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Introduction
BTCV believes volunteers should be involved in helping to run the organisation in as many ways as possible. To ensure that we and the volunteers get the best from their time with us we need effective systems to support those volunteers and their managers.

By working through the series of forms and questions contained in this workbook you will be

· Adopting a planned, systematic approach to finding the volunteers you need. 
· At the same time you will also be laying the foundations for easier management of your Key Volunteers and greater support for your area of operation

The book follows some of the systems we used on the course and you can use the exercises to help you to identify how you want to use key volunteers in your role.  The worksheets are available on the Bulletin board if you wish to print them off and use them in new situations or as you identify potential new roles.

Objectives 
By the end of the training we expect that you will be able to do the following tasks.

· Analyse your work situation for the areas where Key Volunteers can be of most help

· Design an effective approach to evaluating your recruitment.

· Write clear and motivating job descriptions.

· Write clear and accurate person specifications.

· Plan for the induction, training and management needs of a new volunteer officer.

· List the financial resources and equipment required to support a specific Key Volunteer post and budget accordingly.

· Write an attractive job advertisement.

· Draw up an advertising plan appropriate to the job description and person specification.

· Explain how your recruitment procedures reflect BTCV’s Equal Opportunities and People policies.

· Design a procedure for dealing with applications and successful and unsuccessful candidates.
· Compile a job information pack that gives potential Key Volunteers the information they need to decide whether or not they wish to apply as well as outlining the procedures and criteria for selection.

· Produce an application form that elicits the information you need for selecting candidates for interview.

Why do I want to recruit Volunteer staff?

Take a few minutes to list your main reasons for wanting to recruit a Volunteer Officer. Include the selfish as well as the altruistic reasons.

1.

2.

3.

4.

5.
6.

Now compare your list with the one over the page. Are they similar or different?

It is important to state your reasons because they will influence how you approach the

recruitment process.  Also, stating your reasons can help clarify any assumptions you may
be making at this early stage.

In addition, it will help you establish the purpose of the job and help you place the job in 

Context when you write the introduction for the job description. Also, it will help you explain to your Key Volunteer how they will be contributing both to your aims and to the overall aims of BTCV.

Possible reasons for recruiting Volunteer staff
· Growth in work.

· To replace staff who leave.
· Funding cuts.

· Extra Resources.

· To answer the telephone.

· Admin help.

· To have some someone to talk to.

· To relieve the pressure.

· To have more ideas, teamwork and creativity.

· Because we’re a volunteer organization.

· To develop new ideas.

· To support existing areas of work.
· To lead projects.

· To get specialist Knowledge and/or skills.

· Agenda 21 – representatives of the community.

· To raise my profile.

· To meet targets.

· To leave me free to open up new avenues.

Ultimately, the reason for recruiting Key Volunteers should be to further the aims of the

organisation and these are listed on the next page for reference. This does not mean, however, that there shouldn’t be additional benefits. Indeed, if there is something in it for you personally then your incentives and motivation will be increased and this will be reflected in your approach to the recruitment and management processes.

Reasons for employing volunteering staff.
· To help carry out BTCV’s aims.

· To help protect, manage and improve the environment in which we live by harnessing people’s enthusiasm and commitment in voluntary practical environmental action.

· To increase people’s awareness of the environmental issues upon which they can have an impact by involvement in voluntary practical environment projects.

· To provide assistance, advice and training to all those (including local groups and other organisations) who may become involved in voluntary practical environmental projects.

· To enhance the capability of the voluntary sector as a whole to address environmental issues by providing targeted training and through innovative partnerships maximise the resources available in order to achieve best value for money.

· To free paid staff to further BTCV’s aims. 

Your work situation

Now take time to analyse your own work situation using the form provided below.

List your main tasks in the left – hand column. The first three have been listed for you. Then estimate the amount of time you actually spend on each task in a year including all its aspects.  Then, estimate the amount of time you would like to devote to each task.
	Tasks
	Actual Time
	Preferred time

	1. Planning and budgeting
	
	

	2. Admin and enquiries
	
	

	3. Own training and development
	
	

	4. 
	
	

	5. 
	
	

	6.
	
	

	7.
	
	

	8.
	
	

	9.
	
	

	10.
	
	

	11.
	
	

	12.
	
	


Also, list your major challenges for the coming year.

1.

2.

3.

4.
And finally, think about your answers to the following questions.
1. What are the parts of your job that you really like to do?
2. What are the parts of your job that you dislike?

3. What other activities or projects have you always wanted to do but never had time for?
 4. What would you like to see done that no – one has the skills to do?

Your answers to these questions and the information in your two lists will help you prioritise and target your recruitment where your efforts will be most effective.

On the next page is a completed example in case this is needed.
Case Study
A Field Officer working in an urban/urban fringe setting has several main tasks to accomplish during the course of a year. These are listed below along with an estimate of the amount of time this person spends on each task and an estimate of the amount of time they would like to spend on it.

This BTCV employee has two desks in a small office with a telephone, fax, computer and filing cabinets. They have one transit and one small van, a workshop and a tool store.
The Field Officer’s major challenges for the year ahead – apart from avoiding a nervous breakdown – are to facilitate more volunteer involvement in the running of the location’s activities, to generate £15,000 in additional funding, to develop the support offered to local groups and to reduce their hours worked to an average of 40/week. 

This is how they feel their time is spent at present.  It should help them identify what VOs could do and how they can get more time to develop the project, rather than doing urgent jobs they could delegate if they had the right volunteer.
	Task                                                     
	Actual time                    
	Preferred time           

	1. Planning and budgeting
	1/2 day/month
	12 days/year

	2. Admin and enquiries
	1 day/week
	1/2  day/week

	3. Own training and development
	6 days/year

	12 days/year

	4. Two projects/week
	2 ½ days/week
	3 days/week

	5. Four employee volunteering days
	12 days/year
	16 days /year

	6. Support 30 local groups 
	1 day/3weeks
	3 days/week

	7. Set up 4 local groups
	7 days each
	15 days each

	8. Provide 8 open training courses
	24 days/year
	96 days/year

	9. Organise 2 major publicity events
	4 days each

	8 days each

	10. Give 12 talks                                                       
	6 days/year

	12 days/year

	11. Liaise with LA and wildlife trust
	1 day/month

	1 1/2 days/mnth

	12. Raise funds – grant applications
	1 day/month

	1/2 day/week

	13. Develop new ideas
	10 days/year
	1/2 day/week

	14. Holiday
	25 days
	30 days

	15. Other meetings
to develop project
	12 days/year
	18 days/year


 Identifying and Prioritising Vacancies.
Look at your list of key tasks, your time estimates, your major forthcoming goals, targets and challenges, your likes, dislikes and wishes. 
To help you identify and prioritise vacancies answer the following questions.

1. In which areas would it be most time effective to employ a Volunteer Officer? Bearing in mind that I will have to allocate time to training and managing this person.

2. Which of the tasks could I most easily and adequately train a Volunteer Officer to carry out?

3. Where would the presence of a Volunteer Officer most effectively help me achieve my goals?

4. Which vacancies would most meet my reasons for recruiting a Volunteer Officer?

Now list three vacancy titles in order of priority.

1.

2.

3. 

Turning your need for help into a Volunteer job.
One of the keys to success is creating a job that a volunteer can look forward to. Volunteer Job descriptions seldom differ from those of paid staff, the jobs being designed around the standard management practices of the non – volunteer world. In the paid world, however, paid employees have that additional motivating factor that volunteers do not have – money. A volunteer job therefore needs additional motivating factors and,as identified by Steve McCurley and Rick Lynch gaming theory helps us to identify some of these.

Ownership

By ownership, we mean that the volunteer has a sense of personal responsibility for something.  Their job contains something they can point to and say ‘This is mine’.   ….Ownership is removed when volunteers do only one of many activities the organisation provides as part of its service.  When volunteers merely do one activity in a string of activities , they can lose the intense sense of satisfaction …that drives most volunteer effort. …. Ownership gives the volunteer something to be in charge of and hence to be proud of. … This is not to say teamwork should be avoided in job design.  Teams of people can also feel a sense of ownership.

The authority to think

The authority to think is the second key element in good job design, whether for individuals or for teams.  With this authority the individual or the group not only does the work but plays some part in deciding how to do it. Volunteer managers tend to resist allowing volunteers this authority.  Indeed when a volunteer first comes on board this may be the most comfortable way to proceed.  As the volunteer learns the job, however, the fact that they are only doing what someone else decides begins to sap their motivation and dilute their feelings of pride in what they accomplish.  ....in designing the job you should ask

How would a person who tells the volunteer what to do know what to tell them?

What does the volunteers supervisor do to figure out what to tell the volunteer to do?

You can then include these thinking tasks in the volunteer’s job description.

Responsibility for results

The third critical element in developing a work structure that encourages excellence is to make sure that the volunteers are responsible for achieving specific results rather than simply performing a set of activities.  If they are focussed on the end product or goal they will get the satisfaction of making progress towards a meaningful end. …  Volunteers on a school programme might be asked to work with children on reading skills. … There is no challenge in the job when it is described in this way. It is better to specify the skill improvements that the volunteer is responsible for helping the child achieve.  The job description thus might read something like ‘bring the child up to age 6 reading ability’. … It makes sense that you should let them know what results are expected and then hld the volunteers responsible for accomplishing them.

Keeping Score

If you don’t do this the statement of result will fail to have any motivating value, and it will be impossible for both volunteer and supervisor to know how well the volunteer is doing.

Many volunteer managers shy away from measuring volunteer performance, thinking that doing so would discourage or demotivate them.  The opposite is more likely to be the case.  If people can’t tell how well they are oding they tend to get bored with the activity.  There is also no incentive to try a different course of action if you don’t know your present course isn’t working. ….

To determine how to measure a given result involve the volunteers who do the job by asking:

· What information would tell us if you are succeeding in achieving the result?

· How could we collect this information?

From Essential Volunteer Management  Directory of Social Change 2007

Steve McCurley and Rick lynch

Now think about your own vacancies. How well do they fit in with these four criteria?
What changes could you make that would give ownership and the authority to think as well as identify results and meaningful measures of success?
The job description and person specification

The art of writing a good job description is probably more important for a volunteer post than for paid staff. Paid staff frequently expects to pick up a large amount of information as they go along, almost by osmosis. For a volunteer with limited time available and for you as their manager this process will be very time – consuming and discouraging. A Volunteer Officer needs a precise description of what is expected.

A good job description will contain the following elements.  

Title – Purpose – Suggested activities – Measures – Timeframe – Site – Supervision

- Benefits, terms and conditions – Major challenges – Principle relationships. 

In addition, an introduction to the job placing it in context within the organisation as well as a statement of the values and philosophy of the organisation that the volunteer is expected to adhere to are both very helpful in giving the prospective volunteer a picture of the organisation.
Answering the following questions should help you to produce a clear description of your vacancy that will enable you to identify the sort of person you are looking for and enable interested volunteers to decide if they would like to take a further step by applying for the post.

1. What is the job title?

2. What is the purpose of the job? (This is the most important aspect of the description. It should describe the result that the job is to accomplish.)

3.  What is the background to the post? (The answer to this question could include answers to the following questions. What is BTCV?  What role does the job play in the organisation? What need is this job meeting? How long has the job existed?)

4. What main tasks or activities will you suggest to the Volunteer Officer that they      carry out in order to achieve a successful outcome? (At least one of these should address the planning and evaluating aspects of the job. Check also if there are any activities that are common to everyone e.g. Supporting and contributing to the work of the area team.)

      1.

      2

      3

      4

      5

      6

5. For each of these main or key tasks what is likely to actually be involved in practice? ( e.g. if Key activity 6. Is ‘Support and contribute to the work of the Area team’, in practice this might mean the person would be expected to do the following.
Actively support staff and Volunteer Officer meetings by typing up notes and organising the meeting room bookings and letting staff know when and where meetings will be.

Respond to enquiries about any aspect of BTCV’s work from volunteers across the geographical area.
Cover for other members of the team when needed.

Contribute ideas and suggestions for improvements to any aspect of BTCV

Break down one of the key activities you have listed above, this will help you understand if it is possible to give this role to a volunteer, and how much training and support they will need to do the role        
6. Who else will they need to ‘get on with’ in order to do the job well?

7. The Volunteer Officer will be entitled to some of the following? You need to be able to provide them before you take the volunteer on.
Travel expenses.

Training.

Holidays (How long?)

Careers advice.

Sweatshirt/fleece/t.shirt as appropriate
Protective clothing.

Diary
Hands – On Conservation pack.

Other

8. How many days or hours per week will they be expected to work?

9. What are the physical conditions of the job? (Office and office equipment, workshop, Toolstore, vehicles. Sites.)

 10. What is the likely duration of the post?  

Although we cannot ‘make’ a Key Volunteer stay, we do need to make it clear that if we are to train in and support a key volunteer we need commitment to a certain amount of time as far as is reasonable possible.  I.e. is it a job that could be taken on and completed in three months.  Are you looking for someone to help out long term with admin, maybe part-time
11. What major challenges face the successful candidate? (That is, which bits of the job are likely to be most difficult and which are routine or well supported?)

Resources

Do you need to aquire any new equipment for your Volunteer Officer post?

List what you’ll need and what you’ll need to acquire.

	Equipment
	VO will need this
	We need to get this

	Desk space

Drawer space
Access to PC xx days per week
Filing cabinet/ draw space

Diary

Phone

Boots

Gloves

Waterproof Jacket/trousers

Other:
	
	


Finance

How much will you need to allow for travel expenses 
Training and travel to training
Protective clothing
Branded clothing
Extra office equipment
Time
How  much of your time do you estimate you will need to allocate to your Volunteer Officer in order to manage them effectively?

Induction                                                                         
days

Training/on the job support/mentoring                              
days

Supervision meetings





days
JPR/career development

Liaison with Placement agency/college/paperwork

Attracting Applications – eight key questions for Success.

So far you have identified an appropriate vacancy, turned this into a job that would be suitable for a volunteer, described this job clearly and attractively and estimated the resources you will need to allocate to this job. Well done! You are now in a position to begin the process of attracting applicants. There are a number of steps you now need to take that will ensure you are doing the best you can to attract suitable candidates from across the community.

In their book, Essential Volunteer Management, Steve McCurley and Rick Lynch describe these steps as answering eight key questions. We have repeated these questions here together with some explanatory notes for you to work through. Use the spaces provided to make your own notes and answer to the questions

1. What is the job that needs to be done?

(As stressed already, the important point here is to be specific. A general message such as Key Volunteers needed in London’, doesn’t give any information about what those Volunteer Officers might find interesting about work with one of the projects in London.)
2. Who would want to do the job that needs to be done?

(It is easier to recruit the right person for the job if you have answered this question, because it is easier to target your message to the needs of that particular group. Your answers may be multiple – you may want young, middle aged and old people for example. But if you have reached your conclusion in a thoughtful way (rather than simply saying we’ll take any age group) you can begin to target a recruitment campaign on each group with a slightly different message to each. This gives you a better chance of speaking directly to that group’s motivational needs and therefore of attracting greater interest.)
Supplementary questions include;

Who currently does this job?

What jobs or occupations do they have?

Who once did it and has now left or retired?

Who would like to be doing it but is now in a job where it is not possible?

Who could learn to do it?

Who is now learning to do it and intends to do it more in the future?

What schools or colleges teach this subject?

Who can get someone else who is qualified to do it? Can you find a teacher or a senior practitioner in this skill who can recommend and encourage others in their field to help you?

Who has a radically different job such that this would be an exciting novelty?
3. Where will you find them?

(Once you have determined who you are trying to recruit you can ask, where will you find them? Where do groups of such people gather? Where do they shop? Where do they worship? Where do they go for recreational activity? What do they read? What do they listen to?)
Communities tend to be made up of groups of people – social groups, groups of employees, Clubs, professional organisations etc. In identifying who you are after and where they are to be found, you will move towards identifying the circles of people you want to reach in order to present your recruitment message.

People also belong to readership, listening and viewing groups. If you are going to use the media in your campaign, you need to select which media to use based on the profile of its listeners/ viewers/readers. Any newspaper, radio station, or TV station can supply you with such information.

4. How should you go about communicating with them?

(The most efficient methods for recruiting effective, dedicated volunteers are those in which a potential volunteer can ask questions and where you can directly address the candidate’s own needs and skills. People volunteer only because they want to. Helping a person see that they can do something they want to do is easiest when a two –way conversation can take place. Therefore, while you should include easy and inexpensive methods of recruiting volunteers in any recruitment drive, you will be most effective if you put the emphasis on one –to-one conversations and on talking to groups small enough to get a good two – way conversation going. This is quite labour – intensive so involving other people in the recruitment process may be a good idea.)  

5. What are the motivational needs of these people?

In addition to doing something worthwhile, each individual has a complex of other motivations for volunteering. When you identify your target groups, you can then guess at which needs might be most important to individuals in that group. You can then send a message which speaks directly to those needs.

Possible motives for volunteering include;

· To get out of the house.

· To establish a track record to help get a job and gain new skills.

· To make a transition from prison, mental illness or other situations to the real world.

· To test the waters before making a career change.

· To make new friends.

· To be with old friends who are already volunteering in the organisation.

· To gain knowledge about the problems of the community.

· To maintain skills no longer used.

· To impress present employer to spend quality time with members of their family by volunteering together.

· To gain status.

· To escape boredom.

· To feel part of a group.
· To express a religious or philosophical belief.

· To exercise skills in a different context.
6. What will you say to them?

(An effective recruitment message has four parts.

Ì. A Statement of need.

This tells the volunteer why the job they will be doing is important. Few recruiting messages talk about why you want the person to do a particular job. They only talk about the activities the person will be performing. This leaves it up to the person being recruited to figure out what the need for those activities are.

The need usually refers to something that exists in the community, not something that exists inside the organisation. Statements of need naturally lead the potential volunteer to think ‘That’s terrible; somebody should do something about that.’ Once someone is thinking this way, it is a simple step to recognising that they could be that person. Recruiting them then becomes easy.

In responding to statements of need, the volunteer is directly answering the needs that the organisation itself exists to address. In some situations, however, volunteers, are recruited to do things that do not directly affect the organisation’s main work. Admin activities for example, where it is the needs of the staff that are primarily being met. In these cases it is important to talk about the needs of the staff in the context of their work in meeting the needs of the community.) 

ìì. The Job.

The second element of an effective recruitment message is to show the volunteer how they can help meet the need or solve the problem. In other words, describe the job but in the context of the need, thereby making your recruitment message more powerful.

Also, when talking to potential volunteers about a job you should attempt to help them see themselves doing the job. People only do what they can picture themselves doing, so you need to make your description of the job as vivid as possible. Talk about the physical environment, the people they will meet and all the minor details that create a full image of the situation the volunteer will encounter.

Furthermore, in addition to painting a picture of the job, you need to put the volunteer in the picture. So, talk about what you will be doing not about what a volunteer will do. A good technique to use in this regard is to ask the person how they would react in certain job situations, making sure these are easy and pleasant ones to handle. Questions generally should assume that the person is going to volunteer. Avoid saying, ‘If you decide to do this’.

Instead ask questions such as; What hours will be best for you? What appeals to you most about this work? What can we do to make the experience fun for you? Will you be able to attend our staff meetings?

iii. Fears

It could be worth considering any concerns that a volunteer might have about the job. Lack of experience, or qualifications for example. Anticipating these and addressing them openly is likely to reduce the risks of them becoming a barrier.

iv Benefits.

The recruitment message should also talk about how the experience will allow the volunteer to meet the motivational needs required from the job. This helps people see how they can help themselves by doing activities that help the organisation serve the community. 

The more you know about the potential volunteer therefore the easier it will be to encourage them to volunteer. 

7. Who will do it?
Considering this question can help you bring more two – way communication into the recruiting effort. An often overlooked and extremely effective resource is a person who is recruited specifically to recruit other volunteers.

You might consider aiming for a network of volunteer recruiters in a variety of different groups in the community at large.
8. How will they know what to do?

The last step in preparing the recruiting effort is to train those who will be delivering the recruitment message. If you follow the principles described above, this means training everyone involved with the organisation and it’s work. Everybody knows potential volunteers; it’s just a matter of getting them to think about asking people they know to make a commitment to solving the organisation needs and of equipping them to make a coherent case for doing so. Any training provided should include an explanation of the participant’s role in the recruitment process and opportunities to role – play their presentation of the recruitment message.  
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