Literature: About Volunteers in general.

Klie 2006:

Unfortunately many organizations have difficulty retaining volunteers and frequently accept low levels of performance, said Connelly. Employers assume the experiences, attitudes and behaviours of volunteers are identical to those of paid employees, but they can't be motivated with promises of financial rewards and they have tenuous links to their organizations, she said (Klie 2006)

The same challenges HR faces with paid staff - recruitment, retention, diversity, health and safety, screening and risk management - also apply to the management of volunteers, she said
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Our purpose in this study is to contribute to the growing body of literature

on volunteer management in three ways. First, we empirically examine

the value that volunteers ascribe to human resource management practices

for managing volunteers. Second, we introduce the concept of the

psychological contract (Rousseau, 1995), as a theoretical framework for

understanding perceptions of ‘employment’ agreements beyond what is

formally agreed within the context of a voluntary experience. Past research,

while informative, has not fully explored the perspectives of volunteers

about how effective CSCs are in managing the diverse needs of their

volunteers. And, finally, we identify both successful volunteer management

practices and impediments to the ability of CSCs to provide more positive

volunteer experiences. The findings of the study will provide a better

understanding of how volunteers perceive the value of volunteer management

practices and how this knowledge can be used to improve volunteer

retention rates.

We begin our discussion of volunteer management with an overview

of some of the key challenges and opportunities in this field.
Research has shown that intentions to start, stay or leave volunteering reflect

motivations, age, personality, culture, role expectations and family situations

of the volunteers (Mirvis & Hall, 1994).
leads us to suggest that changing demographics could significantly

diminish the pool of volunteers interested in donating their time and

energy. Therefore, the imperative is to effectively manage current and

potential volunteer needs and motivations, and consider how best to attract

volunteers within a changing population.
Effective volunteer management is often characterised as fostering

volunteer motivation, commitment and development (Davis et al., 2003;

Okun & Schultz, 2003; Wang, 2004). In human resource management

(HRM) terms this means creating an environment that fosters growth

through practices such as training and development, empowered participation

and clear communication, which in turn facilitate better organisational

effectiveness (Boxall, 1996; Guest, 1998). Research suggests that internally

consistent and complementary HRM practices provide the best results

(Becker & Gerhart, 1996). While optimal HRM practices that lead to better

performance have been identified (Pfeffer, 1998), the ability to predict the

effectiveness of any single HRM practice is still subject to debate. However,

research has clearly demonstrated the ability of a well-designed HRM

system to positively influence organisational performance (Boxall, 1996;

Ichniowski & Shaw, 2003).

Shin & Kliner

Planning and Development 

The planning and development of organisational goals and objectives provides a strong foundation in which to structure volunteer programmes. It also presents the volunteer manager with the practical tools to effectively direct volunteers towards the organisation's mission. Planning is the "process of deciding what objectives to pursue during a future time period and what to do to achieve those objectives" (1996:101). Using the organisation's mission statement, the volunteer manager can begin to identify, develop and implement strategies for the effective utilisation of volunteers. The volunteer manager must research several key areas and determine a specific course of action. These key areas can be addressed by asking the "w" questions listed below. 

Volunteer Manager 

What are the responsibilities of the volunteer manager? 

Who will be the volunteer manager? Who will manage the volunteer manager? 

Where will the volunteer manager be located? (on-site, off-site). 

When will the volunteer manager work? (days, evening, afternoons). 

Why is a volunteer manager needed? 

Other "W" questions in planning and development include policies and procedures: 

What are the interviewing and screening procedures? What is considered inappropriate behaviour and what will be legitimate reasons for the termination of volunteers? What are the policies regarding confidentiality? What are the liabilities in volunteering and how will the volunteer be protected? What are the organisation's ethical values? What type of training will volunteers receive? Who will be responsible for evaluating effectiveness? 

Having a written set of policies and procedures ensures compliance, standardisation, provides boundaries, keeps individuals accountable and leaves little confusion about specific rules. 

Another task of planning and development is to understand the volunteers' needs, wants and motivations. This will give the volunteer manager better insights for not only managing volunteers but also in recruitment and retention. Motivation is a common topic studied and preached about by many individuals. Motivation is what drives our desire to act. However, this motivation will only occur when there is a motivating factor. According to a study in the Journal of Personality and Social Psychology, the top four psychological needs that people desire are autonomy, competence, relatedness, and self-esteem (Elliot, Kim, Kasser & Sheldon; 2001). By understanding the forces that drive motivation and implementing those concepts into the management process, both the volunteer and the volunteer programme will benefit. 

Paid employees in an organisation receive both tangible and intangible rewards for their services. When performance exceeds expectations, opportunities for upward mobility, higher salary or a feeling of accomplishment that comes from praise or appreciation motivates employees to continue good work. However, when performance suffers termination or demotion could result. Either way the employee must perform. The amount of motivation that the employee has will affect how much effort is given to get his rewards. 

The volunteer, however, has no monetary rewards or opportunities for upward mobility. Rather, intrinsic rewards specific to that individual motivates him to continue his service. Both the employee and the volunteer share a common need for self-esteem, relatedness, autonomy and competence. However, while the employee relies on his job for his livelihood, the volunteer does not. That is where the difference lies. 

The management ofboth the paid employee and unpaid volunteer is similar. However, because volunteers give their time and energy at their cost, volunteers must be managed with special care. 

