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RECRUITING & MANAGING
VOLUNTEERS FOR COMPETITIONS
AND LEADERSHIP

WEP

VOLUNTEERS


Presenter
Presentation Notes
Today we are going to talk about what has been the backbone of US Masters Swimming for so many years: The volunteers. 

Around the room are posters of LMSC and club groups who may need volunteers. As I’m going through this presentation, I want you to think of these groups and how this applies to them. If we have time at the end, I want to give you the opportunity to add to the list and talk about some of the ways to recruit maintain those volunteers.

It can take a great deal of time and effort to develop a successful volunteer program. 


Myths, Truths,
and Sins

Myths
- Not enough people
- Nobody wants the job
- | can do it myself

- Endless supply

% - Letthemdo it

- |t takes work

Sins

- Accept resistance

- Don’t invest in change

- Remain within our
organization
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Presentation Notes
The first thing we need to address and the Myths, Truths, and Sins of creating a volunteer program.

There are not enough people willing to volunteer to do all of the work that needs to be done. Actually there is an almost endless supply of volunteers - if we recognize who they are and know how where to find them
Nobody wants to do the job; the truth is there are many individuals and organizations who want to do many of those jobs - if we let them do it. 
I can do the work myself easier. It does takes works to develop a volunteer program, but the benefits can outweigh our own heartache.

Sins:
#1. We accept resistance to volunteers from seasoned helpers and from rigid cultures rather than adopt effective strategies to overcome it. 
#2. We do not invest in the organizational change 
#3. We tend to think of opportunities to get volunteer as existing only within organizations rather than outside them. 



Developing your Program

- Determining the Purpose

- Building an Infrastructure
- Implementing the Program
- Keeping the Course
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I want you to think of volunteering not as a task, but as a program. 

The key to a successful volunteer program is organization. 

I’m going to break this organizing into four elements that I believe are necessary for a successful volunteer program: 
Determining the Purpose, 
Building an Infrastructure, 
Implementing the Program, and 
Keeping the Course. 



Determining the Purpose/Goals

- Current Program
- Appropriate
- Safe
- Feasible
- Valuable

- Assess Needs and
Wants
- Hosting a meet
- Recruiting a new coach
- Reforming a board
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At the heart of developing a program is determining the purpose by assessing your needs.

Do this by outlining what your volunteer network currently looks like. 

Write down the needs and wants.

If there is a gap between the two, then we now have a goal/purpose.

This will be our roadmap, it will help us to determine where we are going and how we are going to get there.



Building the Infrastructure: The Nuts and Bolts

- Proposal

- Expectations

- Policies and Rules

- Risk Management Plan
« Contracts

- Budget
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Lets get started on creating the program. 

It is important to document the details of the program; get it written down.

Some things to think about are:

Creating a proposal to take to a volunteer organization.

Describing the expectations you have for the volunteers.

Documenting policies and rules.

I want to point out three things that I didn’t think about in this infrastructure: 
Risk Management Plan
Contracts, and 
Budget
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Questions to ask when creating a risk management plan: 

Think about the worst case scenario and begin planning for it.

What are we asking the volunteers do?
What could go wrong?
How probable is it that something will go wrong?
How serious of an issue would it be?
What would we do if something goes wrong?
Is there a financial or legal risk?
How can we diminish the probability and/or protect ourselves?
Can we still ask a volunteer to do this?
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The purpose of developing volunteer contracts or agreement forms is to outline both organization and volunteer expectations and responsibilities

Consider asking someone experienced in writing contracts, attorneys on the team, online websites.


e
Budget Worksheet

Estimated

Category Sample Items Amounts

Staff salary and benefits

Equipment

Office supplies

Other supplies

Other materials

Printing/copying

Postage

Advertising/marketing

Events
Food
Other
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I bet many of you thought volunteers were free. They aren’t.

A budget is the best way to determine the feasibility of having a volunteer program. 

Here I show a simple worksheet, more tips and worksheets are available …


Building the Infrastructure: Support Staff

- Encourage
- Reward
- Collaborate

« Coordinator
« Recruiter
« Trainer
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It’s important that the individuals you select to implement your program are the best representation of your organization to introduce the volunteers to your organization.

Find the support staff who can run and manage the program and work favorably with volunteers.

Someone that has contacts to other groups may be a good candidate to become a recruiter.

Look for those willing and able to also support the volunteers by providing encouragement, rewards, and the ability to work well with others.


Building the Infrastructure: Job Descriptions
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We must know who we can recruit. The first thing we need to have is the job descriptions.
Knowledge and Skills
Duties and Tasks
Time Commitment
Responsibilities

When developing position descriptions, keep in mind individuals may be seeking to fit volunteerism into their already busy lives, they are often looking for short-term or one-time opportunities. 

Try to offer a healthy mix of:

	Long-term and Short-term
	One-time and Extended. 
	Range of skilled and Non-skilled tasks


Building the Infrastructure: Description ldeas
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Detail the commitment:

Describe the overall position in a clear, comprehensive, concise manner. 

Identify the support will they need.

Estimate the time commitment for this position.

State the place the volunteer needs to be.

Let the volunteer know the opportunities they can  fill.

Let the volunteers know if they will be working with other individuals.

Brainstorm other critical information for the volunteer to know about this position.


Building the Infrastructure: Features & Benefits
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It goes beyond job descriptions. The recruiting should be well-planned.

Identify the audience who you are targeting.

Describe the features and benefits of volunteering.
It can be more than just helping us out
Having fun
Meeting people

This is where we can promote the possibilities of what volunteering can do: 
Increasing knowledge and teaching new skills
Provide experience for professional development and networking, 
Being a part of your community
Sense of accomplishment


Implementing | Recruiting

the Program - Strategies

- Timelines

- Costs

- General labor
- Specific skills
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Now that you’ve built the infrastructure, you then have to decide how you’ll recruit the appropriate volunteers.  

It’s time to get ready to actually implement your plan. 

The key to having a successful volunteer program is developing a strong recruiting strategy. 

With all of that you have already done at your fingertips, you're better prepared to find the right volunteers for the right positions. 



Implementing | Communication
the Program Strategy

- Promote the
features and
benefits

- Target your

market @
v -
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Craft a powerful message but simple message. Be Creative.

When designing a communication strategy, think about all the different places to look for volunteers.

Social media tools to facilitate social networking (Facebook, Twitter, YouTube)
Internet sites (Volunteermatch.org,Idealist.org) 
Bring a pal
Local corporations
Old-fashioned fliers
Sport Commissions
High Schools
Sports magazines and papers
USA parents training to be officials
Workplace
Non-profit organizations
Family members
Colleges
Other swimming programs
Boy and Girl Scouts
Local corporations


Implementing | -Interviewing
the Program - Screening
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Consider interviewing and screening

Be very careful when recruiting volunteers — remember that these people will represent your club or LMSC.

Consider a process to screen and interview potential volunteers 
Create a list of questions
Obtaining contact references


Implementing
the Program
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It’s not okay to just let the volunteers run loose and assume they’ll figure it out. They need to be trained.

Don’t assume that volunteers know all there is to a task. 

Saying you need timers may make total sense to you, but to a group who has never seen a swim meet, it may be necessary to provide more than just a five minute speech about how to start, stop, and reset a watch.

Think of developing an orientation or training program to both familiarize the volunteer with the specific job or task they’ll be doing, and to introduce them to the organization.

The training plan should include the position descriptions, handbooks for volunteers (sort of an orientation on paper), other materials. Send the materials to the volunteers prior to event for them to review.



Implementing | Training and Orientation
the Program - Training Plan
- Handbooks



Presenter
Presentation Notes
Trainings and orientations are often the equivalent of your volunteers' first impression, so it's important to make it positive, informational, and motivating.

Decide what kind of orientation, and training you should, and can, offer.

You can begin by using what you have already created to begin developing the training plan. 

Create a mentoring program for filling a board position on an LMSC.

Determine the support and training will they require. (Will you have a weekly meeting or monthly meeting with them?)



Keeping
the Course

- Rewards
- Recognition
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Rewarding and keeping volunteers motivated may help to retain future volunteers.

Consider setting up a regular reward and recognition program where you thank the volunteer. 

There are many ways to publicly thank your volunteers for their work and dedication.


Keeping

- Reviewing
the Course
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Reviewing your volunteer program makes sure it remains in line with the original vision. 

It may seem like a hassle but it is invaluable in keeping a volunteer program running smoothly

Conduct annual reviews of:
   Individual volunteers
   Volunteer managers
   The overall program



Keeping

- Tracking
the Course

- Evaluating
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Setting up a system to track volunteer program information will keep you well-equipped not only for evaluation but also for making the case for your volunteer program to future volunteers. 

Tracking doesn't have to be overwhelming.

Record contact information and hours using an simple spreadsheet.

Provide opportunities for volunteers to provide feedback.

Answers to questions like: 
When are volunteers available? 
What did they enjoy most? 
What did they not enjoy? 
What are they best at? 
What motivates them? 
How do they like to be recognized? 
How many hours did they actually volunteer?


BUDGET WORKSHEET

Category Sample Items Estimated Amounts

Staff salary and benefits

Equipment

Office supplies

Other supplies

Other materials

Printing/copying

Postage

Advertising/marketing

Events

Food

Other




TASKS

Questionable
Fine for and needs
Volunteers adjustment

Not
appropriate
for
Volunteers

Why did you rate it this
way?

Carry 50 pounds or more

Climb a ladder

Lifesaving

Standing up quickly

Operate computer timing
system




REQUEST FOR VOLUNTEERS

Title of Position

Impact Goal /Purpose/Objective

Number of Volunteers Needed:

Timeframe/Hours/Length of Commitment:

Worksite Location:

Description of the Task to Be Performed:

Key Responsibilities and Tasks

Expectations

Qualifications

Position Benefits

Qualifications:

Skills:

Attributes:

Anything that may disqualify candidate:

Training/Support Provided

Supervisor (name, phone, email)




SAMPLE INTERVIEWING QUESTIONS

What interested you about this volunteer position?
* Isthere an aspect of our mission that motivates you to want to volunteer?
¢ Tell me the story of how your chose your education program OR career path OR life work?
e Have you volunteered in the past?
* Yes: What have you enjoyed most about previous volunteer work?
* No: What have you enjoyed most about previous paid work or other activities?
e Areyou involved in other organized activities?
e What special skills would you like to utilize as a volunteer?
¢ Are there tasks that you do not want to do as a volunteer?
e Canyou briefly talk about your experiences as they relate to this position?
¢ What would you say are three of your strengths?
e Do you prefer working independently or with a group?
¢ What would be the ideal volunteer job for you and why?
e Describe your ideal supervisor.
¢ What are your expectations of our organization? Of our employees?
e What are your personal goals for this experience?
¢ Do you have any concerns about what we expect of you?
e Are you willing to make a time commitmentof ____ ?
* Areyou interested in some training pertinent to this position?

¢ Do you have any questions that you would like to ask us?



EVALUATING PROGRAM/VOLUNTEERS

*  When are volunteers available?

e What do they enjoy most?

¢ What do they not enjoy?

e What are they best at?

*  What motivates them?

¢ How do they like to be recognized?

e How many hours did they volunteer?



PLANNING AND EVALUATION

Element of a Successful

Volunteer Program

Score Plans to Improve

Volunteers are familiar with mission of
organization

Written proposal

Written risk management Plan

Contracts/agreement forms

Budget was successful

The need for volunteers was assessed

Communication/recruitment strategy was
useful

All volunteer tasks have a written position
description

Rewards or recognition was enjoyable

Staff and volunteer work together to
identify position

Risk management plan had to be used

Training of volunteers was successful

Coordinator/recruiter/trainer did a good
job
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