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The End of Retirement as We Know It: New Challenge for Volunteer Programs
October 30, 2002 - Nan Hawthorne
Many volunteer programs are likely to face a challenge in the next decade or so as the formerly ample supply of "recruitable" seniors disappears. The once anticipated influx of 25 million Baby Boomer retirees is, as it turns out, likely to dwindle if the trend to postpone or interrupt retirement develops. The impact on volunteer programs in general will be notable, but the impact on programs focused on senior involvement could, it can be argued, be devastating.

Until recently the prediction was when Boomers reached retirement age they would prove to be healthier, more active and more involved than their predecessors, and be a promising pool of volunteers. Nothing has changed this prediction, but a new one affects how this vitality will be used. 

The fact is that Boomers as a group have not prepared sufficiently for retirement in the face of inflation and the vagaries of investing. According to a "Retirement Reality Check" survey completed by Allstate Financial, America's graying Boomers have severely underestimated how much money they need to retire and live comfortably. The survey found that nearly four out of five expect that they will need "$30,000 per year for basic living expenses during retirement. To have $30,000 per year, Baby Boomers will need approximately $1 million upon retirement, factoring in an eight-percent return on savings and an average four-percent rate of inflation."1 The same survey concluded that the figure quoted by respondents as what they will need to live, $30,000, is only about half of what they will actually require. 

There are other influences on the trend either to retire much later or to return to work after retirement.

The age for eligibility for Social Security retirement benefits is going up incrementally. That age will eventually climb from 62 to 67 with a substantial reduction in benefits for early retirees. This means that many older Americans will spend at least two to five years longer in the workforce or face a reduced lifestyle.

Many older people will want to keep working. "We are going to have a whole generation that is healthy... and bored." What are they going to do with the later stages of their lives, if those stages span 25 or 30 years? If this optimistic projection of wealth by Dorothy Cantor, a writer and psychologist in Westfield, N.J., quoted in the Pittsburgh Post-Gazette is accurate even for a fraction of retirees, it will impact the workforce. While many will choose -- and demand -- volunteer opportunities that are substantial, others will choose to keep working or will go back to work, if their need for meaningful volunteer work is not met by volunteer programs still operating on outmoded models. 2

What will the impact be on volunteer programs? 

· The sheer number of available seniors will shrink, making recruitment methods less effective in general. Programs that rely entirely on seniors, such as the Senior Service Corps programs and intergenerational programs may find it difficult to find sufficient volunteers to meet their needs or to justify their funding.

· As generational influences shift the techniques we have developed to cope may no longer work. For example, as more independent seniors have been found to need less of the social outlet of volunteering, organizations have coped by bring out studies that show a benefit to health of keeping active to continue to draw senior recruits. However, coming seniors who do not retire will not only have less time to volunteer; they will not need the activity and connectedness they formerly lost when they left work.

· Whereas many senior volunteers have come from generations of women who did not work outside the home the new non-retirees will include a large number of women who have had jobs and careers and likewise will need to stay employed.

Are volunteer programs feeling the impact of the trend? It appears that the leading edge of the trend is making itself known. "We are finding as a result of the uncertainties and selling in the financial markets that a number of volunteers are finding part-time jobs to help supplement retirement income," shares Kathryn A. Gitto, CVA, Director of RSVP of Broome County in Binghamton, New York. " Most of them have continued in various volunteer obligations." However, she adds, "Their flexibility is limited."

Gitto sees light at the end of this tunnel, however. "The average age of volunteer in our program has been stable at 75. As we attract younger volunteers (those 55-65) our long-time members also age. Their life expectancy has increased so we have more volunteers at each of the outside ranges of ages. Volunteers still are active up to 97 or 98. If more people defer going to complete retirement until later, many cut back hours and still find time to volunteer. Seniors are staying active later in life and we will probably continue to see an average age at about 75 years of age. By the time most people are 75, they will cut back work hours significantly." Indeed, volunteering may be the healthiest stage in this inevitable transition.

Nevertheless volunteer programs need to begin to change their approach to meet this looming trend. Gitto again supplies the keys. Volunteer program staff must receive training in what to expect in the coming decade. The opportunities available to volunteers must adjust to their time availability, habits and interests. She says, "Our staff has received information about how the Baby Boom may look in retirement and that Boomers may tend to go in and out of the workforce and education institutes throughout retirement. We offer a variety of options for volunteers and offer a great deal of flexibility in assignments both in terms of skills required, commitment required, and time required. This flexibility, I believe, will allow us to transition to a new type of senior volunteer effectively."

Will your program meet the challenge of the end of retirement, as we know it? 
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Editor's Note: Our thanks to Nan Hawthorne for her contribution to Volunteer Management Review. Nan Hawthorne is a freelance journalist living and working in Bothell, Washington State.
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Talking To Baby Boomers about Volunteering - Part 1: Third Quarter of Life Passions
Wednesday, November 02, 2005 - Scott Martin, Volunteer Service Administrator, Delaware Volunteer Resource Center
How do we talk to Baby Boomers about volunteering? With the Greatest Generation, those Americans who served in WWII and their contemporaries, we would appeal to their sense of civic duty. With Boomers a more promising approach is to talk about unexplored passions. 

Boomers are now entering the third quarter of life. This period of 20 to 30 years following the winding down of a career and prior to the onset of true old age is characterized by a reinvention of the self. Now that the children are raised, a career established and some financial security gained, people in this stage of life seek to bring greater wholeness and balance to their lives. Passions that had to be set aside in the first half of life can now be explored in the service of creating a new life. Passions are simply those ideas, activities and objects that bring us the greatest fulfillment in life. They point the way to a more complete self and they are fueled by our inherent drive towards wholeness.

Volunteer managers can help potential baby boomer volunteers connect with their passions by asking questions like “what are your dreams for the next 20 years of your life” or “who is it you still want to become.” Providing Boomers with a checklist of the passions appearing below and asking them to indicate the two or three that are of most interest to them is another way to begin. Once passions have been identified, the next step is to translate them into volunteer activities. 

Third Quarter of Life Passions and Volunteering
There are probably as many passions as people, but here are some passions that are particularly common in the third quarter of life. 

Searching for Meaning. As we grow older, we may become more curious about the meaning of life as discussed in philosophy and religion. In their youth, Boomers were so committed to the search for meaning that many began experimenting with mind-altering drugs and exploring eastern religions. Volunteerism can be a path to meaning. Volunteering brings us into contact with people and issues we might otherwise not encounter. These experiences can cause us to re-evaluate long held beliefs and prejudices. In time, new beliefs may arise that are truer to our expanded experience of life. Volunteering with the disabled, aged, chronically ill or dying can bring questions of life’s meaning into sharp focus.

Pursuing Personal Growth. It is not uncommon to enter the third quarter of life having experienced the loss of a career, marriage or loved one. At this stage we may be finally ready to confront a lack of self-esteem, an addiction or other self-defeating behavior. Baby Boomers, who launched several liberation movements, read self-help books and were frequent visitors to the therapist’s office, are likely to intensify their search for personal growth in post-career life. Volunteering provides many opportunities for people to deepen their healing once it has begun to take place. A recovering alcoholic can work with other alcoholics. After a year of grieving, a widow or widower might be ready to volunteer with hospice, lead a support group or staff a hotline. A divorced women who is starting a new career after years of working in the home, may want to work with other women in transition. 

Finding Meaningful Work. The third quarter of life is a time for establishing a new relationship with work. Boomers who have little savings, considerable debt and uncertain pensions are likely to work well into the traditional retirement years. However, work will be more on their terms. Serial employment (periods of work followed by periods of leisure), part-time work and starting small businesses will be common in the third quarter of life. Volunteering offers career changers opportunities to explore new career fields, try out new skills and gain work experience for their resumes. We can make our opportunities even more attractive to job seekers by partnering with trade schools or community colleges to provide certification. 

Increasing Intimacy and Connectedness. In the third quarter of life people often seek to be closer to their families, particularly grandchildren. Workaholic, over-achieving Baby Boomers are likely to pursue this passion. Family volunteering is an excellent way for Boomers to get to know their own grandchildren while reaching out to others. Fifty-plus adults and their grandchildren can become co-pet therapists or co-friendly visitors. Boomers can volunteer in their grandchild’s school, scout group or sports team. They can volunteer with family to plant beach grass, clean up a city street or in any number of other one-time events.

This passion may also express itself as a search for community. Boomers, who once joined communes, may find in this later stage of life a desire to create communities that support their third quarter of life goals. Volunteer organizations might attract these Boomers by providing housing. A park, for example could offer free camping for RVs. A faith-based organization might fill any empty church building with volunteers in search of a more contemplative service community. Even if an organization cannot offer housing, there is much that can be done to deepen the sense of community in our organizations. 

Continuing to Learn. Learning without the pressure of tests and degree requirements can become a great pleasure in the third quarter of life. For some, this will also be the time to return to school to earn a degree that will open doors to a new career. Boomers who are known for valuing education will likely pursue it both formally and informally in their post-career years. Whether it is tutoring, working in a museum, teaching, or researching recycling options, volunteering offers many opportunities for lifelong learning. Service is also the perfect accompaniment to classroom learning. Volunteer organizations can forge partnerships with trade schools and colleges to offer service-learning experiences, internships and perhaps even academic credit.

Pursuing Optimal Health. Staying healthy for as long as possible is a major concern of the third quarter of life. Given the Baby Boomers obsession with staying young, it is likely that they will want to engage in activities they see as contributing to a healthy lifestyle. Volunteer opportunities that involve teaching yoga or tai chi or providing massage or reiki to clients are likely to appeal to health-conscious Boomers. Jobs that involve mentoring youth through fitness or athletics could become popular. Organizations that can offer their volunteers free access to swimming pools, gymnasiums or exercise equipment may find they have a recruiting advantage. 

Sustaining a Sense of Achievement. Some people miss the status, power and sense of achievement they enjoyed while working. Boomers, many of whom have held management or executive positions, may be attracted to opportunities such as management consulting, serving on a board or being a project leader. Entrepreneurial Boomers may come to us wanting to create new positions. We will all have to learn to be more flexible and accommodating. One day, many organizations may have a “social entrepreneur in residence.” Providing free office space, access to business equipment and training to social entrepreneurs could result in considerable long-term payoff. 

Having fun, Traveling and Seeking Adventure. The third quarter of life is also a time for having fun. Baby Boomers may want to bring balance to their lives by being more playful and spontaneous. Opportunities involving playing with children or conducting activities with seniors could be of interest. Jobs working with youth involving white-water rafting or wilderness survival may appeal to the adventure-seeking Boomer. International volunteer organizations such as the Peace Corps, Global Volunteers and EarthWatch stand to benefit from the passion for travel in this stage of life. Local volunteer organizations can take advantage of this passion, too. For example, an organization might try inviting an RV club to volunteer for a special event or work out a volunteer exchange program among the affiliates of a large, national non-profit. 

Leaving a Legacy.  Developmental psychologists tell us that a major task of later life is to be generative or to leave a legacy for future generations. In their youth, Baby Boomers clearly wanted to change the world and to make it a better place. Perhaps in the third quarter of life, Boomers will rediscover their activism as a consequence of the generative impulse. Of course, volunteerism provides many opportunities for leaving a legacy. Through volunteering, one can have a lasting impact on individuals, institutions and even communities. Mentoring, tutoring, teaching, environmental work, developing a service project, serving on a board or providing management consulting are just a few of the many ways in which volunteers can have lasting impact. 
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Jane Garthson.  All rights reserved.
Talking to Baby Boomers about Volunteering - Part 2: Volunteering As a Career Transition Strategy
Wednesday, November 16, 2005 - Scott Martin, Volunteer Service Administrator, Delaware Volunteer Resource Center
“Well, what I am really looking for is a paid job.” Do you dread hearing those words? If a recent survey of Baby Boomers is correct, volunteer managers are likely to hear them more and more.

According to Merrill Lynch’s “The New Retirement Survey,” 76% of Baby Boomers intend to work well into the traditional retirement years. At around age 64, Boomers say they will leave their current careers and find new jobs. Most (42%) see themselves cycling back and forth between periods of full-time work and full-time leisure in their 60’s and 70’s. Smaller numbers of Boomers plan to work part-time (16%), start small businesses (13%) or continue working full-time (6%). Only 17% anticipate a traditional retirement of never working for pay again. Of course, all Baby Boomers will eventually retire but this is more likely to happen in their late 70s than 60 or 65.

At first glance, this looks like bad news for volunteerism. If Boomers en masse are going to work in their primary careers until age 64 and then continue to work on a serial or part-time basis well into their 70’s, where will we find the volunteers we so desperately need over the next decade? Of course, once Boomers reach 64 (the oldest are now 60) they will have more free time and be more available for volunteering. Even then, though, volunteering will face stiff competition from other leisure time pursuits such as babysitting, travel, taking classes, etc. 

How, then, do we persuade Baby Boomers to choose volunteering as their leisure time activity? Part 1 of this article suggested that we present volunteering to Boomers as a way of pursuing their passions. Here one more approach is suggested. We can attract Boomers to service by showing them that volunteering can assist them in qualifying for retirement jobs. 

If the Merrill Lynch study is correct, Boomers will be doing a lot of career transitioning after age 64. This presents an opportunity for volunteerism because, as we know, volunteering can help Boomers achieve their career goals. While career-transitioning Boomers are unlikely to give us the years of volunteering their fully retired, GI Generation parents did, they may give us months of high skilled help if we meet them where they are. In transitioning from their primary occupations to post-career jobs, Baby Boomers will be looking for a very different kind of work – one that is more flexible and expressive of dreams and passions. 

Some third quarter of life career changes may be quite radical. An engineer, for example, might volunteer with a crisis helpline while returning to school to become a mental health counselor. A teacher may volunteer as a board member or special event coordinator while finishing a MBA and seeking work as a corporate executive. Most Boomers will make less radical changes but they too can benefit from volunteering. For example, a Boomer might volunteer in a gift shop or thrift store to obtain work experience and references for a part-time job in retail. The same volunteer might use his volunteer experience in starting a small business as a gift basket designer, personal shopper, consignment shop owner or eBay trader. 

Some Baby Boomers, it appears, will be making a transition from for-profit to not-for-profit work in their 60’s. Both the Merrill Lynch study cited above and the MetLife Foundation/Civic Ventures’ “New Face of Work Survey” found that Boomers are expressing a greater interest in giving back to the community than might be expected from the “Me” generation. The conclusion of the Civic Ventures’ study was that “half of Americans 50 to 70 wants jobs that contribute to the greater good now and in retirement.” If this holds true, Baby Boomers may be attracted to volunteering as a means of gaining nonprofit work experience, human service skills or even paid jobs with our organizations. While listing volunteer work on a resume can help any jobseeker stand out in an interview, it is particularly vital to those who seek employment in the nonprofit sector. 

It may seem like a hard sell to convince Boomers that volunteering can help them land their next retirement job, but many already know that to be true. In a recent letter to the editor of Business Week, the CEO of Deloitte and Touche reported the findings of a survey conducted by his company. Some 86% of Americans, he reported, “believe volunteering can have a positive impact on their careers.” Seventy-eight percent, he added, “see volunteering as an opportunity to develop business skills, including decision-making, problem-solving and negotiating.”

Working with the Career-Transitioning Baby Boomer
How, then, do we work with the career-transitioning Baby Boomer volunteer?

1. Address the issue squarely. Don’t be shy about bringing up the issue of paid work with Baby Boomers. You might simply ask, “Are you ultimately looking to find paid work?” If the prospective volunteer answers “yes,” that is your cue to begin talking about volunteering as a career transition strategy. The obvious next question to ask is “what kind of paid work are you looking for?”

2. Conduct some kind of objective assessment of the volunteer’s interests, skills or values. Some career-transitioning Boomers will have a clear idea of the paid work they are looking for and what they need from volunteering to get there. Many will not. Volunteer managers can provide a valuable service to these volunteers by assessing with them. The goal is not to provide career counseling. It is simply to help the career-transitioning volunteer get clearer about the paid work he or she is looking for. This will also benefit the volunteer manager. A deeper understanding of the Boomer’s interests, skills and values will enable you to place him or her in the opportunity with the greatest potential payoff for both the volunteer and your organization. Unfortunately, there is no widely accepted interest inventory specifically designed for use with volunteers. In an attempt to fill the gap, the author of this article created a prototype of such an inventory that can be accessed on the web at www.volunteeropportunitiesfinder.com. The Volunteer Opportunities Finder consists of an online interest inventory and a search engine that automatically identifies the opportunities that match the user’s interests, skills and values. The tool makes use of the six interest types – realistic, artistic, investigative, social, enterprising and conventional – identified by John Holland and used by career counselors through out the world. Of course, many other assessment tools, while not specifically keyed to volunteer opportunities, can prove useful to volunteer managers. Examples would include the Self-Directed Search, Myers-Briggs Types Indicator and the Strong Interest Inventory. Some must assessment tools must be purchased; others are available free on the web. 

3. Identify the obstacles that are preventing the volunteer from qualifying for the paid work he or she desires and show him or her how volunteering can help. For example, is the volunteer in need of new skills? A volunteer can gain skills for a paid job by doing equivalent volunteer work. For example, the engineer transitioning to counseling mentioned earlier volunteered on a crisis hotline to gain helping skills. That same volunteer, however, might have learned skills essential to social work in less obviously related work. For example, active listening skills and social perceptiveness can be gained in volunteer work as varied as hospital escorting, coaching, firefighting and working at a library circulation desk. Volunteer managers need to know the skills involved in the opportunities they offer. Transferable skills, abilities that apply across a broad spectrum of occupations, are particularly important to identify. Examples include teamwork, the ability to communicate, initiative, willingness to accept responsibility, time management and computer literacy. 

Other job search obstacles that can be addressed through volunteering include a lack of relevant work experience and training, uncertainly whether a new kind of work will prove enjoyable, the need to develop a broader network or lacking work-related references for a resume. 

4. Develop an action plan. Volunteer managers can play an ongoing role in assisting their volunteers who are transitioning to paid work. The manager can act as a coach meeting with the volunteer from time to time to provide encouragement and to assess how the skill-acquisition process is going. He or she can arrange for a performance review to be conducted with the volunteer near the projected date of departure. The volunteer manager can also keep the volunteer in mind for more challenging, skill-building opportunities as they become available. 

Understanding the career transition needs of Boomers also presents an opportunity. Consider opportunities to talk to retirement-bound Boomers about using volunteering for this purpose during retirement planning events put on by corporations and community education programs. The “give to get” offer you make will appeal to – and serve – Boomers in transition.
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Jane Garthson.  All rights reserved.
Retiring With Dignity: Volunteer Emeritus Programs
May 14, 2003 - 
Contributed By Michael Lee Stills
With the Baby Boomers heading toward retirement, the number of volunteer programs dealing with issues of aging volunteers is increasing. One of the challenges will be to "retire" once magnificent performers who are now demonstrating diminished physical and/or mental capabilities. Tempted as we may be to "dump them and run" our challenge will be to transition them with dignity and grace while recognizing the benefits of their contributions. One part of the solution may be in the creation of a Volunteer Emeritus program.

Emeritus, or the feminine form Emerita, is placed after a title to designate someone who has retired and is being honored for the work they achieved. You have most likely encountered the title Professor Emeritus; a retired professor who is still recognized and honored by their University or College. In fact, some Professors Emeriti still lecture, but their role and responsibilities have been greatly reduced. Volunteer Emeriti then, are those volunteers that we wish to honor and recognize for the great work they have achieved on behalf of our missions, but now are in need of reduced responsibilities.

Whether you call it an Honorary Society, Associates Council or Volunteer Emeritus, a sound program will create an environment suggesting that there will be a time when a volunteer will no longer be able to perform their functions satisfactorily. While at the same time say that there is still a place of honor for them when the time to retire comes.

Here, then, are some recommended guidelines as suggested by many members of the CyberVPM, Volunteer-Issues, Denver-DOVIA, and American Association of Museums listservs. Thank you all for your contributions.

1. Research the issues around aging and understand how the "loss of control" may affect your volunteers.

2. Have well defined guidelines on the expectations of performance for existing volunteer opportunities. Good position descriptions help define the standards of performance and will indicate to the volunteer when they are failing to achieve these expectations.

3. Set policies and guidelines on when and how they achieve Volunteer Emeritus status. Including things like years of service, satisfactory performance, frequency of service, types and number of contributions may help. Some organizations require service on certain types of committees while others require the volunteer to request the change in status.

4. Provide meaningful benefits. 
-- Many Volunteer Emeriti will be on limited incomes, so discounts or freebies to items and organizational access may be welcomed.
-- Allow them to attend training secessions.
-- Invite them to recognition and social events.
-- Send them newsletters and other "insider" information.

5. Be sure to integrate the Emeritus program into the overall operation of the volunteer program. Emeritus status should be a natural conclusion to volunteer service , not just a means for removing poor performers.

6. Provide responsibility without the heavy workloads. Invite them to serve as honorary members of some committees or create special committees to take advantage of their years of wisdom serving your organization.

7. Ensure that there is a mutual agreement between staff and the volunteer as to the need for a change in status. Sometimes it may be appropriate to speak with other family members but always respect and honor their dignity.

8. A change to Emeritus status may be suggested to inactive volunteers as appropriate.

9. Recognize them appropriately for the years of service and quality of performance.
-- Provide certificates recognizing their change of status and past accomplishments.
-- Publish their names, accomplishments and/or years of service in annual recognition invitations and annual reports.
-- Perform a special "change of status" ritual or event in their honor.
-- Create a "Emeritus Wall of Fame."

10. Create a special award named after an Emeritus Volunteer who exemplified the type of service and dedication you desire.
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Meet Generation Jones: The Potential Volunteers You May Be Missing 
July 24, 2002 - By Susan Moscareillo
Generation Jones: (1) Twenty five percent of the U.S. population (2) Someone born between 1954-1965 (3) A practical idealist.
When I heard about Generation Jones a few months ago (in a discussion about demographics) I thought: (1) Who is that? And (2) What type of volunteering would they like to do?
Generation Jones is perfectly suited to family volunteering, according to popular culture expert and author Jonathan Pontell. Pontell first put forth his concept of Generation Jones in 1990, believing that the segment of the population born between 1954 and 1965 were not "Baby Boomers," but part of a separate generation. Growing up in an atmosphere that created a strong desire to change the world, "Jonesers" entered adult life, in Pontell’s words, "with huge expectations" of a world of peace and love, and instead found a more materialistic time and sought financial security in the workplace.

Pontell believes that this generation that put their idealism on hold has achieved financial security and is rediscovering their idealism as they enter middle age.

As idealists with a "small I," Jonesers are not looking to change the world but asking themselves how they can improve practical things. This group will not tackle global warming but will be enthusiastic about the projects in your agency that will make their neighborhood or community a better place for their family. This is the optimum time to recruit members of this generation because they are looking for opportunities to spend time with their families.
Pontell suggests that when creating your recruiting message that you tailor it to these segments of the media and concepts that appeal most to Jonesers:
· The Internet: they get a greater proportion of their news here than anywhere else. Your agency’s website is a useful tool when recruiting this group. 

· Radio: their formats of choice are classic rock and news/talk. These formats help them reconnect with their youth and their political feelings. 

· Nostalgia: Jonesers are nostalgic for their teen years, so appeal to them with visual and auditory messages that will remind them of their teen years. Cultural references from 1973 to 1984 will appeal to them. 

· Identity: Jonesers may not even know they are Jonesers. Use the newness of Pontell’s concept to attract their attention and sell them on family volunteering. 

After you have recruited your Jonesers, remember they are practical and want to see measurable results.
· Create position descriptions that are specific in terms of responsibilities for all family members, especially time involved and anticipated outcomes. 

· Report regularly to them the results of their projects (tell them specifically how clients or the agency benefited in terms of quality of life or value added to the agency budget) 

· Send thank you notes and encourage clients of your agency who receive the benefits of their service to write thank you notes too. 

· Take photos of their activities and post them in your office and mail your Jonesers a copy too. 

As they "crave the opportunity to volunteer as they look for meaning in life," Generation Jones could be a new and vital part of your agency’s family volunteer program.

(For more information about Generation Jones, visit the website at www.generationjones.com)
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Get Outside the 'Box' and Look In -- Take a New Look at What Your Program Has to Offer and Capitalize on it to Recruit Volunteers
Wednesday, March 29, 2006 - Lisa Kay Schweyer
We need to find a way to replace our retiring volunteers. We have a big event next month and need to find 20 additional volunteers to help staff it. Fewer and fewer people are calling and offering to volunteer. 

Sound familiar? 

Sometimes in trying to keep up with the various projects, impending deadlines and continually recruiting new volunteers, we get so close to our work, mission, etc. that we might miss the bigger picture. Taking the time to step outside and look in, can help all of us get a fresh perspective. And once you do, marketing your program and recruiting new volunteers becomes much easier. 

This article will provide you with some ideas on how to take a quick assessment and connect the answers to marketing and recruitment of new volunteers.

Imagine a time when you went to a new restaurant for the first time. What did you do? Assess the outside of the building (what does it look like, are the colors nice, is parking available)? Then you went inside (what do you see, what does it smell like, are there lots of people waiting)? Then you meet your server (what are they like)? And the assessment goes on and on. Since it is your first visit, your perspective is fresh. Very few preconceived notions. 

In order for you to take a fresh perspective about your own organization, I encourage each of you to try and look at your organization and program as if you were visiting that restaurant for the first time. Taking a good hard look at your organization, your volunteer program and what you actually offer volunteers can help you and maybe make your job a little easier. 

Okay, remember the restaurant and ask yourself the following questions and make note of your responses. We will use your answers later when we review some different ways of looking at marketing. 

· Does your organization’s mission appear on any of the volunteer recruitment materials? Newsletters? 

· Do you provide training? Computer skills development? Other skills volunteers might need when applying for a job? 

· Do you allow volunteers access to your professional journals, listings of new jobs? 

· Are you willing to send volunteers to advanced training or conferences? 

· Do you provide volunteers with mentors or buddies? 

· Are you willing to write letters of reference for your volunteers? 

· Do you ask clients to write thank you letters, which you give to the volunteers? 

Now that you have your list, let’s take a look at how you can use this information to market your program to potential volunteers. We know people volunteer for a variety of reasons. In my experience, the top three reasons most people want to volunteer are: 

Commitment to the mission
Many people just believe so much in what your organization does, or have been personally touched by your services, that they want to be involved. Often they will mention wanting to give back. For this type of volunteer, they usually just need to know your organization is in need of help. Providing an updated list of volunteer opportunities as well as an explanation of how the activity is a benefit will usually be your best recruitment tool. This group of volunteers can also be your best ambassadors within the community and great “recruiters” of new volunteers. 

Recruitment Ideas for Volunteers Committed to Your Mission: 
· Use your own organization’s newsletter. Include a coupon for your readers to pass on to someone they think may be interested (or they can even use it for themselves). 

· Check your own organization’s client list. If appropriate, send a special mailing to your organization’s current and past clients. Who better to give back then someone who had received your services? 

· Create materials, which include a description of how the job promotes the mission. 

Building career skills
Some individuals, including me, have gotten involved in a volunteer activity because they want to gain certain skills, they can then use in a paid position. For these individuals offering free training or taking the time to provide advanced training can be the reason why they decide to give you their time. I have trained several volunteers on how to use the computer (from turning it on, to creating files). This provided them a benefit of learning the computer while it helped our program by having several new volunteers who could assist us with the ever-growing amount of computer work. 

Recruitment Ideas for Volunteers Looking to Gain Job Skills: 
· Post recruitment materials in the local unemployment or job skills training location. Be sure the posters include a prominent message that training and letters of reference will be provided. 

· Partner with local schools to provide service learning/internship opportunities for students. This works especially well for one time volunteering. 

· Provide volunteers access to any job listings sent to your organization and the job opportunities that may come up at your organization. 

Wanting social interaction
Many of the volunteers I have worked with over the years, wanted a reason to get out and have some social interaction. These individuals included older persons, new mothers, people who did not work outside the home, etc. Being able to find activities for these individuals where they could be paired with a partner or in a group setting. The activities would always get done and the volunteers enjoyed the “visit.” 

Recruitment Ideas for Volunteers Wanting Social Interaction: 
· Contact the local senior centers. Many times, they are looking for projects to bring in house for their clients to perform. Compiling direct mail or stuffing brochures can easily be an activity done by a group of seniors while enjoying coffee and conversation. 

· Design a special promotion -- “It takes two.” Mention how the volunteer can turn their weekly get together with a friend into a chance to visit and give back. Volunteers can work together to make special deliveries to your clients. 

Obviously not every volunteer falls neatly into one category. There can be several reasons why someone wants to volunteer. And several ways to successfully recruit new volunteers. 

Hopefully you now see that your program has things to offer potential volunteers. The truth is, you probably lots to offer too…it is just a matter of how you view it and how you match what you have to offer with the type of volunteer you want to recruit. Please remember to take account for all you do offer, and to look for creative ways to match that with the needs of the volunteers. 

Good luck as you take the plunge in viewing your organization with a fresh perspective. 
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Creating Boomer-friendly Volunteer Opportunities: Part 1: Restructuring Existing Opportunities
Wednesday, January 18, 2006 - D. Scott Martin
“Companies Retain Older Employees with Alternative Working Arrangements.” 
“Top 25 Companies for Older Workers.” 
No doubt, you have read headlines like these, too. More and more companies are restructuring jobs to retain and attract retirement age Baby Boomers. Can the same be said for the non-profit sector? Are volunteer programs busy creating Boomer-friendly opportunities? Will we soon see articles entitled, “The Top 25 Non-profits for Volunteering Baby Boomers”? 

Where Are You in the Transition Process? 
The world of volunteerism is going through a difficult transition as the GI Generation ages out of our programs and we look to younger generations to take their place. William Bridges in his bestseller, Managing Transitions, speaks of transition as consisting of three phases: endings, the neutral zone and new beginnings. Change begins with grieving what we have lost -- and we in volunteerism have lost a lot. 

The GI Generation was an extraordinary group of volunteers. They filled our daytime positions for the last 30 years and were instrumental in enabling our organizations to grow and expand. Their attitudes towards volunteering and patterns of service have helped to shape volunteerism into what it is today. Unfortunately, as members of the GI Generation retire from our programs, they leave behind an infrastructure that worked well for them but is unlikely to meet the needs of future generations. As volunteer managers, we are experiencing the painful ending of volunteerism as we have known it. We are also grieving lost friends. 

Many of us are in the first stage of transitioning -- grieving endings. Others may have entered the second stage, what Bridges calls the “neutral zone.” This is the chaotic period following the ending of the old ways and preceding the emergence of something new. It is an uncomfortable time, characterized by disorientation, self-doubt and fear. It is not uncommon, Bridges says, for people to become polarized during this stage. Some of us want to rush forward with new ideas. Others want to hold tight to the “way we have always done it.” In time, though, we begin to leave behind outmoded ideas and take small, hesitant steps in a new direction. Slowly a new future begins to emerge from the crucible of the neutral zone. 

Whatever stage the individual manager is in, the fact remains that volunteers are changing. Do we try to shoehorn them into existing structures or learn to adapt? 

Just What Do Baby Boomers Want? 
Baby Boomers want choice. They want to be presented with a variety of options so that they can pick the one that most closely matches their unique needs. Car manufacturers get this. There are now websites, for example, where potential buyers can create the car of their dreams. You pick the colors; you pick the accessories, all with the simple click of a mouse. Will Boomers want anything less from volunteering? 

Assess Your Portfolio of Opportunities 
If your organization’s volunteer opportunities were a car lot, what would it look like? Would it be heavy in sedans, but lacking in SUVs and hybrids? If so, you probably aren’t going to attract many Baby Boomers. Make it your goal to create a continuum of volunteer opportunities. Your opportunities should offer potential volunteers a range of options across the following four dimensions: 

· Skill Level. For example, does the opportunity require previous experience/education, extensive pre-service training, brief on-the-job training or no prior experience and skills at all? Highly educated Baby Boomers are likely to want opportunities that are challenging. Of course, some may be content with more routine, less stressful, jobs too. 

· Duration. For example, is the duration of the job ongoing, short-term, or one-time? Remember that Baby Boomers will be pursuing multiple life-options, including paid work. They are unlikely to be able to commit for long periods of time. 

· Scheduling. For example, do volunteers have to serve at specific times, specific times but with some flexibility or whenever the volunteer’s schedule permits? Baby Boomers will want to show up for volunteering when it is convenient for them. Some jobs obviously cannot accommodate this, but others may if restructured. 

· Opportunity for Self-initiation. For example, must the volunteer do what he or she is told to do? May he or she take independent action if approved before hand? Or, can the volunteer do what he or she thinks is best as long as regular reports are submitted? Many Baby Boomers have held management positions and are used to making their own decisions. They are likely to want opportunities where they can exercise some measure of independent judgment. While this is possible for some volunteers and some assignments, giving up the control will prove very difficult for many volunteer managers. 

If your current volunteer opportunity portfolio is heavy in low-skill, ongoing, inflexible and closely supervised jobs, then developing a continuum of opportunities will be achieved only by intentionally creating opportunities at the other end of the spectrum. Undoubtedly, some Boomers may be interested in the more traditional jobs, but certainly not in the numbers as before. Wherever possible, volunteer managers should try to restructure these opportunities. 

Restructuring Current Opportunities 
So, how do you go about restructuring a traditional opportunity into one that is short-term and flexible? Here are several strategies volunteer managers are using: 

· Substitution. If it just has to be done every day, week or month, try creating the position of “substitute.” These are volunteers who are willing to be on-call and fill-in temporarily for volunteers in traditional jobs as their schedules permit. 

· Job Sharing. This is where you assign two volunteers to the same opportunity. They may be given the same responsibilities, or different ones depending on their individual skills. You might identify the two volunteers to job share or you could ask the new volunteer to recruit a job-sharing friend. The volunteers follow a prearranged schedule or work it out among themselves week by week. 

· Rotation. Under this option four volunteers might take turns filling a volunteer assignment, each working for a period of just three months out of the year. Such an arrangement might work well for snowbirds or seasonal workers. 

· Segmentation. Can a labor intensive position be broken down into more manageable short-term opportunities? For example, a special event coordinator might be replaced by several short-term volunteers each working on one piece of the overall work plan. 

· Team Volunteering . Here you assign multiple volunteers to the same client, each having a specialized function. For example, instead of just one volunteer being assigned to a homebound senior, a care team is created. Perhaps one volunteer likes giving emotional support, another handling finances and a third doing housecleaning. No one volunteer has to do it all making the load lighter for everyone. 

· Telecommuting . Here the volunteer provides the service from home or some other off-site location using the Internet, phones or fax. A good example of the application of this strategy is in the area of mentoring. School-based mentoring can be a fairly inflexible assignment. However, volunteers who can not come into the school on a regular basis can still participate through e-mentoring, the exchange of emails over the Internet. Whether the volunteer is at work, overseas on vacation or at home, all they need to do is to get on their laptop and send off an email to their mentee. E-mentoring is not a replacement for face-to-face mentoring, but it can be a way to involve a greater range of volunteers in the experience. 
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Creating Boomer-Friendly Volunteer Opportunities, Part 2: Developing Skilled Short-term Projects
Wednesday, February 08, 2006 - Scott Martin
Sitting across the desk from you is Cynthia. Cynthia is a woman in her early sixties. She is dressed in a suit and has an air of confidence about her. Cynthia has impressive qualifications. She holds an MBA and was a vice president at a local bank before retiring. You are delighted to have her as a potential volunteer. Cynthia listens politely as you describe the opportunities at your agency, but you can tell that none really excites her. In fact, you are beginning to feel a bit embarrassed that have nothing to offer someone like Cynthia. Not sure where to go next with the interview, you ask her, “What is it that YOU would like to do here.” All of a sudden, Cynthia comes alive. “What I really would like to do,” she says “is to become a mentor to one of your female managers. I have learned a lot about managing people over my 30-year career with the bank. I would love to share that experience with a promising manager in the nonprofit world.”

What Is the Entrepreneurial Volunteer? 
Volunteer managers often don’t know what to do with people like Cynthia; they just don’t fit neatly into our position descriptions. That’s because she is what many are beginning to call an “entrepreneurial volunteer.” Within the context of a formal volunteer program, an entrepreneurial volunteer is someone who:

1. assumes an assignment outside of the established position descriptions of the volunteer program, 

2. takes a more active role than the typical volunteer in defining the nature of the job s/he will do, 

3. works with a greater degree of independence and self-direction than is typically allowed, and 

4. is subject to a greater degree of personal accountability as a consequence. 

You may not yet be encountering many entrepreneurial volunteers, but chances are you will. Baby Boomers, who tend to be individualists, suspicious of organizations and highly skilled, will probably be more entrepreneurial than the GI and Silent Generations. 

Although the focus of this article is on Baby Boomers, the trend towards entrepreneurial volunteering may be more than merely generational. Some researchers believe that larger cultural changes such as declining social connectedness and competing cultural identities are resulting in a distinctly post-modern form of involvement that is less “collective” and more “reflexive” (short-term, automatic and self-referencing). For more on this, see Hustinx and Lammertyn, "Modernization Perspective," Voluntas, June 2003 as well as numerous articles by Mary Merrill and Nancy McDuff.

When an entrepreneurial volunteer finds his or her way into a formal program, the volunteer manager is faced with three choices: 

1. turn the volunteer away because no position exists to utilize his or her skills, 

2. try to convince the volunteer to settle for one of the existing positions, or 

3. create a short-term, project-based opportunity to take advantage of what the entrepreneurial volunteer is offering. 

This article recommends the third option. If we are going to attract Baby Boomers to our programs, we need to create a continuum of volunteer opportunities. The first step in that process is to restructure, where we can, our existing, traditional opportunities (see Part 1 of this series). The second step is to create higher-skilled, short-term, flexible, self-directed opportunities to balance out those traditional opportunities that will still make up the bulk of our assignments. 

Creating Higher-Skilled, Project-Based Opportunities 
A good bit of preparation needs to take place before introducing entrepreneurial volunteers into our organizations. 

Get Organizational Buy-in. For example, it is very important that management buys-in to the idea. Entrepreneurial volunteers will work much more closely with management than do traditional volunteers. They will need access to information and to meeting time that managers may not be used to giving to volunteers. And, of course, entrepreneurial volunteers will want to relate to managers as equals and to have their suggestions given serious consideration. If management isn’t really open to the new ideas and change entrepreneurial volunteers can bring to the organization, then it is really better not to proceed.

Brainstorm Potential Projects. Identifying potential projects is not something the volunteer manager can do on his or her own, but it is a process we can facilitate. The ideal setting for such a brainstorming would be a management retreat. Della Stolsworth of the Pro-bono Consultant Program of the Volunteer Center of Montgomery County, Maryland suggests starting the process with a SWOT analysis. Once the current strengths, weaknesses, opportunities and threats of the organization are identified, the next step would be to brainstorm how higher-skilled, short-term projects might begin to address these issue areas. Ideally, you want to identify significant projects lasting from two weeks to probably no more than three or four months. The range of projects that entrepreneurial volunteers can take on is limitless. Look at all aspects of the organization: management, personnel, organizational development, marketing, fund raising, financial management, public relations, legal, information systems, facilities management and volunteer management. Be creative in your brainstorming. Remember that there are many kinds of higher and specially-skilled people in the community that you may not initially think of. For example:

· A landscape designer might create a new building landscape, 

· A military officer could develop an organizational disaster plan, 

· An electrician could inspect a building’s wiring, 

· A photographer might create a social issue photo exhibit, 

· A law enforcement officer could advise on building security, 

· A firefighter could do a fire safety audit, 

· An interior designer might develop a plan for a more calming client waiting area. 

Of course, not all projects that need to be done are appropriate for volunteers. If a project requires a considerable financial investment or must meet a crucial deadline, it might better be done by an employee or paid consultant. The organization does not have the leverage with a volunteer it might have with a staff member or consultant being paid for his or her services. 

Rethink Forms and Procedures. The human resources management theory upon which much of what we do is based is probably more reflective of the world of work of the 1950s than today. Progressive corporations with their flat organizational structures, self-directed teams, project-focused job design and flexible working arrangements are not nearly as rigid today as the typical volunteer program. Colleen Kelly in her article “The Road Not Taken” contrasts the traditional “position-centered” approach to volunteer management with what she calls a “person-centered” one. Traditionally, what we have done is to create “slots” and then go looking for people to fill those slots. Ms. Kelly suggests that we should balance this approach with another in which we start first with people’s skills and then create opportunities that will best utilize those skills. 

Incorporating entrepreneurial volunteers into our programs, a person-centered approach, will mean that we have to rethink much of our volunteer management infrastructure. Take position descriptions, for example. The typical position description is written by staff with little or no input from volunteers. Position descriptions are intended to be followed to the letter; there is little room for negotiation. In fact, the goal of a good description is to eliminate as much as possible any need for independent judgment or action. Obviously, such a tool will not work well for entrepreneurial volunteers. What might work better would be a “scope of the project” statement written by management to which is attached a project work plan developed by the volunteer. The work plan should include the volunteer’s understanding of the problem the organization is seeking to address, the potential solution and action steps the volunteer would take to implement that solution. Many volunteers would need help in developing their work plan, which would mean that we volunteer managers would have to develop new, project management skills. We would need to learn how to break a project down into manageable pieces, set timeframes and define deliverables. 

Bringing entrepreneurial volunteers into our programs will mean a similar rethinking of interviewing, supervision, training, staff-volunteer relations and evaluation. We will have to learn how to involve the executive director and senior management into the process of utilizing entrepreneurial volunteers without loosing control of the volunteers. Most of us have already lost control of board members. We don’t want the same thing to happen with entrepreneurial volunteers. 

Recruit. You may be lucky enough to have entrepreneurial Baby Boomer volunteers knocking on your door, but it is much more likely that you will have to recruit them. A recruitment strategy for entrepreneurial volunteers probably consists of two steps. First, we need to identify people with the specialized skills we are looking for. This will mean contacting the retiree programs of local corporations and unions. We can also recruit through the local chapters of professional associations. Another option would be the local institute of learning in retirement, if you have one. 

Once you have located people with the necessary skills, the second step is to identify those among them who would be comfortable working in an entrepreneurial role. Vocational theorist John Holland in his book, “Making Vocational Choices,” has identified six occupational types: the realistic, investigative, artistic, social, conventional and enterprising types. Enterprising people like to organize, direct and control the activities of others in order to attain organizational goals. As a consequence, they develop good leadership, interpersonal and persuasive abilities. They enjoy initiating projects, making things happen and being in control. Enterprising people tend to value status, power and economic gain. They see themselves as popular, self-confident, ambitious, adventuresome and energetic. Others, however, may see them as domineering. Occupational fields dominated by the enterprising type include management, consulting, law, sales, entrepreneurship, politics, banking, contracting and real estate. 

We are most likely to find successful entrepreneurial volunteers among people with enterprising characteristics. As we craft recruitment messages and interview prospective volunteers, it would be helpful to keep this profile in mind. We will want to underscore that the entrepreneurial volunteer has a special status and that he or she will work directly with the most influential people in the organization. We also want to emphasize that the volunteer will have the opportunity for initiating and carrying out the project. If clerical or other support is available to the volunteer, they will likely see this as a plus. 

In Part 3 of this series, we will continue the discussion of creating a continuum of opportunities by looking at how formal volunteer programs can collaborate with loosely-affiliated, self-directed groups. 
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Creating Boomer-Friendly Volunteer Opportunities, Part 3: Groups
Wednesday, February 15, 2006 - Scott Martin
Come with me to a meeting of Del-EASI. Del-EASI (pronounced “del-easy”) stands for the Delaware Environmental Alliance for Senior Involvement. The meeting we are attending is being held in the library of an old historic home, now a conference center. The surroundings are elegant. The room is filled with 30 retired men and women. Nearly a third of the members hold Ph.D.s. All have had extensive managerial and technical experience in industry. The meeting is called to order by Bernie, a former environmental manager for a major chemical company. Bernie calls upon Jack, a retired director of a nationally-know research laboratory, to give the first report. .Jack is currently representing Del-EASI on a governor-appointed taskforce looking at the environmental impact of manure generated by Delaware’s huge chicken industry. The group listens intently as he discusses the taskforce’s last meeting. Several members ask questions and a discussion ensues regarding the connection between phosphorus in manure and algal blooms like pfisteria. Bernie then calls upon another member to give a report. Wally is the leader of a team of Del-EASI members who have written a report on alternatives to solid-waste recycling. He hands out copies of the report to the group. The study was requested by a state senator and will be distributed to all of the members of Delaware’s General Assembly. Next, Linda, a former executive in a federal agency, passes around a sign-up sheet. She is looking for a team of Del-EASI members to conduct safety audits for a local non-profit. The team will inspect several buildings owned by the organization. Then they will submit a report to the executive director identifying potential safety hazards. 

DelEASI is an all-volunteer, entrepreneurial group that is loosely affiliated with a Retired and Senior Volunteer Program (RSVP). RSVP provides meeting space for the group, clerical support and supplemental insurance. But Del-EASI remains independent. The group has its own, separate identity. It is self-governing and develops its own projects. It has its own point of view, which could, from time to time, differ from that of its sponsor. The relationship between the two organizations is mutually beneficial. By supporting the group, RSVP gains access to highly-skilled professionals who would otherwise not volunteer for the organization. Furthermore, RSVP doesn’t have to create assignments for these highly skilled volunteers. They do that for themselves. Del-EASI, on the other hand, benefits because the group doesn’t have to do fundraising or hire secretarial staff. Those services are provided by its sponsor. 

As volunteer organizations look for ways to incorporate Baby Boomer, entrepreneurial volunteers, they might consider the option of sponsoring loosely-affiliated, all-volunteer groups like Del-EASI. Think about the mission of your organization. Would sponsoring a group make sense for you? What, besides a common interest in the issue your organization addresses would bring these people together? Might it be a similar professional background, being single or living in the same geographic area?

The creation of such a group might happen in several ways. For example, you might be lucky enough to have a group come knocking on your door asking for sponsorship. Or you might go to an already existing, all-volunteer group and offer to sponsor them. The most likely scenario, however, is that you will have to initiate the group yourself and then allow it to become independent. One way of doing this is to sponsor a short-term project that will appeal to the kind of people you are trying to attract. This is how Del-EASI got started. The RSVP started a wellhead protection project. The volunteers enjoyed working together so much that they decided to stay together. Ten years later the group is still going strong! Another approach might be to recruit a well-known figure in the targeted profession, community, etc. A letter from this individual to others in his or her personal network could create the nucleus of a new group. 

What are some of the essential characteristics of entrepreneurial groups that enable them to be successful?

Real Autonomy. An entrepreneurial group will quickly end an otherwise beneficial partnership with a sponsoring organization if they feel in any way externally controlled. Probably the biggest obstacle for volunteer managers in working with such groups is their inability to give up control. After all, isn’t that our job -- controlling things so nothing goes wrong? Consider the possibility, however, that the group can do this better than we can. We “manage” affiliated groups by helping them to create their own internal controls.

Common interest. There must be some compelling interest that brings the members of the group together. For Del-EASI it is preserving the environment and having the opportunity to talk to others about technical subjects. For other groups it might be eliminating homelessness, improving education, feeding the hungry or any one of the countless number of social issues with which our organizations are concerned. Of course, it only makes sense for your organization to sponsor an all-volunteer group if there is a clear connection between its interests and your mission. 

Service focus. Certainly one of the major benefits of joining a group is the opportunity to meet other people and to discuss issues of mutual concern. If a group remains purely social, however, there may be no compelling reason for a non-profit to sponsor it. There will be, of course, periods of inactivity in the lifespan of any all-volunteer group as one project comes to an end and the group decides what to do next. Down time is healthy. 

Non-hierarchal organizational structure. Self-directed volunteer groups work best when the organizational structure is flat. Everyone is a leader, therefore, everyone has a responsibility to participate in some way. The organizational structure of the group allows members to vary the nature and intensity of their participation over time. For example, a member might take a leadership role for a specific project for several months and then pull back and allow someone else to step forward. 

Internal leadership. Even non-hierarchal groups need a facilitator. The emergence of this person from within the ranks of the membership is perhaps the most crucial factor in a group’s long-term success. A successful facilitator is a respected member of the group. He or she is intentionally low-key so that a space is created for others to be thought and action leaders. The facilitator, however, provides the ongoing structure for the group. He or she plays the important role of reminding the group of its own norms; that is to say, the rules the group has established for itself to govern behavior. For Del-EASI, examples of group norms would include “we are not an advocacy group” and “we approach problems by evaluating what is known scientifically about them.”

Consensus decision making. In a non-hierarchal group there is no “leader” to make all of the decisions. A different approach to decision making is taken where the issue is discussed at length and a real attempt is made to hear from everyone in the group. It is then the facilitator’s job to determine where the group stands on the question at hand. Sometimes this means taking a formal vote. But more often, it is more a matter of “reading the pulse” of the group.

Regular meetings. It takes time for trust to develop in an all-volunteer group. It is only through regular meetings that members will begin to feel safe enough to express their ideas and join with others in collective action. 

The entrepreneurial nature of the Baby Boomers will force organized volunteerism to look beyond its own borders and to forge partnerships with community-based, entrepreneurial groups. But this is not a new idea. Over 20 years ago Ivan Scheier urged formal volunteer programs to form mutually beneficial collaborations with all-volunteer groups (See “Working with Grassroot Groups," 1992). With the retirement of the Baby Boomers, this is surely an idea whose time has come. 
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