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1
INTRODUCTION

1.1
The Broads Authority has an excellent record of working with volunteers since 1989 and there are currently over 200 volunteers working with the Authority in a wide range of settings. The scope of work undertaken is extremely wide covering such things as habitat management, site maintenance, patrolling the waterways, sites and footpaths, providing help and advice and assisting with events. During 2005/6 volunteers contributed at least 4400 workdays.

1.2
Alongside the traditional volunteers the Authority provides both short and long-term work placements in conjunction with a number of return to work placement agencies and educational establishments. 

1.3
While the present situation has developed over the years in what can best be described as an organic fashion, the commitment and achievement of staff in developing volunteer schemes across the Authority should be acknowledged and applauded. However, this approach has resulted in a proliferation of processes and practices and although there may be some common ground, each separate group of volunteers has been recruited trained and supported in quite different ways, each intended to meet the perceived needs of that particular situation. 

1.4
Such an approach has unfortunately resulted in duplication of staff effort and groups of volunteers being treated differently.

2
PURPOSE

2.1
The purpose of this strategy is to provide a framework for the continued development of work with volunteers across the whole of the Authority in a common, consistent, equitable and sustainable way within the context of the Broads Plan. It will have many parallels to the Authority’s People Strategy and Development Plan and should be seen as supplementary to it.

2.2
The objectives of this strategy are:  

· to set a framework to ensure that the Authority’s work with volunteers contributes to achieving its organisational objectives;

· to ensure that staff and members have a common and clear understanding of, and commitment to, what the Authority wishes to achieve regarding volunteers in both the short and longer term and how it proposes to achieve these ambitions;

· to enable the development of clear, effective and consistent systems for recruiting, training, utilising and supporting volunteers 

3
UNDERLYING PRINCIPLES

3.1
The Authority’s duties are set out in the Norfolk and Suffolk Broads Act 1988, as amended by the Natural Environment and Rural Communities Act 2006. They are:

· to conserve and enhance the natural beauty, wildlife and cultural heritage of the Broads;

· to promote opportunities for the understanding and  enjoyment of the Broads by the public; and

· to protect the interests of navigation.

3.2
The Broads Authority Volunteer Scheme should continue to play a key role in helping to achieve these purposes. However, the Authority’s development of working with volunteers should not simply be seen in the context of being unpaid extra help but should very clearly be seen as providing an excellent way of engaging with local communities, providing them with opportunities to learn about, enjoy and enhance the natural beauty of the Broads.

3.3
Volunteering can also provide a way of engaging with some of the more hard to reach parts of society such as those from minority ethnic or deprived backgrounds or with those less able.

3.4
It must be recognised that individuals may volunteer for a number of reasons; perhaps to develop an interest, improve employment prospects, to make a contribution or simply for pleasure. Furthermore, volunteers have differing wishes in relation to the roles they would like to undertake for the Authority and the amount of time they would wish to gift. All are valid reasons and aspirations, therefore the volunteer scheme should reflect and respect this.

3.5
It is also vital to recognise that the work that can be undertaken by volunteers varies enormously across the Authority and that volunteers require widely varying skills in order to be able operate effectively within any given section.

3.6
However, in order to achieve fairness and consistent practice, this should be within the context of a single integrated volunteer scheme that facilitates progression and development. The scheme must apply across the whole of the Authority’s work, should form an element of every Authority post and should actively promote opportunity for those groups in society currently less represented within the volunteer force. 

3.7
The whole of the Authority’s work should be undertaken in a way that positively impacts on the climate change agenda. It is important therefore that the volunteer scheme operates in a way that reflects this. For instance, where possible local volunteers should be recruited to undertake local tasks. However, it must be acknowledged that, for operational reasons, this may not always be achievable.

3.8
It is vital that the contribution made by volunteers to the work of the Authority is properly valued and recognised.

4
POLICY STATEMENT

4.1
The following policy statement encapsulates the principles outlined above;

The Broads Authority will operate a Volunteer Scheme that provides opportunities for people from all walks of life and abilities to contribute to delivering the Authority’s key purposes in a cost efficient, environmentally sustainable way. The scheme will value and recognise the contribution volunteers make to the work of the Authority. All staff will actively work with and promote the work of volunteers, as required.

5
DELIVERY

5.1
In order to deliver this vision a number of issues need to be addressed and these are set out below. Volunteering England is the government-sponsored organisation that promotes good practice in relation to working with volunteer workforces. They produce good practice guidance and the following sections draw appropriately from this.

5.2
It is intended that a Code of Practice for Volunteering should be developed, based on the issues identified below.

5.3
Organisational structure

5.3.1
This is probably one of the most important issues to be addressed as it sets the framework within which the scheme will operate. In order to achieve a consistent and cost efficient approach, a scheme is required that can both deliver consistency and fairness whilst providing a volunteer force that can deliver appropriate skills in a wide range of roles across a range of operational areas.

5.3.2
This strategy proposes that there should be a single scheme known as the Broads Authority Volunteer Service. The scheme co-ordinator (the Volunteer Co-ordinator) will have lead responsibility for all recruitment, induction, maintenance of records, monitoring and communication with the volunteer force. 

5.3.3 Volunteers should be allocated to work in one or more of the Authority volunteer groups. The day-to-day management of volunteers within each group would rest with the relevant member of staff within that section as set out in Appendix 1. Within the scheme, volunteers would be able to opt to work in any number of work situations provided they can meet the requirements of that particular work environment. This would be decided through consultation between the Volunteer Co-ordinator, the relevant section manager and the volunteer.

5.3.4 In addition to the Authority volunteer groups there are a number of community based volunteer groups that work with the Authority. Examples are the Broads Society ‘Broadsword’ volunteers, groups of students from UEA, groups from schools or commercial organisations. The Volunteer Co-ordinator must be kept informed of such arrangements. An officer of the Authority would be identified to carry out liaison with such a group, to be responsible for the work undertaken on behalf of the Authority and to maintain and supply to the Volunteer Co-ordinator a record of work undertaken. This would include the organisation name, date, task, location and number of volunteers involved.

5.3.4
A large element of the Volunteer Co-ordinator’s role is associated with human resources type issues relating to the volunteer workforce, and has an Authority-wide responsibility. It is therefore proposed that the Volunteer Co-ordinator post be located with the Human Resource Team. In this way it should be easier to maintain relevant consistency between policy relating to paid and unpaid workforces and the post would be better positioned within the corporate framework to influence Authority-wide practice.

5.3.5
For reasons of a technical nature associated with maintaining a volunteer database (discussed below) and because of the proposed Human Resource/corporate based nature of the Volunteer Co-ordinator post, it is proposed that this post should be physically located within the Human Resource section at Head Office, once the Authority has relocated to its new offices.

5.3.6 In order to ensure the integration of volunteer work across the Authority and a common commitment to staff working with volunteers it is proposed that each job description includes an element; ‘to actively promote and work with the Broads Authority Volunteer Scheme, as required.’
5.3.7 In the longer-term consideration should be given to the organisation of volunteers along the ‘Whole Valley’ approach. This would entail a group of locally recruited volunteers delivering the range of voluntary work for the whole valley. It is recognised that such an approach would present a number of challenges but could produce benefits in having a locally recruited, integrated group of volunteers working together for the benefit of the local community.

5.3.8 Consideration should also be given to inviting local people to assist with a particular project – say reinstating a local amenity. This would be in addition to the regular volunteer force and represent a new departure for the volunteer scheme. Such volunteers would simply turn up, be provided with the necessary safety advice and information about the task in order to allow them to contribute on a one-off basis. They could be invited via such things as Parish Councils/magazines, notices, etc. This would offer an opportunity to build links with local communities.

5.4
Role Descriptions

5.4.1
It is important that whenever a person offers to volunteer they are clear about what they are volunteering to undertake. To this end it is important and necessary to provide a ‘Role description’ for each volunteer group. This would not only aid the volunteer to understand what they would be doing but also to help staff understand what can be expected from the volunteer. The task of preparing these should be undertaken by the Volunteer Co-ordinator in conjunction with the relevant member(s) of staff for that particular volunteer group.

5.4.2
This role description should also clearly state the title for the volunteer role. This could in some cases simply be ‘Volunteer’ but in others should reflect the specific role, such as ‘Auxiliary Navigation Ranger’.

5.5
Scope of work

5.5.1
There has been much discussion about the scope of work that is appropriate for volunteers to undertake, ranging from the view that just about anything goes to the view that ‘core’ tasks should not be undertaken. Concern is often expressed that the use of volunteers could threaten the continuance of employment for the workforce.

5.5.2
What is for certain is that anything with which the Authority engages should ultimately be directed towards delivering against the Authority’s duties. It must therefore follow that the work of volunteers be similarly directed. This is not just important in terms of the Authority’s duties but also to ensure that there is value in the work that volunteers undertake. Nothing can be more destructive for a volunteer than to feel they are giving their time to undertake token tasks.

5.5.3
As far as the threat to employment is concerned, the Authority must always be able to deliver against the purposes and this means that there must always be paid workforce who can be called upon to deliver a clearly defined level of service. Beyond this, volunteers can provide a means of providing an enhanced service and of delivering additional work for a financially restricted service. There are clearly some areas of the Authority’s work that are inappropriate for volunteers to undertake; for example the enforcement of Navigation or Planning Byelaws or where particular confidentiality issues exist.

5.5.4
Beyond such areas, it is entirely proper for volunteers to contribute to the whole range of the work of the Authority. In addition, with the appropriate training, volunteers could make a significant contribution to providing assistance to the Authority in the event of an emergency situation arising such as major oil spills etc.

5.6
Student/work placements

5.6.1
Historically, the Authority has provided a range of long and short-term work placements for both students and those being helped to find employment. This has resulted in conservation staff and others being frequently asked to provide placements for those in higher education. These placements differ from general volunteer placements in that there is usually an element of assessment of the individual’s performance that has to be fed back to the placement agency, or there may be a need for the volunteer to develop specific areas of interest. It is acknowledged that such placements can significantly contribute to an individual’s education, provide an insight into the world of work for those still at school or assist someone with a long-term history of unemployment back into work.

5.6.2
However, such placements bring with them particular problems to hard-pressed staff. They can be inundated with requests for placements, be expected to assist people with poor levels of motivation or to find tasks to meet a particular individual’s needs. Furthermore, the actual process of supervising such a placement can place a significant burden on staff. These placements are currently being dealt with by a number of staff across the Authority in quite different ways

5.6.3
In order to ensure that staff are not inundated and that there is consistency of practice it is proposed that a move is made from the current reactive approach to a pro-active one. In the first instance the Volunteer Co-ordinator should deal with the applications for all such placements. There would need to be a slightly different approach for each category of placement and the following is proposed

· School work-experience placements. Each section of the Authority should decide annually the role and how many such placements it would be prepared to take – there would be an expectation that where possible sections offer placements. This information would be supplied to the Volunteer Co-ordinator by a fixed date. The Volunteer Co-ordinator would liaise with relevant parties and be responsible for ensuring pre-placement and induction arrangements are made.

· Further education placements. Relevant sections should identify the number of such placements that can be accepted during the year and supply this information to the volunteer Co-ordinator. The Volunteer Co-ordinator should liaise with the relevant educational establishment and the potential placement supervisor and should ensure that pre-placement and induction arrangements are set up including the scope of assessment and reporting procedures.

· Higher educational placements. Relevant sections should identify a list of projects/potential placements for the year and supply this to the Volunteer Co-ordinator. The Volunteer Co-ordinator would provide applicants with the list of projects and where interest is established would liaise with applicant and relevant section and ensure pre-placement and induction arrangements are in place.

· Adult work placements. Any application for such a placement would be considered on its merits, the motivation and interest of the individual, their need for support and the capacity of the volunteer supervisors to provide a placement. Care should be taken to ensure that volunteer supervisors have an appropriate volunteer mix. Assessment and reporting procedures should be established prior to any placement starting.

· Team building opportunities. Although somewhat different to the previous sections, from time to time requests are received from organisations looking for a team building opportunity for their staff. It is proposed that all such requests are in the first instance are dealt with by the Volunteer Co-ordinator in consultation with relevant other staff. Agreement to facilitate such requests should not compromise other voluntary activities.

5.6.4
In all placements the Volunteer Co-ordinator would ensure pre-placement and induction arrangements are in place. This should include, for longer-term placements an early review to ensure that the placement is viable.

5.7
Child protection

5.7.1 There are a number of situations such as events, work experience placements or liaising with members of the public, when staff and volunteers may be in contact with children and young persons. The Authority has a duty to safeguard all concerned and a Child Protection Policy is being established for the Authority as a matter of priority to ensure that appropriate precautions are taken to protect children from harm. 

5.7.2 As part of this process any volunteer who may have contact with children as part of their volunteering activities must undergo a satisfactory Criminal Records Bureau (CRB) checks as should any volunteer supervisor who regularly supervises children on work-experience placements

5.7.3
The Volunteer Co-ordinator in consultation with others should identify those volunteer roles for which CRB checks are required and ensure Authority guidance is followed.

5.8
Recruitment

5.8.1
The recruitment of volunteers should, as a general principle and where possible, be based on the operational needs of the Authority and its capacity to effectively manage the volunteer workforce. This will require the application of workforce planning to the volunteer scheme. It is proposed that this is undertaken by the Volunteer Co-ordinator in conjunction with other staff.

5.8.2
The volunteer recruitment process is important not only in relation to identifying good quality volunteers but because it will create a lasting impression for the applicant. This is both in terms of the impression they form about the quality of the organisation they are applying to join as well as expectations they develop about their future work with the Authority.

5.8.3
In order to achieve consistency, it is proposed that the Volunteer Co-ordinator should deal with all volunteer applications, involving staff from other sections in the process, as appropriate, This would depend on the individual’s expression of interest in a particular area(s) of work. There should be a standard volunteer application form that asks for relevant information that should include references. This will of necessity be different to the standard job application form but should be based on it. It would be appropriate to include a skills audit as an element of the form.

5.8.4
Given the responsibilities of the Authority as a public body, it is appropriate to ask potential volunteers about previous convictions and to take these into consideration when dealing with an application in the same way that applies to applications for paid employment.

5.8.5
The Authority is committed to providing equality of opportunity in relation to applications for employment and has a monitoring system in place. It would therefore be, both important and appropriate, to similarly monitor volunteer applications. With some minor amendment the Recruitment Monitoring Form could be used for volunteers.

5.8.6
In all cases, with the exception of short-term work experience placements, all applicants should have a face-to face interview. This should explore reasons for volunteering, the level of interest, the applicant’s expectations and so on.

5.8.7
It is proposed that following on from the interview, arrangements are made for the applicant to experience a ‘taster day’, volunteering in their chosen work situation. The purpose of this would be to give the applicant the opportunity to see if their expectations are in line with reality and for the relevant supervisor to assess the volunteer. This would be followed by a review to determine whether or not to continue the application process.

5.8.8
In the event that it is agreed to continue with the application, arrangements would be made to set induction and working and arrangements. A date would also be set for a review of the volunteer’s progress by the Volunteer Co-ordinator.

5.8.9 The Authority Website is a major source of information for potential volunteers and this should be updated to reflect the changes outlined in this document. Information on the volunteer scheme is also held by other agencies and this should be similarly updated

5.9
Induction

5.9.1
All volunteers would undergo a common induction process covering information about the roles and responsibilities of the Authority, the volunteer scheme and the particular parts of the Scheme of Local Conditions of Service that apply to volunteers. Responsibility for ensuring this is delivered rests with the Volunteer Co-ordinator. 

5.9.2
The induction process would also be used to collect further personal information from the volunteer and, in particular, details of the person to be contacted in the event of an emergency situation arising regarding the volunteer. This information to be made available to appropriate staff.

5.9.3
It is proposed that as part of the induction process a volunteer agreement is signed that makes clear what the volunteer may expect from the Authority and what is expected of the volunteer and how any information collected and stored relating to the volunteer will be used. 

5.9.4
Induction must precede further volunteer activity.

5.10
Training

5.10.1
All volunteers should have access to appropriate training to enable them to operate safely and effectively. However, given the high cost of training, this needs to target properly those volunteers who have demonstrated a commitment over a period of time and are therefore likely to make good use of it on behalf of the Authority. This would have the effect of rewarding those volunteers.

5.10.2
The level of training required by a volunteer will depend entirely upon the role they will be undertaking on behalf of the Authority. In some cases, such as some conservation tasks, this can appropriately be delivered informally, on site, by the supervisor. However, other cases, such as Assistant Countryside Rangers, Auxiliary Navigation Rangers and other similar roles, require high levels of training and experience. In the early stages of working with the Authority, prior to undertaking training, such volunteers would be able to go out with staff or experienced trained volunteers in order to learn about the practicalities of the role. 

5.10.3
As a volunteer develops and demonstrates their commitment to the role, so the level of training offered should increase. As their level of training and experience develop so can their level of responsibility.

5.10.4
Furthermore as volunteers become more experienced and take on extra roles additional training may be required and should be made available.

5.10.5
It is proposed that wherever possible volunteer training events should be open to volunteers from across the scheme. This would provide opportunities for volunteers working in different parts of the Authority to come together, standardise training and maximise uptake. 

5.10.6 For longer-term volunteers consideration should be given to facilitating their completing an appropriate NVQ

5.10.7 It is proposed that a review of volunteer training be undertaken and a training plan developed for delivery across the volunteer scheme.

5.11
Uniform/equipment

5.11.1
The Authority has a corporate approach to uniform and it therefore makes sense that this is extended to the volunteer workforce. This is already in evidence within some groups of volunteers such as Assistant Countryside Rangers and Auxiliary Navigation Rangers. In these groups it has been particularly important because of the high levels of face-to-face contact these volunteers have with members of the public.

5.11.2 All volunteers should be eligible, irrespective of role, to some level of uniform in order to create a sense of identity and belonging. However, in order to reduce wastage, the issue of such should be linked to demonstrated commitment and form some degree of reward to the volunteer. It is therefore proposed that uniform/equipment should be issued to volunteers on an incremental basis beginning with a name badge.

5.11.3 In order to ensure that any volunteer uniform can be used across the whole of the Authority volunteer scheme and to try and ensure that costs can be kept as low as possible through bulk purchase, it is proposed that volunteer uniform should only bear the Authority logo and not include reference to the volunteer role such as ‘Assistant Countryside Ranger’. 

5.11.4
In order to maintain a track of uniform and equipment issued, a record should be maintained on the volunteers’ file. 

5.12
Health and safety

5.12.1
The Authority appropriately gives priority to issues of health and safety and has a Health & Safety policy and generic risk assessments in place. These apply equally to staff and volunteers and it is therefore vital that, as part of induction, new volunteers are made aware of their and the Authority’s responsibilities in relation to health and safety.

5.12.2
Furthermore it is important to ensure that all volunteer supervisors take account of the fact that volunteers working with them may be less familiar with the risks and control measures for any given situation because of familiarity, age or inexperience. To this end it is proposed that a volunteer supervisors’ guidance document be prepared as part of Health & Safety policy. 

5.12.3
Volunteer must have access to appropriate safety wear. In the early days of their volunteering this can be issued from a pool as required. However consideration should be given to permanent issue to longer standing volunteers.

5.12.4
Because volunteers only work on an occasional basis, relationships with supervising staff may not develop as quickly as situations where frequent contact occurs. Given the, sometimes, remote work situations, it is important that volunteer supervisors are made aware of any relevant health or other issues relating to a volunteer. Likewise volunteers must be made aware of the action to take should an emergency situation arise. Such information should form part of standard work place contingency planning for emergency situations. It is proposed that the Health and Safety Committee develop a format for this.

5.13
Performance review

5.13.1
Volunteers make a significant contribution to the work of the Authority and it is important that this is acknowledged and that volunteers are encouraged to develop their skills to the benefit of both themselves and the Authority.

5.13.2
It is therefore proposed that, from time to time, volunteers be offered the opportunity to undertake a review of their volunteering activity. The frequency of these reviews would depend on the individual’s wishes and voluntary work pattern. However, it is suggested that this be undertaken at least once every two years.

5.13.3
The purpose of the review would be to give recognition to the contribution the volunteer has made and to identify any areas for development such as extending their voluntary work to other parts of the Authority’s work or identifying a training course that would enhance their skills. This would provide a means for identifying those volunteers who wanted to pursue an NVQ.

5.13.4
Training needs identified through this process would provide a vital contribution to the development of a volunteer scheme training plan.

5.13.5
Given the sheer size of the volunteer force it would not be possible for the Volunteer Co-ordinator to undertake all volunteer performance reviews. It should therefore form part of the role of the relevant volunteer supervisor. The review should be undertaken jointly between the supervisor and the volunteer and once completed and agreed a copy sent to the Volunteer Co-ordinator. A standardised format should be developed to guide the review.

5.14
Dealing with problems

5.14.1
In general, involvement with volunteers is a positive experience. However, things can go wrong. For instance a volunteer may have a complaint about another volunteer, a member of staff or the organisation itself. Alternatively, the volunteer’s performance may have deteriorated or there might be a complaint about them.

5.14.2
In order to deal with such situations consistently, fairly and in as open a way as possible, it is necessary to have a set of procedures for their management. Because volunteers are not covered by employment legislation the discipline/grievance/capability procedures for staff cannot simply be applied to volunteers. In order to distinguish between the procedures, those for volunteers should be known as Problem Solving Procedures.

5.14.3
All complaints should be resolved openly, fairly and quickly in order to:

· protect the volunteers

· minimise any disruption to staff, service users and other volunteers 


· demonstrate that the Authority respects its volunteers 


· protect the reputation of the Authority

5.14.4
A set of procedures, based on these principles should be developed and form part of the Authority Code of Practice for Volunteering.

5.15
Expenses

5.15.1
It must be recognised that volunteers give freely of their time and effort, but this should not mean that they should be out of pocket as a result of their volunteering. In addition volunteers come from a range of social backgrounds and have access to an equally wide range of financial resources. Whilst for some the cost of travel may be insignificant, for others it can be a major part of a limited income. From an equal opportunities standpoint alone, reasonable travel expenses should be met In order to ensure volunteers be attracted from all walks of life and sections of the community.

5.15.2
There is a difficulty in identifying a start point for volunteer journeys. Unlike paid staff, volunteers do not generally have an identified base and even if they did, given the above, it would not be appropriate to use it for a start point. Also volunteers may come from a wide geographical area, often some distance beyond the Authority executive area.

5.15.3
In order to be both reasonable and fair it is therefore proposed that volunteers should be recompensed for the cost of travel within the Authority executive area. This should be either the actual public transport cost, supported by receipts, or, where a vehicle is used, at the H. M. Revenue & Customs approved mileage rate.

5.15.4
Volunteers should be encouraged to use public/sustainable transport and wherever possible to share transport.

5.15.5 In addition to travel expenses volunteers should also be able to claim any other money they disburse on behalf of the Authority. Such expenditure should, wherever possible, be agreed in advance and claims supported by receipts. All claims should be submitted on the standard Authority claim form countersigned by the relevant volunteer supervisor.

5.15.6 Notwithstanding any of the above the travel expenses arrangement for the volunteer scheme should be sympathetic to, and where possible, in line with provisions for paid staff.

5.16
Communication

5.16.1
The issue of communication in relation to the Authority’s work with volunteers is important for many reasons. Volunteers need to know that the work they are undertaking is worthwhile, be kept aware of developments in the volunteer scheme, develop their understanding of important issues for the Authority and to find out what volunteers within other part of the Authority do. Some volunteers work in remote situations, both in terms of location and with regard to the Authority. It is also important that the officers and members are kept aware of the volume and scope of work that volunteers undertake on their behalf.

5.16.2
The need has been identified in the Broads Action Plan 20007/8 to ensure rangers and other staff, in regular contact with the public, are regularly briefed in order that they can provide up to date information. It is important that those volunteers in regular contact with the public are included in this process.

5.16.3
It is proposed that a variety of means should be used to address these issues.

· A volunteers handbook should be developed that would provide a basic reference for the volunteer. Information contained should include the scheme structure, key contact information, expenses, expectations of both volunteer and Authority, dealing with emergencies etc.

· On an individual basis there should be regular communication between the volunteer and supervising staff to ensure volunteers are clear about what their task is and why it is necessary to undertake it.

· A volunteer’s newsletter could form the basis of communication across the volunteer scheme. This would contain information about the scheme, the Authority and any opportunities available to volunteers. Volunteers should be encouraged to take a significant role in this development.

· Annual Volunteer Conferences should be organised. These would provide a valuable means of publicly acknowledging, celebrating and valuing the work of volunteers. As well as volunteers, key paid staff should also attend, including the Chief Executive and representation by members, in order to demonstrate the value accorded to the work of volunteers and the Authority’s commitment to the scheme.

· An Annual report on the work of the volunteer scheme should be presented to describe the development and achievements against the corporate plan. It is important that this report should include scheme monitoring data such as; numbers of volunteers, days worked, range of tasks, recruitment etc.

· It is current practice to circulate internal vacancies to volunteers. This is an excellent example of communication and should be continued.

5.16.4
However, some volunteers have made it clear they do not wish to receive some, or in a few cases, any, information. It is important, where possible, to respect the wishes of individual volunteers. Therefore, it would be necessary at induction to determine what level of information the individual volunteer wishes to receive and, given technology, how they wish to receive it. There is clearly merit in circulating information electronically where possible.

5.17
Monitoring

5.17.1
In order to be able to quantify the work of the volunteer scheme it is necessary to have monitoring systems in place. Effective targeted monitoring would greatly aid best value reviews and should provide guidance for scheme development. The following will set the base line for monitoring;

· Work days. The Authority Business Plan 2006/7 – 2008/9 identifies the total number of volunteer days spent on projects led and/or supported by the Authority as a performance indicator. A record should be kept of the number of days worked by each volunteer, the work group and supervisor.

· Costs. Systems should be developed to identify and report on the costs associated with running the volunteer scheme. This would include staff costs, training, expenses and uniform and equipment. It would be necessary to develop a simple way of identifying what proportion of a supervisor’s time is given to volunteer activities

· Diversity. The Authority has an Equalities Policy that applies to staff and volunteers. As set out above, monitoring would be carried out at the recruitment stage. It is also proposed that sufficient information be collated on the volunteer workforce in order to be able report on the group’s diversity

· Community Groups. The Authority Business Plan 2006/7 – 2008/9 identifies the number of Community Groups supported by the Authority as a performance indicator. Information should be collected in order to allow accurate reporting

5.18
Recording

5.18.1
In order to be able to monitor and report accurately on the activities of the volunteer scheme there is a need to record a range of information. Accurate information is also required for insurance and planning purposes. This would cover such things as personal details, contact and emergency information, equipment issued and training and work records. Information regarding the volunteer’s preferences regarding communication and their willingness, or otherwise, to being called upon in the event of an emergency situation arising should also be recorded. The information gathered must be current and consistent. 

5.18.2
There are a variety of sources for this information. Some comes from the volunteers themselves, some from the volunteer supervisors or the particular volunteer group manager. Responsibility for maintaining these records is clearly a central and important task and should therefore be a key function of the role of the Volunteer Co-ordinator. However, it is also important to recognise the responsibility of others in providing the necessary information to the Volunteer Co-ordinator and therefore should form part of the duties of relevant staff.

5.18.3
It is proposed that all such information be kept in a common Volunteer Database. It may also be appropriate for staff organising particular volunteer groups to maintain separate records for their own planning or operational purposes but these should be subsidiary to the Volunteer Database. There may also be a necessity to maintain some paper records. This could include information relating to previous convictions and CRB checks. Any such information should be kept in accordance with relevant requirements.

5.18.4
Some of the information kept relating to volunteers will, of necessity, be of a very personal nature and it is therefore vitally important that access to it is restricted, in order to maintain confidentiality.

5.18.5
As discussed elsewhere in this document it would sometimes be necessary, for health and safety reasons, to provide relevant staff with access to information relating to volunteers. 

5.19
Exit interviews

5.19.1
It is inevitable that volunteers will eventually cease their voluntary work with the Authority. All such volunteers should be offered the chance of recording their experience of being a volunteer with the Authority through an exit interview.

5.19.2 There would, no doubt, be a range of both positive and negative experiences expressed and this would provide valuable information about the overall volunteer experience and greatly aid future development of the scheme.

5.19.3 It is therefore proposed to develop a format for volunteer exit interviews. Volunteers should be offered the opportunity of conducting this face to face or by completing a questionnaire.

5.19.4 Responsibility for ensuring exit interviews are undertaken should rest with the Volunteer Co-ordinator.

5.20
Code of practice

5.20.1 In order to maintain a clarity and consistency of practice in relation to the volunteer scheme, a code of practice based on this document and forming part of Authority policy should be developed as a matter of priority.

5.20.2 The code of practice should include sections covering the followings areas;

· Roles and responsibilities

· Recruitment

· Induction

· Training

· Uniform

· Supervising volunteers

· Record keeping

· Performance review

· Dealing with problems

· Health and safety

· Travel

· Exit interviews

5.21
Targeting the wider community

5.21.1
The Authority is committed to engaging with all sections of the community. The Authority Business Plan 2006/7 – 2008/9 already identifies the number of Community Groups supported by the Authority as a performance indicator. 

5.21.2
There is a wide range of sections of the community with which the Authority has difficulty engaging. For example those from minority ethnic groups, disaffected young people, young single women, those from deprived areas and those less able.

5.21.3
Engaging the involvement of such groups through volunteering provides an excellent opportunity to connect with such groups. It is recognised that such groups can often feel isolated and that they have little in common with the aims of the Authority.

5.21.4
It is proposed that as part of the strategy to engage with such sections of the community, contact should be made via their community support groups. For instance, in the case of those from ethnic minorities, the Norwich & Norfolk Racial Equality Council could provide contact points for such community groups and advice on establishing contact. In order to encourage involvement such groups could be offered the chance to take part in a volunteering event set specifically for them. 

5.21.5
Such a system would work equally in facilitating volunteering opportunities for those with learning difficulties or other isolated section of the community. The event could provide appropriate levels of support and be geared to meet their specific needs. They could where appropriate lead on to future involvement within the established volunteer system, or other specific events.

5.21.6 It is proposed that the system be piloted and reviewed.

5.22
Review

5.22.1
The volunteer scheme has been developing over many years and this strategy forms part of that progress. It is important to maintain awareness of the performance and effectiveness of the scheme.

5.22.2 An annual report on the operation of the scheme should be prepared and presented to the Authority. This would set out any developments that have taken place during the year, report on the days worked by each volunteer group, the progress made towards achieving targets, any major achievements and identify areas for future development.

5.22.3 As part of the review process it is proposed that, from time to time, volunteers should be given the opportunity to comment on the scheme via a questionnaire. The results of this questionnaire would feed into future reviews of the scheme.

5.22.4 It is proposed that as part of the review process consideration be given to projecting the numbers of volunteers required for any given section of the Authority. This would be valuable in the development of the scheme and focus recruitment.

5.22.4
In addition to annual reporting and ongoing development, this strategy should be subject to review in three years.

6 BUDGETS

6.1
The funding for the current volunteer scheme is spread across the various sections of the Authority with only a very small central volunteer budget. 

6.2
In terms of identifying the overall costs of running the volunteer scheme the present arrangement has created difficulties. However, it has had the benefit of ensuring that sections that have made high use of volunteers have met the associated costs.

6.3
It is proposed that consideration be given to identifying those elements of section budgets currently devoted to volunteer costs in relation to training, uniform etc and incorporating this into the central volunteer budget. It is recognised that this will present challenges, including the general/navigation accounts issue. However, such a move could provide opportunities for greater consistency across the scheme through central planning, procurement and delivery.

6.4
An additional benefit would aid identification of the cost of operating the scheme.

7
EXTERNAL FUNDING

7.1
The funding of the Volunteer Scheme appropriately comes from the Authority budgets. This is of necessity limited and could at times be seen as restrictive because of the various operational demands.

7.2
There are a number of sources of external funding that could be made available to voluntary groups. However, these would not generally be available to a public body.

7.3
However, it may be possible to use such external funding to support the development of the type of scheme outlined at 5.21 above, to encourage the involvement of under represented groups as volunteers. This could be achieved by the partner organisation, rather than the Authority, seeking the funding to support the venture.  Additionally individual volunteers may be able to attract funding by their making an application on their own behalf.

7.4
It is proposed that this approach to funding be explored as an element of the pilot at 5.21.6 above.

8
CONCLUSION

8.1
The foregoing represents a significant change and development of the volunteer scheme. Inevitably this will result in a short-term increase of the workload of the Volunteer Co-ordinator who would, of necessity, take the lead in these developments. However, significant input, co-operation and support from other staff will be required in order to deliver some areas of the strategy.

8.2 The key changes proposed by this strategy are as follows;

· Create single Authority volunteer force

· Locate Volunteer C-ordinator post within HR team

· Physically locate Volunteer Co-ordinator post at Head Office

· Centralise all volunteer recruitment

· Centralise volunteer training

· Centralise recording systems

· Consider single volunteer budget

· Develop Code of Practice

· Develop volunteer ‘Role Descriptions’

· Develop volunteer Handbook

8.3
It is proposed that the first task in this process should be to locate the Volunteer Co-ordinator role within the Human Resource Department.

8.4
An Action Plan to implement the issues identified as requiring action are set out in Appendix 2 below.

May 2007
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Volunteer Strategy

APPENDIX 1

Volunteer Groups

	Volunteer groups


	Day-to day management

	Assistant Countryside Rangers
	Head Countryside Ranger

	Auxiliary Navigation Rangers
	Senior Navigation Ranger

	Beavers
	Head of Field Conservation

	Conservation Volunteers
	Head of Field Conservation

	Countryside Team Volunteers
	Countryside Rangers

	Ladies Group
	Volunteer Co-ordinator

	Lound Lakes Volunteers
	Lound Catchment Officer

	Navigation Works
	Navigation Works Supervisor

	Projects Team
	Projects Team Supervisor

	Seal Wardens
	Countryside Ranger (Ant & Thurne)

	Trinity Broads Volunteers
	Trinity Broads Project Officer

	Whitlingham Broads Volunteers
	Manager – Whitlingham Broads
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Volunteer Strategy

APPENDIX 2

Action Plan

	Section
	Action
	Responsible Officer(s)


	Priority



	5.3.4
	Locate Volunteer Co-ordinator post within Human Resources Department
	Management Team
	1

	5.3.5
	Physically relocate Volunteer Co-ordinator post at Head Office
	Management Team
	1

	5.20
	Write Volunteer Scheme Code of Practice
	Volunteer Co-ordinator
	2

	5.4
	Develop volunteer Role Descriptions
	Volunteer Co-ordinator
	3

	5.9
	Develop volunteer induction package including Volunteer Agreement
	Volunteer Co-ordinator
	3

	5.16.3
	Develop Volunteer Handbook
	Volunteer Co-ordinator
	4

	5.3.6
	Amend job Descriptions to include reference to Volunteer Scheme
	Human Resources
	3

	5.7.3
	Identify volunteer roles requiring CRB check
	Volunteer Co-ordinator/Volunteer Group Managers
	3

	5.17
	Ensure scheme monitoring systems in place
	Volunteer Co-ordinator
	2

	5.18
	Ensure database information complete and up to date
	Volunteer Co-ordinator
	2

	5.12.2
	Write health and safety guidance for volunteer supervisors
	Director of Corporate Services
	2

	5.12.4
	Develop emergency contingency planning guidance
	Director of Corporate Services
	3

	6.3
	Conduct review of, and explore centralising, Volunteer Scheme budgets
	Management Team
	5

	5.8.8
	Update Website to reflect changes
	Volunteer Co-ordinator
	4

	5.8.8
	Update Volunteer Scheme information held by other agencies
	Volunteer Co-ordinator
	4

	5.21.4
	Establish contact with Norwich & Norfolk Racial Equality Council, 
	Volunteer Co-ordinator
	4

	5.21.6/7.4
	Set up and pilot volunteering event for minority group.
	Volunteer Co-ordinator/External Funding Officer
	5

	5.3.7/8
	Explore alternative volunteer structures
	Volunteer Co-ordinator
	5


Priority scale                    1                    2                    3                    4                    5

Commencement        Immediate                                                                     12 months

[image: image5.jpg]5= Broads Authority




Volunteer Strategy 

Appendix 3 – Current Volunteer Scheme
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Appendix 4 – Proposed Scheme




These volunteer groups provide their own training but rely largely on the Volunteer Co-ordinator for recruitment, support and recording





These volunteer groups operate largely independently of the Volunteer Co-ordinator





Volunteer Co-ordinator


Recruitment


Support


Recording





Seal Wardens


Training





Whitlingham ACRs


Recruitment


Training


Support


Recording





Beavers


Training





Conservation Volunteers


Training





Projects Team Volunteers


Training





Countryside Volunteers


Training





Navigation Works Volunteers


Training





Trinity Broads Vols


Recruitment


Training


Support


Recording





Lound Lakes Vols


Recruitment


Training


Support


Recording





ANR scheme


Recruitment


Training


Support


Recording





ACR scheme


Recruitment


Training


Support


Recording





Navigation works





Navigation Rangers





Waterways





Countryside Management





Boxes shown thus below, responsible for day to day management and work of volunteers





Projects Team





Ranger Team





Conservation





Countryside Volunteers





Seal Wardens 





ACRs





Navigation Works Volunteers





ANRs





Trinity Broads Volunteers





Lound Lakes Volunteers





Ladies Group


Supervision provided by Countryside teams





Conservation Volunteers





Projects Team Volunteers





Beavers





Whitlingham ACRs





Volunteer Co-ordinator





Responsible for


Recruitment


Induction


Training


Support


Monitoring & recording


Reporting








Ladies Group


Training
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