University of the Pacific

Scholarly Commons

University of the Pacific Theses and

Dissertations University Libraries

1965

An analysis of the recruitment processes of volunteer leaders in
the Y.M.C.A.

Frederick Edwin Stickney
University of the Pacific

Follow this and additional works at: https://scholarlycommons.pacific.edu/uop_etds

Cf Part of the Education Commons, and the Religious Education Commons

Recommended Citation
Stickney, Frederick Edwin. (1965). An analysis of the recruitment processes of volunteer leaders in the
Y.M.C.A.. University of the Pacific, Thesis. https://scholarlycommons.pacific.edu/uop_etds/1585

This Thesis is brought to you for free and open access by the University Libraries at Scholarly Commons. It has
been accepted for inclusion in University of the Pacific Theses and Dissertations by an authorized administrator of
Scholarly Commons. For more information, please contact mgibney@pacific.edu.


https://scholarlycommons.pacific.edu/
https://scholarlycommons.pacific.edu/uop_etds
https://scholarlycommons.pacific.edu/uop_etds
https://scholarlycommons.pacific.edu/libraries
https://scholarlycommons.pacific.edu/uop_etds?utm_source=scholarlycommons.pacific.edu%2Fuop_etds%2F1585&utm_medium=PDF&utm_campaign=PDFCoverPages
https://network.bepress.com/hgg/discipline/784?utm_source=scholarlycommons.pacific.edu%2Fuop_etds%2F1585&utm_medium=PDF&utm_campaign=PDFCoverPages
https://network.bepress.com/hgg/discipline/1414?utm_source=scholarlycommons.pacific.edu%2Fuop_etds%2F1585&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarlycommons.pacific.edu/uop_etds/1585?utm_source=scholarlycommons.pacific.edu%2Fuop_etds%2F1585&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:mgibney@pacific.edu

PRFSPIT IR B RSk
. A BT .
Ve 1AL L )

L™
LI

B Y
Ny swesdesees

g

AN ANALYSIS OF THE RECRUITMENT PRCCESSES oF

YOLUNTEER LEADERS IN THE Y.ML CL A

A Thesis
Presented to
the Faculty of the Departrent cf Bible

and.aeiigious'ﬁducation

University of the Pacific

1n Partial Fulfillment

of the Requirements for the Degree

master of Arts in Group Work and Recreaticn

by
Frederick Edwin stickney

May 1965



This thesis is dedicated to my wife, Sally A. Stickney, who gave

ne the support to write this thesis, to Mrs. Charles Romanowitz, who
spent many hours of work typing the thesis, and to Professor Lowton Harris
of the University of the Pacific who gave me the motivation and guidance

to continue my education.

R g

FEy

EE LY S S



TABLE ©OF CONTENTS

CHAPTED
I. THE PROBLEI* &MD DEFINITIONS OF TERMS USED . . . .
'ThE_PrQb‘efﬂc.-;tc.-q-o--..ooc

Statement of the problem . . . . . . « 4 &

Importance of the study + 4+ 4+ = + & « 4 o = o &

fefinftion of Terms Used & 4 v ¢ o ¢ o o o o w

Types of Leaders + 4 o o ¢ o ¢« 4 v o 4 5 & w
Review of The Literature . . . . « 4 ¢ ¢« & & &
Procedure « o 4 4 o « i 5 s v o o = o s 2 a = &
Outline of Remzining Chapters v « « =« + v o o «
TI. RECRUITHENT OF VOLUNTEER LEADSRSHIP & « » o o o o
that is Involved m Recruiting . « « w v v = »
The: Importance of Recruiting Volunteer Leadors
Policy on Volunteer Leadership . . .+ v v o « &
fgency CIimate o o « » v & o o o = o % & = o

Fethods of DiSCOVEry + o o o ¢ o o o o s & « &

TII. THE QUALIFICATICHS OF A VOLUMTEER LEADER . . . .

P€P$Ona! Q_Ua!ities w 4 % # ® @ & ¥ & & & w & s
Abitities, Hnowledges, and Skills licedad . . .
Differences in Qualifications ¢« « « ¢ o « 4 &

1y, ORIENTATION OF NEW LEADERS « o o v o o o o o s &

The Orientation Pericd « ¢ o + o s ¢ o o o = &

The Pﬁrsonné‘ ReCOl“d * 8 & % 4w o® ® B & &

E = i

oN

Al
1O

\ad
O

Ll



CHAPTER

Evaluation of Orientatich + « « . .

V. SUPERVISION CF THE VOLUMTEER LEADER .

The Supervisory Cbservation , . .
Values and Purposes of Observation
Preparing For The Observation . .
The Supervisory Interview . . . .
Some Problems In The Interview .

Record of The Interview « « o« +

*

-

VI, RECCGMITION CF THE VOLUNTEER LEADER . . . .

Intrinsic Sntisfactions and Recoenitions

Academic Credit v v o o & o o« » »

The Leaders Fellowship in the Young

Ass0Ciation « + o 4 s 0 v 4 e e
Questionnaire Comparison .+ + « .

YII. THE CONCLUSTOKS o & v « o « & o «
RecommendaticnNs « « o « o 5 & »

Meed for Further Research o o o .

:ib!iog(aph}’ . n » ® * % & s 8 » e 1 s @

L3

-

APPENOIX A. Questionnaire for Y.H.C.A, Secretaries
Da%land, Berkeley and $2n Francisco Y.F.C.A.'s

“ &= » ¥

in the

APPEHOIX B. CQuestionnaire for volunteer Jeoders in the
Qaklend, Serkeley, and San Francisco Y.,M.C.f.!'5 »

APPEMDIX C. Questionnaire for Y.M.C.8, Secretarics in ‘the

Pacific Southwest aArea .+ « +

APPEMDIX D. Observation Blank . + ¢ . .

-

S S

*

ApPENDIX E. Leader's Information Blank . . . .

Wi
(6

A
L]

L5h)
(%]

D
L9 ]

Ax)
e |

Wy
wul

O
A+ ]

100



CHAPTER 1
INTRODUCTION

THE PROBLEM AND DEFINITIONS OF TERMS USED

The Young Men's Christian Association is a Christian -or’-gaM:‘a-'
tion, and it fncludes in its membership persons representing Christian
backgrounds and view points. It attempts to develop attitudes and
values that are Christian. Each Young Men's Christian Association fol-
lows certain national principles, but its functions are determined by
the local community conditions, resources, and leadership.

The prime means by which each Young Men's Christian Association
seeks to implement its purpose is through planning and conducting pro-
grams that provide persons with meaningful opportunities for significant
growth in spirit, mind, and body.

The Young Men's Christian Association is not only a membership
organization but also involves a large number of laymen in leadership
roles. !"While over & million different persons participated in some
kind of a Young Men's Christian Association program in 1962, but one in
nine of these people performed some kind of leadership service.! These
leader s contributed much. to both the development and the achievement of
organizational goals.

The volunteers who serve as leaders of groups, officers of clubs,

ISanford M. Reese, and Barbara R. Foster (ed ) 196

\ LG § A ' Young Men's
Christian Association Year Book and Official Roster (H'umo;-k—:—ﬂ..__
Association Press, 1963), p. &41.
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coaches of teams as well as members of many different kinds of commit-

tees and inter-group councils contribute valuable insights, as well as
a great deal of time, to help the Young Men's Christian Association

movement maintain its program and achieve its goals.

I. THE PROBLEM

Statement of the problem. The purpose of this study was to

determine the theories of recruitment and compensations utilized by the
Young Men's Christian Association to compare the reasons given by a
selected group of volunteer Jeaders in the Young Men’s Christian
Association for their volunteer work with the opinfons given by a
selected group of Young Men's Christian Association program secretaries.

Importance of the study. Strong volunteer leadership in the

Young Men's Christian Association does not Yhappen." It is a result of
good administration which leaves nothing to chance. |
Young Men's Christian Association laymen who give time, skills,

and energies with no remuneration of intrinsic value, are generally

thought of in three categories:

1. Those who function in policy determining groups, such as
boards and vomnittees.

2. Those who function in progrem production rofes, such as club
advisors, and leaders of groups, classes, or teams.

3. Those who give service to the Young Men’s Christian Associa-
tion in a multitude of short-term activities, such as score
keepers, envelope stuffers, telephone callers, and campaign




workers. 2

Some Young Men's Christian Associations have been known to iden-
tify, as part of the lay leadership team, a fourth catagory of persons
who hold elective office in Young Men's Christian Association groups or
clubs.

This study does not fnvolve itself with the recruitment of board
members and conmittee members (area one above) or does it involve ftself
with volunteers who give service to the Young Men's Christian Association
in a multitude of short-term activities {area three above). The study,
itself is devoted entirely to the recruitment processes of volunteer
teaders who function in program production roles, either group work or
physical education fields {(area two above). Roles in these two fields
are limited to club advisors, group leaders, physical education
instructors, and team coaches, The study seeks to determine how the

Young Men's Christian Association can do a more effective job in

recrui tivent,

I1. DEFINITIONS. OF TERMS USED

Leadership. Leadership is interpreted in this study as being 2
quality of influencing others, It is an influence upon people which
causes them to listen and agree on common goals, follow advice, and go

fnto action toward these goals. Wiles, Brown and Cassidy list the

2s..l'c:ﬂ'm R, Fischer, ''Lay Leadership in the Young Men's Christian
Association’ {New York: National Council Young Men's Christian
Associatian, 1962), p. 1. (Mimeographed.)



following principles for democratic leadership:

A. Leadership starts with identifying the problems of both the
individual and the group.

B. Leadership meets both individual and group needs.

€. Lleadership regards the individua! and his environment as an
interacting unity.

0. Lleadership is a responsfhility shared by group members.

E. Leadership seeks new and better ways of working.

F. Leadership helps individuals to work with others for the
conmon good. _

G. Leadership helps individuals to be responsible group partic-
ipants.

H. Leadership acts consistently with democratic values.

I. Lleadership demonstrates expertness in the educational ‘ff’e'l-'d.3

TYPES OF LEADERS

I. Volunteer lLeaders. A volunteer leader for the purpose of

this study is a volunteer worker who gives time, skills and energies in
a capacity of leadership with a club, class, team, or program event

without financfal remuneration.

2. Group Leaders. A group leader, as interpreted in this study,

is a person who gives leadership to a club, class, team, and other

organized groups in the Young Men's Christian Association, His Teader-

ship is group centered, not leader centered.
3. Instructor. An instructor, as interpreted in this study, is

a person who gives leadership or instruction in a physicat education

activity.

3Kimball wWiles, Camiile Brown, and Rosalind Cassidy, Supervision
in Physical Education {Englewocod Ciiffs, N.J.z Prentice-Hatl Inc.,

ﬁS-:p' 3.
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b, Part-time paid worker. A part-time paid worker in this study

is a paid employee invelved in a special program activity which requires

skill and training.X

Branch Young Men's Christisn Association. A branch Young Men's

Christian Association is a separate Young Men's Christian Association
which is tied to a Metropolitan Young Men's Christian Association and
which is directed by a Metropolitan Young Ments Christian Association
Board of Directors.

Group work. Group work is a method used in informal education,
recreation, social work, education, or religious education in which the
process of interaction among members of relatively small voluntary
groups is utilized for educational ends., In defining group work as a
method, however, it must be clearly understood that the term '‘method'
is not used in the narrow sense as a means to ends otherwise deter-
mined. Group work implies an educational and social philosophy, a set
of objectives, and a process.5

Worker. Worker means a person, either professional or volunteer
with program responsibility related to a Young Men's Christian

Association program.

"’r;_ren 0. Pierrel, The New Executive in the Smaller YMCA {New
York: Association Press, 1959), p. 51.

.5ﬂed1e_y $. Dimock and Harleigh Trecker, The Supervision of Group
Work and Recreation (New York: Association Press, 1949}, p. VIII.




I1T. REVIEW OF THE LITERATURE

Historically the emphasis of the Young Men's Christian Associa-
tion as a lay organization has been one of its principie strengths., It
ts not only a membership organization but also involves a large number
of laymen in leadership roles. There were 554,257 different persons
who served in some volunteer Jeadership capacity in 1963 in the United
States. In addition, there were almost 4,000 professional Young Men's
Christian Association secretaries and over 35,000 non-professional
workers who helped provide leadership in Young Ments Christian Associa-
tion's in the Unfited States.6

A large number of volunteers continued to play an important part
in carrying on the work of the Young Men's Christian Association. The
numbers of persons serving on boards, councils, and committees increased
in 1963 by 6 per cent over that of 1950. For the same year there was
an increase in the éroportién of men, boys end women over eighteen in
such positions. Only the number of girls under eighteen in these leader-
ship roles decreased. Volunteer's now lead 438 per cent of the groups.
The number of different persons serving in some kind of leadership
capacity increased to over half a million. *One in every eight members

performed some kind of leadership réle.“7

6Sanford M. Reese, and Barbara R. Foster (ed.) 1964 Young Men's
Christian Association Year Book and Official Roster (New York:
Associaticn Press, 19655, p. 63.

71bid.



The proportion of Young Men's Christian Association organized
groups led by volunteers declined to 48 per cent in 1963. This decltne
of 1 per cent from the previous year is not large but perhaps is
indicative of the trend toward the use of more pald leaders. ¥Yolunteers
may be either an officer of an adult group or an adult advisor of »
youth group. Groups without volunteer leadership are directed by Young
Men's Christian Association staff members, teachers, ot other adults
who are paid to lead one or more groups.

Information from the annual reports was provided about the leader-
ship of 340,473 groups including groups without definfte enrollment, as
well as those with definfte enroliment. Excluding the Young Men's
Christian Association staff, there were 224,836 leaders of groups or
clubs. These are more groups snd more leaders than had been reported
previously, However, the increase is not as great as might be fndicated
by the figures, as there are alsa wore Associations reporting.g

The largest proportion of groups are stiil led by voiunteers.
Forty-three per cent of Jeaders were officers of thefr groups and 33
per cent were adult advisors of youth groups. only 2 per cent each of

teachers and Young Men's Christisn Association staff served as leaders.
The greatest growth was in the category of paid leaders. This grew

from 10 per cent in 1950 to 14 per cent in 1963.
There was 1ittle change in the proportion of groups Ted by var-

'SIbid., p. bh.
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fous types of leaders. In 1963 volunteers, including groups' own offi-
cers, ted 48 per cent of the groups; Young Men's Christian Association
secretaries led 19 per cent; paid teachers led 3 per cent; and paid
Jeaders led 30 per cent. "The proportion of groups led by paid leaders

has increased from 14 per cent in 1950.“9

LEADERSHIP OF GROUPS 1950-1963'°

1950 _ 1963
Number of  Per ceﬁt Number of Per cent
Type of Leadership Leaders of Total __Leaders of Total
Group's Own Officers 35,703 L2 99,086 43
Volunteers 31,263 33.7 89,999 39
Paid part-time leaders 7,390 9.2 31,708 14
Teachers 2,463 3.1 4,093 2
YMCA Professional staff 3,834 4.8 5,942 2
Total 80,653 100.0 230,828 100
Per cent of change 136

from 1950

In 1956 the San Francisco Young Men's Christian Association pre-
duced a mimeographed booklet, A Guide to Recruiting Instructors.” This
booklet was adopted from tGuide to Recruiting Advisors," which was

written for the book "Designing Education in Values'" by Roy Sorenson and

1bid., p. 64. Obid., p. 65.



Hedley S, Oimock.

The pamphlet "Being an Advisor" was produced as a tool for use
in recruiting. It is attractively printed and answers fn a direct way
the questions that usually arise when a person fs deciding whether he
shall become an advisor or not: 'MWhy should I consider it?; 'What is
the job?"; ‘What is the purpose of the club?'; *What do I need to know?'';
“How much time would it take?'; “How much help would I get?' QDistridu-
tion of the pamphlet was a very elementary step to assist in recrufting;

intended to improve selectivity by providing a greater supply of pos-

sible advisors,ll

Seth Arsenian and Arthur-Blumherg’z-conducted a study of 'Nolun-

teers in the Young Men's Christian Association.'' This was a study

stimulated and partially financed by the National Research Council of

the Young Men's Christian Assocfation. It was a pilot study in deter-

mining some of the characteristics of Young Men's Christian Association

volunteers and to point the way for further investigations. Procedures

included standardized psychological tests and questionnaires.

Bavid A. R*i(:er3 conducted a survey to find out if traditional

Vgoy Sorenson and Hedley S. Dimock, Designing Educatfon fn

Values {New York: Association Press, 1955), p- 155-

12 : i tt ' ber ‘Wolunteers fn the Young

Seth Arsenian and Arthur Blumberg, Yo
Men's Christian Association, Forum, 40:28, November-December, 1959.
asin ] -Age Leaderss

i reasing Seif -Awareness of Teen
e {ugpubrishcd Master's Thesis, San
1959), p. W1.

pavid A. Rice,
A Contrast of Training Methods' {unpud
Francisco State College, San Francisco,



10
training and sensitivity training differ in their effect of increasing
self-awareness of teen-age leaders. The hypothesis was advanced that
traditional training with its emphasis on images of desirable behavior,
does not increase self-awareness; and the sensitivity training with fts
exploration and acceptance of expressions of covert behavior does
increase self-awareness. This hypothesis was tested by comparing the
seif-awareness increase of ten teen-age teaders who particfpated in
traditional training with the self-awareness increase of ten others who
participated in sensitivity training. The twenty participants were
divided into two groups, so both groups were equalized by sex, grade,
age, intelligence, and self-awareness score. One group used sensitivity
training, the other group represented the more traditional training.
Gross' scale for measuring self fnsight was selected as the instrument
to measure the degree of self-awareness the trainees possessed. This
scale was administered to the trainees before and after training to
determine the change in self-awareness. Principal findings were that:
(1) for the traditional group self-awareness did not increase signifi-
cantly, (2) for the sensitivity training group self-awareness was found
to increase significantly, (3) the evidence supports the hypothesis which

was advanced.

Richard Dietrich!¥ conducted an investigation to describe the

mRichard Dietrich, "Leadership Training Program For Adolescent-
Age Youth,'" A report prepared for the 1961 YMCA Year Book (New York:

Association Press, 1961), p. 132.




n
basis for a program experiment in leadership training of adalescent-
age youth. Procedures included consultation with individuals, examin-
ation of research in fields of developmental psychology, character
education, physical education, group work and educational psychology.
There was detailed correspondence with other interested Young Men's
Christian Association secretaries, and a survey of existing programs
having a similar nature. These were supplemented by several years of
experimentation. Findings indicate that a program of leadership train-
ing for adolescent youth should include a close synthesis of group work
resources and principlies with those of physical education.

Bruce An'_t'hany's conducted a survey of the titerature on volun-
teer leadership to discover significant features of leadership in small
groups, and to determine these factors im group process that most effec-
tively produce growth and satisfaction in the lives of group members,
The fifty-three page report cites sixty-one references. There is an
evaluation and synthesis of findings. The author concludes that: "In
smal] groups where individual growth and satisfactions are especially
important, the group centered leadership is ideal. . . ./ The author

also concludes that: *Recruitment of volunteers is a must for a good

Young Men's Christian Association program.!!

158ruce Anthony, "Leadership," A report prepared for the 1959

YMCA Year Book {New York: Association Press, 1959}, p. 136.
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William A. Phi llips‘6 conducted a study of the age, sex, occupa-
tion, religious affiliation, educational attainment, family status, and
span of Young Men's Christian Association service of 120 volunteers at
the South Chicago Department Young Men's Christian Association. The
study sought to determine factors which are characteristic of volun-
teers in this Young Men's Christian Association. Methods included
examination of the literature and administration of a questionnaire,

The conclusions of this study were as follows:

1+ In the program leadership positions women tend to muke the
best volunteers.

2. The better leaders are drawn from people who have some
collage training.

3. People are often selected as board and advisory committee
members because of their prestige and influence in the com-
munity.

4. Experience in membership and finance campaigns cause volun-
teers to become dedicated leaders.

5. Parents with children in the membership should be the first
individuals to approach in selecting volunteers for the

association.
6. Volunteers should be chailenged to take many leadership roles.

7. Protestant church members serve as volunteers in l_a'i'_ger fnum-
bers as compared to their proportion in the membership than

do Cathotlics and Jews.

8. Both secretaries and laymen are important in recruiting vol-
unteers.

w\vﬁlliam A, Phillips, YA Status Study of the \loluqteer Leac.ferf
at the South Chicage Department of the Young Men's Ci_sristz—an ass?matton
of Metropolitan Chicago." [unpublished Master’s Thesis, George Williams

tollege, Chicage, Illinois, 1957).
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2. Voluntesrs contribute many hours of scrvice to the associa-
tion,

Other studies have been written regarding the recruitment of
board and. committee members. Sanford M. reece!? conducted a study of
the National Council of the Young Men's Christianm Associations regard-
ing recruitment and trai'nir.g of boards and cormittees of management in
374 Young Men's Christian Associations. Chartes $. Cri'ttendenlg also
coriducted a study regarding guidelines and directions for a Board of
Girecters and its related committees, Roy Soremsen's book “How Te Be
% Board or Committee Member® deals strictly with boards and conmittees.
These studies on boerds and cormittees glthough of great importance do
not relate to this study.

The preceding studies and reports on volunteer leadership all

relate to this study in some way. To this writers knowledge from 1250
to 1964 there has not been a study written on the recruitment processes
of voluntegr leaders in the Young Men's Christian Associction. The

mimeographed booklet Y4 Guide to Pecruiting Instructors® comes the clesest

in its material to the materizi in this study.‘g This booklet was used

Y sanford ti. Reece, A Study of Young Fen's Christian Associstion
Boards and Cormittees of Management.'' A report prescred for Resesrch
Committee, National Council, Hew York, reported in 1563 YV'CA Year ook

(lew York: Association Press, 1963).

5'5Char¥e_s $. Crittenden, '"Palicy and Cormissions for Zoard of
Directors and Related Cormittees, VA report prepared for the 1961 YHCA
Year Book (New York: Association Press, 1951), p. 135.

1208 Guide to Recrufting Instructors,'' {(San Francisco Young
Nents Christian Association, 1955). {Mireographed, )
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2s a reference source for the material in Chopter Two.
It is hoped that this study will be of great inportance and 2
contribution to the Young Men's Christizn Asseciation in the field of

recruiting volunteer leaders.
IV, PROCEDURE

To find the theories of recruitment, compensations, and incen-
tives of volunteer leaders in the Young Men's Christian Association,
relevant literature in the field of leadership, supervision, group work,
physical education, and recreation was read and sifted for information.
The information pertaining to the recruitment processes and factors,
leadership and qualifications, supervision and supervisory processes,
snd recognition methods of volunteer leaders was gathered together and
then was separated into five main chapters.

Three questionnaires which are listed in the appendix were sent
to a selected greup of Young Men's Christian Association Prograom
Secretaries and volunteer leaders. The first questionnaire (Appendix A)
was sent to ten program Secretzries in the Dakiand, Berkeley, and San
Francisco Young Men's Christion Association's who are responsible for

the supervision of volunteers. The second guestionnaire {Appendix B8)

was sent to eighty volunteer leaders in the Cakland, Berkeley snd San
Francisco Young Ments Christian Association's. The quest{nnnaires sent
to the ten Young Men®s Christian Association Program Sccretaries aired

te discover functions, benefits, motivation, and training of volunteer
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leaders in their Associations. Replies were received from all ten
Program Secretaries. The third questionnaire {Appendix C) was sent to
fifty-two Young Men's Christian Association Secretaries in the Pacific
Southwest Area which includes Cs=lifornia, Nevada, Arizona and Hawaili.
This questionnaire was not used in any comparison but is fncluded in
the appendix. The main purposes of these questionnaires were to find
the motivation of these volunteer leaders, the benefits they think they
derive from being a volunteer leader, and to discover the help the pro-
fessional Young Men's Christian Association staff had given each volun-
teer leader, The questionnaires from the Program Secretaries and
volunteer leaders in Oakland, Berkeley, and San Francisco were compared,

The results of the questfonnaires were tabulated and analyzed.
V. OUTLUINE OF THE REMAINING CHAPTERS

Chapter II contains the recruitment processes and factors which

affect volunteer leaders.

Chapter 111 contains the qualifications of a volunteer leaders,

Chapter 1V contains the principles and conditions of 1eader

learning.

Chapter V¥ contains the supervisory processes of the volunter

leader.

Chapter VI includes recognition factors of the volunteer leader.

Chapter VII contains the sumary and conclusions.



December night.

CHAPTER 11
RECRUITMENT OF VOLUNTEER LEADERSHIP

A heticopter crashed into the Potomac River one cold, rainy

Ten persons critically injured were sushed to & local
tiospital and an appeal for blood was broadcast by & radio station at
about midnight. Within two hours hundreds of would-be donors converged

on the hospftal in answer to the radio appeal, some of them wearing

overcoats over their pajsmas. The rash to help through this black,

rain-drenched night was so great that it took a dozen policemen to

straighten out the traffic jam, and hundreds of wvolunteer donors stood

in the rain outside the hospital waiting their turn to he!p_-.'

This single example reveals an ideal of service unique among the
world's peoples. Whether it is a group of children needing a play
feader or a major disaster calling for help,-.dedicated, service-minded
volunteers in every American community are ready, able, willing and

anxious to give their time, their best efforts, their skills, talents,

money and even their lives to help solve others! problems.

This fs symbolic of the heart of America. In no ether country of
the world is volunteerism practiced to the degree that it §s here. Vol-

unteering is a privilege of free men. »It is particularty a special

ios Angeles Times, December 13, 1953, p. 4,
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privilege of American democratic cit'izeﬂsht‘;:h."2

Volunteer positions in the Young Men's Christian Association are
numerous and can be attractive. Every association has evidence of their
beneficial effects such as the young man who had no sense of direction
in 1ife until he took over a boys' club, and as a result finished his
college education to prepare himself for social service work. These
positions must be presented to the prospect with good sales psychoflogy.
Get the persons who can make the best contact with the prospect to see
him. It may be a layman, an employed staff man or a group of boys who

need a leader.
WHAT IS INVOLVED IN RECRUITING

Whose responsibility is it to interview and seek to enlist pros-
pective leaders--the professional worker's? lay committee members? or
members of the group which is in need of the leader?

A study of current practices suggests that the supervisor is the
most common “recruiter,® but that both laymen and the group itself are
used quite extens‘fvely..3 Matters of policy on recruiting leaders should
be determined by the appropriate comnmittee in the agency. In most agen=

cies a professional worker is responsible for the execution of these

2aen Solomon, Volunteers Are Wonderful {Putnam Valley, New York:
Leadership Library, 1964}, p. 1.

The Supervision of Group
; 63.

3Hedley Dimock, and Harleigh Trecker,
Work and Recreation {New York: Association Press, 1949}, p.
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policies. Since he is the one to whom the leader will be responsible
and from whom he will receive supervision and direction, the supervisor
should participate im the choice of the leader, and particularly should
be the one to make a ¢critical appraisal of the prospective leader, He
should also take part in the securing of the leader and, as he is usually
the one best able to do so, he should in most cases describe the job and
indicate what is expected of the feader.

“"Probably the mest desirable and affective recruiting practice
involves interviews by both lay and profassional workers o Since the
volunteer is lay, he is entitled to an approach from a lay representa-
tive. "Since he is responsible in his leadership capacity to the pro-
fessional, that relationship should be signified and explained by the
professional 2

A professional Young Men's Christian Association Secretary who
is a successful firecruiter’” of a large volume of successful volunteer
leaders needs to have a basfc policy and procedure of recruitment. The
process of Tocating, Interesting, selecting and appointing a volunteer
teader consists of six major s—teps:s'

(A} Locating prospects or nominating possibilities may be the

responsibility of the group to be organized, branch commit-
teemen, other leaders, staff, and other persons,

(B) The Young Men's Christian Association professional should

M1bid,, p. 64. 51bid.

811 Guide to Recruiting Instructors,” (San Francisco Young Men's
Christian Association, 1956), p. 8. (Mimeographed.)
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interview prospects to begin the selectional process and to
help persuade the likely prospects to consider favorably.

(C) The professional staff should accept, reject, or tryout
prospective volunteers.

(D) The voluntesr leader is the representative of the Young
Ken's Christian Association with the group, and therefore
is responsible to his supervisor, who is one of the profess-
ifonal staff.

(E) Orientation should be provided each appointed volunteer
leader.

THE IMPORTANCE OF RECRUITING VOLUNTEER LEADERS.

""The Young Men‘'s Christian Association is committed to a valun-

teer principle rather than paid or professional group leadership."/ The

leadership of members by other members is both an expression of branch
responsibility and a way to strengthen leadership in the branch.

The vitality of the volunteer principle in every Young Men's
Christian Association branch and the volume of program depend upon the
effective recruiting of potentially good leaders.

""The volunteer leaders role is important in education in values."B'
The leader is, or should be, the main "bridge' or "carrier,'' between the
values, objectives, insights, program concepts and resources of the
Young Men's Christian Association, and hence of adult society, and the
average group member. He, more than anyone, should: embody the values

for 1iving in personality; understand the more basic objectives of the

program; Possess insight about the developmental characteristics and

71bid., . 1. Ibid.



20
needs of members; know what *'good" program is, how it should be planned
and what resources are available; understand the importance of the group
as educator and the key dimensions in a '"good" group; passess the
insight and skill to guide "his group' so that it provides the best pos-
sible conditions for member growth toward the ocbjectives, and be con-
stantly evaluating the progress of the group and of individual members,
He is or should be primarily a ''change agent,! seeking to change the
group. in the direction of wisely selécted targets for group development.

It is in the way he carries these resources and relates them to

the group, or exerts his leadership, that the job of the volunteer
leader differs from earlier concepts of a mere skil) teacher. His
leadership is group-centered not leader-centered. The group, not the
""legder" §s the educator.

The leader brings to bear upon the group, greater insight,
knowledge, maturity and skills, because he is a channel from the
Young Men's Christian Association, carrying its sharper objectives
and. greater resources of knowledge and techniques for the develop-
ment of proaram and-groups.9

Since the peer leaders are the pattern and value setters in the

group, the leader perforns his most direct leadership role to a con-
siderable degree through them. Because he has insight about the group

process he should have a repertory of roles in his leadership kit, the

ability to see a needed role at the appropriate time and the flexibility

21bid., p. 2.
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to take §t. "He may be the supporter, the prober, the consensus seeker,
the gate-keeper, the shock absorber, the summarizer, the facilitator,
the information giver, or whatever role is needed at a given time.n10

This description of the volunteer leader's job indicates the
great potential importance of the leader. The insights and skills
needed are rarely to be found in prospective recruits. They must be
developed by training and supervision. However, there are minimum basic
qualifications which must be present at the start or no amount of train-
ing will help.

Recruiting volunteer leaders is important because it is the
screening process through which failure or success is initially deter-
mined.

If the prospective leader cannot relate, or get rapport, or be
at ease with the people with whom he is to be leading; or if his
personality is not wholesome or mature, if it is dominating, if he
seeks to meet his own emotional needs through the group or if he is
not educable, not ready or able to acce?f training and supervision,
then he probably ought not be a leader.

How to attract new leaders, how to support them in their work

toward more significant and satisfying achievewent, and how to sustain

their enthusiasm and commitment are questions faced time and again by

private agencies in regard to the recruitment of volunteer leaders. In

1%1pi4., p. 2. Mybid.

TS,
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today's world it is a social imperative for democratic society to
develop capable, effective and ethical leadership within its organiza-
tions. To do so requires careful! attention to three aspects or factors
of leadership deve lopment:s Policy, Branch or Agency Climate, and Selec-

tion of Prospects,
PCLICY ON VOLUNTEER LEADERSHIP

There is no single solution for the difficulties that confront
an agency in search of well-gualified leaders to meet its needs, Dinock
and Trecker state that the agency's success or faflure in this search
may hinge on whether or not it has a sound poficy and effective plans
covering leadership qualification and standards, recruiting, compensa-
tions, training, and other aspects of supe-rvisiorr.n

“A policy is a statement of basic purpose or course of action
that has been approved by the appropriate board or comittee. 13 A
policy can define a course of action on some matters and can give to it
of ficial sanction, authority, and support of the committee or board
responsible for the matter involved, To adopt a policy on volunteer
leaders is to give importance, design, continuity and stabflity to the
practices essential to assure an adequate supply of qualified and well
supervised leaders..

A policy brings importance to the leadership factor because it
becomes a matter of basic concern not just for a professional worker

I.z'mmmzlc: and Trecker, op. ¢it., p. 75+ 131pid.



or a subcommittee, but for the agency in its official character.
The formulation of policies not only enhances the inportance of
leadership in the agency, but also give design end purpose to
leadership planning and practice. Policies are fornulated as a
means of achieving the agency's most basic and significant ohiec-
tives. The formulation of policy tends to give continufty and stae
bility to practices that govern leadership seiection, training, and
supervision., Cf the various changeasble factors that rost vitally
affect leaders, changes in professional personnel are likely to be
the most important. Policies ''smooth over'' the transftion of chan;-
ing personnel, reducing uncertainty and hesitating adjustrents to a
minimum, The [eader knows that the basic conditions and practices
that affect him will continue, because th&z are a natter of ajrngy
policy, not of professional prerogatives.

What should be included in an adequate policy on volunteer leader-

ship?

e ol
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1. Personnel or leadership committee:s The palfcy should provide

for a Teadership or personnel committee responsible for
policy formulation and administration.

2. Standards and qualifications: The policy should define the

minimum {and the desired) qualificatfons for leadership, fn
age, education, experience, training, health, and personal-
ity, for the various types of program croups.

The policy should provide @

and incentives, financial or
{bitity for f{ts

3. Compensations and incentives:
plan for suitable compensations a
otherwise, for leaders and jndicate respons
administration.

L. Selection and recruiting: The policy should provide ::; a
wriﬁtén'plan for selection and recruiting of Ieadersf N
indcate who is responsible for the adrinistration ©
plan. '

; for »

5. Orientation and inductions The policy shou;d Z:o;iggar: .
written plan of orientation and induction o nt‘ !
indicate who is responsible for its adninistration.

Eut

6. Training and supervision: The policy should P;°::i;er:' an

. adEQuéte'program of training and supervision o ’

Wpid,, p. 75
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including supervisory observation, interviews, training
courses, meetings, library resources, etc. It should indi-
cate who is responsible for administering this program.,

Appraisal: The policy should provide for a written plan for
the periodic evaluation of leaders and indicate the respon-
sibiiity for its administration.

Personnel records: The policy should make provision for
adequate personnel records for volunteer leaders.

Status and recognition in agency: The policy shoufd provide
for a written plan to insure suitable status and recognition
for leaders as individuals and as a group within the agency.

Training of prospective leaderst The policy should provide

for a written plan for the training of prospective lerders
and define the responsibility for its adwinistration. >

AGENCY CLIMATE

The recruitment of volunteer teaders is aided by positive factors

in the agency or Young Men's Christian Association climate. Where the

following factors are present the probability of effective recruiting {s

much greater than when they are limited or missing:

A,

B.

The prestige of the activity in the branch. When the program
is known and valued among many members, prospects are more
readily persuaded to become volunteer leaders than when the
program has little prestige.

The prestige which is built up for volunteerileadgrs in the
Young Men's Christian Association. Recognition dinners,
newspaper rention, uniforms, involvement of wives of leaders
in recognition affairs and the best inter-Young ken's
Christian Asscciation events, all help create prestige for
being a Young Men's Christian Association leader.

51bid., pp. 75-71.
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C. The general reputation which gets built up about lesdsrss

1. The fellowship they enjoy with other leaders in the
Young Men's Christian Association.

2. Worthfulness of their contribution.

3. Satisfactions of getting close to members snd seeing
them develop both spiritually and physically,

L. Teaching members a new skiit, with 1{fe-long satisfac-
tions,

0. The learning and training satisfactions which come with good
training and supervisory processes.

1. 1In group leadership, understanding of processes, and
ability of volunteer to take variety of roles.

2. In understanding and being at home with various types of
aduits,

E. The place of volunteer recruitment in branch policy and pro-
cedure, When the policy and procedures are clear, official,
and accepted by all leadership related to the branch, recruit-
ment is more effective.

F. A positive and confident attitude and approach by staff,

When the staff really believes that top people can and will

do a job because the job can be rewarding, fun, and satisfy-
ing, as well as rewarding to others, they are more successful

in recruiting.

G. The development and administration of a Ieader'f6recru{tfng

plan is a large factor in affecting recrufting.

METHCODS OF DISCOVERY

Where are the recruiting sources? Williamson states ""from the

point of view of results in quality of leadership, it is probably true

‘6"A Guide to Recruiting Instructors,' op. ¢it., p. 6.
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that nothing quite takes the place of the deliberate spotting of 2 well-

qualified person snd the making of careful plans to enlist his interest

and to persuade him that a job of significance calls immediately for a
person of his qualifications and his belief in the objectives of the
enterprise.“’7

This method, alone, however, may not meet the full volume of
need. While agency services expand, there is a heavy turnover in vol-
unteer leadership from natural and perfectly understandable causes, and
an agency may face a new program year with several leaderiess groups
and without time to use the slower, individual sleuthing technigues,

There are sources to which to turnj many of the larger cities now have

a volunteer placement bureau, frequently maintained under the auspices
of the Council of Social Agencies.‘a These bureaus operate very much in
the manner of employment bureaus. ﬁppjications_giving_ful1 information

about the qualifications and experience of individual volunteer workers

are sought and filed, and then referrals are made to agencies 1in direct

relation to the specific needs they have registered with the bureau.
Many agencies receive applications direct from volunteers or

other part-time workers eager to avail themselves of the opportunities

17nargaret Williamson, Supervision-New Patterns and Processes
{New York: Association Press, 1961}, p. 66.

’8Ruth T. Lucas asnd Heten 0. Studley, *The Cities with Volunteer
Bureaus," in The Citizen Volunteer, Nathan E. Cohen, (ed.) (New York:
Harper & Brothers, 1960}, p. 203.
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provided for service and experience,
Nearby colleges and universities should be kept in mind constantly
as a possible source of leadership, from both faculty and student groups.
An agency may find itself under pressure to make available volunteer

service opportunities to students in undergraduate courses in recrea-

tion, education, sociology, or psychology. If any extenmsive program of

cooperation of this kind is undertaken, there should be very carefully
worked-out agreements with the school that protect the interests of all
concerned., A distinction should be maintained between such a program and
that involved in accepting students from graduate professional schools
for field {nstruction as an integral part of their professfonal
education,

An important recruiting source, particularly in the smaller com-
munity, is the teaching staff in the public school system. Teacher
training has probably inciuded courses in child development and mater-
ifals that have aeepened their understanding of the stresses accompa-
nying the process of growing up and made them aware of some of the
behavior problems rising from reaction to these pressures.

Some agencies have recruited volunteer group leaders from among
the indigenous leaders in their own groups--young men and women who
have assumed Teadership, through efection by their fellows, in club or

council--leaders who are themselves the product of the group process,

quided by agency-provided leadership. Excellent workers have come to

the agency by this route.
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Churches in the community should prove good ground for recrult-

ment of volunteers with strong service motivation; 1t will take dis-

cernment, however, to judge whether, in a given instance, the individ-

ualts motivation may get in his way as a group leader, and a drive to

Hdo good'' actually !"do bad" to a group with which he is related.

Methods of Discovery:

].

2,

10,

Someone VYolunteers--Volunteering without a personal solici-
tation is not a common method of enlisting volunteer leaders.

Through Public Address--This is done by calling attention to
the work done by the present laymen at various agency and
community functiens.

Advertising in Newspapers--This plan has met with some suc-
cess in reaching prospects who could not otherwise be
located.

Valunteer Service Bureau-~In many cities this Bureau is
established for the purpose of recruiting, training and
placing volunteers in any agency which has the proper set-up
to assure the volunteer a worthwhile experience.

Through Training Courses--Short training courses may hg
strongly advertised in the community, accepting as large &
number of prospects as possible and selection of the capable
ones for use after the training course has ended.

College Students needing Credit--The agency may render them
a definite service as well as receive one,

Advanced from Minor to Major Position--The camp counselor in
training is an example of this method,

Recommended by Leaders or Members--Recommendations of the
agencies members or leaders of capsble leaders s sometimes
a good way to obtain volunteer leaders.

Checking Lists of Prospects--Use the agencies membership list
to recruit capable volunteers.

Discovered Through Short Time Assignments--A finance or: mem-
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bership campaign, a special committee appointment are a few
ways that volunteers may be discovered and used as leaders.!?

The qualifications for volunteer leaders as here outlined are
undoubtedly higher than those that are now required in many agencies,
Among the many steps that agencies may take to secure leaders who meet
the desired standards is a zareful inventory of all the potential
sources in the agency or conmunity from which leaders may be drawn.

Some of these sources are a5 follows:

1. Members, committees, “alumni,' and constituency of the
agency.

2. \Leadership training, clubs, courses, schools.

3. College students.

L. Schoo! teachers, ministers, and other professionals. Some
agencies draw very heavily on school teachers as advisors for

such groups as Hi-Y and Y-Teen.

5. “Agency-grown' leaders, Most agencies should secure a sub-
stantial share of their leaders from their own members who
have come through a systematic plan of leadership training.

6. Churches, and civic groups, such as Rotary and Kiwanis Clubs,
Woments Clubs, and Junior Leaques.

7. Commercial and industrial offices.

8. Former professionals in teaching, social work, group work, or
recreation.

9. Parents of members, especially of younger boys or girls, t{m
Indian Guide program in the Young Men's Christian Association
is rooted in the idea of parent leadership.

10. College alumni association.

!9[.-.. L. McClow, Volunteers for Class, Club and Conmittee {Chicago:
L. L. McClow, 1938), pp. 25-26.
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11, Retired business and professfonal men.

12. Labor groups.

13. Young business and professional men and women who desire to
enlarge their community contacts.

th. Persons who have had leadership training and experience, as
in the summer camp, or in other agencies, or in the same
agency in other communities.

15. Persons with hobbies and special skills in grts, crafts,
physical activities, dramatics, music, etc. 0

Potential volunteers can be found in any and all of the preceding
places. The types of volunteers may vary considerably. Some may be
specialists or public speakers, others could be play leaders or camp
counselors. Other volunteers that organizations like to use are those
individuals who have unusual occupations, civil service workers and
skilled union labor who work very short hours and atso night workers and
other odd-time workers. Public speakers, specialists, interpreters,

experts, lecturers, trainers, moderators, educators, doctaors, lawyers,

insurance men, nurses and many others who want to expand their contacts

and meet more people can be excellent volunteers,

201bid,, p. 20.



CHAPTER IT1
THE QUALIFICATIONS OF A VOLUNTEER LEADER

Human beings are subject to a wide range of feeling, from the
violent to the heroic. Almost daily the newspapers i1lustrate this
point. HMuch of this feeling depends upon the stimulus and the way it
is presented. It is the privilege of the Young Men's Christian
Association to challenge human beings with a constructive use of volun-
tary time.

Generally, leadership has very definite limits as to area, goals
and time. There are occasions when these limitations are 1ifted by
general consent and it is not unusual for a leader who has been very
successful to find that the powers granted him by the group have been
widely broadened to include many areas, unlimited time and additional
goals not at first included in the grant,

People may call up a leader to lead them in war or in any crisis
and give him full power towards this end without Timitation as to areas,
goals or time, but as scon as the goal set--winning the war, for example
is accomplished, may quickly remove him from power. New goals may now
be of major interest and a new, different leader wanted. Churchiil's

leadership evidently did not extend to England's domestic econormy, nor

to the English pecple’s internal problems. A leader's influence nor-

mally extends enly to certain fields of work; rertain areas of human

endeavor. He may be competent in the eyes of the group in cne field but
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not in another.

Goals, too are limited to those set in advance and agreed upon
by the group and the leader. Solomon states that these tannot, must
not be changed, added to or reiinquished withaut the consent of the
group.u’ In fact, if goals are accomplished and new goaly set it fs
not unusual to create a new leader whom the group believes to be more
certain of accomplishing them. "When a leader adds or changes goals
without consent of the group; he ceases to be their leader and takes on
dictatorial qualities.n?

Lastly, although time 1imits are not specifically set for accom-
plishment, they exist nevertheless. Followers won't wait indefinftely
for the attainment of their goals. Comes a time, if goals have not been
reached, when the leader's influence has worn thin and his time is run.
ning out. The group creates another leader and replaces the old one.

Leadership when analyzed from the standpoint of social psychology
is & social or group function, not merely a matter of personal quaifties

possessed by an individual. The leader is one who defines; stimulates,

and crystallizes the desires of the group members and who usually shares

with them im the effort to actualize their purposes. '"Leadership is a

function of social relations fn which one person is superior as a stim-

IBen Solomon, Leadership gf_Youth-(Putnam—Valley, N. Y.s Youth
Service, Inc., 1950}, p. 8.
2

1bid., p. 9.
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ulus in defining the attitudes or conduct of the group¢"3

The Young Men's Christian Association works with conmunities,
hoping that locailteadership will develop and can be trained even in
uniikeiy fooking peopie. and leadership ability emerges, often to the
astonishment of those in whem it emerges.

It might be said that potential leaders are almost everywhere,
that they will appear with patience and encouragement, that thefr abfl-

ity can be trained remarkably in experience.
PERSONAL QUALITIES

Although personal traits may not actually differentiate a leader
from the non-leader, as far as understanding the nature of lcadership,
there are certain qualities of character required of the volunteer leader
in the Young Men's Christian Association if he is to function at all,

!. Appearance: An individual does not have to be good-looking
in order to present a fine appearance, but the worker should
do everything in his power to dress in accordance with good

taste,

he leader can always obtain a speaker ¢r

2, Speaking Ability: T
his ideas; certainly a speaker is not always a

translater of
Jeader.

3. Educational Preparation: Leaders will need a specific educa-
tional preparation in order to fulfill cultural aims. Educa-
tional preparation does not produce leadership per se, but it
can help the individual to gain insight so that he may becore

a leader.

3Hed1éy Dimock, and Harleigh Trecker, The Supervision of Group

Work and Recreatjon (New York: Association Press, 1343}, p. 39,
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Fental and Physical Health: Emotional control is a key fac-
tor in the selection of voluntary personncl. Fental stabil-
ity is one of the more important attributes that any leader
must have. For the voluntecr, good physical fithess and
stamina is a general requirement, '

Persona]l Attributes:

A. Loyalty is the quality of constancy...

B. Inteqrity is the quality of honor...

C. Discretion is the cuality of caution...

D. Reliability is the quality of stability and dependability,
the measure of an individual's competency...

E. Resoonsibility is the quality of morsdl obligation...

F. Tolerance is the quality of understanding...

G. Talerit is the quality of potential or skill...

H. Sociability is the cquality of getting along with others,.,

I. Perseverance is the cuality of continuance...

J. Initiative is the quality of confidegt aggressivenoss...

K. Inteliigence is the power to know...

ABILITIES, KNOWLEDGES, AND SKILLS NEEDED

What kinds of things must a successful Young Men's Christien

tssociation volunteer teader know? There is no magic in leadership, no

steight-of-hand tricks. Leadership in the Young Men's Christian

a8ssociation is based firmly on specific, trainable skills, ccncedts, and

abilities that must be used in concrete situations.

A 1cdader must know

himself, know his group, know what to do, and know when to stop.

Knowledge of self and others. Knowing themselves implies that
they know their abilities, their strengths, and their wealk-
nesses, and that professionals allow for them...

Knowledge of the organization and its purposes...

ability to plan and organize...

Ability to encourage initiative...

hJay S. Shivers, Leadership in Recreationa!_ﬁerviCﬂ {few York:
The itacMillan Company, 1953), pp. 2L47-255.
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5+ Fbility to work democratically...
6. Ability to obscrve and be sensitive,.,
7. Ability to make decisions...
8. Ability to cormunicate...

9. Ability to act, not react. The Teader does not allow ot?er
people to sway bis action ggainst his better judonent,..

DIFFERENCES IK CUALIFICATIONS

There seems to be ample evidence to warrant the position that the
common qualifications of leaders of various kinds of groups are rore
numerous (and more basic) than are the differentia in cualifications due
te the kind of aroup led.

“Supervisors are constently bedeviled by the suestion as to how

the qualifications for leaders or instructors of special intcrest

aroups or classes--physical activity, dramativs, crafts, ctc.--
should d!ffcr from those of the Teader of groups with a diversified

srogram,!™’

ACcording te Dimock and Trecker the valid procedure in formulat-
ing qualifications for lteaders or instructors of special interest groups,
toams, or classes is to add to the basic gualifications for all leaders
those qualities neszded particularly because of the nature of the group
for which the leader is to be responsible.7 leny agencies evicently saclk
first a person skilled in the activity of the group and hope that all the
other insights "will be added unto him.* But frequently, at least, they

ar not. Ray Johns reported that in his examinstion of seventecn community

sQeynatd . Carlson, Theodors R, Deppe, and Jsnst R. hacleon,
Recreation in American Llfe {Belmont, California: \Wadsworth Publishing

Company, Ind., 18631, pp. 33C-331.

6Dimock and Trecker, op. cit., p. 50. i.d,
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surveys it was most obvious that the leaders of specialized activity
groups were invariably weak in the insights about personality and group
methods essential to the realization of the purposes of the agencies.a

The major objectives of the agencies are in the areas of person-
ality, character, and social development, and the activities in which
participants engage are, from the standpoint of the agency, means to the
achievement of these objectives. Further, the objectives for & partic-
ular individual should grow out of his needs rather than out of the
activity in which the person may be participating. The needs of a par-
ticular person, if they are basically understood; are the same regard-
less of whether he happens to be interested in gymnastics, swimming,
dancing, dramatics, discussion, or some other activity. This fs not to
imply that a leader responsible for teaching gymnastics, or the dence,
or dramatics would not be a skilled teacher. It does imply that unless
this qualification is a plus to the basic qualities suggested in
the preceding pages his skill at best goes for little or nothing. ‘His
lack of insight about personality growth and group methods is likely to

yield negative and unwholesome results in persnna!ity_-“9

In view of the weight of evidence and emphasis on adult maturity

as an indispensable requirement for leadership, it might be expected

3Ray Johns, ""An Examination of Group Work's Practices,’ (New York:

Proceedings of National Conference of Social Work, 1940), p. 552.

9pimock & Trecker, op. cit., pp. 50-51.
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that the practice of some agencies in using olcer beys and girls as lead-
crs would quickly disappear. Yet it not only continues to exist, but cven
finds some arcent advocates. To quote Ray Johns again, “The innaturity
of ‘many group leaders should be a matter of concern. In one city 37.4
per cent of the 2,239 group leaders were under twenty-cne years of age;
in snother city, 29 per cent; in another, 26 per cent.n1C

Three reasons are offered in support of the practice of using
olcder boys and girls as leaders of groups; (1) There is an advantajge in
their being close to the age and cxperience of the children: () chron-
otegical age in itself is no guarantee of maturity in personality; (3)

they are available in the afternoon when these younger croups mect. In

apparising these reasons chjectively, the answers to the following

gueries should be weighed: (1) Does the advantage assumed in the first
reason outweich to any degree the disacvanteges of the practice? (2)
while it is true that a person may have reached chronological maturity
without cmotional maturity, is it possible for an indivicual to have
zchieved adult emotional maturity in advance of chronolegical maturity?
(2) If the third rezson is the major one, should it not be so recoznized

and frankly stated, so that the cangers inherent in rationalizing a

practice based on the practical urgencies of the situation would be rin-

Greater epphasis must be nut upen the necessity of setting hich

' johns, op. cit., pp. 557-553.
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standards of qualifications, of developing more successful methods of
securing leaders who measure up to these standards, and of employing
more effective methods of stimu!ating the growth of the leaders serving
the: Young Men's Christian Association.

Thfs-chapter has attempted to cover the qualifications of a vol-

unteer leader both from the standpoint of leadership qualifications and

personal qualifications. It has covered some of the abilities, kKnowl =

edges and skills needed in becoming & successful volunteer leadér in the
Young Men!s Christian Association, and it has compared some of the dif-

ferences of qualifications of volunteer leaders in the Young Men's

Christian Association.



CHAPTER IV
ORIENTATION OF NEW LEADERS

With the large nuwber of new workers, professional and volunteer,
entering agencies each year, one might think that supervisors would have
a plan and procedure of erientation that would be well established and
effective. This is not always the case. Though it is obvious that new
workers must know the agency and that the agency must know new workers
before much will be accomplished, in some cases supervisors have not
approached the orientation task with a purposeful plan and procedure.
Some agencies do only a partial job of orientation and others hurry
through a tremendous amount of information without regard for the new
worker's ability to assimilate it.

"then a volunteer has been chosen and is ready to assume his lead-
ership responsibilities, the task before the supervisor is to acquaint
him with the community, the agency, and the specific groups with which
he witl work.?! This period when the new worker is becoming acquainted
and at home in the agency is called an orientation or induction period.
The way in which the oriemtation is conducted will determine in large
measure the way the new worker will take hold of his job. According to

Dimock and Trecker the purposes of orientation are:

"Hedlex §. Dimock and Marleigh B. Trecker, The Supervision of
Group York and Recreation (New York: Association Press, 1949), p. 83,
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To give information about the agency, the community, and the
job, and to get additional) information about new workers.

2. To help the worker make a good start with his group, or
groups, by explaining the agency's function and indicating
the worker's specific job in relation to this function.

3. To establish a supervisory relationship that will carry on
throughout the entire period of the worker's connection with

- the agency.
k. To help the worker become estabtished in the agency and to

aid in developing a sense of ease and security in his work
with the staff. The emotional needs of the new worker are
great. He must be helped to feel comfortable in his new
surroundings and at home in a learning environment.

THE OQRIENTATION PERICD

The orientation period begins when the new volunteer has his first
contact with the Young Men's Christian Association, through the super-

visor. The amount of time required will depend on the new voluntéer,

his previous experience, and his needs as expressed by himself and as

seen by the supervisor, Because of this it is necessary to work out a

flexible plan of orientation for each new volunteer leader.

It is this understanding of the needs of the person to be oriented

and this planning of an individualized orientation experience that

requires insight on the part of the supervisor. The supervisor will need

to find out what the new volunteer knows about the field of social wel-

fare and recreation, the community, the Young Men's Christian Association,

and the specific job he is going to do. From the kind of questions the

volunteer asks the supervisor should be able to form a tentative judg-

21bid., p. 89.
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rent as to just how rapidly to proceed with the orientation program,
‘WUnderstanding of the person on the part of the supervisor is the basic
factor in planning the orientation experience.!s

Anxiety in relation to the responsibilities involved in working
directly with a group can be appreciably atlayed by the giving of prac-
tical help on such routine and procedural matters as the following: the
need to understand the role of people to whom they will be directly
related, where to turn for supplies, for help on lights and equipment,
how to report an accident, where to find a first aid kit, how to track
down the address of an absent group member, where to file group atten-
dance sheets and other records, and many other responsibilities,

Further supervisory sfforts will in some measure be influenced
by the orientation process. Dimock and Trecker state:

It is especially important to discover ways of putting the new

worker at ease quickiy. Even though the worker seems to present a
sound motivation and intersst in the task at hand, there is always
some natural insecurity, lack of confidence, and anxiety when per~
sons face a new experience. It is difficult for workers to discuss
things and bring up questions until they feel at ease, Supervisors
must avoid the danger of giving more material than the worker can
assimilate at one time, The supervisor must lead, but not dominate

the interviews sb_ﬂ“ch that the worker does not express the ques-
tions in his mind.

It is very important that the new volunteer be given a broad,
inclusive picture of the field in which the Young Men's Christian

Association operates. Many volunteers will not have any conception of

3tbid., p. 91.  “1bid.
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the size and character of the field. They will be better workers if they
are afforded appreciation of the wider significance of the work throuch
information about the size and scope of operations. It should ke val-
uable for them to be given an understanding of the differences between
public and private agencies and of the place of each in the corrunity.
The validity of the agency's function in relation to genecral communi ty
conditions and social nceds is also important for the newcormer.

“"Orientztion to the community is a focal point for both profess-
icnals and voldntééfs.ﬁﬁ Supervisors sometimes become accustomed to
their setting and overlook the fact that new persens must achieve an
understanding of the forces at work in the neighborhood. They nust also
have sorme knowledge of the histery of the conmunity and how it arrived at
the present state. A thorough orientztion of the cormunity sctting
should include information sbout population, racial and naticnal groups,
traditions and custems of the people and occupations. Other significant
factors are social, educaticnal, and religious agencies in the community,
Their location, program, and staff should be described. The scheols znd
other leisure-time acencies with which the agency shares the responsibility
of serving recreational and ecucational needs of the cormunity alse should
be described. The relationships between agencies and the prevailing pat-
tern of community organization are subjects that usually need explana-

tion. The seme may bec said for the way in which ageacies adapt their

51bid., p. Gl
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programs to the changing needs of the people in the community. Because
of the size of this area it will take considerable time for the new
person to become fully aware of his new community. Supervisors should
therefore endeavor to show the worker how he may study the comrunity on
his own initiative through trips, reading, and interviews with other
persons. Some agencies have used a community map and community fact
file to good advantage, not only in orientation but in regular work.
“It ¥s usually advisable for the supervisor to devote some time in the
early supervisory interviews with the worker to determine whether or

not the worker has & grasp of the significant facts in the community
settfng."6

After talking and reading about the agency, the newcomer will
want to see it in operation. It is much more interesting to see people
in group activity than it is to talk about program, so supervisors usu-
ally want the new worker to sit in on group meetings or activities and
observe what is being done. This means that arrangements should be

made for the person to be present at a time when activities of a wide

In addition to seeing the groups, the oppor-

It should be

range are in progress.
tunity for seeing other workers in action is presented.

the responsibitity of the supervisor to tell the new person what he is

going to observe and to introduce him to the leader in charge of the

group, so that there will be no confusion. It is never advisable to

rbid., p. b«
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dismiss the new worker with a wave of the hand and a "just-go-shead-and-
look-around' as a closing to the interview. !Such tactics indicate a

lack of planned orientation and will probably result in misunderstanding

rather than understand'ing-.“?

ugrientation is not complete until the new worker knows all of

the details of his specific job in the agency.**s For the volunteer this

will mean an introduction to his group, or groups, by means of the group

records and personal introductions by the supervisors. This is very
important and needs to be handled with care. Some supervisors find it
desirable to have the present, or previous, worker assist in introducing
the new worker, Sometimes it seems more satisfactory to have the new
worker sit in for one or two meetings of the group before assuming

responsibility for the group. This will depend on circumstences.
THE PERSONNEL RECORD

At some point early in his orientation experience or prior to
commencing work, it will be necessary for the new volunteer to supply
the supervisor with facts as to his previous experience. Personnel
records are essential for both orofessional and volunteer workers. A
standard form filled in at the time of orientation, orf preceding it,

will assist the supervisor in planning the orientation experience and

wiill be useful in the long-term supervisory process. The personnel

71bid., p. 95- 81pid.
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record is the start of a cumulative file on each worker that will even-
tually include records of supervisory conferences, evaluations, and the
like. A personal information blank is found in Appendix E. The amount
of information will vary, with more complete information sought for the
professional staff worker and less for the volunteer, who functions in
a narrow sphere. The following outline may serve as a general guide in
developing the personnei record.

Identifyingrinfcrmations (1) name; (2) age; (3) sexs (&) height;

(5) weight; (6) previous address; (7) present address; (3) home and
business phone number; {9) date of birth; {10} place of birth; (11)
nationality of parents; (12) marital status; (13) number of children in
family; (14) re!igious affiliation; (15) health; (16) membership in
professional societies or organfzations; (17} ability to read, write,
or speak forefgn languages; (18) personal references, including the

position, sddress and telephone number of each person,

Educational datas (1) information as to elementary and secondary

schools attended; (2) college or university training, and degree; (3)

professional education; and (4) participation in in-service trafning

courses. The names of schools and their lacation and dates of attens

dance should be inciluded.

Vocational datas (1) complete information as to employwent,

including name, address, and type of business of past and present employ-~
ers, kinds of positions held, and dates; (2) chief vocational interests.

Avocational data: this section might include a check list of
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activities, such as: music, dramatics, athletics, discussion leadership,
arts and crafts, etc,, with columns in which the individual would indi-
cate whether or not he would like to participate in the activity, has
led the activity, can lead the activity, or would like to lead the
activity.

The record might also include a photograph of the worker, and if
passible, a brief narrative account of the worker’'s iife history. The
record should be thought of as something never complete because new
information is constantly coming up as the worker has new experiences,
If the record is set up in a folder or binder, it can become & cumuls-

tive account of the worker's experience with the Young Men's Christian

Association.
EVALUATION OF ORIENTATION

At some point in the orientation experience the supervisor will

want to give the worker a picture of the supervisory program and

resources to be made available to him. While this may wait until the

newcomer has become somewhat adjusted to his situation, it is fmportant

that he know that supervision is available and how to relate himself to

his supervisor. Information about supervisory records, fndividual

interviews with the supervisor, group meetings, resources within the

agency and the community, and other helpful material should be presented

in writing and discussed in conference, After several months have




L7

elapsed, supervisors may want to discuss criteria of evalustion with the

new person, espectally if it is the plan to evaluate hir perfodically

in terms of these criteria. In this case it is well to explain how the

criteria were developed and why those particular points indicate good

job performance.

When is a volunteer leader oriented?

1.

2‘

5.

6.

wWhen he has an understanding of agency goals, purposes, pro-
gram, methods, and available resources to meet the needs of
his group for the present and immediate Future.

When he knows his group, its wembers, goals and state of
organization to serve it effectively as a volunteer as the
group strives toward its goals.

When he has the proper concept of how a volunteer functions,
and has a conscious desire and commitment to function that
way.

When he has sufficient "know how'' gained through preliminary
experience and training to be able to meet the 'normal" site
ustion with class, team or group, without undue dependency
on staff for support or help, or compiacency to his ability,

or the larger possibilities yet ahead.

When the kind of personal relatfonships have been established
between the volunteer leader and the group member, volunteer
and staff, which express mutual respect, friendliness,

acceptance, support, freedom, emotional security and adeguacy.

Whenn he feels to be a definite and important part of a sig-
nificant Young Men's Christian Association project.

As Charlotte Towle has sumarized:

Throughout the orfentation period as in subsequent days and in
refation to content of all kinds, we are guided as supervisors by
three basic principles which educators long have recognized: (1)
Begin where the leader is, This admonition implies knowing the
worker , which involves finding out something of what he knows and
of what he does not know in relation to his work. In an agency sit-

a4 Guide to Recruiting Instructors® (San Francisco Young Men's
Christian Association, 1956), p. 6. {Mimeographed.)

o
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uvation this principle must be qualified to some extent: Beqin in so
far as possible where the worker i{s. The demands of the job some-
times make it mecessary to advance information and to exert guid-
ance which in another situation might await his greater readiness..
{2) Use whatever past experience the individual brings to the sit-
uation as a foundation for more learning. New content which can be
related to past experience enables the worker to feel more compe-
tent and to be in many instances less fearful and less resistive.
{3) Convey new learning as it can be assimilated. This counsel
implied imparting knowledge at points at which it can be used fmme-
diately...In supervision we have a dual function--teaching certain
contents of knowledge and skill and helping workers to learn.!0

It should be understood that orientstion does not train the vol-
unteer in anything. Orientation is the process of understanding and
adjusting to a situation, of learning the aims, purposes, methods and
procedures of the organization. Orientation should be an important
part of the training processes of a volunteer leader in the Young Men's
Christian Association. Further research is needed to determine if
orientation is one of the major areas where the volunteer leader feels

more need of help from the Young Men's Christian Association staff.




CHAPTER V
SUPERVISION OF THE VOLUNTEER LEADER

The quality of the work of the volunteer leader in the Young
Ments Christian Asscciation depends a great deal on the supervision
that he receives. Poor supervision or none can point even the best vol-
unteer toward early resigmation., Gertrude Wilson statess
Supervision ¥s a dynamic enabling process by which individual
workers who have a direct responsibility for carrying out some part
of the agency's program plans, are helped by a designated staff
member to make the best use of their knowledge and skills, and to
improve their abilities so that they do their jobs more effectively
and with increasing satisfaction to themselves and to the agency.
The supervisor's responsibilities are both administrative and
educative in nature; regu}arTy scheduled consultation is considered a
primary mesns. The focus of supervision will shift with the develop-
ment and growing abilities of both worker and supervisor. The ultimate
objective of supervision is that through more effective effort on the
part of its workers, an agency's services are improved in quality and
its central purposes come nearer to fulfillment.
Another point of view written by Eugene Jennings are the three
major techniques for keeping people in line. These techniques are
democracy, intimidation and seduction. wIntimidation is a threat with

implied or stated penalty, and seduction is threat with implied or

]Gertrude Wilson and Gladys Ryland, Social Group Work Practice
{Bostons Houghton Mifflin Co., 1949}, p. 587.
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stated reuard;ﬂz Pemocracy it is hoped is the method used for supervis-
ion in the Young Men's Christian Association.

The ultimate objective of worker supervision in the group service
agency according to Margaret Williamson can be stated rather simpiys
"It is to implement agency purposes and plans and continually to deepen
the quality of the service through which the agency seeks to express
its purposes.“3 The immediate aim emerging from this basic over-all
objective, is that through sensitive guidance and practical help geared
to the known requirements of jobs, and the needs of workers holding

them, their efforts become more effective,
THE SUPERVISORY OBSERVATION

"The values in observation may be classified as values to the
group, the worker, and the sUpervisbr.U“ The group has a chance to get
better acquainted with the supervisor and to learn how to draw upon his
resources, The worker has the advantage of 'direct presentation of
self", and the supervisor is able to get a picture of the group itself.

Through this primary contact it will be possible for the supervisor to

’2Euqene-Jennings, The Executive (New York: Harper & Row,
Pubtishers, 1962), p. 149.

3Mafgaret_Wi!1iamson, Supervision-New Patterns and Processes
{New York: Association Press, 1961}, p. 21,

The Supervision of Group

&Hedley Dimock and Harleigh Trecker, = oo

Work and Recreation (New York: Association Press, 1949),
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judge the worker's relationships with the group. Personal contact with

individuals s brought about, and program suggestions can be offered in

terms of their needs. To some extent carefully recorded observations

can be used for research purposes by the supervisor who has the respon-

sibility for a department or agency program.

VALUES AND PURPUSES OF OBSERVATION

More specifically, the values and purposes of the supervisory

ebservation according to the San Francisco Young Men's Christian

Association report may be summarized as followst

1.'

Gives. supervisor a concrete visualization of the group--how
it functions, interactions and interre!atwnships, level of
performance, and so on. 1t enables the supervisor to be more
understanding, specific, and helpful in working with the vol-

unteer .

Provides first hand, objective information on the volunteer's
refationships and mthods with the group. (The supervisor

can discern the difference, if any, between the volunteer's
notion of what he {s doing and what is actually happening).

Enables the superviser to identify individuals in the group
who may need help in their good relations.
Strengthens the understanding and partnership between the

supervisor and the volunteer. It expresses the interest of
the supervisor in the volunteer's group. It enables the

supervisor to look at the growp through the volunteer's eyes.

Provides concrete material for the supervisory conference.
It is easier to move from generalities to specifics, from

hearsay to observed situations and persons.

Provides a check on the volunteer's records. It may be a

corrective for the volunteer's "imagination.t When voiun-
teer!'s records are Mscanty,” it §s a much needed supplement.
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7. Provides concrete material, over a number of ebservations,
for evaluation of the group and volunteer.

8, Stimulates the insight and ability of the supervisor to ¢is~
cern and analyze the important factors in effective group
functioning. (Raises questioms: Why? What? How?)

9. Provides a body of material and resources for gencral use of
the supervisor in training and supervising the volunteer,

PREPARING FOR THE QBSERVATION

“#pbservation, to be of greatest value, requires preparaticn,
Observation, to be most effective, should be plaaned for a full period
or for at least a substantial portion of the weeting or e_veﬁt."6 As
formal educators have pointed out, observation of, or visiting the
worker is really studying the worker. Supervisory aobservation of this
kind is expensive; it takes time; it must be made specific. To detect
significant items and to be able to interpret and diagnose the meaning
of the behavior of the worker and grovp require thc utmost of prepara-

tion.

one of the first steps in preparing for observation is the sefec-

tion of volunteer Teaders and groups to be observed. The supervisor

with a large staff probably will be unable to visit all groups the save

. Because
number of times. It is ideal when all can he seen reqularly. Beca

- z " .
Instructors'’ (San Francisco Young Pen's

50A Guide to Recruitin
uide uiting reographed. )

Christian Association, 1956), p- 6- (mi

6'Dimock and Trecker, op. cit., P+ 123
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this is usually impossible, criteria of selection reed to be applied.
These criteria are focused on the wolunteers. Some volunteers will be
chosen for observation because they are new and should be observed
early in their experience. Certain volunteers have special problems
with which they need help. Some volunteers rum into emergency situa-
tions that require immediate visitation. 1In many instances volunteers
are known to be working with difficult groups which should be seen by
the supervisor, so that the volunteer and the supervisor together may
develop an approach to the specific problems of the group. Some voil-
unteers may request staff visitation in times of insecurity. The sup-
ervisor should select those volunteers who need help and give most
attention to them, but he should not neglect the others. Each indivi-
dual should get as much supervisory assistance as wise deployment of
the staff will allow.

Another step in preparation is to determine general and indiv.
idual group and volunteer needs on the basis of information at hand.
From the orientation experience, from previous observations, from sup-
ervisory conferences, ard from reading group records certain items will
stand out. This understanding of the group and the volunteer is essen~
tial to any evaluation of the work being done, “Evaluation in the light
of agency standards and agency philosophy presumes that the volunteerts

grasp of the agency's standards and philosophy is sufficiently mature
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to make the evaluation possible.“7
when the findings of an observation are not shared with the vol-
unteer, the time spent in observation is virtually wasted and the
effort goes for nothing. The purpose of the ohservation is to see the
volunteer in action, notice both his strong and weak points, and then
show Him how methods can be improved and the experience of the group

made more significant.
THE SUPERVISORY INTERVIEW

The individual conference between supervisor and volunteer a day
or twe after the observatiom of a group is highly important. In this
conference the volunteer and the supervisor can discuss the events that
took place, because both of them were present and both saw the entire
process. It is not nacessary to rely on a group rzcord or on the vol-
unteer's report. The supervisor should take care to focus the confer-
ence on the program, the members of the group, and the volunteer in
relation to the group. In examining what the volunteer did, the impor~
tant thing to keep in mind is his method rather than his personality.
The events should be analyzed jointly. The supervisor and volunteer
should co-operatively consider the experience and plan the next steps.

Supervision s not a set of techniques but a set of relation-

ships with purpose--really two purpeses, those of the volunteer and

T1bid., p. 124,
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those of the supervisor."s Only when these purposes meet, on both a

mental and emotional tevel, are the results Jikely toc be productive of

growth,

Underiying and permeating the supervisory interview and all other

relationships between supervisor and volunteer is a philosophy about

both the nature of supervision and the nature of the educative or learn-

ing process. This philosophy listed in the San Francisco Young Men's

Christian

ll

Association Guide can be reduced to a few key principless

Supervis:on is an educational process the purpose of which
is not to get something done, but is to facilitate growth in
persons=--the supervisor himself, the volunteer, the group

and the members.

The central focus of supervisors is the growth of the group
and its members, with the growth of the volunteer and super-

visor secondary to this purpose.

The concept of the worth and 1ndtv1dus!:ty of persons will
permeate the relationship of supervisor and volunteer.

The acceptant attitude of the supervisor will express itself
in setting a climate of confidence and permissiveness.

The supervisor will recognize that learning is seif-learning,
that insight comes but cannot be given, that a person can
learn only what he wants to learn.?

The main values of the freguent and regular imterview as viewed

by supervisors in the San Francisco Young Mz2n's Christian Association

Guide include the following:

8"A Guide to Recruiting Instructors,' op. cit., p. 14,

9bid.
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It is individualized and taflor-made to fit the specific
needs, of the specific volunteer with his specific group.

It deals concretely with the needs and problems srising from
the volunteer's relationship with the group.

It strengthens the cooperative relatfonship between the vol-
unteer and the supervisor.

It gives the volunteer 8 chance to raise questions and get
help in & climate that is highly permissive and carries a
minimum of threat to his ego, confidence, or securfty.

It gives the supervisor an opportunity to increase his_Esﬂy
ception of how the volunteer feels sbout his group and his
leadership,

It stimulates the volunteer to analyze and evaluate the
progress of the group.

It expresses the mutual interest of volunteer and supervisor
in formulating plans for group development,

It provides an opportunity for the supervisor to support the
volunteer with commendation and a sense of achievement,

It enables the supervisor to learn about current developments

in the group and thus to keep abreast of the group progress.'V

The doubte purpose of all supervisory conferences can be the

development of the group and the volunteer to the end that the members

will grow toward the objectives of the program.

The conference can be a

teaching-learning experience through the process of group-and-self-

appraisal.

Preparation for supervisory interviews can be of two kinds: (1)

Setting up a systematic plan for interviewing all volunteers for seversl

Wypid., p. 13,
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weeks or months in advance and getting the time protected in the sup-
ervisor®s schedule, (2) Preparation for sach of the interviews. Both
the volunteer and the supervisor need to prepare for the interview
though in different ways and degreeas. The volunteer should be encours
aged to come to the interview with some idea of the most important
things he would like to taik about, perhaps with some notes.

The supervisor, recognizing the importance of the interview as
a teaching-learning experience, prepares himself in a more careful and
thorough fashion.

He should attempt to project himself into the time and physical
setting of the interview to insure that they are the most conducive
to the interview purpose. An interview immediately after a super-
visory observation, for exampls, though perhaps necessary at times,
has a number of disadvantages. He should review the records on the
group and volunteer, volunteer's weekly reports, attendance, work-
sheet on planned group change, dimensions of group growth, dimen-
sions of volunteer growth, records of previous interviews and
observations. He should formulate a tentative 1ist of items for
discussion and objectives for the interview recognizing that they
must be flexible and are potential targets only for the interview.
He should consider carefully his own role, spirit, and method of
approach; how he may get the conference started and possible ways
of leading into important areas of consideration in the eY?nt the
conversation does not naturally flow in these directions.

Any attempt to analyze the interview into its component elements
or steps may do violence to the wholeness of the interview. !'‘Bul even
though an interview is more than the sum of its parts it does have some

recurring, identifiable 4.-1:mp¢:nv-nam:s.."'3'2 Some of them are wor thy of

M1ipid., p. 15. 21pid., p. 16.
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attention. To some degree the sequence in which they are discussed here
suggests the possible flow of the interview but obvicusly it is not pos-

sible to reduce the interview to a series of steps.

The setting of the interview and the way it starts are fmportant

in setting the climate for what is to come. The volunteer should feel

at home in the physical setting 1f possible. (The interview should have
been scheduled with this in mind.)} The opening conversation should be
of the kind that will put the volunteer at ease and make for a relaxed
atmosphere,

In the early part of the interview, especially, the initiative

for the content of the conversation should be with the volunteer. And

probably the more the volunteer carries the conversation “hall,' the

better. He may quickly try to pass it to the supervisor who will adept-
ely pass it back. "The more the volunteer carries the conversation the
better the chance for the supervisor to assess the significance of what

is being sald, even though it may signify the volunteers desire to
13

detour entirely from what is being said."

The supervisor's major role especially in the early part of the

interview may be that of l{stener, but this role is basic throughout the

conference. Wlistening above all is being sensitive to. the feelings and

attitudes that underlie what is being said and to the meaning to the vol-

unteer of what he is sayt’ng..n”'

1big., p. 16. Wibid., p. 17
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The spirit of mutuality, of joint interest in the welfare of the
group, should be evidenced throughout the interview. This mutuality
will be expressed in the language used, in the way the supervisor iden-
tifies with the group problems and progress, and in the way problems
are dealt with and plans formulated.

The content of the interview, or things talked about, naturally
will vary with the volunteer and his readiness, the stage of the
group's development and the supervisor's objectives for the interview,
In the first few weeks the volunteer's awareness of need is likely to
center in matters related to the organization of the group and program
planning. The timing of the content of the interview must be sensitiv-
ely related to the reality situation in the group and the volunteer's
awareness of need and readiness.

'The supervisor will capitalize every opportunity to facilitate
the broadening and deepening of the volunteer's awareness of need and
readiness to push on into broader and deeper considerationsfﬂjs The use
of probing questions is an important device in this process. ‘"Why do
you think, etc.?'!, 'What do you suppose is the reason for, etc.? etc.
The volunteer should be stimulated to think, analyze, appraise within
the 1imits of his capacity to undergo this process of analysis. The
supervisor need not limit his role to probing questions but may share

in considering possible answers to them. The purpose of the sharing,

!5Ibido, PO 1?'
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however, is not so much to insure a sounder answer, as to participate
in a creative process of interaction.

befinite plans for dealing with the situation should emerge from
much of the probing. Again the supervisor shares in formulating the
ptans. His role may not be so much in presenting possible plans of
action as in keeping the conversation in line with sound thinking or
problem-solving processes. Steps to be taken, or plans to be followed
ought: to be specific and who fs responsible for them should be clearly
understood. The supervisor's share in the responsibility may be to
locate data, information or other resources to be made available to the
volunteer who will be primarily responsible for affecting plans with
the group.

The volunteer should be held accountable for putting the
decisions or plans into effect. This accountability will be in terms of
the supervisor's expectancy and intervest in the out-comes and not in the

sense of Madministrative accouatability." 1t is natural after plans

have been agreed upon for the ‘supervisor to express such an interest and

indicate that he will call the volunteer after the meeting, or be watch-
ing the volunteer's report on the group meeting, etc., and would like 1o
hear what happened in the next interview. In this way accountability is
engendered by expectancy as wel) as continuity in the interviews
established,

"The factor of climate is as highly important at the close of an

— e T oew,
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interview, as at the begin_ning__."w The basic emotional tene of the
volunteer should be one of satisfaction, of achievement and of expecie
ancy. Commendation, support, and the spirit of mutuality are bastc,
The volunteer's sense of worth, achievement and satisfaction shoule
outweigh his sense of frustration and uncertainty,

If the date and time for the next interview can be pqreed upon
before the conference breaks up with some understanding of what fs to
be discussed a further stabilizing and suppartive factor is added to the

volunteer's experience.
SOME PROBLEMS IN THE INTERVIEW

Even the most experienced and skillful supervisors are quick to
admit that there are problems in the interview which they heve rot fully

mastered. The following list points up a few of the problems,

t. It is difficult for supervisors to gain full rapport with

25, 28,

some volunteers. Even though there is full respect for each other as

. £ : : 1 he two
persons, differences in personality prevent a fine meshing of t

personalities. This is no reflection on either the supervisor or the

volunteer. This is a fact of life. €ach individual develcps perscnal.
' : talin
ity patterns that need, and therefore are more at hore with, certa

h ; ffects
kinds of responses and behavior from others. Each personality a :

: £ f life are
other persons in different ways. Added to this GaSiE fans of - g

1bid., p. 18.
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the attitudes toward Hauthority" in the supervisory relationship. The
volunteer may have a fairly fixed pattern of behavior toward authority
which affects this relationship. It is true that since the volunteer
is a volunteer the concept of authority is irrelevant as contrasted to
the 'hoss-employee’! relationship. *But the supervisor does represent
the agency, he is the channel for interpreting the agency's objectives,
policies and requlations that ''govern' the volunteer and group.“‘7 ke
does have the power to give or withhold the recognition, progress and
psychological security of the volunteer. It should not be surprising
if some of the volunteerts basic reactions to persons in Mauthority! do
get proiected on the superviser and thus 'clogh the relationship to
some degree. Similarly, the supervisor may have blockings, of which he
is likely to be unaware, around the use of authority growing out of his
owr past experionces. According to Williamsen he may think of super-
vision as an imposition of one personality on another, or at the best
as a 'necessary evil' about which he is apologetic and uncertain, or he
may use the supervisory responsibility as a means of punishing others
for his own unhappy experience with a ruthless use of authority.”tg

Clues as to how these personality factors which affect the super-

visory relationship may be handled are several., The more insight the

17
Dimock and Trecker, op. cit., p. 126,

’gﬁargaret Williamson, op. cit., p. 11Z.
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supervisor gains about how his personality and attitudes affect others
and about why he reacts the way he does to the personality and behavior J

of others--the greater is the chante for good relationships. The percep-

P
i
tion of the volunteer's characteristic behavior and its meaning to the SR B
volunteer, the needs it meets and the function it performs is a further
1

step to effective relationships.

2. Resistance to supervision on the part of the volunteer is l

another common occurrence. The symptoms of resistance to learning or 1

- supervision take many forms. Common expressions of resistance would |
probably include: evasion of interviews; discrediting or rejecting the i l

use of materials, records or wethods; keeping'the conversation with the

supervisor on "'safe'' ground and avoiding getting beyond his depth; being w
complacent or satisfied with the way things are going, "everything is

going finey' agreeing with suggestions from the supervisor, but either f

neglecting to try them out, or "trying them out' only to find that they
fail; projecting the reason for failure on the group, etc, ' 1 ;

This resistance to supervision and growth may be due to one or .¢|

more causes: ; l

A. The rejecti?n of supervision because it represents authority,
B, The insecurity of the volunteer in the job he has undertaken, : “_
C. The normal inertia or resistance to growth, or to change. |

Vibid., p. 114
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Clues for dealing with resistance cen only be briefly sketched
here. The recognition that resistance is normal, that {t 1s to be
expected, and that an objective, impersonal, non-judgmental attftude
should be taken toward it, is perhaps half of the battle,

"Sensitivity to the psychological factors in learning is another
ally in overcoming resistanceaﬂzﬁ The volunteer's sense of worth, ade-
quacy and security must be maintained and strengthened. His evident
awareness of need and readiness to learn give one clue to what he can
take without indigestion, or threat to his sense of worth and security.
In endeavoring to assess readiness and what the 'ego' msy be able to
take an understanding of the sequence of stages through which many vol-
unteers can be helpful. This sequence of stages, as developed by mem-
bers of a Young Men's Christian Association staff followss

A. The initial stage, for a new volunteer, of !'stage fright"
coupled with the desire to make good. _

B. Early orientation, when the volunteer discovers there is
more to the job than he realized. He may now latch on to
some concrete {deas or techniques, and tend to hang on,
because of the sense of security they give him.

C. Mental mastery of the main ideas, ''now I see what we are
driving at," but no evidence of this 'seeing" in changed
practices., _

D. Mastery of some or many of the ideas and the skills with

the danger of feeling 'on top'! and satisfied with his

level of achievement. _
E. Mastery of the ideas and skills with thsrabitity to
articulate and transfer them to others.

2015 Guide to Recruiting Instructors,'' op. ¢it., p. 20.
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3. Keeping the interview in focus and_!eading,from the external

Lo concepts and principles is shother recurring problem of the super-

visor. This is in part a symptom of resistance to supervision and
change. 1t may be duec also in part to the volunteer's fear of getting
in over his denth. It ray also be the result of the supervisor pushing
the volunteer ahcad of his awareness of need. Skill in sensing the sit-
uation and in asking cuestions that probe is part of the solution to

this problem.
RECORD CF THE INTERVIEW

that kind ¢f a record should the supervisor make of the inter-
view? The answer to this questicn is implicit in the purpose of the
intervicw and the use to which the record is to be put. What kind of a
record is most useful in assessing the volunteert's growth, needs and
readiness for Further growth? What kind of a record is most useful in
revealing the volunteer's feelings sbout what he is doing? What kind of
a record is most uscful in guiding future interviews with, and other
training experiences for the volunteer? What kind of a record is most
useful in assessing the supervisor's role and technicue in the inter-
view? Vhat kind ¢f 2 record is most useful in judging the degree to
which the cbjectives of the interview were achieved?

¢ither of two extreme positions could be taken thecretica]ly in

answering these questions. & case could be rade for a complete process
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or narrative record of the interview, followed by an analysis of the
record for the critical factors. At the vther extreme, is the concept,
which probably reflects current practice, of writing a log of what was
talked about in the fhterview,‘perhaps with some comments added.

It would seem that the minimum reguirements for a record that
will serve the purposes indicated would include evidence and comments
about:

The readiness of the volunteer for the interview, the situations
discussed, the plans formulated, the decisions made and the next
steps to be taken, the degree to which the veclunteer took the init-
iative in bringing up the items, the points at which the supervisor
toock the initiative, any evidence of changes or growth in the vol-
unteerts attitudes, practice or skills, the degree to which the vol-
unteer seemed to profit from the interview, the degree to which the
supervisor's objectives for the interview were realized and how the
anticipated plan for the interview was modified in the interview
process, and leads for further steps in helping thg volunteer
through resovurces, future conferences of meetings. 2

A record containing these items would fulfill the purposes stated
and help to make the investment of time in the interview more productive
for the volunteer, the group, the supervisor and the Young Men's Christian

Association.

ot
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CHAPTER V1
RECOGNITION OF THE VOLUNTEER LEADER

The abiltity of the Young tents Christian Association to sccure
well gualified Teaders depends on many factors, some of which are not
readily within it's control. Cne of the most importznt factors accord-
ing to Dimock and Trecker is the kind and extent of compensations, sat-
isfactions or recognitions that the prospective leader miay reasonably
expect to receive.! The recognition that accompanies leadership respons
sibiTity may be a2 highly motivating influence, operatiny as an incentive

not only for undertzking leadership résponsibility but zlso for con-

tinuing it over a pericd of years,

then the concept of recognition is vigwed widely and basicaliy by
the Young Men's Christian Association the recogniticns znd satisfactions
for leaders are of many kinds. This study will ceal with threc general
types of satisfacticns or recognitions: (1) Intrinsic satisfactions, and
recognitions from the leadership experience itseif; {2} Acetenic credit
from colleges or universities; (3) The Leaders? Fellowship in the Young

Kents Christian Association.

U S

]Hedley Cimock and Harleigh Trecker, The Supefvisfgﬂ-bf groun
Mork and Recreaticn (Mew York: Association Press, 1S42), 2. 57,
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INTRINSIC SATISFACTIONS AND RECOGNITIONS

According to Dimock and Treckers: "Every leader needs and is
entitied to a sense of mastery, growth and achievement or success. "’
The sense of satisfaction and thrill in growing and achieving may be
secured in a variety of ways. Some wil! find genuine satf{sfaction in
their growth in specific skills or in using their skills for the benefit
of others; others, in their growth in insight and understanding of per-
scnality and of human behavior; some in growth in their own poise and
maturity; and others in their growth in understanding of their
comrunity and worid.

"Different types of achievement will appeal to different leaders,
but all will respond positively to experiences that enhance their sense
of growth, wastery, and accamp!ishment."3 It s the responsibility of
the supervisor to see that the agency provides resources and opportu-
nities to satisfy these basic human needs and motives. This requires
that the Young Men's Christian Association administrators and supervi-
sors take a brosd view of their responsibility for the stimulation of
leader growth through leadership training and other aspects of the
supervi sory program.

YEvery leader needs and is entitled to recognition, status, and

conmendation for the worthy performance of socially valuable work 1%

21bid., p. 71 31bid. b1bid.
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The leader's ovn sense of worth and his valuation of the worth of the
task he has undertaken is affected directly by the cegrec to which ke
feels that it is achieving something creditable. This fecling often
reflects to a considerable extent the commendation and recoqnition that
he receives in his work. A study of agency staffs conducted years aco
by Owen Pence made it thoroughly evident that the technicuc of cormen-
cation was being used by supervisors neither widely or wiso!y.s

The methods used by the Young Men's Christizn Associztien to pro-
vide leaders as a group with status and recogniticn in Youne Men's
Christian Associaticns, constitute one measure of its alertneoss to the
need and importence of this source of leader satisfaction and rotiva~-
tion. Leaders as a group, and leadership as a function, should have as
clearly defined and at least as important a role as that of the board,
the professional staff, or the major committees. ''Leaders shoulc pos-
sses a prestige in the agency second to that of no other group, since
they, more than all ather groups combimed, sre the determincrs of the

agency's educational product?vity."s

The Young Ments Christian Associztion ray give expressien to
this high estimate of the leader's role and status in a variety of ways.

Adecuate budget provision for leadership training and supervision is

Sﬂwen E. Pence, 'The Social Awasreness of the Institutional
Staff," Religious Education, April, 1230,

5Dimock and Trecker, op. ity pv T2a
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basie. Other methods currently employed to some extent include giving
leaders a share in the policy making of the Young Men's Christian
Association; adopting some form of recognition for persons who meet
leadership training requirements; organizing a leader's club or council
with an important and well defined role in the Young Men's Christian
Association; extending more recognition to the leaders n board and
committee meetings, on public occasions of the agency, and in publicity
and newspaper releases.

WEvery leader needs and is entitied to & sense of belonging and
participation in a socially significant enterprise."/ As indicated
previously, the leader's chief satisfaction should flow directly from
the actual leadership experience. The leadership of a club, or class,
or team should transcend the character of a routine, single, isolated
experience and be sensed as an indispensable part of an enterprise of
larger social dimensions. Supervisors must find ways to help leaders
see the larger meaning and value of their particular tasks and to feel
that they are an essential part of the larger enterprise. !They must
not merely know about the total Young Men's Christian Association pro-
gram and purpose, they must feel its wholeness and totality and identify

8

themselves with it."

The element of morale, or esprit de corps, sometimes labeled

"tbid., p. 72. B1bid.
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“fellowship,' is a conspicuous factor in achieving this result. Camp
directors have long recognized the great importance of leadership
esprit de corps in the summer camp and have learned nuch about how it
may be fostered--or undermined.? Leadership morale is of no less
importance, though probahly more difficult of achievement, in the con-
tinuous life of the agency in the community. Morale comes, in part, as
persons work intimately with others at tasks that seem to them important,
as they acquire a sense of accomplishment and success in such tasks, as
each one belfeves that he has a definite and distinctive role to perform,

and as their individual and collective creative efforts are encouraged

and recognized.

"Every leader needs, and is entitled to, the satisfaction of
specific benefits from the leadership experience."rn' These values and
benefits the leader or potential leader should be able to recognize and
identify.

Leisure-time interests and activities are the major stock in

trade of the Young Men's Christian Association. Not only members but

leaders also should be encouraged to maintain, improve, and extend their
skills and interests. The Young Men's Christian Association may well
help the leader to become more definitely aware of this enrichment of

his resources for constructive md recreative leisure pursuits.

3 Jjohn A. Ledlie, Managing the Young Men's Christian Association
Camp (New York: Association Press, 1961), p. 170.

‘Daimock and Trecker, op. cit., p. 73.
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Similarly, the leader who is developing greater maturity in personality
and greater compatence in social adjustment should be aware of these
achievements even though they are not as readily discernible as is the
development in skills.

For younger leaders especially, leadership experience in a Young
Men®s Christian Association that recognizes and accepts responsibility
for the development of the leader as a '"whole! parson may possess
vocational values of considerable worth, The values of leadership
experience from the vocational standpoint vary, of course, with the
vocation. Teachers, social workers, recreational workers, doctors,
engineers, salesmen, foremen, and business executives alike may profit
greatly from the humanizing experience of voluntary leadership,
especially in the years of their vocational preparation or in the early
years of practice,

The potential values of leadership experience as parent or pre-

parent education are obvious and great. The combination of experience

in dealing with children {somebody else's) and of education in the
principles of child behavior and development to be gained in a Young
¥en's Christian Association is probably unequaled anywhere. There is

no guarantee, of course, that these leaders will either now or later be

exempt from any of their problems as parents. ‘But the successful

leader of children or youth should take some of the hurdies that beset

the parental path, if not with the greatest of ease, at least with
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greater poise, skill, insight, and confidence.u!!

It is obvious that the foregoing compensations or satisfactions
can be gained only after the leadership responsibility has been
accepted, but the legitirate expectation of such compensations or satis-
factions could be a powerful inducement to prospective leaders. Any
Young Men's Lhristian Association that has established a reputation

among its leaders for affording such satisfactions would surely be in a

highly favorable ''recruiting' position.

ACADEMIC CREDIT

Academic credit as compensation for leaders is used quite
extensively in university and college communities. The arrangements for
the leadership experience are usually made through a particular depart-
ment of the nearby colflege or university, such as the sociology, physi-
cal education, recreation or the education department. In some cases
experience in group leadership in a leisure-time agency is a college

requirement in field work. In other cases the college credit is com-
bined with Yservice scholarships! available to college students.

The advantages that result from tapping this source of leaders
and from this form of compensation are contingent upon a variety of

factors. The conditions that should be met if this plan is to be used

to good advantage should include the followings {1) selection of only

Mibid., p. 78.
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such students as meet the Young Men's Christian fssociation's standards
snd qualifications; (2) provision of a leadership experience in which
the student finds meaning and satisfaction beyond the academic credit
and, in additfon to, or in spite of, ths college requirement of such
experience; (3) the kind of supervision by the coliege and the Young
Men's Christian Association that will ensure the potential educational
values of the experience being realized; (4) students available for the
entire academic year, and a fair proportion available for more than one
year's experience.

If the major motive of the student {s ta acquire some college
credit, or to satisfy a college rgquirement, sfgnificant results can
hardly be expected. Foreover, when field experience is a coltege
requirement, the rapidity of turnover of student leaders under some con-
ditions tends to negate almost completely the positive values of the
scheme. It takes several months for a new leader to be oriented to a
group, an agency, and & community setting. ‘It takes at Jeast a year
for the minimum basic insights and skills of Teadership to be mas-
tered."}2 If the leader does not continue for a year--often his period
of service is less~-the Young FMen's Christian Association invests a
large amount of supervision and training for relatively negligible

returns. "The opportunity to get some leaders easily should not blind

‘2I'id., p. 70.
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agency supervisors to the shortsinhtedness of a policy that contrikbutes
to perpetual motion in the turnover of teaders."!? Further research in
training and orientation of this type of volunteer is indicated to
structure a more rapid attainment of successful service.,

THE LEADERS! FELLCUSHIP IR THE YCUKG
MEN'S CHRISTIAN ASSOCIATION

A very practical need in the sresent-day departinent of Physical

tducation in the Young Men's Christian Associstion is additicnal leader-

shin. The rapid growth of the number znd kind of orgenized activities
in the physical departwent has made the training of volunteer workers a
steadily increasing necessity.

The expanding program has outrun trained leadership. The sinple
tasks performed by the voluntecr of yesterday hzve become more connlex

today.

The Leaders! Club. A legders! club is 2 follewship of persons

united by a commen interest in the Christizn purpose of the Young t'ents

Christian Association and gathered srounc 2 personality attractive

chourh and challenging encugh to rally them in training encd servica for

others. The force which spreads from person to person and comes Lo life

in unselfish action is the same ¢riving force which has energized the

rssocistion movenent for over a hundred years, 1ry as one will, ne

31bid., p. 70
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other word better describes it than 'religious." A group of young
people keen and active in a program of “learning how" and tdoing," with
an honest conviction about the value of their efforts in the lives of
others, is a religiously purposed group. *This idea of preparing one-
self to help serve others in the achievement of worthy purposes sets
the high standards by which the Young Men's Christian Association phy-
sical education leadership development program operates.“'“

Today leaders' clubs on a nationally earclled bastis are expanding
rapidly with enroliments at an ail-time high. Yet this trend must be
greatly accelerated to keep pace with the growing membership.

The strength of the leaders' club movement is found in careful
selection of members, maintenance of high standards, and sense of worth-
while service,

A club operates under its own officers and its own constitutfon
patterned after a recommended national constftution. Most clubs develop
meaningful induction ceremonies.

The standard leaders' program includes weekly meetings with
attention to the theory and practice of physical education, leadership,
health and fitness, and spiritual emphassis. As members grow in leader-

ship ability they assume more and more responsibility as volunteer

Nicar, Basic Physical )
' ork: Association

]kﬂarold T. Friermood and J. Wesley McVic ]
Education In The Young Menis Christian Association (New Y
Press, 1962}, p. h3.
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leaders, and the services they render are not restricted to the physica)l
department,

Since every club is different, no one program is prescribed.
Rather, a number of recommended electives are available, and the club
chooses from these or requests the privilege of conducting other
courses deemed more suitabie for their needs.

The Young Men's Christian Association Secretary should make sure
the club is organized to attract the best leadership in the physical
department. The charter members must have earned, through their skills,

personalities, and attitudes, the respect of those they wiil lead. The

training program must be challenging to maintain interest. 'Qrgani-

zation for training can, and often should, extend beyond a single

department or a singie association., ODistrict and area or state tratning

is broadening.n!%

The Leaders' Fellowship--When the jeaders! clubs were born, the

bulk of Young Men's Christian Association physical education was con-
ducted within the organized gym class program, which was largely calis-

thenics and aspparatus. Boys and young men joined gymnastic classes,
and for each piece of equipment there was a squad of members under a

leader. Such organization was ideal for gymnastic leaders, and most

Men's Christian
{tew York:

3SRaymond J. Williams, Developing Young F
Association Leaders for Physical tducation Service

Association Press, 195G4), p. B1.
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leaders® clubs accepted the teaching of apparatus and tumbling stunts
a5 a major responsibility,

Today the Young Men's Christian Association is much more com-
plex. It is Vcafeteria’ style, and all brochures list dozens of
activities. This change in some ways has affected the role of the
leaders! club, but what {s most significant is that the new program has
of necessity created an army of new leaders who in every sense are as
Toyal and dedicated and as voluntary as members of the leaders' club.
In these categories of leadership one thinks of the physical department
(although the National Leaders! Fellowship Plan embraces all members
and departments)!S as consisting of basketball, volleyball, track and
field athletics, gymnastics, wrestling, judo, handball, swimming, diving,
skin and scuba diving, badminton, weight training, archery, fencing,
instructors, coaches, and referees, not forgetting the physicians who
provide physical examinations services.

There are two major differences between leaders! c¢lubs and those
many others blanketed by the term "Leaders® Fellowship.®

1. leaders' clubs, for the most part, enroll those of younger
ages, and here the training of leaders in skill, techniques, and under-
standing is @ prime consideration. Leaders are being trained in order

to give service,

2. Most leaders of special interest, such as those mentioned

’6Fl‘iermood aﬂd ﬂCVfCal“, .O.EQ ‘EEE;" P 50'
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above, are already experts. They are experienced and have been trained
in specific activities. When a physical director needs a judo leader
he normally cannot take seweral weeks, months, or yeas to train an
instructor. He looks for a person of good character who has the ability
to teach and to lead. The Young Men's Christian Association uses dozens
and dozens of men and women of this type. (For this reason a long-range
leadership development program is important to prepare for future needs,
and leaders® clubs for boys and girls do this).

These are usually adult leaders in urban centers, but it is
difficult to find such mature volunteers who can give direct lTeadership
for one or two hours a week and in addition attend a weekly meeting of
a leaders! ciub. Personal counseling, special work sheets, orientation
bulletins, short-term intensive training sessions, and reference
material may take the place of club training meetings. But--and this is
important--they do need to receive recognition, to sense the fellowship
of leadership in the Young Men's Christian Ar;soci_ation, and to tangibly
realize that their services are appreciated. Therefore there is the
National Leaders' Fellowship procedure and plan of recognition.!7

A Young Men's Christian Associstion needs to consider in addition
to the day by day satisfaction derived by the member from serving, in
what way it can dramatize its recognition.

Several points should be kept in mind in setting up a system of

Yibid., p- 50.
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recogniticn.

Never use recognitions as an inducement to scrve.

Mever use rccocnitions as a threat over anyone serving.

Do not make recognitions soc large or sttractive that they
becare the primary rotive in servwing.

Take a look at each recocnition service as they might become
too expensive.

The recocnition should be well balanced in accordance with
the service rendered,!’

4

.

Some recocnitions used.

1. Emblem or Insignia--for identification with the associatiom.

2. Special Functions--credit given for work done at public
meeting or bapguets. _

3. Newspaper anc House write-ups--recognition for leadership or

special accomplishment.

4. Honor Rolls--placed in association building to honor those
completing a rajor service.

5. Free merbership--to physical education volunteers.

%. Five and Ten Year fwards--volunteer leaders given a pin after
this lencth of service. '

7. ilian of The Year! award--given to the lcading volunteer in
terms of service. _

3. Mames listed Publicly--names cof indivicuals are shown on
bulletin boazrds in recognition.'”

pecognition is an important part in honoring the valunteer leader

for a job well done. #s hunan beinas the volunteer lcader has the urge

of desire for the esteer of his fellow men or his supervisor. The desire

ray be satisfied by an approving glance, a friendly t'pat on the back" by

someane whose friendship he may covet. 1t may also appear in more con-

crete form as an invitation to join a club, or an advance in position.

13

reClow, L. L.y Volunteers for Class, Club and Cormittee
(Chicago: L. L. McClow, 1933), p. 32.

¥rbid.
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Recognition is indeed an important part in the life of a volunteer

feader.

QUESTI ONNAIRE -COMPARISCN CF BAY AREA YOUNG FEN'S
CHRISTIAN ASSCCIATION SECRETARIES REPLIES
WITH THOSE OF VOLUNTEER LEADERS

Guestionnaires {found in Appendix A) were sent to ten Young Men's
Christian Association Secretaries either related to physical education
or club program in the Cakland, Berkeley, and San Francisco Young Men's
Christian Association’s. These men were asked to provide a mailing list
of their volunteer leaders. All sent back their mailing lists totaling
eighty volunteers. The investigator mailed the second questionnaire
(Appendix B) to all eighty volunteers, receiving sixty replies.

In analyzing both sets of questionnaires there was a marked
difference in what benefits the volunteers said they received and the
benefits the "Y1 Secretaries presure that the volunteers do receive,
Cnly twenty of the sixty volunteers, or 33 per cent, thoucht that
recognition was a benefit, while nine of the ten Young Ments Christian
Rssociation Secretaries, or S0 per rent, thoucht recognition was a
strong benefit to the wvolunteers. Both groups agreed that a free
renbership was a strong benefit. The other benefits such as free gym

clothes, a locker in the physical department and use of other Young

i
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Men's Christian Association facilities were considered important
inducements to both program secretaries and volunteers.

The question on mativation seemed the same in both groups.
Fifty-nine of the sixty volunteers checked "'Interest In the sctivity®
as the highest motivating factor, and all ten "Y' Secretaries rated this
factor as highly motivating.

i fferences were marked though: for exarple one difference was
that 11 per cent of the volunteers listed tfavor for a Younq Fan's
Christian Association Director!' as high motivation, while 50 per cent
of the secretaries rated this factar high. Other differences tn roti-
vation between the two groups were ''to obtain a free mambership' where
only 5 per cent of the valunteers rated this high and 50 per cent of
the 'Y Secretaries rated this factor high, and “interest in the Younj
Ments Christian Association'' where 40 per cent of the volunteers rated
this factor high and 70 per cent of the secretaries rated this high.

All ten of the Young Fen's Christian Association professionals
help to the volunteer icaders

rated themselves very high on their own

while the leaders themselves had mixed reactions on the help they had

received. The main difference in this question was ithelping you plan

work,'t in which the volunteer leaders had 40 per cent no answers, while

the 'Y" Secretaries had only 20 per cent no answers. The other big

t “suggestions on teaching,” in which

but the

difference came on the statemen

the volunteers had 33 per cent no or no help answers,

P o
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secretaries had 100 per cent yes answers. Another marked difference was
"individual conferences,” where the volunteers had 25 per cent no help
answers, but only cne secretary stated that he did not have individual
conferencets for his leaders.

Thirty-three volunteer leaders or 55 per cent felt satisfied in
their specific role. Eleven were not satisfied and sixteen were
undecided. Four Young Men*s Christian Assoctation secretaries were sat~
isfied with their volunteer leaders, four were not satisfied and two
were undecided.

An observation from this questionnaire might be that Young Men's
Christian Association Secretaries and their volunteer leaders might need
to have better comnmunication through more individual conferences and
group training sessions. Also more personal help and recognition of
the volunteer might produce a better understanding of both the volunteer
and the Young Men's Christian Association Secretary.

A questionnaire (found in Appendix B) was sent to eighty volun~
teer leaders fn the Young Men's Christian Association's in Cakland,
Berkeley and San Francisco. Sixty volunteers related to the Young Men's
Christian Association as club advisors, physical education instructors,
and coaches replied ta the questionnaire. A majority of the volunteer
leaders served boys or both boys and men. One half of the volunteers
that responded were married. Volunteer leaders come from all walks of
life. Some occupations mentioned were 1ife insurance, teacher, painter,

sccountant, writer, student, truck driver, fireman and policeman.

o — | dr—— ™

SR— |

i o e o



A free membership was unanimous as the top benefit received by
the volunteer lteaders. Other high benefits were a furthering of their
own spiritual and health needs, use of other Young Men's Christian
Association facilities, and a locker in the physical department.

The main motivating factor was an interest in the sport or

activity itself. Other motivating factors were a desire to be of service,

and interest in the Young Men's Christian Association. A conclusion
from this questionnaire regarding motivation is that the Young Men's
Christian Association must offer the volunteer leader a job with an
activity or sport that the volunteer is interested in. Most people that
volunteer for the Young Men's Christian Association have a desire to
serve and have an interest in the Young Menis Christian Association.
Some other motivating factors listed by the volunteer's on the ques-
tionnaire were: fasked by a former instructor," "to educate personnel

in proper use of weight facilities," *wanted to keep a regular training
program," “challenge to develop attitudes in a competitive situation and
to develop basic skills in sports.”

The majority of volunteer leaders that responded said that they

spent from two to four hours a week as a volunteer. Others said that

they were required to spend a certain number of hours at their job, but

usually spent more.

The length of time served as a volunteer ranged from six months

up to six years, The majority of responses stated that the volunteers!

had two to three years of service as a volunteer leader,

— iy Y
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The majority thought that their cffort was worthwhile and that
they were accomplishing something as a volunteer leader. lost were
satisfied in their role as a volunteer leader but some were undecided
as to their satisfaction.

An overwhelming majority thought that they were adequately recog-
nized for their work as volunteer leaders in the Young Men's Christian
Sssociation. The two that answered no on this cuestion listed these
comnents; PHardly! favors which 1 do, exhibition, repair work, helping
out at functions are forgotten when I desire a favor in return.”
“There hasn't been any recognition at 211 by our ¢Y'' for the job we
have done !

In summing up this cuestionnaire one might say that the volun-
teer leader is motivated because of an interest in both the activity
and the Young Men's Christien Association, has a desire to be of
service, and desires to spend a certain amount of his time serving the
Young Men's Christian Association. The wvolunteer leader has a strong
loyalty to the Young Fen's Christian Association staff professional who
has provided training sessions, individuat conferences, explained the
prupose of the Young Men's Christian Association, and zccepted the
Continued follow-up between staff per-

jdeas of the volunteer leader.

sonnel and the volunteer is a must. Adequate recognition achieved by
individual conferences, award dinners, training sessions, committee

meetings, and personal recognition must remain and improve in order to

satisfy the necds of the volunteer leader.

e ¥



CHAPTER V11
THE CONCLUSIONS

Certain information of importance to the investigation was
uncovered 6uring_ the course of writing this paper which have implications
for the Young Men's Christian Association. The findings result from
personal experiences, reading of literature, and materials gathered
from the questionnaire used in the study.

This study has pointed cut some of the basic things in the area
of recruitment of volunteer leaders in the Young Men's Christian
Association. The study deals only with those volunteer leaders in pro-
gram production roles, such as club advisors, and leaders of aroups,
classes, or teams. Much of the theory and philosophy of recruitment
processes was analyzed in this study.

The tremendous growth of the use of volunteers in the Young
Ken's Christian Association is no accident. Tt fs the result of a need
for more skilled help and the shortage of paid Young Men's Christian
Association professionals. There are many reasons why people volunteer
their services to the Young Men's Christian Association., The most
comron reasons are interest in the Young Men's Christian Association,
interest in an activity, desire to be of service; and personal recog~
nition. More and more, people are devoting their leisure to volunteer
work.

There are many kinds of volunteers and many kinds of jobs, and
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it is a basic principle that volunteers shouid be placed on those jobs
for which their qualifications, background, character and temperament
fit. Any normal person regardless of his racial, religious, national,
educational or economic background can give valued service as a volun-
teer, whether he is skilled or unskitled.

In the training of professional and volunteer leadership, the
Young Man's Christian Association needs to take cognizance and make use
of new resources and techniques. This will invelve an understanding of
how human relations techniques contribute to the achievement of program
goals, of how change results from practicing improvement rather than
just reading about it, and the relationship of process to content.

Volunteer Jeadership needs to be carefully selected and trained
for competence in promoting, organizing and acdministering program and
interpreting the values in these program experiences.

Training geared to the needs of persons and consistent with the

organizational Tevel at which they are to function should be directed

toward helping volunteer leaders. For example, the Oakland Young Men's

Christian Association Youth Department volunteer leaders under the
direction of this investigator have met a number of times to discuss
problems, areas of concern and have discussed ways the Qakland Young

Men’s Christian Association can better train and supervise these

feaders. The morale and work production of these volunteer leaders

have increased significantly. Plans now are being organized for a

weekend training session at the Oskland Young Men's Christian

e s T
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Association Camp geared to the concerns of the volunteer leader and his
work at the Oakland Young Men's Christien Association.

Volunteer leadership needs to be carefully selected and trained
for competence in promoting, organizing and administering program and
interpreting the values in these program experiences.

It is the belief of the investigator that Young Men's Christisn
Association's should be aware of and include the following items perused
in this study in their relationship with volunteer personnel:

1. A philosophy and concept of Young Men's Christian Association
volunteer leadership must be gained by key laymen and staff, based on
an understanding and appreciation of the Young Ments Christian
Association as a lay movement and also the responsible roles both vol-
unteers and secretaries have in developing a partnership. The Young
Ment's Christian Association secretary needs to have enough personal
security and self -acceptance to permit volunteers to share responsibly

in this partnership.

2. A planned, complete, volunteer leadership developrnent program

must be fornuiltated. Plans should include each of the four aspects of
such a program, each of which must be worked at concurrently: {a)
Recruiting-enlisting; (b) Training-preparation; (¢) Supervising-develop-
ment; (d) Recognition-appreciation.

3. Volunteer leaders and secretaries must develop a workable
understanding of ideal Young Men's Christian Association lay leadership

through deliberate, cooperative study, exploration and discussion.
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L. Volunteers and secretaries should develop an organizational

plan (structure} supported by policy, within time and manpower iimi-
tations of the Association, which distributes responsibility and places
volunteers at significant tasks sufted to their abilities for specific

periods of time.

5. A concise job outline for each specific lay task with a clear

definition of the field of responsibility, skills needed, time required,
benefits gained, and services rendered should be developed,

6. The recruiting plan should consist of: (a) The goal-number of
volunteer leaders needed in reference to the nurber of tasks which need
to be done by such leaders should be determined; {b) A prospect list of
valunteers to be recruited should be developed; (¢) Adequate and helpful
information in a form which will aid intelligent enlistment of laymen
by laymen should be prepared; {(d) A plan for cultivation of volunteer
prospects should be developed; {e) The method for selling, to prospects,
the specific tasks for which they have needed skills and interests
should be planned.

7. The plan of a training and orientation program to help the

new volunteer; {a) To gain knowledge of his task; (b} To know his part

in the total Young Men's Christian Association operation; (¢) To exper«
ience and enjoy fellowship in the Young Fen's Christian Association work;
(¢) To develop personal identification with organizational goals; (e)

To experience price in partnership; (f) To learn from other volunteer

ﬂexperts L
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8. A recognition plan for volunteer leaders should be devel-
oped: (a) Geared to their maturity level; (b) As a continuing process
with peripodic highlights; {c) In the form of outer recognition pro-
gressively moving toward an inner assurance of significant contribution;
{d) Academic credit.

Blocks to a successful volunteer leadership program: {1) Lack of

understanding of the voiunteer leadership concept (on the part of both
volunteers and secretaries); (2) Lack of a plan {complete and detailed);
{3) Lack of intelligent enthusiasm and commitment to the volunteer
leadership idea; {4) Difficulties in attempting to use or adapt

exper ience from other Young Men's Christian Association®s; (5) Lack of
clear-cut staff assionment for thiz important tesky (6) Tendency to
resist change and perpetuate the status quo; (7) Inability on the part
of volunteers and secretaries to delegate important jobs and allow vol

unteers to do them.
RECOMMENDATIONS

On the basis of the present study it is the helief of the
investigator that the following suggestions may serve as guidelines in
the understanding of the role of the volunteéer leader in the Young Men's
Christian Associationt

1. It must be recognized that volunteer leaders can make
important centributions, but that the volunteer only supplements the

professional leader; he does not replace him,

TR P L
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2, 1In selecting volunteers, caution should be used. Get to
know the volunteer, his personality, and his abilities before accepting
his services. Careful screening is necessary. The quality of the vol- '
unteer is more important than the quantity. .
3. The volunteer nust be oriented to the procedures and the l
policies of the organization so that he may work within them. He must
be given not only information, but inspiration--a sense of loyaity, of
belonging.
L. The volunteer needs tu see specific objectives. The jobs he
is given to do must fit into a long-range pattern, but, at the same

time, must involve short-term successes and aims.

5., For best mutual satisfaction, the talents of the volunteer
g must be matched against the needs of the job; the tasks to be accom-
plished must be definite and specific. The enthusiasm of many good
volunteers can be killed by the tack of challenging and specific
responsibilities to which they can apply their energies.

6. Proper attention to assignment, training, supervision, and '
guidance must be given, if the volunteer {s to grow with his experience,
Training institutes, staff meetings attended by volunteers, individual
conferences, encouragement of attendance at professional conferences,
all are rewarded by more and better service from the volunteer.
According to the response from the questionnaire (Appendix B} volun~

teer leaders said that they needed better supervision.

i
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7. Volunteers should be included in the planning of assignments
end program events.

8. The contributions made by volunteers must be properly eval-
uated and recognized for satisfactory relationships. Recognition may
come in many ways.

9. COpportunities should be given for the volunteer to improve
and advance to greater responsibilities.

10. A good volunteer should not be abused by overwork.
NEED FOR FURTHER RESEARCH

On the basis of this study it appears that the need exists for
further research into the effectiveness of leadership training of vol-
unteer leaders in the Young Men's Christian Association. There is need
for research into the recruitment processes of board and committee mem-
bers in the Young Men's Christisn Asscciation. A prime need remains for
further research into the reles of the volunteer leader in the Young
ben's Christian Association. What role does he play? Should he be
paid or not? What work load shall a volunteer have? How can he best
be supervised? How much training should the volunteer receive? How
can the Young Men's Christian Association adequately recognize the
volunteer for a job well done? The Young Men's Christian Association
has a real opportunity to study the business field and to take a look
at the human relations aspect and retate how it can profit the Young

Fen's Christian Association.

o = e
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volunteers? Yes ~ & No. « 3 Undecided - §

APPENDIX A
QUESTICNNAIRE FOR Y.M.C.A. SECRETARIES IN THE
OAKLAND, BERKELEY, SAN FRANCISCO Y.M.C.A.'S

Responses
P. E. =3 Executive - 2
What is your function? . Program - 4 Camp - 1
' 1-15 (5)  31-85 (2)
How many volunteer leaders are working for you? 16-30 (2) 46-80 (1)
What specific functions do they perform:
A. Club Advisor 6 0. Coach b
B. Physical Dept. Instructor 7 E. Teacher 3
C. Stenographer 0 F. Other (Specify)
What benefits do they obtain from being a volunteer leader?
A. Free membership 7 D. Use of other YMCA facilities h
B. Free gym clothes 1 E. Recognition and awards 9
C. A locker in Physical Dept. 5 F. Participate on "Y't varsity -
team 3

What {in your opinicn) motivates the volunteer's in your department to serve
the Y.M.C.A.? '

A. Personal recognition E E. Interest in the YHMCA
8. Leadership development F. Favor for a YMCA Director __Z__,
C. Desire to be of service 7 G. To obtain a free membership -—éfﬁn

D. Interest in the activity 10 H. Other reasons (comment).

In vhat way do you as a professional staff member help your volunteer leaders?
. . Yes No s

A. Helping them plan their work 8

B. Provide training sessions -§w—

C. Individual conferences -§—n

0. Give them suggesticns on teaching To— —
e ——
P
—

=_3

.

e

—

E. Explained the purpose of the YNCA "
F. Support from total YMCA Staff —
L N
Do you have a pre-service training program? Yes .
_ o - 7
Do you have leader training sessions? Yes . 7 fio 3 T
Do you feel that your effort as a trainer of volunt - T
successful one? {comment) _ Yes -« 3 No ~ 2 S:Seé?ggzrs ?as been 5
- - i
——‘—“‘M

Do you feel the need for 2n area IeadErship trainj
ng Cconference
geared to

Are you satisfied with your volunteer leaders? yes . 4 _““"“‘*“‘“‘“-w-~*“~_~_

| N ek Undecided . 2
List any comments that you Nave regardipg your leaders gng
a a
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_ APPIHDIX B 23
QUESTICNNAIRE FOR VCLUNTEER LEADERS s

Ctub Advisors - 30 Coach -~ 10
tthat is your function? P. E, Inst, - 20
Boys - 24
If you are a group leader what age group are you serving? ben =~ & 30th - 20

20-25 (23) 356-Lo ( 2)

What is your age? 26-30 ( 8) A41-45 (12} L. Are you married? Yes - 30 to - 30
31-35 ( z; EZ up ( 3)

“hat is your occupation '

3. Vhat benefits do you obtain from being a volunteer leader?
(Please check any that pertain to you)

A. Free membership 60 E. Pay b
3. Free gym clothes ) F. Use of other Y.F.C.A, facilitics _&4J
C. A locker in Physical Dept. _55 G. Recognition and swarcds 20
0, Further your spititual and H. Participate on "Y' varsity tears _IZ
health needs 43
7. Yhy did you volunteer? (Check the ones that apply to you)
{Motivation)
Hich Average Low
A. For the personal recognition L 17 14
2. Lleadership development 16 10 L
C. Uesire to be of service 33 2C 2
L. Interest in the sport 59 i
E, Interest in the Y.k.C.A, 25 20
F. Favor for a Y.,M.C.A, Directer 7 5 18
5. To obtain a membership 3 11 12
H. Other reasons {(comment)
3. Are you willing to continue next yecar? Yes ~ 59 Eo -31 T
1 = P ] -
2. How many hours a week co you spend as a volunteer? 2 -35 & -10 6 -1
Vyr = 3 3yr - 11 5 yr - 3
13. How long have you been a voluntser Jeader? 2 yr =22 & yr - 7 6 yr -3
i1. Do you feel your effort is worthwhile? .
Very much 32 Nuch _12 _ Seme _ 156 Little
1Z. In what way have the Y.M.C.A. staff helped you? Ygg gﬁ

A. Helping you plan work

8. Suggestions on teaching 2k 20
. Provided added material ?f ?
D. Provided training sessions 43

£, Individual conferences L I%
. Support from Y.M.C.A. Staff QZ, 3
5. Accepted your ideas _ 4l E‘
H. Explained the purpose of the Y.M.C.A. LG 3

Yes - 33 Ko - il
Undecided = 15

Are you satisified in your roles as a volunteer Jeader?

rx?

Do you feel that you have been recognized adequately for your wo
(If not please comment)

Yos - 52 No., 2




99

APPENDIX C
CUESTIONNAIRE FOR Y.M.C.A. SECRETARISS
IN THE PACIFIC SOUTHM/EST 2Rt

ﬁesgonscs
) P. E. - 17 Executive - 4
that is your function? Program - 213 Cann -~ 3 -
:

o | 1-15 (12) 31-4s {4} Z71-7% (2)
How many volunteer leaders are working for you? 15-30 (15) L5-50 (%) 75-100(4) |
190-125 {0) 125-150 {2}

that specific functions do they performs:

A. Club Advisor 33 B. Coach 21}
‘3. Physical Dest. Instructor 13 E. Teacher 11
C. Stenographer g F: Other (Specify) - '
Yhat benefits do they obtain from being a wolunteer leader?
A. Free membership 23 3. Use of other Y¥CA facilitins ¥
8. Free gym clothes 3 E. Recosnition and awards 3
€. A locker in Physical Cept. 11 F. Participate on "Y' varsity

_ team 3
sthat (in your opinion) mctivates the volunteert's in your department to serve
the YQF’.C&A.?
A. Personal recognition 23 E. Interest in the YHCA 25
3. Leadership development 21 F. Favor for a YNCA Director 12
C. Desire to be of service 33 G. Yo obtain a frec nerbership i1
2. Interest in the activity &1 1. Other reasons {comvent)
In what way do you as a professional staff member help your volunteer leaders?

Yes No

A, Helping them plan their work 3 13
3. Provide training sessions 7 2
C. Individual conferences 43 _h
B. Give them suggestions on teaching 3 s .
E. Explained the purpeose of the YNCA b1 4 i
7. Support from total YNCA Staf ZJ 13
Bo you have a pre-service training prooram? Yes - 19 No = 25
Do you have leader training sessions? Yes - 30 %o - 13

S0 you feel that your effort as a trainer of volunteer lczders hzs been 3
successful one? [comment) Yes - 27 Mo - 29 Undecidnd - &

Do you feel the need for an area leadership treining confzrence ccared to voluntecrs?
Yes - 22 No - 15 Undecided - ©

Are you satisfied with your volunteer leaders? Yes - 28 1o - 8 Cannot decide - 3

List any comments that you have regarding your leaders and lezdership training.
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APPENDIX D
OBSERVATION BLANK
Class . Leader
Date Supervisor
Uery
Leader Good  Good Fair Poor

General appearance

Voice

Language

Safety precautions

Reports of equinment needs

Health Consciousness

Patience

Enthusiasm

Ability to locate needs

Helo to slower participants

Demonstrations used in teaching

Attendance record

Fotivation of group

Lroup control

Respect for persons

Democratic attitude

Folfow=-up after class

Requests for heln

Group

Enthusiasm

Particjpation.By all

Cooperation with leader and qrouns

Work in orderly interested classes
without horseplay

Help in p%énning program

Dzt= of last conference

Nature of last conference

I
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{Observation Blank, continued)

Details on specific situations, Comments and suggestions regarding
problems, or techniques these situations, problems er
technicues

Date of this supervisory conference:

Mext supervisory conference scheduled for:

Lo



Name

APPENDIX E

Date Filed

LEADER'S INFORMATION BLANK

Boy
Girl
¥an

Home Address

Home Phone

Business Address

Business Phone

Date of Birth

Age

Church Affiiiation

Married

Occupation

Chiidren

Boys Girls?_

Years in City

High School

Graduated

College

Graduated

¥ajor College Activities
Major Community Activities
Experience with group as a member or leader

Persons who know the lteader well

Close Associstes

legrees

Woman

FAJOR SKILLS

Has teaching skill - (
Has experience -~ - - {
Has interest - - - - {
ACTIVITIES

Committees - =~ « =~ - {
Archery - = - =~ « - {
Agquatics « = - ~ - « {

Swirming - = = - ~ {

Life Saving - - - {
Badminton - - - - - {
Basketball - - - - - (
Bag Punching - - - - (
Boxing = - = = = « = (
Calisthenics - ~ - - (
Conditioning - « = -
Fencing =~ - =.~ - = (
Gymnastics - « - - - (
Handball = « - = « - {(
Track = = = =« = = = (
Volleyball - = - - - {
Weight Lifting -~ - - {
Wrestling - = - - - é
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Comments

8
e s
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