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CHAPTER I 

INTRODUCTION 

In every community and every state across the 
country, we need a program of voluntary acti on by 
the people - - many problems can be tackled right 
at home, human and social problems like education, 
mental illness, traffic safety , urban decay, crime , 
delinquency , and family deterioration, through the 
organization of voluntary effort. Nothing can melt 
such human and social problems faster than the will­
ingness of one individual to involve himself volun­
tarily in helping another individual overcome his 
probl ems . 1 

This quotation from George Romney illustrates the 

challenge to the voluntary sect or to solv e the problems 

of mankind . The growing tax revolt makes this challenge 

especially strong . Citizens are tired of big government 

and big governmental expenses . Duties which traditionally 

were handled by the family , the church , and the community 

were gradually taken over by government. In attempts to 

streamline government, many of these services will have to 

be returned to the voluntary organizations. It becomes 

patently clear that in order to meet this challenge, volun­

tary organizations will have to rely on highly motivated , 

dedicated leadership . The immediate question t o be consid­

ered in answering this challenge is how to make the leader-

ship the boards of directors -- of voluntary organizations 

as strong and responsible as possible; how to motivate their 

involvement to obtain the optimal benefit for the community . 

1 
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It is the thesis of this project that it is important 

f or voluntary organization board members to be fully informed 

and involved in their organization in order to discharge their 

duties effectively. There are two major reasons for asserting 

this thesis : a) participation by citizens on the board is 

beneficial to the individual , the organization, and society ; 

and b) the board must be active, knowledgeable and attend 

meetings because of its legal responsibilities. The first 

proposition of this thesis will be developed quite extensively . 

It is essential to remain cognizant of the second proposition , 

although it will not be developed as fully here . 

This project will deal first with a survey of the liter­

ature regarding duti es of the board , the benefits of citizen 

participation, and theories of moti vation and invol vement . 

The second half of the project will be a summary of the data 

collected by interviewing leaders in the St . Louis community 

regarding their motivations for participation and involvement 

on voluntary organization boards. The research portion of the 

paper is intended to uncover some of' those factors motivating 

an individual to choose a particular organization and become 

involved . 

Before entering into other aspects of the project, it 

seems appropriate to define the concept of voluntary action 

and voluntary organizations . Payne and Reddy have one defini­

tion: 

Voluntary formal organizations are thos e which a 
person may or may not join d epending upon his 
choices and decisions, even though in given situa-
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tions there may be considerable pressures toward 
joining . • . one becomes and remains a member by 
virtue of some action on his part, not simply by 
birth or other factors over which the person has 
no control . It is understood that a member has 
some control over the amount or intensity of his 
participation in such organizations, with the 
consequence that his degree of involvement aside 
from simple membership is also voluntary and 
depends on his action . 2 

This definition seems well suited to the needs of this paper 

as it underl ines the freedom members have in choosing their 

degree of involvement . 

Manser and Cass echo a similar sentiment when they say 

that the essential element in voluntary action is "responsible 

freedom: freedom to act in accordance with one ' s own will or 

choice, not from constraint , and independent of the government. "3 

Freedom of choice and thought seems to be the greatest lesson to 

be learned from voluntary action . Obviously, the concept of 

what voluntarism means is quite complex and defies a definite 

description. Free choice and participation are not lessons 

taught in most schools or practiced in many workplaces . Yet 

this is the philosophy that this country was founded on and on 

which it still stands. Skillful participation , especially , is 

one of those things that is difficult to achieve if it is not 

regularl y practiced . Voluntarism adds a special dimension to 

an individual ' s choice. Generally individuals receive no income 

for their efforts . The pressure of fulfilling basic safety and 

comfort needs is not present in this decision . The choice in­

volves observation of a societal need and working to remedy that . 

Voluntary organizations offer citizens free choices and 

chances to participate. They offer individuals chances to make 
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decisions and to test their abilities , whether they be political 

or technical . They give citizens choices whether or not to join 

and to choose their depth of participation and commitment . This 

practice at using freedoms is one of the most important learn­

ings voluntary action can teach . Voting, the traditional exer­

cise of citizenship rights , once every four years does not give 

citizens that opportunity to practice their freedom . 

Another part of the Manser and Cass definition of volun­

tarism involves ''(t)hose activities of individuals and agencies 

arising out of a spontaneous, private effort to promote or ad­

vance some aspect of the common good, as this good is perceived 

by the persons participating in it . 114 This is significant to 

the di scussion because it is important to understand why people 

volunteer. As this definition and others say - - people want to 

do good . They want a role in promoting the common good. Volun­

tarism has played a special role in the United States by being 

in the forefront of determining and observing n eeds in the com­

munity and then figuring out ways to solve those problems . 

It has often been the vision of the voluntary sector, 

both of its individuals and organizations, that has given law­

makers the direction to shape society. Lawmakers and other 

leaders in this country are nothing more than citizens with a 

special commitment and skills . Where have the lawmakers l earned 

these skills? Many have had practice in voluntary organizations 

at using their freedom to participate and choose . They have 

practiced the skills necessary for initiating and implementing 

change. 
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Perhaps not all volunteers will be lawmakers , but not 

all change is made by the lawmakers . In a democracy, each 

citizen has the responsibility to make her voice heard and 

work for change . Without practicing skills and exercising 

rights , the voice of the citizen can become weak and ineffec­

tive . Society needs a forum for learning and practicing the 

skills of participation in society . Voluntary organizations 

offer that forum . 

Voluntary organizations are not unique to the American 

scene. They are , however, essential to its health . The po­

litical system has grown large and very complex. Voluntary 

organizations offer the individual a way to enter that system , 

work with others, and effect change and the future of the 

community . This applies to the hospital volunteer seeking 

to have some effect on the health needs of the community or 

the president of the school board -- both are seeking some way 

to choose the course of the future and to participate in com­

rouni ty l ife. 
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NOTES 

1Ronald Lippitt and Eva Schindler- Rainman , The Vol unteer 
Community , 2nd ed . (Fairfax , VA : NTL Learning Resources Corp . , 
1975), p . 15 . 

2Raymond Payne, Barbara Pittard Payne, and Richard D. 
Reddy , "Social Background and Role Determinants of Individual 
Participation in Organized Voluntary Action", Voluntary Action 
Research (Lexington , MA : Lexington Books, 1972) , p . 207 . 

3Gordon Manser and Rosemary Higgins Cass , Voluntarism 
at the Crossroads (New York : Family Service Association of 
America , 1977), p . 14. 

4Ibid. 



CHAPTER II 

THE VOLUNTARY SECTOR --

ITS PLACE, FUNCTION , AND BENEFITS 

The thesis of this paper states that citizen partici­

pation on the board of a voluntary organization is beneficial 

to the individual, the organization , and society . A r eview 

of the literature indicates that there is no better way of 

motivating citizens to participate than by allowing them to 

do so . This chapter will examine our thesis about citizen 

participation and the values it has for the individual citizen , 

the organization , and society . 

Benefits to the individual 

As the thesis states , citizen participation on voluntary 

boards is important ; this is because it teaches individuals 

that they can be politically effective. Our society today is 

so large and complex that i t is difficult for individuals to 

comprehend it , much less find a place in which to participate. 

Even at the local level , cities are large and require sophis­

ticated political skills of those who participate . Voluntary 

organizations play a vital role for the individual by giving 

her a group small enough so that she can find a place to enter 

the system. Participation by citizens is the keystone in a 

democracy. Association and. participation with others have 

many demonstrable benefits for the individual. 

7 
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There is no question that government in modern society 

is large and complex. Budgets and gross national products 

in the trillions are not appropriate arenas for the politi­

cally naive . But where does the individual go to learn how 

to participate in government? J. S. Mill has argued that a 

democratic form of government is of no use if the individual 

does not know how to participate. He bel ieves that learning 

to use the rights of citizenship can only take place by par­

ticipating at the local level . 1 

At the local level an individual has many more oppor­

tunities for learning about democracy. Decisions at this 

level most immediately and directly affect her life and that 

of her family. It is also at this level that she stands a 

much greater chance of being elected to some local body and 

actually entering in the decision- making process. It is , 

then , through this sort of participation that the individual 

acquires the skills to participate in larger spheres. 2 A 

good example of learning political skills comes from one of 

the respondents to the interview segment . This young person 

became a member of the Jaycees and worked his way through 

their political system to be elected president of the local 

chapter. He then transferred this learning to a race for the 

city council where he became a councilman and was later named 

mayor pro tern . He attributes his ability to maneuver in the 

political system to t he skills he learned in the voluntary 

organization. 

Industry and voluntary organizations can provi de indi­

viduals just such a chance to participate on a "l ocal'' level . 
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Generally these organizations or subsections of them are 

small enough that the individual may find some role to 

play and have some voice in decisions affecting her future 

within the organization. They also give the individual a 

chance to practice her skills and obtain some degree of 

political acumen. 

When individuals participate in organizations they 

must soon learn cooperation with other members or the 

organization falls apart . The need to deal with consumer 

problems has forced cooperation among many divergent groups. 

An example of such cooperation was found in a project by 

the Missouri Publ ic Interest Research Group (MOPIRG) that 

studied the prices of prescription drugs . Many older volun­

teers were used in the study. The result was that students 

working with MOPIRG became acutely aware of a major problem 

of older persons and the poor -- the high cost of health care ; 

and the older volunteers sensed a caring attitude and a sense 

of purpose in the young volunteers whom they had previously 

considered rather shameful because of their long hair and 

beards . These two groups found that they needed each other 

and that mutual goals - - alerting all citizens to the magni­

tude of the prescription price probl em -- could only be solved 

through their cooperation . 

Rousseau observed that the individual finds that she2a 

has to take into account wider matters than her own immediate 

private interests if she is to gain cooperation from others.3 
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Rousseau said : 

since men can by no means engender new powers , 
but can only unite and control those of which they 
are already possessed , there is no way in which 
they can maintain themselves save by coming together 
and pooling their strength in a way that will enable 
them to withstand any resistance exerted upon them 
from without . 3a 

This has very wide and subtle effects. De Tocqueville felt 

that only cooperation of this sort could enlarge the heart 

and develop the human rnind . 4 Rousseau also thought that by 

learning cooperation men would come to vi ew public interests 

as their own and feel little conflict with their demand be­

cause of the benefits of cooperation . In the Social Contract 

Rousseau said : "By dint of being exercised, his faculties will 

develop , his ideas take on a wider scope , his s entiments become 

ennobled, and his whole soul be .. . elevated . . . . .. 4a When the 

individual has a voice in collective decisions, she seems to 

feel less need to rebel against them . 

This cooperative spirit is spawned out of the interaction 

with others. By having to cooperate with individuals, probably 

different from herself, the individual is forced to widen her 

horizons. 5 Hausknect says , "affiliation with an association 

acts as a bridge between the immediate situation of the individ­

ual and the wider community and society. 116 In other words, when 

an individual cooperates with others to accomplish some goal she 

must take into account viewpoints , cultures, and prejudices dif­

f erent from her own in order to survive , thus widening her view 

of the world and giving her insight into others' thinking . It 

is by exposing the individual to this diversity of backgrounds, 

or heterogeneity , that voluntary organizations serve another 
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important function -- perhaps more so than any other endeavor. 

Stenzel and Feeny give an exampl e of this benefit when they 

describe a youth service project conducted by the Girl Scouts . 

Teams of girls from several countries worked with handicapped 

children on a project sponsored by The New York University -

Bellevue Medical Center . The girls learned the skills necessary 

in dealing with the handicapped , but they a l so l earned much 

about people different from themselves -- both culturally and 

physically. Stenzel and Feeny comment , "the experience . .. can­

not help but prepare for future active and intelligent citizen 

participation in community , nation , and world. "? This concept 

will be explored further under the benefits to society. 

Heterogeneity among members of a voluntary organi zation 

i s often an ideal , however . This is particularly true in orga­

nizations where member s propose other members -- which often 

tends to promote homogeneity and like thinking. Even among this 

sameness of background, economics, and other factors , though, 

there is a difference of personalities. Learning to work with 

others toward a common goal is an educational experience . 

Individuals participate in voluntary organizations because 

they want to , generally , not because they a r e forced to . They 

act out of their hearts and emotions. Usually , each has a per­

sonal stake in t he outc ome . Individuals l earn cooperation in 

voluntary organizations because they have often invested much of 

thems elves in the organization and n eed the assistance of ot hers 

to reach their goals . These learnings can come about in several 

ways : from having to consider others ' choices , a broader range 

of opportunities and alternatives is thus opened t o each individ­

ual and consequently a great er chance of finding the most ful-
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filling option is provided; from having a greater diversity of 

experiences there may occur a raising of the threshold of toler­

ance for ambiguity -- making it easier to live in this complex 

world ; final l y, from working on her own , an individual may real ize 

that her choice of options can be quite limited and that she does 

not have the chance to learn and profit from the experience of 

others - - thus not developing and widening her horizons . This 

represents a l oss to society of benefits that must dep end on the 

cooperation and inter action of diverse groups . 8 

By cooperating and working together in an organization , 

the individual has an opportunity to carve out her place in 

society and to develop her feeling of bel onging. In our diverse 

and complex society , voluntary organizations provide places for 

individuals to affiliate and become part of society . 9 

Participation in organizations teaches individuals politi­

cal skill s , helps them learn cooperation and gives them an af­

filiation in soci ety . But perhaps more important than any of 

these, participation gives individuals a sense of what i s called 

political efficacy or a sense of political competence . Pate-

man describes this as "the f eel ing that individual political 

action does have or can have an impact on the political process , 

i.e. that it is worthwhile to perform one ' s civic duties . 11 10 

She further states that individuals who have this sense are more 

likely to continue participating. They also feel more effective 

in other areas of their lives and in their ability to d ea l with 

the world . Rousseau thought this sense of political efficacy 

arose from the decision- making process that gave an individual 

a feeling of control over her life and environment. 11 
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It is in the realm of increasing that sense of personal 

efficacy that voluntary organizations can have a significant 

impact on individuals . Because the individual has a greater 

opportunity to participate and make decisions affecting her 

life , she is apt to feel a strong sense of political efficacy 

and have a greater urge to participate . She also has learned 

skills that will allow her to be more acti ve in wider political 

spheres and in society at large. 

This sense of efficacy is i l lustrated in many studies . 

Naylor relates the psychological benefits of participation to 

the individual when she says : 

Many of us feel guilty unless we are engaged in an 
activity which can be justified as worthwhile. A 
volunteer job eases some of the pressure which builds 
up when we have a lot of leisure time on our hands , 
or when our means of livelihood i s not cl early con­
tributing to the general welfare . 12 

Participation in voluntary organizations increases the individ­

ual ' s sense of effectiveness and ability to make a difference . 

Holzberg, Knapp, and Turner found that students s erving 

as volunteers in a companionship program at a local mental 

hospital developed a sense of personal competence and efficacy 

as a result of successful accomplishment . 13 Sills found that 

volunteers who participated in the March of Dimes stated that 

they received satisfaction from being able to accomplish short­

term goals which they helped to set . 14 

Thus , citizen participation on a local level and in volun­

tary organi zations builds up a sense of cooperation , gives the 

individual an active role in society , and a sense of personal 

eff ectiveness and efficacy . Joint decision- making exposes the 

individual to a heterogeneity of opinions , thus widening her 
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horizons and giving her a f eel ing of some degree of control 

over her life and envi ronment" 

Benefits to the organization 

At the organizational level many benefits which accrue 

to the individual also aid the organization . Organizations 

which promote participation of their members, particularly at 

the decision- making level , can expect a greater sense of p ersonal 

efficacy for the individual and therefore as a resul t greater 

efficacy for the organization . The sense of cooperation and 

social integration also ben ef its the organization . 

Legitimacy is a special benefit to organizations that 

arises from citizen participation. Conrad and Glenn remind 

readers that "[B] oard volunteers give us a right to exist as an 

organization . 111 5 That citizens agree to work for and support 

organizations gives voluntary organizati ons their only right to 

be in the community. This is a very special trait of democraci es. 

Instead of i nsti tutions being thrust on communiti es , and commu­

nities being forced to support them, in a democracy each organi­

zation must earn its right to be a part of the community . Citizen 

participation in organizations gives those organizations the 

"consent of the governed . 1116 

In the United States citizens have traditionally banded 

together around issues of concern to them . If the schools are 

not good, or the roads are bad, or a new hospital needs to be 

built, citizens voluntarily join together to try to cure the ill 

and further the quality of life . In a democracy, each individual 

i s in some way a trustee of the public good . Of benefit to orga­

nizations, this trusteeship ensures community backing and support 
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of those issues the public adopts as essential and beneficial 

to its good . 

Widespread citizen participation i s indeed essential to 

the health of organizations . By inviting publ ic participation, 

the greatest diversity of points or view can be used in planning . 

It is important that l eaders and pl anners have the input of the 

users of a service or facility so that they might learn the needs 

of users and what they see as important before instituting waste­

ful or unnecessary service that the community may not support . 

The value of citizen participation to the organization 

cannot be over- emphasized. If citizens are not involved in and 

willing to support voluntary organizations , they could not exist . 

Voluntary organizations depend on concerned citizens to get the 

job done. Without that community interest and support , these 

organizations cannot do their job. 

Benefits to society 

The value of citizen participation in society is wide­

spread . In detailing this effect , David Horton Smith ' s cate­

gories will be used. Smith believes that the voluntary sector 

has tended to provide the social risk capital of society . The 

voluntary sector is free of constraints imposed on the other 

sectors , such as the need to show a profit and maintain control , 

so that groups or individuals can act out of commitment to an 

idea or value without waiting for sanction. Conrad and Glenn 

quote John Gardner: "For however active government may be in 

volume of activity of dollars, it is still the voluntary orga­

nization which has the resolve , the flexibility , the dynamism 
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t o insur e our American way of l i f e will continue t o grow and 

that its benefits will be shared by· all its citizens . ,. l 7 

Chapman and Pennock provide an example of how the volun­

tary association provided such social risk capital and succeeded. 

In the case of educational television, the voluntary associa­

tions were able to hold bef or e society a possibility it did 

not know even existed . 18 

In almost every field, it is the voluntary organization 

that has l ed the way . By their very nature, voluntary organiza­

tions a r e not hel d down by the same rules and demands of other 

organizations. I t is often only when an "exper iment" succeeds 

and i s accepted that profit- making or governmental institutions 

take over . 19 De Tocqueville argued for the role of voluntary 

organizations in this way : "A government can no more be com­

petent to keep alive and to renew the circulation of opinions 

and feelings among a great people than to manage all the specu­

lations of productive industry. 112° From this it can be con­

cluded t hat t he gener ation of n ew opinions and ideas should not 

be l eft t o government. Because new ideas may not always be 

profitable , they do not fall into the realm of i n dus try . With 

its diversity and lack of f ormal constraints , the voluntary 

sector is an ideal proving ground f or new ideas and methods . 

A second value of t he voluntary sector i s that it provides 

moral and ideological leadership . Voluntary organizations a r e 

oft en in the forefront calling into question exist ing institu­

tions and acc epted social definiti ons . O'Connell states this 

point quite eloquently : 

In a world just thirty year s removed from the 
slaughter of s ix million Jews , and s t ill rampant 
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with diseases and other indignities of the 
vilest form and breadth, there is room f or 
concern and caring, charity and volunteering. 
Indeed in this still young democracy there is 
total dependence on citizen determination to 
preserve the freedom so recently declared and 
to extend it to all . 21 

Voluntary organizations serve society by being the voice of 

conscience , the voice of the people . The voluntary society 

is constantly approached by those people and groups who see 

a better tomorrow, a brighter day in change. Because of their 

smaller scale, voluntary organizations have long served as 

forums where all members could have a voice in policy . How­

ever , some voices have more power than others -- the president 

as opposed to the new member, the .men over the women, white 

over black . So , the equal sharing of burdens and benefits 

that Rousseau saw as a value of the participatory process 

is not always a reality . 

Voluntary organizations have challenged society ' s moral 

and ideological attitudes . Groups such as NOW and NAACP caused 

millions of people to reexamine their own values . This is the 

kind of movement that can only come from the voluntary sector . 

This value is closely tied to the idea of social risk capital. 

The antiquated ideas challenged by these groups could not be 

attacked by any sector that relied on monetary or political 

support for its livelihood. The voluntary sector can afford 

to espouse a revolutionary viewpoint and be supported by the 

consent of those who see it as a public good . 

A third value of voluntary associations is that they 

of1er individuals variety in their lives and an opportunity to 

find satisfaction . Mechanization , computerization, and the 
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often highly complex and impersonal character of the work 

world frequently do not allow workers t o gain satisfaction 

from their jobs. Voluntary organizations can play an im­

portant role here as Herta Laesser points out: "The l ist 

of societal needs which committed human beings can help 

alleviate is immense ••• for once , the important trends that 

1 t t . t 22 concern us are comp emen ary , no divergen ." Participa-

tion in voluntary organizations can give individuals a 

chance to be involved and find satisfaction through their 

action that they cannot find ordinarily in their daily lives. 

Lippitt and Schindler- Rainman illustrate this concept 

of satisfaction in their two premises about the relationship 

between democracy and voluntarism: 

1 ) A democr atic social system - - nation, 
state, community, organization , or group - ­
must depend to a high degree on the volun­
teered time and energy of its members for its 
maintenance , stability, growth , and develop­
ment. 2) A democratic social system provides 
the conditions for a personally satisfying, 
self- actualizing growth opportunity for each 
individual .

23 

This demonstrates the sense of belonging and personal and 

political efficacy which participati on in an organization 

brings to an individual . A democratic society needs the 

talents of individuals, and voluntary organizations offer 

excellent opportunities for individuals to develop those 

talents. 

In another vein , voluntary associat ions , primarily 

because they are freer than gover nment and business to ex­

periment , can offer individuals more options for organi zed 

fun, play , and novelty in their lives . Examples of such 
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associations would be YWCA , YMCA , and theater groups . All 

of these provide an option to the "otherwise rather boring 

or at least physically fatiguing world of work and responsi­

bility'' that Smith describes . 24 Work and play both serve 

important functions to society and some of the lessons in 

leadership learned from team play can be duplicated in no 

other placeo 

A fourth value to society of vol untary associations 

is the role they serve i n satisfying needs for affiliation. 

This need was mentioned before in the discussion of the 

values of voluntary association for the individual . It 

also has importance for societyo In this transient society 

individuals are often separated from their families and 

living far away from their familiar surroundings . Many in 

this mobile society do not even have any roots . Olson ob­

serves that as the functions the family used to perform have 

declined, secondary groups such as labor unions - - and it 

should be added here, voluntary associations - - have begun 

having the same sort of effect the family once had . 25 These 

organizations give the indi vidual a place to belong, to get 

approval , to interact with other individuals , and so on . 

For the individual this is a basic need, and according to 

Maslow and others , one that must be satisfied if the individ­

ual is to progress any further . 

Membership in voluntary organizations , as stated before , 

does not usually contain all the same kinds of individuals . 

For the individual this is important because it widens hori-
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zons and makes the individual more tolerant . For society this 

is valuable because members of one organization frequently hold 

memberships in other organizations and these overlapping member­

ships tend t o form networks that bind the members to each other. 

This has a moderating effect on relationships . A group is much 

more likely to be concerned about its effect on another organi­

zation if it knows the members of that organization or if mem­

bers who also belong to other organizations are sitting at the 

same t able making the decision . Bode i l lustrates this point in 

saying, "voluntary associations seem to represent a kind of 

filling and connecting tissue between major social structures 

and between individuals and those structures. 1126 

The affiliation process serves as a cement for society. 

J . S. Mill also detailed this consequence when he wrote about 

the educative effect of participation : 

.. . through political discussion the individual 
becomes consci ously a member of a great community 
and that whenever he has something to do for the 
public he is made to feel that not only the common 
weal is his weal , but that it partly depends on 
his exertions . 27 

Extending this argument a bit further , on the national l evel 

the consequence of cross- cutting multiple memberships and 

networks results in bringing divergent parts of the country 

together to make decisions , with the same or potential unifying 

effects. At the international level joint participation in 

voluntary efforts , for instance the Red Cross , initiates inter ­

action that may have some long- term effects on the poss ibilities 

of world peace. When individuals have had to cooperate and 
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share in decision making , rela tionships form and the im­

personal ''they" becomes a real person with real charact er­

istics and experienc es ; as Mill says , they are "members of 

a great community ..• the common weal i s his weal . " The 

affiliation engendered by voluntary association has a vast 

i mpact on society. 

A fifth value of voluntary associations on soci ety 

is the role t hey play in "preserving values , ways of life , 

ideas , belief s , artifacts, and other products of the mind, 

heart , and hand of man so that culture is not lost to future 

generations . 11 28 Voluntary associ ations p l ay an important 

role in keeping these traditions alive . This also has an 

educational aspect of passing on and preserving the values 

of the past . Even if there is no formal educational process, 

interaction with other member s allows these traditions to be 

passed on . 

A sixth value of voluntary associations that Smith 

describes is the role they play in permitting expression of 

the "sacred, the mysterious , and the wierd ... in our other­

wis e hyper-rational society. 1129 Churches and religious in­

stitutions account for the largest number of voluntary as­

sociations . For many (i . e . American slaves) voluntary orga­

nizations were one of the few avenues of expression availabl e . 

Interpretat ions of religious teachings and new prophets have 

raised powerl ess groups of people t o power , r einterpreted 

class distinctions, and inspired ar mi es that have wiped out 

nations of men (i . e . the Crusades) . Religious institutions 
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could only exist in the voluntary sector because where 

thoughts of political expedience and profit are in the 

forefront of thinking , new philosophies concerning the 

nature of man and his rel ation to the universe have no 

pl ace. 

A seventh value of voluntary organizations in 

society is to provide options to people . Smith says, 

'' (N] o matter how free , open, egalitarian , and highly 

developed the society , there are a l ways limitations of 

some sort placed on the development of each person by 

his particular social environment . 11 30 It is as simple 

as the fact that because the individual makes one choice , 

others are closed to him . This condition exists in this 

country because of the wide variety of activities and 

options there are . If an individual chooses a vocation 

or educational route, other choices close or become un­

likely. Voluntary associations allow individuals to 

experiment with a secret career desire or to play a role 

in organizations they would not ordinarily get to play. 

For those entering or changing career fiel ds, this is 

particularly valuable. It is good for society- at- large , 

also , to have a proving ground, a non- threatening , low 

risk stage for individuals to experience and decide other 

opportunities . 

An eighth value to society of the voluntary associa­

tion is the ability to provide the society with negative 

feedback . This does not come from all voluntary associa­

tions, but from what Smith calls "the small cutting edge. " 
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This characteristic is somewhat ti ed into the first two : 

voluntary associ ati ons provide moral and ideological leader­

ship for the society and they do so at low social risk. In 

providing that moral leadership , there are certainly some 

things in society that will be criticized . However , when 

discussing the low social risk aspect , it is necessary to 

distinguish paid staff and volunteer staff in an organization. 

Volunteers , citizens , can and should criticize pol icy - ­

especially if it directly affects them and they have not 

had a voice in the decision or if conditions upon which the 

decision was made have changed . Paid staff fall under a 

totally different category , however , because in advocating 

or denouncing policy their monetary connection with the orga­

nization may compromise them . Volunteers who speak because 

they care , not because of any compensation , are much more 

credible and effective. Even volunteers are stifled some­

times in their advocacy by fear of repercussions from funding 

sources , such as United Way . Volunteers in an organization 

which is dependent on the United Way are not going to speak 

out , for instance, when the talk is about t he anti- trust 

activities of federated campaigns. 

The last value of voluntary associations that will be 

mentioned here involves the pool of potential energy that 

voluntary organizations represent in a community that can be 

mobilized quickly for achieving good for a society. Volun­

tary organizations represent potential in a community in other 

ways as well , such as the socialization of leaders . As indi­

viduals join voluntary organizations and move up through the 
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levels of responsibi lity, they learn and practice leadership 

skills . They have also learned many political skills , such 

as cooperation and collaboration , and have practiced assessing 

community need and acting upon it. This r epresents another 

vast potential to the community, then,in preparing future 

leaders. 

Society has seen, especially during wartime , how the 

voluntary organizations have been able to mobilize quickly to 

accomplish tasks . Voluntary organizations also serve as con­

duits for communica tion and action. Because they are already 

organized , it is quicker and more effective to direct communica­

tion through these organizations. This stands whether the goal 

is mobilizing aid in a natural disaster or seeking a group of 

volunteers to help with a l esser project . The built-in orga­

nization and s tructure of voluntary organizations provides 

the community with a pool of potential energy . 

Participation by citizens in a democracy is an important 

learning experience . It t eaches indivi duals cooperation, it 

widens their horizons, and it gives them a f eeling of being 

able to control their d,.estinies. Society shares these benefits. 

For the organization, citizen par ticipation equals the r ight of 

the organization to exist in the community . Understanding the 

value of citizen participa tion is probably the most important 

key in understanding how t o optimize board involvement . 
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CHAPTER III 

THE ROLE AND DUTIES OF THE BOARD OF DIRECTORS 

In pursuing keys to motivating board members , it is 

necessary to understand the function of the board . This 

chapter will deal with the role of the board of directors 

in a voluntary organization. The board of directors can 

have many different titles and serve a variety of functions 

in an organization from that of policy- making to that of 

giving advice with no power to decide . These boards, of 

course , vary in the amount of authority and responsibility 

given them . 

Trecker says that "the citizen board is one of 

society's most important instruments. It is used to deter­

mine social policy and is charged with the responsibility for 

providing all kinds of community services . 111 The most im­

portant thing the board brings to the organi zation is the 

sanction to exist within that community . Voluntary organiza­

tions often start out as groups of concerned citizens recog­

nizing needs in their communities . Later , when the operation 

becomes too large or there are too many details , staff are 

hired to devote full-time efforts to the cause . 

It is the volunteers, the community l eadership , who 

represent the organization to the community and who have the 

l egal charter to operate the organization by right of their 

27 
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role of trustee for the community. They have a responsibility 

to interpret the needs for service in the community. Three­

fourths of the states require corporations to be managed by 

a board of directors , usually made up of three or more people . 

Voluntary organizations are considered to be such corporations . 

In this capacity the board must take legal responsibility for 

all actions of the organization . As trustees , they a r e respon­

sible for all monies and their use, regard for laws , contracts , 

and all other activities undertaken in the name of the organiza­

tion. The board must be sensitive and be able to translate 

community needs and desires into organization programs . They 

are also responsible f or translating organization programs back 

to the community. 

The major role of the board is policy determination . 

"The board must determine policies regarding purpose, programs, 

personnel , finance, public relations , and the like . 112 Conrad 

and Glenn sharpen this definition in saying that the role of 

the board is giving permission for "what to do " , leaving the 

"how-to" and the doing of it to the staff .3 However, thos e 

"what to do" and "how to do it" functions can overlap . The 

"how- to" of something is often just as much of a policy deci­

sion as what i s being done. The role of the board cannot just 

stop at policy- making . Board members should be involved in 

implementation also. It seems that part of the value of the 

voluntary enterprise is lost if besides being involved in 

policy decisions, the board volunteers are not also involved 

in the implementation - - the success or failure -- of projects. 
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There is something very hollow about saying later, ''We didn't 

know how they were going to do it." The board is legally 

responsible for the actions of the organization and therefore 

must be involved in both "what" and "how" . 

The board can also build pride and ownership in a 

project by being involved. If the board is expected to mere­

ly pass on proposals and not participate, projects belong to 

someone else and the board has no commitment to help them 

succeed . Communication on the point of what the board expects 

will be done and how the staff plan to carry it out is of ut­

most importance . Helpful in this is a well-written, well­

documented study and rationale for the needs of a program , 

plus a detailed plan . For s taff, it is necessary to carefully 

review job responsibilities and delegate tasks properly so 

that each member of the team - - volunteer and staff -- are 

aware of what needs to be done and who is going to do it . 

Conrad and Glenn set four very specific duties for the 

board. The first is policy determination which was discussed 

above. The second is r esource development . This entails more 

than support through contribution of dollars . It also includes 

participation, that is, people becoming involved and committed. 

Another part of resource development is developing and enhancing 

the public image of the organization . A third duty of the board 

is to secure sanction in the community -- both the local com­

munity and the larger community in which the organization oper­

ates. A fourth duty is "the retention, support , supervision , 

and performance appraisal of the staff chief executive . ,.4 The 
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board has the final responsibility for the achievement of the 

organization's goals and objectives. To accomplish this task 

it hires an executive director (or leader of some other title) 

to implement board policy, to fulfill its role , and to provide 

support to other staff . 

Staff , on the other hand , have the responsibility to 

carry out the policy set by the board . They have "the respon­

sibility to assist their board volunteers to become successful 

in the pursui t of the lawful purpose , goals, and objectives of 

their organization. "5 Staff members are prepared by education 

or special training to provide the services of the organization. 

Work in the voluntary organization is accomplished through 

the board and staff working together as a team. Trecker quotes 

the YWCA in discussing the concept of partnership and shared 

responsibility : 

Leadership in the YWCA i s both volunteer and 
employee . Volunteers bring t o the Association 
not only their indivi dual skil ls , abilities , 
and often accumulated YWCA experience , but a 
broad knowledge of the community as well --
its resources and organizations, its patterns 
of life , its feel ings, i t s tensions , its values , 
its sources of pride. The contributions of 
employed leaders include individual skills and 
experience , knowledge of specialized resources 
for program and administration , an ob j ective 
way of looking at the community and the YWCA 
with understanding and insight , and concentrated 
time for work . 6 

The board of directors is only successful to the degree 

that they are supported by staff . Staff play an important role 

in deciding how involved the board will actually be in deter­

mining the future of the organization. They possess the in­

formation of day-to-day workings and the amount of that infor-
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mation they r elease will define the board's involvement . 

The last chapter dealt with the value of having citizens 

involved in or ganizations. There will be a later discussion 

concerning the motivations people have for joining voluntary 

organizationsp and some of the variables defining the inten­

sity of their involvement . 
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CHAPTER IV 

INVOLVEMENT IN VOLUNTARY ORGANIZATIONS 

The curse of some few men is that they have a 
vision of a different and better world possible 
through human action. In this sense they are humani­
tarians for they believe that man is the source of 
his own salvation and that by amending the laws of 
their time , by altering the processes in which they 
are involved, by changing the forces which impose 
the painful particulars of their own and others' 
lives, they can attain the good society"! 

This quotation by Charles Warriner is a good illustration 

of the motivation of many persons to join and become involved in 

voluntary organizations . A previous chapter examined the values 

and benefits of voluntary organizations. Many of those values 

are realized only after individuals join and become members. Why 

do people join at all? What is motivation? This is an important 

question because it helps to understand how to sustain a grow~h 

in membership , and because such information is n ecessary to under­

s tand what members expect from an organization . This chapter will 

first present a brief review of some of the theories of what moti­

vates individuals t o join voluntary organizations , pointing up 

the characteristics that encourage involvement. 

One of the most striking realizations about motivation is 

that it is a very inexact subject . There are really no right 

answers; in fact, there are as many right answers as there a re 

individuals to motivate . As already shown, the voluntary associ­

ation has a very special place in human society . Its place is 

incredibly complex and the benefits to the individual , the orga-
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nization , and society overlap to such an extent that it is often 

impossible to separate them. The motivations to join are equally 

complex. 

Association in voluntary organizations seems to give mean­

ing to the lives of those who participate. It is not something a 

person must do in order to keep alive physically , politically , or 

economically . Voluntary association seems, however, to make life 

worth living for those who participate. It deepens the quality of 

their l ives . Abraham Maslow examined many people and their motiva­

tions. From his study he concluded that human lives are filled 

with a series of activities designed to meet c ertain needs . He 

classified those needs as physical , safety, love , esteem, and self­

actualization or realization . He also concluded that individuals 

have a high ne ed for self- esteem . "All people in our society ... 

have a need or desire for a stable, firmly based , usually high 

evaluation of themsel ves, for self- respect , or sel f - esteem, and the 

esteem of others . "l a Smith , Reddy, and Baldwin extend this argu­

ment by saying: "Individual voluntary action . . . is what we do not 

because we have to , but because we want to in view of the higher 

level psychic benefits it may give us . 112 The theories of the value 

of voluntary action state that it can give individuals a much more 

satisf actory life experience because of the greater control they 

have to accept or deny assignments and seek out thos e assignments 

which they feel will give them greater satisfaction . 

To further identify these needs Harriet Naylor draws from 

the wor k of Dr . Aaron Levenstein, who has studied the motivation to 

work . His conclusions seem especially pertinent to voluntary orga­

nizations. He describes man as psychologically maturing by means 

of four stages of r elationships . 
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The first level is knowing the sel f: "I must l ive 

with and be comfortable with my self-image .• • if my work 

makes me feel a better citizen, more able as a person , more 

respected or esteemed , then I will invest myself i n it with 

my whole heart . 113 

The second level involves relationships on a one-to-

one basis with another person . "I seek another person who 

cares about me as a person, whose affection and esteem are 

very important to me. 11 4 Naylor comments that "this is proba­

bly the strongest singl e force moving a person toward involve­

men t in a particular organization and into a place within it . "5 

The third level of relationships concerns organizations. 

It touches upon the concept of the ability to achieve and to 

take on responsibilities as a group member that are not possible 

as an individual acting alone . 

The fourth level is a wider identification and a feeling 

of contributing to mankind . As with Maslow ' s self- actualization 

l evel, an individual at this point feels : "With maturity , I 

come to realize my obligation to all men , and I seek to feel a 

part of and contribute to the brotherhood which is my ideal . 116 

Levenstein's conclusions regarding motivations to work 

ar e significant in discussing motivations for voluntary efforts. 

People seem to have a need to be with others and be respected 

by them , and a need to achieve and contribute to society -- to 

have some effect . Vol untary organi zations can meet these needs . 

Sills further elaborat es on this theme when he describes 

the difficul ties many individuals have in finding an adequate 
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way in which to express their own personalities , their full 

potential . He notes Henry David Thoreau ' s view , ''the mass 

of men lead their lives in quiet desperation."? True more 

than a century ago , modern life with all its complexities 

increases an individual ' s desire to achieve and need to be 

r ecognized. Voluntary organizations can offer individuals 

opportunities to achieve and contribute in ways outside their 

everyday work . 

Because of the nature of volunteer commitments , volun­

teers can usually arrange their volunteer tasks in and a round 

their ordinary job . However, employers are beginning to realize 

that in many cases volunteer commitments increase the produc­

tivity and quality of work, and are beginning to release workers 

from their jobs to volunteer. Reasons for this often include 

the satisfactions mentioned earlier of achievement, efficacy , 

and increased self- esteem as well as a notion of contributing 

t o the welfare of another individual and l earning new skil ls. 

Individuals have the needs just described . How do they 

connect with organizations? Here, one of the prime factors 

the need t o be sought after -- plays a major role. Studies 

have found that " • .. most oft en people join and become involved 

in voluntary associ ations because they are personall y asked and 

encouraged to do so rather than through impersonal means , even 

though the mass media may provide a responsive attitudinal 
8 background to be triggered by a personal request." Individuals 

may be influenced by friends or through other organizations to 

which they belong. 
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Another motivating factor comes f rom recognition of 

the value of voluntary organizations. This recogniti on causes 

people to seek out causes and join them. Palisi observes that 

"women often participate in philanthropic and civic groups be­

cause they feel certain causes are important for society and 

the community and that it is their duty to further causes . "9 

Motivation is an immense subject. There are more factors 

in motivation than are mentioned here. The need to contribute 

and to achieve , the need to be sought after and the need to be 

recognized are common through most of the l iterature . It is 

necessary to be aware of and understand some of the motivations 

people have for volunteering. It is necessary to give people 

an opportunity to act on these desires and help them become 

involved in the organization in a capaci ty where they can satisfy 

that need, Otherwise , they will go on l ooki ng . 

The next part of this chapter will deal with some of the 

factors present in the nature of organizations that can affect 

t he level of involvement of board volunteers . In examining this 

subject , the kinds of organizat ions that allow citizens to partic­

ipate and become involved will be discussed , as well as those 

factors that become barriers to involvement. 

Factors affecting involvement 

A Mulford and Klonglan article cites Smith's f i nding of 

a strong relationship between eight specific attitudes and con­

tinued, acti ve partici pation : "1 ) rewards for participation , 

2) social support , 3) commitment, 4) attractiveness , 5) obligation , 

6) personal fit with the (organization) , ?) efficacy of the (orga-

nization) , 8) outside significant-other support for the (organiza-
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tion) ."10 Smith f eels that these make up at l east a partial 

l i st of factors that keep individuals involved in organizations . 

It is interesting to compare them with Towley ' s listing which 

follows. Perhaps the most interesting is to compare them with 

what involved vol unteers in the research that follows had to 

say about things that influence their involvement . 

Towley has his own list of moti vators: 

The warmly human motive behind board service, 
the wish to be needed , to count , to feel now and 
then not expendable ; the human desire to be the 
determinant in a balanced or hang- fir e situation 
to tip the scales ; the wish to be part of an iden­
tified, purposeful group activity, and one that 
both gives and takes ; the wish to be creative , to 
build , and to see completion; the wish to be a 
controlled and disciplined influence toward the 
well being of numbers of people; the need of all 
of us to affirm life and its meaning in the midst 
of much that is life-negating in our community life; 
the need to enlarge our own life to touch the lives 
of others and be touched by them . 11 

These motivations for service are much the same as t he 

rewards and values that citizen participation imparts to the 

individual, the organization, and society . Summarizing these 

lists , one key to continued active involvement seems to be to 

offer a warm , accepting atmospher e and well-run organization 

where board volunteers are given enough information to partici­

pate in the important decisions affecting the lives of people 

and the organization. 

Surveys of the literature almost all yield this one 

axiom: to foster involvement on the part of the board, i nvolve 

them, Lippi tt and Schindler- Rainman say, "a major motivating 

factor for volunteers is the opportunity to participate in 

problem solving and significant decision making . 11 12 Seymour 
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is mor e enthusiastic about it when he says , 

• . • the one thing that triggers (involvement) into 
action better than anythi ng else is actual partici­
pation in a program. At a minimum, this involves 
consistent att endance a t meaningful meetings and 
s tated services . At best, it involves acceptance 
of real responsibili ty f or committee work . And 
that i s wha t leads most s urely to advocacy and 
support •.• put pride together with involvement in 
program, and you have something literally beyond 
price . 11

13 

Participation in the organizat ion , then , is a major motivating 

factor. Participation builds commitment which further inf'luences 

and motivates greater involvement . 

Conrad and Glenn have observed a series of stages which 

they f eel define the involvement level of board volunteers. 

Their measure for involvement is the level of contributions 

time, skills , and most importantly to them , financial contribu­

tions . If board member s , those volunteer s who are responsible 

for the operations of the organization , are not willing to sup­

port it , then the organiza tion is in major difficulty . 

The first level of involvement for t he board volunteer 

occurs when the individual becomes aware that the organization 

exists . The second l evel is affiliation , where the individual 

becomes a member of the board. Conrad and Gl enn observ e that 

an increase in contributions follows this. The third l evel i s 

observation, where the board volunteers become quite willing to 

make contributions because they are able to observe that money 

is being well spent and eff ective services are being provided . 

Level four is participation . At this s t age , through the decision­

making process , the board member is able t o have an effect on the 



39 

direction of the organization. This is possibly when the 

individual becomes a member of the executive commi ttee . The 

fifth level is reached when the board volunteer has direct 

contacts with the constituency served . At this level giving 

is emotional. Conrad and Glenn comment, "If we combine the 

excitement of a well- managed organization with the emotionalism 

of a well- served constituency , we have an unbeatable combination 

for contri butions. 1114 

Along this same line Conrad and Glenn feel that staff 

has a major responsibility to see that board members grow and 

mature in their involvement with the organization in order to 

facilitate their movement through the five levels . Encouraging 

board members to participate and to assume r esponsible roles is 

vital to the organization . 

It is the thesis of this paper that citizen invol vement 

in voluntary organizations is important . In organizations that 

have a staff it is necessary for the staff to keep the citizen 

participation aspect alive . The board and staff need each other . 

They need to trust each other and be certain of their roles . 

From time to time these roles may change as different talents 

and different commitments emerge . The roles should be comple­

mentary so the board can be aware of the needs of s taff -- what 

problems they face day- to- day - - and the staff can benefit from 

the voice of the community and experience which the board repre­

sents . 

As experience with citizen participation (particularly 

on the federal level) points out, titl es and assignments without 
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responsibility are as frustrating and damaging as no involvement . 

Sherry Arnstein remi nds us , "there is a critical difference be­

tween going through the empty ritual of participation and having 

power needed to affect the outcome of the process ."15 Conrad 

and Glenn summarize the frustration with these cynical comments : 

As members of an organization, we ask board 
members for their help and then we whit ewash 
problems for them , do their work for them (as 
if they were non compos mentis) , feed them a 
s teady diet of baffling and/ or dull statistics 
(as if we believe they wouldn't understand the 
really important issues) , and avoid all contro­
versy in meetings (lest we learn something both 
from and about them , or have our pet ideas chal­
lenged) . So , in addition to keeping them from 
life , we do all we can to make it a life of 
starvati on , stagnation, and suffocation . 16 

Citizen partici pation and active involvement in the 

organization are essential for keeping democracies a live . 

Organizations that simply hand out t i tles and jobs with the 

guise of participation merely placate the citizenry into think­

ing they are involved and lead them to be content with that . 

The value of citizen participation is the individual involve­

ment in the organization -- not the title or the name on the 

letterheado It is the extra pair of hands , the contribution, 

the extending of public relations , and most of all , the experi­

ence and thinking of one more person joining together to benefit 

all. 

It is necessary to mention here that while association 

with a voluntary organization can be quite beneficial , it can 

also cause increased tensions and conflicts within an organiza­

tion. Members who, for inst ance, might try to use the organi­

zation to further their own goals and divert the group c ould 

cause deep rifts . Also , organizations that have decided to take 
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a controversial stand have seen deep tensions build and have 

lost members. The Episcopal Church took a strong stand on 

civil rights in the early seventies and saw membership fall. 

The next section will look into the barriers to participa­

tion in voluntary organizations that bring about frustration to 

board volunteers . 

Barriers to citizen partic
1
i pation 

One very important barrier to citizen participation in an 

organization comes when an individual ' s participation conflicts 

with other values an individual holds . This could occur , for in­

stance, when the individual does not agree with some of the stands 

the organization takes. 

Professionalization is another barrier to active involvement 

of volunteers . As social work and many other professions have orga­

nized and grown, their members have constructed more defined bound­

aries around their areas of expertise. As voluntary organizations 

have grown they have increased their number of professional staff 

members . This has heralded the rise of the power of professionals 

in voluntary organizations. Walker describes the phenomenon thus: 

The role behavior of the volunteer must occur within 
a framework of acceptance of those major structural 
features which are crucial for the power , status , and 
rewards of those who control the organization in which 
the volunteers perform their task . 17 

Charles Yost further comments, 

The practitioners of every profession have a congenital 
tendency to believe that they are wiser than laymen; 
that he lacks training and insight on which sound judg­
ments must be based and that he should therefore not be 
confused by awkward facts that might upset him. 18 

This view reflects that there is little room for citizen 

participation and much room for professional proceduralism , in-
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eluding dogged r el iance on rules and routines and regulations . 

The benefits of cit izen parti cipation are lost as professionals , 

anxious to control treatments and procedures out of allegiance to 

their training , fail to involve community members as volunteer s . 

The loss i s a l oss t o all of society . 

Other barriers to participation include the centralization 

of operations of an organization. While it might b e easier to 

administer all operations from a central facility , the concentra­

tion of power in one location decreases decis i on making opportu­

nities in others. When operations a r e centrali zed, often pos itions 

are el iminated and thus volunteer opportunities . Centralization 

may also mean removing the facility from a neighborhood , thus 

limiting accessibility . 

A very obvious barrier to participation are r estrictions of 

membership . If , because of whatever criterion , a person is not 

allowed to join or rise in status in an organization , then her 

chances of becoming actively involved in the organization are 

minimal . Other barriers include the hours of operation of the 

organization . If services are performed strictly during set , 

usually daytime hours, many people cannot participate ( or benefit) 

from the service. This could a ffect the board volunteer's ability 

to be involved in those services as well . 

Participation i n an organization s eems t o be the key to 

motivating board members to be involved in voluntary organizations, 

according to t his survey of the literature. A fundamental questi on 

remains -- how to motivate the board member to participate ? One 

notion , referred to by several authors, is that this is not really 

a problem at all . I f potential board members are properly screened 

and advised at the time they are recruited that they will be asked 
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to participate and told exactly what their responsibilities will 

be, and are then given a chance to follow through , most volun­

teers will do their jobs . Volunteer time is spare time u~ually . 

It is a scarce commodity and there is a great demand from many 

organizations for it. Those organizations that demonstrate 

efficiency and effectiveness and instill pride of association 

in their members will f i nd they hav e little problem recruiting 

and keeping an active , involved board. 

In the next chapter the design for the research section 

of the paper wilJ, be discussed. This is a prelude to examining 

the findings of the research study . 
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CHAPTER V 

THE RESEARCH DESIGN 

This chapter describes the research design and research 

findings of this paper . The literature review described in 

previous chapters indicated that participation in the decision 

making process was of utmost importance in motivating involvement 

and commitment on voluntary organization boards . A further factor 

that has been identified is the desire to participate in decision­

making . In order to test this hypothesis , a series of questions 

was designed to examine motivations , role expectations , and general 

attitudes of chief executive officers and board members . The aim 

of the questions was to probe these subjects and obtain empirical 

findings from the St. Louis area about why volunteers choose to 

become active on voluntary organization boards, and to compare 

these findings with the motivations described in the literature . 

Additionally, it seemed important to question both the volunteer 

and paid worker in order to compare their views on the subject and 

to note any differences that might be other clues to maximizing 

board involvement . 

The categories for this study are chosen from the major 

subjects analyzed elsewhere in this paper : involvement, moti ­

vation , fulfillment of role expectations , and general val ues 

of voluntarism. The hypothesis to be tested in this study 
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is : 'Board members who have a deep commi tment to the vol untary 

sector and who feel they are involved in decision making are 

likely to be more motivated to serv e as active board members . 

The interview guides, one for the Chief Executive Officer and 

the Board president , are attached to this chapter . 

The research design for this project involves an inter­

view format with a focused interview that was administered to 

every subject . The interviews were conducted either in person 

or by phone . 

Several factors were considered in selecting the inter­

vi ew format over other forms . Chief among these factors i s 

the feature of the interview that allows the researcher to 

"gain a portrait of human personal ity ."1 The interview all ows 

a researcher to gain insight into a whole person, to observe 

not only their verbal , but a l so nonverbal b ehavior that may 

explain some of their motivations and actions and identify new 

information . 

The interview offers the researcher many advantages over 

more objective tools such as fixed answer t ests. For instance , 

it allows the researcher to restate or explain questions that 

may be unclear . Statements that seem to be contradictory can 

be followed up and reasons f or the contradiction may be learned. 

In the interview situation , the r esearcher might also be able to 

differentiat e immediately between fact and fiction by evaluating 

the verbal and nonverbal responses . Describing the most obvious 

advantage of the interview , Young says, "(O)nly in the s tudy of 

human beings is it possible for a scientist to talk to his sub­

jec~s and investigate directly their feeling and thinking pro­

cesses . 11 2 
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The type of interview used was the focused interview . 

This has many advantages over other interview styles. It is 

considered a middle ground - - not as predictable and controlled 

as the structured interview nor as loose and unplanned as the 

free- flowing clinical interview . The focused interview seemed 

particularly appropriate to this study because of the flexi­

bility it offered . Young cites some special characteristics 

of the focused interview that make it particularly relevant 

to this study . A focused interview is administered to persons 

who are known to have been involved in a particular concrete 

situation. In this case , all subjects will be either board 

presidents , ex- board presidents , or executive directors , and 

share that common experience which allows for comparison. 

A focused interview proceeds on the basis of an inter­

view guide that outlines the major areas of inquiry and states 

hypotheses that expedite the gathering of pertinent data . Final­

ly , a focused interview centers on subjective experiences; that 

is, attitudes and other emotional responses relating to the 

matter under study . 2 

The use of the interview guide is the methodology for 

this study . Besides guiding and focusing the interview on 

certain topics , the interview guide/focused interview allows 

researchers to gain comparable data from different interviews. 

Besides gathering comparable data, the interviewer is also able 

to gather a range of data that can be used in testing the hy­

pothesis . An interview guide also allows the researcher to 

accumulate certain specific details as a basis for quantitative 

studies of life histories. 
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From the foregoing discussion it is easily seen why the 

focused interview method best serves the purposes of this study . 

As mentioned earlier , people have many motivations for connect­

ing with a voluntary organization . There are no right and wrong 

answers . Motivations are composed of emotions and attitudes , 

both difficult to tap with closed- ended questions . The focused 

interview, because it centers on obtaining these kinds of re­

sponses , is par ticularly suited for this research study. It 

gives respondents the opportunity to express their feelings and 

explore questions in depth . It also , however , gives a direction 

to the interview and a definite subject for discussion . It allows 

for observation and follow- up questioning of r espondents ; it draws 

on the common experience of subjects and allows for comparison by 

means of semi- standardized questions ; and it is focused on sub­

jective experiences - - attitudes and emotions . 

Despite the advantages , focused interviews do have some 

limitations . The disadvantages may stem either from unconscious 

or conscious volition of both the researcher and subject . Re­

searchers may often add unfounded conclusions or judgments on 

their data. Structured interviews impose a definite structure 

on the interview and impose a selection of topics . This may con­

trol the extent and content of responses and inhibit full revela­

tions . Respondents may modify their stories or may lie to avoid 

embarrassing or painful experiences . In such cases they may 

even forget parts of the story. Respondents also may suffer 

from faulty perception , l ack of insight , or may have an inability 
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The next chapter will discuss the research findings. 

Before presenting that material , it is necessary to examine 

the questions used and why they were chosen . The aim, of 

course , of this project was to determine from the respondents 

what motivated them to become active board members and to draw 

on the CEOs' expertise concerning board members' motivations. 

These questions were used to tap that information . 

The first sect ion, life history , was included to learn 

about the respondents and to have a basis to compare their ex­

periences. The second section was included to determine if a 

strong commitment to the voluntary sector was necessarily im­

portant to high commitment as the literature indicated . The 

third section, role expectation , was included to discover if 

these volunteers were aware of their responsibil ities , if this 

had been adequatel y communicated , and whether or not this was 

an important factor . It a l so was important to obtain their 

evaluations of their role performance as a measure of their 

role satisfaction. These factors can then be compared and 

tested with other organizations . The questions were purposely 

mixed between those requiring specific information about a 

certain organization and those asking for general information 

to see if the answers given had universal application or were 

specific to that organization . 

The section on invol vement has much the same purpose: 

to find out what the respondents thought influenced involvement 

and what criteria could be used to measure involvement , probing -
97344 

\..,~oE.NWcl•tJ ) 
+ 1-+•~++ 

- COLL EGE-
+++++~ 

I • _..J 



50 

the question, "Wha t is involvement?" Answers to the questions 

yield specifics concerning involvement. The final background 

section was designed to question those factors leading to 

satisfaction and frustration . An a wareness of these items 

might provide clues to maximizing participation of volunteers. 

NOTES 

1Pauline V. Young, Scientific Social Surve sand Research 
(Englewood Cliffs, NJ : Prentice-Hall, Inc., 19 , p . 21 . 

2 Ibid. , pp . 222- 22J . 

3Ibid., p. 219. 
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INTERVIEW GUIDE 

CHIEF EXECUTIVE OFFICER 

LIFE HISTORY 

1 . How long have you been with this organization? 

2 . How long have you been involved in the voluntary/nonprofit 
sector? 

J . Are you now or were you ever a volunteer? If so , how long 
and in what capacities? 

4. What is the mission of your organization? 

GENERAL VOLUNTARISM 

5. What do you see as the value of the voluntary sector? 

6 . Can the government or a profit- making enterprise perform 
the function of your organizati on better? 

ROLE EXPECTATION 

7. Do you feel the duties of the board president are clearly 
defined? Is he/she aware of specific responsibilities? 
Are they carried out? 

8 . What role should the board play? 

9. How closely do you work with your board president? 
How is this achieved? 

10 . How effective do you feel your board president is? 
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MOTIVATION 

11 . Why do people volunteer for your board? 

12. Why do peopl e serve on boards? 

13 . What are the reasons/criteria for selection of board 
members? 

INVOLVEMENT 

14 . Do you consider your board members to be involved? How 
much time do they contribute? How much variation in 
involvement is there among members? What other criteria 
would you use to measure involvement? 

15 . How often are board meetings held? How would you describe 
attendance? Who runs the meeting? 

16. How much do you involve your board members in decision­
making? 

17 . What influences board involvement? 

BACKGROUND 

What is the most satisfying and the most frustrating or 
troublesome part of your activity in your organization? 
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INTERVIEW GUIDE 

BOARD 

LIFE HISTORY 

1. How long have you been associated with this organization? 

2. How long have you been a volunteer? Where? In what 
capacities? 

J . What other organization do you belong to? 

4. What is the mission of your organization? 

GENERAL VOLUNTARISM 

5. What do you see as the value of the voluntary sector? 

6 . Could government or a profit- making enterpri se perform 
your function any better? 

ROLE EXPECTATION 

7. Do you feel that your role as board president is clearly 
defined? Do you know your specific responsibilities? 
Are you allowed to carry them out? 

8 . How effective do you feel in your position? What has 
happened to make you feel that way? 

9 . What role should the board of directors play? 

10. How closely do you work with your executive director? 
How is this achieved? 
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MOTIVATION 

11 . What caused you to decide to give this organization your time? 

12 . Why do you think that people volunteer to serve on boards? 

13 . What is the process for selecting board members? What 
criteria? 

INVOLVEMENT 

14 . How much time do you contribute each month? Do you 
consider yourself involved? What other criteria should 
be used? 

15. How often are board meetings held? Describe attendance . 
What happens at these meetings? Who runs the meetings? 

16 . On what kind of issues do you make decisions? 

17. What influences whether board members get involved? 

BACKGROUND 

What is the most satisfying or most troublesome aspect of your 
volunteer activity? 



CHAPTER VI 

SUJVlMARY OF RESEARCH FINDINGS 

This chapter wil l be a summary of the research inter­

view findings . Because of the confidential nature of many 

of the questions , there will not be identification of any 

of the persons interviewed or the organizations they repre­

sented . Some direct quotations will be used, but these will 

be camouf laged when necessary. 

The interviews were conducted about 50% by phone and 

50% in person . The only variable t his seemed to affect was 

the length of the interview . The interview time averaged 

about twenty minutes . All subjects seemed eager to partici­

pate and were most generous in sharing their experience . All 

were briefed prior to the interview as to its purpose and the 

confidentiality of their answers . There were ten respondents 

- - five CEOs and four board presidents and one board member . 

They came from several fields : health , grass- roots organiza­

tion, advocacy group, and a character buil ding organization. 

The interview probed five major areas : the respondent ' s 

life history , general opinions/impressions of the voluntary 

sector , role expectation as a board member, motivation , in­

volvement. These areas were used to gain a general picture of 

the respondent, to evaluate her opinion of the value of the 

voluntary sector , to probe role expectation and definition to 

determine whether this had an important effect, to gain actual 
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data of why highly involved people chose to get involved as 

opposed to reasons others see for their involvement , and to 

probe what caused these people to actually accept a high level 

of commitment . The Chief Executive Officer of the organization 

was asked basically the same questions as the board member, 

to draw upon their expertise and to determine if there was a 

fit between what the organization saw as important and what 

the volunteer saw as important, particularly regarding motiva­

tions of people to serve and get involved . 

The hypothesis of the study derived from the literature 

was that board members who (1) feel they are involved , (2) have 

a deep commitment to the voluntary sector , and (3) participate 

in decision making , are motivated to serve as members of the 

board and take on large assignments . As will be discussed later , 

this was proven by research findings . 

Among the chief executive officers (CEOs) their tenure 

with their organizations ranged from six months to ten years. 

The board members ranged from service of one year on a new board 

to an entire lifetime . CEOs ' experience in the voluntary sector 

ranged from one and a half years to their lifetime ; most of 

these people had also served as volunteers at some point in 

their lives in such categories as civic groups , religious activ­

ities and professional organizations. Most board members had a 

lifetime history of volunteer service. They had been involved 

with a number of organizations , ordinarily with more than one 

organization at a time . These groups are most often of a varied 

nature . At least one other membership might be in an organiza­

tion similar to the one they were interviewed about, but other 
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memberships often reflect a wide variety of interests . 

CEOs and board members seem to have a great respect 

for the voluntary sector . They see the voluntary sector as 

allowing individuals to get involved in their communities and 

personally contribute to the improvement of services and com­

munity lifestyle. This involvement of volunteers provides for 

much more willing acceptance of services and greater support in 

the community . One respondent indicated that the voluntary 

sector allows for more freedom and flexibility in the operation 

of services than the government or private enterprise sectors, 

as well as allowing more time to be spent on people . Another 

respondent indicated that to his organization their non-profit 

status was the most important item in their livelihood as the 

grants they receive are only given to non-profit organizations . 

He also stated something echoed by another subject : their 

mission was so financially risky that a profit probably could 

not be made, and only support in the voluntary sector could 

supply this same service. One other value mentioned by several 

respondents was the leadership training they received . For the 

most part all believed their missions could only be carried out 

in the voluntary sector. As mentioned above, most felt that 

a profit-making enterprise would never put capital into these 

enterprises and most felt that government would not have or 

could not convince people that they had the commitment necessary 

to carry out such services . Many felt also that it would simply 

be inappropriate for government to provide these services . 

This concept of the voluntary sector providing social 

risk capital to society supports Smith ' s theory referred to 
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earlier . Voluntary organizations are free from regulations 

of government and the necessity to always show a profit that 

private enterprise must face . By accepting support from other 

sources, voluntary organizations are able to provide services 

that would not be feasible or would be too impractical for 

other sectors of the economy to provide . 

The next section discussed deals with role expectation . 

This factor seems to play a very important part in the satisfac­

tion of the volunteer and how effective she sees herself . It 

also examines how effective the CEO considers her performance . 

Lack of role definition and of knowledge of role expectation 

are definitely a deterrent to satisfaction, commitment, and 

enthusiasm . 

Half of the CEOs felt that their board presidents were 

well aware of their responsibilities and that their assignments 

were clearly defined . These people also thought their board 

presidents were very effective and had enthusiastic comments 

about their performance . On the other hand, the other half 

felt that while in some cases the responsibilities were well 

defined , the board president was simply too involved in other 

activities to b e very committed to seeing that her responsibility 

was carried out . Several CEOs of this second group did not f eel 

that the duties of board president were well defined and pinned 

their frustration of accomplishing goals to this . It is inter­

esting to note that these were the people who expressed a high 

level of frustration and a low level of enthusiasm . This is a 

notion that was not treated very thoroughly in the literature , 

but that seems to have major importance . 
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CEOs saw the role of the board to be that of communi-

cating to the general public about the mission , services, and 

accomplishments of the organization. They also saw planning 

and taking fiscal responsibility for the organization as im­

portant . Fiscal responsibility , fundraising , was very high 

on their list of board duties. The board presidents saw 

establishing policy and monitoring and evaluating as their 

responsibilities. When this discrepancy in role expectation 

was greatest , as it was in one agency , both the CEO and the 

board president were dissatisfied with t heir performance and 

demonstrated high levels of frustration . 

Interviews with board volunteers on the subject of role 

expectation/definition provided a slightly different point of 

view. Most of these people see their roles as being clearly 

defined, even in those organizations where the CEO did not see 

it that way. At least one of these people also felt that she 

was carrying out her responsibilities, but later stated that 

she was not as happy with the progress of the organization as 

she would like to be. Two respondents did not feel their jobs 

were clearly defined and did not feel effective . Factors that 

the volunteers listed that helped them feel effective included 

good staff members, freedom to take responsibility , being able 

to set goals and achieve concrete results . Among those who saw 

their roles clearly defined and felt effective , there was a high 

degree of pride, enthusiasm, and commitment to the organizat ion 

displayed . 



-
56 

The board members all saw that the role of the board 

was to make policy. They expressed various other roles as 

well , such as evaluating and monitoring activities to insure 

that the organization was run consistent with policy . They 

felt that the volunteer board should make sure that it under­

stands the talents the staff does not possess and work to 

find these talents or volunteer them. The board should also 

act as a restraining influence for the organization . The 

board should set the pace for the organization , such as in 

achieving goals and making necessary changes. The board also 

has a responsibility to bring to the organization the needs 

that it sees in the community and service improvements it 

sees . 

All CEOs and board presidents felt that they had very 

good working relationships . As one CEO expressed , "We ' r e like 

partners." This was achieved by frequent phone conversations, 

attendance at meetings, and frequent face - to- face meetings. 

It is notable that among the two organizations where the effec­

tiveness level was low, the kind of input the CEO expected and 

the amount of time and energy the board president produced were 

low. Comments that go along with this were, "I allow (her) to 

have input" ; a board president commented , "I don ' t really have 

all that much input. I guess it 's not my role." 

Summarizing this section it seems that a clearly defined 

role for the board president is essential for the feeling of 

effectiveness that engenders high commitment and high enthusiasm. 

Also important are the aspects that the board president under-



57 

stand this role and be willing to carry it out . This means 

that the board president have a close working relationship 

with the CEO that emphasizes and encourages input from the 

board members . 

As already postulated in another section, there are 

almost as many motivations for board service as there are 

people volunteering. The answers in both the CEO and the 

board group were different. There were some similar themes 

though . One of the most often expressed points among the 

board members when asked why they decided to give their time 

to the organization was that someone asked them . Several of 

the board members also said that one of their principal reasons 

for joining a board was that they were committed to the mission 

of the organization. Other comments included the fact that the 

organization was well- run . CEOs said that they believed people 

volunteered for their board for two principle reasons: status 

and a desire to help further the ~ission of the organization . 

Some of the questions in this section seemed rather 

redundant to some of the respondents . The aim of including 

questions that probed both the specific organizations and orga­

nizations in general was to determine if there were universal 

motivations for joining a board or if each organization was 

unique. Many CEOs saw these questions as redundant, indicating 

that motivations were universal. The questions to the board 

members were stated more clearly and tended to yield more spe­

cific answers . The board members were asked for personal in­

formation and about their personal experience in joining an 

organization, while the CEO was expected to judge why volunteers 
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joined their organizations . The comparisons of the perceptions 

here a r e striking. 

All but one CEO observed the same motivations for why 

people serve on a board : both status and interest in the 

organization . However, board presidents saw some different 

reasons for the general motivations of people to serve on 

boards . A chance to accomplish something was on several lists ; 

also, the need to set a plan and see it achieved ; the chance to 

serve with others and be part of a group ; a chance for prestige ; 

the chance to develop talents and skills; the chance to be part 

of something that helped the community . These were reasons 

board presidents gave for wanting to serve on a board . 

The next section dealt with involvemento There is a 

difference in motivation and involvement -- one means simply 

joining the organization while the other means giving that 

organization quality time. There was an arbitrary measure of 

hours put into the question of "Do you consid er yourself in­

volved?". Just how arbitrary this question was became evident 

when one board president responded that (she) spent only f ive 

hours per month on her board work. This was the same respondent 

who said (she) was motivated to join the board because the orga­

nization was exceptionally well- run and service could be given 

without a large time commitment . 

Most CEOs d i d not consider their board s as involved as they 

would like, and most board presidents considered themselves 

quite involved . One board president stated that (she) felt that 

if anyone gave any amount of time - - even if once a year -- then 

they were involved . This points up a rather sizeable difference 

in expectations . 
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This was followed by asking each subject to list her 

criteria for judging involvement . The almost universal 

criteria for judging involvement included attendance at 

meetings , quality input , overall knowledge of organization, 

bringing in other energy (money or manpower) , and a willing­

ness to speak out on issues. One CEO had a measure for 

evaluating successful involvement : "You need to look at 

the reason the person became involved and why you wanted 

them . Somewhere between these two points goals should have 

been realized. " 

Attendance at meetings was one measure in the litera­

ture for measuring involvement . Except for one new board, 

just established in the last year, all the board presidents 

stated that they had quorum for each meeting and most usually 

more. Without exception -the board president ran the meeting 

and felt that the board was involved in decision- making . The 

CEOs all described attendance as adequate . Except for two 

cases where they felt that the board was not adequately know­

ledgeable, they all made efforts to involve their boards or 

executive committees in decisions . 

When asked what influences board members to become in­

volved, the most frequent answer from both groups was that it 

depended on who asked the individual. Other answers dealt 

with the individual ' s desire to have a part in change- oriented 

activity , high commitment to organization, concern for the 

cause , and the chance to obtain power and prestige . It appears 

from these answers that a good orientation program that stressed 
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the nature of the mission and allowed the individual board 

member to observe closely the services of the organization 

would be quite important to build up a high level of concern 

f or and awareness of the organization. It also seems that 

allowing the board to have an important part in setting goals 

and objectives , and to have a part in accomplishing those 

goals and share in power and prestige is important. 

The most satisfying element of the activity in the 

voluntary organization for both board and staff members is 

seeing goals accomplished and people growing and being helped. 

Lack of resources , financial and manpower, is a frustration 

for both groups . Board presidents see not having their ideas 

accepted, for whatever reason , troublesome . 

The thesis for this study stated that board members who 

feel they are involved and have a deep commitment to the volun­

tary sector , and who participate in decision making , are more 

motivated to serve as board members and take on large assign­

ments. For the most part it appears t o have been proven. 

Several important factors emerged . The most revealing was that 

board members, indeed all volunteers, need to have clearly de­

fined roles and to understand them in the organization in order 

to optimize their involvement. If this does not happen , the 

volunteers try to find a place to fit in and end up feeling 

frustrated and ineffective . This subject was only modestly , if 

at all, mentioned in the literature. 

A deep commitment to the voluntary sector is a given 

factor in the case of members of voluntary boards . There seems 
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to be an appreciation of the values that volunteer service 

can impart . These are the rewards of board service -- a 

task that at times seems singularly unrewarding and impos­

sible to some volunteers . 

Participation in decision making is necessary for 

encouraging board member involvement . But it is not nearly 

as important as the literature points out . It could be that, 

especially among these respondents , all are in decision making 

positions in their daily lives . The sense of accomplishment 

was the most important to them . Because board presidents 

become highly involved in the voluntary organizations , they 

seem to have a special need for success. Speculating a bit , 

it could also be possiole that success might come slowly or 

be difficult to measure or be far removed from them . The size 

and nature of the voluntary organization might make this success 

more personal. 

Factors that came out in all the interviews stressed 

policy making and objective setting as important functions of 

the board. Another essential factor , then , is that board mem­

bers be involved in progress towards the goals of the organi za­

tion . Mentioned in the literature and noted in several inter­

views is the fact that many people do not have a chance to 

participate and to have input into institutions in their daily 

lives. The voluntary organization allows them to have some 

impact on change for the future. 

This interview process gave a comparison between the 

literature and the experience of those actively participating 
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in the voluntary sector. The conclusion will attempt to 

summarize these findings and list some of the keys to 

motivating board members . 



63 

TABLE OF RESEARCH FINDINGS 

(for questions that can be tabulated) 

Question CEO Board President 

Number of respondents 5 5 

Length of time with 6 months to J years to lifetime 
organization 10 years 

Length of involvement 2± years to lifetime 2 

in non- profit sector lifetime involvement 

CEO--ever volunteer-- 4--yes volunteer ; professional orga-
in what Board-- kinds 1--no: schools, nization, church , 
of or gani za ti ons professional orga- urban , civic, cul-

nization, church , tural , health, 
civic groups government 

value of voluntary sees value in sees value to the 
sector providing manpowe r individual and to 

and training serving needs of 
society 

government or profit- 5--no 5--no 
making enterprise do mission too risky only voluntary 
a better job? or inappropriate sec-tor has the con-

cern, freedom, and 
:flexibility to do 
this job 

duties of board presi- 3--no ; 2--yes : 3--yes definitely ; 
dent clearly defined? du-ties de:fined ; 2- -no: duties; 
aware of responsibilities? 4 aware ; 1 unaware; 5 --aware ; 
carried out? 2--no ; 3-- yes : car- 5--allowed to carry 

ry out out responsibilities 

rol e of board 3--communication ; 4--establish policy; 
3-- planning ; 3--monitor and eval-
3--fiscal responsi- uate 

bility 



Question 

CEO--is president 
effective? 

Board President--do 
you feel ei'_fective? 

work closely with board 
president (CEO)? 

CEO--why people volunteer 
f'or your board? 

Board president--why did 
you volunteer? 

why people volunteer for 
board service? 

board committed? 
time served, criteria 
for involvement? 

how often board meetings 
held? who runs? 
attendance? 

board--issues decided upon 
CEO--do you involve board? 

what influences board 
involvement? 
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CEO 

2--yes, d ei'initely; 
2--yes, qualified ; 
1--no 

4- -yes; 1--no ; 
answers range from 
very close to "allow 
them to have input" 

2--status ; 
3--power ; 
5--commitment t o 

mission 

2--status ; 
J --power ; 
5--commitment to 

mission 

2--yes ; J --no ; 
volunteer 1-8 hrs/mo . 
criteria : J --attend 
meetings ; 3-- interest 
and input (See text 
f'or other comments . ) 

4-- monthly ; 1--4X/yr.; 
5--president runs; 
85% attendance to "up 

and down" 

2--not really; 
1--not really, only 

executive committee 
2--yes 

1--power , prestige; 
2--concern; 
2--personality; 
1--question not under-

stood 

Board President 

2--yes , definitely; 
1--yes; 
2--not really sure 

5--yes; feelings 
range from very 
close relationship 
to "do what is 
needed" 

2--friend asked; 
1--well- run organi-

zation 
1--familiar ; 
1--joiner ; 1--com­
mitment to mission 

J --asked to serve ; 
2--status; 
2-- commitment to 

mission 

5--yes , involved ; 
J - 15 hours/month; 
criteria: 
5--advocacy; 
2-- contribution; 
5--attend meetings 

5--once a month; 
5--president runs ; 
3--good attendacne; 
2--not so good 

delegation 
personnel 
evaluation standards 

2--who asks them to 
get involved 

J --see import ant 
problems ; 

1--question not 
understood 



Question 

satisfying aspect of 
activity 

frustrating part of 
activity 

CEO 

4--goals attained; 
4--staff members progress 

and grow; realization 
of good 

3-- inadequate resources; 
1- -lax attitudes in staff 

and board ; 
1--not being completely 

autonomous 

Board President 

5- -seeing ac­
complishment; 

1-- well-run 
organization 

not getting people 
involved ; time; 
nothing; good 
ideas not accepted ; 
inter- agency con­
flict 



CHAPTER VII 

CONCLUSIONS 

KEYS TO MOTIVATING BOARD MEMBERS 

It is essential to the health of voluntary organizations 

to have an active board of directors . The board is required 

by law for voluntary organizations , and carries legal respon­

sibility for its acts . It is also important for thos e board 

members to be fully informed in order to discharge their duties 

effectively. An important question has always been, just how 

do you motivate concerned people to join the board and take an 

active role in it? This project surveyed the literature and 

interviewed persons actively engaged in the voluntary sector 

to try to find an answer to that question . 

A necessary underst anding regarding the whole question 

of who gets involved is realizing what entity is being discussed . 

That entity is time -- volunteered time . As mentioned earlier , 

this is usually spare time . There are many causes and interests 

vying for a share of this time . Organizati ons that can demon­

strate efficiency and eff ectiveness and instill a pride o.f as­

sociation in their members have made great strides in solving 

this puzzle of involving volunteers . 

The literature and survey pointed out that individuals 

are waiting to be asked to join a board. Very few , if any, 

actually volunteer for the job . They must then be brought into 
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the organization . They must be educated to the mission o:f 

the organization and its internal workings . They must be 

sold on the importance of the cause and why their own in­

volvement is extremely important . Individuals need to 

achieve and the desire to have an impact on society is very 
j 

high . The need to contribute and be involved in a worth-

while cause are also important . 

Individuals come to an organization from varying points 

in their development . It is necessary to ascertain what is 

important to them and what they hope to achieve . As has been 

noted by many experts , people do things for their own reasons . 

Therefore , it is essential to show them how they can satisfy 

their needs by working on the mission of the organization. 

It was earli er noted that volunteers are usually motivated by 

those high level needs on Maslow ' s hierarchy , which are the 

most compelling and least easily satisfied needs. 

It is clearly important to establish exactly what tasks 

are to be done and who is to do them; and then util ize each 

board member "s talents and try to help her achieve her own 

goals. In the case of the board , it is necessary to look at 

the legal responsibilities also and who has final authority . 

A cl early defined role for the board and the CEO and an under­

standing of their duties, plus the f'r eedom to carry them out 

are essential to high commitment and involvement . 

Modern society is highly complex and the chance f'or 

most individuals to contribute and achieve is very slight . 

Voluntary organizations give individuals that opportunity . 

Because most voluntary or ganizations are smaller than govern-
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ment systems and more accessible than private enterprise , 

individuals can find a place to get involved . Depending on 

the climate of the organization and the degree to which it 

encourages involvement, the volunteer may experience many 

satisfactions and know pride of achievement . She may also 

experience a sense of personal efficacy that accompanies 

this achievement . Accompanying board service may also be a 

feeling of power and presti ge. Except for very few civil, 

military , and private enterprise positions, this is a situa­

tion that is difficult to match in other sectors of the 

economy. 

Participation by citizens on the board is necessary 

to satisfy legal requirements of incorporation, but further 

it is also essential for the health of the organization. 

There are many demands on the time of board members , and the 

organization that recognizes this and deals with fitting the 

needs of the individual to the organization, and can demon­

strate effective services delivered in an efficient manner , 

will be rewarded by high involvement and commitment . 



BIBLIOGRAPHY 

American Hospital Association . The Volunteer Services Depart­
ment. Chicago, IL: American Hospital Association , 1973 . 

Anderson , Rhoda M. Ev erything You Always Wanted To Know About 
Volunteers . . • But Never Asked. Jefferson City , MO: 
Missouri Volunteer Office. 

BalSanz- Teas , Dorothy . Principles of Planning for Volunteers , 
1977 . 

Bard, Ray . Program and Staff Evaluation. Washington, DC : 
Education , Training , and Research Sci ences Corp . , 1971. 

Bass, Ber nard M. Leadership , Psychology , and Organizational 
Behavior. New York : Harper and Brothers , 1960 . 

Brown , James Douglas . Human Nature of Organizations. New York : 
Brod- Art , 1973. 

Carlisle , Howard M. Situational Management . New York : American 
Management Association , 1973 . 

Cartwright , Darwin and Zander , Alvin . Group Dynamics. New York: 
Harper and Row , 1968 . 

Conrad , William R . and Glenn, William R. The Effective Voluntary 
Board of Directors. Chicago: The Swallow Press, 1976 . 

Cunninggim , Merriman. Private Money and Public Service . New 
York : McGraw-Hill, 1972 . 

Davis, Larry Nolan and Mccallon , Earl . Planning, Conducting, and 
Evaluating Workshops . Austin, TX : Learning Concepts, 1974. 

DeToc~ueville , Alexis . Democracy in America . New York: D. 
Apple ton and Company, 1899. 

Drucker, Peter. Management : Tasks , Responsibilities , Practices. 
New York: Harper and Row , 1974. 

Falberg, Howard . Personnel Management . Dobbs Ferry , NY : Oceana 
Publications, Inc. , 1968 . 

Famulare , Joseph J. Handbook of Modern Personnel Administration . 
New York : McGraw- Hill Book Company , 1972 . 

Fiedler, Fred . A Theory of Leadership Effectiveness. New York: 
McGraw- Hill Book Company , 1967 . 



70 

Gellerman, Saul W. Managers and Subordinates . Hinsdale, IL: 
Dryden Press , 197 . 

Gellerman , Saul W. Motivation and Productivity . American 
Management Association, Inc. , 1963. 

Greater Philadelphia Associated Foundation. 
in the Seventies . Cleveland , Ohio : 
Associated Foundation, 1970. 

Philanthropy 
Greater Cleveland 

Gross , Bertram . The Managing of Organizations . Toronto , 
Ontario : The Free Press of Glencoe , 1964 . 

Haiman, Theo and Scott , Willjam G. Management in the Modern 
Organization . Boston: Houghton-Mifflin Company, 1974. 

Hasenfeld , Yeheskel and English , Richard A. Human Service 
Organizations . Ann Arbor , MI: University of Michigan 
Press, 1974. 

Hausknect , Murray . The Joiners. New York: Bedminster Press, 
1962 . 

Hertzberg , Frederick. The Marygerial Choice . Homewood, IL: 
Dow Jones- Irwin , 1976 . 

James, Muriel. The OK Boss . Reading , MA : Addison-Wesley, 1975. 

Knowles , Malcolm . The Adult Learner: A Neglected Species . 
Houston , TX : Gulf Publishing Division , 1973. 

Koontz, Harold and O'Donnell , Cyril. Management: A Systems 
and Contingency Analysis of Managerial Functions. 6th 
edition. New York : McGraw- Hill Book Company , 1976 . 

Kotler , Philip . Marketing for Nonprofit Organizations . Engle­
wood Cliffs, NJ: Prentice-Hall , Inc . , 1975. 

Lindzey , Gardner . Handbook of Social Psychology. Reading , MA: 
Addison-Wesley, 1959 . 

Laesser, Herta . Women , Work and Volunteering. Bos~on: Beacon 
Press , 1974 . 

Manser , Gordon and Cass , Rosemary Higgins . Voluntarism at the 
Crossroads . New York: Family Service Association of 
America , 1976. 

Maslow, Abraham H. Eupsychian Management . Homewood, IL : 
Richard D. Irwin , Inc . , 1965. 

Maslow, Abraham H. Motivation and Personality . New York : 
Harper and Row Publishers . 



71 

Massie, Joseph L . and Douglas , John . Managing : A Contemporary 
Introduction . Englewood Cliffs, NJ : Prentice-Hall, 1977. 

Meggison, Leon. Personnel : A Behavioral Approach to Management . 
Homewood , IL : Richard D. Irwin, 1972. 

Miller , James Rumrill. Professional Decision Making. New York: 
Prager Publishers , 1970 . 

Morgen , James E . Jr . Principles of Administrative and Super­
v isory Management . Englewood Clif.fs , NJ: Prentice- Hall , 
1973. 

Mcconkey , Dale . How to Manage by Results . New York : American 
Management Association , 1976 . 

Mcconkey, Dale. MBO for Nonprofit Organizations. New York: 
American Management Association, 1975. 

McGregor, Douglas. The Human Side of Enterprise . New York: 
McGraw- Hill Book Company , 1960 . 

Naylor, Harriet. Volunteers Toda Findin Trainin --------c=--------..,..-----,:c--,----~c-r-Keep ing Them. Dryden , NY : Dryden Associates, 

O' Connell , Brian. Effective Leadershi for Voluntar 
tions. New York: Association Press, 197 . 

Olson, Mancur, Jr . Logic of Collective Action. Cambridge, MA : 
Harvard University Press, 1965. 

Pateman, Carole . Participation and Democratic Theory . Cambridge, 
MA : University Press, 1970 

Pennock , J . Rowland and Chapman, John W. Voluntary Associations, 
Nomos XI. New York : Atherton Press, 1969 . 

Perlman, Robert and Gurin , Arnold . 
Social Planning. New York : 
1972 . 

Community Organization and 
John Wiley and Sons, Inc . , 

Reeves, Thomas C. Foundations Under Fire. Ithica , NY: Cornell 
University Press, 1970 . 

Schein , Edgar H . Organizational Psychology. Englewood Cliffs, 
NJ : Prentice-Hall, 1970. 

Schindler- Rainman, Eva and Lippitt , Ronald . The Volunteer 
Community. 2nd edition . Fairfax, VA: NTL Learning 
Resources Corporation , 1975. 

Seymour , Harold J. Designs for Fund- Raising . New York : McGraw­
Hill , 1966 . 

Sexton, William P . Organizational Theories . Columbus, Ohio: 
Charles E . Merrill Publishing Co . , 1970 . 



72 

Sills, David . The Volunteers. Glencoe, IL: The Free Press, 1972 . 

Smith, Constance and Freedman , Anne . Voluntary Associations - ­
Perspectives on the Literature. Cambridge , MA : Harvard 
University Press, 1972. 

Smith, D. H., ed . Voluntary Action Research : 1973. Lexington , 
.MA: Lexington Books, 1973-

Smith, D. H. , Reddy, Richard D. , & Baldwin, Burt R. Voluntary 
Action Research : 1972. Lexington , MA : Lexington Books , 
1972 . 

Stenzel, Anne K. and Feeny, Helen M. Volunteer Training and 
Development . New York: Seabury Press, 1968. 

Stogdill, Ralph M. Handbook of Leadership . New York : The 
Free Press, 1974. 

Suchman, Edward . Evaluative Research. New York: Russell 
Sage Foundation, 1967 . 

Tepperman, Jean . Not Servants , Not Machines. Boston: Beacon 
Press , 1976 . 

Trecker, Harleigh. Citizen Boards at Work . New York : Associa­
tion Press, 1970 . 

Volunteer Bureau. Workers Without Pay Who Pay Off . Milwaukee , 
WI: Volunteer Bureau, United Community Services. 

Wilson, Marlene. The Effective Mana ement of Volun~eer Pro 
Boulder, Colorado: Volunteer Management Associates, 

Young, Pauline V. Scientific Social Surveys and Research. 
Englewood Cliffs, NJ: Prentice- Hall, 1966 . 



73 

Articles: 

Arnstein , Sherry . "A Ladder of Citizen Participation . " 
Journal of the Institute of American Planners, pp . 216-
22 . 

Smith , David Horton ; Reddy , Richard D., & Baldwin, Burt R., eds . 
Voluntary Action Research: 1972. Lexington, lVlA : Lexing­
ton Books , 1972. 

Bode , Jerry G. "The Voluntary Association Concept in 
Twentieth Century American Sociology ." 

Mulford, Charles L. & K.longlan, Gerald E. "Attitude 
Determinants of Individual Participation in Organized 
Voluntary Action. " 

Payne , Raymond; Payne , Barbara Pittard; & Reddy, Richard D. 
"Social Background and Role Determinants of Individual 
Participation in Organized Voluntary Action." 

Smith, David Horton; Reddy, Richard D.; & Baldwin, Burt R. 
"Types of Voluntary Action: A Definitional Essay ." 

Smith, David Horton , ed . Voluntary Action Research : 1973. 
Lexington, MA : Lexington Books , 1973 . 

Smith, David Horton . "The Impact of the Voluntary Sector 
on Soci ety . " 

Walker, J . Malcolm. "Organizational Change , Citizen Participa­
tion, and Voluntary Action . " Journal of Voluntary Action 
Research , Winter-Spring, 1975 : pp. 4-22 . 


	Optimizing the Involvement of the Members of Voluntary Organization Boards: Keys to Motivation
	tmp.1693497296.pdf.hi04m

