[bookmark: _GoBack]Managing Distance Obstacles
There are several types of “distances” encountered when managing volunteers, and they can impact the relationships between staff and volunteers, and between the team and the people they serve. The major types of distances are outlined below followed by means to overcome the challenging aspects of these separations.[footnoteRef:1] [1:  Adapted from Army Family Team Building training materials and current research discussed in:
Bridging Psychological Distances, by Rebecca Hamilton, Harvard Business Review, March 2015 https://hbr.org/2015/03/bridging-psychological-distance; and
Bridging the Gap: The Power of Psychological Distance, posted in Challenging Coaching, April 9, 2015 http://challengingcoaching.co.uk/.] 

Types of Distances
Physical (Spatial)
· Geographic separation (not in the same place)
· Operating location (e.g., across the country, across town, in another building, connected virtually)
Hierarchical (Social)
· Status, position, or rank separation (different positions within the organization)
· Long-time volunteers versus newcomers (various levels of experience with the organization)
· Leaders and managers versus worker
Temporal (Time)
· Time zones causing different schedules
· Working at different times of the day or week
· Immediate versus longer-term activities
· Infrequent meetings because individuals are not at work together
Experiential (Differences)
· Makes people feel excluded
· Avoid the “us vs them” barrier
· Culture and diversity
· Volunteer versus paid staff
· Experienced versus new volunteers
· Variations in lifestyle and life experiences
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Organizational Complexity
As volunteer managers, managing and supervising volunteers from a distance can be more difficult due to the separations. You can use strategies to effectively manage and engage volunteers in all situations. The more engaged the volunteers are, the easier it will be to manage them and ensure that they are satisfied with their volunteer work. Distance separations can add to complexity in leading and managing programs. It is helpful to anticipate potential consequences and be proactive in establishing policies and procedures to avoid the following problems: 
· Tensions between field and home office 
· Depersonalized leadership
· Fragmented understanding
· Inefficient project work and teamwork
· Growing subservience to paperwork
· Individual agendas flourish
Keeping Volunteers Connected
Three key areas a good volunteer leader needs to be attuned to are bonding, communication, and control:
Bonding
Make sure volunteers in distance situations still bond with the program.
· Build personal connections
· Start bonding as quickly as possible with new volunteers
· Provide orientation sessions to make newcomers feel welcome
· Face-to-face works best, but you can find other ways
· Establish a common vision and mutual network
· Use the “One Team” approach and reminders
Communication
Maintain good and open communication with volunteers in the field.
· Need to keep volunteers engaged and satisfied
· Practice frequent and open communication
· Spend equal time with both volunteers and paid staff
· It won’t work as well as you want
· If absent, bad communication will be created and rumors believed
· Avoid the “black hole” syndrome
· Frequently distribute information to everyone


Control
Share control with volunteers in the field.
· Develop a common vision of what needs to be accomplished
· Agree on the prime values of the effort
· Define results and schedule checkpoints along the way
· Decide on authority level for the volunteers
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