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Online Seminar – Part 1 of 3

With Martin J Cowling
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With Martin J Cowling
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Organization
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Your TrainerYour Trainer

Martin J Cowling
• Manager

• Trainer

• Author

Article citations in 
handout packet
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Why Integrate Volunteers 
Throughout the Organization?
Why Integrate Volunteers 
Throughout the Organization?

It’s difficult, but…

Potential impact is 
significant
• Enhance effectiveness

• Get ready for new 
generations of volunteers
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What We’ll CoverWhat We’ll Cover

Part 1: Models of Volunteer Integration
How organizations and the people in them view the role of 
volunteers

Part 2: Resistance
Why organizations resist developing a wider range of volunteer 
positions 

Why overcoming this resistance is so important

Part 3: Integration Strategies
Practical steps for integrating volunteers into the organization
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What “Integrating Volunteers”
Means
What “Integrating Volunteers”
Means

Blending staff and 
volunteer work
• Seamlessly

• Collaboratively

Assuring deployment 
and inclusion
• Everywhere in the organization

• In all planning and activities
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Ask YourselfAsk Yourself

How well-integrated is your volunteer program?

No Volunteers 
Beyond This Point
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Assess Your Organization Assess Your Organization 

We’ll get back to 
this column later
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How Volunteers Are ViewedHow Volunteers Are Viewed

Abyss

Cuddly
Toy

Babysitting
service

Dangerous
Force

Foundational
Model of 

Efficiency
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View 1: The AbyssView 1: The Abyss

• Bottomless gulf 
or pit

• Unknowable, 
deep void

• Somewhat scary
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View 2: The Babysitting ServiceView 2: The Babysitting Service

• Social service run by the 
organization

• Goal is to satisfy volunteers 

• Does not contribute to 
organization’s mission
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View 3: The Cuddly ToyView 3: The Cuddly Toy

• Looks adorable

• But serves no real purpose

• Volunteers as “nice”
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My WorldMy World

“That is so nice.”
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View 4: The Dangerous ForceView 4: The Dangerous Force

• Unpredictable

• Unreliable

• Don’t trust them

• Only for basic work
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View 5: The Model of EfficiencyView 5: The Model of Efficiency

• Every detail is planned

• Every volunteer is oriented

• Every system works perfectly

Is this enough?
• Perfection vs. impact
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View 6: FoundationalView 6: Foundational

• Without volunteers, the 
organization would collapse
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Foundational VolunteeringFoundational Volunteering
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Which View?Which View?

Abyss

Dangerous ForceCFO/Top Financial Officer

CEO/Top Executive Officer
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Why the “View” MattersWhy the “View” Matters

Understanding the “view”
gives you a starting point

Your ultimate goal: 
• Volunteer program is viewed 

as Foundational

• Volunteers are a factor in 
strategic planning and do 
important work

• Volunteers are integrated 
throughout the organization
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What We’ll CoverWhat We’ll Cover

Part 1: Models of Volunteer Integration
How organizations and the people in them view the role of 
volunteers

Part 2: Resistance
Why organizations resist developing a wider range of volunteer 
positions 

Why overcoming this resistance is so important

Part 3: Integration Strategies
Practical steps for integrating volunteers into the organization
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End of Part 1End of Part 1
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The Power of Integrating 
Volunteers Throughout the 

Organization

The Power of Integrating 
Volunteers Throughout the 

Organization

Online Seminar – Part 2 of 3

With Martin J Cowling

Turn on speakers

Audio

Everyone Ready® • © 2010 Energize, Inc. Part 2 of 3

What We’ll CoverWhat We’ll Cover

Part 1: Models of Volunteer Integration
How organizations and the people in them view the role of 
volunteers

Part 2: Resistance
Why organizations resist developing a wider range of volunteer 
positions 

Why overcoming this resistance is so important

Part 3: Integration Strategies
Practical steps for integrating volunteers into the organization
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Limiting StatementsLimiting Statements

Individual staffers’
attitudes impact 
volunteer roles

“Limiting statements”
may block volunteer 
involvement

Off-Limits
To Volunteers
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Have You Heard this One?Have You Heard this One?

Limiting volunteer 
participation is 
considered a “rule”

Often based on 
incorrect assumptions
• Is it truly a legal limitation?

• Is it really a policy of the 
organization?

Volunteers are not
allowed to do 

________.
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Same Organization – Two PoliciesSame Organization – Two Policies

Volunteers are not allowed to 
answer the phone.

Volunteers are only allowed to 
answer the phone.

Branch A Branch B
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Volunteers may 
not be given 

access to 
confidential 
information.

How about this One?How about this One?

Invalidates volunteers’
position as authorized 
agents of the organization
• Makes it impossible for 

volunteers to deliver services

• Disqualifies them from 
many roles

Ignores the possibility of:
• Training to maintain privacy

• Limiting access based on “need to know”
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Another Limiting StatementAnother Limiting Statement

Concern: 
• Volunteer labor will substitute 

for paid work 

Stems from:
• Protection of jobs

• Social-justice viewpoint

Volunteers 
must only work 
in ancillary or 

secondary roles.
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Inconsistent LimitationInconsistent Limitation

If paid work is given higher 
status, volunteers will only 
be given low-level tasks to 
do

If volunteers can only 
handle “junior” roles…

…why can they serve as 
board members and govern 
everything?

HELP
WANTED
Volunteer positions:

• Junior park ranger

• Hospital trolley pusher

• Junior museum guide

• Board member
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Limits Shortchange OrganizationsLimits Shortchange Organizations

Legitimate concern: 
• Seeing volunteers as cost-saving device

Inappropriate response:
• Restricting volunteers to low-level assignments

Why?
• Miss out on a wide range of potential talents and skills

• For example, pro bono services donated by professionals
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One Last Limiting StatementOne Last Limiting Statement

This one comes from Australia!

Volunteers are not
allowed in the 

executive offices.
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What’s the Message?What’s the Message?

The sub-text of limiting 
statements:
• Your skills or qualifications 

don’t matter

• Your passion about our 
mission doesn’t matter

• Your time available doesn’t 
matter

• We’ve already decided that 
volunteers are only suitable 
for low-level tasks
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Imagine…Imagine…

What would happen if we 
had roles for volunteers 
throughout the entire 
organization?

How might the right, 
qualified volunteer help:
• The CEO or Executive Director to do more?

• Support every staff member?

• In every department?
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Results Results 

As a result of opening 
up volunteer roles:
• The organization could 

get more done!

• Services would expand 
significantly

1

Everyone Ready® • © 2010 Energize, Inc. Part 2 of 3

ResultsResults

As a result of opening 
up volunteer roles:
• You’ll get new, different, 

or better
− Ideas for old problems
− Solutions for long-time 

obstacles
− Possibly even new 

sources of finances

2
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ResultsResults

As a result of opening 
up volunteer roles:
• There will be less stress 

on paid staff
3
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ResultsResults

As a result of opening 
up volunteer roles:
• You create a culture of 

inclusion
4

Everyone Ready® • © 2010 Energize, Inc. Part 2 of 3

ResultsResults

As a result of opening 
up volunteer roles:
• You will deepen your 

connection with 
volunteers  – and retain 
them longer

5
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ResultsResults

As a result of opening 
up volunteer roles:
• You increase the number 

of supporters in your 
community

6
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ResultsResults

As a result of opening 
up volunteer roles:
• You will improve your 

reputation for being 
responsive to community 
members

7
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Consider…Consider…

In a financially tight 
environment, if we under-
utilize skilled volunteers, 
• Are we squandering resources 

that are available in the 
community?

2009 Deloitte Volunteer 
IMPACT study
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Frequently-Asked QuestionFrequently-Asked Question

Should some roles 
be off-limits for 

volunteers?
Good question!
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Criteria for NOT Placing a 
Volunteer
Criteria for NOT Placing a 
Volunteer
• If there are clear legal reasons 

• If the volunteer is unqualified

• If there is no meaningful work 
for the volunteer

• When the benefit isn’t worth the 
time expended by the 
organization

• The work requires many hours 
a week
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Unethical Demands?Unethical Demands?

If more than 16-20 
hours a week
• Break the role into 

smaller volunteer 
assignments

• Or, find the funds to 
pay someone

Don’t simply expect 
volunteers to do 
whatever you need
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Successful EvolutionSuccessful Evolution

2010

2009

2008

2007

2006 Envelope stuffer

Letter writer – to donors

Letter writer – to business contacts

Recruiter

Member of development management team
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What’s Holding Your Organization 
Back?
What’s Holding Your Organization 
Back?

What “limiting 
statements” operate 
in your organization?
• Are these legitimate 

obstacles or myths?

• If you aren’t sure, ask 
questions to open new 
doors
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What We’ll CoverWhat We’ll Cover

Part 1: Models of Volunteer Integration
How organizations and the people in them view the role of 
volunteers

Part 2: Resistance
Why organizations resist developing a wider range of volunteer 
positions 

Why overcoming this resistance is so important

Part 3: Integration Strategies
Practical steps for integrating volunteers into the organization
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End of Part 2End of Part 2
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The Power of Integrating 
Volunteers Throughout the 

Organization

The Power of Integrating 
Volunteers Throughout the 

Organization

Online Seminar – Part 3 of 3

With Martin J Cowling

Turn on speakers

Audio
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What We’ll CoverWhat We’ll Cover

Part 1: Models of Volunteer Integration
How organizations and the people in them view the role of 
volunteers

Part 2: Resistance
Why organizations resist developing a wider range of volunteer 
positions 

Why overcoming this resistance is so important

Part 3: Integration Strategies
Practical steps for integrating volunteers into the organization
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Integration StrategiesIntegration Strategies

Leadership Openness Staff 
Engagement Systems
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Strategy 1: LeadershipStrategy 1: Leadership

Developing effective 
leadership of the volunteer 
program
• Manager of volunteers is seen 

as a leader

• Organization’s leadership is 
committed to an integrated 
volunteering program

• Volunteer services function 
takes a lead role in the agency
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Frequently-Asked QuestionFrequently-Asked Question

Best chance of success:
• Having a designated person 

responsible for volunteers

• Manager of volunteers has a 
leadership role

There are many models in use

If volunteers are important, then 
selecting a leader for their 
efforts should be important, too!

Our volunteer program 
sort of runs itself, without 
anyone officially leading 

the program.

What’s wrong with that?
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What about You?What about You?

• Did you set out to lead and manage 
volunteers?

• Does your organization see you as 
a leader? Do you see yourself as a 
leader?

• Do you have a long-term strategy 
for your volunteer program?

Believe in the power of 
volunteering and that it will make 

a very significant difference
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A Foundational Volunteer Program A Foundational Volunteer Program 

Executive-level 
commitment required!

Ask yourself:
• Does the leadership value 

volunteering?

• Do CEO and managers 
volunteer in other 
organizations?

• What is the CEO’s 
relationship with volunteers?

Our CEO is 
supportive of our 

volunteer program
committed to
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Building CommitmentBuilding Commitment

“Volunteer Program Champions” study 
by Betty Stallings

To gain support and 
commitment at the top:
• Talk their language

• What’s In It For Me

WIIFM
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Identify What They WantIdentify What They Want

Achieve goals

Reduce their stress 
and workload

Return on dollar Raise funds to 
meet the mission

Board Executive
Leadership Paid Staff
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Report on Real ContributionsReport on Real Contributions

Use reports to 
document volunteer 
accomplishments 
• Measure it, report on it, 

make it visible

• Position accomplishments in 
terms of WIIFM for key 
stakeholders

• Know the message you are 
sending with what you report
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WIIFM in Your OrganizationWIIFM in Your Organization

Strategize to help all 
work areas and 
levels see the value 
of volunteers
• Position the program

• Meet vital needs

• Gain recognition
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Strategy 2: OpennessStrategy 2: Openness

Make your organization more 
welcoming and open

Where to start?
• Form a volunteer leadership team 

of committed and experienced 
volunteers 

• Be a role model!
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Strategic Placement of VolunteersStrategic Placement of Volunteers

Involve all staff, paid and unpaid, in discussing 
how volunteers can best be involved

Approach as a problem solver:
• Wrong way:

− Here are the volunteers. Where do you want them and what 
can they do?

• Right way:
− Where are your problems or gaps? What do you want to 

achieve?  How can volunteers help?
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Case StudyCase Study

CASE STUDY
AIDS Council,

New South Wales

Problem:
• Our AIDS Council can’t keep up with 

research on the disease and its treatment

Solution:
• Recruited volunteers who liked research

• Let them take on the challenge and do the 
work well

• Everyone benefited
− Volunteers
− Staff
− Clients
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Practical AdvicePractical Advice

Be honest
• Lay out the difficulties and 

downsides

• But remind about the benefits

If you did your homework 
right, the positives will 
outweigh the negatives
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Another TipAnother Tip

First focus on one or two 
departments
• Success will snowball

• I want what they’ve got!

Build a sense of ownership 
and staff will market their 
success and convince 
others
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Strategy 3: Staff EngagementStrategy 3: Staff Engagement

Engage all departments 
and staff specialists in 
responsibility for volunteer 
success
• Find synergies

• Example: integrating 
volunteering and fundraising 
strategies

• Seek ways related staff can 
work together
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Case StudyCase Study

400,000 people “sponsored 
themselves” to raise a lot of 
money once each year
• After the event, they were thanked

• Then no contact until next year

• Are they donors – or volunteers?

Consider the potential of 
more invitations to get involved

Creating synergies between 
“fundraising” and “volunteering”
opened many new opportunities

CASE STUDY
Major Australian 

Charity
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Common ComplaintCommon Complaint

Volunteer program 
managers may:
• Feel isolated

• Believe that volunteer 
department must “reinvent 
the wheel”

Instead, foster engagement:
• Volunteers and staff help one another

• United, focused approach
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Collaboration “Summit”Collaboration “Summit”

• Coordinate everyone’s 
work and avoid 
duplication

• See the connection 
between all community 
outreach efforts

• Don’t confuse the public 
with multiple messages
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Strategy 4: SystemsStrategy 4: Systems

Build world-class volunteer 
management systems
• Before you expand the roles of 

volunteers, put the needed  
processes into place

• Review/develop a volunteer 
management handbook
− Get input
− Keep it current
− Make sure it is relevant
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Volunteer Management HandbookVolunteer Management Handbook

Get approval from board and 
senior management
• Visual reminder of commitment

Contents:
• Organization’s desired outcomes for 

volunteer involvement

• Policies and guidelines for volunteers 
and supervisors

• Create common structure for volunteers 
across the organization

Volunteer 

Management 

Handbook
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Readiness for VolunteersReadiness for Volunteers

Are all departments ready to welcome volunteers?
• Is there appropriate work space for volunteers?

• Has staff been trained on how to work with volunteers?

• Is there an orientation and training plan for volunteers?

• Has staff had a chance to evaluate and provide feedback 
on volunteer processes?

• Is there a way for staff to debrief with volunteer 
management about problems in integrating volunteers?
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Don’t Be Afraid to EvaluateDon’t Be Afraid to Evaluate

• Evaluate everything

• Don’t be afraid of the results

• Don’t keep the results secret

• Change something in 
response to the feedback –
quickly!
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What We’ve CoveredWhat We’ve Covered

Part 1: Models of Volunteer Integration
How organizations and the people in them view the role of 
volunteers

Part 2: Resistance
Why organizations resist developing a wider range of volunteer 
positions 

Why overcoming this resistance is so important

Part 3: Integration Strategies
Practical steps for integrating volunteers into the organization
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Action PlanAction Plan
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Discussion BoardDiscussion Board

Join the 
Discussion!
May 17th - June 19th

Discussion Board
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End of Part 3End of Part 3


