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As an Americorps VISTA the overall goal of my work was to help University of Maine Cooperative Extension build capacity, specifically in the area of volunteer management. One of my projects was to develop a model that would engage volunteers as planning committee members for Extension events.  

To make the project “real” I used Maine 4-H Days as a place to pilot a new volunteer planning committee.  Maine 4-H Days is a three day event held annually the last weekend of June, this statewide event serves as a venue for 4-H-ers to participate in enrichment workshops, learn about showing their animals and come together as a community. I created this handbook during the six month process of planning and organizing the event. My goal is to show the benefits of forming a planning committee and provide a guide so that Extension staff can replicate it or adapt it for their event planning projects and volunteers. 

This guide will hopefully help you frame the outline or your volunteer planning committee to plan events and achieve your goals! Happy planning!







-Corrie Hunkler, 

Americorps VISTA volunteer management

Ideal Audience for this Guide
· Volunteer Managers and coordinators

· Project organizers and event planners

· Staff who sit on a board/advisory committee

· Persons with interests in motivating volunteers
Learning Objectives
By using this guide readers will be able to:

· Understand the basics for creating, planning and organizing a volunteer planning committee.
· Gain insight on the work a volunteer planning committee is capable of and ways in which you can support such a committee. 
· Help volunteers take ownership of their projects and results.
· Use this guide a resource to empower volunteers to take on a meaningful leadership role, and give them ways to measure their success.
Pre-Reading Assessment

Before you begin, answer the following questions to assess your current understanding of volunteer planning committees and the work they do. 

1. Have you ever created a volunteer planning committee before? __ yes __no

2. If so, who took on the most work?  __you __ the committee __other ___________

3. Do you have experience working with volunteers in leadership roles within your organization __yes ___no

4. How do you offer a volunteer within your organization leadership roles? ____________________________________________________________________________________________________________________
5. What sort of support and professional development do you offer volunteers that you work with? ____________________________________________________________________________________________________________________

6. Do you feel like a volunteer planning committee can successfully organize an event? __yes __no

7. Who usually comes up with the ideas on your current committees (advisory, boards, etc…) __you __staff __volunteers

8. How do you train volunteers who are in a leadership position? ____________________________________________________________________________________________________________________

9. Do you have knowledge of ISOTURE model --a necessary tool to effectively and efficiently work with volunteers?

ISOTURE
I    IDENTIFY   where the right volunteers exist


 __yes  __no
S   SELECT   the right volunteers for roles needed


 __yes   __no
O  ORIENTATE   them to the organization and their role

 __yes   __no
T   TRAIN    what’s necessary for their role



 __yes   __no
U   UTILZE   their skills effectively




             __yes  __no
R   RECOGNIZE   their time, energy and talents


 __yes   __no
E   EVALUATE   program with them; together evaluate their work    __yes  __no
If the answer is no to any of the previous skills highlighted by the ISOTURE model then I encourage you to learn about the effective volunteer management skills in those areas. It is important to have a base knowledge of how to properly work with volunteers before you take on a project of establishing a volunteer planning committee. The inability to properly support the volunteers will hinder the formation and productivity of your committee. 

Why Form a Planning Committee?

Event planning is something that cannot be done solo. There are too many different pieces that need to be fit together in order to create a well organized, successful, fun event. A dynamic group of people all invested in the ‘cause,’ but with different skills, backgrounds and interests helps broaden the thinking, brings creativity and many hands- which as we know, is something that is critical to the success of an event. 

A planning committee can be as flexible or as rigid as you deem necessary. It can be focused on a specific portion of the event or just the overall “bigger picture.” Planning committees also give volunteers a chance to really take on leadership roles and allow them to freely share their ideas and skills. 
Planning committees can be formed to:
· Organize fundraisers

· Plan fairs, festivals, and workshops

· Help use grant funds for their specified project

· Plan local or statewide events

Why Use Volunteers?

All volunteers are skilled and are looking for ways to utilize and share their talents. By identifying concrete roles and responsibilities, this can be mutually beneficial to staff, volunteers and ultimately the program it supports. A planning committee recognizes volunteers as valuable resources and levels the playing field- it provides staff with volunteer support and volunteers with staff support. The relationship becomes vibrant and has the potential to grow and develop. For example, the Maine 4-H Days planning committee has a volunteer who serves as a co-chair with a staff member and at the wrap up meeting for the committee, the volunteers self selected the roles and responsibilities they wanted to have next year. 
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The trick is how do we form this committee? How do you ensure that it’s comprised of volunteers invested in the project who want to produce results? 

Creating an Action Plan for your volunteer planning committee helps to organize your expectations and thoughts around what you want the planning committee to look like and what it will produce. This will make it easier to communicate the details and final results with your volunteers (or potential ones) and other people involved in the planning process. An action plan can be as brief or in depth as you want, however, its goal is to serve as a framework for your plan and will start your volunteers off on the right track.
Writing an Action Plan
An action plan is different from most other plans in that it has built-in deliverables. Assigning and producing deliverables is not difficult, but how you communicate the action steps leading to the goals of your action plan to your committee makes all of the difference. The success of a plan depends on the clarity of the action steps and tasks to complete- it will enable you to remain objective and proactively respond to issues as they arise, keeping everyone on the same page. 

It may be that not all steps apply to your process in any case, it does provide a clear overview of what to think about when creating your own action plan. 

1. Clarify your goal - Can you create a visual picture of the expected outcome? How will you know if you have reached your goals? How will you make these goals measurable? 

2. Look at the “BIG picture” - Write a general summary of what you want to accomplish with your objectives, budget, time frame, and potential risks/issues that may arise. Make sure you define complicated tasks and write the pros and cons of items so you know where to focus downstream when decisions need to be made.

3. Write a list of actions - Write down all actions you may need to take to achieve your goal. Focus on generating and writing as many different options and ideas as possible. Take a sheet of paper and just free write ideas, as they come to your mind. While you are doing this, try not to judge or analyze. 

4. Break out the smaller tasks - Assign the tasks you have generated. These can be shared amongst individuals (committees) or a volunteer might take on multiple smaller tasks. These will be pieces of the project that will support how you will achieve your goal. Make sure to think about the timeline and deadlines of the overall project. 

Then…
List action steps for each task - There should be a to-do list ranked in sequential order. This list can be changed, re-ordered and deleted. 
5.Prioritize- Some steps are more important than others, and some should be delegated. Based on your timeline, create a master list of the to do steps. I have included a template for this in the Additional Resources section (page 26) at the end of this guide. Throw out steps that aren’t relevant anymore. 

6. Communicate – Identify the best ways to communicate with volunteers from the start. Ask what works best for them and adapt to support this. Make comments, chat and document critical information and milestones throughout the planning process to make sure you have the correct relevant information.

7. Evaluate your results - How did you do? Did you meet expectations? Get feedback from others and planning committee members, decide what to do differently next time. (
Adapted from: Telecentere Academy- Action Planning: Developing a Plan (http://www.telecentreacademy.org/)
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Role Descriptions
After your thoughts are organized from your action plan, you can use that material to create volunteer role descriptions for the committee members. I  have provided a role description template for you to follow in the Additional Resources (page 27) section of this guide. 
Volunteer role descriptions will be used for a framework, reference point, identifier and many more things as your committee takes shape. By identifying concrete roles and responsibilities, this can be mutually beneficial to staff, volunteers and ultimately the program you support. It helps to make the goals clear and to keep agendas out in the open. Not convinced? Here are some other benefits of volunteer role descriptions:
1. Having specific responsibilities listed, time commitments stated, and benefits highlighted will help a potential volunteer determine whether or not the volunteer planning committee role is a good fit for them. 

2. By using a role description, potential volunteers can self-select the role that would be of interest and fit their schedule. This can save both the potential volunteer and yourself a lot of time and energy. 

3. Once the tasks are identified, then you can determine the skills required to perform them, what risks might be associated and what training will be necessary. This helps screen your volunteers ahead of time, and enables you to really have a productive focused committee. 

4. The role description can serve as a basis for discussion with your volunteers. It lets them know where they stand and that their efforts are valued. Using the role description as a guideline can help determine if additional training and support are needed, or if a volunteer wants to continue in their current role, change roles or terminate their service. 

First create one for the volunteer planning committee members. Use your action plans and notes to create one that will summarize what you envision the committees function or role to be. I have provided a sample one for you to follow: 

                                    Volunteer Planning Committee
Title

Event’s Name Planning Committee

Location
Event will be held at specify location. Depending on the needs of the committee, work can be done from home, work and/or with other committee members at a set location.
Objective

Take on a leadership role in organizing and planning the overall event. Provide direction and focus during the planning process, monitor progress and evaluate the event.  Documentation of your progress and communication with other committee members is an important piece of this role. 

Qualifications
· Must complete the Volunteer Application processes 
· Motivated, Self-starter
· Good communication skills
· Organized
· Invested in the project/event- want to see its success
Responsibilities

· Attend orientation/initial meeting (if needed) 

· Make yourself available for monthly check-ins (or as necessary)- will be via phone or email

· Communicate often with other committee members- keep them updated on the work you are doing
· Take on an active leadership role within the planning process and follow through with tasks

· Attend the actual event

Time Commitment

· Once a month meeting or as determined (will not always be in person) 
· Independent and committee work to complete goals
· Participate in event on give date
Training/Support

This leadership position will be supported by the other committee members and the staff of the organization you will be working with. Training will be provided in the form of professional development opportunities.

Benefits

· The opportunity to work with youth and/or adults providing positive support and growth experiences

· Opportunity to share your  own skills, talents and interests

· Orientation provided by staff

· Professional Development opportunities will be provided to volunteers 
After you have created your volunteer role description for the committee as a whole, think about the specific focus areas that will be needed for the event, and write role descriptions for these as well. Where are the places that will need the help and support of volunteers? I have included a volunteer role description outline in the extra resources section for you to use as a guide when creating additional roles for your committee. (
Some basic ones are:
Logistics- Responsible for making sure the event planning and production is organized and efficient. Secure the location of event and make sure the buildings and facilities are set up appropriately. Keep the planning committee in communication and on task as well.

Marketing/Advertising- Produce the marketing and outreach materials that will promote the event to the public. Create materials to use at the actual event as well. This includes: developing signage, securing a photographer, and advertising through out the community and media.  

Volunteer Coordinator- Be responsible for recruiting, creating roles and organizing the volunteers before the event. During the event, volunteers will need to be oriented on their role, coordinated and be provided with support. 

Committee Co-Chair- Work with the staff liaison to oversee the committee, provide direction and focus as well as problem solving. 

Some committees may be added as appropriate to the event. Examples from Maine 4-H Days include: include our enrichment committee and identifying episodic volunteer roles such as ice cream social, parade, and maintenance.

A Note about Facilitation…

If you are considering forming a planning committee, I found facilitation skills to be very helpful. Facilitation is guidance of a group in a problem-solving process. The group leader -- a facilitator -- is neutral in regard to the issues or topics under discussion. This neutral ‘guide’ allows volunteers within a planning committee to feel encouraged, empowered, and supported in their ideas. The facilitator works with the group as a whole and provides procedural help in moving toward a conclusion. Jane Haskell, an Extension Educator based in Waldo County offers ‘Strengthening Your Facilitation Skills- Level 1 & 2’ workshops. These give you the tools and techniques needed to be an effective facilitator and also provides an open space and dialogue to practice these skills. It is a course that I encourage you to check out if you haven’t already! I  have included more about Facilitation and Jane’s contact information in the Additional Resources section (page 23) at the end of this guide . As a facilitator or someone forming a planning committee you need to have a clear idea of what the end result of this committees’ work will be.
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You have now been introduced to what a planning committee is and why using volunteers is beneficial. You are aware of the facilitation skills needed to form and focus a planning committee and have a concrete idea of what your goals and expectations are for them. 

You also have a written action plan and role descriptions for the planning committee and its volunteers. All of this will help you successfully get started forming and organizing your new committee. So… lets get started!

A committee is formed to take a burden off an individual. A committee provides a group of people all with different backgrounds, skills and interests to add input, idea generation and motivation. Your volunteer planning committee will help to provide:

· Widespread support and representation

· A wealth of ideas that will better meet the unique needs of people

· More people to share the work

Take a moment to think about your needs for a volunteer planning committee…
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Needs Assessment
1. How many members would you like to see in your committee? ______

2. What skills are you looking for from your volunteers?

    _______________________________________________________________

3. Do you have people in mind that would create a successful committee? __yes __no

4. Where do you plan on looking to recruit volunteers for your committee?        
    _______________________________________________________________
The formation of the committee can happen as a formal invitation to specific people, or a general application process. The more involved you are with who you select and why you select them, the more productive and involved your initial committee will be. It is important to ensure success when starting a new committee, because it will be the foundation for events/years to come. If your first attempt at forming a volunteer planning committee is a poor one then the return from those volunteers will be minimal, if at all. 

Making a Transition
You need to have a very clear of the process when making the transition from the previous event organizers to a planning committee. Start with an initial meeting with the staff people previously involved with the event and ones that may be looking to take on a role in the planning committee formation. This meeting will serve as a foundation for the work you do and will help you move forward with the planning committee process. Include discussion on:
· the goals/benchmarks for the event and how you envision this happening
· the background, history and supporting documents (budget, registration packet, job descriptions) from previous years
· an understanding of the leadership transfer from the previous organizer to the person who will take on the role of volunteer coordinator for the planning committee (This could be the same person, but just make sure the role shift is clarified)

In addition to outlining clear roles for members and collecting past materials, have people review and add to your ‘to-do’ list (if already created) and action plan or draft these together. Gather other materials that people might have, grocery lists, forms, brainstorms etc. In other words think about what resources the people you initially meet with have and make an effort to gather as much of their knowledge as possible. Also, think about some of the people you are collecting information from, they may be potential additions to your committee. No need to reinvent the wheel. 

An important step for staff members forming a committee that is led and run by volunteers is to think about how you are going to be a part of the event planning process. Be willing to let go of some of the roles and responsibilities that you previously held and be confident in your volunteers’ ability to take on and complete tasks. Think about how your role can change to help guide the committee to create an event, fulfill goals and be satisfied with your collective work. 
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Selecting your Volunteers

An ideal planning committee will have six to eight people. You will want to have an overall committee with sub-committees for specific roles. 

As I mentioned before, if your committee is starting from scratch it is best to handpick volunteers you think may be interested in the opportunity. This ensures a good, motivated group of people to start the committee and help it to be successful. After the committee is formed you can look into alternative volunteer recruitment options. 

If you are going to handpick the volunteers, the best way to start it off is with a phone call, or a person invitation. Although email is easy, you want to make this opportunity a bit more personal. Write up a script beforehand to use and make it brief. Keep in mind this is an invitation. Think about what you can say to let the potential volunteer know why you think they would be great for the committee as well as the benefits available. Be polite, personable, and make sure the commitment is clear. If they are hesitant don’t use pressure, just let each person know they can take their time to think about it. Email a follow up of your conversation with the volunteer role description after you talk with each candidate. 
Stay organized with who you talk to, and what feedback you receive. This is especially important if you cannot put names to faces. I found it helpful to create a spreadsheet with each person’s contact information and notes about what we talked about, this is useful because it can be shared with other staff members involved and edited whenever necessary.
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Committee Development
In the beginning stages of committee development it is important to outline goals, create a timeline and establish ways to communicate with each other and the group. If these things are developed by the time your initial meeting rolls around, things will be running smoothly and volunteers can leave the meeting with a concrete sense of what they are doing and a timeline of how things will go. 

Extension staff member roles
As a staff member, make sure to take on an active role in the planning process. These roles can be very minor like providing contacts, coordinating the venue and sharing past documents or they can be more involved such as chairing the committee or a sub committee. In order to have a clear idea of each staff role in the volunteer planning committee process, it will help to hold an internal meeting and ask what each individual sees as their contribution. Make sure you re-state the goals and desired outcomes for the overall committee. Help guide staff members to take on ‘facilitation’ and ‘organizing’ roles, rather then ‘doing’ roles.
Staff Goals

1. Help organize the formation of the planning committee 

2. Engage and support the volunteers within the committee to plan and carry out the event. 

Staff Roles 
· Create volunteer job descriptions
· Participate in all planning committee meetings to facilitate and document process
· Work with volunteer coordinator to ensure educational value, variety of activities, and provide connection to faculty
· Coordinate signing of any contracts that need to be signed 

· Ensure communication between planning committee and other people involved in the event. 
· Overall responsibility for safety and liability 

· Responsible for making sure evaluation and reporting are completed

· Assist in developing core group of volunteers for committees. As the expert in the past, help provide contacts and suggestions to ensure the committees success
· Coordinate and oversee budget 
Administrative Assistant (this can be open to volunteers as well)
· Event registrations and mailings
· Announcements and organizational publicity
· Coordinating programming
· Signage
When starting a committee you may have to take on a lot of initial work.  If you make sure to keep track and save what you’re doing then your role can evolve to be more relaxed and allow the committee to really take charge of the event.
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Now-you have brushed up on your volunteer management and facilitation skills, recruited volunteers and assigned staff roles. 
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So- bring your volunteers together to plan the event! Having the initial planning committee meeting is an important part of the process. It will give volunteers a chance to meet one another and come together as a group.

Initial Meeting

The initial meeting is your chance as a facilitator/coordinator to set the tone for your committee. Make sure to establish working agreements with the group that will be used throughout, use ice breakers and closing activities, provide an engaging agenda and make sure you leave time for volunteer input and feedback, also bring snacks and set up your meeting space comfortably. After all… first impressions are very important! (
If there are other people supporting you in forming the committee, now is the time to reconvene with them. Discuss how the recruitment process went and talk about what needs to be covered at the initial meeting. Gather any resources still needed and delegate tasks such as food, beverages, finding/booking the space and inviting the volunteers. 

After contacting the volunteers you will have a better idea of the next steps to take. If people generally don’t seem interested, you might want to look for more recommendations on volunteer leaders within your organization or post the opportunity in a newsletter or paper. If the response is positive than its time to meet with the potential volunteers and make the committee finally happen. Figure out a location central to where the volunteers are from. It might be more convenient for them to have the first meeting somewhere besides your office. Pick a date and time that seems to suit all or most of the interested volunteers’ needs. Stress the importance of the initial meeting (you can even make it required) and be sure to ask for an RSVP to make note of the number of people coming for materials, and food. 
Logistics

Things to consider:

· Choose a central location and provide a way for volunteers to attend (via conference call, Skype, or speaker phone if they are unable to make it) 

· Provide directions, in the email as well as a snow date (in the case of winter weather!)

· Send out a reminder with a brief agenda a week beforehand. 

· Work out what you will need from the volunteers in terms of feedback before hand. Are there ideas you want to share? Keep them included in all parts of the process to give them ownership of the event. Do you want to provide something for them at the event? Ask them what they might want, don’t just pull ideas out of the sky. 

· Set goals that are clear and to the point. Post these on top of the agenda. This will give you as a facilitator as well as the committee tangible ways to gauge if they were successful.

· Provide snacks/food/drinks/ coffee and tea at the event. Is there a little money in your budget for this? And schedule time for breaks!

Tips for Initial Meeting:
· Provide yourself with plenty of travel time. Use driving time to clear your head and rehearse what you want to do throughout the day.
· Arrive at least an hour early for set up. Be prepared.  Be respectful of time- end and start on time, even if it changes the agenda (this is part of good facilitation)

· How do you want the room to look? Think about how to set up the tables and chairs to provide the best atmosphere for your meeting. 

· Set up a break space away from where the work will be happening. This will provide a way for the volunteers to step away from their work. Offer coffee, tea and light snacks at this space. 

· Provide everyone with a sheet containing volunteer and staff contact information. 
-    Create an information packet for each meeting participant. Consider including:

Agenda

Established Job Descriptions

Planning Calendar

Evaluations/feedback from last year

Name tag

Plain Paper to take notes on
The details and flow of the meeting are up to you (here’s where that facilitation comes in handy ( ). In the Additional Resources section (pages 28-30
), I have provided sample ice breakers, and closing activities for you to use and think about how to get started. 
How to Create Working Agreements 
Another piece that is important for group work (especially if this is their first time meeting) is creating working agreements. Working agreements are created by the group as guidelines of how they want to work together in a positive, functioning way. At the end of the creation of these agreements a discussion is held to make sure everyone is okay with the guidelines and afterwards all group members agree to follow the agreements—this can be one by one or an overall consensus. 
1. [image: image19.wmf]Explain that working agreements are a set of guidelines for groups to follow. It helps keep us accountable for our action, and provide a common thread for which the group is run. 

2.  Have everyone in your group write down one thing they like to see in groups and one thing they don’t like to see
3. Ask each individual to combine what they wrote into one succinct guideline.

4. Go around the room and have everyone share what they wrote. 

5. Write the agreements on a poster in front of the room. 

6. Ask if there are any edits/changes that people want made, and if there are any agreements people have issues with. 

7. Once agreements have been edited have each group member agree to them. 

8. Edit the agreements to look nice and hang the poster at each meeting.  - refer to them if guidelines are not being followed. 
Working agreements should be one of the first things on your agenda at the initial meeting. It is important to set a good tone with your new group and let them know what skills you have to ensure a successful and productive planning committee experience. 
Here is a sample agenda for your initial meeting:
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Time Line

Create a timeline of things to come, so volunteers have a clear sense of what is going on when. Here is the timeline for the Maine 4-H Days planning committee:
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Support

After you planning committee has been established, it is your role as a staff coordinator to provide on going support and feedback with your volunteers. Think about how to keep communication flowing and ideas being heard. 

Some ways for groups to communicate:

· Google Groups- or other online group sites where you can share documents and meeting information.
· Email check ins- how are things going? What type of support do you need from me?

· Think about having meetings with specific volunteers working on a piece of the event. For example, we met our logistics committee at the fairgrounds where the event was being held to walk around and think about what workshop we could put where. 
· Phone calls- just brief check ins—let the volunteer know you are there to support them if necessary.
· Send out emails with useful information- maps, agendas, & contact information.
· In person meetings (as appropriate). It’s important to identify preferences of volunteers to best meet their needs.  Ex. A member of the enrichment committee did not like using email, preferred face to face.  So we made that work with those volunteers who were able to travel, and made use of videoconference technology.
Individual styles of support will vary, however it is a key piece to think about.
Episodic Volunteers

You may have additional volunteers coming to help with your actual event. These volunteers, referred to as episodic volunteers, need to have a support system in place to help them out while they volunteer. If this is the case in your situation make sure your volunteer coordinator is prepared and has thought about how they would like the volunteer tasks to be assigned, and how they plan on orienting and communicating with the volunteers.  

For Maine 4-H Days we advertised for episodic volunteers along with our announcements and marketing for the actual event. In the Additional Resources section (page 29) I have provided an example of how we advertised our specific episodic volunteer roles. 

Points to think about: 

· Orient your episodic volunteers at the beginning of the event. Keep the orientation brief (15 -30 minutes) and use it as way to meet your volunteers, get them on the same page, clarify roles, and hand out additional information (including: an overview of the event, contact information, and a schedule).
· Create an evaluation specifically for your volunteers
· Volunteer T-Shirts to wear at the event  (for committee members and episodic volunteers).
· Think about how to thank your episodic volunteers for the work they did during the event. You want to really recognize them for contributing to their event and encourage them to get involved again next year. Make your gift thoughtful, and relevant to their role. 
Volunteer Planning Committee at the Event

All events and their planning are very different, and I hope that this guide provides the framework to establish a committee for planning your unique event. During the actual event make sure that each committee member has a specific role or job and knows who to ask if questions or issues arise. A good way to communicate at events is walkie-talkies or even cell phones, so again make sure the contact list is up to date, has the information needed and is given to each volunteer. It is important to remember what role each volunteer played in the behind the scenes committee process, if people compliment a specific thing or are interested in how something was planned then you can refer them to the volunteer who is responsible for that. 

Wrap Up and Recognition

After your event is complete, the work is not finished yet. Just as the initial meeting was important for bringing the group together and starting the process, a wrap up meeting serves as a debriefing for the event, sets the stage for next year and allows you to formally recognize your volunteer planning committee for the great work they have done. Make sure to set a date within two weeks after the event. This way it will still be fresh in everyone’s minds. Communicate this to your volunteers before the event so they can put it on their calendars and be aware of what things they want to make note of to bring up at the meeting. For convenience, consider having it at the same location as your initial meeting. 
Volunteers in a leadership position such as a planning committee deserve more than just a thank you card. Set aside money in your budget for festive food to have at the wrap up meeting and a gift for your volunteers. Also make sure you talk about the involvement of volunteers in the planning committee and stress the leadership roles they can take on as well as other ways to get involved. 
Here is a sample agenda for your wrap up meeting: 
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Facilitation- (referenced on page 11) 
What is facilitation?  It is the design and management of structures and processes that help a group do its work and minimize the common problems people have working together.
Strengthening Your Facilitation Skills- Level 1 & 2
The training series is designed to help you...
·  build stronger dynamic groups
·  run more effective meetings
·  have increased confidence 
·  practice techniques you can use
·  increase your awareness of what & who makes your group work
Jane brings over 20 years of experience in the design and implementation of experiential community development programs for youth and adults. Over the years she has launched several innovative Extension programs, from Voices, a school-based enrichment program for teens, to the Mid-Coast Home-Based Business Conference, the first statewide conference for home-based business owners in Maine, to producing and hosting Doing Business, a live, public affairs radio show. As a result of her community facilitation work, her latest innovation is the collaborative creation of Strengthening Your Facilitation Skills, Levels 1 and 2. The Training Series is designed to help local citizens as well as professional staff learn how to get work done more effectively and efficiently in group meetings. It has been identified as a curriculum by the National 4-H Learning Priorities to Build Effective Organizational Systems. Jane is working collaboratively to research the societal impact of having skilled community facilitators. She is a member of the International Association of Facilitators and the National Association of Community Development Extension Professionals.   
For more information on course content, training dates and how to get involved contact:

Jane Haskell
Extension Educator
University of Maine Cooperative Extension
992 Waterville Rd
Waldo ME 04915

(207) 342-4229

jhaskell@maine.edu
Action Plan-(referenced on page 8)

Step 4- Prioritize -- Create a To-Do List
Time Frame





Tasks to Complete
	7-6 Months Before
	· Find Co-Chair for volunteer committee

· Designate Roles-Sub Committees

· Set schedule for meetings

· Confirm venue
· Obtain certificate of liability

· Create a way to track/manage budget

· Create committee delegation chart

· Invite potential volunteers to join committee

·  Follow up with new volunteers and orient them to the committee

	5-4 Months Before
	· Order recognition items for volunteers and workshop presenters

· Set deadline for workshop descriptions

· Determine participant fee (entrance fee) 

· Create registration form (website?)

· Create Signage

· Look into photographer

· Exploration of donations/additional funding

	3-2 Months Before


	· Order Volunteer T-shirts (get sizes!)

· Mail Registration form

· Create evaluation plan

· Confirm registrants

· Look into sound system options

· Find photographer

· Order/create name tags/wristbands

	Month of Event

	· Secure sound system

· Nurse-check first aid kit

· Track episodic volunteers, organize their roles and give them assignments

	Before/During Event
	· On site registration
· Event volunteer training/orientation

· Set up 
· Hang Signage

· Coordinate Volunteers

	After Event
	· Tally evaluation results

· Reorganize/store event materials

· Committee/volunteer meeting to debrief event
· Review budget

· Thank you notes


Role Description Template- (referenced on page 9)
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Volunteer Role Description

Title

Provide a descriptive title. Ask yourself, would I consider volunteering for that position?

Location
Describe where the person will be working.

Objective
Briefly state the objectives of this volunteer position. What does Extension expect to gain from the volunteer? How will you an the volunteer know that they’ve been successful?

Qualifications
List the minimum qualifications (experience, skills, age requirement etc.) needed to perform this task. If a background check is required indicate here.
Responsibilities

Clearly define the tasks the volunteer will be asked to do.

Time Commitment

State how much time do you want the volunteer to commit to this role. Be specific. Note the minimum hours per week/month and/or the duration of time?

Training/Support

How will you prepare the volunteer to work for Extension? What can you offer as an organization for support? Define training requirements and list additional resources and support available.

Benefits

Describe the benefits to the volunteer. These can be tangible and/or intangible.

Supervisor

List the staff person and their contact information.
Opening Activities/Ice Breakers- (referenced on page 19)
Adapted from: Volunteer Match- opening activities for groups (www.volunteermatch.org) 

1. Brainstorm!
Break the meeting into teams of four or five. Give each team a topic. Pick topics that are fun and simple like, "What would you take on a trip to the desert?" or "List things that are purple". Give your teams two minutes, no more, and tell them "This is a contest and the team with the most items on their list wins." Encourage the teams to write down as many things as they can and not to discuss anything, just list things as quickly as possible. At the end of two minutes, the team with the most items on their list wins! This helps people to share ideas without fearing what other people will think.
2. Same or Different: 
Divide the meeting into teams of three or four and give each team a large sheet of paper and then give each person a different colored marker. Have each person draw a large oval such that each oval overlaps with the other ovals in the center of the piece of paper. Give the group or groups, a theme that pertains to your meeting objectives. Ask the participants to write down at least five or more entries in the non-overlapping and mutually overlapping areas of their ovals. Give them five minutes, no more than that, to talk about their similarities and differences and write them in their own ovals on the paper. If there is more than one group, compare results and identify common themes in both parts of the diagrams and what light these similarities and differences shed on the purpose of the meeting. This helps team members develop an understanding of shared objectives and in a non-confrontational way learn how their views differ from others in the group.

3. Fact or Fiction:

Have everyone write down three surprising things about themselves, two of which are true, and one of which is made up. Each person, in turn, reads their list and then the rest of the group votes on which "fact" they feel is the "false" one. If the group does not correctly pick a person's made up "fact", then that person wins. A group can have more than one winner. At the end, the whole group votes on which of the "winners" of the final round, had the most deceiving "fact". This helps people get to know and remember their colleagues.

4. Free Association:

The object of this ice breaker is to have small groups generate as many words or phrases as they can that are related to a particular topic that focuses on the objective of your meeting. Give the group or groups a key word you want them to associate with and then give them two minutes to list, as quickly as possible, as many words or thoughts that pop into their heads. For example, if your company is trying to decide on whether to reduce travel and increase the use of teleconferencing, you might use the word "teleconferencing" and have people list as many words or phrases they can that they associate with the key word. For example they might say: "saves money", "saves time", "impersonal", "need to see other people", "get distracted", "sound quality".... This reveals what people are thinking, similarities in viewpoints, and possibly even problem areas or topics that need addressing or further discussion.

5. Nametags: 
Prepare nametags for each person and put them in a box. As people walk into the room, each person picks a nametag (not their own). When everyone is present, participants are told to find the person whose nametag they drew and introduce and say a few interesting things about themselves. When everyone has their own nametag, each person in the group will introduce the person whose nametag they were initially given and mention something of interest about that person. This helps participants get to know and remember each other.

6. Desert Island:
Group people in teams of 4 or 5 and tell them they will be marooned on a desert island. Give them 30 seconds to list all the things they think they should take and each person has to contribute at least three items. At the end of 30 seconds, tell the teams they can only take three things. Have the person who suggested each item on the list tell why they suggested it and defend why their item should be one of the chosen three. This helps the team learn about how each of them thinks, get to know each other's values, and how they solve problems.

7. Commonality Plus:
Break up into teams of 4-5. Have groups list ten ways that everyone in that group is similar. Let them know that they cannot list body parts or clothing and that what they select cannot have anything to do with work. One person at the table should be tasked to make their list. At the end of your time limit have the group share their list with all meeting members. This is a great opportunity for your meeting attendees to learn about each other's hobbies, families, and common interests.

8. Line Up:
As people enter your meeting hand each one a piece of paper with a different number written on it. Ask the group to arrange themselves in numeric order without using their voices, hands, or showing their number. This helps the team to think of other ways to communicate with each other and to work together to achieve a common goal. Variations can be: line up by height, shoe size or birthdays as they fall on the calendar. 
9. Meet and Greet Shoe Pile:
This works great in large groups and is a variation of the name tag ice breaker. Have everyone take off one of their shoes and throw it into a pile. Have each group member pick up a shoe and walk around the meeting room greeting other people as they try to match their selected shoe to the one another team member is wearing. This is a great way for new people to meet several members in a group.

10. Desert Island:
Bring toilet paper with you. Pass a roll around and have each member tear off how much toilet paper they would use for a three day camping trip.  Have the group go around and tell one thing about themselves for every square they took. 
Closing Activities- (referenced on page 19)
Adapted from: The Corporation for National and Community Service- Resource Center-Tools and Training for volunteers and service programs (http://www.nationalserviceresources.org)
1. Draw a picture of a tree that includes the roots, trunk, branches, leaves, and fruit, and gives each participant a leaf cut out from construction paper. Participants write on the leaf something they are taking with them from the training. Then participants sit or stand in a circle while each takes a turn sharing what is written on their leaf while attaching it to the tree. Participants may place their leaf in different places on the tree, depending on what they are taking with them from the training. Trainers then note the significance of what it means to be the roots, trunks, leaves, or fruit of the tree.

2. Have volunteers write on index cards 1. Something they learned today





     2. Something that was fun






     3. An “Aha” moment

3. Form a circle and pass a ball of string from one person to another to form a web while stating how they can share information or work together in the future. 

4. Standing in a circle ask the participant to throw a ball to another participant and say what they have learned from that person during the workshop.
Episodic Volunteers- (referenced on page 22)
4-H Days Volunteer Roles

We couldn’t put on this great event without your help so a BIG thank you in advance! Also, we would like to note that these roles are open to anyone ages 15 and up so if you know a responsible young person encourage them to volunteer with you! 

Benefits:

· The opportunity to work with youth and or adults providing positive support and growth  experiences

· Volunteer development opportunities

· Opportunity to share your skills, talents and interests

· Brief orientation provided by Extension staff

· Free admission and camping at 4-H days

	Lights Out Patrol
	Perfect for you if you are a night owl! Oversee the campgrounds to ensure lights out, and quiet noise levels

	Office
	Assist with registration. Make Announcements. Answer workshop questions. 

	Parade 
	Help with the set up, organization and running of the parade. 

	Maintenance & Facilities 
	Short assignments throughout the weekend. Move tables, monitor trash barrels and bathroom. Provide supplies when needed.

	Ice Cream Social
	Set up space for event. Create a nice atmosphere for a social gathering. Help serve food, delegate tasks to people willing to help. Make sure space was as it was found. 

	Information
	Give directions, logistical information, program changes, communicate changes. A great way to learn about what’s going on at 4-H Days !

	Set-Up
	Move table and chairs around fairground. Clean areas. Paint, hang/distribute signs. Set up the kitchen. Put out trash barrels, stock bathrooms with necessary supplies. Set up will take place on Thursday the 24th. Make sure supply closet is unlocked.

	Clean-Up
	Take down signs. Move table and chairs. Clean fairgrounds. Collect Maine 4-H Days belongings and organize for storage. Load equipment/materials. Make a last check of the bathrooms. Clean up will take place on Sunday the 27th in the afternoon/evening.

	Event Groundskeeper
	Deliver messages around the grounds. Ensure bathrooms are kept clean and supplied, trash cans aren’t overfull, and grounds are being respected. Make sure bikers and skaters are wearing helmets.

	Creativity Tent
	Help keep the creativity tent organized and efficient. Provide support and supplies. 


	Workshop Assistants
	Help with the various enrichment workshops, provide support and assist with various tasks. Great way to learn new skills!

	Individual Roles
	Nurse, EMT, First Aid

Photographer-document weekend and all events with photos. 

Auction
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I would like to thank Maine 4-H Days Planning Committee for being my guide as I wrote this book, you made this process seem like a piece of cake. Also thank you to my supervisor Jen and the Chair of the Maine 4-H Days Planning committee, Sarah Sparks for being valuable people to turn to from resources or support throughout this process. Most of this document is based on my experience with Volunteer Management and Planning Committees. However I would like to cruet the following sources:

Opening Activities- adapted from: Volunteer Match- opening activities for groups (www.volunteermatch.org) 
Closing Activities- adapted from: The Corporation for National and Community Service- Resource Center-Tools and Training for volunteers and service programs (http://www.nationalserviceresources.org) 
Action Plan- adapted from: Telecentere Academy- Action Planning: Developing a Plan (http://www.telecentreacademy.org/) 
Points to cover in your phone invitation





Your Full Name 


Your Full Job Description and role with the volunteer planning committee 


A brief overview of the event/goal of the planning committee and its potential 


Why you chose them or how you got their name 


Something positive about their previous work and how that will fit with the committee


Time commitment & benefits!


Roles available (if you know focus on the ones they would be most interested in)


Are they interested?


The initial meeting date/time/location (or ask them when is a good time to meet)


If interested. What follow up will you do after the phone call?


Send volunteer role description


Reminder about initial meeting


A thank you!





 





Introduction





Getting Started





Forming your Committee





Event Planning





“Whatever you're thinking about is literally like planning a future event. When you're worrying, you are planning. When you are appreciating, you are planning...What are you planning?”


-Abraham Hicks





Maine 4-H Days


Volunteer Planning Committee Meeting- wrap up


July, 9th 2010	10:30am - 1pm


Maine Farm Bureau


Goals:   


Debrief Maine 4-H Days


Evaluate our Work


Discuss our roles for next year


Review handbook with focused feedback


Celebrate our Work and Have fun! 


	


Welcome	


					


Quick Opening Activity						(15 minutes)





Revisit Working Agreements					(5 minutes)





Evaluations							(45 minutes)


Review Evaluations from Maine 4-H Days


Participate in a focused discussion-evaluating the event and our work


Things to change/work on for next year





Future Planning							(45 minutes)


Volunteer Forum (?)


Roles for Next Year?


Ones to Add (Who to invite)


How this committee should function


Leadership Positions			      


	     


Handbook							(30 minutes)


                    Handbook Presentation


What is its function?	


Focused Feedback





Recognition & Celebration	


				





Wrap up meeting & recognition





Start event registration. Coordinate & place event volunteers. Follow through with presenters.





Visit event location. Take notes. 





EVENT!





Document process & follow up with vols for next year.





Hold a committee check- in. Review budget.





Follow up meeting and thank vols for joining. Create group communication.





Final check in & updates





Start looking at logistics for event. 





Start advertising event. Find & book entertainment.





Hold initial meeting in central location





Invite volunteers to join committee





Meet w/ Staff to discuss committee, gather materials & potential vol names





November  �   December   �  January	 �  February	�	March					





     April	   �	  May	  � 	June	�	  July	�	August





Volunteer Planning Committee Timeline


(for Maine 4-H Days 2010)








Maine 4-H Days


Volunteer Planning Committee Initial Meeting


January 23, 2010	10am - 2pm


Maine Farm Bureau


Goals:   


Create group cohesiveness for our newly formed planning committee


Answer questions, provide clarification. Get everyone on the same page (


Define group roles, and start defining individual roles in this process


Review ‘things to do’ and set up a support structure for the group


Plan next meeting dates and times


Have fun! 	





Welcome						


Introductions and Get to Know You Game					(20 min)





Working Agreements						(20 min)


Each person writes three things that they feel are important to have with a group on a piece of paper, and share the one they feel is the most important. I write them on the poster board and we have a discussion, editing, and consensus. 





Team Building Activity						(30 min)


Project Planning- Break up into 2 groups.


	


Planning Committee Overview					(1 hour)


Share- Previous Volunteer Experience (interactive activity)   				      


Learning/Working Styles Activity & Debrief      			


Intro to 4-H Days and Committees and our roles (with Sarah)	


Q&A									


     


Lunch (provided)							(30 min)


Working Lunch- icebreaker questions will be written on index cards and placed around the room. 





Committee Breakdown						(1 hour)


 Decide the committee you want to be in and break into those 	


Committee Work							


Use poster paper for committee description and worksheets for individuals


Explore collaboration of committees


Wrap Up & Answer group Questions				  


Short Break





Presentation of Committee Roles and Closing			(10 min)








Create & market episodic roles for volunteers





Additional Resources





Sources
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