cited in Mustonen, 2007, p. 98).  An altruist’s reward would be intrinsic to the act of volunteering (Bussell and Forbes, 2001).  In many cases, a volunteer’s motive is a selfless one and altruistic behaviour is existent through their voluntary activity (Bussell and Forbes, 2001; Mustonen, 2007).  Others are motivated outside altruistic reasons and may volunteer because of tangible benefits, involuntary volunteering or to receive social acclaim among other reasons (Rouse and Clawson, 1992).  Involuntary volunteers will volunteer because of reasons such as a government mandate service order (Bussell and Forbes, 2001).  An example of this is the Ministry of Education, which mandated 40 hours of community service in order for high school students to graduate (Febbraro, 2001).  Involuntary volunteers may be a viable resource for environmental organizations to market to and use in their processes. 

2.1.2 Volunteer Motivations 

Understanding volunteer motivation is important to determine why volunteers participate in the first place and why they continue to volunteer (Clary and Snyder, 1999).  Volunteer coordinators can use the functions in the Table 2.1 to measure volunteer motivations to better understand the personal benefits that can be achieved through values, understanding, enhancement, career opportunities and protection.  
Table 2.1

Functions served by volunteering and their assessment on the Volunteer Functions Inventory (VFI) (Adapted from Clary and Synder, 1999, p.157)
	Functions
	Conceptual Definitions
	Sample VFI Item

	Values
	The individual volunteers in order to express or act on important values like humanitarianism. 
	I feel it is important to help others.

	Understanding
	The volunteer is seeking to learn more about the world or exercise skills that are often unused.
	Volunteering lets me learn through direct hands-on experience.

	Enhancement
	One can grow and develop psychologically through volunteer activities. 
	Volunteering makes me feel better about myself.

	Career
	The volunteer has the goal of achieving career related experience through volunteering.
	Volunteering can help me get my foot in the door at a place I’d like to work.

	Social
	Volunteering allows a volunteer to strengthen his or her social relationships
	People I know share an interest in community service.

	Protective
	The individual uses volunteering to reduce negative feelings, such as guilt, or to address personal problems. 
	Volunteering is a good escape from my own troubles. 


According to Curtin (2000), the benefits of social interaction in motivating people to volunteer, is the most important reason volunteers remained with an organisation.  Bussell and Forbes (2001) also recognized the need for affiliation as a reason to volunteer and found that making friends is a very important motivator in volunteering.  Furthermore, volunteering may not be solely a work experience, but an effort to network and establish friendships with others.  Another social reason to volunteer may be for an individual to express their core beliefs and pass them on to others (Bussell and Forbes, 2001).  Personal benefits may also be achieved from volunteering for instance, a sense of belonging and gaining prestige or self-esteem (Bussell and Forbes, 2001).  Volunteering is also a useful way to develop skills to aid in career building or to obtain employment (Bussell and Forbes, 2001; Febbraro, 2001). 

Volunteer tourism has been an emerging interest among researchers in recent years, as there is a growing interest and motivation for volunteers to become involved in such a pursuit (Mustonen, 2007).  Volunteer tourism is a recent terminological reference that can be placed alongside sustainable and eco-tourism (Singh and Singh, 2004).   A volunteer tourist is defined as, the work of an individual in a destination area during their vacation to accomplish a non-remunerative activity with responsibility to self (Singh and Singh, 2004, para. 4).  Brown and Lehto (2005), found four motivational dimensions behind volunteer tourism, which are inclusive to: cultural immersion, altruism, the opportunity to meet other like-minded tourists and connections to family relationships.  Volunteer tourism can be further explained as a process where the tourist is aiming to meet higher intrinsic needs and satisfaction through their selfless act of employment (Singh and Singh, 2004).  Volunteer tourism may be a way to help with environmental issues and may be a future direction for environmental organizations in recruiting volunteers on a national or international level.  Although volunteer managers must keep in mind that if they are going to recruit volunteers from outside local communities that it does not hinder a local community member’s opportunity to participate.  Considerations of ways to retain national or international volunteers would also have to be considered.    

Gaining an understanding of volunteer motivations is important for organizations to know what motivations and attitudes the volunteers they have recruited are going to bring to the experience (Wilson, 2003).  In many cases, an individual will volunteer for the personal achievement, community benefits and/or social benefits, which are commonly stressed in volunteer management (Clary and Snyder, 1999).  Plummer and Arai (2005) also noted that material or utilitarian benefits and tangible rewards that can easily be converted into money could be a motivator.  Through having motivated volunteers it may also be a way forward in encouraging others to volunteer, as well as motivate current volunteers and staff members to further participate in initiatives (Fairmont Hotels and Resorts, 2007).  

2.2 Volunteer Management


Strategic management refers to the process of selecting strategy and policy towards maximizing the organization’s objectives (Harvey, 1982, p. 5).  Strategic management includes “all the activities leading to the definition of the organization’s objectives, strategies, and the development of plans, actions and policy to accomplish these strategic objectives for the total organizations” (Harvey, 1982, p. 5).  Although this may be a general term for management, it can be applied to volunteer management as each organization carries out similar basic administrative functions in varying situations and forms (Gonz, 1997).  Volunteer management is when an “executive or manager applies basic administrative principles to support the tasks that volunteers will be involved with” (Gonz, 1997, p. 7).  The organizational structure in which management can influence related to planning and controlling volunteer management can clearly affect the organization’s performance (Camillus, 1986).  The leadership style is also a “crucial aspect as it influences a number of other areas such as communications and the degree of participation” (Harvey, 1982, p. 248).


Research in the field of volunteer management is important to develop reliable measures of volunteer-friendly processes (Hobson et al., 1997).  Effective volunteer management is an important way to improve service quality for an organization as well as to gain competitive advantage through positioning itself against other organizations and agencies in the industry (Hudson, 2005; Lacy and Boyd, 2000).  According to Hudson (2005, p.54), “positioning is much like a ranking system and an organization or agency must decide where it wants to be on the hierarchy”.  Implementation of effective volunteer management is also important if an organization wants to achieve their desired objectives (Wilson, 2003).  Highlighted in this section are ways to improve volunteer management to achieve the organization’s objectives, improve service quality and accommodate the volunteer’s wants and needs.  Please see Table 5.1.
2.2.1 Planning, Integrating and Controlling Volunteer Management
According to Taylor et al. (2006), there is widespread evidence on the value of human resource management that fosters growth through practices such as training and development, empowered participation and clear communication, which in turn will better facilitate organizational effectiveness.  Volunteer organizations should start by having a clear mission statement, goals, objectives and philosophy within the organization that are made known to the volunteers (Gonz, 1997; Kaplan, 2003; Wilson, 2003).  An organization’s philosophy can have a tremendous impact on volunteers work fellowship and the general working atmosphere, as it is a source of information for the volunteers and provides them with a broad vision of the organizations purpose (Gonz, 1997; Wilson, 2003).

  Volunteers are also influenced by the support and perceived helpfulness from managers and staff (Wilson, 2003).  Therefore, volunteer coordinators and staff members need to give volunteers the feeling of identity and make them feel as though they are a valuable addition to their team (Wilson, 2003).  This can be achieved through encouragement of involvement and giving the volunteer’s responsibility (Wilson, 2003).  This will be further discussed in Section 2.2.4 concerning empowerment.  


The key to volunteer management is placing the right person in the right job as well as to consider volunteers as non-paid staff, but never have lower standards for them     (Wilson, 2003).  As volunteers are committing their time and energy into helping the organization, the coordinator should express their appreciation as well as acknowledge how the volunteer is helping to making a difference (Wilson, 2003).  In order to maintain the benefits of effective volunteer management, coordinators should continue to monitor, regulate and provide recommendations for continual improvement (Issaverdis, 2001). These are expanded upon in Section 2.4.  
Specific aspects of volunteer management sub-systems will be discussed to gain a holistic understanding of concepts that need to be encompassed in volunteer management to glean best practices within environmental organizations. This will include: recruitment, training programs, empowerment, incentives and retention.
2.2.2 Recruitment 

Recruitment always plays an important function in the development of a motivated and healthy group of volunteers (Eagles, McCool and Haynes, 2002).  Recruitment is the process in which an organization will try to find volunteers that will help to achieve the organizations objectives.  The number of volunteer organizations has grown quite rapidly to help deal with limited financial and human resources (Bussell and Forbes, 2001).  This makes it more challenging for organizations to recruit from a decreasing pool of volunteers (Bussell and Forbes, 2001).  In order to undergo recruitment it is important for volunteer coordinators to understand the who, what, where and why of volunteering.  Due to the increasing concern over the recruitment of volunteers, marketing techniques play a very important role in the sector (Bussell and Forbes, 2001).  Individual factors such as expectations, volunteering possibilities, work commitments, family situation, and age play a role in the understanding how to recruit volunteers (Purcell, 1999 as cited in Taylor et al, 2006).

Upon completion of the recruitment process, and when the successful applicants have been hired, it is important that there is an understanding of the volunteer’s motivations so they can be placed appropriately if the volunteer manager has not already done so (Wilson, 2003).  If the volunteer manager can gain a better understanding of motivations, it may be a viable solution to sustain their volunteers (Clary and Snyder, 1999).  Understanding volunteer’s motivations is also explained by the reasons why an individual may not want to volunteer (Clary and Snyder, 1999; Febbraro, 2001).  For example, a relatively large proportion of Ontario youth agreed that they did not volunteer (or did not volunteer more) because they did not know how to become involved (Febbraro, 2001).  Understanding non-volunteers may also be a potential way forward when trying to recruit volunteers.  Volunteer coordinators may also want to gain an understanding of volunteer tourism, as it may be a way forward in recruiting volunteers on a national or international level.  

It is also important that volunteer coordinators set realistic expectations of the volunteer (Bussell and Forbes, 2001).  Once the volunteer has been hired they should be made aware of the content required in their duties. The list below (Eagles et al., 2002, p. 146) outlines the specifications that should be made aware to the volunteers.

1. Work Outcomes- the tasks to be accomplished

2. Work Procedures- required job activities

3. Equipment and tools necessary for quality job performance

4. Work environment characteristics

5. Job specifications- the knowledge, skills, attitude, and other skills necessary for a suitable level of performance
2.2.3 Training programs 

Training programs are implemented in organizations to educate employees and volunteers and develop the necessary skills for their duties (Wilson, 2003).  According to Curtis and Van Nouhuys (1999) and Robinson and MacKay (2000), the most successful volunteer organizations are those with strong induction programs and management styles that reinforce the worth of volunteer contributions. Eagles et al. (2002) also stated that staff and volunteers were more enthused when they were properly trained.  Furthermore, educating volunteers is an effective tool in raising awareness on what organization objectives are and what they are working towards, to get volunteers involved and caring (Wilson, 2003).  This may be exemplified through the Colleague Heritage and Environmental Training Program at the Fairmont Chateau Lake Louise that has a three and a half hour training program to raise awareness and knowledge of the sensitivity of the environment and the heritage of Lake Louise and Banff National Park (Fairmont Hotels and Resorts, 2007).  This form of training and skill development is helpful as the volunteers are coming from all different backgrounds and levels of experience.  Continual training is necessary to update the volunteers with innovative social and environmental ideas (Wilson, 2003).  


Training programs are not only beneficial to the organization to improve the volunteer’s performance, but the volunteers themselves consider adequate training a reward (Rouse and Clawson, 1992).  Rouse and Clawson’s survey showed that training was desirable to both youth development and adult organizations for volunteers.  Ontario youth also saw training as a way to acquire new skills such as communication and interpersonal skills (Febbraro, 2001).  Research on similar organizations training methods and education programs may be an effective benchmark for organizations.  Training programs for volunteers can also be learned through organizations that specialize in volunteering such as United Way or DOVIA (Directors of Volunteers in Agencies), who have comprehensive knowledge of training needs and opportunities in communities (Wilson, 2003).  
2.2.4 Empowerment 
All volunteers need to be recognized as valued ambassadors (Eagles et al., 2002).   This can be achieved in a number of ways such as making clear the volunteers’ rights, improving volunteer morale, responsibility and encouragement among staff. After a volunteer has been recruited and placed appropriately, it is important that the rights, rules and responsibilities are made clear to them so there are no misunderstandings of the expected guidelines.  The need for the understanding of rules is very important in a complex modern society to legitimize power and achieve collective goals as well as it helps to explain the formation of trust (Lin, Cook and Burt, 2001).  As mentioned in the previous section on volunteer motivation, volunteer managers should focus on the needs of the volunteers to place them correctly and ensure satisfaction (Wilson, 2003).

According to Curtis et al. (2000), participation is a fundamental aspect of volunteer groups, which highlights the need for someone to be involved in an activity they enjoy.  Increased responsibility within their participation efforts can also increase a volunteer’s satisfaction as well as empowers them to give future ideas and recommendations (Fairmont Hotels and Resorts, 2007; Wilson, 2003).  Continual recognition that they are making valuable contributions to the organization is necessary (Curtis et al., 2000).  The Fairmont Hotel Green Team are kept motivated through making their work fun by adding an element of social activities such as picnics, hikes, field trips and breakfast meetings (Fairmont Hotels and Resorts, 2007).  Fairmont Hotels and Resorts (2007) also use Quick-win projects where easy and measurable goals can be attained to further employee enthusiasm and support.  Feedback and evaluation from volunteers may also be a useful education tool for management processes.  Empowerment can also come with incentives, which is further explained in the next section.
2.2.5 Incentives 
According to Wilson (2003), rewards must come from something other than a    paycheck.  Rouse and Clawson (1992), state that there are three principal types of incentives for volunteerism, which are: solidarity, purposive and tangible incentives.  

Solidarity incentives are interpersonal rewards such as fellowship, friendship, prestige, and similar positive outcomes from personal relationships. Purposive incentives are satisfaction resulting from feeling one is a means to some valued end or achieving some goal or purpose. Tangible rewards are goods, services, money, or equivalents, such as transportation and lunch stipends (Krieger, 1982 in Rouse and Clawson, 1992, para. 4). 

Incentives influence motivation and control the action of volunteers (Rouse and Clawson, 1992; Klinger 1977).  According to Gonz (1997), a clearly stated mission statement is helpful in providing motivation and incentive to volunteers.  Incentives may offer outstanding opportunities such as career development, recognition, rewards and room for growth, which is reflective in the Fairmont Resorts and Hotels, voluntary staff movements (Fairmont Hotels and Resorts, 2007).   The Fairmont Hotels are also a leader in North America for their comprehensive environmental program, known as the Green Team Incentive Program (Howell et al., 2003).  The leading Green Teams in Fairmont hotels and resorts, which have made the most progress are awarded with a free trip and stay in a Fairmont hotel in a different area of the world such as Acapulco or Jamaica (Howell et al., 2003, p. 233).  This extensive incentive program has been effective way to reduce turnover and layoffs and retain staff   (Fairmont Hotels and Resorts, 2007).  This program is an example of how beneficial incentives or incentive tours may be to the productivity of those who are volunteering.  According to Rouse and Clawson (1992), satisfying motives and rewarding volunteers with meaningful incentives is a critical way to recruit and retain volunteers.  Through giving the volunteers something to work towards they may feel a greater sense of achievement as well as better structure in their volunteer positions (Rouse and Clawson, 1992).  

2.2.6 Volunteer Management for Environmental Organizations 

Environmental training and education should provide employees with a background on the environmental, socio-cultural and economic issues as well as the shift towards sustainability, to help volunteers understand the complexity that is faced in communities and natural environments.  As those volunteering for environmental organizations may come from different backgrounds and levels of experience, environmental education may be an important part of training.  This way volunteers can gain the required knowledge in sustainable development and environmental facilitation (Febbraro, 2001), which may be crucial in aiding the successes of these environmental organizations.   

Operation Wallacea is an example of a non-governmental organization that relies on volunteers, and has levered $2 million from funding agencies specifically to set up best practice management practices (Operation Wallacea, 2007).  One example of best practice for volunteer management is an extensive PowerPoint introduction so that volunteers are aware and can help to address certain community and environmental issues (pers. comm., July 1, 2007).  Volunteers for Operation Wallacea are also encouraged to offer forward-looking ideas on longer-term conservation objectives (Clifton and Benson, 2006).

Landcare is another example of a non-profit government initiated program which occurs in Australia and is widely acclaimed and recognized for their successes in volunteer management (Curtis et al., 2000; Gooch, 2002; Plummer and Arai, 2005).  Landcare believes that: “all around Australia, Landcare volunteers are proving that together they can repair and viably manage their precious natural resources,” (Landcare Australia Ltd., 2007, para. 4). These volunteers are working in rural communities to help individual farmers adopt best management practices (Gouch, 2002; Landcare Australia Ltd., 2007).  

 
Despite Landcare’s successes, Landcare groups continue to face problems with a lack of staff trained in volunteer management and very few senior staff directly involved in programme management (Gooch, 2002; Plummer and Arai, 2005).  This ultimately led to challenges in training for volunteers (Gooch, 2002).  Not only are there a lack of trained staff in volunteer management, but there are also very few Landcare groups that offer any induction courses for volunteers (Curtis et al., 2000).  Landcare can be an important case study for Ontario environmental organizations to research for its benefits but is also an important case study to better understand, how to reduce barriers to administering volunteers (Plummer and Arai, 2005).  
2.3 Volunteers in Canada

2.3.1 Policy Issues and Lack of Funding

The profile, role and expectations of the non-profit sector have reached new heights in recent years (Davidman, Betcherman, Hall and White, 1998).  This is partly due to a neo-conservative shift that took place in the 1990’s (Kranjnc, 2000).  This shift caused policy changes and cutbacks in funding for environmental agencies at all levels as well as organizations (Kranjnc, 2000).  These cutbacks in funding led to increased competition for organizations and agencies to find alternative sources of funding (Kaplan 2001; Kranjnc, 2000).  This also led to deregulation and devolution of environmental responsibilities to municipalities and private sector (Kranjnc, 2000).


In order to deal with the change in government direction and drastic cutbacks, organizations and agencies had to change their approaches (Plummer and Arai, 2005).  One of these changes was a focus on downsizing (Kranjnc, 2000). This downsizing includes funding, staff, capacity building inputs, changes in legal and policy mandates, a downsized organization structure and elimination of a number of external supports such as advisory committees and monitoring (Kranjnc, 2000).  Volunteers can play a key role as a potential solution to the cutbacks in money and downsizing of staff.  As a result, it is important for volunteer coordinators in Canada to gain an understanding of why volunteers participate and what continually drives them to volunteer as well as effective volunteer managerial aspects (Clary and Snyder, 1999).
2.3.2 National Survey of Giving, Volunteering and Participating (NSGVP)

The NSGVP is an important survey accessible through Statistics Canada, which assists in the understanding of volunteers, volunteer motivations, volunteer trends and how volunteers support their communities in the Canadian context.  Statistics are based on 2004.  In 2004, 11.8 million Canadians (45% of the population aged 15 and older) volunteered time to charities and other nonprofit organizations (Hall et al, 2006).  In Ontario, the volunteer rate was above the Canada average at 50% (Hall et al, 2006).  Understanding trends in this survey can help organizations that are relying on volunteers, in the recruitment process as well as retention, to see what motivates the volunteers as well as major barriers to retaining volunteers (Febbraro, 2001).  The main volunteer trends that may be useful for environmental organizations in Ontario to document are:   

1.  Ministry of Education mandated forty required hours of volunteering for youth (Febbraro, 2001).  In Ontario, 19% of these youth were involved with protecting the environment or wildlife (Febbraro, 2001).  For youth aged 15-19, the main reasons, other than being mandated to volunteer, were to improve their job opportunities, to explore their own strengths and because their friends volunteered (Hall et al., 2006).

2. The NSGVP also reveals that the highest rates of volunteering are among youth, those with higher levels of household income and education, those who have school aged children present in the household and among individuals who are religiously active (Hall et al, 2006). Those who contribute the greatest amount of hours tend to be seniors, to have lower levels of household income, higher levels of education, to not have children present in their household and to be religiously active (Hall et al, 2006).

3.  The likelihood of volunteering increases steadily as household income rises, but the hours volunteered generally display the opposite pattern (Hall et al, 2006). The volunteer rate rises from a low of 30% for individuals with a household income of less than $20,000 to a high of 60% for those with an annual household income of $100,000 or more (Hall et al, 2006). In contrast, the average number of hours volunteered tends to decline as household income rises.  
4. The average amount of volunteer hours per annum for environmental organizations was 98 hours, which was eighth on the ranking in comparison to twelve other organizations (Hall et al, 2006).  The highest ranking was in the area of religion at 126 hours and the lowest was grant-making, fundraising and voluntarism promotion at 48 hours (Hall et al, 2006).  This highlights the need to work on strategies to improve volunteer output in environmental organizations.

5.  Top volunteers are those who have made significant contributions to volunteering, giving and participating (Hall et al., 2006).  The top 25% of volunteers in Canada totaled 77% of all volunteer hours (Hall et al., 2006).  Environmental organizations should take note of what distinguishes these top volunteers from other volunteers in order to recruit a strong pool of volunteers.  Volunteers who are religiously active and those who have university degrees are much more likely to be top volunteers (Hall et al, 2006).  Those who attend religious services on a weekly basis are twice as likely to be top volunteers (Hall et al, 2006).  This sub-group of top volunteers made up only 4% of the population aged 15 and older, but contributed 29% of all volunteer hours.  It is important to note that the demographic characteristics of respondents are likely to play role in their volunteering behaviour.
2.4 Best Practices 

Understanding best practices and benchmarking volunteer management is a way to measure and monitor performance within environmental organizations.  Best practice aims for environmental sustainability through four stages:  “benchmarking, accreditation, best practice and auditing procedures” (Issaverdis, 2001, p. 579).  Through going through the steps of best practice, volunteer management will be improved through enhanced quality service, business viability and environmental sustainability with a long-term interest (Issaverdis, 2001).  Initially, when an organization decides they want to implement best practice, an audit is performed to determine concepts are valid and reliable measures of improving performance are defined (Issaverdis, 2001).  Selection of auditors, training, skill building and ensuring consistent application of assessment values are issues to be considered when making auditing decisions (Issaverdis, 2001). 
2.4.1 Benchmarks


A benchmark is a “point of reference from which measurements and comparison of any sort may be made” (Buyukozan and Mare, 1998, as cited in Issaverdis, 2001, p. 581).  Organizations can use the benchmarking process to determine best practices and standards of performance by comparing characteristics and business practices of similar organizations (Issaverdis, 2001).  Furthermore, through gathering external information about other environmental organizations may help organizations to learn and adopt sound practices.  This should be a continuous process where innovations are made in accordance with the changing external environment (Issarverdis, 2001).
2.4.2 Accreditation


Accreditation is achieved when an organization meets industry nominated standards which is determined through an outside consulting organization or company (Issarverdis, 2001).  There are key considerations for accreditations programs: 1) establishment and continuous improvement of industry standards, 2) a focus on industry-nominated standards, rather than government nominated standards, 3) establishing a continuum of measures to improve standards and quality 4) recognition that accreditation should not be compulsory but rather encourage participation through marketing opportunities and incentives (Issarverdis, 2001).  Ideally, an on-site audit should be conducted with approval by inspectors (Issaverdis, 2001).  The environment management system is inclusive to human resources and may be used to help make corrective actions, monitor volunteers and their productivity, audit and provide future directions and mechanisms for continuous learning (Issaverdis, 2001).  

Green Globe 21 is an environmental management system, for sustainable tourism, which can help to further exemplify the benefits of an accreditation program.  Green Globe 21 has three steps: 1) affiliation, 2) benchmarking and 3) certification (Green Globe 21, 2006).  

Green Globe 21 may be an effective environmental management system for environmental organizations with a focus or future direction on eco-tourism development or as a benchmark on how to improve practices.  The Green Globe company standard facilitates responsible and sustainable social activity and improved social outcomes, which is inclusive to the regulation of volunteers (Green Globe 21, 2006).  Green Globe 21 encourages stakeholders to engage in social programs, as well as to be proactive in raising awareness of local and global environmental issues (Green Globe Limited, 2003).

 Organizations that are Green Globe affiliated or certified can also look at annual performance reporting to compare themselves against benchmarks and standards from around the globe in order to gain competitive advantage (Green Globe 21, 2006).
2.4.3 Best Practice


Achieving best practice is a goal for most industries (Issaverdis, 2001). 

This is inclusive to adaptive strategies for innovation (which can be further highlighted in section 2.5.3).  Best practice may be distinguished from benchmarking in that it identifies those practices that are considered the most effective and efficient at the time (Issaverdis, 2001).  To achieve best practice it includes a commitment to change and continuous improvement, retaining a highly skilled workforce (including volunteers), having a team-based management structure, ensuring superior communication processes, using performance measurement systems and benchmarking (Issaverdis, 2001).  Reference to industry experts as well as networking with other organizations and agencies is also a crucial way to achieve best practice (Issaverdis, 2001).  This can be modelled by the Fairmont Hotel and Resorts, where continual improvements to their practices are in place through maintaining up-to-date statistics through collection of materials, feedback from volunteers and employees and regular evaluation of the program to make changes as needed (Fairmont Hotels and Resorts, 2007). 

2.4.4 Audit



Occasional audits are made by consultants to ensure application of processes is in place and an evaluation based on their assessment is made (Issaverdis, 2001).  This is to ensure that environmental compliance is met in all processes and that adherence to sustainable policies and activities are in place (Wall and Mathieson, 2006).  Public interests should also be a priority in the processes (Wall and Mathieson, 2006). Indicators are required for the implementation of monitoring systems to inform judgements on whether an initiative is likely to move the system in the direction of sustainability (Wall and Mathieson, 2006).  Evaluation and continual monitoring through auditing emphasizes positive stakeholder relations, environmental stewardship as well as cultural appreciation (Wall and Mathieson, 2006).    
2.5 Benefits 

If effective volunteer management practices are implemented, they may have many potential benefits, which may be measured by volunteer experiences, effective volunteer management and collaboration.

2.5.1 Volunteer Experiences:


Effective volunteer management is achieved through implementation of volunteer-friendly policies and programs, which are aimed to directly benefit the volunteers (Hobson et al., 1997).  This can be enhanced by expanded availability of volunteer hours, improved volunteer commitment, improved productivity and improved agency functioning (Hobson et al., 1997).  Volunteer empowerment, resulting in improved productivity, can be achieved in various ways such as praising them for their efforts and giving them constant recognition (Wilson, 2003).  


Understanding ways of retaining volunteers is important as reliance on volunteers is growing, which, in turn, leads to a diminishing volunteer pool (Bussell and Forbes, 2001).  Increasing satisfaction and volunteer empowerment also has a positive link with retaining volunteers (Bussell and Forbes, 2001).  Volunteer coordinators should not only understand what motivates volunteers but also what it will take to retain them.  Understanding the volunteers; feelings and allowing them to voice their opinions may be a way to improve relations with volunteer members.  This will also help to gain ideas about their passions as well as generate environmental initiatives (Fairmont Hotels and Resorts, 2007).  Furthermore, an understanding of the dynamics of how staff and volunteers interact may be useful to explore to help increase positive relations (Bussell and Forbes, 2001). A feedback system may also help to retain volunteers.     

2.5.2 Volunteer Management:


If organizations implement effective processes into several volunteer-management sub-systems, it will help train volunteers to become strong members that assist in achieving organizational goals and objectives (Wilson, 2003).  This will not only help to improve operations and strategies, but will also help to retain a strong process-oriented volunteer force.  Continuous improvements and modifications should be applied to volunteer management to innovate with improved internal and industry standards to meet the best practices of volunteer management for environmental organizations. 

2.5.3 Collaboration


Collaboration as a means of improving volunteer management processes may be done through the sharing of information and/or working together to achieve shared benefits and methods of best practice.  This may be useful for many reasons, including development of strategies and benchmarking methods of recruiting and retaining volunteers in other organizations, improving processes in volunteer management and the pooling of human resources to cut back on costs and marketing.  Collaboration through the sharing of information may be expressed through sharing of research, workshops and reaching a consensus.  When information is shared between organizations, it will help determine what the most efficient and effective volunteer management processes at the time are and to help others continually strive to improve to meet these standards (Issaverdis, 2001).  Sharing of information also brings more knowledge together to determine solutions, which may in turn have very innovative results (Bramwell and Lane, 2000).  One way to emphasize the sharing of information is through workshops with neighbouring organizations and agencies (Plummer and Arai, 2005).  At these workshops, environmental organizations and agencies can discuss important issues pertaining to volunteers such as trends, recruitment, retaining volunteers, human resource relations and so on.  Workshops are also a way to help achieve a consensus, where involved stakeholders compromise in order to resolve issues (Gonz, 1997; Jamal and Getz, 2001).  This is a way forward in achieving cooperative alliances with private and public organizations as well as involved agencies (Jamal and Getz, 2001).  This would be an excellent tool to help environmental organizations in Ontario overcome certain issues that they are being faced with, as well as to learn new ways to recruit and retain volunteers.  (Also see section 5.4.3).
Working together with other organizations and/or agencies is also a way to improve volunteer management.  There are several management strategies to collaborate and work together; the ones that may be of particular importance for environmental organization are partnerships, co-management, adaptive management and collaboration under sustainable development.

A partnership is a voluntary pooling of resources (labour, money, information, etc) between two or more parties to accomplish collaborative goals (Chavez and Selin, 1995).  If managed properly, collaboration can have the potential to involve non-economic stakeholders in the decision making for a more democratic process, participant empowerment and a more holistic approach to policy making with equitable distribution of benefits (Bramwell and Lane, 2001).  Figure 2.1 outlines an effective partnership model that is used explicitly in tourism and may also be applied to environmental organizations.  This figure highlights the need for a strong leader, problem-setting, direction-setting through shared outcomes, the need to establish structure and expectations as well as importance of shared outcomes (Chavis and Selin, 1995).    

 
[image: image1]
2.1 An Evolutionary Model of Tourism Partnerships
(Chevis and Selin, 1995, p. 848)
Table 2.2 highlights the potential mutual and individual benefits if collaboration and partnerships are dealt with in a constructive and successful way.  This is in tourism planning, but is also applicable for environmental management planning. Also see section 5.4.1 for further ideas on working together and partnerships.

Table 2.2 Potential benefits of Collaboration and Partnerships


(Bramwell and Lane, 2000, p. 7)

2.5.4 Co-management and Adaptive Management

Co-management is when the “rights and responsibilities pertaining to a particular resource are shared between government and local users” (Yandle, 2003, p. 180).  Co-management has become an emerging interest for environmental organizations to determine an alternative solution for the sharing of resources (Plummer and Fitzgibbon, 2004).  As organizations that are concerned with the natural environment are increasingly relying on volunteers, sharing of human resources may lead to effective volunteer management opportunities between organizations and/or agencies.  If managed correctly, co-management exemplifies opportunities for negotiation and external support, decision-making, common shared vision, leadership and the notion of relationships among people (Plummer and Fitzgibbon, 2004).  

Adaptive management in planning for environmental organizations is also important and is underscored by the flexibility, monitoring, evaluation, corrective action and innovative ways to improve processes, which may help to achieve best practice (Issaverdis, 2001; Reed, 2000).  Adaptive management is used explicitly in environmental management, as organizations are susceptible to change, uncertainty, complexity and conflict (Reed, 2000).  Adaptive management can be a potential way forward through the execution of continuous adjustments and modifications to volunteer management strategies through learning by doing and learning from unexpected outcomes (Reed, 2000).  

In addition, collaboration under sustainable development is a measure of best practice, and may help to strengthen ideas and work together to overcome challenges (Robinson, 2000).  Collaboration under sustainable development may be challenging to implement from theory into practice, although if successful, will help to improve networks and linkages, provide creativity through working together, provide economic savings (through joint promotional activities) and in turn, community benefits (Lacy and Boyd, 2000).  This is also a valuable management tool, as it is heavily committed to stakeholders’ interests and places a large emphasis on human resources, including the imperative work of volunteers.  Through adaptive management strategies and collaboration under sustainable development, innovation and continuous improvements can be made to advance the state of volunteer management (Issaverdis, 2001; Robinson, 2000).

2.6 Barriers


The main barriers that needs to be addressed to overcome ineffective volunteer management in environmental organizations within the context of this research are presented as follows: 1) lack of time and commitment 2) training problems 3) funding issues and budget, and 4) constraints to working collaboratively.

2.6.1 Lack of Time and Commitment:

Volunteer lack of time and inability to make a commitment is a barrier faced by volunteer managers (Hall et al, 2006).  Landcare noted volunteer lack of time as one of their major constraints (Curtis et al., 2000).  This was also the case for the community of Canmore, Alberta (Jamal and Getz, 2000).  In the context of Ontario youth, not having extra time was the barrier most frequently reported by both volunteers and non-volunteers (Febbraro, 2001).  Another common barrier for Ontario youth was that they were unwilling to make a year-round commitment (Febbraro, 2001).  Strategies must be taken into account to deal with time sensitive volunteers.  

2.6.2 Training Problems


Three training problems in the voluntary sector are: 1) training executives, staff, and directors of volunteers in sound management principles, 2) training paid staff how to work effectively with volunteers and 3) providing volunteers with broad training, skill development and leadership development (Wilson, 2003). Training for all stakeholders within the environmental organization needs to occur in order to effectively manage volunteers and work together.  This should be done through training volunteers on  relevant procedures as well as providing them with environmental education, recognizing that they will be coming from different backgrounds.  Training problems may also be attributed to lack of trained staff in volunteer management (Gooch, 2002).

2.6.3 Funding Issues and Budget constraints:

There is a complex relationship between government agencies, the public sector and the private sector (Roberts and Simpson, 2000).  This relationship is exemplified by the contextual situation in Ontario for policy implications, which is also suggestive to organizations in other developed countries of the world such as Australia (Curtis and Van Nouhuys, 1999; Curtis et al., 2000). Environmental organizations are faced with a limited budget due to funding issues and policy changes (Curtis et al., 2000) (Also see section 2.3.1).  Landcare is an example that is run on a small budget and limited numbers of personnel (Curtin and Van Nouhuys, 1999 as cited in Plummer and Arai, 2005, p.232).  This limitation for environmental organizations further emphasizes how working together through collaboration and/or partnerships may be a way forward when dealing with a limited budget and unreliable funding.
2.6.4 Issues of Collaboration under Sustainable Development:

Many organizations and agencies have a future direction to achieve sustainability and best practice (Issaverdis, 2001).  Sustainable development has been challenging for many organizations as they have found it difficult to develop a wider involvement of stakeholders in their decision-making process (Roberts and Simpson, 2000).  One of the main challenges for organizations is to represent all stakeholders’ needs and desires (Jamal and Getz, 2000).  This can be highlighted in the case of a community roundtable in Canmore, Alberta.  This case study exemplifies barriers to collaboration based on barriers to entry, repression of participants, unequal stakeholder representation, the challenges of democratic representation, dealing with conflicting interests of nature, not allowing all interests in the community roundtable, power domination, obligation to remain in decision making, and exhausting several respondents who had trouble comprehending the complex planning domain (Jamal and Getz, 2000).  In order to help overcome these issues, all interests should be addressed and equal stakeholder representation should be in place (including volunteers).  Ineffective rules and policies should be avoided, such as the barriers to entry, no late entrants and the shotgun rule, which terminated the process if a participant walked away which led to individuals feeling compelled to stay on for fear of repercussion from the community (Jamal and Getz, 2000).  
Furthermore, if collaboration is established, it is not an easy process and many issues may arise when trying to reach shared group goals (Bramwell and Lane, 2000).  Some barriers to collaboration and partnerships may include: healthy conflict being stifled, inefficiencies of cost and time and blocking innovation (Bramwell and Lane, 2000).  Table 2.3 outlines further problems that may arise in collaboration and partnerships.  This is in a tourism context, but may easily be applied to environmental management.

Table 2.3 Potential Problems of Collaboration and Partnerships

 
   

 (Bramwell and Lane, 2000, p.9) 

Further understanding towards how to integrate society and people (including volunteers) into processes would enhance collaboration (Roberts and Simpson, 2000).  There may also be trust issues with organizations, agencies and private sectors, which may block working together or lead to the concealment of certain information (Roberts and Simpson, 2000).  Lack of social acceptance is also one of the main barriers for stakeholder participation (Roberts and Simpson, 2000).  This highlights the importance of considering volunteers as legitimate stakeholders and the importance of hearing their opinions.  This should be done through considering the concerns of volunteers in the stakeholder processes as well as through an effective feedback system.
3.0 Methodology

3.1 Introduction



There is an emerging need to explore volunteer management in NGO’s concerned with the natural environment because there is little information regarding this area as it has only recently gained importance (Bremer and Graeff, 2007). The purpose of this study is to understand volunteer management practices in environmental NGO’s to determine appropriate best practices, benefits and barriers. The previous chapter explored literature relating to volunteers, context, volunteer management sub-systems, benefits and barriers to achievements.  This chapter describes the research method used in this study, to allow for the richness and depth that is required.  

This chapter focuses on methods used to conduct the study, and consists of: research foundations, data collection, analysis, transferability, validity and reliability,  commencing with a brief background of methods and explains why qualitative research is appropriate to this study. It also encompasses the criteria behind the selected population and how the sample was determined. This is followed by a brief summary of the types of interviewing styles that may be used for this research explains the style selected. Next the research objectives are described together with how information will be collected and treated. An explanation surrounding the steps that were taken to gain permission and consent for potential individuals to participate in interviewing is discussed. Specific details are provided describing the semi-structured interviewing and the transcriptive process. Additional analysis steps are documented and the manner in which results are presented is described. This section concludes with issues surrounding closure, transferability, validity and reliability. 

3.2 Research Foundations

Social science sub-disciplines are united by their methods (Ragin, 1987). There are several methods that could be used to determine best practices, benefits and barriers to volunteer management for natural resource NGO’s. The method chosen for this particular study focuses on qualitative information encompassing functional volunteer management aspects of Toronto-based environmental NGO’s in order to glean best practices, benefits and barriers. A qualitative approach is appropriate in social research as it allows for richness and depth, which can be captured through “informant’s perspectives on their lives, experiences or situations and as expressed in their words” (Kazdin, 2000, p. 490).  Qualitative research in the broadest sense is research that produces descriptive data of people’s own written or spoken words and observable behaviour (Kazdin 2000).  According to Kazdin (2000), through qualitative methods, understanding is gained through interaction between the researcher and informants during which data is systematically and unobtrusively collected. 

This work is further positioned within the interpretivist paradigm.  An interpretive approach was used to specify a position within the qualitative tradition through making connections in the research as well as to develop concepts, insights and understandings from patterns in the data (Kazdin, 2000).  An interpretive approach can be comprehended as an understanding of social environmental action with a causal explanation of its course and consequences (Weber, 1978). This approach allows theories to arise by allowing reality to emerge from the data (Buber et al, 2004).

         Other appropriate approaches to glean best practices, benefits and barriers for NGO’s concerned with the environment would be through quantitative analysis, an in-depth case study or an ethnography. Quantitative analysis, usually positivistic in nature, takes on a standardized design and stresses objectivity (Desai, 2002). Quantitative research involves measuring quantities of things, usually numerically, as opposed to qualitative research, which measures the quality (Reaves, 1992). The quantitative approach does not “deny or ignore personal experience, it insists that these experiences be quantified or measured on some scale, before they can be scientifically studied” (Reaves, 1992, p. 16).  It does not allow for the subjective character and flexibility that exists within qualitative research (Thietart et al, 2001).  This method was not adopted, as it would disregard the meaning and purpose of behaviour and expressions of the participants (Ritchie and Lewis, 2003), which are central to this research. 

            Qualitative research may be conducted in dozens of ways, many with long established traditions (Miles and Huberman, 1994).  One method commonly used in social sciences would be an in-depth case study.  The term ‘case study’ is strongly associated with qualitative research, although it is used in a variety of ways (Ritchie and Lewis, 2003, p. 51).  The particular features associated with a case study include: 1) only one case is selected, although it is also acceptable that several may be, 2) the study is detailed and intensive, 3) the phenomenon is studied in content, and 4) there is use of multiple data collection methods (Ritchie and Lewis, 2003, p. 52).  This method was not adopted, as generalizing the results for the entire population may be limited and could lead to challenges of external validity of the results (Thietart et al, 2001).  

Another method is ethnography, which is largely descriptive (Miles and Huberman, 1994; Ritchie and Lewis, 2003).  This method condenses multiple data sources (recordings, artifacts, diaries, documents, events) with somewhat less concern for conceptual or theoretical meaning of these observations (Miles and Huberman, 1994; Ritchie and Lewis, 2003).  Regularities in everyday lives are often expressed as ‘patterns’ or ‘rules’ and they are meant to provide the inferential keys to the culture or society under study (Miles and Huberman, 1994, p. 8).  This is usually done through successive observations and interviews (Miles and Huberman, 1994), which would not be appropriate given the timeframe of this study. Other qualitative methods may include life histories, policy and evaluation analysis among others, which are not suitable for the nature of this research as the focus is on volunteer management practices (Ritchie and Lewis, 2003).     

The data for this particular research, was collected through personal interviewing, which is the most common survey technique used in social sciences (Gummesson, 2000).  Interviewing is a form of relationship between two individuals (Esterberg, 2002).  There are several types of interviews, including structured, semi-structured and unstructured (Esterberg, 2002).  These interviews vary according to the amount of control exerted by the researcher during the interview and to the degree of structure (Esterberg, 2002).  

One such method is structured interviewing, which is the most formal and controlled type of interview (Esterberg, 2002).  Questions in this form of interviewing are close-ended, forcing interviews to choose between fixed responses (Esterberg, 2002).  This method would not be appropriate to this study, as far greater depth of insight from the participant would be necessary to determine desirable information about the organizations involved. Another method would be unstructured interviewing where questions are not put in any pre-established order or even prepared in advance (Esterberg, 2002; Gummesson, 2000). This allows for the total freedom to change form of the interview during a sequence of interviews and exclude or add to the areas of inquiry (Gummesson, 2000). Conversations in this format occur more ‘naturally’ to attempt to model ‘real conversations’ (Esterberg, 2002, p. 91). This interview method was not adopted because structure and careful planning was needed to gain insight to the  research objectives for this study.   

         Therefore, a semi-structured interview approach was adopted.  This interview format is much less rigid than structured interviews as topics are discussed more openly to gain a full understanding of the participant’s perspectives (Esterberg, 2002).  Through conducting semi-structured interviews a “flexible and dynamic” approach was adopted to dwell on important areas during the interview (Kazdin, 2000, p. 490). A relatively passive interview style was adopted, which meant in certain cases, the interview would stray off topic (Hackley, 2003). This was also deemed to be advantageous as it informed ideas of the topic at hand as well as provided a more relaxed and honest discussion (Hackley, 2003). In this spirit, the participant’s role in shaping the research process to help construe meaning is emphasized (Esterberg, 2002).  From using the tactic of giving the participant the silence to speak, unexpected insights and issues were then able to emerge (Hackley, 2003).    

           The rationale behind the selection of semi-structured interviews is that it allows for a “much freer exchange between the interviewer and the interviewee,” (Esterberg, 2002, p. 87).  At the same time, structure from the interview guide (See Appendix 3), provided a systematic way of to gain similar information for all interviews, which ultimately facilitated comparisons of findings (Thietart et al, 2001).  The result of these interviews was a rich set of data that has purposeful explanations (Buber, Gadner and Richards, 2004), due to the depth that was gained in the interviews. When important issues arose, elaboration was requested to understand important perspectives, concerns and barriers to certain achievements.  According to Pole and Lampard (2002), exploration of unanticipated issues as they emerge is a key strength of qualitative research.  This research involved emerging issues pertaining to volunteer management in non-governmental environmental organizations from both an internal managerial standpoint as well as external issues that these organizations may be faced with.  Therefore it was important to select an interviewing style that allowed for these issues to be better understood and explored in depth. Consequently, semi-structured interviewing was the most appropriate method for this research, in order to achieve the source of well-grounded, rich descriptions and depth from current personal expressions and explanations of the volunteer management processes (Locke, 2001; Miles and Huberman, 1994).  

3.3 Research Design

Research design provides a step-by-step overview of all the processes included in order to conduct this research.  Firstly, the research questions or objectives must be identified.  This helps to determine which form of interviewing should be conducted.  For this study the objectives are:

1) To examine specific aspects of volunteer management sub-systems (i.e. recruitment, training, empowerment, incentives and retention) and glean best practices within NGO’s concerning the environment.

2) To understand the benefits of volunteer management for NGO’s concerning the environment.

3) To highlight barriers to volunteer management for NGO’s concerning the environment.

Secondly, the population that would be suitable to the context of this research was decided upon.  Sampling was required because the researcher cannot observe or record everything that occurs (Burgess, 1982; Ritchie and Lewis, 2003).  The population for this research was all of the Environmental NGO’s within the Greater Toronto Area (GTA).  The following three criteria used to identify all possible organizations:

1) The organization is concerned with natural resources and is non-governmental.  This includes all sizes of organizations, with varying environmental concerns. 

2) The organization is located within the Greater Toronto Area.  This is an accessible area to be reached for interview purposes and many important Ontario environmental organizations are located here.

3) The organization is available through an Internet search engine, as this was the tool to locate the organizations.  
            Based on these criteria, 27 organizations were identified.  A sample of five of the organizations was randomly selected from the population. Qualitative researchers usually work with small samples, which are then studied in-depth (Miles and Huberman, 1994).  Five organizations were determined to be an appropriate amount of data to collect in the context of this study.  This was done through probability sampling, which involves selecting elements from a random procedure (Thietart et al, 2001).  There are several ways in which probability can be done, in this research it was done through a simple random selection, which is the most basic method where each organization in the population has the same probability of being selected into the sample (Ritchie and Lewis, 2003; Thietart et al, 2001).  This was done through a randomized selection using Microsoft Excel.  The organizations that were selected were Greenpeace, Earth Day Canada, Green Here, Citizen’s Environment Watch and Earthroots.   

A Letter of Invitation was sent via e-mail to the five organizations in the sample population (see Appendix 1).  This Letter of Invitation outlined the details to the potential participants, in hopes that they would be interested in taking part in the research.  The letter was sent to the organizations via public contact information requesting an interview with the staff/person who manages volunteers in the organization.  If there was no response, a follow-up was conducted by telephone.  Those participants who were interested in participating were hand delivered a Consent Form preceding the interview (see Appendix 2).  This form was designed to provide further details about the research, as well as to state the participant’s rights.  After the Consent Form was filled out, data collection took place.

Data collection was done through semi-structured interviewing.  Before entering the field, an initial understanding each involved organizations was gathered through reviewing their websites. Hackley (2003)’s interview checklist which can be found in Table 3.1, was used in further preparation for the interviews:

Table 3.1 Research Interviewing Checklist

	· Establish the aims of the interview

	· Reassure correspondent regarding ethics and confidentiality

	· Decide on a formal or informal interview setting

	· Decide on a structured, semi-structured or unstructured interview agenda

	· Decide whether to audio record the interview and/or to take notes

	· Decide to take a mainly active or passive interview stance

	· Conduct a debrief


The interview was designed according to the checklist in Table 3.1.  The aims of the interviews were established to achieve the purpose of this research, determining the best practices, benefits and barriers to environmental NGO’s in the Greater Toronto Area.  The setting was assumed to be the office of each organization, unless there was another request by the participant. The questions were formulated to attain the research objectives. Participants were made aware of the aims of the interview. Before the interview commenced, the participant’s were made verbally aware of issues surrounding ethics and confidentiality (Hackley, 2003). He or she had the right to not answer a question and had the freedom to end the interview at any time, which was also explained. 

The semi-structured interview was then conducted. The interview script was piloted before entering the field, to ensure that the necessary adjustments could be made accordingly and that the interview questions were stated clearly and structured correctly.  The opening questions cover background information regarding the organizations.  The meaning that actors ascribe to what they do is to some extent always dependent on their background (Weber, 1978). The interviews were structured so that open-ended and probing questions were asked to gain verbal accounts and first-hand knowledge of the empirical world (Kazdin, 2000).  This was done through prompts as well as requests for elaboration (Esterberg, 2002).  Requests for elaboration were used for richness, greater depth and quality of reflection pertaining to important information (Esterberg, 2002; Hackley, 2003).  The main questions were modified when a subject broached the planned subject areas (Hackley, 2003; Thietart et al, 2001).  Probing questions were simply used to redirect the participant on the research agenda, in such a manner that it would not interrupt their flow (Hackley, 2003).  The semi-structured that guided the interview is located in Appendix 3.

 Interviews were tape-recorded to increase validity, reliability, and to ensure important information was not overlooked (Esterberg, 2002). It was ensured that it was acceptable with the participant to tape-record the interview (Hackley, 2003).  This was also done so that the researcher could remain engaged, which may be compromised if the researcher is too absorbed in taking notes (Thietart et al, 2001).  For these reasons, using a tape recorder when conducting interviews was crucial (Esterberg, 2002; Thietart et al, 2001).  The tapes were advantageous to this research as they allowed for more reliable results and a more detailed analysis to be carried out (Thietart et al, 2001).  The tapes enabled recalling certain details about the interview such as dates, information, etc. to be a much easier process (Esterberg, 2002).  Furthermore, retaining the taped interviews was useful for studying processes in organizations and also for explanatory purposes for the defense of the thesis (Gummesson, 2000).  
The tape-recorder was double-checked, to ensure the tape and batteries were in order and the recording equipment was placed in an unobtrusive manner, but in such a way that it could capture the participant’s voice clearly (Hackley, 2003).  An introduction and expression of gratitude and interest was made (Hackley, 2003).  The participant was then asked to answer the interview questions appropriately.  

             A debriefing was also conducted at conclusion to thank the participant and discuss the storing of information.  Unless a follow-up interview was required, these interviews were a one-time encounter with each participant.  Therefore the relationship between the researcher and participant was quite impersonal.  For this reason it was required to remain as neutral as possible so the participant would feel comfortable to discuss their answers (Esterberg, 2002).  Eye contact, engaged body language as well as continuous interest was apparent throughout the entire interviewing process.   

              Upon completion of the interviews the tapes were used to transcribe the full interviews onto typed pages (Esterberg, 2002; Hackley, 2003). Once the transcriptions were complete they were sent to the participants via email to ensure accuracy.  Upon verification, the transcriptions were coded for objectives, motives and themes (Hackley, 2003).  Coding is analysis (Miles and Huberman, 1994).  Although there are many software programs specifically designed to aid in this sort of analysis, a computer cannot easily confront the kinds of problems that will be addressed in this research (Esterberg, 2002). 
An analysis was used to examine any kind of text through a systematic investigation (Esterberg, 2002).  This was done through counting how often a particular theme was mentioned (Esterberg, 2002), although the larger focus for this research was on the meaning of the text (Esterberg, 2002). A combination of open coding and axial coding was utilized. Open coding helped to make sense of the data through finding themes that arose that helped to shape the analysis. This was one way to condense the data through selection, grouping, simplifying and transforming the raw data collected (Miles and Huberman, 1984). Open coding involved a two-stage process. Firstly, the data was intensively worked with to find emerging themes and categories and similar answers were grouped together (Esterberg, 2002; Pandit, 1996).  Secondly, intensive work with the categories was done to find recurring themes that emerged (Esterberg, 2002).  Subsequently, the data was compared and similarities were grouped together and given the same conceptual label (Pandit, 1996).  

Axial coding was also used to construct meaning from categories. Axial coding refers to the process of developing main categories and their sub-categories (Pandit, 1996). An axial coding was also used by positioning the data back together in new ways to make connections between a category and its sub-categories (Pandit, 1996).  Memos were also used as a process of making meaning and to help shape ideas about the emerging analysis and as a record of progress (Esterberg, 2002; Pandit, 1996).  This coding process focuses on the important elements in the data as well as to make connections and themes between the cases (Esterberg, 2002).  Memos are not simply ideas, but were involved in the formulation and revision of theory during the research process (Pandit, 1996).   

              After the initial stages of the analysis were complete (open and axial coding), an analysis was drawn out from the coded transcriptions.  The coding allowed for a more manageable size of data to work with for this part of the analysis (Esterberg, 2002).  This analysis was done through an interpretive approach.  The interpretive approach allowed for behaviour and expressions to be investigated to establish motives through a rational understanding of the meaning behind the participant’s words and actions (Weber, 1978).    Secondary and/or unintended results were also taken into account through an interpretive approach (Weber, 1978).  Through these procedures, conclusions were drawn from the information obtained in the interviews.  Illustrative quotes were also used to help shape the analysis.  This was advantageous as direct quotes were used to support any point of discussion in the report, as the full transcript was not available to the reader (Hackley, 2003).  Numbers will be assigned to participants and will be used for quotes, which are presented throughout the section in italics and primarily in block quotes.  Each quote is labeled with the number, name of the organization and lining of the participant’s interview. The Interviewee order goes as follows: 01) Greenpeace, 02) Earth Day Canada, 03) Green Here, 04) Citizen’s Environment Watch, and 05) Earthroots.  
Major findings and theoretical concerns are completed in the discussion section.  These theories provide a way of highlighting the research experience and tactical knowledge gained through the context of this study (Buber et al, 2004; Gummesson, 2000).  The results are discussed in the context of the literature review.  A combination of the scholarly information from the literature review and information obtained from the interview were combined to determine recommendations for the future.    

              Through using an interpretive approach in the analysis, the focus was on the underlying meanings in the text (Esterberg, 2002). Through analysis of qualitative data, different categories of concepts explaining the content and the relationships of environmental organizations will be addressed to present the results of best practices, benefits and barriers in the Greater Toronto Area (Thietart et al, 2001).  The presentation of the results involved recognizing patterns (or categories) in the data, generating ideas about what these patterns might mean, and exploring potential meanings in the data (Esterberg, 2002). Similarities and differences were determined through patterns and issues that arose from the coded data (Esterberg, 2002).  Once the patterns emerged, a more systematic way of comparing the samples was adopted to relate to the research objectives of best practice, benefits and barriers as well as any other emergent themes of importance, for environmental organizations in the Greater Toronto Area. The axial coded data facilitated arranging these patterns and their various sub-categories.  A chart was created to help compare these results, processes and practices within the organizations (Esterberg, 2002).   Typologies were built as a system to help categorize to make for an easier analysis (Esterberg, 2002).  This was done through responding to each of the objectives and synthesizing across multiple sections.  The outcome of the analysis process is presented in Chapter 4 Findings and describes emergent themes pertaining to best practice, benefits and barriers of environmental organizations in the Greater Toronto Area.  

Following this study, a Letter of Appreciation as well as the results was sent to involved participants (see Appendix 4).  

3.4 Transferability

Transferability is mostly used in qualitative research methods. This will be examined by the degree to which the sample can be generalized to similar organizations or transferred to that of the whole population (Thietart et al, 2001). In this spirit, theoretical inference was used to generalize findings across the population for this research, which was based on logical reasoning and considerations of where wider inferences may be drawn (Ritchie and Lewis, 2003; Thietart et al, 2001). The results of this study based upon the sample used can be indicative to the population of the Greater Toronto Area. Although with certain adjustments, these findings may be useful for environmental organizations in other areas of Canada or developed countries of the world, that are faced with certain similarities to the Canadian context, such as Australia (Curtis and Van Nouhuys, 1999).  This is a potential general application of the research, although there may be certain knowledge gaps in the Ontario context that other organizations would have to consider.  Inferences related to policy are an application that may be used more generally (Ritchie and Lewis, 2003).  As many developing countries are faced with centralized governments, they may not be able to safely generalize these results, as the context of their policies and funding are very different to that of developed countries (Bardhan and Mookherjee, 1998). Nevertheless, this study may offer alternative ideas to help the public sector in developing countries make various improvements in their performance levels with respect to what exists in the Greater Toronto Area.  Transferability through theoretical inference is left to a matter of judgment, as it is difficult to anticipate and understand for other populations (Ritchie and Lewis, 2003).  Furthermore, inferences must rest as hypothesizes and should be backed up through a thick description of the phenomena found (Ritchie and Lewis, 2003).        

3.5 Validity and Reliability


There are threats to validity and reliability prevalent in this research study.  Validity measures the accuracy.  Open, non-leading questions were used in the data collection to remain as neutral as possible (Ritchie and Lewis, 2003). Participants may not respond to questions, which may potentially affect the accuracy of the results.  For example, if a participant decided not to mention the barriers to volunteer management, but lists the benefits, this will not accurately portray the data. Presence of the tape-recorder may have also caused the participant to be reluctant, withhold information and be more reticent in their results (Thietart et al, 2001).  Interpretive understanding also aims to ensure explanatory understanding, verifiable certainty, meaning context and unintended results to better understand the context of this research (Weber, 1978).  
              Reliability is generally understood to “concern the replication of the research findings and whether or not they would be repeated in another study, using the same or similar methods that were undertaken” (Ritchie and Lewis, 2003, p. 270).  The extent to which replication can occur in qualitative research is limited, as it is understood to be a socially constructed reality (Buber et al, 2004; Ritchie and Lewis, 2003; Thietart et al, 2001).  Therefore, it is apparent that reality may be construed in many different ways and there is not one such reality (Buber et al, 2004; Thietart et al, 2001).  To achieve unambiguous results would be very challenging in research involving human subjects (Ritchie and Lewis, 2003).  Therefore, given the complexity of the phenomena being studied and the inevitable impact of context, there are issues surrounding the repeating this research (Lincoln and Guba, 1985 in Ritchie and Lewis, 2003, p. 270).  In order to help improve reliability, the research questions were made clear, coding checks were made, quality checks were made (for bias, deceit, etc.) and data was carefully analyzed (Miles and Huberman, 1994).  

4.0 Findings 

4.1 Introduction


The objectives of this research are to determine the best practices, benefits and barriers of volunteer management within environmental organizations.  This chapter presents and discusses the results from the interviews.  It commences with a summary of the environmental organizations involved and describes their size, mission and role of volunteer coordinators and volunteers.  Interview questions were asked to help gain insight and elucidate the main objectives: to glean best practices of volunteer management sub-systems, to understand the benefits of volunteer management for environmental organizations as well as to highlight barriers to volunteer management to environmental organizations. Attention then focuses on themes that emerged within the interview questions.  Themes are specifically discussed relating to recruitment, training and education, relationships between staff and volunteers, empowerment, resources and incentives, best practice, collaboration and management strategies, benefits, barriers, opportunities, threats, future direction and knowledge voids.  An additional emerging theme relating to the role of the Internet is also presented.  

4.2 Overview of Environmental Organizations


This section describes the organizations in terms of when they were formed, the size, scope and mission or vision.  It also describes role of the main person involved with volunteers, activities, and how volunteers may be involved within the organizations. 

4.2.1 Greenpeace

Greenpeace, was established in 1971 (Greenpeace, 2006), and is the largest environmental organization in this research, as it is present in 42 different countries. Greenpeace is an independent, campaigning organisation, which uses non-violent, creative confrontation which helps to protect the environment and to challenge government and industry to halt harmful practices through negotiating solutions, conducting scientific research, introducing clean alternatives, carrying out peaceful acts of civil disobedience and educating and engaging the public (Greenpeace, 2006).  

Greenpeace's goal is to ensure the ability of the earth to nurture life in all its diversity.  This organization seeks to do this through protecting biodiversity in all its forms; preventing pollution and abuse of the earth's ocean, land, air and fresh water;  ending all nuclear threats; and, through promotion of peace, global disarmament and non-violence (Greenpeace, 2006).  Greenpeace has a National Volunteer Program Coordinator to manage volunteers. 

The National Volunteer Program Coordinator’s specific role is to, 

“Create and develop a program that will encourage volunteers across the country to organize semi-autonomously to work on campaigns Greenpeace works on and also some campaigns in their own local environment” 

#01-Ln. 09

Tools are developed so that volunteers in local groups are able to self-organize and be the liaison between them and the organization.  The aim is that these volunteers will educate civil society to be more concerned with the environment through direct action, creative confrontation and campaigning.  Volunteers are also involved in Greenpeace with administration, office duties and unpaid internships.  

4.2.2 Earth Day Canada

   Earth Day Canada is also a large environmental organization as they have a national level scope.  Earth Day Canada joined 141 nations in celebrating Earth Day in 1990 (Earth Day Canada, 2008).  Earth Day Canada is a national environmental communications organization mandated to improve the state of the environment by empowering Canadians to achieve sustainability (Earth Day Canada, 2008).  Earth Day Canada operates throughout the country with various programs; the EcoMentor’s program is the focus of this research.  One program as opposed to a broader focus was adopted, as it allowed for a more in-depth focus on the most appropriate program to this research.  This program uses high school volunteers to provide environmental education to elementary schools.  The aim is for elementary school children to discover the planet, learn about environmental issues whilst participating in environmental activities with a knowledgeable mentor (Earth Day Canada, 2008).    

The Eco-mentor’s Program manager’s role is designing a program for youth.  Responsibilities include, 

“Recruitment of volunteers, support and communications, training towards everything.  So the program is a volunteer program, so I essentially take care of all aspects of working with them” 

#02 Earth Day Canada-Ln. 07   

This program is specifically designed for youth to become involved in the environmental movement, so the volunteers are the “vehicles of the program” (02, Ln. 40).  The volunteers are involved with spreading the message to the community, so Eco-mentors program achieves their objectives through the volunteers.  Volunteers are also used for events such as Earth Day that occurs on an annual basis.  

4.2.3 Green Here  

Green Here is the smallest and most recently formed organization in this research; it has been in operation since the fall of 2006 (Green Here, n.d.).  Green Here focuses solely on the Davenport neighbourhood of Toronto, an area of mixed residential/industrial land use, the second lowest family income in Ontario and has the highest percentage of those with less than a grade nine education in the province (Green Here, n.d.).  
Green Here’s goal is to use volunteers to:

“Start a citizen arborist movement in downtown Toronto. Basically, we are trying to get people aware of the health benefits or trees, and get people to try and plant trees.  We want to promote care of the urban forest in Toronto”

 #03- Ln. 07  


The communication and events coordinator’s role is to: 

“Deal with the volunteers, organize workshops, I sort of get involved with everything”

#03 Green Here-Ln. 141


There is also a team of part and full-time members who help coordinate the volunteers, although they are a “bit rotating as they are looking for permanent employment” (#03 Green Here-Ln. 90).  Volunteers aid this organization with the tree inventory program.  There are also other duties they may be involved with such as grant-writing, or watering trees; these duties are aimed to reflect volunteer’s interests.

4.2.4 Citizen’s Environment Watch
Citizen’s Environment Watch was founded in 1996 and is a medium-sized organization in this research.  It is based in Ontario, with a particular focus on the Greater Toronto Area, Oak Ridges Moraine and the Green Belt (Citizen’s Environment Watch, 2008).  Their mandate is to provide education, equipment and support for community-based ecological monitoring and stewardship (Citizen’s Environment Watch, 2008).  This aim helps participants reconnect to local ecosystems through hands-on support based on the principles of education, evidence and action (Citizen’s Environment Watch, 2008).  
           Citizen’s Environment Watch has a Volunteer Manager Assistant whose role is to:   

“Work closely with the Program manager, and coordinate with the development manager”.  

#04-Ln.13

The volunteers are involved with different roles including: youth volunteer projects, outreach volunteers, administration volunteers, and sometimes a program research volunteer.  The projects are through community based monitoring programs that cover air and water quality, to gain an understanding of hands-on science related to the environment.       

4.2.5 Earthroots
 Earthroots is a small organization based in Toronto, focused on wilderness preservation in Ontario.  Earthroots has been operating since 1986 and is formerly known as the Temagami Wilderness Society (TWS).  In 1991, it changed to Earthroots in order to broaden the organization’s campaign focus beyond the Temagami issue.  The campaign related to the Temagami issue is to stop clear cutting of the old-growth red and white pine forests as these are an endangered ecosystem (Earthroots, n.d.). 

Earthroots mission is:

“To preserve wilderness, wildlife and watersheds through research, education and action”. 

#05-Ln.10   


The Volunteer Coordinator is also the Administrative Assistant and Outreach Coordinator, so the efforts are split between the three roles.  In terms of the volunteer coordinator duties, the role is to:
“Post calls for volunteers on Charity Village, Craig’s list and whichever list serves are appropriate for the recruitment on volunteers.” 

#05 Earthroots-Ln.48

When a volunteer is recruited a meeting is set up with them to determine their interests, focus of efforts and their education.  Volunteers may get involved with Earthroots through community outreach, events, office and administrative purposes, peaceful protests and campaign research and support.

4.2.6 Themes in Organization’s Overview



There was a dominant theme that the organizations have been in operation for over 10 years, with the exception of Green Here, which is a very new organization.  The size of the organizations ranges from local to international in scale.  The stages of development also varied, as some organizations have well-established volunteer management processes (e.g. Greenpeace) and the majority are relatively new or going through restructuring (e.g. Earth Day Canada).  A dominant theme among all organizations is a shared vision to raise awareness to the public on advocating change through environmentally friendly practices.  This was done through various environmental initiatives that pertained to different issues that varied in scope.

 No clear theme emerged in the role of the main person involved with volunteers as the roles varied considerably.  Citizen’s Environment Watch had a role solely dedicated to volunteer management, Earth Day Canada and Greenpeace both have volunteer program managers and Earthroots and Green Here had managers involved with volunteer management plus other additional duties.  The main volunteer roles included: administrative and office duties, outreach events, campaigning, research, education and raising awareness.  

There was also a strong trend towards youth-friendly activities; three of the organizations explicitly target youth and the other two organizations attracted a youth demographic.

4.3 Themes that emerged within interview questions 

4.3.1 Recruitment


An initial question posed to the organizations concerned recruitment.  A dominant theme that emerged from the respondents was that their websites was one of the main recruitment tools.  The websites explicitly stated how to get involved in volunteering and made options easily accessible for potential participants.  In the case of Green Here, their website did not play as big a role, as the local community members were more inclined to come across a flyer or a community newsletter.  Green Here had various recruitment tools, as it was more of a challenging process to get volunteers involved. 

“We go to the community centre, there’s also a local newspaper published out of the community centre, we have an e-newsletter, we’ve tried to get some of our articles published in the Portuguese or Italian newspapers, but it doesn’t seem to be something that is a hot topic for them.  So we are going to retry this in the new-year”.

#03 Green Here-Ln.58

On the other hand, Greenpeace’s Volunteer coordinator stated:

“Greenpeace is very fortunate that they do not have to recruit a lot of volunteers people come to us”.

#01-Ln.86  

Additional emerging themes were various tools using the Internet and using various listserves to recruit volunteers.  

“We’ve posted on Planet Friendly and have found a few volunteers that way, the community newsletter, our own email and we have a few list-serves in the neighbourhood that we use”.

#03 Green Here-Ln.73


The increasingly strong role of the Internet seemed to play a role in recruitment.  This was explicitly stated by the most of the organizations that it was the most effective way of recruiting volunteers. 

“The Internet and its various list-serves are really the most efficient way in which we recruit volunteers. It is accessible to a broad spectrum of people”. 

#05 Earthroots-Ln.93

The role of the Internet appeared to be replacing more traditional advertising techniques such as posters and flyers for the majority of the organizations. 

I think what is fascinating for me, is the new media and new ways to organize via the Internet such as Facebook, Yahoo groups and My Space for example.  We as an organization need to continue to be as innovative and edgy as possible because otherwise we are going to be left as this group that was founded in 1971 and not known where we are at”.

#01 Greenpeace-Ln.515

 In the case of Green Here a really effective way was just putting up posters in the park.  This may be associated with the lack of awareness of the importance of trees in the neighbourhoods, so the community would not necessarily be searching for these kinds of volunteer experiences on the Internet.   

4.3.2 Training and Skill-building Activities


Training programs are developed to help educate employees and volunteers about the necessary skills for their duties (Wilson, 2003).  Questions regarding the presence and nature of training were asked.  The majority of the environmental organizations had training programs. Training was generally about three hours, but up to a full day in certain cases (e.g. Citizen’s Environment Watch).  

Earthroots took an intuitive approach as it would:

“Train the volunteers as they go along, according to what tasks are delegated to them and based on their experience and education”. 

#05-Ln.59

 
Greenpeace offers on-going training, which is a way to know that volunteers are continually engaged.  As a supplement to the training, Green Here and Earth Day Canada used booklets to further the volunteer’s understanding.  Training as an incentive emerged as a theme by Earth Day Canada and Citizen’s Environment Watch, to offer recognition either through volunteer’s hours contributed or a certificate.  There was another emerging trend in organization’s using training as a way to add a value-added experience to volunteering.  This was done through the sharing of practical information, having guest speakers, workshops and a question and answer period.

“In the fall we had a training conference, which was 6 volunteer hours, had a lunch, had speakers come in to talk about various topics such as sustainable student living, someone to talk about the Artic and Global Warming.  This way we are not just training them on how to give workshops, we are giving them a value added experience and they will leave with new information”.

#02 Earth Day Canada-Ln.121


Skill-building activities and education for volunteers to further the volunteer’s education was something that all the organizations are engaged with.  A dominant theme emerged that the organizations would invite the volunteers to skill-building workshops.  This was primarily done through email as well as the organization’s website.  The skill-building activities were seen as a way to continually raise awareness to volunteers on the environmental issues and activities that the organizations are involved with.  

For example Green Here’s manager found these workshops to be effective as:

“We learned a lot about the trees, and different sorts of measurements, and they all got full training in that, so that’s a skill they would have come away with that they wouldn’t of had before”. 

#03-Ln.163    

The training and skill-building activities that are offered by these organizations appear to be effective tools in raising awareness to volunteers.  The only instances where training did not play as large a role in the beginning was for smaller organizations in which it was more of an intuitive process and training as you go along.  There appeared to be innovative skill-building activities and workshops in place to help aid the volunteer’s understanding of environmental issues.  These were not necessarily related to their tasks and duties but to help raise awareness to the volunteers who are responsible for delivering messages to the community.  Training and skill-building activities both appeared to be vital processes in volunteer management.  
4.3.3 Relationship between Staff and Volunteers    


All of the organizations emphasized the importance of maintaining positive relationships with volunteers.  A dominant theme of understanding the motivations of volunteers was reckoned to be one way to increase the relationship between staff and volunteers.  An example of this was through explicit communication between the volunteer and staff member to: 

“Gain a clear sense of the volunteer’s time commitment, as it aids us in assigning appropriate projects and work-loads”

#05 Earthroots-Ln.83  

Another dominant theme for volunteer motivations was the opportunity to engage with others in the community and meet like-minded people.  For example, in addition to understanding volunteer motivations, Greenpeace takes measures to ensure that the volunteer’s experience is fun, gives them a sense of belonging as well as the opportunity to meet like-minded people.  On the other hand, this was a gap for Earth Day Canada, as the manager felt the volunteers were missing,

“...the chance to network with other volunteers which I think is a key component of volunteering.   It is important that youth get the opportunities to meet others with similar interests as you are building a community of environmental educators”.

#02-Ln.133

 The organizational size played a strong role in response to this line of questioning.  It appeared that the larger the organization is the more impersonal the volunteer and staff relationship is, as these staff members are more involved in the background work.  Gatherings and events were explicitly stated to be some of the only opportunities for the volunteers to put a face to their volunteer manager.  Greenpeace and Citizen’s Environment Watch have team leaders in their organizational structure that will assist with volunteer management processes to help mitigate this issue.  Citizen’s Environment Watch’s volunteer manager noted: 

“If they work in the office you are able to get personal contact with them, but during events there is not a lot of time to build relationships with them so retaining them is a big issue”.

#04-Ln.214

There appeared to be a dominant theme amongst the middle to smaller organizations, to foster strong relationships with volunteers through an adaptive approach that tailors to individuals needs.  This can be exemplified through Green Here, who does not only understand volunteer’s duties but also will try to accommodate their individual needs. This may be exemplified by:

“Improving their language skills, or they may be looking to get to know the neighbourhood better or get work experience”. 

#03 Green Here-Ln.156

This study appears to show the relationship between the staff and volunteers varies due to the size and organizational structure of the environmental organization.

4.3.4 Empowerment


Respondents were asked about the subject of empowerment and volunteers.  The main themes that emerged increasing volunteer morale through responsibility and recognition. Providing volunteers increased responsibility in the volunteer’s efforts was shown in section 2.2.5 to have positive contributions to volunteer’s morale.  A dominant theme adopted by the majority of the organizations was to involve innovative ways to achieve empowerment such as involvement in the planning processes, inviting volunteers to meetings, feedback and evaluation, or in Earth Day Canada’s case, have the volunteers responsible for running the entire program.  

“That buzz is what is going to make the difference and so we take it very seriously.  The volunteer is as important as the person who is in front of the camera”.

#01 Greenpeace-Ln.179

Showing recognition and saying “thank-you” in person, in meetings, in communications was also shown to be a dominant theme for expressing appreciation to the volunteers.  

“We hope that by recognizing them and including them in on what we do and having them become more involved with their neighbourhood, is what a lot of people are looking for and that’s what they get.  We like to leave the door open for them to participate as much as they like, because some people don’t want to participate too much and some want to participate more”.

#03 Green Here-Ln.239

Citizen’s Environment Watch and Green Here adopted an additional thank-you effort through having thank-you lunches for the volunteers. 

“At the end of last year’s outdoor season, we had a barbeque on Centre Island”

 (Citizen’s Environment Watch, Ln. 137). 

Recognition appeared to be the most dominant theme related to empowerment.   An additional area of importance related to the theme of empowerment was taking steps to increase volunteer morale such as by offering the volunteer’s support and allowing their involvement in processes. There appeared to be a general understanding amongst all the volunteer managers that hard work should not go unnoticed and that you will get more out of the volunteers if you appreciate them.     

 4.3.5 Incentives

When questioned on incentives there were varied responses.  The main themes that emerged surrounded intangible and tangible forms of incentives.

There was a dominant theme among respondents corresponding to intangible incentives for volunteers.  Dedicated staff time appeared to be one of the main resources dedicated to the volunteers. Volunteer involvement and recognition was considered an incentive by all the organizations.  When asked about future incentive ideas, more processes that recognize the volunteers were the most common response by these organizations. 

“Yes, formal recognition for each program and also for the general volunteers.  Also, to maybe have different levels to achieve recognition as an incentive”.

#04 Citizen’s Environment Watch-Ln.150
Another dominant theme pertaining to incentives for the majority of organizations was a letter of reference for the volunteers.  This was aimed to help them with future employment opportunities.  Earth Day Canada and Citizen’s Environment Watch also offered volunteers a certificate to recognize their achievements.  

“They receive a certificate, a letter of reference, and will try and tailor it to if they are applying for university or a specific award”.

#02 Earth Day Canada-Ln. 182


Tangible gifts were a theme that emerged, but there were varied responses in having tangible incentives as a form of remuneration.  Tangible gifts for volunteers played a big role in incentives for some of the organizations, and were not recognized as a major incentive for others.  Earth Day Canada offers a package of goodies, and a backpack that is donated from Mountain Equipment Co-op, and an Earth day T-shirt.

The manager at Earth Day Canada has found this to be an effective end goal and has been a way to provide structure to the volunteers.  Earthroots also offers incentives to volunteers through in-kind donations with environmentally friendly franchises. 

“As far as giving back to them, that’s a major focus for us, we need them to feel appreciated for them to want to continue to volunteer with us”.

#05 Earthroots-Ln.125

Green Here had t-shirts for volunteers but participation was the main form of incentive for the volunteers and Greenpeace offered t-shirts from time to time. Although Greenpeace’s volunteer coordinator stated, 

“I do not think that is sustainable and that someone will stick around for a long time because of a t-shirt.  They are going to stick around because they meet like-minded people, because the issues are important, because it is fun and social.  I do not use the gimmicky win a t-shirt, although people actually do get a t-shirt from time to time, but I do not find it necessary, in my opinion”.

#01-Ln.240

The incentives for volunteers appeared to correspond to the manager’s personal beliefs and experiences of what seemed to work for the volunteers.  The budget allocated to volunteers also appeared to play a role in the incentives.  Organizations either shared the program’s budget, had a small budget for the volunteers or did not have a budget for volunteers.  This seemed to affect what they could offer to volunteers in terms of tangible elements.  

“Last year and the year before we did not have a budget for the volunteers.  We used the program budget to recognize them”.

#04 Citizen’s Environment Watch-Ln. 86

The main organizations involved with having tangible gifts for the volunteers (Earthroots and Earth Day Canada) had these gifts given to them from sponsors.  These sponsorships appeared to be mainly with environmentally friendly franchises.  As a whole, organizations seemed to be more concerned with the intangible elements related to the volunteering experience.  Although tangible incentives was definitely a theme in this study, just a high priority for some organizations than others.  

4.3.6 Feedback and Involvement 

Involvement of the volunteers in processes and/or feedback and evaluation emerged as a theme, although different tactics were used to receive feedback.  There was a theme that effective feedback was shown to be helpful with scheduling, evaluating the program and determining gaps that may need attention to.  

 “Getting their ideas from the beginning so that we are going to build a campaign that is going to resonate with people in this country.  But also so people think “Wow people care what I think”. I’ve also implemented an evaluation afterwards so I can know what people thought of the activity, what we could do to make it better and what they suggest that we do next time, what were their top 3 favourite things, what weren’t their top 3 favourite things, so we use their input to improve our activities”.  

#01 Greenpeace-Ln.166

A minor theme emerged that if the feedback collection process was inefficient it lead to a barrier of how the information was utilized in the future.

“What we lack is how to take all that information and turn it into something new.  You can collect a lot of data, and have piles and piles and piles of paper in your office, but if you don’t have any ways to use it then it is pretty useless”.

#02 Earth Day Canada-Ln.220

An additional minor theme that emerged for a couple of the organizations (i.e. Green Here), which involved volunteers getting feedback throughout several stages and not just in the evaluation.  

“To get their ideas from the beginning so that we are going to build a campaign that is going to resonate with people in this country.  But also, people think “Wow people care what I think” and I’ve also implemented an evaluation afterwards so I can know what people thought of the activity, what we could do to make it better and what they suggest that we do next time, what were their top 3 favourite things, what weren’t their top 3 favourite things, so we use their input to improve our activities”.  
#01 Greenpeace-Ln.166

Feedback appeared to be a way to generate new and innovative ideas for the organizations.  It appeared to also be a way to evaluate the program and management’s effectiveness.  The emerging theme of involving volunteers throughout several stages was found to be effective and successful for the organizations that have adopted this.  Feedback appeared to only be successful, if a strong feedback system to collect the data was in place.

4.3.7 Best Practice  


Interview questions pertaining to best practice were related to these criteria: benchmarking, audit, accreditation programs and monitoring and innovation.  Benchmarking was not recognized to be a strategy for these organizations, although Greenpeace benchmarks internally within the organization, and Earth Day Canada practices this in a general sense.  There was a minor theme in having external consulting companies audit the organization’s management processes.  Accreditation was not in place by any of the organizations.  This may be because of monetary constraints.  Monitoring and innovation occurred on an internal level, but not to respond to the most efficient practices at the time based on industry standards.   

Benchmarking was not fully in place by any of the involved organizations, although there was a minor theme in it being partially existent.  Greenpeace can benchmark internally within the organization based on volunteer management processes in other countries.  This has made it possible for them to not have to build fully from scratch.  Earth Day Canada, looks at other youth programs in general, such as the Duke of Edinburgh, but they are undergoing major changes in their planning processes and,

“A competitive scan of other organizations is on the table and something we are going to be getting to”.  

#02-Ln.250

There were no recognized benchmarking practices for the other organizations.


An audit by an external consulting company was a minor item that was performed for Greenpeace and Earth Day Canada.  Greenpeace has looked to Amnesty as they do consulting work for non-profit organizations, specifically in Canada.  This involved:  

“A study to see what’s working in Canada and what’s not working in Canada and what would work for Greenpeace”. 

#01 Greenpeace-Ln.310

Earth Day Canada’s involvement was with Youth as Facilitative Leaders a project of ICA Canada that focused on strategic planning, workshops and action planning.  

“We had them do a two day workshop with us to identify issues, barriers and to condition us to help us move on and plan what we are doing, which was really great”.   

#02 Earth Day Canada-Ln.265

None of the organizations were affiliated or accredited with an accreditation program.  Continual monitoring and innovation emerged as an internal process for all of the organizations.  There were no organizations that innovated and monitored their processes to meet the industry nominated standards for the most efficient practices at the time.  Although Earth Day Canada looks to, 

“Strategic planning best practices, so volunteer management, can sort of fall into either of those categories, but it’s definitely its own area in itself”.

#02-Ln.306

The main theme for monitoring was continual feedback and evaluation, which is highlighted in Section 2.5.2 Volunteer Experiences as beneficial.  Greenpeace’s coordinator attends conferences to see what is working and to further develop personal skills and the program.  

In terms of best practice management practices, more appeared to be in place for the larger organizations.  

“Because we are such a small organization there is not really an official way to do these things, it’s more of an intuitive process”.

#05 Earthroots-Ln.218  

This may be because of their size and the phase of more formal management strategies to help manage their processes. It also appeared that the smaller organizations do not have the budget to hire an outside company to audit their processes. 

“We don’t have any budget for anything so we can’t buy them stuff.  We don’t have paper and pens for our own office”.

#03 Green Here-Ln.224

Based on the information gathered in this research, it appeared that these opportunities to work with external companies were more accessible to larger organizations. 

4.3.8 Collaboration and Partnerships


Collaboration and partnerships was a very dominant theme in this research.  There was also an emerging theme of forming partnerships with non-environmental organizations. All of the organizations have collaborated and partnered with other organizations.  This is a way to share information and aim to achieve shared outcomes (Selin and Chavez, 1995).  All of the organizations have a partnership(s) in place with other environmental organizations.

“We have a lot of partners and different programs have different partners.  An example would be our monitoring the Moraine program; we are partnered with the Oak Ridges Moraine Association, Saving the Oak Ridges Moraine, and etc.  We have lots of partners”.

#04 Citizen’s Environment Watch-Ln.179  


There was an emerging theme of having partnerships in place with organizations where the work complimented each other.  This was shown in Earth Day Canada’s organization as well as Green Here’s organization.  

“We are a partnership with Davenport Perth Neighbourhood Centre.  In this instance they are our partners for the Trillium grant that we get, so they have youth programs, and we do workshops with these youth”.

#03 Green Here-Ln.316

A major theme for partnering with non-environmental organizations for the youth-friendly organizations was to collaborate with school boards (i.e. Toronto District School Board and Toronto Catholic School Board). 

“The Toronto Catholic School Board, are looking to have a budget doing green school programs, they would like us to help out with an audit process and then how a school would go about conducting an audit in their school”.

#03 Green Here-Ln.332  


It appears from this research that organizations see the benefits of working together.  This shows that the pooling together of resources may lead to more effective use (Bramwell and Lane, 2000).  Through the formation of innovative partnerships with non-environmental organizations, it shows the capacity to form a creative synergy, which perhaps may lead to innovation and effectiveness (Bramwell and Lane, 2000).  Please see Table 2.2 for further benefits of collaboration and partnerships as well as 5.4.1 Recommendations for Environmental NGO’s on ideas for partnerships.  Collaboration and partnerships appeared to be something that all the organizations were very open to and willing to pursue.  

“It’s a very open community, and we are very interested in networking and working with other youth environmental groups and youth organizations as well.  And if people want to meet with us, we are more than happy to”.  

#02 Earth Day Canada-Ln.326

4.3.9 Management Strategies


Co-management and adaptive management were processes that the respondents were questioned on.  


Co-management is way to exemplify opportunities for external support (Plummer and Fitzgibbon, 2004).  Co-management was a minor theme in this study.  Earth Day Canada has used co-management as a strategy in their partnership with Canada World Youth.  How this partnership works is Canada World Youth gets volunteers from India to help run the workshops and promote community events, and Earth Day Canada’s role in this is to provide training to youth in Sudbury as well as the larger community.    Greenpeace has also shared resources with other organizations: 

“Greenpeace and a bunch of other organizations put their money into a pot, to hire someone specifically to try and build momentum around a particular campaign, clean energy in Ontario”.

#01-Ln.371

Greenpeace also mentioned they look to their membership with WWF to help out with pushing a particular issue.  This was not a dominant management strategy for Greenpeace and they may look further into it in the future.  Earthroots helped out Forest Ethics in their recruitment processes through raising awareness to their volunteers. This was a one-sided process, as they have not looked to Forest Ethics or other organizations to help with their processes.  


Co-management appeared to not play a strong role in the respondent’s management processes.  There was the exception of Earthroots, although this was not a formal co-management strategy and more or less helping another organization out.  It appeared that the only organizations that had a form of co-management were the larger organizations.  This may because more formal management strategies are in place because of the size of these organizations.  This may also be because they are so large in size they may need to look to others to help with certain processes such as recruitment and campaign assistance. 


Adaptive management can be a potential way forward through the execution of continuous adjustments and modifications to volunteer management strategies through learning by doing and learning from unexpected outcomes (Reed, 2000).  Adaptive management was a dominant theme in this research and played a prominent role in the majority of these organization’s strategies.  All of the organizations have adaptive management processes in place to a certain degree.  The main theme for adaptive management was tailoring to individual’s needs and various demographics for programming and volunteer opportunities.  

 “I manage different programs and there are different demographics within those programs, some more youth, the office jobs seem to be more people in their 50-60’s, not always, so I manage those programs very differently, so I suppose that’s adaptive”.

#01 Greenpeace-Ln. 377


Adaptive management appeared to be an effective process that was used to help accommodate various individual and demographic needs. In one case adaptive management found to be a ‘catch-22’:  

“It’s wonderful on the one hand because we can engage so many people at so many different levels and accommodate so many individuals.  At the same time, it has weakened the program in a sense, because it is too flexible and we don’t have certain set protocols in stone about how we run things.  We need to find a better balance with that”. 

#02 Earth Day Canada-Ln.356 

For the most part it appeared to be utilized, as a way to understand individual and program needs. Adaptive management appeared to be a stronger management strategy for new managers to the organization or where the volunteer management position was a new role.  All of the organizations in this positions used adaptive management as a form of restructuring their program.

“Our volunteer management is quite new because previously no one really focused on that before, so now I am trying to modify the processes”.

#04 Citizen’s Environment Watch-Ln.197 

“I should mention we are going through major restructuring right now so a lot of what I’m saying right now were trying to work on, develop and improve”.

#02 Earth Day Canada-Ln. 83

Restructuring of the program and certain management aspects in the new-year commencing in January 2008 was a theme for Earth Day Canada, Green Here and Citizen’s Environment Watch.  This appears to show how effective volunteer management is a priority for these organizations and they are willing to modify their processes to make improvements. 

4.3.10 Benefits of Volunteers and Effective Volunteer Management


The help of volunteers is integral to all of these organizations.  The most prominent theme shown by all of the organizations was that volunteers are beneficial in outreaching messages to the public.

“Once they understand, they become messengers of the message and help us with our citizen’s arborist movement.  They have become a citizen’s arborist and that is one more step in the right direction of where we are trying to go”.  

#03 Green Here-Ln. 431

One manager felt:

“That message being carried by folks living in the city has a sense of legitimacy to it, as it’s not people thinking ‘oh its just some crazy eco-freaks who don’t even let you breathe air’, but its students, mothers, and whomever else that care about these issues”.  

#01 Greenpeace-Ln.430

In addition Citizen’s Environment Watch also felt that volunteer assistance is

“…a very effective way to outreach our program as they can tell their friends and family members”.  

#04-Ln.243

A second theme within benefits of volunteers that emerged was the volunteer’s help.  This help was in various areas but the most explicitly stated ways in which the volunteers helped were: office assistance, campaign assistance, events and the collection of data.

“We need them to help with nearly everything that we do- going to events and helping out with outreach and communication with the public, general office management responsibilities and tasks, campaign assistance, etc.  All of these components are what makes our organization and their help in those areas is really important”.

#05 Earthroots-Ln.325

The importance of effective volunteer management was also asked about.  Effective management in volunteer processes can help to achieve organization’s to achieve their goals and objectives (Wilson, 2003).  The themes that emerged within the importance of effective volunteer management were related to enhancing staff and volunteer relationships as well as improving retention.    

A couple organizations (i.e. Earthroots) reported that effective volunteer management enhances the relationships with volunteers.  

“As a manager I am very involved in making sure those relationships are healthy and that they pass on the healthy energy to the other people that come into the program and so it has a sort of ripple effect”.  

#01 Greenpeace-Ln.444

In order to maintain these positive relationships, steps were taken to motivate, appreciate and recognize the volunteers for their efforts. 

“The volunteer appreciation donation drive has motivated and shown the volunteers that we appreciate them, it continues to motivate them to help out, keeps the morale high and I think that that’s a major strength in our system”.  

#05 Earthroots-Ln. 339

A second theme within the importance of effective volunteer management was that it helps to retain the volunteers.

“You get better quality work from the people that are working for you.  You get them to be more satisfied with what they are doing and then they will probably try to stay with you longer”.  

#03 Green Here-Ln.438

“If you can’t figure out a way to retain volunteers there’s no point in even recruiting them.  Having long-term people definitely helps out the program”.

 #02 Earth Day Canada-Ln.407  

It appears from this study, that there is a strong need for the aid of volunteers to help advocate environmentally friendly messages to civil society.  It appears that the managers of these organizations are very busy with their own tasks and duties and they need the aid of volunteers to assist them.  And thus, most of these organizations are operating on a limited budget so it appears that the help of volunteers is a great alternative.  

“We are an environmental organization, with a very limited budget (like most environmental organizations), we rely heavily on volunteer contribution”.        

#05 Earthroots, Ln. 322


Organizations have realized that volunteers are integral to their processes and have also appeared to realize the importance of effective volunteer management.  There appeared to be a common response that effective volunteer management was a way to recognize and appreciate the volunteer’s contributions and their efforts.  As a result this appreciation and recognition lead to the building of relationships between staff and volunteers, which may help retaining the volunteers.  In this respect those manager’s that are concerned with retaining volunteers may have to build relationships to help retain volunteers.  There was only one organization that foresees effective volunteer management to be a way to promote their organization.  

“If we are training the volunteers very well, it helps us to promote our organization and program”.

#04 Citizen’s Environment Watch-Ln.251

Although this was the main area addressed for Citizen’s Environment Watch regarding volunteer management, it was explicitly stated earlier in the interview that:

 “The development manager, the program manager and I work with the volunteers we have a lot of personal contact with them so we build the personal relationships to help the volunteers stay with us”.

#04 Citizen’s Environment Watch-Ln.125  

There are appeared to be a very dominant them that volunteers and the importance of effective volunteer management were integral to the organizations.

4.3.11 Opportunities


Opportunities refer to something that is available outside of the organization (e.g. external resources such as a journal) that may by helpful to the volunteer managers.  

There was a dominant theme that volunteer managers saw external opportunities that may be available to them.  The most prominent trend was looking to outside resources to help better understand volunteers or volunteer management.  This was done through looking to other environmental groups for advice, attending workshops and conferences, materials and guides as well as looking to the organizations partners.  

“I think it is important to bring in examples and how they can work well”.

#01 Greenpeace-Ln.463

“We attend some volunteer management workshops and there is TVAV Toronto Volunteer Association that is running bi monthly workshops, with guest speakers on volunteer management which is resourceful.  Last month, Ontario Trillium Foundation had a volunteer management workshop, so they told us about some of the trends of Canadian volunteers”.

#04 Citizen’s Environment-Ln.258


Looking to external resources to aid in volunteer management processes appeared to be a practical tool, in helping the organizations to better understand volunteer management.  The larger organizations appeared to look to external resources more as they all attend conferences and workshops.  One of the smaller organizations looked to other environmental groups for information concerning recruitment of volunteers.
4.3.12 Barriers of Volunteers and Volunteer Management


Responses to volunteers as barriers did not appreciably emerge as a theme. Furthermore, two of the organizations (i.e. Green Here and Earth Day Canada) have not recognized volunteers to be a barrier at all.  Although of these manager’s one did recognize that:

“High turnover could be a barrier, because of the costs of training people”.
#02 Earth Day Canada-Ln.423
A theme that was dominant in the two organizations involved with campaigning (Greenpeace and Earthroots) was how the volunteers represented the organizations.  This was stated to be a rare occurrence for them.

“When we do outreach and attend events we want to make sure that our volunteers are representing us in a good way and that they’re communicating properly and effectively.  Generally, we do place volunteers that fulfill that role and are socially outgoing and well-spoken people.   (The only way that it could backfire is if someone is not quite ready to be in that sort of a situation.  In that instance, dealing with the public may be a little bit tricky)”.  

#05 Earthroots-Ln.363

In Greenpeace’s situation something could only go wrong if a volunteer were to bring them off message. 

“They could say something that is out of line with Greenpeace” (Ln.470).    

There was a minor theme mentioned relating to time constraints of volunteers and recruitment issues.

“The only way that they may be a barrier is if they are committing to a research project or helping out with a campaign that is perhaps time sensitive and not following through or living up to that commitment.  That could be a barrier to our campaigns running effectively”.

#05 Earthroots-Ln.359


The main themes of barriers to effective volunteer management presented in this study were retention, funding and time.  All of the organizations explicitly stated that they were affected by retention in certain areas of the interview.  

“When there is paid work you have an obligation to come in from 9-5, a formal obligation.  And with volunteering, we have to construct that accountability, we are counting on you, you make a difference, this isn’t going to happen without you.  But at the end of the day, if someone doesn’t feel like it they don’t have to, there’s no paycheque at the end of it all”.

#01 Greenpeace-Ln.488

The main theme of how they respond retention correlates with the relationship building, empowerment and incentives that were mentioned above.  All of the managers showed a clear commitment of trying to deal with this issue, but there was a theme in feeling some things were out of their control. 

“For me there isn’t any formula that is perfect, and sometimes I feel that there are certain variables that are just out of my control.  I think that I will learn some tricks and some lessons, to lessen it, but I think that it will always be a part of the work”.

#01 Greenpeace-Ln.499  

They have come up with ideas and alternatives but think that it is a part of the kind of work that they do. Funding and time issues were also a theme related to barriers to effective volunteer management.  According to Kranjc (2000), the cutbacks in funding in Canada have resulted in organization’s that have to downsize or cope with a small organizational structure and staff. 

 “Funding is always an issue; if you don’t have funding to operate, you don’t have funding to manage your volunteers.  Also the time issue, if you do not have the time to do what you need to do”. 

#03 Green Here-Ln.457

“Our lack of funding is a major drawback to our ability to communicate with our volunteers.  I just don’t have the time to respond to everyday emails and do program planning, content development, workshops and all that sort of stuff.   We are sorely lacking in our area of human resources, and that contributes to our ability to retain volunteers”.  

#02 Earth Day Canada-Ln.428


The benefits of volunteers appeared to far exceed the barriers that volunteers may present.   Volunteers were only considered to be a barrier, in relation to campaigning, which was not a widespread issue.  There were definite barriers to effective volunteer management, particularly pertaining to retention, which appears to be a dominant setback to many areas of achievement.  Funding and time were also key issues in volunteer management, which have some correspondence with the proceeding section on issues.

4.3.13 Issues

Issues regarding volunteers or volunteer management were asked. 

 The most dominant theme regarding issues that emerged was retaining volunteer’s interest.  

“We do reach out to a lot of volunteers, but they are only interested in one event, and we may loose them after that”.   

#04 Citizen’s Environment Watch-Ln.211

Trying to determine on-going activities and events that sustained an interest in the volunteers was a widely held issue for these managers and a theme in this study.  One way to mitigate this issue was to, 

“Build into our planning and create even when it may not seem obvious to determine on-going ways for people to participate”. 

#01 Greenpeace-Ln.388 

In addition, the harder it is to retain volunteers, the more effort their needs to be put into the recruitment process, which also posed to be an issue.

Recruitment was another theme that emerged.  Recruiting volunteers is an issue for some of the organizations.  There was a minor theme in this being related to competition.    

“I think there is a lot of competition for youth volunteers and if they will choose to volunteer with us over all the over organizations out there, and on top of whatever else they are involved with”.

#02 Earth Day Canada-Ln. 365

The theme of competition was most pertinent to where volunteers choose to give their time. Another theme that emerged surrounding issues was time.  More specifically, the issue of time sensitive volunteers, volunteers that are unclear or unreliable about their time commitments and manager’s being able to coordinate all tasks in a timely way.  This posed to be an issue as it was hard to recruit volunteers that were unable to give their time as well as assign volunteers to projects that they are not able to commit to. Unreliable volunteers who are late or do not show up all of the time was also an issue.     

“There have definitely been volunteers who don’t show up on time or don’t show up at all but I think that that doesn’t necessarily reflect on the organization, it’s just the nature of giving one’s time away for free, and not feeling the need to follow through when you are not getting paid”.  

#05 Earthroots-Ln.289

Time resources also emerged as a minor theme and an issue for some of the managers.  This is explicitly stated in section 4.3.12 (Barriers of Volunteers and Volunteer Management).


It appears that the on-going theme of retaining volunteers emerged as an issue particularly in respect to volunteer’s sustaining an interest and being able to provide on-going activities for them.  This issue also seems to relate with the issue of time.  Time is clearly an issue for recruitment as there is competition for where one gives their time. It is also an issue for retaining volunteers, as it relates to how one chooses to spend their time with their activities in their life.  In this study, it appears that time is not on their side (both for volunteer commitment and management activities) for many of the managers.  Time issues for volunteer management tasks particularly seemed to be an issue for managers who are responsible for volunteer management as well as managing the program.

4.3.14 Policies


Organizations were asked if they were affected by any policy changes. There was a dominant theme amongst all of them that they were not directly affected by any changes.  One manager, although not directly affected by any policy changes recognized how they may be affected by negative policy changes. 

“It’s hard to say because on the one hand we have definitely benefited from the interest in the environment.  Environmental education is now a more important thing, and corporations recognize that and will fund us.  Ministry of Education recognizes that and teachers become more willing to bring it into their classroom.  At the same time you look at Environment Canada they are getting their funding cut.  We have not been directly affected by that but there’s always the sense that you’re battling against the negative policy cuts.  We have the interest from the public, how long is that going to last and we need to capitalize on that.  Even if we have that, you are always chasing to get people interested again.  When times are good or bad for policy it seems as though you are always chasing to continue that invested interest”.  

#02 Earth Day Canada-Ln.380

There was a minor theme for the campaigning organizations (Greenpeace and Earthroots), as policies affect and influence the work that they do.  

“I think sometimes, policy changes can have financial implications on organizations, but Greenpeace does not receive that.  And so we are completely independent which is one of our core values.  So policy changes do not affect us financially, as it may other organizations.  However, there are policies that affect our organization somewhat, policies within government can change the focus of our campaign work”.  

#01 Greepeace-Ln. 403 

“We work to change and reform policies to better the environment in Ontario, so definitely the work that we do is affected by environmental and provincial policies.  It affects the broader work that we do, not necessarily office or volunteer management”.

#05 Earthroots-Ln.303

The only other affect of policies that was explicitly stated was when the charitable status of Greepeace was temporarily taken away as they were considered a lobby group and it created financial implications, as some people did not want their tax credit to be given away.  

“We weathered the storm, and it was wonderful to know the people who continued to give that it was about reductions in their taxes, but because they wanted to support Greenpeace.  But the next year there was a dip and so we recovered so that’s okay”.

#01 Greenpeace-Ln.417  

It appeared that the neo-conservative shift in the 1990’s that caused policy and changes and cutbacks in funding for environmental organizations (Kranjnc, 2000), did not directly affect the organizations involved in this study.  However, funding did emerge as an issue for some of the organizations in other areas of the interview.  It is unclear whether the issue of funding is or is not related to policies changes.  Although it has been made explicitly clear that volunteers are integral to all of these organizations.  Newer volunteer managers or newer organizations may not have been around or aware of some of the issues that related to the policy changes in the 1990’s. 

“If you are referring to structural management of volunteers, I would say no, but I don’t know for sure as I have only been the Volunteer Coordinator since 2006”.

#05 Earthroots, Ln. 297

4.3.15 Future Direction and Knowledge Voids


There were no dominant themes or shared future direction for the organizations.  


The future direction of these organizations, were very specific to each of the organizations.  Although there was a dominant theme amongst the organizations in that their future direction was primarily focussed on how they could improve their processes.  This corresponded to what needs to be improved or what resources could be utilized or enhanced to improve their practices.  A minor sub-theme within improvements was a future direction that focussed more on the volunteer’s needs, tailoring to their schedule and additional ways of recognizing the volunteers.   

“In the future, I would like to have a more official event in order to thank the volunteers, it’s something that is in the process right now”.

#05 Earthroots, Ln. 390

Other themes that were individual to each organization related to: tapping into best practices, using more formal strategies and innovating with new media and new ways to organize via the Internet.  The varied responses in the future direction of these organizations show how you cannot standardize or customize volunteer management to all of these organizations.  There are many other factors that come into play such as the size of the organization, when the organization was formed, the role of the volunteer manager, how long they have been a manager for and the type of work that they do.  All of the organizations did have ideas in mind for their future direction, particularly the organizations going through restructuring (Earth Day Canada, Citizen’s Environment Watch and Green Here).

“We don’t have a lot of experience on volunteer management, so for the future we want very formal processes and a more effective strategy to help us.  It’s complicated because before our organization was very small, so if we did not have very formal processes it was okay.  There were less volunteers, but right now it is very demanding to meet the program’s needs”.

#04 Citizen’s Environment Watch-Ln.300  

This appeared to show that the organizations are looking to improve among existing processes and strategies.

There was a dominant theme in that all the organizations had knowledge voids that they want to better understand.  The knowledge voids varied from relevant resources for volunteer management tailored to small environmental organizations to innovative technologies to help keep the volunteers connected to the organization.  The main theme in knowledge voids that the participant’s wanted to better understand were ways to understand, recognize and most outstandingly, how to retain the volunteers.  

“I have all sorts of different resources and books and been to lots of conferences and I don’t know that I’ve ever heard any real concrete solutions on how we can do that.  At the same time, I think people can come up with really creative ideas”.  

#01 Greenpeace-Ln.533

There were ideas expressed to help mitigate these issues, some were in practice and some were not currently in place.  Please see Section 5.4 for recommendations for the future.

“Environmental organizations volunteer management coordinators could share with each other how they try to retain volunteers”.

#04 Citizen’s Environment Watch-Ln.312

There appeared to be a link between how to better understand practices as a future direction and the knowledge voids.  The future direction was primarily focused on the volunteers, which appears to have a linkage to help with retention issues.  The Internet emerged in both future direction and knowledge voids, so there seems to be a shared importance in innovating with technological advancements surrounding the Internet.

Certain managers appeared to have more of an idea on what exactly needs to be explored and improved and there appeared to be a minor theme that it is hard to know what you don’t know.

“Not really, I can’t really think of anything at the moment.  Like I said, there are always ways in which one can improve, right now I am trying to find out as much as I can about the individual volunteers in order to manage everything appropriately”.  

#05 Earthroots-408 

All in all, the future direction seems to be focused around the volunteers as well as to keep up to date with Internet tools.

4.4 The Role of the Internet


The role of the Internet was an emerging theme based on interview questions as well as additional questions that were mentioned. The Internet played a key role in the volunteer processes for the majority of the organizations.  Through researching all involved organization’s websites, they all had a tab pertaining to volunteers, as a recruitment tool.  There was a theme in manager’s stating the importance to become familiar with the technological side of things as well as to keep up to date with innovative ways to use the Internet.  

“The way we can use technology to connect to volunteers and make them feel supported especially when you are talking about broad geographical divide.  That is definitely a void, and somewhere that I do not know a lot about and I don’t think a lot of volunteer managers do know a lot about that technological side.  I think this is a huge area that can be explored”.

#02 Earth Day Canada-Ln.460  

This may be harder for some of the smaller organizations as they may be responsible for the websites and the branding and not receive help with these areas.  The most current innovative ideas that emerged from this study was to organize themselves on Facebook and MySpace which are Internet based communication tools as a way to recruit volunteers and raise awareness about the organization.  

“One of the members is in a rock band, so they hand out literature at the different gigs that they have, they do festivals and host education camps, etc., etc.  They are organizing themselves on Facebook currently”.

#01 Greenpeace-Ln.54

Another idea that was going to be explored by Earth Day Canada was to have stronger tools via the Internet to help keep the volunteers continually connected to the organization.        


The recurring theme of technology throughout the interviews appeared to show how technology plays an increasingly strong role in the organization’s processes.  This appeared to be both for the volunteers and the organization’s sake.  Particularly for the larger organizations, this appeared to be a way to keep the volunteers intact and involved.  The Internet also played a key role in the recruitment of volunteers and the promotion of the organization.  This was a way to reach many audiences and effectively send across the message the organizations want to communicate.

4.5 Conclusion


Overall, there seemed to be an excitement over the participation in this research.  

“I should mention we are going through major restructuring right now so a lot of what I’m saying right now were trying to work on, develop and improve, so I’m looking forward to seeing how this paper turns out”.

#02 Earth Day Canada-Ln.83    

Volunteer managers recognized there were issues to be dealt with and information that could be shared that would ultimately help other managers.  They were a willing group of participants that were enthusiastic about sharing their practices and learning more about other environmental organizations in the area.  The respondents appeared to see the benefits of looking to external resources and were in the appeared to be in the right direction in terms of working together and sharing information. 

5.0 Conclusion and Recommendations

5.1 Overall Aim and Background
This chapter discusses findings from this research and revisits each objective pertaining to best practices, benefits and barriers to volunteer management for natural resource organizations.  The specific objectives are: 

1) to examine specific aspects of volunteer management sub-systems (i.e. recruitment, training, workshops, motivation, decision-making, retention, teamwork, incentives, etc.) and glean best practices within organizations concerning the environment, 

2) to understand the benefits of volunteer management for natural resource organizations and; 

3) to highlight barriers to volunteer management for natural resource organizations.  

This chapter presents and discusses these findings in relation to the research objectives as well as relates the findings back to the literature.  It commences with a discussion of the main findings and attention then focuses on conclusions based on the findings, which respond to the overall purpose of this study.  This chapter concludes with recommendations for the future based on knowledge and insights gained in this research.  
5.1.2 Context of this research  


This research uses qualitative research to explore Toronto-based environmental NGO’s.  These are all non-governmental environmental organizations, are located within the Greater Toronto Area and are accessible through an Internet search engine.  From this population a sample of five organizations were randomly selected.  The organizations that were selected were Greenpeace, Earth Day Canada, Green Here, Citizen’s Environment Watch and Earthroots.  The data for this research was collected through personal interviewing with a semi-structured approach (Please see Section 3.2 Research Foundations for further details).  This allowed for the richness and insight that was required for this research, to gain an in-depth understanding of the participant’s perspectives (Esterberg, 2002).  

5.2 Discussion


This section is structured according to the objectives and discusses the main findings in regards to the literature. 
5.2.1 Best Practices


Best practices are the most efficient practices at the time according to industry nominated standards (Issaverdis, 2001).  Best practice aims for environmental sustainability through “benchmarking, accreditation, best practice and auditing procedures” (Issaverdis, 2001, p. 579).  According to Issaverdis (2001), best practices is measured by external companies that you may become affiliated or accredited with such as Green Globe 21, which is an environmental management system for the tourism industry (Green Globe 21, 2006).  As affiliation or accreditation of an environmental management system was not in place by the organizations studied, the best practices were measured based on internal strategies.  The best practices that emerged in this study were related to recruitment, training and technology. 

Recruitment tools and issues varied among the organizations.  Issues surrounding recruitment are correlated to the size, how long an organization has been operating and their reputation.  Earth Day Canada appeared to have in place some of the best practices in place for recruitment tools, which may be used as a benchmark for other organizations.  These recruitment tools include continual engagement with their contact list and attending local fairs and conferences to promote their organization.  Earth Day Canada also works together with their project partners as a vehicle for promoting outside of the Greater Toronto Area.  Earth Day Canada has also come up with the tactic of networking outside environmental organizations to raise awareness to youth programs, such as government programs and Canada World youth about their organization.  

These forms of recruitment coincide with Bussell and Forbes (2001), as they both have shown how marketing techniques play an important role in the role in the recruitment process.  More emphasis in the literature review surrounding recruitment was placed on understanding volunteer motivations as well as reasons why an individual may not want to volunteer (Clary and Synder, 1999; Febbraro, 2001).  Individual factors such as family commitments and age were also taken into account (Purcell, 1999 as cited in Taylor et al, 2006).  If volunteer coordinators can gain a better understanding of motivations, it may be a viable solution to sustain their volunteers (Clary and Snyder, 1999).  Understanding volunteer’s motivations is also explained by the reasons why an individual may not want to volunteer (Clary and Snyder, 1999; Febbraro, 2001).  Please see 5.4 Recommendations for the Future, for advice surrounding recruitment.
Training programs are a way to educate volunteers to help develop their skills to achieve their tasks (Wilson, 2003).  Training was in place in all of the organizations, although for certain organizations such as Earthroots it was more of an intuitive process, as the volunteers are trained as they go along.  A benchmark for the training programs would be the organizations that surpass the initial training program and provide further material and activities to keep the volunteers continually engaged through learning experiences.  This can be exemplified through Earth Day Canada and Green Here.  Earth Day Canada uses a self-training work booklet to test the volunteer’s skills through applying their knowledge to activities.  Green Here exemplifies an effective training program by offering written material to the volunteers to further their understanding before they sought out to do the hands-on work. When the volunteer becomes involved in the hands-on work they are paired up with staff for continual training, which can help to adapt to necessary knowledge voids and continually build the volunteer’s skills.

Pierce, 1993 as cited in Curtis (2000), argues that the most successful volunteer organizations have strong induction programs.  The training and skill-building activities that Earth Day Canada and Green Here offer coincide with Wilson (2003), as they are shown to be an effective tool in raising awareness to volunteers.  This is viewed to be important to the organization’s performance but also as a rewarding experience for the volunteers (Rouse and Clawson, 1992).  Training was shown to be desirable for both youth and adult volunteers as a way to help meet their needs (Rouse and Clawson, 1992).  
The role of the Internet emerged as a best practice to help keep the organizations structured with the electronic modes of mass communication, marketing and reaching out to volunteers.  This study showed the importance of keeping up to date with the Internet as organizations are increasingly relying on the Internet as a form of communication and marketing.  The only instance in which this could be contradicted was for Green Here, as more traditional methods of marketing deemed to be more effective, such as putting up posters.  The role of the Internet was not a primary component of the literature review as it dealt more specifically with the fundamental administrative functions.    

5.2.2 Benefits of Volunteer Management for Environmental NGO’s

Benefits to effective volunteer management will positively affect both the organization as well as the volunteers.  Widespread similarities amongst the organizations pertaining to the benefits of volunteer management were shown in this study.  The organizations studied have recognized volunteers as valued ambassadors.  This appeared to be because of the reliance on volunteers due to budget and time constraints, as well as the volunteers being important couriers of the message these organizations wanted to spread to communities.  The work of volunteers was considered to be vital to the organizations, as their processes would not be able to take place to the extent that they do without them.  Furthermore, the importance of effective volunteer management is shown in light of this.  

This coincides with Wilson (2003), as effective volunteer management processes was recognized to help to assist in achieving organizational goals and objectives.   

Effective volunteer management is achieved through implementation of volunteer-friendly policies and programs (Hobson et al., 1997).  This was reflected in volunteer processes, which aid in increasing volunteer morale, planning processes, and feedback.  Steps to increase volunteer morale were adopted in many different ways such as recognizing the volunteer’s contributions, giving them their own responsibilities and providing moral support. Steps to increase volunteer morale were also shown through providing intangible incentives such as a letter of reference and through providing tangible incentives such as goodies or t-shirts.  

Greenpeace recognized the importance of involving volunteers in all processes from the beginning.  This is important, as Greenpeace is able to understand stakeholders' attitudes and ideas from the start and listen and understand the volunteers’ needs.  This is also an effective feedback system as it is a way to understand the volunteer’s needs and make adjustments to respond to where improvements may be necessary.  As a final point, the benefits of volunteer management can be reflected through a strong support system that is projected by the organization that allows for a comfortable and positive learning environment.  Furthermore this corresponds to Bussell and Forbes (2001), as understanding the dynamics of how staff and volunteers interact may be useful to explore to help increase positive relations.  Word of mouth is an excellent form of promotion (Howell et al., 2003), so as long as excellent rapport is maintained throughout this still may positively affect the organization.   This appears to be one step in the right direction to help retain their volunteer pool.  
5.2.3 Barriers to Volunteer Management for Environmental NGO’s

The organizations studied were very explicit about the issues they were confronted with in terms of volunteer management.  The most dominant themes surrounded the role of the main person involved with volunteers, knowledge voids and retention.  The role of the main person involved with volunteers was deemed very important to this study.  There is a staff member dedicated solely to volunteer management at Greenpeace and Citizen’s Environment Watch.  Earth Day Canada has a program manager, Green Here has a communication and events manager and Earthroots has a Volunteer Coordinator that is also the Administrative Assistant and Outreach Coordinator.  Green Here does have volunteer staff coordinators to monitor the volunteers on site, although they are looking for permanent work and there is high turnover.  Therefore the program manager then shares a lot of the volunteer management responsibilities.  Amongst the organizations that did not have a manager solely responsible for volunteers, lack of time and/or resources emerged as an issue.  The main issue surrounded lack of human resources leading to more responsibility for staff members.  The lack of human resources ultimately led to lack of time resources to complete tasks in a time efficient manner.  Lack of monetary resources was also an impediment to tackling some of these issues.  Managers that are responsible for various roles were aware of the human resource, time and monetary issues that they are faced with but were explicit about the difficulty they had responding to these issues because of these barriers.

This coincided with Curtis et al. (2000), as lack of time; funding issues and budget were explicitly stated to be a barrier to volunteer management.  Funding was also shown to be an issue due to the complex relationship between the government and the public sector (Roberts and Simpson, 2000), which is expressive of the contextual situation in Canada and more specifically in Ontario (Kranjnc, 2000). Landcare is an environmental organization in Australia as mentioned in (Section 2.2.6 Volunteer management for environmental organizations and 2.6.3 Funding issues and budget constraints), is an example of an environmental NGO that struggles due to the lack of trained staff in volunteer management, limited time, resources and budget.  Landcare can be used as a case study to help better understand the complexity of resource issues for environmental NGO’s in Ontario that do not have staff members solely responsible for volunteer management.  
 Another barrier to volunteer management was related to knowledge voids of understanding certain aspects of volunteers and recruitment.  One of the main barriers to volunteering that was readily identified by Hall et al. (2006), was that individuals did not know how to get involved.  In addition to this, over one quarter of volunteers did not volunteer more because no one had asked them (Hall et al., 2006).  This shows that there is a willing pool of volunteers out there but the organizations need to make these opportunities more available to them.  As there was a theme amongst the organizations in this study to understand their volunteers wants and needs, this shows that they not only need to understand the present volunteers but also the potential volunteers that could be reached out to.  Please refer to Table 2.1, which explains the functions served by volunteering, which are an important factor in helping to recruit and sustain volunteers (Clary and Synder, 1999).  Understanding volunteers also links to Recommendation 1 in Section 5.4 Recommendation for the Future, as importance in the marketing and recruitment is placed on understanding the volunteer’s needs. 

Retention issues were also a dominant theme and knowledge void for environmental organizations in this study.  This is an issue for many environmental organizations as it is a part of the nature of the work and in certain circumstances is beyond the control of managers.  

“I have all sorts of different resources and books and been to lots of conferences and I don’t know that I’ve ever heard any real concrete solutions on how we can do that.  At the same time, I think people can come up with really creative ideas”.  

  #01-Greenpeace, Ln. 532


A considerable amount of research surrounding the issue of retention has been studied, which may help to deep one’s understanding of retention but no concrete solution has been generated.  Chapter 2 aims to explore how planning, recruitment, training programs, empowerment, incentives and recognition, are all ways that will help to retain the volunteers, and may help retention but do not solve this issue.  This is linked to the idea of one giving away their time for free.  Bussell and Forbes (2001), has recognized a positive correlation between increasing satisfaction and empowerment of volunteers with retaining volunteers.  Understanding ways of retaining volunteers has been deemed to be important as reliance on volunteers is growing, which in turn, leads to a diminishing volunteer pool (Bussell and Forbes, 2001).  Volunteer managers in this study also showed concern that they would loose volunteers to other interests or time commitments.  This coincides with the Curtis et al. (2000), as time issues with volunteers was shown to be related to their lack of time or inability to clearly communicate their time commitments (Curtis et al., 2000).  Furthermore, there appeared to be a strong link between the volunteer management processes in place by the environmental NGO’s in this study with Chapter 2’s literature review on understanding volunteers and the volunteer management sub-systems.   

 5.3 Conclusions 
This section responds to the overall intent and implications of this research.  The overall aim of this research is to provide information to better understand the best practices, benefits and barriers to volunteer management and in turn offer insightful ideas on how to achieve effective volunteer management.  From this study, it can be concluded that the contextual situation in Ontario is multifaceted and that organizations need to come up with creative ideas in order to accomplish their goals.  Therefore, this research provides a window of insight into important issues that environmental NGO’s in Ontario are faced with.  This exploratory piece may be one of the first or only research papers on this subject matter and in this spirit is a very helpful way to deepen the understanding of volunteer management for environmental NGO’s within Ontario.  These findings may also be helpful for environmental organizations in other areas of Canada or developed countries that are faced with similarities to the Canadian context, (Curtis and Van Nouhuys, 1999).  
Implications of the research include raising awareness on how to improve volunteer management processes as well as the understanding for volunteers.  This has been made explicitly clear throughout this research piece and specific recommendations are made in the next section.  The series of recommendations are to further help organizations to adapt and innovate to achieve best practices for volunteer management.  Recommendations are also geared towards academics to continue to study this emerging issue and to policy makers, as policies have implications for these environmental NGO’s (Kranjnc, 2000).
5.4 Recommendations for the Future  

These recommendations revisit the research objectives.  Recommendations for the future are based on knowledge and insights gained in this research both from the literature and interviews.  Attention of these recommendations are primarily focused on environmental NGO’s, but are also in regard to academic’s future research as well as recommendations for policy makers.  These recommendations are based on the combined knowledge of the literature, sound practices in place by the researched organizations as well as additional innovative ideas.    

5.4.1 Recommendations for Environmental NGO’s

These recommendations may not be applicable to all involved organizations.  Certain recommendations are focused on the size and/or context of the organization.  

The recommendations for population of environmental NGO’s surround recruitment, training programs, strategic management, collaboration and partnerships and Internet communication tools.  
1. In order to aid in recruitment processes organization’s marketing strategies should be based on understanding individual’s motivation to volunteer as well as understanding those who do not participate.  

Recruitment for the environmental organizations involved in this research was primarily focussed on strong Internet tools and marketing techniques.  Bussell and Forbes (2001) have recognized the importance of strong marketing tactics to aid in management processes.   Understanding the volunteers and their motivations are also recognized to play an important role in recruitment (Clary and Snyder, 1999; Febbraro, 2001; Wilson, 2003).  A better understanding of the individual volunteer’s needs may lead to more effective marketing, as it will be better able to promote towards meeting the volunteer’s higher intrinsic needs.  According to Maslow (1943), higher intrinsic needs are belonging and love (social) needs such as friendships, esteem needs such as self-confidence and above all, self-actualization needs pertaining to personal fulfillment.  These intrinsic needs have also been shown to be important in Table 2.1which expresses the functions served by volunteering.  The importance of continually innovating and keeping up-to-date with marketing strategies deemed to be important to these organizations, therefore this should be continued with a stronger emphasis in the marketing that targets meeting volunteers needs.   

2. As a recommendation for the future, training programs should take on a holistic approach that encompasses existing aspects that are in place in their training as well as innovative ideas gained from this research.  

At minimum, an induction program should be in place, as the volunteers will be coming from different backgrounds and education levels.  The training programs should be both a learning experience as well as a stimulating experience for the volunteers.  Training will help to teach the volunteers as well as to get them further involved and caring (Wilson, 2003).  Training ideas should surround exciting and new ways to train and build the volunteers skills such as volunteer speakers, and active involvement from the volunteers.  Organizations should consider going beyond conventional ways of training by offering additional invigorating activities for the volunteers to do once the training is complete.  These activities will help the volunteers to retain the information from the training and can be done through various Internet activities, games, training sessions in the outdoors, literature and other innovative ways to get volunteers involved.  The additional element of fun adds an incentive to continually train.  In addition to this, the volunteer managers can use training programs as an intangible incentive such as by recording volunteer hours or issuing certificates for attending training.  This would be a valuable tool for further involvement.  Furthermore, organizations should consider research on similar organizations as well as to consider training programs through organizations that specialize in volunteering as a way to generate ideas.  Organizations such as United Way or DOVIA (Directors of Volunteers in Agencies), have comprehensive knowledge of training needs (Wilson, 2003), and may help aid these organizations in their volunteer training processes.  On-going training is also important to ensure that the volunteers are up-to-date with tasks and continually provide them with information.  This should be done in an adaptive manner as it allows for continuous improvements, innovations and learning from unexpected outcomes (Reed, 2000).  

3.  As a recommendation for the future, strategic management should be in place, and organizations should use the guidelines in Diagram 5.1 to better understand and help determine strategic management ideas.

Strategic management includes “all the activities leading to the definition of the organization’s objectives, strategies, and the development of plans, actions and policy to accomplish these strategic objectives” (Harvey, 1982, p. 5).  Strategic management is critical for these organizations as it clearly outlines what is happening within the organization and the future direction both internally and in terms of what is happening in the external environment.  Diagram 5.1 offers some guidelines for environmental organizations to start thinking about being strategic management.  This diagram can help organizations measure their performance, consider their future direction and evaluate the external environment.  This does this through bearing in mind these questions: Where are we now? Where would be like to be? What’s happening in our industry? What’s happening around us?  Through these questions organizations may be better able to brainstorm and generate ideas to strategically assess and examine themselves on an internal level and in terms of external opportunities and/or threats around them.  The diagram below offers further insights to help respond to these questions.

5.1 Strategic Management as a Future Direction
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(Adapted from Carter and Fabricus, 2007)
4. Another recommendation would be to collaborate with other organizations and form partnerships surrounding volunteers and volunteer management. 

Partnerships were in place by the organizations, but there were not many in place that specifically respond to volunteers and volunteer management.  Collaboration to aid in these processes could help to solve a lot of the issues that these organizations are faced with.  The organizations in this study all appeared to be very open to networking with other organizations, as well as had similar issues and different best practices they could offer to each other surrounding volunteer management.  Specific examples from this research of how organizations could work together to achieve shared outcomes may be expressed by combining resources surrounding: youth, outreaching and events.  As this research had a dominant youth-friendly theme within organizations, Earth Day Canada, Green Here and Citizen’s Environment Watch could discuss trends, issues and ideas surrounding youth volunteers in their organizations.  This may also be applicable to Greenpeace and Earthroots although their focus is not solely with youth.  An example of how the organizations could work together on outreach would be when they are dealing with similar issues and can collaborate their efforts to help spread certain messages to the community.  In this particular research, organizations could work together on spreading the message to communities on the importance of trees.  As tree care is a shared importance amongst these organizations, although a different approach has been sought out to raise awareness and take action.  Green Here deals with the importance of tree care in an urban environment, Greenpeace and Earthroots work on several campaigns surrounding saving forests and preventing logging, Citizen’s Environment Watch works on saving the Oak Ridges Moraine and Earth Day Canada works on raising awareness of environmental issues which is unquestionably pertinent to the importance of trees.  Events may also be a great way to combine these organizations resources.  For example Greenpeace and Earthroots can work together on campaigning.  Festivals were a dominant theme amongst the organizations and would be a very cost effective and resourceful way to organize with other organizations to enhance the environmental message being delivered to communities.  Festivals in certain instances were shown to be a resource issue so this may be a solution, as well as a fun and sociable way to get volunteers and organizations further involved.  For managers who had trouble communicating with volunteers during festivals and events because they were too busy with multi-tasking this may help to effectively manage their processes. 


Combining with outside organizations other than environmental organizations that compliment your work is also a strong way to achieve shared goals.  This can be reflected through Earth Day Canada and World Youth, please see Section 4.3.9 Management Strategies for further details.  This can also be reflected through Green Here’s partnership with the local community centre, which helps to recruit volunteers.  These creative partnerships can help in different areas such as with recruitment, combining different strengths together and improving marketing. This coincides with Bramwell and Lane (2001), as they explicitly stated that collaboration might be a viable future direction through working together and the sharing of information with others.    
5. Innovative ideas surrounding the use of the Internet should be in place.  

The most innovative idea surrounding the use of the Internet to aid in volunteer management was Greenpeace’s use of the popular Internet social utility network, Facebook.  On Facebook, groups may be created surrounding a certain topic to raise awareness about particular issues. For example, Greenpeace has created a Facebook group for one of their campaigns “Rock for Renewables” (Ln. 53), to promote their campaign through raising awareness to the public via this Internet tool.  This may be an effective way to mass communicate a message.  Through this method messages are sent to other Facebook members to see if they are interested in joining this group.  This group provides information, website links, details of upcoming events as well as gives the opportunity to become involved and network with others.  My Space, another popular social utility network on the Internet was also mentioned by Greenpeace.  Earth Day Canada also mentioned that they were planning to implement an innovative technique surrounding communication with volunteers via the Internet.  This was not just to send general messages to all volunteers but also to track volunteer hours, and offer personalized information through the Internet.   The larger organizations such as Greenpeace and Earth Day Canada appeared to have more opportunities to network with others to help with branding, Internet communications, etc.  Therefore, this idea may only be applicable to larger organizations, as the smaller organizations are able to obtain personalized contact on a more regular basis.  Smaller organizations such as Green Here and Earthroots may also be limited if the manager does not come from a technological background.  In this spirit, managers should consider networking outside of volunteers interested in the environment, but to volunteers interested in Internet Technology.  This can be done through promoting to local schools and community centres.  A partnership with other organizations may also be a viable way to pool together resources to tackle the more technical aspects that may be required to remain competitive and recruit volunteers.  

5.4.2 Recommendations for Academics

1. A recommendation to academics would be to continue this research to better understand the emerging issue of volunteer management within environmental organizations. 

This research is based on a relatively new phenomenon, as the need for effective volunteer management in environmental organizations has become an emerging issue.  This research was not based on any previous research and is one of the first, if not the first study on volunteer management for environmental organizations in the Greater Toronto Area.  Therefore further information surrounding volunteer management within environmental organizations may be useful to enhance the understanding of this topic.  This best practices, benefits and barriers faced by these environmental organizations may be continually changing and so updated information would also be required to have a good knowledge base of effective volunteer management.  This research will also continually change with policies, issues, technology and several other factors that come into place, which further emphasizes the need to continue this research.  Literature surrounding volunteer management will help to gain a solid theoretical background, but further qualitative research is vital to better understand the contextual situation in Ontario.

5.4.3 Recommendations for Policy Makers

1.  As a future direction, government needs to rethink where they are allocating their money towards and put more money back into the environment.

This research was undertaken in a context were funding was cut and services have been reduced for the environment (Kranjnc, 2000).  When organizations were asked about policies in this study they were not shown to directly affected by policy changes.  Although it was made explicitly clear throughout the interviews that small budgets, lack of funding and understaffing were apparent issues for these organizations, which quite notably could be related to policy issues within environment.  Furthermore, governments should recognize the implications that their policies have caused for environmental organizations and take steps to mitigate the issues.

2. The exploration of co-management and partnerships could come into place to help support the NGO’s as well as allocate funding in a more cost effective manner.  

Given that money is the focal point for these policy issues, government needs to reconsider strategies in light of these policies.  The government could play an increasingly strong role in helping these organizations to achieve best practices.  In this spirit, governments could help organize partnerships, not just between agencies but also help with partnering NGO’s.  The Ontario Ministry of Natural Resources should consider partnerships and collaboration with environmental NGO’s within Ontario to help resolve the budget reduction issues they are faced with (Ontario Ministry of Natural Resources, 2005).  

The Ministry of Education can also play a large role in partnering with youth-friendly environmental organizations.  This can be reflected through the organizations that are working together with school boards such as the Toronto School Board to help meet their mission, as well as raise awareness to children and youth.  The Ministry of Education can benefit from this as these organizations can help to deliver the message and work on projects with youth.  Organizations can benefit from working with the Ministry of Education as the McGuinty government has attracted significant new funding for Ontario students and is putting environmental education back into the curriculum (Government of Ontario, 2008).  Ministry of Education and environmental NGO’s can also collaborate under creative partnerships, such as in arts education.  Arts education has also been boosted by the McGuinty governmet (Government of Ontario, 2008), and projects such as Green Here working with youth on a mural surrounding trees can be a great way to raise awareness and get youth actively engaged.  A healthy school challenge has also become a priority for many schools and initiatives such as planting a vegetable garden on school grounds have been implemented (Government of Ontario, 2008).  Additional hands-on work such as tree planting in playgrounds with organizations such as Green Here can help to further the eminence of healthy schools in Ontario.  Furthermore, collaboration and partnerships may help to resolute the complex relationship between government and NGO’s and help to determine additional innovative ways to help achieve shared outcomes and raise awareness about the environment in schools and to the wider community.  

3. An additional recommendation for policy makers would be to host a workshop for these NGO’s.  

This would be a very context specific and cost effective way to help tackle some of the issues that these organizations are faced with.  Rather than merely providing the resources primarily money, they can help teach organizations new skills, which in turn may lead to less of a reliance on their resources.  This is a way to gather organizations that may not have taken the initiative to do this on their own to share information and work together.  This would be mutually benefit policy makers as well as the organizations as it may help to lessen the dependent relationship amongst them.  If this is out of their area of expertise consideration of a consultant that specializes within volunteer management may be a viable option.    
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7.0 Appendix 

Appendix 1- Letter of Invitation
You are invited to participate in a study that involves research on volunteer management.  The purpose of this study is to explore volunteer management practices in organizations concerned with the natural environment.  More specifically, it aims to understand the involvement of volunteers in environmental organizations, how volunteers are managed (best practices), what benefits and challenges exist.  This research is being undertaken because of the contextual situation in Ontario and need for information regarding volunteer management in the future.  To do this, interviews will be conducted with staff members in five environmental organizations in Toronto.  Emily McIntyre, as an Undergraduate Honours Thesis Project at Brock University, is conducting this study.  [Insert Org. here] has been identified as an environmental organization who utilizes volunteers and therefore I would very much like to invite you to participate in this study.  

If you are interested in participating in this study, please contact Emily McIntyre via email at em04yn@brocku.ca.  Sharing of your information will be very valuable to this study as well as have potential benefits to your organizations.  Should you choose to participate you will be asked to partake in an interview that should run for approximately 1 hour.

For more information please contact:

Emily McIntyre

Department of Tourism and Environment

Brock University

em04yn@brocku.ca
Ryan Plummer

Department of Tourism and Environment

Brock University

Ryan.Plummer@brocku.ca
(905) 688-5550 x. 4782 

This study has been reviewed by and received ethics clearance through the Brock University’s Research Ethics Board, (Insert File Number Here)

Warmest regards,

Emily McIntyre

Honours Undergraduate Student

Brock University

Appendix-2 Consent Form 

Informed Consent – A study on Volunteer management for Environmental Organizations.

Date: 

Project Title: Volunteer management for Environmental Organizations: Best Practice, Benefits and Barriers

	Principal Investigator: 

Emily McIntyre, Undergraduate student
Department of Tourism and the Environment
Brock University 

em04yn@brocku.ca
(905) 329-0952
	Faculty Supervisor: 

Ryan Plummer, Associate Professor 

Department of Tourism and the Environment 

Brock University 

rplummer@brocku.ca 

(905) 688-5550, ext. 4782 


INVITATION 

You are invited to participate in a study that involves research on volunteers and volunteer management.  The purpose of this study is to explore volunteer management practices in organizations concerned with the natural environment.  More specifically, it aims to understand the involvement of volunteers in environmental organizations, how volunteers are managed (best practices), what benefits and challenges exist. To do this, interviews will be conducted with staff members in five environmental organizations in Toronto.  

WHAT'S INVOLVED 

As a participant, you will be asked to complete one interview of twelve (12) questions related to your environmental organization.  Participation will take approximately one (1) hour of your time.  All interviews will be audio-recorded to ensure accuracy during transcription of the data.  Transcriptions will be stored under password security on the principal investigator’s computer.  Your audio files will be identified by a number and not disclose your name, and this number will only be available to Ms. McIntyre. 

POTENTIAL BENEFITS AND RISKS 

Potential benefits of participation include the sharing of information to find out what other organizations may be doing regarding volunteer management.  This research will also explore effective volunteer management for environmental organizations, an area where little work has been explored especially in context-specific situations.  Recommendations for the future to help overcome barriers will also be highlighted.  I would be pleased to provide you with a copy of my thesis, which documents this research as well as findings that may be useful to your organization.  

Risks are not anticipated beyond normal daily activities. 

USE AND STORING OF INFORMATION
Your name will not appear in any thesis or report resulting from this study; however, with your permission, anonymous quotations may be used. Identification of the environmental organization being studied will be explicitly used in the final report, while descriptors will be used for individuals.  Participants should be aware that depending on the specific organizational make up, it might be possible to identify their identity.  It is the participant’s responsibility to be aware of authority to speak on behalf of their organization.  

All audio files will be stored on principal investigator’s personal computer and secured under password protection.  They will be stored until May 2008 so they can be used for studying processes and explanatory purposes.  All audio files will be erased.  Paper files will have names blacked out and then be shredded.

Transcribed interviews and analysis will also be stored on principal investigator’s personal computer under password protection and will be erased by May 2008.  
Data collected during this study will be stored in a locked storage cabinet; any computer data will be stored on the principal investigators computer under password protection.  Data will be kept until May 2008.   Upon completion of the defence data will be erased from the computer and any hard copy material will be shredded and destroyed.  Access to this data will be only permitted to the principal investigator, Emily McIntyre, and her supervisor Dr. Ryan Plummer. 

To ensure accuracy, a copy of the transcript will be sent to you to grant you the opportunity to confirm the correctness of our conversation and to add or clarify, to the transcript if you wish to do so.

VOLUNTARY PARTICIPATION 

Participation in this study is voluntary. If you wish, you are entitled to decline answering any questions or participate in any component of the study.  A situation where you are not in the position to answer a particular question, the researcher would appreciate you referring the researcher to an appropriate person.  Additionally, you have the right to withdraw from this study at any time and may do so without any penalty or loss of benefits to which you are entitled. 

PUBLICATION OF RESULTS 

Results of this study will be published as an undergraduate thesis at Brock University.  Results may also be published in a book chapter and/or article.  

CONTACT INFORMATION AND ETHICS CLEARANCE 

For further information and/or questions, please contact the Principal Investigator or the Faculty Supervisor using the contact information that is provided above.  This study has received ethics clearance through the Research Ethics Board at Brock University (file number).  You may also wish to contact the Research Ethics Office at (905) 688-5550 Ext. 3035, reb@brocku.ca, if you have any comments or concerns regarding your rights as a research participant.

Your assistance in this project is greatly appreciated.  Please keep a personal copy of this form for your records.

CONSENT FORM 

I agree to participate in this study described above. I have made this decision based on the information I have read in the Information-Consent Letter. I have had the opportunity to receive any additional details I wanted about the study and understand that I may ask questions in the future. I understand that I may withdraw this consent at any time. 

Name: ___________________________ 

Signature: _______________________________ Date: __________________________
Appendix 3- Semi-Structured Interview Script

Introduction: Hello, my name is Emily McIntyre. I am currently undertaking my thesis in partial fulfillment of the honours program for an undergraduate degree in Tourism studies at Brock University.  Dr. Ryan Plummer, an Associate Professor in the Department of Tourism and Environment, is my supervisor.

I greatly appreciate that you have agreed to be interviewed regarding volunteers with (insert name of organization).

 Context Questions:

I would like to begin by asking a few general questions to assist with understanding (insert name of organization).

1) Could you please explain the vision or mandate of (insert name of organization)?

P. What are the goals of (insert name of organization)?

P. What are the objectives of (insert name of organization)?

2) Can you tell me about the actions (insert name of organization) is taking to achieve these objectives and how volunteers are involved?

P. How do volunteers assist in these actions?

P. Do volunteers and staff work together?

P.  What is the relationship between staff and volunteers? 
 

P.  Are volunteers strategically important to (insert name of organization)? Please explain why.

Volunteer Management:

I would like to now ask you some questions about volunteer management at (insert name of organization).  Volunteer management generally involves … 

3) How does (insert name of organization) recruitment volunteers?

P. Do you rely on research in the recruitment process?

      4) How does volunteer management occur at (insert name of organization)?

P. Is volunteer management part of the organizational structure for (insert name of organization)?

P.  What is the leading position and role?

                   P. What type and amount of resources are dedicated to managing volunteers?

          5) How is staff at [insert org. name] educated about your organization’s goals and objectives?


       P.  Does (insert name of organization) offer specific training programs for 
volunteers?


       P. Does (insert name of organization) offer skill building activities and/or educational courses for new or existing volunteers?

                   P.  How does (insert name of organization) raise awareness on social and environmental issues to volunteers?

6)
How does (insert name of organization) retain volunteers?

P.  Does (insert name of organization) have any practices in place to increase staff morale?
  How does [insert org. name] offer recognition for volunteer’s contributions?

P.  Do you offer incentives to volunteers?  If so, please explain what they involve and their effect on performance? Is (insert name of organization) planning to use incentives in the future? 

Best Practices of Volunteer Management:

I am very interested in better understanding best practices for volunteer management. Best practices occur when your organization has the most efficient and effective practices at the time according to industry nominated standards.  Best practice can be defined in 4 different stages, 1) Benchmarking other organizations, 2) Audit, 3) Accreditation and 4) Best Practice. 

8) What elements of volunteer best practice measures are in place at (insert name of organization) ? 

P. Are there any other organizations that you use as a benchmark to aid in 
determining your successes with volunteers?

                        P.  Has your organization been audited by an external organization in regard to volunteers?

P.  Are you involved with any accreditation programs for volunteer practices? If so who and explain how involvement is effective?

P.   How do you monitor volunteer processes and activities?



P.  What mechanisms are in place (and how often are they used) to respond to ‘industry’ nominated standards regarding volunteers?

9) Does (insert name of organization) collaborate with other organizations and/or agencies?

P. Do you share any your information and experiences concerning volunteer management with oth
er organizations and/or agencies?  If so, how?

P. What steps have been taken to cooperate with other organizations and/or agencies regarding volunteers?

P. Do you have any partnerships in place concerning volunteers?

P. Do you co-manage any resources concerning volunteers?

P.  Do you have any adaptive management strategies in place to respond to changes regarding volunteers?

Best Practices for Volunteer Management in Canada:

This research is focuses on volunteers in environmental non-governmental organizations.    In this series of questions I am interested at understanding the issues, benefits and barriers experienced regarding volunteers.


7) What are the most important issues confronted by (insert name of organization) regarding the involvement of volunteers and volunteer management?

       P.  Has your [insert org. name] been affected by any of these key issues?

             P.  Has your organization been affected by policy changes?

                   P.  If applicable, what steps has [insert org. name] taken to try to reshape the organization around these changes?

10) How are volunteers beneficial to (insert name of organization)?



P.  What are the main strengths of effective volunteer management for (insert name of organization)?



P.   Do these strengths influence your future directions in volunteer management? If so, how?


11) What external opportunities are apparent that may help (insert name of organization) to achieve benefits in volunteer management?

P.  Highlight some of the ways that (insert name of organization) could work towards these opportunities


12) How may volunteers be a barrier to [insert org. name]
?

 

P.  Are there barriers within (insert name of organization) to effective volunteer management?

P.  Have these weaknesses been a setback for [insert org. name] to reach their objectives
?


13) Are there any external threats to your organization that impede effective volunteer management?

P. How has [insert org. name] coped with these threats?

Additional Comments and Future Direction:

14) Do you have any additional comments about the future directions of volunteer management?



P.  Is there any knowledge voids that [insert org. name] may want to explore to better understand volunteer management?

Appendix 4 - Letter of Appreciation/Feedback

Letter of Appreciation

[To appear on Brock University Letterhead] 

[Date] 

Dear participant 

Thank you for your participation in the research project, Volunteer Management for Environmental Organizations: Best Practice, Benefits and Barriers.  As you are already aware, Emily McIntyre in the Faculty of Tourism and Environment at Brock University is conducting this research project.  The purpose of this study is to explore effective volunteer management for environmental organizations due to the contextual situation in Ontario as well as the need for information regarding effective volunteer management.

You participation has been an essential part of better understanding volunteer management in environmental organizations. It specifically helps to 1) gain an understanding of current practices of volunteer management for environmental organizations within Ontario 2) explore what volunteer management sub-systems are in place for environmental organizations in Ontario.  3) Explore changes (both internal and external) that may benefit or impede success within an organization 4) understand best practice to make recommendations for the future. 

Feedback about the use of this data will be made available by [insert date], from Emily McIntyre in the Faculty of Tourism and Environment at Brock University.  A written explanation can be provided to you upon your request (Contact details mentioned above).  If you have any questions or concerns, please do not hesitate to contact me at em04yn@brocku.ca. 

Thank you very much for your participation! 

Warmest regards,

Emily McIntyre, 
Undergraduate Honours Student
Faculty of Tourism and Environment 

Brock University File # (REB-07-124-PLUMMER) 
What’s Happening in our Industry?


Marketing�
�
Channels�
�
Competition�
�
Potential Partners�
�
Potential Co-management�
�
Best Practices�
�






Where Would we Like to be?





How do We Best get There?


Plan


Implement


Audit


Innovate


Adapt











Where Are We Now?


Mission and Vision?�
�
Management Sub-systems?�
�
Performance and efficiency?�
�
Capabilities?�
�
Gaps?�
�
As an Organization?�
�









What’s Happening around Us?


Economic Trends�
�
Natural Environment�
�
Technology�
�
Government/Political�
�
Social Structure�
�
Opportunities/Threats�
�












�Clarify what you are attempting to achieve with this question.  Is it the nature of their interactions (ie. good/bad)?  Or do you want to understand the functional relationship.  If it is the later, it would fit well under  volunteer management. 


�This may fit better in the benefits question.


�Unclear what you are asking about?


�Do you mean volunteers?


�These three prompts could be collapsed and/or integrated with the above question, depending on your answer to the above comment.


�Do you want to know about staff morale?  Why?  Should this be volunteer morale? Perhaps split this into two.  Also you may want to add another question about how the organization receives feedback from volunteers.


�I assume all of these need to be specific with volunteers?


�Is this a best practice or should this be a separate question under volunteer management?


�I assume that all of these need to be tailored to volunteers?


�This question may produce many barriers and so having both may be redundant?


�I am unclear about what you are asking with this question?


�I think that barriers to the organization may get a strong reaction because it implies why would they use volunteers if it is a barrier to their organization.  My suggestion would be to let this emerge regarding the external context in question 7.  Change this question to “Reflecting upon the experiences with volunteers in your organization, what are the greatest challenges?”


�See comment above.


�This question can be collapsed with #7





