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Volunteering policy

Working with youth development volunteers in
your organisation

Like youth development itself, volunteering is too important
to be left to chance. It must be actively and consciously
planned for and managed.

A well-prepared policy is critically important given the
fundamental role volunteers play in the delivery of youth
development programs and activities. A volunteering and youth
development policy is more than an expression of the
organisation s rationale for using volunteers. The policy
provides a public statement about the youth development
approach, the organisation s commitment to it and the way
volunteers uniquely contribute to this philosophy.

A volunteering and youth development policy needs to be
developed if a provider organisation does not already have one.
The principles and commitments described in the policy also
need to be evident in related policies and practices covered by
the other topics in this publication. If a provider organisation
already has a volunteering and youth development policy it is
important to review the policy and related policies regularly.

Evaluating the effectiveness of policies is part of striving to
achieve good practice in youth development. It is also an
important first step if a provider organisation wants to change its
organisational culture and adopt a youth development approach
to working with young people.

Key principles

•  Youth development overarching and underpinning principles
drive the vision.

•  The expressed values and beliefs are consistent with the
inclusive ethos of youth development.

•  Objectives and intended outcomes are clearly stated
systematically monitored and evaluated.

•  A participative ethos is reflected through the use of a
collaborative policy development process which involves all
stakeholders.
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Things to consider

Why do we need to write a volunteering and youth
development policy?

Youth development principles should be evident in all three
environments of policy, organisation and program. A
volunteering and youth development policy:

•  expresses a provider organisation s commitment to the youth
development approach, goals and methodology in a visible,
accessible and meaningful way

•  acknowledges the fundamental importance of volunteers to
its youth development programs and activities and explains
this simply and clearly

•  provides the basis for developing shared language and
understanding among staff, volunteers and young people
about youth development

•  guides strategies and actions within the organisation.

What should the policy include?

A volunteering and youth development policy should include
elements such as:

•  a brief description of the youth development approach as it
applies in the organisation - philosophy, values and goals

•  a statement of commitment to youth development

•  how the policy and the organisation s mission statement
work together (particularly where youth development is not
the organisation s core business)

•  why volunteers are involved, what kind of roles they play
and what volunteers can expect from the organisation

•  an acknowledgment of the value of volunteer staff to the
organisation and how they complement any paid staff

•  A Code of Conduct (standards for ethical behaviour,
including confidentiality, privacy, security and reporting).

A volunteering and youth development policy may also include
the following elements or refer to other policies that cover these:

•  recruitment and selection
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•  conditions of employment

•  induction, training and accreditation

•  equal opportunity and sexual harassment matters

•  occupational health, safety and welfare

•  industrial, grievance and disciplinary matters

It is important where volunteers are covered by policies written
for paid staff that these policies are amended to incorporate
specific statements about volunteers.

Are there budget implications?

Consideration needs to be given to the financial implications for
the provider organisation when engaging volunteers. Matters to
be considered include:

•  volunteer management or coordination

•  training

•  volunteer travel allowances, uniforms and out-of-pocket
expenses

•  additional rent, equipment, insurance and utilities
(electricity, gas, water, telephone).

Do we need a volunteer coordinator or manager?

Depending on the number of volunteers to be recruited provision
will need to be made for a staff member (paid or volunteer) to
manage volunteers.

•  The responsibilities, time commitment, skills and knowledge
required of the manager need to be considered and
incorporated into a new or existing position.

•  The position will be responsible for promote volunteering
and youth development, managing volunteers, and
monitoring and evaluation of the volunteer policy.

This topic is covered in detail in the next section.

Where should we start?

Provider organisations and programs adopt a variety of
approaches. Good ways to get started include:

•  looking at the policies of other organisations, particularly
those using the youth development approach
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•  obtaining resources on volunteering and youth development
— these often contain sample policies (refer to resources at
the end of this publication)

•  consulting with as many staff, volunteers and young people
in your organisation as possible in developing the policy -
discuss why you want to involve volunteers, what they
might do and any issues arising from their involvement.

Once you are clear about what will be included you need to:

•  write the policy in clear, plain English and keep it as brief as
possible

•  distribute the policy widely within the organisation and
make clear the organisation s expectations regarding
compliance

•  arrange to review and evaluate the policy regularly to ensure
that it continues to meet the organisation s needs and amend
as appropriate.

Having developed the organisation s volunteering and youth
development philosophy, values and goals, and defined these in
a policy, you need to develop a Code of Conduct.

Why have a Code of Conduct for volunteers?

Volunteers occupy positions of trust requiring standards of
behaviour that reflect provider organisation and community
expectations. A Code of Conduct defines these expectations.

Three broad elements underpin ethics and standards of
behaviour.

•  Integrity (the intent or meaning of your actions).

•  Respect (how you treat other people).

•  Accountability (responsibility for your actions and
decisions).

What does a Code of Conduct need to include?

Standards for ethical behaviour need to be expressed consistent
with provider organisation philosophy, business and culture.

This means that a Code of Conduct may look different in each
provider organisation or program.
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Why do we need a grievance policy and procedures?

A grievance policy and an appeal system are valuable tools for
dealing with unresolved issues. The process needs to be:

•  transparent (the process is known to all volunteers)

•  independent (involves an identified person not directly
involved in the matter to be resolved)

•  objective (focuses on events and behaviour not personalities)

•  consistent (the same process is used in each instance)

•  timely (implemented before working relationships
breakdown or harm occurs).

The organisation should aim to deal with arising issues within
the day-to-day supervisory relationship.

What about reimbursement of expenses?

Consideration needs to be given to reimbursing significant out-
of-pocket expenses or paying an honorarium for:

•  police checks, special driving licences and training

•  travel to and from place of volunteering and transportation
of young people

•  meals during the course of volunteering

•  postage and telephone costs (if working from home)

•  clothing or other equipment

•  entrance and admission fees.

It is important to develop and communicate a clear policy
regarding the expenses that may be claimed.

Are exit interviews useful?

Exit interviews provide an opportunity to inform the
organisation of any issues that have not previously been raised
or satisfactorily resolved. Information about external constraints
volunteers experience may also be provided and prove to be
valuable in future recruitment activities. A policy statement and
process for managing exit interviews should be developed to
ensure an objective and consistent approach.
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Succession planning

Ensuring the transfer of skills and continuity
of programs and activities

To ensure the viability and longer-term sustainability of
youth development programs and activities, planning for
the movement of volunteers within and out of provider
organisations needs to occur.

Planning is required to ensure continuity of and minimal
disruption to programs and activities when volunteers move
within and out of organisations and programs. Predicability of
ongoing youth development opportunities for young people is
also important. An assessment of the key skills likely to be lost
and require replacement needs to occur.

An awareness of directions in volunteering and volunteer
participation trends is needed to plan for organisational renewal
and optimise voluntary contribution. Volunteering tends to be
episodic in nature and fluctuates over the lifetime of volunteers
as changing responsibilities place time constraints on their
capacity to contribute.

The creation of leadership opportunities for young people is an
important part of youth development and needs to be
consciously considered in succession planning. Informal
opportunities allow the development of leadership qualities but
formal arrangements legitimise and publicly acknowledge
young people s success.

Key principles

•  Young people are encouraged and supported in taking on
leadership roles.

•  Mentoring and support is offered to new leaders.

•  Program leaders contribute to and help sustain robust local
community networks.

•  Policies that increase opportunities for young people to
engage with and contribute to their communities are
developed and implemented.

•  Service is sustained over a significant time and is subject to
explicit reflection.
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Things to consider

When should we begin planning?

Succession planning needs to become part of the ongoing cycle
of recruiting, selecting, inducting, training, recognising and
retaining volunteers in youth development programs and
activities.

A key consideration in each part of this continuous cycle should
be the creation of leadership opportunities for young people.

How can we predict how long volunteers will stay?

Having a good understanding of the needs, aspirations and life-
cycle stages of your volunteers will assist in assessing the likely
time each will spend with your organisation or program.

Developing a statistical profile from information collected about
your current volunteers will provide further insights.

Planned changes to the types of programs and activities offered
to young people will also enable an organisation to predict likely
changes in the number and type of volunteers needed.

Where do we start?

To begin planning for the movement of volunteers out of the
organisation, you need to have clearly identified the abilities,
skills, knowledge, qualifications and experience to be replaced.

In organisations where all volunteers undertake similar work
this may be easily identified by reference to job descriptions, the
selection criteria or training routinely provided.

In other organisations where a range of activities are provided
and volunteers are recruited with diverse abilities, skills,
knowledge and experience, identifying the key skills to be
replaced may require more detailed analysis linked to specific
programs or activities.
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Evaluation

Ensuring your youth development strategies
are effective and consistent

We evaluate all the time. Every time we choose, decide,
accept, or reject something we have made an evaluation.
It is important we examine our own practices and learn
from these experiences. Then we will have trust and
confidence in and feel empowered by our successes in
the process of continuous improvement.

When we talk about youth development having an inclusive
ethos, for example, this needs to be more than simply a
statement of principle aimed at conveying good intent. Having
made a statement of intent it is important that we ensure our
strategies and actions achieve what we set out to do. We need to
be able to identify our success in making good practice in youth
development a reality in our programs and activities.

Evaluation is a continuous process of asking questions and
reflecting on the answers to enable ongoing review of your
strategies and actions. The framework of principles for good
practice in youth development and the associated indicators
provide us with the tools to evaluate how well we are doing.
This allows us to celebrate and replicate our successes as well as
identify areas in which new strategies can be generated and
improved outcomes achieved for young people.

Key principles

•  Positive youth development is used as the starting point for
program evaluations.

•  All policies and practices are subjected to regular and
rigorous evaluation as part of the process of striving for good
practice.

•  Partnership structural and operational arrangements are
included in the evaluation process.

•  All organisational members participate in self-assessment,
reflective practice and/or continuous improvement
processes.

•  Strategies to address barriers that may unintentionally
exclude groups are specifically included in evaluation action.
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Things to consider

Why evaluate?

Every time we choose, decide, accept, or reject something we
make an evaluation. It is something we do informally every day.
The evaluation process allows a provider organisation to:

•  gain insight or knowledge (from own programs and
activities or from those of other organisations — to assist in
the design of new programs or innovative approaches)

•  improve how things get done (improve current quality,
effectiveness, efficiency or capacity for replication)

•  determine what the effects of the program are (the extent to
which the program achieves longer-term goals like
inclusiveness or increased participation)

•  affect those who participate in it (eg empowerment,
increased connection with community, professional
development, organisational growth or change in
organisational culture).

If a comprehensive review of programs and activities is planned,
an organisation needs to be clear about why it wants to
undertake an evaluation and what it hopes to achieve.

What areas will be evaluated?

Evaluation takes place in three key youth development
environments:

•  policy

•  organisation

•  program

It is important we examine our own practices and learn from
these experiences. Evaluation is part of the cycle of continuous
improvement.

What criteria should be used?

The framework of principles for good practice in youth
development and the related indicators need to be applied to
assess an organisation s success. The following examples
provide ideas on how these could be used in organisation and
program environments:
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•  identifying the extent to which the framework of principles
for good practice in youth development is evidenced in
recruitment, selection, induction, training, recognition,
retention and succession planning initiatives (see Key
principles  in preceding sections)

•  demonstration of a positive youth development approach and
an inclusive ethos in the design and delivery of programs
and activities for young people.

What happens in an evaluation cycle?

Evaluation is a continuous improvement process with a number
of activities that are repeated:

•  reflection (thinking about what you have done)

•  planning and design (deciding what to do and how to do it)

•  researching the information (getting what you need to
achieve your goal)

•  feedback, analysis and drawing conclusions (consideration
of what you have done well and options for change)

•  putting results into practice (repeating the parts that work
best to achieve good practice in youth development)

•  starting all over again (restarting the cycle).

This cycle of activity can be applied to a specific program or an
organisational activities such recruitment, selection, induction,
training, recognition, retention or succession planning.

How will evaluation be conducted?

Two broad types of evaluation are an audit review (checking
that you are doing what you set out to do) and an open inquiry
(asking what, why and how you are doing things). These
processes may be conducted independently or in tandem. You
may find the following helpful in deciding how to proceed:

•  conducting a parallel process increases the chances of valid
results

•  a full audit against objectives is best conducted on an annual
basis or even every two or three years to overcome
unnecessarily time use

•  make public statements about the provisional or
developmental nature of the framework for good practice
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•  work with a range of stakeholders, including young people
and parents, to identify issues that are not yet in the public
view

•  remember that the more innovative the program initiative,
the longer it will need to prove itself.

Information from minimum demographic data sets plays an
important part in quantifying aspects of program delivery. This
supplements the evaluation of qualitative aspects using the
framework of principles for good practice in youth development.

What are the indicators of a good evaluation process?

The success and relevance of an evaluation process can be
assessed using the following indicators:

•  it remained relevant to the framework of principles for youth
development

•  it respected the views of all stakeholders and did justice to
them

•  the process used a developmental approach that enabled new
learning and broke new ground

•  the results proved useful in fulfilling the goal of good
practice in youth development

•  it produced the desired action and then the evaluation cycle
commenced again.

How can we encourage a culture of evaluation?

Suggestions for encouraging an evaluation culture include:

•  daily informal personal reflection on practice

•  structured time each week for personal review

•  weekly team reviews

•  monthly team meetings to debate challenges and brainstorm
ideas

•  annual what-have-we-achieved-to-date  and where-are-we-
heading-next-year  discussions

•  specifically target evaluations focussing on particular
aspects of practice or activities.
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Conclusions
Matching youth development program requirements and the
needs and skills of volunteers requires the crafting of policies
founded on youth development principles. Sound policies need
to underpin volunteer management in provider organisations,
programs and activities.

It is important that youth development organisations and
programs develop and communicate a sound policy on
volunteering and youth development. This necessarily requires a
clear understanding of the nature and context of volunteering
and how volunteers can best contribute to an organisation or
program.

Good practice in volunteer management, health and safety,
recruitment, selection, induction and training and in recognising
the contribution volunteers make flows from a clear
understanding and consistent application of the framework of
principles for good practice in youth development.

Visionary leadership and sound management of volunteers is
required to ensure a positive, healthy and safe environment for
volunteers, paid staff and young people.

Provider organisations and programs successfully meeting these
challenges will be rewarded with increased satisfaction among
volunteers, higher levels of retention, sustainability of programs
and activities, and improved outcomes for young people.

A critically important part of meeting this challenge is the
creation of leadership opportunities for young people and the
provision of appropriate support, training and visible recognition
of achievements and contributions.

Recognition will have greatest meaning where this occurs both
in provider organisations and programs, and in the community
thus building stronger connections between young people and
their communities.

Ongoing evaluation of strategies and actions allows provider
organisations and programs to celebrate and replicate successes
as well as identifying areas in which new strategies can be
generated and improved outcomes achieved for young people.
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The process of continuous improvement also provides
opportunities to strengthen and extend the youth development
approach and make it a new tradition in the 21st Century. This
cannot happen without the commitment of volunteers and the
enthusiasm of organisations and programs.
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Useful volunteering websites

Organisation Web address

Australia

Australasian Association of Volunteer
Administators

http://www.aava.asn.au

Australian Bureau of Statistics http://www.abs.gov.au

Australian National University SurfStat statistical
concepts

http://www.anu.edu.au/nceph/s
urfstat

Australian Volunteers International http://www.unv.org

Community building and volunteers http://communitybuilders.nsw.g
ov.au/builder/volunteering/

International Year of Volunteers http://www.iyv2001.net/index.
html

Volunteering Australia Inc. http://www.volunteeringaustral
ia.org/

Volunteering ACT Email:
volact@goldweb.com.au

Volunteering NSW http://www.volunteering.com.a
u

Volunteering NT Email:
volunteering_nt@yahoo.com

Volunteering Queensland Inc http://www.powerup.com.au/~v
olqld

Volunteering SA http://www.volunteeringsa.org.
au/

Volunteering Tasmania Email:
volunteering.tasmania@tassie.n
et.au

Volunteering Western Australia http://www.volunteer.org.au

International

Association for Volunteer Administration http://www.avaintl.org
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Electronic Journal of Volunteering http://www.e-volunteerism.com

International Association of Volunteer Effort http://www.iave.org

United Nations International Year of Volunteers http://www.iyv2001.org

United Kingdom

National Centre for Volunteering http://www.volunteering.org.uk

Henry Stewart Publications and Online Journals http://www.henrystewart.co.uk

NetAid Online Volunteering http://app.netaid.org/OV/index
_html

Action Without Borders volunteering opportunities http://www.idealist.org

e-Volunteer Online Volunteering http://www.evolunteer.co.uk

Smart Change Volunteering http://www.smartchange.org

Home Office UK Government http://www.homeoffice.gov.uk

Virtual Promise (how charities use the Internet) http://www.virtualpromise.net

United States of America

Bureau of Justice Administration Evaluation http://www.bja.evaluationwebsi
te.org

The Virtual Volunteering Guidebook by Susan Ellis
and Jayne Cravens

http://www.energizeinc.com/

Canada

Volunteer Canada http://www.volunteer.ca/volunt
eer/index.html

New Zealand

Community and Government: Building Strong and
Respectful Relationships

http://www.mosp.govt.nz/volun
tary/index.html
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Appendix 1

FRAMEWORK OF

PRINCIPLES FOR GOOD PRACTICE IN YOUTH DEVELOPMENT

Good practice in youth development calls

 for a COMMITMENT to the

OVERARCHING PRINCIPLES

of

EMPOWERMENT and CONSCIOUS ENTERPRISE

which are embedded in the

 UNDERPINNING PRINCIPLES of

1. Strengths based, positive youth development as the foundation for policy and
program development.

2. Participation of young people in all levels of planning and decision making.

3. An inclusive ethos.

4. An experiential model of learning that builds on capabilities and skills while
maximising opportunities for fun and recognising age and developmental phases.

5. Respecting community voice and identity.

6. Encouraging communities to value and engage young people.

7. Partnerships.

8. Quality outcomes.

9. Encouraging and respecting choice.

10. Recognising the contribution of all stakeholders.

11. Promotion that is ethical, honest and non-patronising.

12. Providing opportunities for service to the community that are meaningful for
both young people and the community.

13. Maximising formal and community recognition of learning outcomes.

14. Strengthening the interconnectedness of social networks.

Source: Ausyouth (2001) Good Practice in Youth Development. A Framework of Principles - A
Discussion Document, Adelaide, Ausyouth,
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Appendix 2

DEFINITION AND PRINCIPLES
OF VOLUNTEERING

Definition of formal volunteering

Formal volunteering is an activity which takes place in not-for-profit
organisations or projects and is undertaken:

•  to be of benefit to the community and the volunteer

•  of the volunteer s own free will and without coercion

•  for no financial payment

•  in designated volunteer positions only

Principles of volunteering

•  Volunteering benefits the community and the volunteer.

•  Volunteer work is unpaid.

•  Volunteering is always a matter of choice.

•  Volunteering is not compulsorily undertaken to receive
pension or government allowances.

•  Volunteering is a legitimate way in which citizens can
participate in the activities of their community.

•  Volunteering is a vehicle for individuals or groups to
address human, environment and social needs.

•  Volunteering is an activity performed in the not for profit
sector only.

•  Volunteering is not a substitute for paid work

•  Volunteers do not replace paid workers nor constitute a
threat to the job security of paid workers.

•  Volunteering respects the rights, dignity and culture of
other.

•  Volunteering promotes human rights and equality.

Source: Volunteering Australia (2002) Definition and Principles of Volunteering, available
http://www.volunteeringaustralia.org/




