Working with volunteers 

Working with volunteers

Most community radio stations depend on volunteers for their existence. If it were not for the volunteers, most stations would not survive.

What is a volunteer?









Volunteers do all kinds of work in society:

· Volunteers from many churches visit the sick in hospital on a weekly basis

· Gun Free South Africa has volunteers that read the papers and cut out gun-related articles every day

· The Yeoville churches have a joint feeding scheme - where volunteers from different churches take turns at making and distributing bread and soup to homeless people 

· Political parties have volunteers that distribute pamphlets during election campaigns

· A state hospital in Pretoria has a group of volunteers that run a support group for parents of children who have cancer

· An NGO working on AIDS has a volunteer from Canada who is doing research work for two years for them

· Primary school children volunteer to play with abandoned babies and small children at a state-run home, every Wednesday afternoon

And community radio stations are kept alive by teams of dedicated volunteers!

As you can see from the list above, some volunteers are full-time, permanent workers in an organisation, some spend a couple of hours a week, or a month doing voluntary work for an organisation, and others come in for a specific campaign, and then leave again. 

Activity  AUTONUM Reflecting on the work volunteers do in a radio station

List all the kinds of work done by volunteers in your radio stations. 

















Apart from doing unpaid work, what value do volunteers bring to a community radio station?













Activity  AUTONUM : Working with Volunteers

Debate

This session will be run as a formal debate. Each side will have a main speaker, who will have 5 minutes to present the main points, and a second speaker, who will have 3 minutes to make follow-up points. 

The main speakers will talk first, then the second speakers, and then the debate will be open to the floor. 

You will be assigned to a side totally randomly. You are expected to find all possible arguments to defend your position. 

You have 45 minutes to prepare.

Side 1: 

Using volunteers is a necessary evil  - we are forced to use volunteers because we can’t afford to pay staff. As soon as we get enough money, we will pay all our staff and stop using volunteers.

Side 2: 

 Using volunteers enriches our station. We will always use volunteers because of all the benefits they bring to the station.

Activity  AUTONUM : Why do people volunteer?

In the USA, there is a very strong culture of voluntary work.  School kids are encouraged to do voluntary work, which ranges from working in community libraries, to helping to clean up parks, to selling cookies to raise money. Many adults even those who have full-time jobs, do voluntary work. They serve on the boards of non-profit organisations, they help to run community services for the homeless, they do mail letters out for Amnesty International, they serve on the school governing body … the list is endless. Volunteering is part of society. 

Because doing volunteer work is seen to be so important, the people who run organisations that use volunteers have spend a lot of time thinking and doing research about volunteers. In particular, they believe that we have to understand why people do voluntary work, if we are going to keep volunteers working and happy in our organisations.

Individual work: 

Please spend a few minutes answering the following questions. Please be as honest as you can - there are no right or wrong answers. You will be asked to share your answers on questions 2 and 3. 

1.  What kind of voluntary work do you do, both inside and outside of your radio station?









2.  What attracted you to this work in the first place? Why did you want to do this work?









3. What keeps you doing voluntary work?









Why people do voluntary work

Research done with many volunteers show that these are some of the most common reasons why people do voluntary work. 

· Praise - 

· enjoy recognition for work well done

· like being thanked 

· like programmes where the results are easily seen

· Affiliation 

· want to belong 

· like being with others who share their beliefs, backgrounds, or goals

· like to be part of a well-known association. 

· for some people, e.g. people who are old and lonely, unemployed people, etc, volunteering provides a chance to spend time away from home, the family, etc. 

· to have fun

· Accomplishment 

· enjoy seeing concrete evidence of their work. 

· like work they can complete practical projects

· Influence 

· like to persuade people to see or do things their way 

· want to win people over to a point of view

· To make a contribution to the community, 

· to make a difference in society

· to work for the upliftment of society

· to feel like part of the solution 

· to give back to society

· To help find a job in the long term

· To strengthen the CV - voluntary work is often recognised as valid work experience

· Hope the organisation will have a job for them in the future

Most volunteers will be motivated by more than one aim. They may get into voluntary work for one reason, and then find that they stay for many other reasons. All reasons are valid - voluntary work is supposed to be good for the organisation and for the volunteer.

Activity  AUTONUM Managing volunteers

Group work: 1 hour

What are the difficulties of managing volunteers?

How do different radio stations and organisations that you belong to, deal with these difficulties?

Problem
Suggested solution


































Lessons from Community Radio on Managing Volunteers

This checklist was developed by a group of managers who have worked with volunteers in community radio.

Challenges of working with volunteers

· drawing the right kind of volunteers to the station 

· involving people who might find it difficult to volunteer (e.g. working people, mothers with small children, etc) 

· volunteers need to be representative of the community

· they may not understand the sector or key issues about the station

· finding a balance between having few volunteers and being cut off from the community, and having too many to keep busy and manage them effectively

· dealing with lack of professionalism or abuse of resources by volunteers without alienating them

Volunteerism works, if:

· The community is educated about voluntarism and understands why volunteers are not paid

· There is a mix of people doing voluntary work including working people, professionals, students and unemployed people

· There are job interviews for volunteers based on clear criteria that make sense for the station. This makes it clear that the station is taking voluntary work as seriously as it takes paid work

· There is an induction programme for new volunteers, which introduces them to the main issues in community radio. 

· they have clear rights and responsibilities - there is a code of conduct and procedures are laid down for dealing with problems

· volunteers are treated well and their contribution is recognised and acknowledged

Activity  AUTONUM Developing a volunteer policy

Group work

Policies are useful as they lay down guidelines for dealing with issues in a fair and consistent way. They help us to avoid problems before they happen. 

As a group develop a volunteer policy for a community radio station. Use the information on the next few pages: "Volunteer Policies", and "Volunteer Procedures" to guide you. Also draw on the experience and policies in your own radio stations. 

You will be asked to share your answers in plenary, so please write the key points under each heading, on flipchart paper.


Volunteer Policies

A volunteer policy would normally cover the following: 

1. A general statement on the use of volunteers

This spells out the organisations attitude to volunteers and explains why they organisation believes it is important to use volunteers. 

2. Definition of the term volunteer

What the organisation means by a volunteer - usually anyone who does work, without getting paid. 

3. Scope of volunteer services

Spells out the kinds of jobs which volunteers can and cannot do in the organisation. In some organisations, volunteers can do all types of jobs, in others, certain jobs are reserved for paid staff. In some organisations you will have to specify where the volunteer will be expected to work (e.g. in the office, or at a project site, or in the community).

4. Work is at the discretion of the organisation 

This spells out the conditions under which volunteers may work for the organisation. Many organisations have a selection process and interviews, which volunteers have to undergo before they can work for the organisation.

5. Who may volunteer

Some organisations have rules about whether clients or relatives of people working in the organisation may work as volunteers. This may be relevant for board members who are expected to hold staff (paid or voluntary) accountable.

6. Length of service

Some organisations recommend that volunteers, especially those serving on boards, should have a limited term of office. Some organisations suggest a one-year term, others a three-year term. If the volunteer wants to continue volunteering in the organisation, they have to go through the selection process again. 

7. Volunteer rights and responsibilities

This spells out what the volunteer can expect from the organisation, and what the organisation can expect from the volunteer.

Some issues that you would cover in this section include: 

Rights: include the right to be given meaningful work, to a clear job description, to being treated fairly, to training and support to be able to do the work properly, to involvement in the organisation, to recognition for work done etc.

Responsibilities: to be reliable and punctual, to perform their duties to the best of their abilities, to remain loyal to the values, goals and policies of the organisation. This section could also cover things like a dress code, and other items covered in a code of conduct.

Volunteer procedures

A key to being able to manage volunteers successfully is to make sure that you and they take the voluntary work seriously. You need to avoid a situation where people feel that because they are not paid they can do what they like. 

These are some of the problems that people who manage radio stations have described:


To make sure that everyone treats voluntary work seriously, you as managers have to treat voluntary work as seriously as you would treat paid work. 

Volunteers in many organisations also have complaints. These complaints come from volunteers who do not work in community radio. 

If you want to know how your volunteers feel, you may have to conduct a survey to find out.

To avoid these types of complaints and problems, You need to put in place policies which provide guidelines for managing volunteers, and you need to implement the policies. 

This list shows some of the policies and procedures that you need to develop:

· Selection and induction of volunteers

· Probation periods for volunteers

· Job descriptions for volunteers

· Clarity about who is responsible for supervising volunteers

· Standards of performance

· On-the-job training 

· Disciplinary and grievance procedures (must include the procedures to be followed should a volunteer be asked to leave the organisation). 

· Leave policy

· Notice period and exit interviews

· Reimbursement for expenses

· Access to organisation resources (e.g. use of the phone, etc)

Many of these policies and procedures will be very similar to those that apply to staff members. 

Managing individual volunteers

Apart from having policies and procedures, volunteers need to be managed as individual people. They need to be given support, training and recognition. You need to find ways of meeting their needs, as long as this does not contradict the needs of the organisation, 

Volunteers need to be involved in planning and evaluation meetings, they need to know what is going on in the organisation, and be invited to contribute ideas as well as work. 

The module on Managing People deals with this aspect of management and will apply to staff and volunteers.

Thanking volunteers

How do you thank your volunteers? 











There are many ideas for recognising and thanking volunteers. You'll need to find ways that your station can afford. Here are some ideas:

· Volunteer recognition event - e.g. a dinner, a braai, a picnic, etc

· Certificates or thank you cards - recognising a year of voluntary work

· Awards for volunteer teams, for "Volunteer of the Month" etc 

· Reference letters for job seekers

· Praise for work well done

· Small gifts (mugs, caps, T-shirts, etc)

· Name badges

· List of all the volunteers - up on a board in the front office, in the annual report, etc

· Photo of the volunteer with the Chairperson or Station Manager 

· Opportunities to learn new skills

· Opportunities to attend national meetings, training events, conferences, etc.

"Volunteers think they can come in or stay at home as they want. We don't know what to do, because we don't pay them, we have no way of acting against them."





"Volunteers spend the whole day at the station - even when they are not working, they are hanging around, chatting to their friends."





"Volunteers just leave without giving us any notice. We have been let down very badly. Suddenly you find you have no one to read the news, and you are not prepared."





"I went in and offered to work, but I never got any answer."





"I showed up when I was supposed to, but they didn't have anything for me to do."





"I told them I don't want to do fund-raising, but that's all they gave me to do."





"They act like I'm in the way."





"No one ever says 'Thank You'."





"I don't get any guidance."
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