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VOLUNTEER MANAGEMENT

Since the program depends on volunteers to do most of the work, it is crucial to have a strategy for making sure volunteer needs are met.  You will also find that there will constantly be new information to impart to the volunteers, so you need to have multiple ways to communicate with them.  

COMMUNICATING WITH VOLUNTEERS

1.  Daily communication/check-in:

· Talk to individuals/groups before tutoring begins each day to answer any questions, find out if tutors want to work with certain kids, and get the group pumped up.  Try to have this type of informal, face-to-face communication with tutors as often as possible.  

· Provide tutors with any new, relevant information on how students are doing, how tutoring has been going, and recent events

· Tip: learn everyone’s name as quickly as possible!  

2.  Weekly communication via e-mail: 

· Send out announcements and reminders.  One e-mail a week is a good rule to go by

· E-mailing everyone will be easiest if you use gmail and create a group for each day of the week—this way you can mass e-mail

· Try to keep your emails as short as possible and write a catchy subject line

· DISCLAIMER: Find out in the beginning whether everyone has e-mail.  If someone does not, have another plan for providing them with the announcements (could be a phone call, a weekly print-out, etc.) 

3.  Pass out monthly calendar:

· Make note of any days tutoring is canceled.  Be VERY clear about this and mention it numerous times in communications to be absolutely positive that everyone knows 

· Make note of special guests coming to tutoring

· E-mail the calendar and pass out hard copies  

· Also e-mail the calendar to service-learning professors so they can be kept in the loop

4.  Have regular group meetings:

· We recommend meeting with tutors directly following their first day of tutoring.  Ask them to stay 10 minutes to answer any questions they have and reinforce policies.  This should be done for groups beginning all at once as well as for individuals who start on their own.   

· Continue to have meetings once a month to in order to get and provide feedback

5.  Newsletter: 

· Though we haven’t had one before, it would be fantastic to send a newsletter every two months or so to current and past volunteers, partners, and supporters  

· Could be created as an e-newsletter, mailing, or both  

· This would help everyone stay informed and up-to-date about the program, and keep everyone thinking about it.  Staying in touch with participants is a great way to solicit donations! 

STAYING ORGANIZED

1.  Track attendance: 

· Have tutors sign in every day

· Tally tutor attendance in an excel spreadsheet at least once a month.  Make sure the spreadsheet is well-organized so you can quickly get a sense of who has been coming and who has not. 

· If you have a large number of volunteers, it is helpful to post a list on the wall so you have an easy reference to find out who is supposed to be there that day 

· Thank tutors who demonstrate exceptional commitment

MEETING VOLUNTEER NEEDS

1.  Dealing with Overwhelmed Tutors:

· This will be the first time that some, or many, of your volunteers have tutored or worked with children  

· Try to recognize when a tutor is uncomfortable or does not know how to handle a situation.  Step in to help.

· Offer encouragement during and after the tutoring session 

· Doing simple things like suggesting a game for a tutor and student to play can be very helpful  

2.  Social Outings

· At least once a semester, organize a social outing such as going out to eat.  

· These are good for getting to know the tutors, giving them a chance to get to know each other, showing your appreciation, and finding out who is most invested in the program.

· Make sure the tutors know whether or not you will be paying for everyone 

· Contact the restaurant/venue beforehand to see if you can get a discount

3.  Working with volunteers who are a part of service learning:

· Find out what the requirements of the program are and what paperwork you will need to fill out

· Some service learning departments will require their students to document their hours.  If a volunteer needs your signature every time they come, ask that they get it from you at the end of tutoring.  

· If you have a relationship with the directors of a service learning department, contact them periodically so that you can work together to fulfill the needs of the student volunteers.  Also, seek feedback on the department’s satisfaction with your program as a volunteer placement site.   

THINGS TO CONSIDER

1.  Many tutors will be unreliable with attendance.  Do not let this slide!  Acknowledge their absence by sending an email or politely asking if they are having trouble making it.  Make sure they realize how much the students depend on them and tell them that the students ask after them when they are absent.  

2.  Volunteers will have different reasons for participating in your program.  Some will be there out of a genuine desire to help, but some might be there to fulfill a school requirement. If a tutor does not fulfill your expectations, talk to them about it.   

3.  Tip: when discussing the program with tutors or anyone else, help them understand that the focus is always on what is best for the kids.  

4.  Be flexible with assigning tutors roles—some may be more comfortable with academics and some may be more comfortable playing games.  You can also assign tasks such as reorganizing things, setting out the snack, etc.

5.  Try to get tutors as engaged as possible but don’t be surprised if some of them never reply to e-mails or tell if you if they are having problems

6.  If your program is largely dependent on student volunteers, find out when their breaks are early on so you can plan whether to hold tutoring during that time

7. Get the Shelter involved with volunteer management.  If they have pinpointed a person to take over the program, make sure that person begins interacting with the volunteers and taking on some of the tasks.  
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