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INTRODUCTION

-Hello everyone.  Thank you for having me.  I am thrilled to be here.

-The program I am currently managing at the Hospital for Sick Children Foundation in Toronto is a volunteer-led initiative.   It is called the Sick Kids Connection.  The Sick Kids Connection is a membership club with an Executive of 13 volunteers.  With a minimum pledge of $1,000 a year for three years, members enjoy numerous social and educational opportunities.  I work with the Executive, an event committee and  provide any SKC members interested in doing more than signing a cheque with personalized assistance. 

-As if that is not challenging enough, I am adamant about starting from zero as often as possible.  By that I mean what can I do to get what I want at no cost to the organization.

-Working with volunteers has helped Sick Kids Connection raise $1,000,000 in its first year of activity with only nominal soft costs. The volunteers have not only introduced me to 180 indiviudals who I didn’t know existed, they have leveraged a private event with Jackie Chan, a wine tasting event at an exclusive dining room, a cooking demonstration at one of the top hotels, a private cocktail party at a leading restaurant, the brochure design, brochure printing, sign printing, floral décor, catering….I could go on. The point is—it was all FREE and it was all leveraged by volunteers. 

-There is no doubt in my mind that as the expectations for us to fundraise rise and our budgets shrink,  the role of volunteer is going to increase.  It  and it is up to us to integrate with the volunteers to help us achieve the organization’s immediate goals, long-term goals and to tap into those brilliant opportunities we didn’t even dream of.

VOLUNTEER FRIENDLY?

-I know everybody appreciates a volunteer’s enthusiasm and interest.  I know we all admire people who want to give back to the community, but are you prepared to enter an meaningful exchange with a volunteer?

I would like to propose that the future of volunteerism for charitable healthcare organizations is in organizational integration.  Officers should be investing time with donor/volunteers to secure middle range gifts both corporate and individual.  Officers should be working with their volunteers to leverage other goods and services too.    Most importantly Officers should investing in those relationships because many of those volunteers may just be your future major donors and your future leaders.  This is your opportunity to begin a long-term relationship.  This is your opportunity to make them fall in love with your organization—deeply and with a sense of pride and ownership.  As well, this is YOUR opportunity to pluck out your future leaders and train them. 

Let’s look at you—the Officer.

Are you willing to share responsibility, give up a little control over schedules and timelines, stop to listen and talk with individuals about more than the tasks at hand, work with other who do not necessarily prioritize tasks as much as you do during the hours of 9 to 5?  Bottom line-are you flexible?

Let’s look at your organization.

Is your organization prepared to formally accept and appreciate the role of volunteers?  Is your organization able to welcome them into the offices openly, recognize them on your database,  maybe recognize them with special stewardship, willing to provide volunteers with access to your organization? 

I ask you to consider how ready you really are.

GETTING TO KNOW YOUR VOLUNTEERS

-I work with volunteers more frequently than my colleagues.  I believe it is important to get to know your volunteers to get the most out of the relationship.  

Here are some things to consider:

-What is their motivation?  Why do they want to help?

-reacting to a personal experience (do they have a personal story that could inspire others??)


-seeking professional experience

-resume building

-professional opportunity

-boredom

-curiosity

-peer/family pressure

-What are their skills/strengths/abilities/limitations?  This may be different from what they think!


-introductions 


-writers


-ideas oriented action oriented


-expereinced or inexperienced


-creative 

-What is their lifestyle?


-frequent travel 


-at home parent


-comfortable with technology


-hours of operation

How does your charity rank as a priority in their life? –for now!  I say for now because I am certain that as they become closer to your organization, things may change.


-time commitment

-one of many charities


-charity of choice

It may be impossible for you to have answers to all of these within the first five minutes of meeting a volunteer but they will help shape your relationship.  By understanding what makes them tick, you can work within their context and offer them opportunities that not only help the organization but are suitable to their personalities.  If they are pleased with themselves, they will be pleased with the organization.  Then they will be your best ambassadors!

Don’t ask a reclusive, shy volunteer to make speeches and receive cheques on a stage.  Don’t ask your jet-set, ideas guy who delegates everything to 6 assistants write an article for a newsletter.

Don’t insist on emailing your elderly volunteer who doesn’t even type.

Sound extreme?  Maybe—but it is so easy to expect volunteers to work the way we do—for efficiency!

What I have done is attempt to mirror how they work with me.  My previous Chairman blocked time to do his volunteer work.  For one afternoon he would make his calls, read his emails and make decisions.  Unless there was something major happening, I wouldn’t call to bother him.  My current Chairman however, likes things in small bites-frequently.  We exchange a minimum of at least 5 phone calls a day some being no more than one question and a one-word answer with an ok-bye.

Juggling multiple volunteers with multiple approaches requires a bit of a chameleon style work-ethic but it works.

Be prepared to let them get to know you too.  The best relationships I have seen between an Officer and volunteers have almost always shared a bit of personal experience.  Remember, you and your volunteers both care about the same cause.  They are like you in that they also believe in making a difference in the community.  Sharing a part of yourself will help breed trust and make the relationship more menaingful and honest!  

MANAGING EXPECTATIONS

This is a key element to a successful working relationship with volunteers.  What do I mean by this?  Essentially, you as the Officer need to be clear EARLY into the relationship, on two basic issues: 

What do you want from your volunteer?

What are you going to do for them?

You need to figure out how that volunteer can help—really.  Ease up on the lofty vagaries of the terms: provide leadership, ambassador, raising emotional and intellectual support.  These are nice to have and you can use them in your thnak you notes  but you need substance: 

-Do you want them to host an event and recruit new donors?  

-Do you want them to make a number of asks by a certain month?

-Do you want them to create a newsletter or just agree on the importnace of a newsletter?

The point is to never lose sight that you need results.  You need to outline your goals, break them down in to digestible bites and keep track along the way.  This way success and failure can be measured objectively. It gives your volunteers focus and enables them to think actively.  Anything else that bubbles up is just icing on the cake.

For example.  Your goal is $1.5.

You need to recruit 1,000 members giving an average gift of $1,500.  You need to recruit 100 members each month (nothing happens in the summer).   You have an executive of 20.  

And break it down further.  If each of them hosted an event in their home they could raise at least $50,000 per person.  They will need to ask 100 people to receive 50 gifts etc. etc.

Sounds uptight?  I suppose but by presenting them with a a breakdown of all the cogs in the wheel, they are able to see their job and the importance of that job clearly.  

Having clear expectations of what you want from your volunteer will give the volunteer the ability to measure their success and either a) feel good about really helping out because they know they have or b) feel guilty for not helping out and get going!  

This is a time when being less personal is “a good thing”.

Amidst all of this volunteer energy and enthusiasm, you need to keep your focus.  Make it clear to your volunteers what type of support you can provide.  In the ideal world it would be great to have a manual of policies and procedures for every type of volunteer initiative.  That may be somewhat impossible but you might find it worthwhile to outline in your business plan for example the roles of staff and volunteers.  It can be a point of reference---a reminder for you and an objective document you can share with your volunteer.

Please don’t just leave it as “provide support”.  For example, will you consult on their event idea or be left running it?  Will you mail their invites or have to write and design them too?  What will you pay for? This is another instance when being less personal is a “good thing”.  AND when you doing make those exceptions, volunteers truly appreciate your efforts.

DOWN IN THE TRENCHES

Up until my Sick Kids Connection experience, there has always been a bit of a “red carpet” approach to working with volunteers.  This formality drove me nuts and I always felt like my role was to serve and I had to be on best behaviour and out to impress.  

I have called this section Down In the Trenches, because I want to talk about the merit of bringing your volunteers into the trenches of your organization.  Easing up on formality (though I don’t mean formally recognizing them) but operational formality.

What do I mean?  Here are some examples:

-invite a volunteer to a staff meeting

-share (with approval) internal documents like business plans, staff newsletters

-give the inside scoop—a little gossip is okay too

-invite a volunteer to any professional development seminars, conferences etc.

-let them see your office in all its glory

-introduce them to other colleagues

-take them on a tour of your office

Some of you may cringe at this.  I think some people feel vulnerable or exposed.  The truth is that it is OK for three closely-related reasons:  

1. CONFIDENCE-Yours and Theirs:

A small part is that I am a little older, little wiser, and a little more confident in what I do.  I don’t see myself as working for volunteers but with them.  I see us as a team.  They are my colleagues.  Both parties have a lot to bring to the table.  Your volunteers will sense your confidence and it will make them more confident in you. 

2. TRUST

I owe a lot to my current boss, Malcom Burrows. One of Malcolm’s many mantras is “candor breeds confidence”.  Celebrate success and brag about your organization!  However, flaws, politics and mistakes should be addressed just as openly.  If you gloss over too often, and things are just too perfect, the volunteer will never fully trust you or your organization.  AND for the times you need to say NO to a volunteer, they will trust your position and judgement.  Having that control helps you stay focused.

3. OWNERSHIP

Bringing a volunteer into the trenches of your organization makes them feel part of something.  Having the inside story gives them greater understanding of how and why you do what you do.  This increases their ownership and commitment to your organization. 

Understanding philanthropy+ Confidence in Organization+ Trust in Organization + Ownership of Organization= one heck of a donor prospect!!!!

CONCLUSION

better working relationship-make saying no easy

helping your organzation reach goals

expanding your reach in the community

investing in your future

