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Hello and thank you for joining us today for Creating Volunteer Positions that Appeal and Engage.

Before we get started, I want to review a few things about the webinar classroom so you can get the most out of the session. 




Tips For Participating

Webinars for AmeriCorps VISTAs

* Submit questions to the presenter at any
time using the Q & A feature.

* Share tips, resources, and ideas with other
attendees using the Chat feature.

* Closed captioning will be available
throughout the presentation.

* The phone line will be open later in the
presentation for Questions and Answers.
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We invite you to participate in this session in several ways:

If you have questions for our presenter, you can submit them at any time by using the Q&A feature in the bottom right of your screen.  If they don’t get covered during the presentation, we will queue them up for the formal question-and-answer portion of the session. Similar questions will be combined, so listen closely in case your question is answered within another one.  Likewise, if you have technical issues, let us know through the Q&A feature.  

The Chat feature is currently shut off but we will turn it on again later in the presentation so that you can to share your tips, resources and ideas with other attendees. Please keep your conversations in the chat focused on the topic of the presentation. You may send a chat message privately to the Host & Presenters, but your message to attendees will be visible to everyone, so keep that in mind as you compose your message. 
 
Closed captioning will be available throughout the presentation.

Just below the slides is the “Files” dock, where you can download materials related to this session. 

This session is being recorded and will be available on the Webinars for VISTAs page of the Campus, along with all the other sessions we’ve presented. 
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ANDY:  

Welcome to this webinar for Creating Volunteer Positions that Appeal and Engage
 
Volunteer positions and position descriptions serve as a comprehensive overview for each volunteer role at your organization. However, before we write down a single detail, it’s important to first spend some time thinking about how a position is designed in order to ensure that it’s an interesting, engaging opportunity that will appeal to potential volunteers. During this webinar, we’re going to discuss how to craft (or redesign) appealing volunteer positions so that you can find - and keep! - the right volunteers for your organization.
 
Topics we will cover include:
The purpose and core components of an effective volunteer position description
What to consider when designing or revising positions

We’ll view several position description examples and give you opportunities to provide input to improve them

We’ll discuss ways to tailor positions to make them more appealing to different audiences

Finally, we’ll chat about when and how to redesign a position that is not getting interest


Today's Team

Andy King Robyn Stegman Rebecca Starr
Training Coordinator Project Specialist Project Specialist

AmeriCorps VISTA Campaign Campaign
Consultation Inc. Consultation Inc.
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I’m Andy King, training coordinator for AmeriCorps VISTA.

Also with me today are Robyn Stegman and Rebecca Starr, our partners at Campaign Consultation. You’ll see us in the chat and the Q&A to assist you during today’s session.




* What is a Volunteer Position?
* Designing Appealing Volunteer Positions

* Real World Examples of Engaging Volunteer Positions
* Observations from a Current VISTA

* Revisiting Volunteer Positions

* Questions and Next Steps
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Here again are the topics we’ll discuss during the next ninety minutes:

What is a volunteer position?

How can we design appealing volunteer positions

What are some real world examples of engaging volunteer positions, and 

How can we revisit and/or redesign existing positions

We’ll also hear from a current VISTA serving in North Dakota as she shares her own experiences designing and revisiting volunteer positions.

Finally, we’ll have time for questions and to discuss next steps.


Your Presenter

Erin Barnhart, Ph.D.
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And now, I’d like to introduce our presenter. Erin Barnhart is an internationally recognized expert in domestic and international service and volunteer engagement. She has been quoted by such media sources as CNN.com, The Wall StreetJournal, The New York Times, New York Post, The Boston Globe, Smart Money, Marie Claire, and Budget Travel and has developed and delivered effective engagement tools, trainings, and resources for volunteers, volunteer management professionals, and organizations worldwide.

Erin currently serves as Graduate Program Director for IPSL's Master of Arts in International Development and Service program with Concordia University. Erin also teaches graduate and undergraduate courses as an adjunct professor at Concordia and the University of Oregon as well as courses on Volunteer Mobilization for the VISTA Blend.  She also serves on the Board of Directors for the Building Bridges Coalition and Volunteer Positive, on the advisory board for the American Gap Association, as a member of the Oregon Committee on Volunteerism.  

A former Fulbright Scholarship recipient and AmeriCorps*NCCC alum, Dr. Barnhart earned her Ph.D. in Urban Studies from Portland State University in 2012, having completed her dissertation research on global host organizations of international volunteers. She also holds a Bachelor of Arts in Geography, a Master of Public Administration, and a Graduate Certificate in Not-for-Profit Management, all from the University of Oregon.



Poll

Have you ever created a
volunteer position?

Have you ever had
difficulty retaining
volunteers or recruiting
for a particular role?
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[POLL]

Before we dive into our webinar content this afternoon, we’d like to ask YOU a question:

Have you ever created a volunteer position?

Yes, I have created one or more volunteer positions
No, but I’ve revised an existing volunteer position
No, I’ve never created or revised a volunteer position

Have you ever had difficulty retaining volunteers or recruiting for a particular role?

Yes, both.
Yes, just difficulty retaining volunteers
Yes, just difficulty recruiting for a particular role
No, I haven’t had any trouble with either of these issues


[Open poll, have open for 2 minutes or until most people have had a chance to answer, 
Close poll
Share poll results
Presenter talks about responses.] 


* What is a volunteer position description?

* What is the purpose?

Comprehensive description of the role
Important recruitment tool

* Why are they important?
Comprehensive details
Critical for appropriate match

Realistic expectations and shared
understanding
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So what is a volunteer position description?  In short, it is the written overview of a volunteer position.

The purpose of a volunteer position description is to:
Capture a comprehensive snapshot of a volunteer role
Provide a potential volunteer with a detailed overview of a volunteer position so that they can self-determine if they might be a good fit

Volunteer Position Descriptions also help volunteer managers determine how to recruit, train, and support volunteers in this position.  The more they know about the position, the more effectively they can seek to find, engage, and retain the right folks for the role.

So why are volunteer position descriptions important?  They:
Outline and make clear a realistic understanding of the need or opportunity the position is designed to address
Provide volunteer managers with a comprehensive understanding of what the role will do, who they will work with, what resources/support they will need, etc.
Offer information for recruiting the right types of volunteers, including determining the best audiences for recruitment
Help volunteers self-assess fit as well as provide interviewers/volunteer managers with a tool to assess volunteer fit
Serve as an agreed upon understanding of volunteer tasks and responsibilities for supervision/evaluation/conflict resolution

It’s similar to a job description you’d have with paid employment, only with a few differences and additions (which we’ll discuss in a few minutes).


Volunteer Position Descriptions 101, Continued

* How does a volunteer position
description differ from a
recruitment message?

* Volunteer position descriptions are
the “what” that helps one determine
“how,” “where,” and “who” to recruit

* Volunteer position descriptions can
accompany — but should not replace —
recruitment messages
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Before we go into the key components of a volunteer position description, it’s important to make clear how they differ from a recruitment message.

Volunteer Position Descriptions serve as the “what” that can help a volunteer manager determine the “how,” “where,” and “who” to recruit.  Similarly, from a volunteer’s perspective, volunteer position descriptions are the next decision point after saying “yes, I think I want to get involved.”  It is their version of “how.”

The recruitment message draws in the intended audience.  It is designed to capture the attention of, and hopefully inspire to action, potential volunteers in the community.  

These messages are often informed by a position description as many times volunteer managers are recruiting for specific positions (this is not always the case though as volunteer managers also often recruit more generally for community members to consider getting involved, saving the discussion of “which position” for a next step down the road.)

However, Volunteer Positions Descriptions should NOT serve as the primary recruitment message – they are generally far too detailed and not written in intentionally compelling language to serve this purpose.  However, they often accompany recruitment messages, especially where – again – the message is tailored to that position.

Think of the recruitment message as the way to pique someone’s interest in getting involved…and the volunteer position description as the comprehensive description of one of the potentially many ways that they can do so.


* Brief Description of Organization

e Title of the Volunteer Position

* The Purpose and Impact of the Volunteer Position
 Activities, Tasks, and Responsibilities

* Required and Preferred Skills/Qualifications

* Time Commitment

* Site and Supervision

* Benefits Gained by Volunteers

* Contact Information and Next Steps
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So what are the key components of an effective volunteer position description?

First, all volunteer position descriptions should include a brief description of the organization.  This is both to put the position in context as well as to ensure that, should a volunteer position description that was sent out as an attachment with a recruitment message be separated from the message, it will still make sense to the reader.

Second, all volunteer positions should have a title.  Not only does this often make it more compelling to the potential volunteer (particularly those who are seeking professional development through service) but it also demonstrates that this role is taken seriously and is a formal part of the organizational team.

This next component is unfortunately often left off volunteer position descriptions but it’s a very important piece: what is the purpose of this position?  Why does your organization need a volunteer to do this work?  What impact will it have on your mission, your community?  Volunteers can spend their valuable time contributing to one of potentially many different organizations in their community.  They are likely drawn to yours because they care about your mission.  Help them understand why this role matters and how it will have an impact.  This is especially important for roles that are a little more behind the scenes or distanced from direct service (for example, helping with technology tasks or fundraising)

Next, write down the key activities, tasks, and responsibilities of this position.  Be honest and be sure to include even those tasks that might not be very exciting.  It’s better for a potential volunteer to understand all that this role might entail up front than for them to discover the less enticing parts of it after they have signed on.

Next, identify and catalog the required and preferred skills and qualifications.  This can be skills and qualifications tied to specific professions like database administration or a medical license, or it can be broader personal and professional skills like being a strong writer, having experience working with kids, or being CPR certified.

For time commitment, be sure to share how many hours you expect this position to require each week/month, when these hours typically take place (evenings, weekends, during the business day), and how long you need for people to commit to the role.  Again, don’t shy away from making clear what you need here.  It’s important for potential candidates to understand what is required of the role before they decide whether they can and want to get involved.

For site and supervision, include information like where they will be working (in an office, outdoors, etc.), what the conditions are typically like there (a noisy office, outdoors rain or shine, etc.), and who they will be reporting to and/or partnering with.

The next to last component is another critical piece that is too often left off of volunteer position descriptions: the benefits gained by volunteers.  It is very rare for someone to want to get involved as a volunteer for 100% altruistic reasons.  Most people are also seeking something personal or professional from the experience – whether that’s an opportunity to meet others, have fun, and spend more time outdoors or to develop new professional skills, add to their resume, and get experience in the field.  These are all valid reasons to get involved and are most definitely not mutually exclusive with wanting to make a difference!  Help potential volunteers understand what they can potentially gain or learn from engaging in this role.  This will also encourage them to consider all of their motivations for getting involved and help them to determine in advance whether this role might fit the bill.

Last but not least, include information on how they can contact you as well as what the next steps are for applying for this position.



* Self-evaluate organizational needs and opportunities

* Partner and communicate with staff members
* What skills or perspectives do they want or need?
* What new opportunities exist for volunteers?

* What existing tasks could volunteers take on so that *they*
can explore new opportunities?

The importance of positive staff/volunteer relationships
* Design a range of position types
* Pair not-so-appealing roles with more interesting tasks
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Now that we’ve covered volunteer position descriptions, we need to take a step back and talk about how to identify volunteer positions. There are a few different ways we can do this:

First, we can self-evaluate organizational needs and opportunities.  You are likely already very familiar with existing gaps at your organization in skill, time, and talent – and/or have ideas for new projects and tasks that volunteers could take on.  Spend some time brainstorming what you think volunteers could potentially do!

Second, be sure to partner and communicate with staff members.  Ask them what skills or perspectives they want or need.  Ask them to brainstorm new roles or opportunities for volunteers.  Also, be sure to ask them what if any tasks or responsibilities a volunteer might be able to assist them with so that *they* can try something new.  This latter question is especially important for building positive volunteer/staff relationships as sometimes staff members may feel like volunteers get all of the fun and interesting work and thus may not be keen to work with them.  They also may not be as willing to identify a task for a volunteer that they have been hoping to try themselves.  So your task is to help them see how volunteers can be their partners and collaborators for moving towards the mission, together!

Wherever possible, seek to identify a range of volunteer positions, including:
Long-term and Short-term/Episodic/One-time positions
Advisory, Entrepreneurial, Skilled, Online positions
Direct Service and Capacity Building (or more behind the scenes) positions
Individual and Team/Group Positions.  The latter can be a great way to make positions with a high level of responsibility or time commitment more accessible to people who don’t have as much time to contribute.  It engages them as part of a group responsible for the task, thus allowing individual members the opportunity to step forward or step back as needed given other claims on their time and energy.

Be sure to keep in mind the range of skills volunteers can bring to your organization, offering positions in both professionally skilled and non-skill-specific categories.  

Where you have tasks that, on their own, aren’t very interesting, consider pairing them with something more engaging.  For example, someone might be more willing to contribute time to stuffing fundraising envelopes if it is framed not as their main task but, rather, just one part of a position where their primary purpose is to research and write grants.


Making a Volunteer Position Appealing

* Consider Volunteer Motivations
* Highlight Volunteer Benefits

* Clear Connection to the Mission
* Comprehensive + Realistic
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Once you have a sense of what your organizational needs and opportunities are – including the key tasks and what skills and experiences someone will need to be successful in the role – you’re ready to spend some time ensuring that the position is appealing.

To do this, we’re going to focus on four key strategies:
Consider volunteer motivations
Highlight volunteer benefits
Make clear the connection to the mission
Be comprehensive and realistic




* Consider Volunteer Motivations
* Who is your audience?
* What might motivate them?

* Will the design of the role align with
these motivations?

* Highlight Volunteer Benefits
* What benefits might they be seeking?

* Will this role offer opportunities to gain
them?
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First, let’s consider volunteer motivations.  This also means considering our audience.  Who are we reaching out to when we do volunteer recruitment?  What audiences do we typically engage as volunteers?  Examples might be college students (generally or from specific departments), parents, retirees, working professionals, people who have been specifically impacted or affected by the issue the organization is addressing, people who care about specific causes or issues, etc. 

Once we’ve considered our audience, we should then think about their motivations to volunteer with us.  People who are seeking to volunteer can do so in any number of places.  What might make them want to volunteer with our organization?
What might be appealing to someone given different motivations?
How might someone who is in college be motivated differently than a working professional?  
How about someone who is more motivated by the mission than the skills they might gain?
Knowing the motivations of your audience, what would this role need to include to engage them?
What should you add or change to align with their motivations?

Also consider and highlight volunteer benefits, again keeping in mind your potential volunteer audience:
What benefits might appeal most to someone?  To your target audience?
What will volunteers gain from this experience?
How might it be fun, educational, inspirational?
Does the position you’ve designed provide opportunities to gain these benefits?



* Clear Connection to the Mission

* |s it clear why this volunteer
position matters?

* Comprehensive + Realistic
* Are you painting a realistic
picture of this position?

* |s it clear why the less appealing
parts matter?
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Next, be sure to consider and make clear how this position is connected to the larger cause or issue:
Is it clear how this role advances the organization’s mission?  Is it clear why it matters?  Can you answer the question of why a volunteer should consider doing it?

Lastly, make sure you’ve covered all of the bases to provide a comprehensive, realistic picture of what this position will entail.  Go through the key components we discussed earlier and make sure that all of the details you need to include have been discussed in realistic terms:
Are you painting a realistic picture of the role – good and bad?  
Is it clear why the less appealing parts matter?
Can someone accurately self-assess from this description whether they are interested and/or a good fit?

One last question to consider as you think about how to make a position appealing:
Would you consider doing this role?  Would you ask friends or family to do it?




* Title: Volunteer

* Tasks and Responsibilities: This volunteer will help the
Marketing Director with various tasks as needed.

* Skills: Experience with marketing and promotion.

* Contact: For more information, contact Sarah at
XXXXX(@Yyyyy.com.
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Ok, so now I’d like to spend a little time looking at three examples of volunteer position descriptions.  Here’s example #1.  Please note that I purposefully left off the organizational description in the interest of space.

Using your chat window, please consider and share how you would improve this position description
* What’s missing?
What needs to be explained more fully?


* Title: Marketing Assistant

» Tasks and Responsibilities: This volunteer will assist the Marketing
Director with outreach activities, including developing effective
messaging, managing social media, and writing press releases.

* Required Skills: Strong writing and communication skills
* Preferred Skills: Experience with marketing and outreach

* Time Commitment: Five to ten hours per week; minimum three
month commitment requested.

* Site and Supervision: This volunteer will be supervised by the
Marketing Director. Volunteers can work independently as well as
at YYYYY Organization.

* Contact: For more information, contact Sarah at xxxxx@yyyyy.com.
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Ok, how about this version?  Now what might you add or change to make this even stronger?


* Title: Marketing Assistant

* Purpose and Impact: This position helps YYYYY Organization design effective
communications to educate and engage the community in activities to improve
early childhood wellness. Crafting compelling messages that capture the
attention of community members and inspire them to act results in improved
health and wellness for children and families in our area.

 Tasks and Responsibilities: This volunteer will assist the Marketing Director with
outreach activities, including the following:

* Writing and editing text for marketing materials, including brochures and
posters

* Writing and curating posts for social media, including Facebook and Twitter
* Writing and editing press releases

* Researching new methods and mediums for effective community outreach
* Assisting with overall marketing activities and strategies
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Last version…here’s the first page…


* Required Skills: Strong writing and communication skills.

 Preferred Skills: Experience with marketing and outreach. BA or MA in Marketing
or current student studying Marketing.

* Time Commitment: Five to ten hours per week; minimum three month
commitment requested.

* Site and Supervision: This volunteer will be supervised by the Marketing Director.
Volunteers can work independently as well as at YYYYY Organization.

* Volunteer Benefits: This position offers the volunteer a multitude of professional
development opportunities, including building a portfolio of marketing and
education communications, developing skills in grassroots community outreach,
and expanding personal and professional networks.

* Contact: For more information, contact Sarah at xxxxx@yyyyy.com.
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…and here is the second page.

What might you add or change now?  How does this description differ from the previous two?

Hopefully you can see through this exercise that, by providing much more detail regarding the nuts and bolts of the position – as well as why it matters and how it can benefit the volunteer – a much clearer picture of a position emerges.  This third example offers both the volunteer manager and a potential volunteer a lot more information with which to determine if they might be a good fit for the role.  It will also serve as a much more useful tool for them to revisit and evaluate the position as needed down the road. 


Your VISTA Presenter

Jordan Katcher
AmeriCorps VISTA Member
United Tribes Technical College: Land Grant Program
Bismarck, North Dakota
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Here to discuss her experience creating volunteer positions is Jordan Katcher. Jordan is currently serving as a VISTA member in Bismarck, North Dakota, with the United Tribes Technical College Land Grant Program.

JORDAN
Hello everyone! My name is Jordan Katcher and like Erin mentioned, I’m currently serving as the first TCU (Tribal Colleges & Universities) VISTA at the United Tribes Technical College in Bismarck, North Dakota. So, before I begin, I’d like to thank you all for your service and for participating in this webinar.
So, over the summer, I participated in the VISTA Blend online course entitled Volunteer Mobilization, which was led by Erin. And while this webinar was being created, Erin asked that I share with you all a few details about my experiences with creating a volunteer recruitment plan at United Tribes.

At the college, our Land Grant staff members have created 16 campus gardens (both large and small), which are all primarily maintained by the staff members. Once I arrived in the end of April, one of my main assignments was to create a volunteer recruitment plan that would engage our students with maintaining our gardens. So, throughout the online course, I highlighted on a few pointers to consider when developing/re-developing volunteer position descriptions for your program. 



* Who is your targeted recruitment population?
* Consider your community’s demographics.

* Become aware of any limitations, such as
transportation and family obligations.
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Once you’ve familiarized yourself with your organization’s mission, research your community (Where are you serving? Who is your targeted population for recruitment? When thinking about United Tribes, I had to consider that while this is a college, most of these students are older and have arrived with their families.)
Find out where your community has volunteered in the past, ex. www.volunteeringinamerica.gov (Are previous volunteers short term or long term? Where are most of them putting in their time and effort?)
If possible, determine ages/locations/family sizes (For my site, I had to consider the fact that most of these students left their reservations, some for the first time, and I knew that a strong connection to the college would provide the easiest transition for them, i.e. a connection to the gardens could make that a possibility)
Become aware of the limitations of your community, ex. transportation, life commitments, family obligations (I had to determine how difficult it would be for the students to access the gardens, realize that family obligations trump volunteering, ect.)
 
Be as detailed as possible in your Volunteer Position Description 
Try to cover as many angles as possible (Think of your description as a safety net that tries to cover as many what-ifs as possible. What are your volunteer’s responsibilities and how are they checked up on? How much time is required from the volunteer? What kind of dependability is there? What are the consequences for not finishing an assignment? Serving at a tribal college is somewhat different than non-tribal schools when dealing with consequences. There’s a rather large support base here that strives to ensure that our students are as successful as possible, and a lot of the times, they means giving extra chances. Determining all of these details ahead of time will spare you from not knowing how to handle them when they happen)
Be realistic about the expectations of the position (Be positive but don’t sugarcoat it. My position description involves weeding and watering, which can seem very repetitious and tiresome, so when describing these tasks, I explain that “while these tasks may seem monotonous, you’re ensuring the livelihood and beauty of your campus.”)
Ensure that the potential volunteer is aware of those expectations
 
Consider having an incentive
Communicate the importance of the potential volunteer’s description (Explain why it might matter to a potential volunteer. For my site, I chose to highlight on the fact that 16% of American Indians have type 2 diabetes, which is the highest out of any race in the nation.  By referring to the diets and lifestyles of the past with the present-day, a potential volunteer could understand that by maintaining a garden, they’re ensuring healthy lives for future generations)
Highlight on the professional development skills acquired during service 
Consider offering certificates/awards/professional references to volunteers that commit to a particular length of time (To potentially avoid a volunteer dropping out early, I decided to offer certificates to those that completed at least 3 months of service. This gives the volunteer a larger incentive to remain there longer.)
 
Thank you again for listening and I hope that these tips were beneficial to you!

And now, I’ll turn it back over to Erin to discuss another volunteer position example.


* Think about the position from a variety of angles.

* Be realistic — but positive - about the position’s
expectations.

* Confirm the potential volunteer’s awareness of these
position details.
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 Try to cover as many angles as possible (Think of your description as a safety net that tries to cover as many what-ifs as possible. What are your volunteer’s responsibilities and how are they checked up on? How much time is required from the volunteer? What kind of dependability is there? What are the consequences for not finishing an assignment? Serving at a tribal college is somewhat different than non-tribal schools when dealing with consequences. There’s a rather large support base here that strives to ensure that our students are as successful as possible, and a lot of the times, they means giving extra chances. Determining all of these details ahead of time will spare you from not knowing how to handle them when they happen)
Be realistic about the expectations of the position (Be positive but don’t sugarcoat it. My position description involves weeding and watering, which can seem very repetitious and tiresome, so when describing these tasks, I explain that “while these tasks may seem monotonous, you’re ensuring the livelihood and beauty of your campus.”)
Ensure that the potential volunteer is aware of those expectations
 
Consider having an incentive
Communicate the importance of the potential volunteer’s description (Explain why it might matter to a potential volunteer. For my site, I chose to highlight on the fact that 16% of American Indians have type 2 diabetes, which is the highest out of any race in the nation.  By referring to the diets and lifestyles of the past with the present-day, a potential volunteer could understand that by maintaining a garden, they’re ensuring healthy lives for future generations)
Highlight on the professional development skills acquired during service 
Consider offering certificates/awards/professional references to volunteers that commit to a particular length of time (To potentially avoid a volunteer dropping out early, I decided to offer certificates to those that completed at least 3 months of service. This gives the volunteer a larger incentive to remain there longer.)
 
Thank you again for listening and I hope that these tips were beneficial to you!

And now, I’ll turn it back over to Erin to discuss another volunteer position example.


e Communicate the importance of the position.
* Highlight professional development gains.

* Consider offering a tangible incentive, such as a
certificate or professional reference.
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Finally, consider having an incentive. Communicate the importance of the potential volunteer’s description (Explain why it might matter to a potential volunteer. For my site, I chose to highlight on the fact that 16% of American Indians have type 2 diabetes, which is the highest out of any race in the nation.  By referring to the diets and lifestyles of the past with the present-day, a potential volunteer could understand that by maintaining a garden, they’re ensuring healthy lives for future generations)
Highlight on the professional development skills acquired during service 
Consider offering certificates/awards/professional references to volunteers that commit to a particular length of time (To potentially avoid a volunteer dropping out early, I decided to offer certificates to those that completed at least 3 months of service. This gives the volunteer a larger incentive to remain there longer.)
 
Thank you again for listening and I hope that these tips were beneficial to you!

And now, I’ll turn it back over to Erin to discuss another volunteer position example.


Title: Garden Fundraising Coordinator

Purpose and Impact: Organization YY wants to deepen its connection to the
sustainable agriculture and urban planning movement within the city. The Garden
Fundraising Coordinator will be working at the frontlines of this exciting new
development within our program! This individual will work to identify potential

partnerships and develop financial and in-kind resources to support the growth of
the garden-based nutrition program.

Tasks and Responsibilities:
* Research funding opportunities both locally and nationally.
* Create resources to sustain an annual fundraiser.

* Attend fundraising and networking events with development staff as
needed.

* Recruit volunteers as needed.
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Here is another example of a position description developed by a VISTA member.


Required Skills: Strong writing and communication skills.
Preferred Skills: Development and fundraising experience preferred.
Time Commitment: Strong networking and communication skills required.

Site and Supervision: Organization YY and remote. This position reports to the
Development staff of the organization.

Volunteer Benefits: The Garden Fundraising Coordinator will attain considerable
resource development skills, including but not limited to: grant writing,
fundraising, volunteer recruitment, networking. This position is a terrific way to
expand one’s professional network and credentials for careers in the nonprofit

sector!
Contact: For more information, contact Jeff at xxxxx@yyyyy.com.
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Before we move on, I’d like to pause to see if there are any questions thus far. Please add them into the Q&A box.


* How do we know when something is wrong with a volunteer
position?

* “Symptoms” that the design of a volunteer position might be
flawed:

e Difficulty recruiting for a position

* Difficulty finding the right candidates/fit

e Lack of diversity among volunteers/applicants

* [nconsistent outcomes

e Difficulty retaining volunteers
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Now we’re going to talk a little bit about how to revisit existing volunteer positions.  First, let’s discuss how we might know when there is something wrong with a volunteer position.  What are some of the signs we might be looking for?

Some “symptoms” to consider might be:
Difficulty recruiting for a position
Difficulty finding the right fit of skills/experiences for a position
Lack of diversity among applicants or volunteers
Inconsistent outcomes
Difficulty keeping or retaining volunteers in the position

So what do we do in these situations?  Sometimes the answer might be to cast a wider recruitment net – reach out to new and broader audiences (or perhaps to become more strategically targeted) in order to find the right match of volunteer skills and interests with organizational needs.  In many other situations though, the solution may be that we need to reconsider the design of the volunteer position.

When that’s the case, what can we do to make sure that volunteer positions are accurate, accessible, appropriate, and – most importantly – appealing to our potential audience?


* Tailor volunteer positions to specific audiences
* Revisit volunteer motivations and benefits
* Consider language and terminology

 Revisit positions that have been difficult to fill
* Do you have a good fit between audience and role?
* Adjust the time commitment or schedule
* Consider restructuring the position
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First, we can start with the audience and spend some time thinking about what might motivate them to get involved.  Let’s consider the questions we’d asked earlier for a new position:
What might be appealing given different motivations?
How might someone who is in college be motivated differently than a working professional?  
How about someone who is more motivated by the mission than the skills they might gain?
Knowing the motivations of your audience, what would this role need to include to engage them?
What should you add or change to align with motivations?

Also revisit potential Volunteer Benefits
What benefits might appeal most to someone?  To your target audience?
What will volunteers gain from this experience?
How might it be fun, educational, inspirational?
Does the position you’ve designed provide opportunities to gain these benefits?

By answering these questions, we can potentially make changes to the position – or simply make more clear why it matters and what benefits can be gained – so that the appeal of the position is more apparent to potential applicants.

Also spend a little time thinking about the language and terminology used in the position description. What language is typically used in the field? How can the title sound more compelling for those who are seeking to add the experience to their resume?  For example, if you plan to recruit volunteers to help identify great content for social media and you are recruiting primarily from a local university’s marketing department, you might consider changing an existing position title from “Marketing Volunteer” to “Social Media Curator.”

When a position has been difficult to fill, spend some time thinking about the fit between the position and your ideal audience:
Is the position as designed a reasonable fit given your typical volunteer audience?  For example, if you primarily engage – or want to start recruiting more - working parents, does a position that requires them to be in the office during working hours make sense?
If the answer is no, how can you adjust it?  If you can’t adjust it, what alternative audiences might you consider (and how can you reach them)?  For example, if you need volunteer mentors who can commit to one year of service but have primarily sought college students to fill this role (many of whom leave during the summers), who else might you consider as a good fit for this type of position?
If the barrier appears to be that you can’t find someone with the right qualifications for the role, can you highlight training opportunities to make it clear that people can learn on the job?

Spend some time also thinking about the time commitment and schedule requested of the role:
Are you asking too much given your audience?  Is it simply too much work for one person to take on in a voluntary capacity?
Are you seeking long-term volunteers when you’re more likely to get episodic?  How might you redesign this?
Can you make more of the role independent so that they can work on it during evenings/weekends/at their leisure?

Lastly, think about how you might restructure positions:
Can you take one position with many tasks and responsibilities and break it into several roles with a smaller time commitment and responsibility/task load?
Alternatively, if you’re having trouble recruiting for a role that isn’t very exciting, can you combine it with another that is more compelling?
Can you possibly make it a group or team position so that individual members can take breaks or step away when other demands on their time emerge?


Title: Marketing Assistant

Purpose and Impact: This position helps YYYYY Organization design effective
communications to educate and engage the community in activities to improve
early childhood wellness. Crafting compelling messages that capture the attention
of community members and inspire them to act results in improved health and
wellness for children and families in our area.

Tasks and Responsibilities: This volunteer will assist the Marketing Director with
outreach activities, including the following:

* Writing and editing text for marketing materials, including brochures and
posters

* Writing and curating posts for social media, including Facebook and Twitter
* Writing and editing press releases

* Researching new methods and mediums for effective community outreach
* Assisting with overall marketing activities and strategies
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Having discussed some strategies for making existing positions more appealing, let’s take a look at the first half of our previous position description again.  

Let’s say we have trouble filling this role. How might we consider restructuring it  – combine it with another role, break it into smaller roles, make it part of a team or group project, etc - especially the tasks and responsibilities to make it more accessible or compelling?

*** In the chat window, offer suggestions. ***



Additional Resources

e \Volunteer Work Design — Energize, Inc.

* \/olunteer Recruitment (including Volunteer Motivation) —
Energize, Inc.

* Creating Volunteer Roles — Volunteering England
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Before we conclude with some questions today, here are a few resources for you to check out for more information.  These are three great sites for learning more about crafting engaging and appealing volunteer positions.  Each one of these sources  includes links to many other sites as well so these three are great jumping off places for learning more about this topic.  Definitely check them out!

We are sending these links out in an email to you after the webinar so you don’t have to rush to take them down.

http://www.energizeinc.com/art/subj/workdes.html
http://www.energizeinc.com/art/subj/recruit.html
http://www.volunteering.org.uk/component/gpb/creatingvolunteerroles

* Create a volunteer position from scratch
* What needs or opportunities would you identify?
* Ask colleagues to identify potential volunteer positions

* Take a look at your existing volunteer positions
* How might you make them more appealing?
* How might you restructure or redesign them?
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I’d also like to send you off with a bit of optional homework, whether this is for your current VISTA role or simply to practice some of the concepts we’ve discussed today.

First, try creating a volunteer position from scratch.  What needs or opportunities would you identify?  Ask your colleagues to also identify potential volunteer positions, again keeping in mind both new tasks/roles for volunteers as well as how volunteers could assist them with existing tasks  so that *they* could try new things.

Second, take a look at your existing volunteer positions and think about how you might make them more appealing.  Consider how you might restructure or redesign them, especially if one or more have been difficult to fill.

The more practice you get with these activities, they more easily you’ll be able to design, curate, and revise compelling, engaging opportunities for volunteers to contribute to and partner with your organization!


Webinars for AmeriCorps VISTAs

* To ask a question electronically, use the
Q&A feature located in the bottom right
corner.

* To ask a question verbally, call in using
the number on this slide and press *1.
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Thank you, Erin, for this invaluable information – at this point, we’d like to have an opportunity for questions on creating engaging volunteer positions.  

To ask a question verbally, call in using the number located on the bottom right corner of this slide and press *1. You can also ask a question using the Q&A section of Adobe Connect (by typing in your question) located in the bottom right corner of your screen. 


Evaluation

Webinars for AmeriCorps VISTAs

Please take a few moments to share your feedback. How can
we improve these sessions? What topics should we include in

future webinars?

Thank you very much for your time and participation!
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You should now see an evaluation on the left side of your screen. Please take the time to answer the questions in the poll.  We like to be able to improve these webinars and your input helps us. 

And while you’re completing the evaluation, I’d like to let you know about our next webinar. 



Webinars for AmeriCorps VISTAs

If you have further questions or for more information, contact
us:

Helping SNAP Households Gain Self-Sufficiency Through
Employment and Training

September 10, 2014
2 PMET

Visit the VISTA Webinar page on the VISTA Campus for a
complete schedule of VISTA webinars

http://www.vistacampus.gov/vista-webinars
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Thank you for attending this webinar.  We have other webinars for your professional development.  On September 10th, we will be offering a webinar on Helping SNAP Households Gain Self-Sufficiency.  Check the VISTA Webinar page on the VISTA Campus for upcoming webinars.  We hope to see you again.
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