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ABSTRACT

There are two major dilemmas confronting voluntary
agencies today: reducing internal conflict as the structure
and process becomes formalized through a natural evolu¬
tionary process; and, providing quality services to a ra¬
pidly changing external environment that demands greater
productivity and accountability. The increased demands
placed upon voluntary agencies by the disruption of the
relationship between the public and nonprofit sectors
creates an atmosphere of instability for voluntary agencies
providing community services. The repercussions of this
uncertainty impact not only the external economic resources
and delivery of services, but internal activities as well.
It is the purpose of this paper to assist the role of
the manager of today's voluntary agency by consolidating the
management, sociology, and public administration literature.
The format of this literature review includes a discussion
of theories of the evolutionary process of organizations and
implications of this maturation process on the four specific
management functions of leading, controlling, planning, and
organizing.
Traditional management literature addresses the issues
surrounding administrative behavior and organizational devel¬
opment.
The specific needs of the manager of the voluntary
agency can not be completely met through traditional manage¬
ment theories. As increased productivity, accountability
and professionalism are being demanded of the voluntary
agency, it becomes apparent that the uniqueness of the third
sector organization creates a need for its own body of
literature that goes beyond that of the public and private
sectors.
The search for a balance between the attainment of ex¬
ternal goals and internal maintenance activities must be con¬
ducted within the context of the natural evolution of the
organization.
Providing maximum consideration of management
functions at each stage of the growth process will allow for
a proactive managerial climate.
It is only as each of these
components is consciously developed and conceptualized at
each stage that survival with integrity can be achieved.
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CHAPTER ONE

INTRODUCTION
There has been a precedent set in the United States for
the federal government to provide for basic human needs and
voluntary agencies to provide supplemental services.

In

this manner, both the public and nonprofit sectors have
worked cooperatively toward maximum provision of services
to the community through "a complementary and supplemental
service system."^
As the federal government now reduces its role and
turns to local communities to respond to local needs, the
overburdened and underfunded social services must _
increasingly turn to the "third sector" for assistance.
The 1977 Census of Service Industries, however, indicated
that federal support of nonprofit organizations ranged from
18% of Arts and Cultural organizations to greater than 50%
of Social Welfare and Community Development organizations.
Between 1981 and 1985 these Social Welfare programs will
lose approximately 60% of what has been perceived as a
stable economic base of federal support.

It is estimated

that the response from private giving must then increase
three to four times to maintain the current level of
services provided.^
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The disruption of this long standing symbiotic rela¬
tionship through federal budget cuts has serious implica¬
tions for voluntary organizations.

The repercussions of

these drastic reductions in resources leads "throughout the
sector (to) a pervasive and debilitating sense of uncer¬
tainty which has disrupted planning, demoralized staff and
3
left the viability of many agencies m serious question.
It is imperative that internal conditions be addressed and
stabilized in order to effectively respond to the demands
of the external environment.

Neglect of these internal

conditions can result in the exacerbation of problems such
as "leadership by default," crisis management, tension,
personnel mismanagement, unclear role expectations and
stress from role ambiguity, and instability of decision¬
making and problem solving techniques.
The search for a balance between the attainment of
external goals and the internal maintenance activities must
be conducted within the context of the natural evolution of
the organization.

An awareness of the implications of the

current stage of growth for management functions will allow
for an appropriate response to internal conditions to be
developed and implemented; through an understanding of the
repercussions of the evolutionary process, internal stabi¬
lity in these organizations can be facilitated.
The maturation process of voluntary organizations and
the implications of this growth for specific management
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functions of planning, organizing, leading and controlling
should be viewed in a systems approach as, to be effective,
change in one requires tandem change in all.

Agencies

continually providing maximum consideration of management
functions will limit the negative impact of organizational
change in the current climate.
As voluntary agencies are faced with the normal
evolutionary process in the context of the current dynamic
environment, familiarity with organizational and management
theories through an examination of traditional management
literature will assist in developing a system to enhance
productivity and accountability.

Although the management

literature will provide traditional standards of administra¬
tion:
No one ^management”] system can or will work for
all principal elements of the volunteer commu¬
nity. The theory and skills associated with MBA
programs might be most appropriate for the volun¬
tary association,' where paid staff frequently per¬
forms most of the essential maintenance functions.
The same theories and skills would probably prove
dysfunctional in the management of voluntarism.
Administrators of voluntary agencies must have the capacity
to draw from traditional management literature in developing
interpretations that will allow for effective and efficient
translation of available knowledge.
To assist the manager in addressing the changes facing
voluntary agencies, this paper will examine the evolutionary
process of these agencies and assess the relationship of
four traditional management functions to this growth process.
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For the purposes of this paper, the terms "volunteer,"
"voluntary agency," and "management functions" will have
specific definitions.

Definitions
Volunteers
Volunteers:
• are "individuals who freely contribute their
services, without remuneration, to public or
voluntary organizations engaged in all types
,
of social welfare activities.
•

"... an individual who works without remunera¬
tion to intervene on behalf of a particular
group to change those services and institutions
which impinge on their lives."6

• Assume one or more of the following roles:
(1) identifying conditions or problems
that require therapeutic or rehabilita¬
tive services; (2) policy making; (3)
providing direct services; (4) fund
raising; (5) acting as spokemen for an
organization, interpreting its programs
and the problems to which they are
directed; (6) reporting and evaluating
community reactions to programs; (7)
collaborating in community planning acti¬
vities; (8) developing new service delivery
systems; (9) acting as advocates of the
poor and the disenfranchised; (10) pro¬
test and public action.?
Traditionally, volunteers have been stereotyped as
candy stripers in hospitals, girl scout or 4-H leaders, or
those involved in activities such as community "barnraisings."

Today, volunteers are recognized as viable

alternatives to paid staff, who bring with them a multitude
of skills and are prepared to provide quality
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para-professional social services, political advocacy and
community education.

With this new concept of the "pro¬

fessional volunteer," definitions of volunteering can then
include career orientation or professional experience in
and of itself.
For purposes of this paper, volunteers will be defined
as those individuals within our society who willingly per¬
form work for agencies without monetary reimbursement.
Voluntary Agencies
Distinctions between profit and not-for-profit organi¬
zations may be made in regard to legal status and respon¬
sibility within the community, in financial resource
availability, or in motivation or commitment to social
issues.

Differences may also be defined by organizational

purpose:
A nonprofit organization exists to render a
service rather than to earn a profit. The
central management control problem arises be¬
cause of this difference in objectives.
"Service" is a more vague, less measurable
concept than "profit."*’
Those voluntary agencies under consideration in this
paper are those created to serve a specific client popula¬
tion through peer support: agencies developed to close a
gap in services provided to the community by the public
and private sectors.

These agencies, by definition, are

composed of a concentration of volunteer staff and provide
direct services to clients on a continuous basis.

6
Management Functions
Management, as the process by which resources and
tasks are coordinated to achieve goals, relies upon four
basic functions: planning, organizing, controlling and
leading.

These functions, for purposes of this paper,

involve the following management considerations.
The planning function establishes both short and long
term patterns for the organization.

This process is

initiated with an assessment of the internal and external
resources available to the organization.

From this infor¬

mation, a set of goals and strategies and plans for goal
attainment are developed.

To maximize this process, an

effective decision-making style must be in place.
The move toward successful completion of goals
involves organizing resources through establishment of an
implementation routine.

This function includes developing

policies and procedures for interaction, designing a
structure and communication system to ease exchange of
information, and installation of a personnel system.
The leading function involves coordination of employees
toward completion of organizational goals.

Working within

the structure and communication process developed in
planning and organizing, job performance is achieved
through leading and managing employees.
Controlling stabilizes the movement toward organiza¬
tional goals.

To ensure the quality of service set forth
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in the original planning process, methods must be developed
to standardize the ongoing operations.

This will include

coordination of financial, informational, physical and
human resources.
Summary
Awareness of the variety of levels impacted by the
maturation process of voluntary agencies allows for a
realistic review of the effective management strategies
available to the volunteer administrator.

The information

consolidated in this paper will provide a solid foundation
from which we can then assess management strategies con¬
ducive to survival of voluntary agencies in today's
shifting climate.
In Chapter Two a synthesis of the literature will be
used to describe the maturation process of organizations.
As we understand the evolution of the organization toward
formalization and conservatism, we can then study basic
management considerations for voluntary agencies.

Chapter

Three focuses on the Leading and Controlling functions,
discussing motivation, incentives, role of the group, and
leadership questions.

Chapter Four discusses Planning and

Organizing functions and the uniqueness of participation,
structure, communication and personnel systems operating
in these defined agencies.
Flexibility and survivability of the voluntary agency
can be enhanced by the study of the natural evolution of

8
organizations and the repercussions of this process.

This

paper will strive to develop a comprehensive picture of the
internal pressures on the voluntary organization which will
impact the development of strategies for coping with
external pressures to stabilize provision of services.

9
POOTNOTES
^P. M. Click, "Why Volunteerism?"
worker , 55 (December 1974), p. 630.

Social Case¬

o

Lester M. Salamon and Alan J. Abramson, "The
Nonprofit Sector," in The Reagan' Experiment, eds. John L.
Palmer and Isabel V. Sawhill (Washington, D.C.: Urban
Institute Press, 1982), pp. 219-243.
^Ibid, p. 241.
^Steven H. Morrison, "For a Distinct Management
Model," Voluntary Action Leadership, (Fall 1979), p. 46.
c

Encyclopedia' Of Social work, 1977 ed., s.v.
"Volunteer."
Sally Y. Orr, "Volunteers as Advocates," Journal
of Voluntary Action Research, 11, no. 2 (April-September
1982), p. 109.
7

Encyclopedia of Social Work, 1977 ed., s.v.
"Volunteer."

p

Robert N. Anthony and Regina Herzlinger.
Management Control in Nonprofit organizations,
(Homewood,
111.: Richard D. Irwin, Inc., 1975), p. 14.
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CHAPTER TWO

THE EVOLUTION OF ORGANIZATIONS

Management, Public Administration and Sociology litera¬
ture all discuss the maturation process of organizations.
It is generally agreed that as this natural growth process
occurs, management functions become increasingly formalized
and conservative.

The impact of these changes on manage¬

ment functions must be clearly understood and considered
to ensure successful adaptation to environmental change.
To prepare a solid foundation for this understanding, this
chapter will discuss the theories of organizational evolu¬
tion set forth by Downs, Wertheim, Chapin and Tsouderos,
Zald and Ash, and Selznick.
Initial formation of an organization occurs when a
gap in the services provided by the public and private
sectors is perceived as destructive to maintaining a
societal ideal or value.

Downs maintains that every bureau

has zealots who, as they identify a specific area of con¬
cern, "form a nucleus agitating for change."^

This small

group of zealots centers around a charismatic leader and
will initiate a specific approach to respond to this per¬
ceived void in community services.

This spontaneous group

is inherently value laden, bringing with them individual

11
philosophies in relation to their community, the "cause”
being addressed, their view of society, and personal
motivations and incentives.

If this group is developing

within a larger system, a break will eventually occur and
an independent body will be formed.
While maintained by an intense interest in the sur¬
vival of the group, this new organization is highly moti¬
vated by self-interest.

As the values and norms set forth

by the charismatic leader are translated into organiza¬
tional norms and values, the enthusiasm of this initial
group parallels those environmental requisites necessary
for its perpetuation.

The ideals of the group and the

environment must both reach an "initial survival thres2
hold"
in establishment of a stable client population and
a resource base.

Norms posited by the zealots will criti¬

cally impact the structure and management style of the
new agency.
As the new organization^ clientele and resources
expand, there is an attraction for "climbers" interested
in promotional opportunities.

The innovative climate which

spawns a change in personnel, will itself continue to
promote rapid growth.

This new group of climbers concen¬

trates their energies on rapid personal promotion and
organizational innovation.
Downs maintains that as the new agency achieves a
certain level of productivity and creativity, it will

12
stabilize.

"The bureau encounters the difficulty of con¬

tinuing to produce impressive results as its organization
3
grows larger and more unwieldy."
At this stage, the
climbers will tend to move to other bureaus which offer
rapid growth and will be replaced by conservors interested
in maintenance functions.

As the personnel change to a

less innovative core the concentration is on organizational
maintenance and stabilization of the, by now, large,
traditional organization.
4
The resulting "deceleration effect"

leads to the

last stage discussed by Downs: the Death of the Bureau.
Normally, organizations die because they fail to
perform social functions of enough importance to
make their members or clientele willing to sacri¬
fice the resources necessary to maintain those
functions. Such an inability can occur for three
reasons: the specific functions performed by the
organization decline in relative importance? the
functions remain important but the organization
is unable to perform them efficiently? or the
functions remain important but some other organi¬
zation performs them better.^
From 1971 to 1974, Wertheim correlated patterns of
survival adaptation to environmental stress in 35 Consumer
Food Cooperatives.

In analyzing the success or failure of

these1* cooperatives, Wertheim studied "the relationships
and often inherent contradictions of structure, process,
and ideology."6

He found that as the organization matures,

there is considerable goal incongruence between formal and
informal needs.

As the ideology of volunteers is eroded
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by the increasingly formalized structure, conflict
develops between member values and the evolution of struc¬
ture.
Wertheim describes four stages of maturation of
cooperatives participating in his study.
Emergent Informal Group.

This growth begins with a

small group of individuals with similiar needs and philo¬
sophies uniting to work toward a common cause.

During this

initial stage, Wertheim identifies the group structure as
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an "undifferentiated, highly participative arrangement"
involving consensus decision-making, interpersonal communi¬
cation patterns, and informal charismatic control.

The

emphasis is on providing directly for individual needs
through informal cohesive group interactions.
%

Increasing Formal Organization.

As the group moves

toward task accomplishment, simple or routine activities
are structured and new programs developed on a contingency
basis.

As a structure begins to evolve, decision-making

remains democratic and members recognize a benefit in terms
of time, commitment and rapid turnover of volunteers when
routine tasks are formalized.
Wertheim explains that during this second stage, there
is no hierarchy as leadership and task assignment are
rotated.

The continued emphasis on responding to the small,

informal group allows for maximum participation and perfor¬
mance of social functions.

14
Emerging Bureaucracy.

Rapid growth and internal

pressures lead, during this third stage, increasingly
"towards centralization
and formalization."
v

8

As the

organization rapidly grows, the internal relationships
continually evolve around the attraction of new members.
Wertheim discusses the variety of reasons new members are
attracted to the organization:
Some members derived satisfaction from the very
existence of the co-op, . • • For some the
co-op was perceived as a means to satisfy needs
such as personal power, affiliations, esteem,
and political and social expression. ... In
a few cases, the co-op was used as a means for
organizing for health care and anti-war activi¬
ties . Others expressed motivations such as
"beating the system," forging a radical alter¬
native to capitalism, or providing a basis for
personal political activities.9
As more volunteers are utilized, the continuum of participa¬
tion and involvement necessitates the formation of rules,
policies and procedures in an effort to standardize role
performance.

As intrinsic motivation decreases in response

to the changing informal group during this stage, the need
for extrinsic motivation is increased.
Mature Organizational Form.

Wertheim maintains that

the organizational structure responds to the nuances of
this growth process.

The evolution tends to be rapid

during the first three stages.

As the growth slows and

stabilizes, organizations become aware of the benefits and
costs attendant with the process.

In a mature organization,

Argyis points out that a gap exists between expectations of
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the formal and informal system.1^ This dichotomy creates
tension between the needs of the individual and the demands
placed upon the individual by the organization.

The result

is conflict, frustration and low morale, which develops in
a cyclical sense requiring affirmative action on the part
of management.

Resolution of this conflict is critical in

organizations dependent upon motivation of the individual
for maintaining productivity.
Wertheim maintains that during this fourth phase, as
voluntary agencies analyze the growth process, they react
to the dichotomy created by an increasingly formalized
structure.

"The two primary goals of creating an organiza¬

tion that was both efficient and also conducive to satis¬
fying social and personal needs were difficult to reach
simultaneously."11

The organizations responded in one of

five ways:
1. by refusing to participate in a process requiring
an increase in structure and a decrease in the
human emphasis they intentionally dissolved.
2. unintentional dissolution by refusing to recognize
the need for further evolution.
3. internal development of a strong centralized,
oligarchical structure.
4. choosing to develop a decentralized bureaucracy.
5. choosing to limit the size and scope of the group,
thus maintaining a limited formal structure and
meeting the needs of the individual.
As organizations strive to maintain an equilibrium
between the differing needs and ideologies of the members.
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an imbalance is created in the evolving structure and
control mechanisms.

If this imbalance is not addressed and

resolved, the result can be the death of the organization.
The maturation process impacts organizations on a
multitude of levels, although it is agreed that the efforts
toward maintenance of the system will lead toward a more
conservative, hierarchical managerial function,

The evolu¬

tion of an organization is summarized by Chapin and
Tsouderos:
The process of formalization was interpreted to
imply a sequential, stage-by-stage development
of voluntary associations over time; an increasing
complexity in the social structure, a progressive
prescription and standardization of social rela¬
tionships and finally, an increasing bureaucrati¬
zation of the organization.12
Several major areas in which the organization is
impacted by this evolution are in goal transformation, a
.

shift to organizational maintenance, and oligarchization.

13

The constant internal and external pressures upon the
organization require constant adaptation or goal transfor¬
mation.

Zald and Ash argue that this adaptation process

itself requires a change in goals.

When confronted with

issues of survival, the organization will change original
goals centered around social functions to goals that will
ensure the survival of the group.

The need for task assign¬

ment, rules, policies and procedures, in and of themselves,
distract from social functioning.

17
As stability becomes a priority, it is inevitable that
the system will become less flexible, hence, less able to
respond to the original ideals and values of the group.
Selznick proposes that adaptation and security may be

.

achieved at the price of commitment.

.

14

.

It is imperative

that voluntary agencies must develop systems that achieve
both.
The tendency toward bureaucratization and centraliza¬
tion of power is not unique to voluntary associations.

The

implications of this trend for a system relying heavily on
volunteers, however, can be critical.

Such a move from a

commitment to participation and democratic decision-making
toward, centralized control and power structures can have
serious repercussions.

The loss of ideology and norms

purported by an earlier charismatic leader can severly
impact motivation and incentive systems.

In striving for

stabilization of communication and management functions,
the stability of human resources may suffer.

Rapid

increases in membership will demand centralization of
decision-making but may, at the same time, lead to a high
turnover rate. It becomes critical to maintain member¬
ship participation and incentive systems throughout the
growth process.
Selznick outlines organizational maintenance needs as
follows:
•

security of the organization as a whole in relation
to social forces;
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• stability of the lines of authority and communica¬
tions ;
• stability of the informal relations with the
organization;
•

continuity of policy and of the sources of its
determination ?

• homogeneity of outlook with respect to the meaning
and role of the organization in such areas as
prestige-survival motif, internal relevance and
commitment and involvement.16
Thus we see two major contributions to the pressure to
change: response to external factors (the need to obtain
financial resources and develop a client base) and a
response to internal pressures (increase in membership and
need to coordinate provision of services).
Summary
The fundamental conflict facing mature volunteer
organizations surfaces in choosing between (1) attainment of
external goals, and (2) internal maintenance activities.
Striving for a balance is a necessary condition for survi¬
val.
Because the values and norms of the initial group of
zealots becomes the organizational values and norms, the
organization provides an atmosphere that is initially
conducive to addressing the demands of the external environ¬
ment and individual motivation.

As the structure of the

organization responds to the maturation process, however,
it will continually conflict with the process and ideology.
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The resulting dichotomy between the expectations of the
organization and the needs of the individual will create
tension as the informal group strives for maintaining
cohesive group interaction.

It is as this dichotomy be¬

comes more destructive and the growth process slows that
the organization will stop to assess priorities for con¬
tinued operation.
To attain external goals and effective response to
the current environment, voluntary agencies need to esta¬
blish a system for the ongoing review of the impact of
this growth process.

Failure to provide a method for

immediate response to internal stress and tension may
negatively effect the quality of external conditions.

Let

us further dissect the implications of this growth process
by examining the leading and controlling functions.
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^Anthony Downs, "The Life Cycle of Bureaus," in
Classics of Public Administration, eds. Jay Shafritz and Al¬
bert Hyde (Oak Park, 111.: Moore Publishing Co., 1978), p. 6
^Ibid, p. 9.
^Ibid, p. 12.
^Ibid, p. 13.
^Ibid, p. 22.
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^Ibid, p. 8.
^Ibid, p. 8.
■^Chris Argyris, "Organizational Behavior," in
Classics of Public Administration, ed. Jay M. Shafritz and
Albert C. Hyde (Oak Park, 111: Moore Publishing Company,
Inc., 1978, p. 182.
11

Edward G. Wertheim, "Evolution of Structure and
Process in Voluntary Organizations: A Study of ThirtyFive Consumer Food Cooperatives," Journal of Voluntary
Action Research, 5, no. 1, (January 1976), p. 12.
12

F. Stuart Chapin and John E. Tsouderos, "The
Formalization Process in Voluntary Associations," Social
Forces, 34 (May 1956), p. 342.
13

Mayer N. Zald and Roberta Ash, "Social Movement
Organizations: Growth, Decay and Change," Social Forces,
44 (1966), p. 327.
14

Philip Selznick, "Foundations of the Theory of
Organization," American Sociological Review, 13 (1948),
p. 35.
15

Edward G. Wertheim, "Evolution of Structure and
Process in Voluntary Organizations: A Study of Thirty-Five
Consumer Food Cooperatives," Journal of Voluntary Action
Research, 5, no. 1, (January 1976), p. 14.

21
16

Philip Selznick, "Foundations of the Theory of
Organization," American Sociological Review, 13 (1948),
p. 29.

22

CHAPTER THREE
LEADING AND CONTROLLING
As we examine the basic management considerations in
the evolution toward formalization and conservatism, we are
better able to develop strategies for reducing the tension
created by the dichotomy between formal and informal system
expectations.

Understanding such areas as leadership,

informal and formal group process, motivation and develop¬
ment of a personnel system will allow for a solid base from
which organizational maintenance and goal attainment can
be achieved.

In this chapter, the literature concerning

the management functions of leading and controlling are
discussed in terms of their implications for the voluntary
agency, specifically motivation and incentives, the role
of the group and leadership questions.
Motivation and Incentives
Carol has her masters in social work, is unable to find
a paid position in the community and is an entre¬
preneur in the organization. She is married and
has no children.
She sees her volunteer work as
an avenue to build a professional resume while at
the same time working for a "cause" she believes
in very strongly. She participates at every level
of the organization and is considered a leader
within the group.
Sam is a professional in the community who is deeply
concerned about the goals of the organization.
He attends regularly scheduled meetings, but rarely

23
has time for ongoing support as he is committed
to several other."causes" in the community and
is under severe time constraints.
Karen is a student doing an internship for credit
with a local university.
She is grateful to have
found an internship in a relaxed atmosphere while
providing a useful service to the community. Her
commitment to the organization upon completion of
her course project is, as yet, undecided.
Larry is a local businessman who supports the goals
and concepts of the organization. Although he is
unable to attend meetings, he looks forward to the
monthly newsletter and is more than willing to
offer professional advice whenever he is contacted.
These vignettes illustrate four types of volunteers
on a continuum of participation and involvement: involved
and active, involved and inactive, uninvolved and active,
uninvolved and inactive.^

The question for administrators

becomes how to effectively incorporate all members of this
continuum to enhance individual productivity for the
mutual benefit of the volunteer and the organization.

This

again, needs to be accomplished in such a way as to lessen
the negative impact caused by the unstable environment in
which the volunteer must perform.
Motivation
Several studies have been conducted to identify the
personality and characteristics of volunteers.

Howarth

studied both behavioristic and psychodynamic characteristics
of volunteers and concluded that the volunteer has a "welldeveloped social conscience, and concern for the welfare of
others;

... is relatively low in anxiety ... is

24
trusting and persistent."

o

Howarth notes that "a lack of
3
anxiety coupled with a high superego" activates volunteers
to become involved in responding in efforts to change
societal pressures.

He points out that drives of altruism

and self-interest are also significant factors leading to
a reduction of anxiety for volunteers.
Reese focuses on action rather than personal charac¬
teristics and explains that people volunteer to achieve
through group action what they would not be able to achieve
individually.

She indicates that although self-interest

may motivate initial involvement, personal satisfaction, a
need to help others and an obligation to civic duty are
prime motivators for volunteer activity.

Reese maintains

that four motivators are essential to successful participa¬
tion by volunteers;
1. the opportunity to acquire specialized knowledge,
and to use it?
2. an opportunity to develop new skills through
training;
3. seeing the immediate effects of their work?
4. personal satisfaction and recognition from the
performance of a vital service.4
Herzberg combines intrinsic and extrinsic motivators in
proposing a two-factor theory outlining hygiene and motiva¬
tor needs.

Those extrinsic job conditions that do not

motivate, but whose absence causes dissatisfaction (salary,
job security, policies, working conditions) are labeled

25
hygiene factors.

Those intrinsic job conditions whose

presence are satisfiers, but whose absence does not cause
dissatisfaction are labeled motivators

(achievement, recog¬

nition, responsibility and advancement).

When hygiene

factors are adequate, even though motivators are absent,
satisfaction is zero.

Herzberg's motivator-hygiene theory

emphasizes the difference between extrinsic and intrinsic
. . 5
motivation.
Mitchell, et al. synthesize intrinsic and extrinsic
motivators to discuss the positive effects of the helping
experience on the nonprofessional volunteer.

The volun¬

teer's self-image, sense of self-worth and attitude about
organizations and populations served can be enhanced by
participation in an organization.

They note that the less

committed volunteer is also motivated and involved.

They

hypothesized that the type of structure chosen by the
voluntary agency strongly correlated to a positive exper¬
ience, noting that those volunteers with greater supervision
and training feel more positive toward not only their
volunteer experience, but themselves and their ability as a
helper as well.

The structure of an organization impacts

attitudes of the volunteer worker.

6
•

Decisions about organizational structure must take
into account the four types of volunteers discussed by
Merton: involved and active, involved and inactive, unin¬
volved and active, and uninvolved and inactive.

Perhaps
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this continuum of participation and involvement can most
easily be interpreted by Maslow and his hierarchy of needs.
Mas low talks of unsatisfied needs as motivators; each level
motivating a person to satisfy that need, and, when
minimally satisfied, a person advances to the next level of
unsatisfied need.

The levels he perceives include:

physiological, safety and security, love, esteem and selfactualization .
Participation and involvement of volunteers as out¬
lined by Merton may be seen to correspond to the upper three
need levels, implied by the lack of monetary incentives.
These three needs: love, esteem and self-actualization are
those that are reflected in altruism, superego, a need to
help others and a sense of belonging.

Those people moti¬

vated by love needs will be seeking personal relationships
within a group and may be satisfied by helping others or
joining an organization, even without pay.

The esteem needs

include a desire for achievement, confidence, prestige or
status, satisfied by successful contributions in a non¬
threatening atmosphere (where you will not be fired), or in
status derived from increased knowledge or recognition of
an exceptional time commitment.

The need for self-actuali¬

zation may be enhanced by the opportunity to develop one’s
creativity, potential or ideal.

Although these needs may

be present only in the unconscious, their impact upon
volunteer motivation must be reconciled and utilized to
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achieve maximum efficiency in an organization relying
heavily or completely upon volunteer services.

Under¬

standing the needs and motivations of volunteers helps the
manager of the voluntary agency decide on an effective
incentive system.

Incentives
The theories of motivation recognize the need to
coordinate intrinsic and extrinsic motivators in an effort
to enhance individual productivity.

Chester Barnard points

out that motivation theory leads directly to a considera¬
tion of incentives as "an essential element of organiza¬
tions is the willingness of persons to contribute their
g

individual efforts to the cooperative system."

He sees

this as accomplished through the use of incentives that are
most effective to the inducement of workers.

Although this

"matching" of incentives with satisfaction of individual
needs is difficult for public and private sector management,
it represents a life or death dilemma for voluntary
agencies.
Barnard defines two categories of incentives, specific
inducements and general incentives, available to administra¬
tors.

Specific inducements include:
•

material inducements: money and physical conditions
representing weak incentives
except to meet physiological,
safety and security needs;
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• personal, non-material opportunities: distinction,
prestige, personal power
which may be able to replace
material rewards;
• physical conditions of workplace;
• ideal benefactions: pride, loyalty, altruism and
a sense of adequacy.
General incentives are those most noted in their absence:
•

associational attractiveness: social compatability
enhancing communication;

• customary working conditions: adaptation to group
norms;
• opportunity for enlarged participation: prestige
and personal distinction;
• personal comfort in social relations: comradeship
which forms the informal work
group.^
Barnard suggests that within those organizations which do
not have access to material incentives, ideal benefactions
and community satisfactions must be incorporated.
Freeman outlines four major incentives used to main¬
tain membership in organizations:
• material: tangible rewards;
• solidary: status and power;
• collective solidary: prestige, friendship,
belonging;
• purposive: value fulfillment, satisfaction from
contributing.10
She suggests that voluntary organizations must rely most
heavily on both purposive and solidary categories, although
collective incentives must not be overlooked.

She suggests
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that structure- will impact increased productivity in that
organization which may be involved in conflict between goal
achievement and maintenance needs.
Hamner suggests that too often material inducements
are used to the exclusion of other available incentives.
In his discussion of the inadequacies of pay as a motivator,
Hamner suggests that pay is assumed to fulfill the need for
feedback, evaluation, reward or punishment and primary
motivation in an organization.

He argues that the opposite

may in fact be more accurate; that money, as an extrinsic
motivator, cannot be expected to replace motivation of the
job itself and may be better utilized in conjunction with
participatory management techniques.

He offers adequate

managerial training, openness, trust, and use of alternative
reward systems as areas which will impact the effectiveness
of material incentives.^
By definition, volunteer communities do not offer
material incentives.

This requires the manager, paid or

volunteer, to search for nontraditional application of
motivation, retention and controlling.

It is also necessary

to distinguish between those volunteers needing social and
belonging incentives and those searching to fulfill selfactualizing needs.

The issue then becomes one of identi¬

fying individual motivation and building a structure that
allows for effective matching of those motivators to the
incentives available.
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Role of the Group
The concept of groups has far reaching implications
for the voluntary organization.

The Emergent Informal

Group defined by Wertheim or Downs* zealots are, in fact,
what the management literature refers to as functional or
command groups.

At some initial point, they are the or¬

ganization itself.

This group, as is characteristic of

groups, will develop and grow.

Because the group is also

the organization, the growth patterns are simultaneous.
This concept is conflicting with management literature.
Selznick implies that the informal group is more of an
appendage to the organization which can be utilized to meet

.

.

.

organizational goals or increase productivity.

12

In a

newly created organization, the group characteristics and
the organization characteristics are one.

Later, the

voluntary group role and the traditional role of the group
are more matched, although with a commitment to participa¬
tory management, the group continues to provide a critical
power base for leadership determination, goal setting,
motivation and retention.
As the group (i.e. organization) grows, norm conformity
is enforced and the external environment may legitimately
identify the norms and roles of the informal group as those
of the organization.

The informal leader becomes the

organizational leader, informal communication patterns and
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roles become organizational communication patterns and
roles.

As group norms or standards of behavior are esta¬

blished they become the behavioral and performance norms
of the organization.

The small group cohesiveness is

solidified by the common task, prestige and status, frequent
interaction and strong personal attractiveness and depen¬
dence.

This instigates strong group performance with high

individual participation.
The natural growth process, incorporation of new
members and turnover of original group members, can be
hastened by the phenomenon of groupthink.

The highly

cohesive group of zealots will be impacted by the changing
internal environment and the need to respond to the exter¬
nal environment.

The tendency toward feelings of invul¬

nerability, rationalization, morality, self-censorship and
unanimity must be offset if the organization is to survive.
As the organization grows and the group responds to
pressures of the environment, the group must continually
take on multiple roles.

The natural formalization of

structure will eventually lead to the recognized need for
variations of groups and committees.

Task forces, permanent

committees and board will each develop their own informal
groups, with attendant norms, roles and status.

As role

performance and tasks are standardized, new members must
continually be acculturated to the original group norms.
These burdens, combined with frequent periods of role
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ambiguity and conflict, and leadership defaults, adds to
"burn-out" of the original group.

As the organization

takes on Downs1 climbers and new groups are formed around
specific tasks and goal accomplishment, stress is placed
on the organization to redefine norms.
As the original group decreases their involvement or
leaves the organization, these new sub-groups will define
the organizational values and structure, naturally con¬
flicting with the original norms.

The organization may

very well reach a stage of crisis resulting from this
natural growth as the motivation and incentive systems
are redefined.

As volunteers leave or "turnover," the

remaining members establish new norms balancing old values
and incorporating new values in response to continued
environmental pressures.
To provide for consistency and coordination of the
mature organization, paid staff may be required.

This new

member of the group brings with them norms and values borne
of traditional education systems.

This may force the

organization into a state of crisis as the struggle of
mutual acculturation occurs.

This can provide the impetus

to solidify the move into the final stage of maturation,
a stage stressing conservors and maintenance of the
organization.
It is critical as the organization moves into a state
of maturity to examine and reevaluate the role of volunteers
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in the evolving system.

As paid staff are installed, such

areas as rewards and personal satisfaction, concern for
maintenance of professional standards, and non-traditional

13

personnel issues must be addressed.

Undoubtedly major

changes will occur.
Leadership
Volunteer organizations tend to achieve those
managerial functions of planning, organizing and controlling
through democratic management.

During the initial growth

stages, lack of a formal hierarchical structure (in the
Weberian sense) results in a lack of legitimate sources of
power and authority.

Leadership can best be understood in

terms of "informal" group traits.

The concept of volun-

teerism does not support legitimate power of one person over
another, but must rely heavily on human resources, proper
responses to motivation, and acculturation to group norms
to fulfill individual needs.

Leadership within such a

group is reliant then upon the perception of individual
members.

The intensity of a leadership role caused by

delegation of responsibility without adequate matching of
authority can result in rapid "burn-out" of those volunteers
providing the skills, commitment and energy to such a role.
In an effort to provide direction for leaders of
voluntary organizations it is necessary to refer to tradi¬
tional management literature for at least part of the
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solution.

This must be done with a clear view of the

nontraditional setting provided for development of an
effective leadership style.

Certainly the leader of a

voluntary organization must have traditional managerial
skills: technical, human, conceptual and diagnostic in
the performance of interpersonal, informational and
decisional roles.

But leadership is not based on a formal

recruitment, selection process, but rather though indivi¬
dual characteristics identified and promoted by the infor¬
mal group.

During the initial stages of maturation, this

may be enough.
Expert power provides status, fulfills specific task
needs and, when combined with interpersonal skills and
situational factors, provides validation for authority.
This concept is confirmed by Barnard’s "Acceptance Theory
of Authority"

14

which maintains that power is dependent

upon membership acceptance of it.

Leadership becomes situa¬

tional varying to suit the need of a specific task.
As the organization matures and becomes increasingly 7
’

i
i

formalized, there will, given the nature of hierarchy, be

{

a need for both leaders and managers.

\

Managers provide

impersonal direction to integrate tasks toward goals,
limiting choices to set strategy, while providing a tradi¬
tional, conservor image.

The leader, on the other hand,

operates through personal influence to create innovative
direction and change.

15

It is important for voluntary
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organizations to recognize the differences these roles
provide as managers and leaders must coadapt to ensure the
development of the organization.

Often these roles will

come into conflict, particularly during the struggle to
stabilize resources and accomplish goals.
Bunch and Fisher discuss the problems of leadership
within non-traditional organizations, noting that ”to
eliminate both sterile bureaucratic structure and elitist
leadership was, over time, immobilization.As zealots
unite to address an issue, they bring with them ideals
reflected in the avoidance of traditional modes of structure
and power.

Leadership relies on referent (charismatic) or

expert power within such a system.

As this type of informal

leadership is situational, accountability is sacrificed.
Two major repercussions are noted:
(1) because the organization itself has not identified
and formalized leadership roles, the external environment
will.

Organizations then run the risk of being identified

by externalities which may ultimately attach detrimental
values and stereotypes to the agency.
(2) due to the philosophical resistance to traditional
roles and structures, the leadership void itself can lead
to a search for establishing group norms and role con¬
gruence.

For lack of a viable alternative, institution of

traditional hierarchy may be imposed.
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The dilemma for voluntary agencies lies in developing
an effective management system which provides responsibility
and accountability to the internal and external environment.
Structure provides accountability of leadership.

Failure

to address these organizational issues could, and often
does, result in ultimately sacrificing participation and
democratic ideals.
Pearce addresses the issue of apathy toward leadership
roles in voluntary agencies through a comparison of percep¬
tions of management personalities in profit and nonprofit
organizations.

Managers of nonprofits were perceived as

more "dominant, flexible and concerned with personal
relations."

17

Volunteers perceived that leadership posi¬

tions required more time spent on mundane tasks with little
reward of autonomy or legitimization.

It it noted that in

voluntary organizations, leadership roles are filled by
anyone expressing interest, and that there was little
interest on the part of non-office holding volunteers to
fill those roles.

Volunteers perceive leaders as selfless

and committed, transferring intrinsic motivation to substi¬
tute for the lack of extrinsic rewards.

Pearce challenges

the idea that apathy toward leadership roles in voluntary
organizations results from increasing formalization, but
concludes that the phenomenon of the "leadership gap" is
the result of the lack of a structure that allows incentives
for participating in that role.
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A critical point is reached for voluntary agencies as
a mature management system develops.

As environmental

factors dictate the need for a paid staff, leadership ques¬
tions may cause tremendous tension and conflict.

As Pearce

notes, traditional managers bring with them expectations
regarding the organizational environment which emphasize^
security, financial stability and "obedience."

18

An em¬

ployee's expectations for a professional environment
supporting professional development through the use of
status symbols, clerical assistance and less mundane tasks
lead^ to a perception of motivation unrelated to selfless
giving.
Brown discusses the perceptions leading to conflict
between staff and volunteers.

Staff may perceive volunteers

as free, unskilled labor rather than an integral part of
a team, all of whom provide skills critical for provision
of services.

Volunteers, as a strong informal group, per¬

ceive a lack of commitment on the part of staff who bring
to the organization a managerial style that may conflict
with group norms.

Brown suggests clarity of expectations,

job design and personnel policies as critical to easing the
resulting tension.
Summary
Management literature discusses motivation and incen¬
tives as intrinsic and extrinsic, both of which are highly
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dependent upon the work atmosphere.

Individuals are

motivated to volunteer for personal satisfaction and to
accomplish through group action what they could not achieve
alone.

An examination of the traditional management litera¬

ture provides the manager of the voluntary agency with in¬
sight into incentive systems available to ensure maximum
motivation of individual volunteers.
The informal group, while initially representing the
characteristics of the organization itself, may, as the
organization becomes increasingly formalized, come into
conflict with the larger formal group.

As the organization

evolves it is critical to continually address the needs of
the informal groups as stability may depend on the ability
of the organization to lessen the tension between the in¬
formal group norms and the needs of the formal organization.
The voluntary agency must provide for both leaders and
managers.

As the maturation process leads away from the

expert and referent power base toward paid staff and provi¬
sion of legitimate power, the structure and communication
system must adapt to the changing needs of the individual
and the informal group.
While the organization develops a structure and pro¬
cess that address the needs of the individual, the indivi¬
dual within the group, and leadership of the group, it must,
at the same time, continue to provide quality services to
iffy's clientele.

Given the current environment of shifting
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client populations and external resources, the effort to
stabilize the leading and controlling functions can be
overwhelming.

The successful completion of external goals

and maintenance of ihternal stability may depend on deve¬
lopment of a management style reflected through the
planning and organizing functions.
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CHAPTER FOUR
PLANNING AND ORGANIZING
Providing for the uniqueness of participation, struc¬
ture, communication and personnel systems operating in the
voluntary agency is critical to maintaining quality
of services to the external environment.

Planning and

organizing may be seen as an outgrowth of traditional func¬
tions , but must operate in such a way as to provide for
motivation and incentives, the informal group and difficul¬
ties with leadership discussed in Chapter Three.

At the

same time, these functions must provide a system that is
responsive to the dynamics of the external environment in
which it must survive; this chapter will discuss the impact
of the maturation process on these two functions.
Management Foundations
The theory of management has followed it^s course from
Weber and Taylor to Mayo and McGregor to the latest "Theory
Z."

Yet as technology and values advance and new theories

become the rage, we retain bits and pieces of foundation
from the old.

To fully comprehend the requirements for

effective volunteer management, we must understand the
traditional base from which we have to draw our knowledge
and philosophy.
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Max Weber believed that creating the most efficient
form of social organization for the public sector requires
two things: division of labor and hierarchy.

Division of

labor, while allowing for specialization, requires coor¬
dination and leads to the need for hierarchy.

Hierarchy

exists to respond to the coordination problem created by
division of labor.

So Weber*s bureaucracy existed despite

the personnel and remained static regardless of the
changing needs of employees.^
Henri Fayol was the first to outline specific functions
and principles of management.

Fayol maintained that the

functions of planning, organizing, commanding, coordinating,
and controlling were guided by fourteen basic principles.
These principles outlined by Fayol remain a strong base for
students of management today: division of labor, authority,
discipline, unity of command, unity of direction, subor¬
dination of individual interest to the common goal, remu¬
neration, centralization, scalar chain, order, equity,
stability of personnel, initiative and esprit de corps.

2

Taylor's "Scientific Management" offered the concept
of a simplistic organization divided into positions and
roles deliberately and scientifically created to achieve
organizational goals and functions.

An efficient division
3
of labor, again requiring a hierarchy, was created.
Douglas McGregor labeled the adherence to scientific manage¬
ment principles "Theory X" and proposed a different
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management style, "Theory Y."

This theory proposes dele¬

gation of authority, increasing individual responsibility
and increasing motivation through humanizing the working
environment.4
These foundations offer managers of today a choice of
a multitude of styles.

To address planning and organizing

we must first examine the role of participation and then
determine how participation, in relation to the need for
individual motivation, impacts structure, communication and
personnel systems.
Participation
The pressure of volunteer motivation and incentives
leads to a need for "interdependence, collaboration and
total involvement."

5

.

Wertheim notes that the most impor¬

tant factor dictating survival of voluntary organizations
is the commitment developed from the individual bonding
to the group.^
t

Blau views decision-making as the coordination of
information through participation.

Consultation serves

both social and psychological functions in terms of group
cohesiveness, improved quality of decisions, increased
motivation and stabilized relationships.

It is believed

that sharing in the decision-making process will reduce
conflict.

7

Salem maintains that participatory democracy creates
an atmosphere of involvement, resulting in group

g
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cohesiveness and stability.

Additionally, participation

allows for individual growth, providing both intrinsic and
extrinsic motivation.

It must be noted, however, that full

participation will only occur within small groups.

As the

size of the organization grows, open participation becomes
dysfunctional and inefficient.
sult.

Alienation and apathy re¬

Large organizations, as they develop more formalized,

bureaucratic structures, will fragment individual roles and
hamper a vision of the total organization.
The challenge to volunteer organizations is to over-

L/

come the problems inherent in reliance upon the varying
participation levels of volunteers.

Organizational deve¬

lopment literature suggests that participation is an avenue
to democratize

an organization through allowing all parti-

9
cipants a "voice" in the decision-making process.

The

benefits, such as member satisfaction and enthusiasm, will
result from acceptance of participatory management styles.
Benveniste defines participation as "the attempt to
limit hierarchical barriers within organizations and to
open decision-making to all interested parties.Bryan
perceives this as a planning issue, that developing an
organization through agreed upon goals and structure will
allow for clear expectations and avoidance of a system that
disintegrates under external pressures.

He suggests a

decision-making style that utilizes both hierarchical and
participatory techniques.11

/
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Thompson and Tuden discuss what they refer to as a
"collegium" that is most notable in the volunteer community
which depends on member participation.

They outline the

requirements for this type of decision-making:
(1) require fidelity to the group's preference
hierarchy, (2) require all members to partici¬
pate in each decision, (3) route pertinent in¬
formation about causation to each member, (4)
give each member equal influence over the final
choice, and (5) designate as ultimate choice
that alternative favored by the largest group
of judges - the majority.12
The implication being a reliance upon each members aware¬
ness of all factors to be considered, commitment to effec¬
tive communication, and a recognition that the participa¬
tion process is time consuming and prioritized through
consensus.
The potential costs of participation are identified
by Benveniste: time and energy consumption, requirement of
decentralization, no guarantee of reducing conflict, and
alienation resulting from pseudoparticipation.

He offers

solutions to overcome these problem areas through discus¬
sions of feedback, team building and linking, and job
enlargement and enrichment.

Thus, if an organization is

to incorporate participation as a basic structural compo¬
nent toward achievement of goals, special care must be
taken to ensure adequate feedback, effective communication,
accountability, channels for initiation of policy, and a
structure able to effectively implement change.
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\J

Effective participation within the organization is
dependent upon the chosen leadership and managerial style.
Blake and Mouton identified the two possible extremes as
Concern for People and Concern for Production.

These two

tendencies were placed on a grid, emphasizing that a 9,9
style, or high concern for people and production are
necessary for democratic management.

The result of this

approach will be highly motivated, committed personnel.

14

Tannebaum and Schmidt define task and employee orien¬
tation of management in relation to the power base.

The

inflexible use of legitimate authority or power illustrates
one extreme and allowing total freedom of the employee the
other.

They emphasized that, realistically, a middle

ground must be sought in decision-making.

15

The commitment to democratic management must include
the sharing of organizational information with all members
of the organization, strong interpersonal communication,
perception of shared leadership and authority, and coopera¬
tion.

Development of structural and communication compo¬

nents should be focused on a philosophy of respect for
individual skills, motivation and competence.
Structure
It is fairly certain that a traditional/infor¬
mal type of management structure cannot effec¬
tively support non-profit service institutions
as they continue to grow and to face financial^^
challenges in an increasingly complex society.
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Freeman maintains that the fundamental problem for
voluntary agencies is "the conflict between group maintenance needs and goal achievement needs."

17

She asserts

that structure is necessary to achieve both as efficiently
and effectively as possible.

At the same time, it must be

noted that although structure allows for task completion,
it will, by its very nature, block motivation.

She stresses

the need for a structure that will provide maximum flexi¬
bility and adaptability.
Minimizing formal barriers through the creation of an
egalitarian structure will create an atmosphere conducive
to providing for the needs of the volunteer.

Removing

traditional bureaucratic levels will also allow for greater
communication opportunities between all personnel.
ture promotes accountability.

Struc¬

It is only as responsibility

is assigned that accountability and personal commitment
can be achieved.
To develop an appropriate response to structural
issues, we must discuss values.

The initial group of

zealots, the climbers interested in career opportunities,
and the conservors charged with maintenance, all contribute
to the value system of the organization.

These values are

reflected in the chosen management philosophy.

The initial

group of zealots bring with them a desire to change part of
society.

In addition to the "cause" for which the organi¬

zation is developed, they bring with them a hidden agenda
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of values including participation, consensus, cooperation,
autonomy and equity.

These values become ingrained in the

structure and decision-making style perpetuated by group
norms.

Characteristics of this structural ideal which

Krause calls the collaborative organization structure
include functional differentiation (vs. authority differen¬
tiation) , status, equity, sharing of leadership roles,
operational performance criteria, reward systems, partici¬
pation, organic structure, integration and interdependence
and boundary permeability.

18

If unattended, organizational maturation can lead to
the incorporation of traditional division of labor and
hierarchy.

As the climbers and conservors bring new values

and norms to the maturing organization, these new values
are also incorporated into the philosophy.

The pressures

brought by these personalities will create tension and
conflict with ideologies of the "old guard.”

The question

becomes one of identifying and implementing a structural
component to allow for maximum efficiency and effectiveness
while, at the same time, maintaining a quality environment.
Zald and Ash remind us that organization factions and
splits occur because of the disintegration of these values
and a questioning of formal authority.

Adaptability and

flexibility created in response to growth will lead to
goal transformation and structural changes.

If this move

toward centralization and oligarchy are accomplished at the
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expense of democratic ideals the resulting goal incon¬
gruence may create a level of dissatisfaction that incapa¬
citates the agency.

As members begin to question the

legitimate power base, informal charismatic leaders may
again become the focal point for administrative func. .

.

tionmg.
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Potter-Efron provides insight into the alternative
structure chosen by some voluntary agencies.

The charac¬

teristics of these informal systems include: relatively
small size, specific target clientele, minimal division of
labor and hierarchy, informality, recruitment from personal
20
experience, and "family" beliefs about role performance.
The advantages to such a structure include the opportunity
for maximum involvement, less distinction between staff and
volunteers, flexibility, equity, mentoring opportunities,
and career training.

Management systems utilizing this

type of structure must allow for the possibility of role
ambiguity, and lack of clear lines of authority.

This type

of informal structure relies heavily on a comprehensive
personnel policy that incorporates the training of volun¬
teers and staff.
There may not be universals from which to draw to
assist the manager of voluntary agencies.

To lessen the

destructive impact of rapid change requires flexible
leadership capable of situational evaluation of organiza¬
tional design taking into account characteristics of
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personnel, resources and goals.

Suggestions for coping

with a dynamic environment through the management functions
include:
• Planning: widen scope of goals;
o

Organizing: expand use of temporary groups or
committees, clarity of personnel
policies;

• Leading: promote generalist, flexible leadership,
place emphasis on productivity;
o

Controlling: decentralize administrative func¬
tions . 22

"While there is often an association between growing
institutionalization and bureaucratization and conserva¬
tism, there is no evidence that this is a necessary association."

23

Structural considerations of a voluntary

agency must provide mechanisms responsive to change and
consistently providing for ideals and values of its
membership.

Failure to recognize and address these issues

will result in apathy and high turnover of personnel.
Communication
Communication is critical to both planning and
organizing functions.

' ’

Identification and agreement upon

goals and objectives, developing and selecting alternatives
in problem-solving, providing accurate and constructive
feedback/evaluation and coordination of implementation
strategies demand a comprehensive communication system.
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Traditionally, communication within organizations has
been vertical through the use of roles, regulations and
procedures following hierarchical planning and scheduling
patterns for task completion.

Unlike traditional organiza¬

tions , volunteer personnel requirements focus on motivation
and incentive systems.

Verbal communication, although

leaving the potential for misinterpretation, serves a
variety of purposes: participation, speed, opportunity for
immediate feedback, and accuracy.

It is not until the

organization grows in size, and small informal groups be¬
come more scattered that the need for written communication
becomes a priority.
Size will undoubtedly impact the existence of communi¬
cation barriers.

Chapin found that as the size of an

organization increases, the number of general meetings will
also increase, then, over time, will decrease and be held
only quarterly.

Lack of assimilation of new members as the

size increases means that much of the participation is
accomplished within smaller sub-groups, committees or task
forces.

He also notes that as the size of the organization

expands, the frequency of verbal reporting decreases and it
is not until new methods of reporting are developed that
frequency increases again.^
It is important to avoid technical, semantic and
psychological barriers to communication.

Technical

barriers, those due to environmental or physical breakdowns
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in communication patterns, present problems to the voluntary
agency.

The diverse physical availability of the personnel

component of an organization relying on volunteers rarely
allows for the luxury of a centralized location.
cation

Communi¬

must rely on time consuming efforts to telephone,

or time consuming written communication.

Lack of physical

availability hampers speed and, many times,
formation.

accuracy of in¬

Pyschological barriers are most prevelant as

new members are acculturated to group norms and values.
However, throughout the growth process, breakdowns due to
psychological barriers will occur as unclear expectations
result in role ambiguity and conflict.
of formalization impacts the value

Again, the dilemma

and belief systems of

the individual which may, in turn, create a serious communi¬
cation barrier.

As the organization expands and becomes

more cohesive, semantic barriers may occur as "jargon" be¬
comes the norm.

The strong small group cohesion promotes

interpersonal communication patterns that may prohibit entry
of new members and may cause distortion of information.
Successful fulfillment of internal and external expec¬
tations is dependent upon development of communication pat¬
terns that achieve a necessary blend of hierarchy and parti¬
cipation.
flict.

Clear expectations will reduce tension and con¬

Accurate and timely record keeping (vs. excessive

"red tape"), will ensure consistency and ease transitions
of staff.

Regular opportunities for dissemination of

1
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information through scheduled meetings, social events,
newsletters to exchange information and organizational
activities, and ongoing training should be available to
provide a secure atmosphere and assurance of standardized
service.
Communication is particularly critical in the voluntary
organization.

The ability to rapidly exchange information,

resolve conflict, give and receive feedback and facilitate
participation are requisite to providing ongoing, quality
services to the external population and to providing a
positive volunteer experience.

Structural changes must not

become a barrier to accurate and timely communication.
Personnel
Personnel considerations in a voluntary agency

must

continually focus on the "matching” of individual motivation
with those incentives offered by the organization.

Clarity

of tasks to ensure goal achievement, clear job descriptions,
analysis of volunteer skills, motivation and needs, followed
by adequate training and supervision should allow for an
effective procedure to maximize retention.

The emphasis

should be on offering a wide variety of tasks to provide
the volunteer and the manager maximum freedom of choice.
Specific tasks to ensure goal attainment and, at the
same time, allow for a wide variety of interesting choices
must be specified.

Such general areas as public relations.
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fundraising, grant writing, training, administration and
direct client services are used to develop clear job descrip¬
tions that will delineate expectations.

Specifying agency

rationale and time expectations will allow for effective use
of all volunteers, avoiding overload, while offering an
exchange to meet the needs of the individual and the organi¬
zation.
Initially, the small informal group which creates the
organization performs tasks as needed.

The first response

to the growing membership size is to develop rules and
procedures for completion of routine tasks.

As the size

and types of services offered continues to expand, attracting
a greater number of diverse skills, the agency must develop
a mechanism for recruitment and retention.

The following

suggestions are offered.
Recruitment should emphasize the variety of task needs /
as well as acceptance of different levels of involvement
and time commitments to assist volunteer entry decisions.
Promotion of specific opportunities to be obtained through
volunteer service will provide the basis for an initial
interview process to clarify skill needs, importance of task
to overall effectiveness, and time commitments.

Conducting

the initial interview in a "professional" atmosphere will
establish a relationship wherein task assignment, time
commitment, role expectations, training, supervision and
evaluation are clearly defined.

The emphasis should be on
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viewing the volunteer as a professional and integral part of
the organization with distinct responsibilities and expecta¬
tions .
Applications should contain such information as back¬
ground, experience, skills, hours available, skills one would
like to learn, task preferences, and, in some types of or¬
ganizations, reasons for applying.

From this type of infor¬

mation the manager can (1) develop a "skill file" for future
reference;

(2) assist the recruit in terms of task assign¬

ment and time commitments;

(3) develop an overview of total

volunteer hours available for goal attainment; and,
gain insight into motivation of the individual.

(4)

This type

of system is dependent upon accurate maintenance procedures
to continually update job descriptions, task assignment and
diversity, and accurate recording and filing systems.
Upon completion of task assignment, an orientation
session is essential.

Depending on the task, a full-length

training program may be required to communicate background
information, policies and rules, reporting procedures, and
structure.

Reese suggests that this type of program be

presented by an ex-board member who can transfer their
extensive knowledge and skills.

25

A thorough and well

developed training program throughout an individual's volun¬
teer service serves a dual purpose;

to ensure that those
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volunteers representing an organization are positive spokespeople for the group, and it becomes a personal, non¬
material opportunity for the volunteer.
The manager or supervisor directly responsible for the
volunteer should provide an opportunity for ongoing infor¬
mal feedback as well as established, formalized evaluation
sessions.

Evaluation should provide the volunteer with

specific skill and behavioral information, and should pro¬
vide the organization with information to enhance task and
job description reviews.

The regular evaluation should also

include reestablishment of motivation and incentive needs,
and a discussion of rotating functions to maximize involve¬
ment and to readjust task assignment as appropriate.
The leadership gap or void created by the rapidly
changing nature of a volunteer organization emphasizes a
critical personnel function which is often overlooked —
leadership development.

It would seem appropriate to de¬

velop a system which allows for equitable placement and
utilization of individuals, effective training programs and
continuing education, rotating of recognized leadership
positions and a channel for recognition and mobilization of
"new" leaders.

Reliance upon delegation of responsibilities,

mentoring and transferrence of skills on a continuous basis
becomes critical to the success of this type of system.
These types of activities would additionally benefit the
provision of incentives.
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The final, and perhaps the most difficult personnel
issue for volunteer organizations is whether a volunteer
should be fired.

There seems to be agreement that it is

critical to build a personnel system in such a way that
those volunteers who blatantly disregard the standards of
commitment to the organization and/or its clients may be
dismissed within the "professional” atmosphere that has been
created.

Failure to provide for this unsavory function will

lead to the same types of problems that would be seen in a
private or public agency (ie. tension, frustration, ostra¬
cism and conflict).

A tool available to the volunteer

administrator that may be unique is that alternative place¬
ment may be available and beneficial to both parties —
perhaps rotation to a task less public or even to another
agency providing more appropriate assignment.

Fear of using

this type of "ultimate sanction" denies the legitimacy of
volunteer responsibilities.
What is suggested here should not be construed as a
thinly disguised essay on Taylorism.

Although the goal is

dissected into a number of tasks necessary for completion of
that goal from which

job descriptions are then formed, the

emphasis is not on determination of a scientific method for
task achievement, but rather on provision of a multitude of
choices to enable beneficial task assignment.

Individuals

are not recruited so much because they retain skills that
can be poured into a specific job description, but are
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recruited, their special skills analyzed and, through mutual
agreement, the individual chooses which of the tasks they
are willing to perform.

The most notable difference is per¬

haps Taylorian dependence upon the ultimate qualification of
a candidate — the need for money.

Summary
The literature leads us to conclude that inclusion of
maximum participation as a basic structural component will
assist with volunteer motivation and retention.

Although

the effect of time and energy consumption may deter rapid
decision-making in times of crisis, a commitment to participation will ultimately enhance communication and goal
attainment.

The commitment to participatory decision-making

will be dependent upon management style and structural con¬
siderations .
Decreasing formal hierarchical barriers to participa¬
tion will enhance motivation and communication.

Given the

natural maturation process,.the voluntary organization must
continually address the tendency toward a traditional
hierarchical structure which can cause factions in response
to increased tension and conflict between the formal and
informal group.
Communication will be impacted by structure and size of
the organization indicating a need to be alert to the intru¬
sion of barriers.

A communication style that provides a
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blend of hierarchy and participation will address both
internal and external expectations.
A personnel system must focus on the needs of the
individual, matching the incentives available to the organ!
zation and the motivation of its

members.

Recruitment,

hiring, training, leadership development and mentoring
should all be incorporated into a structured system that
maximizes the volunteer experience for the individual and
the organization.
As the organization matures, the planning and or¬
ganizing functions will become more formalized and must be
continually addressed and refined to maximize internal
stability.

If the manager of the voluntary agency can

provide continuity and planned change in response to this
growth, external relationships will also be positively
impacted.
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CHAPTER FIVE

CONCLUSION
There are two major dilemmas confronting voluntary
agencies today:
(1) reducing internal conflict as the structure and
process becomes formalized through a natural
evolutionary process? and,
(2) providing quality services to a rapidly changing
external environment that demands greater pro¬
ductivity and accountability.
The increased demands placed upon voluntary agencies
by the disruption of the relationship between the public and
nonprofit sectors creates an atmosphere of instability for
voluntary agencies providing community services.
percussions of this uncertainty

The re¬

impact not only the

external economic resources and delivery of services, but
internal activities as well.

Too often, in the pressure

to meet the demands of organizational maintenance and pro¬
vision of service to clients, involvement and motivation
of the individual members is sacrificed.

Unless organiza¬

tions are able to respond to and sustain both the needs of
the organization and the needs of the individual, they risk
destruction.
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The literature reviewed in this paper offers internal
considerations to provide responses to the first dilemma.
It is appropriate to reiterate these considerations and to
view them as a system: each function and stage of growth
responding to the nuances of the others.
Personnel philosophy can balance the impact of the
formalization process.

Recognition, appreciation and

mechanisms for maximum utilization of individual skills and
abilities will increase motivation.

Providing mechanisms

for placement of volunteers through a professional recruit¬
ment and hiring procedure will set the tone for delivery of
professional service.

Allowances for mentoring, leadership

and skill development will provide a more valuable volunteer
experience and reduce burn-out caused by leadership voids.
Using the greatest number of communication channels will
allow for member satisfaction through participation and
information exchange.
The tendency of voluntary agencies is toward "crisis
management" because failure to provide for maintenance of
management functions leads to reactive rather than proactive
functioning.

Prioritizing and goal setting can assist with

coordination of agency functions to minimize this tendency
toward constant crisis.

If goal setting is established as

part of a participatory process, there will be an increased
commitment to goal attainment and prior consideration of
possible organizational repercussions.

Goal implementation
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may then include integration throughout the organization as
well as clear understanding of task assignment.
Coordination must include effective problem-solving
techniques to allow for maximum task orientation.

Accurate

analysis of physical and personnel requirements necessary
to accomplish goals will allow for grouping of resources and
tasks into the coordinated organization structure.

Clear

assignment of responsibilities and lines of authority will
establish levels of personal accountability and clarify work
activities.
The voluntary agency is in a unique position because of
the role assumed by informal groups.

Open participation in

the planning process provides for greater acceptance by
task oriented groups.

An informal group leader may also be

the manager combining accountability with the strong ability
to influence.

Informal group norms are more closely aligned

with organizational goals which eases communication dis¬
semination and allows for an atmosphere conducive to feed¬
back and evaluation.
An effort to allow for adaptability and flexibility may
lead to establishment of an organic structure.

Given the

rapidly changing resources and unpredictable environment of
the voluntary organization today, an organic structure
would allow for a situational response to external change
agents.

These structural dimensions would address the

67

unpredictability of the environment, decreasing the rigidity
of hierarchy and providing for participation through work
unit membership.
So we see that the literature addresses the issues
surrounding administrative behavior and organizational
development.

The specific needs and issues of varying

participation, involvement and motivation of members facing
the manager of the voluntary agency, however, can not be
completely met through traditional management theories.

As

increased productivity, accountability and professionalism
are being demanded of the voluntary agency, it becomes
apparent that the uniqueness of the third sector organiza¬
tion creates a need for its

own body of literature that

goes beyond that of the public and private sectors.

Until

such time as volunteer administration can be thoroughly
addressed in its own right, managers of voluntary agencies
must rely on the management, sociology and public admini¬
stration literature.

Integration of special personnel,

structural, leadership and incentive considerations that
also maintain the integrity of motivation may remain
inadequately resolved.
It has been the purpose of this paper to assist the
role of the manager of today's voluntary agency by consoli¬
dating the management, sociology and public administration
literature.

The format for this literature review has

included theories of the evolutionary process of
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organizations and the implications of this maturation
process on the four specific management functions of
leading, controlling, planning and organizing.

Providing

maximum consideration of these management functions at
each stage of the growth process will allow for a proactive
managerial climate.

As each of these four components is

consciously developed and conceptualized at each stage,
stability of the internal maintenance activities can be
enhanced.

This stability will increase the viability of

the agency and the quality and integrity of its services.
It is only as the voluntary agency resolves the first
dilemma that it can appropriately and emphatically respond
to the second.
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