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An important aspect of managing and engaging volunteers is to remind everyone working towards the same goal that you are one team. This resource provides guidelines to encourage one team, prepare team members, and delegate for results.
Rules to Live By[footnoteRef:1] [1:  Adapted from Army Family Team Building (AFTB) training materials; Last Updated July 2015] 

1. Trust yourself and others on your team.
2. Help each other to be right, not wrong.
3. Look for ways to make new ideas work. Don’t look for reasons why they won’t.
4. If in doubt, check it out! Don’t make negative assumptions about each other.
5. Help each other to succeed, and take pride in the achievements and victories of others.
6. Speak positively about each other and about your organization at every opportunity.
7. Maintain a positive mental attitude no matter what the circumstances.
8. Act with initiative and courage, as if everything depends on you.
9. Do everything with vigor and enthusiasm. It is contagious.
10.  Have fun! 
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Preparing the team members: staff and volunteers
The following are a variety of best practices for preparing both staff and volunteers to serve as productive members of the team. [footnoteRef:2] [2:  Adapted from “Workplaces that Work: Staff-Volunteer Relations.” hrcouncil.ca. http://hrcouncil.ca/hr toolkit/workplaces-staff-volunteer.cfm, and Ellis, Jennifer. “Best Practices in Volunteer Management: An Action Planning Guide For Small and Rural Nonprofit Organizations.” http://www.volunteeryukon.ca/uploads/general/Best_Practices_Volunteer_Management.pdf ] 

· It is critical that you have top-down commitment to the idea that volunteers are integral to the success of the organization before adding them. Talk to the staff members first. Those that will be working directly with the virtual volunteers need to understand how the volunteers will be beneficial to the organization and to their work. 
· Other things should be defined as well, such as roles, responsibilities, policies, and procedures. Be sure to develop strategies for communicating and managing the volunteers that everyone can be on board with. 
· Be sure that the resources the staff will need will be available to them—software, funds, intake processes, time, etc. 
· Staff may feel a sense of fear as a result of adding new volunteers. Fears might include threat of job loss or fewer working hours, the concern that the volunteers will not play by the rules, or the fear that they will not be able to effectively manage the volunteers. Find out what concerns your staff may have about adding new, virtual volunteers to the organization and find a way to address those fears. 
· Clearly define how the roles of the paid staff are different from the roles of the volunteers, and have strategies in place to hold everyone accountable. 
· Set expectations for volunteers right at the outset. Communicate what you need from the volunteers, when you need it by, who they will be reporting to, and what the ultimate goals are. 
· Volunteers will also need to know details, such as how to access whatever software they might need, what kinds of information you expect, what other volunteers they may be working with, and more—depending on what sorts of tasks you will be asking from them. 
· Put effort into making your volunteers feel like they are part of the team (invite them to meetings, send them emails, etc.). 
· Early in their service, show your volunteers that they are valuable to the organization and that you are grateful for their help (awards, letters of recognition, dinners, etc.).
Delegating for Results[footnoteRef:3] [3:  Adapted from Army Family Team Building (AFTB) training materials] 

The lack of clear lines of communication and delegation of authority can detract from effective teamwork. Both staff and volunteers should understand their respective roles and responsibilities within the program. These guidelines can enhance team collaboration and mutual support.
Define the Assignment in Terms of Results
Delegation is the art of giving a person the authority to carry out an agreed upon responsibility. The most fundamental skill involved is defining the responsibility. This should be phrased in terms of outcome. It should define the desired end product, not the means of achieving it.
Define the Level of Control
Define how much authority the person has in carrying out the responsibility. This involves choosing among three options: the person will figure out how to accomplish the result on his/her own without reporting; or the person will figure it out and then report the progress to you; or the person will submit a strategy in advance and report progress along the way. In all cases, it is important to keep the authority for the work in the hands of the worker.
Communicate Any Guidelines
If there are relevant policies, laws, or values that the person should work within, it is important to communicate these clearly. Explain what must be done as well as what cannot be done.
Make Resources Available
If you know of any resources that would make the person’s job easier or that would increase the chance of success, you should communicate these at the outset. At this point, you should stress your role as a resource. If the person encounters difficulty, he/she should feel free to come to you for counsel. When giving advice, however, it is important to make sure that you keep the authority for the work in the hands of the worker; that, if at all possible, you avoid telling the worker what to do.
Determine Criteria for Success
The person should know, at the outset, how the work will be judged. The person should also be involved in determining the criteria and have access to the data that indicates success or failure as he/she attempts to fulfill the responsibility.
Set Up Checkpoints
Set checkpoints at which the person will report to you about activities and progress. The frequency of these checkpoints depends on your anxiety about the volunteer fulfilling the particular responsibilities.
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