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What Kind of World…?  Programme

Guidelines to Effective Volunteer Engagement

1.
Introduction

Phase V of What Kind of World…? programme is intended to strengthen networks of trained youth volunteers in 18 regions across Canada, and to expand the programme to more regions, through recruiting and training of more volunteers. The long-term sustainability of the programme can only be guaranteed through the recruitment, training and engaging of local volunteers in the planning and managing the programme in their regions, thus gaining a sense of ownership. 

2.
Goal and Objectives

The goal of “Guidelines to effective engagement of volunteers” is to offer a tool to Regional Coordinators as they oversee recruiting, training and motivating volunteers to implement the What Kind of World…? programme in their regions.

The objectives of the Guidelines are to:

· introduce coordinators to the step-by-step process of working with a volunteer network

· offer coordinators with a knowledge-base of issues that may arise in working with volunteers

· instill self-confidence among coordinators in their new role as group facilitators/leaders

3.
All You Need to Know about Recruiting, Training and Retaining Volunteers

3.1 Overview

As you set out to recruit volunteers, it is important to understand what motivates people to donate their time and energy free of charge. People volunteer their time, and energy to organizations for various reasons. Many individuals give their services because they believe in the cause and want to help, others hope to form new friendships and social interaction with like-minded individuals, and others volunteer for personal and career growth, and/or to acquire new skills and knowledge. 

3.2
Recruiting Volunteers

Before embarking on recruiting volunteers for the WKOW programme, bear the following in mind:

· Keep the initial number of recruits small for the star-up phase. For instance, recruit enough people to allow you to carry out a training workshop in a manageable fashion and to pair them as they visit classrooms in your immediate area (neighborhood, city, township). This small group of volunteers can present the WKOW lesson plans (see Facilitator’s Package: Section 3) to selected schools, meet to review their experiences with you and the group and readjust your plan for the next round of recruiting and training, as needed.
· Identify sources of recruiting. Since WKOW is an educational programme to be delivered in elementary schools, recruiting from high schools and university may be more practical than seeking individuals outside of the formal educational system. Speak with school principals and teachers/professors at high schools, community colleges and universities about your recruiting needs and seek their support. These initial connections will come in handy down the road when your volunteers set out to identify classrooms for delivering the WKOW programme. 
An announcement in the local community or school newspapers is an   
effective way to let students know of your need for volunteers. A nicely produced brochure or flier describing the overall objective of the programme can be produced and used as a recruiting tool.    
· Diversify your recruiting base, by reaching out to a wide range of backgrounds. You should not limit your recruiting from groups that you are familiar and comfortable with. Strive to reach out to various ethnic, racial and gender groups, as this not only helps to establish credibility for the programme, but also ensures cooperation within the community, provides the additional benefit of educating a greater variety of community members, and reflects the global village that is characteristic of the United Nations.
· Whatever method you use to recruit volunteers, be sure to include vital information on the objectives of the programme and the intended target population to be served. Clearly state the time commitment expected of volunteers, the duration of the programme, frequency of meetings, volunteer qualifications (if any), and possible benefits to the volunteer. Do not promise more than you can deliver!
3.3
Volunteer Training

A successful implementation of the programme hinges on well-trained volunteers. Without adequate volunteer-training, you risk having the programme misrepresented which defeats the whole purpose of regional implementation and sustainability of the WKOW. In addition, your recruited volunteers will soon grow frustrated because they are ill prepared to take on the task of educating others and promoting the goal and objectives of the programme. Proper training provides the common ground for programme dissemination and growth within the region and beyond. It introduces new volunteers to the programme and its objectives, creates a positive social climate from the very beginning of their involvement, and provides them with the critical information necessary to “do the job right”. UNA-Canada provides coordinators with an easy to use Training Manual and Volunteer Guide, to assist in the process of training recruited volunteers. At the regional level, Regional Coordinators play an important role in the success of recruiting and training volunteers.

On-going retraining sessions can be organized to permit the Regional Coordinator to:

· Reinforce the goal and objectives of the programme and the delivery processes, and motivate the group

· Encourage volunteers to ask questions and share observations after having had the opportunity to deliver workshops in schools or other non-formal educational settings

· Compare lessons learned on the various levels of programme implementation 

· Develop facilitation skills among experienced volunteers who can in turn train newly recruited volunteers, and give them the opportunity to share their experiences and feedback to the group

· Create a social atmosphere for participants as they are motivated to share and exchange information, identify challenges and strategize on ways to move forward. (For WKOW volunteer training workshop, see UNA-Canada Training Manual and Volunteer Guide, included in the orientation package).

Follow-up to Training

Training is not a one-shot workshop. A good volunteer training system should be ongoing as volunteers and facilitators learn more with each training session. While the initial training sessions are designed to give volunteers the basic skills to successfully deliver the WKOW in schools, it is important to have volunteers refresh their skills through in-service training. Such training is important as it keeps volunteers enthusiastic and motivated, helping them to build closer relationships among themselves and with the coordinator. The feeling of camaraderie created during these meetings allows volunteers to commiserate with everyone’s experiences, and shared lessons learned. As well, any questions that emerge about the implementation process of the programme can be addressed.

3.4
Volunteer Retention 

After all the energy, resources and time put forth to recruit and train volunteers, it is always distressing to loose them. As Regional Coordinators, you need to have a clear plan that will ensure that your volunteers continue to feel that supporting the WKOW programme is worth their time. Satisfied volunteers are most likely to become advocates for the programme, and will help recruit additional support. The following suggestions are intended to assist you in motivating and retaining volunteers over a period of time:

· Communicate 
Continuous communication with volunteers is critical. A regional coordinator should assess the most cost-effective way to stay in regular communication with the trained volunteers. To enhance the success of the programme by maintaining volunteer motivation and enthusiasm, the coordinator may consider the following suggestions:

· telephone calls, if they are local ones, help the coordinator to stay in 
     touch where face-to-face contact is not possible. Give volunteers a   
     phone number where they can always leave a message, then make  
      sure  to  respond  to calls promptly

· e-mail messages are practical to reach those who live in long 
    distances, and offer a means to keep volunteers informed, particularly   
    thorough e-mail newsletters or updates

· informal gatherings, such as potluck dinners and discussion nights 
     are a great way to provide and sustain team spirit

· web site through a listserve is another useful communication channel
· Recognize their Effort

Praising and recognizing volunteers is a psychological equivalent of a salary. It is very important to recognize the achievements and efforts through certificates, letters of appreciation or simple thank-you notes that are humorous. A volunteer night out to celebrate a milestone, for example, success in delivering the three WKOW workshops in school, is a great way to acknowledge and appreciate effort and achievement. Inviting dedicated and high achieving volunteers to take on leadership responsibilities goes a long way to reward volunteers in non-monetary terms.

· Offer Educational Opportunities and other incentives

Whenever possible, volunteers should be provided with the opportunity to participate in workshops, conferences or lecturers on topics relevant to their volunteer activities. Topics that relate to the UN, global issues and general education of youth, may be of great interest to volunteers and offer them opportunities to continue to learn and grow.

· Be Flexible, Open, and Realistic

As mentioned in section 3.2 above, keep the initial group small to make it manageable while getting the programme off the ground. It is important to be open and frank about what the programme would offer volunteers. Do not sign up and train volunteers if the chances of them going into schools or communities to put their skills to practice are limited. It is better to start small and expand later.

Turnover among youth volunteers is higher than in adult population, basically due to the group’s high mobility. Do not be discouraged if recruited and trained volunteers quit the programme. Consider the training given to them as an educational opportunity for them and part of programme outreach. In-service training workshops facilitate additional recruiting and training of new members, to replenish the gap left by those who quit the programme prematurely. 

4.
Group Dynamics

Coordinating volunteer groups can be challenging at the best of times, and devastating at times when competition and struggle for control crops up unexpectedly among group members. This is a normal evolutionary process of groups. In his piece on “Stages of Small Group Development”, Tuckman (1977)
 proposes five stages of group development:

Stage 1:
Forming

-  Group members are polite, guarded, and look at group leader for guidance 
    and direction

-  Criticism, contradictions and difficult questions are avoided.

-  Personal relations characterized by dependence

- Rule of behaviour seem to be to keep things simple and to avoid 
   controversy. Serious topics and feelings are avoided

-  Though polite, nothing is achieved

- To grow from this stage to the next, each member must relinquish the 
   comfort of non-threatening topics and risk the possibility of conflict.

Stage 2:
Storming

-  This stage is characterized by competition and conflict in the personal  
     relations

-  Members start to argue and questions arise abut who is going to be 
     responsible for what, what the rules are, what the reward system is and  
     conflicts over leadership, structure, power and authority arise

-  Individuals have to bend and mold their feelings, ideas, attitudes and     
    beliefs to suit the group organization

-  Because of the discomfort generated during this stage, some members 
    may remain completely silent while others attempt to dominate

-  To progress to the next stage, group members must move from a testing 
    and proving mentality to a problem-solving mentality.

Stage 3:
Norming

- Interpersonal relations are characterized by cohesion, members accept 
   each others’ differences

- Members are willing to change their preconceived ideas or opinions on 
   the basis of facts presented by other members, and they actively ask 
   questions of one another

-  Leadership is shared and cliques dissolve

- It is during this stage (assuming the group gets this far) that members 
   begin to experience a sense of group belonging and feeling of relief as a          

   result of resolving interpersonal conflicts

- The major drawback of the norming stage is that members may begin to  
  fear the inevitable future break-up of the group, and they may resist change   
 of any sort.

Stage 4:
Performing

-  Not all groups reach this stage. But if group members are able to 
     evolve to stage 4, their capacity, range and depth of personal relations 
     expand to true interdependence

-  The group is more productive, members trust each other and are highly  
    task and people-oriented there is unity, group identity is complete, morale 
    and loyalty are high

- There is support for experimentation in solving problems and   
     emphasis on achievement, with the overall goal on productivity through 
     problem solving and work.

Stage 5:
Adjourning

-  This stage involves the termination of task behaviours and disengagement 
    from relationships

- Recognition for participation and achievement and an opportunity for 
   members to say personal good byes

-  It is a stage of minor crisis: The termination of the groups is a regressive 
   movement from giving up control to giving up inclusion in a group. 

� Tuckman B (1977). “Stages of Small Group Development” Group and Organizational Studies, 2, 419-427
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