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Introduction:
The organization I’m applying my research to is the Boy Scouts of America, Cub Pack 247 from St. Ann School in Lansing, IL.  The Pack as it is known has a current leadership group of only eight adults where the organization should have a minimum of thirteen. Each of these eight adults has a vested interest in seeing the organization succeed as their boys are members of the pack.  Each of these individuals either alone or in pairs has responsibility for a group of boys which they must provide weekly group program and a monthly program as well as special outings.  Because there are not enough volunteers to fill all the roles necessary to run the organization most of these individuals also have either secondary roles or other role responsibilities to the pack.  The crux of the organizational problem needing to be solved is how to get more people involved while at the same time maintaining and encouraging the existing volunteers in their roles. 
Problem Statement:
As a leader of a volunteer organization I’m tasked with finding people to carry out our organizational objectives, train and encourage them in their jobs and somehow reward them for their efforts.  Since our organization has no paid volunteers I wanted to understand what motivates these individuals to volunteer. I wanted to find best advice as to how I could motivate them without using the normal business rewards of which I am familiar and which are unaffordable in a volunteer organization.  With an understanding of what makes individuals volunteer and what makes them leave or stay is a requisite information base I sought to understand. This information is going to help me in developing a volunteer recruitment strategy / plan and volunteer recognition or appreciation program for Cub Pack 247, St. Ann School in Lansing, IL.   
Literature Review 
The book Motivating Volunteers: How The Rewards of Unpaid Work Can Meet People’s Needs by Larry Moore is a collected work rather than the individual work.   It has eight chapters by selected authors mostly covering the motivations, beliefs and some other motivational information. The second part of the book was collected papers again covering research topics in why people take on volunteer activities, how volunteers are changing demographically and addressing turn over, retention and other topics. Moore himself wrote the first chapter and notes “Motives are products of human mind and thus are not directly visible or measurable.”  This statement is an indication that though research is ongoing on the motives of volunteers for volunteering, how to keep them working or motivate them are areas subject to debate and further research. 
In Chapter 2 Vicki Schram reiterates the major theories regarding motivation, human capital, utility, exchange, expectancy, need fulfillment and socialization. Depending on the organization and the individual she felt that one or many of these theories might come into play. Overall the entire book was fragmented between the multiple authors and various research papers. 
In Does Pay Motivate Volunteers by Frey and Goette, they found that “monetary rewards undermine the intrinsic motivation of volunteers”. (Frey, 1999) According to their research paying those who had volunteered previously a monetary sum actually decreased the amount of work they did.  They found that what they referred to as the “crowding out” effect “monetary incentives may have an unintended consequence and crowd out intrinsic motivation, changing both the quantity as well as the quality of volunteer work.”   Their determination was that the pay was perceived as a controlling factor and therefore reduced the” volunteer’s” freedom or self-determination.  With this as a failed assumption as far as motivation it is not a likely avenue to pursue.  
The paper Performance and Commitment: Issues in Management of Volunteers in Human Service Organizations  by Cnaan and Cascio is a study to determine if demographic variables equate to tenure.  One of their findings was” No demographic characteristic was significant in explaining commitment (number of hours volunteered per month).”   The most significant finding that came out of the study to me is “that careful screening and use of symbolic rewards are significant in explaining variation in volunteer satisfaction, hours volunteered per month (commitment), and length of service (tenure).”  No relevant information was developed in this paper in this regard but it does reinforce the need to build a program of rewards for this purpose.  
Handle With Care, Motivating and Retaining Employees by Barbra Glanz is more of what I was looking for.  It is a treasure trove of ideas and real world ideas taken from the experience of hundreds of companies.  The book was not written specifically with volunteer organizations in mind but does detail the ideas are taken from for-profit businesses. 
In Chapter 4 “the CARE Model for motivating and retaining your employees” she defined CARE as:

C = Creative communication

A = Atmosphere and appreciation for All

R = Respect and Reasoning for being

E = Empathy and Enthusiasm

Mrs. Glanz  recommends using creative ways of getting the message out. Is there fun in the atmosphere or are people having fun. Respect as being fair, caring, trusting. Empathy she points out “celebrate what is going right on a frequent basis”.(Glanz, 2002)
In reading through the book one of the ideas I am taken with was to make business cards for all the volunteers.  As simple as the idea seems it will give the volunteers a sense of belonging as well as being practical. As a leader of the pack I made cards for myself that I could hand out to people so they would have all my contact information. I now realize that it also was an ego boost as well building my social standing by giving the others the impression I was important. Producing the cards is a simple word processing process and printing them a dozen at a time is relatively inexpensive.  The book has many other great ideas here to be considered for application in a volunteer organization. Obvious concern is the ideas have to be reviewed for cost effectiveness in a non-profit - volunteer organization.
Marie T. Sergent, & William E. Sedlacek in Volunteer Motivations across Student Organizations: A Test of Person-Environment Fit Theory studied two different postulates; (a) Do volunteers in diverse organizations have different motivations and personal characteristics?  And (b) Are the motivational characteristics of volunteer and non-volunteer students different?   In their paper they referenced the Social Exchange Theory which “suggests that people contribute to the degree that they perceive that they are being rewarded.” In our own case the volunteer is contributing to their own offspring as well as other boys involved in the program. The reward for the volunteer is, of course, a good experience for their boys. Under this theory as long as the boys are getting a good experience we can assume that the volunteer will continue until they no longer have a child in the program. Therefore, their conclusion of “Volunteer retention efforts can be fostered by altering the organization’s task and reward structure to better meet the needs and characteristics of the volunteers.” Rewards to the volunteer are not, in my estimation, a real driver for the volunteer. These rewards should be looked at as a secondary benefit to the volunteer.
Patricia Bellamy in her thesis Why Volunteer and is Volunteering Worth the Effort?  sought to “understand reasons why people choose to volunteer. The second purpose of the study is to see if people perceive volunteering to be worth their time; thirdly, to survey or canvas the characteristics of individuals who volunteer.” In this study again I’m confronted with demographics out of sync with my own organization. Where they found 56% of the study group being white women, my group is only 25%. Perhaps the fact that this is a boy’s organization plays into this? Her conclusion was “Participants in the study clearly articulated that volunteering was worth their time because of the benefits received from their challenges.”  The interesting finding was that two-thirds of the group had no education beyond technical school.  Again I question a demographic as possibly being flawed because the study was in a region out of step with the general population. 
Analysis:
Many of the articles touched on many of the motivational theories like the Exchange Theory; activities chosen where rewards are greater than costs.  They talk about the rewards can be either monetary or non-monetary in nature.  Since our organization has no monetary rewards and only has limited reimbursement of expenses that can only have a limited relationship to the organization. We as an organization in this context need to focus on non-monetary rewards.  Our task, therefore, is to make sure that the volunteers’ costs in time and money is managed to ensure continued volunteerism.  
Burke and Lindsay in the Moore book stated that “Most voluntary behavior is goal oriented. People engage and persist in behaviors directed towards the achievement of some goal.” (Moore, 1985)  As an organization the Scouting program is about building effective character, citizenship, and personal fitness in today’s youth. It’s about making sure that the boys are prepared to participate in and give leadership to American society.  Since all the volunteers are parents of these same boys we are preparing of participation in society the volunteer’s obvious goal is making sure the organization achieves its goal. Their volunteering is self-serving as they are preparing their own boys for success. 
We can look at motivation from Maslow’s order of needs; So Maslow’s first order of needs physiological, food, water and shelter does not come into play since we are not providing any type of monitory compensation. These needs have to be met elsewhere and likely met before anyone would even consider volunteering for the positions. As for the safety needs we are not likely providing that to the volunteer, but as an organization we need do need to provide it for our charges. As for social needs we can and do provide some social fulfillment for the adult volunteers. Associating and working with other volunteers from a peer group is a byproduct of the organization. The Cub Scout program is designed as a family organization; and if a volunteer wants to, they have ample opportunity to socialize.  Then, of course, there are the self-esteem needs. These can be fulfilled on various levels either from other volunteers, the community at large or even by our charges themselves. Lastly there is the Self actualization need. the scouting organization does believe and attempt to train and encourage leaders / volunteers to advance and grow. Our desire is to get all volunteers trained for the positions that they hold; but, of course, training takes time and could be viewed by the volunteer as an additional expense.
Chapter 7 in Motivating Volunteers Eva Schindler-Rainman points out that some payoffs for volunteers might be enhanced self-image, new and increased skills, or knowledge new or enhanced as motivating factors. We can see where each of these can be satisfied as a byproduct of the program. Each learned by the volunteers as part of their preparations for the program presentation to the boys. Knowing that they are learning and developing skills we must recognize them for their accomplishments to increase their motivation.  We could develop a reward system based on the proven mastery of these skills, perhaps a plaque that is awarded after they have taught their charges that particular skill. 
Perhaps as Frey and Goette point out in Does Pay Motivate Volunteers “volunteers may also be extrinsically motivated, for example, to establish valuable personal contacts or to increase their skills.” Recruitment of volunteers might be enhanced by knowing this. We might work into recruiting documents / programs that there are opportunities to enhance their career by including these skills on their resume thus enhancing their career. For those that are looking for social enhancement they would be meeting new friends in their peer group and thereby building the bonds of community.
Solution: 
Any theory of motivation could be described as an attempt to explain why people engage in the behaviors they do.  Burke and Lindsey in their article Motivation and Goal setting put forth the following as factors for positive motivation. (Moore, 1985, p113) They provided a list of seven factors or types or behaviors which have a positive influence on motivation and satisfaction of volunteer workers. 
1. Providing recognition and praise.

The scouting program is designed to reward the boys through multiple levels of rewards for participation. There is only a very rudimentary systematic way of recognizing or rewarding the volunteers in the Cub Scout program. Ideas here include: service awards for years active in program, plaques for special services rendered or working above and beyond the call or for milestones in performance. 
2. Assigning tasks of increasing challenge, responsibility and freedom.

Because of the way the organization works volunteers are advancing in the program along with the boys. Other than assigning or encouraging volunteers to take on more responsibilities we have limited options. 

3. Supporting and encouraging creative ideas.

Every leader is challenged each year with learning a new program as they advance with their boys. In essence every year we are reinventing the wheel because the knowledge of projects is not passed down effectively. Perhaps getting each leader to contribute to the group with one or more projects written down and published might free up resources for more creative solutions to the program goals. If or when we publish the document / project, we could name it for the leader; therefore giving them some personal legacy in the organization. This program could free up leaders from a week by week struggle of inventing something for the program and allow them to be more creative in one or two projects for the year. By having prepared projects we could lower stress in the volunteer and reduce the opportunity cost as well. 
4. Involving workers in joint problem solving
Solving problems as they relate to the pack have become routine. Other than recognizing an individual and giving them credit for being the basis of the solution I’m not sure how to work this in.  The organization under my leadership is very cooperative in finding new projects and solving problems. 
5. Helping the worker develop skills

As I stated earlier all the volunteers are advancing and learning new skills every year as they move through the program with their boys.  Scouting does, of course, offer training for the volunteers; and encouraging them to take the time and rewarding them for completion of their training is an acceptable award playing on both self-esteem and needs satisfaction. Plans to implement the program need to be written up as soon as possible. 
6. Indicating how the job or function contributed to unit or organizational goals

It might be self-evident to me but perhaps we need to work on building a program of allowing the boys themselves to speak of the contribution the leaders have made to them. This program is about building up the boys and they are the ones that all of our efforts are for. The best rewards I can think of would be from the boys themselves. We need to set a specific goal of giving certificates to those leaders that have done a special service to the pack or shown exceptional leadership.  

7. Mediating conflicts that hampered job performance. 
Because the leadership works independently the majority of the time and because the group is relatively small we have not had conflicts that have required mediation. I can see where this might be necessary in the future but so far a non-issue. 

Burke and Lindsey also provided some negative re-enforcing 
1. Strongly criticizing job performance.
2. Providing too close or not enough supervision.
3. Not providing or obtaining answers to worker’s questions.
4. Unilateral decision making by supervisor.
5. Lacking openness to new ideas and approaches.
6. Lack of trust in workers.
7. Lack of praise for job performance.
8. Assigning boring or tedious tasks. 

(Moore,1983)  p113

Of these, number five seems to me if we flipped it around and wrote it as “having openness and encouraging new ideas” we would have a great motivator.  Ownership and excitement in seeing a new idea come all the way from the germ of an idea through the development and all the way to successful accomplishment is a motivator like no other. We could then back up the accomplishment with an award for their efforts at a later-time.  
Reflection:
I started this assignment wanting to find specific opportunities or ideas on how to reward and encourage existing volunteers as a primary goal. The basis for that desire was to keep those in place working and productive. As a secondary motivation I had a desire to find a way to encourage new people to join the volunteer group so that we could do more projects and program; and reduce the work load on existing volunteers. Overall the research I found on the subject was more appropriate to the larger more business-like volunteer organizations. This information might be more appropriate to the overall Boy Scouts of America but not really applicable to Cub Pack 247, St. Ann in Lansing, IL.  The ideas and research are directed at organizations that have layers of management and many volunteers working. They seem to be looking at what could be considered a potential full-time occupation. Our Cub Pack and its volunteers are more free-formed and flexible and not that tightly controlled. 
Overall I believe that I have the beginnings of several good ideas that need more development to be actually put into use.  I have learned some of the basics of motivation theory as applicable to volunteer organizations.  It is my intention to begin bringing up the ideas to the rest of the leadership of the pack in order to get more clarification and direction from them as to what they think will work for us in the future. 
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