
A note about worksheets! 



WE WILL BE FOCUSING ON… 

A Mission-Based Approach 

 

Crafting Volunteer Assignments 

 

Supervision Best Practices 

 

Evaluating Volunteers 
 

A Couple Of Guiding Principles… 

1. Volunteers Have Rights. 

 

2. Volunteers Have Responsibilities. 



Volunteers Have Rights… 

• The organization 
recognizes that 
volunteers are a vital 
component of the 
organization and will 
commit to ensuring 
appropriate infrastructure 
is in place to support 
volunteers. 

…and Responsibilities! 

• Volunteers make a 
commitment, too.  They 
are accountable to the 
organization (and held 
accountable) as a 
responsible individual 
serving the community 
as a representative of 
the organization.  

THE GUIDING PRINCIPLES… 

Do we agree with these principles? 

 

Why are these principles important? 



IN SUPPORT OF BOTH THE ORGANIZATION AND VOLUNTEER 

T H E  O R G A N I Z A T I O N …   

Understands the role 
volunteers play in 
achieving the 
organization’s 
mission/purpose. 

Ensures that appropriate 
resources are in place 
to support volunteers 
and the volunteer 
program. 

T H E  V O L U N T E E R …  

Recognizes that they must 
make a commitment 
and are aligned with 
the organization’s 
mission and purpose. 

They must act with both 
responsibility and 
accountability to the 
organization they serve. 

Ensuring a good fit for both the 

organization and the volunteer! 



MISSION-BASED: THE BIG PICTURE 

Our guiding principles require the Board of Directors and 

staff to understand how the volunteer program assists 

the organization in achieving its mission or purpose. 

Without this standard in place, the volunteer program could 

be perceived as (or worse, functions as) an adjunct to the 

organization rather than an integral element that supports 

and enables the delivery of services and the achievement 

of the organization’s mission and purpose. 

How many people feel as though their 

organization adequately takes into account the 

importance of the volunteer program as an 

integral part of the organization’s mission?  Worksheet 1 & 2! 



VOLUNTEER ASSIGNMENTS: THE BIG PICTURE 

• Use Position Descriptions! 

• Like job descriptions, good 

volunteer position descriptions 

clearly outline responsibilities 

and expectations. 

• Done well, they are critical tools 

for training, as well as providing 

supervision and feedback to 

volunteers, both during and 

after assignments. 
 

1. Identify your organization’s need (the 

‘volunteer role gap’); and 

2. Align the volunteer roles with the 

organization’s mission and strategic goals. 



CRAFTING EFFECTIVE DESCRIPTIONS 

Descriptions should always be 

written and be as detailed as 

possible.  OK, but what to include? 

• Key responsibilities; 

• Duration of project; 

• Time commitment; 

• Necessary/special skills, training, 

or languages; 

• Other particular specifics to the 

organization and volunteer role; 

• Required volunteer commitment 

(one-time, episodic, very-

committed, etc.); and 

• Results-oriented and measurable. 

• How will a volunteer’s skills be matched to 

organizational needs? 

• How will a volunteer know what needs to get done? 

• How will the volunteer’s  efforts be supported? 

Always ask yourself… 

Worksheet 3! 



BEST PRACTICES… 

• Always engage staff who will be working with volunteers in creating 

volunteer position descriptions so they feel comfortable training and 

providing feedback to volunteers; 

• Create action-oriented/results-oriented descriptions and include 

specific project details and impact to keep volunteers’ attention; 

• Ensure volunteers understand they are valued members of the 

organization, but also know that they will (and how they will) receive 

evaluation and feedback; and  

• After volunteers have completed an assignment, ask them if the 

project fit their expectations.  Revise the position description as 

necessary and/or needed – volunteers are more likely to return if 

their expectations are met, even if the assignment is difficult. 

Worksheet 4! 



SUPERVISION: BIG PICTURE 

• Volunteers NEED 

supervision and 

guidance. 
• Why? 

• Volunteers WANT 

supervision and 

guidance. 
• Why? 

Have the volunteer and supervisor sign the position 

description and keep it in the volunteer’s file. This provides the 

volunteer with a clear idea of what the assignment entails – 

and indicates their understanding and agreement  

with that assignment! 



SOME BEST PRACTICES… 

• Think of and treat volunteers as staff – they are just unpaid; 

• Be patient! Volunteers need supervisors who will ease their transition, who will 
take time with them after training, and who will encourage questions; 

• Foster open communication for coaching and relationship-building; 

• Ensure tasks and timelines for assignments match the position descriptions 
you provided to the volunteer; 

• Never waste a volunteer’s time.  Make sure volunteer projects are meaningful 
and there is actually something for them to do; 

• Always remind and reconnect volunteers to the mission of the organization; 

• Show them measurable outcomes of how they have impacted the organization; 

• Communicate, communicate, communicate!; 

• Give volunteers feedback.   

 

Worksheet 5! 



EVALUATION: BIG PICTURE 

E V A L U A T I O N  O F  T H E  

V O L U N T E E R  

Volunteers want to 

know that the work 

they do is important 

and meaningful to 

the agency 

E V A L U A T I O N  O F  T H E  

V O L U N T E E R ’ S  E X P E R I E N C E  

The organization 

stands to benefit 

from regular 

assessments by 

volunteers who are, 

by definition, both 

internal and external 

to the organization 

…to show the volunteer program has  

indeed been successful and  

beneficial to the organization! 



WHY EVALUATE? 

Volunteers need validation if they 

are doing a great job, but also 

need to know about potential 

performance improvements; 

 

They need the chance to hear their 

supervisor's formal assessment 

and evaluate themselves or the 

program – this says that their work 

is important enough to evaluate.  

Supervisors, meanwhile, should use 

the evaluation session to continue 

to shape behavior while also 

attempting to improve the 

experience for the volunteer. 

 

A program evaluation will give 

supervisors and other staff an 

opportunity to see how they are 

perceived by volunteers, how the 

program seems to be working, and 

if the volunteers feel well-trained 

and comfortable in their roles.  

It also gives staff a chance to revisit their 

orientation/training content and  

supervisory technique. 

Don’t get stagnant! 



WHAT SHOULD BE EVALUATED? 

Evaluation topics should relate 

directly to the position description 

since it is the basis of a fair 

performance evaluation that was 

agreed upon by both the supervisor 

and the volunteer.  

Quality of Work  

Thoroughness in fulfilling duties;  

Timely completion of assigned tasks;  

Able to determine when to identify, refer 

and/or solve problems;  

Interactions with clients, patients or the 

public…  

Attitude  

Flexibility;  

Dependability;  

Attendance…  

Communication  

With staff;  

With clients;  

With supervisor…  



WHAT WE LEARN FROM EVALUATIONS 

All these revelations are positive!  The 

supervisor, along with the volunteer, can 

decide how to change the situation or 

behavior.  

Maybe the volunteer doesn't really like the 

assignment, but has been too embarrassed 

to say it.  

Maybe the volunteer truly doesn't understand 

the expectations of the position or the 

repercussions of their actions. 

Maybe what they want to do as a volunteer 

with the agency is something that just isn't 

possible.  

Maybe there is a better fit! 

Maybe it isn’t a good fit – that is okay! 

Explaining or clarifying is good! 



BEST PRACTICES 

• Try to find the positive and emphasize it. Then 

move on to problem behaviors or concerns; 

• The evaluation should not be a putative process 

because it should not replace ongoing 

communication and regular feedback sessions; 

• Be direct with the volunteer and specific about 

the problem and expectations.  

• Phrasing problems in terms of potential 

consequences to clients, the public image 

of the agency, team, or staff can be 

helpful. 

• Use your job descriptions to re-explain duties or 

as a reminder that these were agreed-upon 

expectations of the volunteer role. 

 

 

  Most volunteers care deeply about the 

agency and its mission, and are trying to 

help, not hurt, the mission.  Stay 

mission-focused! Worksheet 6! 



VOLUNTEERS GOING… ROGUE?! 
Scenario!  

A mentoring program has a robust and fun program for its 

students.  Every volunteer goes through a standard interview and 

onboarding process with you.  You have an educational event 

coming up for mentors and mentees.    

 

Last week, when you arrived at the event to greet the volunteers, 

you noticed that a few people were early.  One of your newest 

volunteers had brought a friend with him.  You had never met this 

friend before and the friend had not participated in the orientation 

and onboarding process, or any other part of the organization.   

 

The volunteer and his friend were playing an educational game 

with the students and everyone seemed to be having a great time.  

This was actually beneficial to you, as you had found out earlier 

that day that one of your volunteers cancelled and you were going 

to be short-handed.     

1. Is this a problem situation? 

2. What do you say to your volunteer? 

3. What do you say to his friend? 



The volunteer disregarded 
policy by bringing a friend to 
your project 

The friend has not been 
through an interview or 
training process, so you 
know nothing about him – 
liability! 

Pull the volunteer and friend aside 
and remind/explain the 
required training necessary 

Let friend know that he cannot 
remain on the project, but 
encourage him to get involved 

Remind the volunteer that it is not 
acceptable for volunteers to 
bring friends to projects, but 
state that his friend is more 
than welcome to participate if 
he goes through appropriate 
process 

THOUGHTS? 

The problems… Possible Solutions… 

1. Always review important policies with volunteers; 

2. If volunteers sign a copy of policies and procedures or position 

description, this helps you hold them accountable; 

3. Be as positive with the friend as possible as you want to 

encourage him to get involved; 

4. Be clear with your volunteer that this rule was discussed and 

explain applicable consequences if violation occurs again. 



EFFECTIVE SUPERVISION… 

… geared toward helping volunteers gain competency makes them feel supported and 
valued, and makes the organization more competent and effective as well.  

… should explain the requirements and responsibilities of volunteer positions, the 
methods they’re expected to use, and the organizational norms and culture, so 
that expectations are clear from the beginning.  

… keeps volunteers with the organization.  It makes them feel that someone cares 
whether or not they do a good job, and that there’s a solid structure supporting 
them if they run into problems.   

… models the type of relationship that should exist throughout the organization. 
Supervisors who understand their job and treat volunteers with respect, focus on 
the professional and personal needs and development of those they supervise, 
and inspire enthusiasm for the work and loyalty to the organization’s vision and 
mission;  

… coupled with constructive feedback and evaluation, can result in better volunteers 
who feel they are a more fully integrated part of the group.  

 

If done correctly, the end result of effective 

supervision should result in longer-term 

volunteers dedicated to the mission, and 

ultimately a stronger, more effective organization. 



PARTING THOUGHTS? QUESTIONS? 

Jeannine Panzera 

Program Manager 

Henrico County CASA 

pan01@henrico.us 

804.501.1673 

mailto:pan01@co.henrico.va.us

