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1. Introduction

20 Degrees Consulting was appointed to undertake this evaluation following a
competitive tender exercise run by Sport Wales.

The evaluation scope focused on four key objectives:

1. The identification of conditions that are required within a sporting organisation to
enable them to successfully appoint an individual to the role of volunteer co-
ordinator;

2. To identify best practice amongst existing volunteer co-ordinators in respect of:
(a) the recruitment,

(b) the support and development, and
(c) the retention

of volunteers within their respective sporting organisations.

3. ldentification of the behaviours, skills and knowledge required to successfully
perform the role of a volunteer co-ordinator at a sports organisation;

4. To identify what support and development volunteer co-ordinators at sports
organisations would benefit from to successfully perform their role.

These objectives are used to frame the conclusions of the study in chapter 4. Prior to
this, we set out the evaluation methodology in chapter 2 and the findings of the study in
chapter 3.

All interviewees are promised anonymity as part of our ethical code of conduct.
Consequently, all names used within the case studies have been changed. The female

gender has been used throughout rather than make references to he/she or him/her.

The abbreviation of NGB for National Governing Body has been used throughout this
report.
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2. Methodology

The objectives of the project were used to develop a research framework. This is
reproduced in annex A. Semi-structured interview was the main method used to
address the research questions. Topic guides were developed for the interviews with
NGBs and volunteer co-ordinators. These are reproduced in annex B.

Initial meetings were held with representatives of each of the four NGBs (three face-to-
face and one via telephone). These meetings included the semi-structured interviews
outlined in topic guide 2, annex B. A request for a contact list of volunteer co-ordinators
was made at each meeting. Each NGB representative was asked to highlight four
volunteer co-ordinators that the NGB perceived to be fulfilling the role of volunteer co-
ordinator particularly well. The intention was to use this as a benchmark or exemplar
group to understand how these volunteer co-ordinators may differ from their peers.
Welsh Gymnastics and Hockey Wales highlighted four volunteer co-ordinators, the
Welsh Rugby Union two volunteer co-ordinators whereas Welsh Athletics did not
highlight any contacts specifically due to four being a relatively high proportion of the
total number of volunteer co-ordinators available. Table 2.1 summarises the number of
volunteer co-ordinators contacted by 20 Degrees and the corresponding response
rates.

Table 2.1 Response rates

NGB No. No. Response No. Interview
contacts responses | rate interviews | response

(positive or conducted | rate (%)
negative)

Welsh 9 7t 78% 7 78%

Athletics

Welsh 52 28 54% 23 44%

Gymnastics

Hockey 25 13 52% 12 48%

Wales

Welsh 39 20 51% 10 26%

Rugby

Union

Total 125 68 54% 52 42%

Contacts were e-mailed with a request to schedule an interview at a convenient time for
them and in the language of their choice (English or Welsh). Where contacts did not
respond to the initial e-mail, nudge e-mails were sent after 10-14 days and again at
approximately a fortnight beyond that. Where telephone numbers had been provided

1 One of the non-respondents was at a club where two other people had already agreed to an interview.
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by the NGB, this second nudge e-mail was substituted with a short telephone call
requesting an interview at a convenient time.

The number of responses tend to be larger than the number of interviews as they
include volunteer co-ordinators that responded to decline an interview or, more
commonly, agreed to be interviewed but were not available for interview at the agreed
time and did not respond to further attempts to re-schedule the interview.

The response rate from volunteer co-ordinators within rugby was in line with other
sports. The interview rate was markedly lower due to a significantly higher rate of rugby
volunteer co-ordinators being unavailable both at the time of the scheduled interview
and subsequently when attempts were made to reschedule.

Volunteer co-ordinators highlighted by NGBs as being particularly effective were offered
the opportunity for a face-to-face interview. Five people in this group chose the face-to-
face option. All other interviews were telephone based. The typical duration of a
telephone interview was 30 minutes, whereas face-to-face interviews tended to be 45
minutes or longer.

Although all interviewees were offered the option of using the Welsh language, only one
interviewee chose to do so (representing 2% of the interviews).

Evaluation of Volunteer Co-ordinators within Sport Organisations in Wales 5
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3. Findings

3.1 The volunteer co-ordinator role

The interviews identified examples of people with the title Volunteer Co-ordinator in
athletics, hockey and rugby. However, these people were in a minority. The majority of
volunteer co-ordinators across the four sports areas studied either undertake the role
as a sub-set of another role such as the Chair, Director or Secretary of a club or simply
have another title, which could range from Vice President to Junior Co-ordinator.
Regardless, almost all recognised the Sports Wales characterisation of a volunteer co-
ordinator as applicable to themselves as:

1 Recruiting volunteers
1 Supporting and developing volunteers
1 Retaining volunteers.

Where this description was not recognised, it tended to apply only to the recruitment of
volunteers. In such cases volunteer co-ordinators did not perceive themselves to be
proactively recruiting volunteers. In addition, there was one instance of an interviewee
that did not recognise the role of volunteer co-ordinator within their organisation.

Initial interviews with representatives of the NGBs revealed a trial period of honoraria
for athletics clubs appointing a volunteer co-ordinator. When the honoraria were
withdrawn at the end of the trial period, a number of clubs continued with the role, having
concluded that it brought benefit. Volunteering is instilled in gymnasts from an early age
(typically 11 years old). The volunteer coordination role tends, therefore, to be perceived
by Welsh Gymnastics as a natural part of the coach/management team role within that
sport. Volunteer co-ordinators within hockey and rugby tend to be associated with
resourcing children’s/youth teams.

Volunteer co-ordinators interviewed tended to be volunteers themselves. The only
exceptions were within gymnastics, where some clubs have moved to business or social
enterprise models and senior managers/coaches tend to be paid staff. However, even
in those instances, paid staff typically volunteer additional hours, sometimes amounting
to more than their paid hours.

Discussions with interviewees revealed similar patterns across the sports as to how
volunteer co-ordinators learned what to do to fulfil their role. ‘Trial and error’, ‘picking it
up over time’ or ‘it's common sense’ typified the most common response (almost a third
of respondents). Allied to this notion of evolving knowledge and skills over time, a sub-
group of mainly ex-competitors indicated that they knew what do because they had
spent a long time in the sport or at that (or a similar) club.

Nonetheless, the majority of interviewees indicated that they received some form of
introduction to the role, which in some cases amounted to on-going mentoring.
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Sometimes this was provided by a previous incumbent of the role or senior member of
the club’s committee. Other volunteer co-ordinators suggested the NGB provided help
and support or they drew on the wisdom of experienced people from outside the club
and NGB. A small number of interviewees indicated that they had written job
descriptions or guidance for the role. However, even where people indicated they had
a job description, this was typically qualified by stating that they did not make use of it.
Access to an experienced person to act as a coach or mentor tended to be valued more
highly by interviewees than any written guidance.

Discussions were held with interviewees about the amount of time they tended to devote
to their volunteer co-ordinator role. A table of responses is provided in annex D.
However, caution needs to be exercised in referring to that table. Responses ranged
from ‘an hour or two per month’ through to ‘85% of my time!” Probing the breakdown of
this time suggested people with multiple roles frequently included additional volunteer
activities such as coaching or acting as club secretary within their time estimates.
Regardless of the size of the volunteer base which they managed, by the point at which
respondents suggested they were spending 9+ hours in the volunteer co-ordinator role,
other aspects of their volunteering tended to account for elements of that time. On this
basis, it seems reasonable to suggest that the peak in time commitment of 4 to 5 hours
per week in annex D may be significant and that the majority of volunteer co-ordinators
are spending up to 4 to 5 hours per week on the volunteer coordination aspect of their
work within their club. This is an average time. The majority of volunteer co-ordinators
emphasized that there are peaks and troughs through the season, with most suggesting
a peak in workload at the start of a season, particularly as new children join the club.

Where there are very large numbers of volunteers, for example one athletics volunteer
described the club as having c¢.130 volunteers from a club of 700 members, the
volunteering co-ordinator role tends to be shared amongst more than one person.
Indeed, within gymnastics volunteer coordination appears to be commonly embedded
within the role of most coaches.

The work of a volunteer co-ordinator tends to be carried out at the club/pitch side by
just over a quarter of interviewees. An equal number are able to carry out their volunteer
co-ordinator duties mainly from home, while just under a half split their time between
home and club/pitch.

3.2 Who are volunteer co-ordinators?
Here we characterise the people that become volunteer co-ordinators.

Table 3.1 considers gender patterning of volunteer co-ordinators, both in totality and in
terms of the proportion of each gender that were interviewed as part of this study.
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Table 3.1 Gender patterning

Sport Contacts Interviews conducted?
Male Female Male Female

Athletics 3 6 2 5
(33%) (67%) (67%) (83%)

Gymnastics 8 44 2 21
(15%) (85%) (25%) (48%)

Hockey 4 21 2 10
(16%) (84%) (50%) (48%)

Rugby 31 8 7 3
(79%) (21%) (23%) (38%)

Total 46 79 13 39
(37%) (63%) (28%) (49%)

Although volunteer co-ordinators within our sample tended to be female rather than
male, it would be unwise to infer too much from that, given the relative size of the
gymnastics cohort relative to other sports, and the generally greater number of females
involved in gymnastics and hockey relative to males.

Sport Wales data suggests comparable numbers of men and women are members of
athletics clubs in Wales (slightly more men than women)3. However, there were twice
as many female volunteer co-ordinators within athletics relative to men. Recent
research suggests women are more likely to volunteer than men#, apparently
suggesting this may be a significant finding. Again, however, it would be unwise to infer
too much about the relative likelihood of the genders to become volunteer co-ordinators
from this sample due to the small sample size of athletics contacts provided.

Nevertheless, it was true that women were almost twice as likely to have agreed to be
interviewed than men. While the literature suggests women are marginally more likely
to complete surveys than men, that would not account for the size of the effect seen
here. One feature of our sample is that 17% of men that agreed to be interviewed
dropped out before the interview was conducted, whereas the comparable figure for
women was 10%.

The age profile of our interview sample is presented in table 3.2. The median age for
each sport is highlighted within the table.

2 Percentage figures in parentheses are the proportion of contacts of the specific gender with which interviews
were conducted

3 Sport Wales (2016) ‘Active Adult Survey 2014: State of the Nation Report’, Table 6 accessed at
http://sport.wales/research--policy/surveys-and-statistics/statistics.aspx on 07/03/17

4 Office for National Statistics (2017) ‘Billion pound loss in volunteering effort in the last 3 years’ accessed at
http://visual.ons.gov.uk/billion-pound-loss-in-volunteering-effort-in-the-last-3-years/ on 16/03/17
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Table 3.2 Age profile of interviewees
Athletics Gymnastics Hockey Rugby

18-25
25-30
31-35
36-40
41-45
46-50
51-55
56-60
61-65
66-70
71+
Did not
reveal®
Total 7 23
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Median age has been highlighted in red for each sport.

We see a median age of volunteer co-ordinators across the sports as 46 to 50 years
old. Hockey volunteer co-ordinators displayed the widest spread and least clustering of
age groups whereas there is a greater tendency for gymnastics volunteer co-ordinators
to be in the younger half of the table (median age 41 — 45) whereas rugby volunteer co-
ordinators tended not to be in that youngest quartile of age groups.

In part, the age at which different sports people cease to compete and instead move
into support roles within their clubs is reflected within the table i.e. gymnasts tend to
‘retire’ in their teens, rugby players might still be playing in their 30’s, whereas athletes
and hockey players tend to have a wide range of ages when individuals cease to
compete.

Not all volunteer co-ordinators had a background of participating in the sport. The
majority of volunteer co-ordinators over the age of 40 are parents. As we shall see in
the next sub-section, many got involved through the participation of their children in the
sport. This may be another reason why the ages of our interview sample tended to
cluster between 41 and 55.

Most interviewees were in paid employment, indeed over half work full time. Coupled
with family commitments and the scale of commitment to their sport’s club, which we
will explore shortly, it is perhaps an unsurprising finding that few interviewees had other
hobbies, albeit a minority did.

5 Interviewees were asked their ages as part of a question about their family circumstances and hobbies. Those
that did not provide their age as part of the response were asked explicitly about their age. Those that did not
wish to respond tended to reply ‘of working age’.
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Case study 3.1 — Mary
Mary took her two children along to her local athletics club when they were very
young. She wanted to get them involved in exercise. She related, “Once at the
club, | wanted to help. It's a lovely club. You can give a little or a lot of time and
effort and achieve so much and get so much out of it”. While at the club she got
involved in running also.

Now Mary is in her mid-forties and her children are 11 and 13. Despite juggling
four part-time jobs (amounting to 41-42 hours per week), Mary contributes up to 4
hours per week as the club’s volunteer co-ordinator. Much of this time is spent
attending the weekly Club Night to meet with volunteers and potential volunteers,
using Facebook to communicate with volunteers and doing administrative duties.

In order to characterise volunteer co-ordinators further, interviewees were asked to
suggest some words to describe themselves. The full list obtained is reproduced in
annex C. It reflects a diverse range of people - describing themselves in terms ranging
from chatty to quiet and extroverted to a wallflower. Nonetheless, there are a number
of strong themes that can be found:

Organised — this was the word most used by volunteer co-ordinators to describe
themselves. Other words/phrases were used to convey the same idea: administrator
and management skills;

Approachable — a frequently used word. Alongside other descriptions such as
welcoming, friendly, personable, people person, considerate, understanding,
thoughtful, polite, caring, get the best out of people, and, to an extent, sociable, we
might form the impression of people that are at ease with others and try to create an
environment where volunteers can feel at ease in their presence;

Strong communication skills — A number of descriptions can be grouped to form this
theme: good communicator, chatty, good listener and not afraid to have difficult
conversations. Again, attributes such as sociable and friendly require strong
communication skills;

Self-confident — A small number of respondents described themselves as confident
here. Other respondents suggested confidence, either based on their knowledge of the
sport or through a willingness to express their views firmly or defend the interests of
their volunteers. Moreover, interviewees were asked explicitly later whether they were
confident when taking on the volunteer co-ordinator role. The majority of respondents
indicated that they were, with the remaining respondents indicating that they had
developed confidence in the role over time;

Goal-oriented leaders — Some respondents explicitly identified themselves as leaders.
However, a larger number described themselves in terms that might be associated with
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leaders: clear vision, determined, tenacious, ability to identify skills of others, desire to
get best out of people. Other descriptors suggest this leadership tended to be goal
oriented in nature: adaptable, practical, problem solver, reliable and committed.

A weaker theme also emerged amongst a sub-sets of volunteer co-ordinators:

A passion for the sport — this tended to be restricted to those who had
played/competed within the sport and was not expressed by parents whose interest lay
in developing young people or supporting their local community.

3.3 Volunteer co-ordinator motivations
The passion for the sport identified in the previous sub-section was a clear motivator for
some interviewees in taking on the role.

Al t i's an o p gomething backtingo the gporptiiat has given me so
much pleasure for so many year so.
(Volunteer Co-ordinator - Hockey)

However, such a motivation was expressed by a minority. It was far more common for
a volunteer co-ordinator to explain that their child/children had taken up the sport and
at some stage a club member had asked them to volunteer. Over time, they would
typically have taken on various roles such as coach or junior club secretary. For some,
this resulted in them rising to the position of club chair or, as in the case of two parents
of gymnasts interviewed, to becoming owners of gymnastics clubs.

Case study 3.2 Parent Volunteer to Head Coach
Amy works full time outside of the sport and has two teenage children. She tells
the story of her involvement in the gymnastics club where she is head coach.

“My daughter joined the club as a gymnast and | got talking to the two people who
used to run the club. They were desperate to get volunteer coaches to join the
club, so | decided to get involved and went on the coaching courses. | used to be
a gymnast when | was younger so | had previous knowledge of the sport and |
fancied taking up coaching”.

“The couple who ran the club then decided to move away and the club would have
closed if | hadn’t taken on the responsibility of running the club. | thankfully had
two parent volunteers who were willing to help me run the club and we’ve grown
it since then. Over the last 10 years, the club has grown from 20 to 110 members”.

While these explanations account for the majority of volunteer co-ordinator motivations,
they by no means paint the full picture. Resourcing children’s/youth sport accounted for
a large proportion of the work of volunteer co-ordinators interviewed. Some volunteer
co-ordinators spoke of a desire to develop young people. These interviewees were
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often, but not exclusively, teachers. Others expressed a desire to create worthwhile
opportunities for young people in their community. One interviewee indicated that he
11T kes to feel .part of somethingo

A final group of interviewees appeared pragmatic, if somewhat resigned, in their
responses:

AfSomeone had to do ito
(Volunteer Co-ordinator — Hockey)

it fell to meo.
(Volunteer Co-ordinator — Athletics)

3.4 The work of volunteer co-ordinators
Here we explore the three aspects of the volunteer co-ordinator’s role, according to the
Sport Wales outline of typical duties.

3.4.1 Recruitment of volunteers

The majority of volunteers are recruited from within clubs, regardless of the sport.
However, there are notable differences in recruiting patterns between the four sports
considered in this study.

Adult club members and parents tend to represent the main groups of people becoming
volunteers within athletics and rugby. By contrast, gymnasts are typically recruited as
volunteers between the ages of 11 and 13 and it is this cohort of youth volunteers that
represent the largest body of volunteers within the sport. Hockey tends to represent the
middle ground between these two situations, due in part to the Hockey Young
Ambassadors programme®.

In contrast to gymnastics, there was very limited evidence amongst the sample of rugby
volunteer co-ordinators interviewed of attempts to recruit youth volunteers. References
tended to refer to club committee members being the main body of volunteers or
sometimes a wider body of adult members being approached to volunteer. Volunteer
co-ordinators associated with athletics and hockey tended to represent the middle
ground between the extremes of gymnastics and rugby with regards to youth
volunteering. A representative of Welsh Athletics suggested athletics clubs tend to
target adult volunteers, given younger volunteers tend to leave for university and never
return to their old club.

6 The Hockey Young Ambassador programme is aimed at young people between the ages of 14 and 18. It seeks
to build leaders and volunteers that engage in coaching, advocacy in schools and the community, promotion and
fundraising through 3 tiered levels of engagement. Further details can be found at
http://hockeywales.org.uk/support/young-ambassadors
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Although there was evidence from each sport that volunteers are being recruited from
beyond their club, that evidence suggests the approach is only successful in a small
number of circumstances:

1 Where the club is embedded within a small community, there appears to be wider
ownership of the wellbeing of the club. When discussing with a potential recruit
from the local community why she should volunteer at the club, one volunteer
co-ordinator tends to say:

fiyour efforts will be greatly appreciated. You will be well thought of in
the villageo
(Volunteer Co-ordinator — Rugby)

1 When volunteers are drawn from the local high school (often as part of Welsh
Baccalaureate volunteering), FE college or university. A small number of
interviewees also referred to Sport Wales Young Ambassadors being a source
of volunteers. Again, these tended to be linked to the local school or FE college.

Although some volunteer co-ordinators have attempted to recruit more widely, for
example by forming links with Job Clubs, respondents tended to suggest that this
proved ineffective as there was no or limited commitment to the club.

The majority of interviewees specifically excluded general recruitment of volunteers
from outside their club. Safeguarding was cited as the main reason by volunteer co-
ordinators. It was a commonly expressed view that people needed to be known and
trusted, particularly in sports such as gymnastics where one respondent described the
work of coaches as being ‘very hands on’ in nature. Other reasons suggested for
excluding general recruitment from beyond the club ranged from bad experiences
where people apparently volunteered to gain a coaching qualification and then left,
through to the belief expressed that people that had benefited from the sport ought to
put something back into the sport.

Methods of recruitment vary between volunteer co-ordinators. There were examples
provided from across all four sports of no apparent effort required to recruit volunteers
in some clubs. Such clubs tended to be characterised by the volunteer co-ordinators as
having a strong community ethos. Sometimes this was explained as coming from the
club, where descriptions tended to describe the club in terms of a family. For other
volunteer co-ordinators, the community ethos was linked to a wider sense of community
in their locality.

AThe difficulty (of recruiting people) vari

be a soci al secretary more than a treasurer
(Volunteer Co-ordinator — Hockey)
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In contrast to this form of reactive volunteer recruitment, most volunteer co-ordinators
spoke of a need to be more proactive. While there were examples of social media use,
notices being posted in the club and ‘word’ of mouth’ being used successfully to aid
recruitment, these relatively passive forms of recruitment were not perceived to be
effective by the majority of interviewees. The most effective form of recruitment cited by
the majority of volunteer co-ordinators involved getting to know members and parents
at the club, learning about their skills and attributes and directly asking them to
volunteer.

Al just ask them to do a jobo.

(Volunteer Co-ordinator — Rugby)

Most of this skills matching is carried out by volunteer co-ordinators through informal
discussions. However, there was one example identified of a hockey club where a
periodic skills survey of members/parents is carried out.

Volunteer co-ordinators were asked whether there were any characteristics that they
sought in volunteers. A full list is provided in annex E. A background as a participant in
the sport was the most cited characteristic. Although volunteer co-ordinators from all
four areas of sport highlighted this characteristic, the apparent importance is skewed by
the importance placed on this characteristic by gymnastics volunteer co-ordinators and
the relative number of these interviewees within the sample. In the cases of athletics,
hockey and rugby, ‘attitude’ is the defining characteristic considered by volunteer co-
ordinators. In explaining this term, volunteer co-ordinators tended to refer to
characteristics such as reliability, commitment and being a positive role model (often in
the context of coaches of junior participants). Again, these terms are to be found in the
list at annex E.

Al f there i s aoffsane peoplehbvidl $tepiupandkhelg. ©thers will
just watchbo
(Volunteer Co-ordinator — Rugby)

The direct approach of asking individuals for help appears to be acceptable to
volunteers. Indeed, some volunteer co-ordinators spoke of people being too shy or not
wanting to seem ‘pushy’ and were grateful to be approached to help.

AOne parent said, OWhy didnodét y@.u S knane Ib
ask moreo
(Volunteer Co-ordinator — Rugby)

Nevertheless, not everyone is keen to volunteer. While just over half of volunteer co-
ordinators spoke in term of it being ‘easy’ or ‘ok’ to recruit volunteers, the remainder
described the process as ‘difficult’ or at least difficult to fill certain roles (typically those
requiring weekly commitment, such as coaching). Interviewees in rural towns tended to
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be the most likely to experience difficulties in recruiting. They attributed this to the
relatively small volunteer pool locally. The prevailing culture amongst parents also
influences the types of people who volunteer, as the following quotes from volunteer
co-ordinators in the same sport suggest:

Wol unteers tend to be members, ntwwatchar ent s
-very much dump and | eave. They dondt hang
or rugbyo.

(Volunteer Co-ordinator — Hockey)

AVol unteers are mostly parents who are watoc
(Volunteer Co-ordinator — Hockey)

Volunteer co-ordinators suggested a number of approaches that they take with potential
volunteers to gain their commitment. The most common approaches can be
characterised as follows, in order of usage:

“Do it f o+Thistands tkbe ased with parents, but also sometimes with adult
club members. It is used by those seeking to resource children’s/youth participation and
tends to either appeal to a commonly held desire to support children in their
development or to parental guilt;

‘Do it and y-cAlthbulgh volinteer efordibators may suggest to adults that
they will gain a great deal of satisfaction by, for example, coaching a junior team, this
approach tends to be used more with young people. In this context, it means that the
young person will gain skills, experiences and potentially qualifications that will enhance
their employability or attractiveness to an education provider;

‘Do it f o Votumtemr ca-drdinbtors described this in terms of an appeal to
club members to ensure the club/sport which they enjoy being part of continues to
function into the future. Equally, however, it was described as an appeal to parents to
ensure the club continues to operate and therefore benefits their child/children. In this
latter sense, it is related to the approach of ‘do it for the kids’;

‘Do it for t kh®nlycooenvolunteer toyordinator in the sample talked in
these terms. In that case, the impression was conveyed that there was a strong sense
of community in the locality, with the club and community being heavily intertwined.

Some volunteer co-ordinators spoke about the fear of failure being a barrier to
volunteering for some adults (the context of the discussion extended to explain why
some adults did not engage in training for qualifications). In such cases, volunteer co-
ordinators talked about tactics ranging from flattery to breaking down roles into less
daunting tasks as means of persuading people to engage.
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3.4.2 Developing volunteers

A small number of interviewees indicated that new volunteers undergo a formal
induction with a verbal briefing, review of a volunteer or club handbook and an
introduction to key office holders at the club. However, this approach was unusual and
did not reflect typical practice across the breadth of volunteer co-ordinators interviewed.
Such a formal induction tended only to be found in a small number of gymnastics clubs
that were being run as businesses.

The majority of volunteer co-ordinators within this study suggested a formal induction is
unnecessary for new volunteers at their club. The rationale for this tended to centre on
volunteers being recruited from members or parents of participants who had been
around the club for a reasonable length of time, with the implication that ‘people know
how things work around here’. Some volunteer co-ordinators suggested this premise
may not always hold:

APart of the problem is recruiting people
volunteer contracts (or even a sheet with hours, basic instructions, who to report

t o), no training. Even some new Team managdge¢
know what to doo.

(Volunteer Co-ordinator — Rugby)

Nevertheless, there was evidence that the majority of new volunteers are given some
type of support in the majority of clubs, albeit not all. Initial support takes place before
the volunteer commences their duties and may be considered part of the recruitment
process. This tends to take the form of an oral briefing. In some clubs this briefing will
relate solely to the tasks which the volunteer has been asked to undertake. In other
clubs there is an effort to extend that briefing to set out the expectations that the club
has of the role holder and the reciprocal expectation that the volunteer can have of the
club. Just over a quarter of interviewees, drawn from all sports but with proportionally
higher levels for athletics and hockey, indicated that written job descriptions are used
within their clubs for volunteers. Some interviewees suggested job descriptions had
been introduced after ‘'some bad experiences where people had not been pulling their
weight’. Others had not had such bad experiences but were proactively using job
descriptions with indicative hours for the job to set out expectations of role holders at
the earliest stage possible in order to prevent mismatched expectations arising between
volunteer and club at a later time.

There appears to be far greater emphasis on developing volunteers beyond the initial
stage. Most interviewees were able to give examples of positive practice. While around
half of volunteer co-ordinators interviewed spoke of mentoring, sometimes by
themselves and sometimes via a ‘buddy system’, the other half of interviewees
emphasized training. A significant number of interviewees spoke of both activities at
their club.
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Training interventions highlighted were varied. Some were organised by the NGB, some
sourced directly by the club. Coaching qualifications were mentioned most often by
interviewees but almost as often were less sport-specific training such as first aid, food
hygiene, safeguarding and ‘time to listen’ training. In addition, volunteer co-ordinators
gave examples of high-level coaches, officials, physiotherapists and nutritionists visiting
the club to deliver training or mentoring sessions.

There was one instance identified of annual appraisal of volunteers carried out by a
volunteer co-ordinator within gymnastics. This club is run as a business and many of
the practices used with employees at this club have been cascaded to volunteers. It
was explained that this supports a consistent standard across the organisation
regardless of whether a coach is an employee or volunteer.

Larger gymnastics clubs tend to stand out for their structured programmes of volunteer
development. Volunteer co-ordinators in these environments tended to talk in terms of
not only developing their future work force but ensuring gymnasts receive the same
degree of professionalism and support regardless of whether a class was being led by
a paid coach or a volunteer youth coach. One volunteer co-ordinator suggested parents
pay the same fee regardless of who coaches their child, therefore it is important not
only to develop youth volunteers but that parents can see the investment in their
coaching skills. Case study 3.3 is based upon a specific gymnastics club and represents
the most evolved programme highlighted by our sample. Nonetheless, the approach of
developing young coaches typifies the situation in many gymnastics clubs in Wales.

Case Study 3.3 — Structured Development Programme
The volunteer co-ordinator outlined two learning pathways for people at her
gymnastics club:

“‘We wanted to grow our own workforce, so set up a coaching mentor programme.
At 13 a young person can do the level 0 coaching award. This means they can
assist with coaching, alongside an assigned mentor-coach. They put in the same
hours with elite and squad coaches, which are very different ‘animals’. By 16, the
club can access Sport Wales Community Chest funding for level 1 coaching. |
would not be comfortable asking Sport Wales for this funding without commitment
from the young people involved. We expect them to commit to coaching one
recreational and one squad session per week. We believe this is manageable and
can be balanced with school work”.

“The second aspect is the Leadership Academy, which gymnasts (or their siblings)
can access from 11. They essentially learn event management. They organise
fundraising events which support the expansion of the club. Twice a year they run
recreational gymnastics competitions. These activities feed into Duke of
Edinburgh and Welsh Baccalaureate portfolios”.
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Hockey also stands out by having a Wales-wide approach to developing youth leaders
and volunteers through the Hockey Young Ambassadors programme, as mentioned
earlier. As in the case of the gymnastics example above, there are opportunities for
young people to develop in other directions than as a coach.

Case study 3.4 Hockey Young Ambassador Programme in practice
John is a Hockey Young Ambassador Mentor in a large club.

“One young ambassador goes to school on the other side of [the city] from where
we train. We start around an hour after schools finish, so it is difficult for her to get
to training sessions. She’s being mentored to be a team manager rather than a
coach, so she does more administration. She plays an equally important role, but
not on the pitch”.

None of the volunteer co-ordinators interviewed made reference to the Sport Wales
Young Ambassador programme in the context of developing young volunteers. All
references were in the context of recruitment.

3.4.3 Volunteer retention

As explored in the sub-section on recruitment, volunteers have a range of reasons
for their support of a club. It is not necessarily due to a commitment to the sport. A
common observation from interviewees is that parents frequently leave the club if
their child leaves. The only instances where this was not found to be the case are
where the parents have developed their own interest in coaching/officiating or the
club has become a major aspect of their own social life. One interviewee suggested
this as another reason for investing in qualifications for parents who appear to be
developing an interest in coaching or officiating.

Young people progressing to university or college was the other main reason cited for
the loss of volunteers from clubs. One interviewee was able to quantify the effect on his
club of attrition due to children trying different sports while young and youth pursuing
further/higher education:

i T h er aidgnaraund at mini level. Juniors are more settled. By the time they
are youth, we have got them. However, there is a lot of change at youth level as
t hey move to cldd (chddgea/yoonfy peobpleke over 7 years, 10
followed through to seniorsa

(Volunteer Co-ordinator — Rugby)

One other reason for the loss of volunteers appeared to be restricted to interviewees
from rugby clubs. The ease of recruitment and retention was perceived to depend on
the success of the team. One interviewee suggested that volunteers drift away in
unsuccessful seasons and ‘pop up’ at other clubs.
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Volunteer co-ordinators, and their clubs, are responding to the challenges of volunteer
retention in a variety of ways. Interviewees frequently spoke about the importance of
the volunteer making clear the amount of time she can commit. Whereas some
interviewees suggested there is merit for the club and the individual in volunteers taking
on an activity and owning it, others felt that this sometimes needed to be balanced with
flexibility through the creation of rotas or ‘buddying systems’ for an activity so that
people did not need to commit to weekly engagement or could swap duties with
someone else on the rota if, for example, work commitments changed.

While the majority of volunteer co-ordinators suggested they endeavour to offer flexible
volunteering opportunities, most caveated this by explaining the importance of a regular
commitment by coaches in particular. The importance of this regularity was typically
explained in terms of building trust and confidence with young people especially.

ASome volunteer 3 to 5 times per week,
(Volunteer Co-ordinator — Athletics)

There is significant variety in the way volunteers are recognised as part of the overall
retention strategy employed by clubs. Most volunteer co-ordinators recognised the need
for retention strategies, with interviewees in their late 50’s or 60’s more likely to question
the need for formal recognition than their younger counterparts. A common view from
this group was that the volunteering itself brought satisfaction which was the main
reward to be expected from the activity.

Annex F provides a list of ways that volunteer co-ordinators indicated retention is
supported within their club. They range from a simple ‘thank you’ or words of
encouragement to structured programmes of volunteer hours translating into a cash
value which can be redeemed against club merchandise.

Club awards for sports people are common. Similar awards for individual volunteers,
such as volunteer of the month, exist in some clubs but the majority of volunteer co-
ordinators suggested their use was contentious. A common response was ‘we are all
volunteers’, therefore singling out an individual volunteer for an award was perceived to
be divisive, potentially. Instead, the majority of volunteer co-ordinators favoured
retention approaches that recognised all volunteers rather than a select few. Commonly
this might mean a small gift for each volunteer either at the end of the season or around
Christmas or birthdays. Such gifts tended to be some beer, wine, a club hoodie,
chocolates, flowers or a pamper session. The exceptions to the individual award being
divisive is where it is based on the number of years an individual has volunteered for
the club or on the number of hours volunteered, such as the Millennium Volunteering
award.

Social events are also commonly organised to help retain volunteers. Volunteer co-
ordinators suggested these might only be once or twice a year, perhaps a pre-Christmas

Evaluation of Volunteer Co-ordinators within Sport Organisations in Wales 19

ot he



20 Degrees Consulting Ltd

ten-pin bowling trip or a meal together. Other volunteer co-ordinators, notably in
athletics, suggested it is common for athletes and volunteers to have a meal together
after a sports event, particularly where they have travelled away from their local club.
This theme of food and refreshments flowed through to hockey and rugby where the
home club tends to host the visiting team and volunteers would join the buffet.

There was evidence that a small number of clubs use publicity as a means of thanking
volunteers. This might take the form of a volunteering story on the website or in the local
newspaper or radio. A similarly small number of clubs consider the provision of, or
access to, sports tickets as a ‘perk’ of volunteering at the club.

Finally, just as the offer of training is used to support recruitment of volunteers, it is also
used by some volunteer co-ordinators as part of the retention offer. Training, whether
CPD or full qualifications, is commonly paid for by clubs. However, that investment is
sometimes linked to a commitment from the volunteer for a specific number of hours.
While it is understood this is an honour-based commitment in the majority of cases,
there was at least one example cited in this study where the individual pays half of the
cost of training for a qualification which is refunded when an agreed number of volunteer
hours have been delivered by that individual. A number of interviewees within
gymnastics referred to a minimum number of hours, typically between 30 and 100,
coaching or assisting a coach before the club would invest in the next level of
gualification (or apply to the Community Chest to meet the cost).

One interviewee picked up on a number of themes relating to retention in expressing

an opinion on the merits of certain retention strategies:

|l ots of things (are marketed) to volunt ece
but they usually involve too much work 7 driving to Cardiff, doing unpaid

CPD. .. (That )t idvoaetsen omtoésmo vol unt eers. Peopl e
areinfull-t i me j obs where a sports certificate dc
would prefer tickets to a match or discount vouchers for sports shops for their

ki dso.

(Volunteer Co-ordinator — Hockey)

3.5 Lesson learned

Volunteer co-ordinators were asked what had helped them the most in undertaking their
work. Responses were comparable across all four areas of sport and are summarised
in annex G.

The guidance and support from other people was cited most commonly by interviewees
as helping them in their role as volunteer co-ordinator. Often these people were based
within the sport’s National Governing Body or the volunteer co-ordinator’'s own club —
sometimes committee members, sometimes the volunteers being managed. However,
the influences of other individuals were discernible too. Sports development officers
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within local authorities were highlighted for their helpfulness by a small number of
interviewees.

Experience was cited as helpful. For some interviewees, their knowledge and
understanding of the sport was most helpful; implying they knew how things ought to
operate within the club and/or what motivated people associated with the club. Allied to
this were the networks of people that some suggested were of value to them. These
networks were built over time either within the club or beyond - within the NGB, for
example. For a relatively large proportion of respondents to this question it was the
experience that they brought from their work environment that was most helpful.

Finally, a subset of volunteer co-ordinators suggested some of their own characteristics
were of most help to them. Attitudes such as determination, being goal-oriented or a
good judge of character were deemed to be helpful by some. Others suggested their
education, work experience or general life experiences such as their upbringing or
experience as a parent had equipped them with valuable knowledge or skills.

nAl Il I say to oueswdtt umaetes hew gobobddbhe
gymnastics. As long as they enjoy it, go home with a smile on their faces and they
want to come back, then youdve done your |

(Volunteer Co-ordinator — Gymnastics)

Interviewees were specifically asked to comment on whether the club was supportive
of their work as volunteer co-ordinators. Just under a half dismissed the question either
with a response typified by ‘we are the club’ or because the club was being run as a
business. Where interviewees did respond to the question directly, just over a half gave
an ungualified positive response. A little over a quarter of respondents suggested the
club was ‘supportive to an extent’. Where the club was not perceived to be supportive,
it was often attributed to club members, the committee or a chairperson’s unwillingness
to change:

ASome people are hel pful but a | ot of them
played rugby withmenit hey dondot Thekedaeam@mhgender st and
days, if you have volunteers working with children in the club, you have to follow

Heal th & Safety and Child Safeguarding. Sor
teeth sometimes.o

(Volunteer Co-ordinator — Rugby)

Interviewees were also asked how Sport Wales or their NGB could support them best
in their work. The majority of responses were typified by ‘nothing’ or ‘it isn’t broken, so
don’t fix it". Nevertheless, a minority of interviewees did offer suggestions which are
summarised in annex H. These fall into a small number of broad areas. Here we expand
upon these themes using information offered by volunteer co-ordinators during the
general course of their interviews:
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Safeguarding — Concerns about the obligations and duties necessitated by
safeguarding were a recurring theme throughout this study. Volunteer co-ordinators
would typically welcome any support their NGB’s can provide to help them ensure they
have simple, practical and effective safeguarding policies and practices in place. Some
interviewees particularly requested centralised DBS checking systems;

Location — Volunteer co-ordinators across Wales suggested a Cardiff-centric approach
by their NGB. This was perceived to negatively impact on attendance levels at training
events, sporting competitions and meetings due to travel times. A number of volunteer
co-ordinators suggested events, such as training, could be offered more in the regions
of Wales;

Sharing best practice — This takes many forms. Some volunteer co-ordinators
suggested they would welcome opportunities to visit other clubs within their sport to
observe good practice. Others took this idea a step further and suggested looking
beyond their sport at good practice in other sports or even in other areas of society,
such as the business world or wider voluntary sector. Some interviewees suggested
some form of conference to facilitate best practice sharing between different
clubs/sports in areas ranging from recruiting younger members through to fundraising.
However, other volunteer co-ordinators took a different approach to good practice
sharing, suggesting the creation of template volunteer co-ordinator job descriptions
(some NGB’s in our study had already done this) or a generic volunteer handbook which
clubs could adapt to their local situation;

Sharing resources — Some volunteer co-ordinators experiencing difficulties in
recruiting coaches/officials or who faced a short term issue if a coach/official became
unavailable at short notice suggested their NGB should maintain and make available a
database of coaches/officials willing to support other clubs;

Central bodies of knowledge — A small number of volunteer co-ordinators would
appreciate help in matters relating to facilities. Movement of public assets e.g. buildings
or pitches into the management of voluntary bodies is an issue for some. In particular,
volunteer co-ordinators do not necessarily have the knowledge of how local authorities
operate or the skills to negotiate an appropriate asset transfer. Other volunteer co-
ordinators would appreciate support in negotiating license agreements for the use of
sports facilities with local authorities or their local college or university.

Finally, volunteer co-ordinators were asked what advice they would give to a new
volunteer co-ordinator. Annex | provides the full list of responses. However, they can be
distilled down to a set of key themes. Again, we expand upon the meaning of these
themes from information offered by volunteer co-ordinators during the general course
of their interviews:
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Be open — This can be interpreted as being open to all people having the potential to
be a volunteer role; not disregarding people as ‘unlikely to volunteer’ nor dismissing
their ideas and skills. Equally, however, this can be interpreted as being open to advice,
whether from a mentor, the NGB or from good practice in another club;

It takes time — A recurring piece of advice given by interviewees was not to overload
volunteers if one hopes to retain them. Some volunteer co-ordinators recognised that
advice equally applies to themselves. Nonetheless, the role does require a commitment
and that needs to be recognised and accepted. Some volunteer co-ordinators
suggested the scale of that commitment ‘pays back’ in terms of the level of personal
satisfaction volunteer co-ordinators derive from their efforts;

Be clear — This goes for all aspects of volunteer coordination. Volunteer co-ordinators
and their club’s committee need to have a shared understanding of what the role entails
and what level of commitment can be expected. Similarly, volunteer co-ordinators and
volunteers need to have that same level of shared understanding from the recruitment
period onwards;

Be considerate — Volunteers co-ordinators commonly emphasized that volunteers are
freely giving their time and therefore the volunteer co-ordinator/club should ensure the
volunteering experience is enjoyable. Part of this is ensuring volunteers feel valued.
Beyond this, there is a need to respect the fact that unavoidable circumstances
sometimes prevent volunteers from carrying out their commitments;

Be organised — We have already noted that this is one of the defining characteristics
of current volunteer co-ordinators. It is a trait that acts as an enabler for previous
themes. Where volunteer co-ordinators are organised and put in place effective
systems, they are less likely to waste time, either for themselves or their volunteers. A
small number of interviewees emphasized the need for clear demarcation between
different roles to avoid duplicated effort, or more likely, certain tasks being overlooked
because they are assumed to be part of another role holder’s remit;

Communicate well — As we have noted earlier, the majority of volunteer co-ordinators
suggest face to face communication with volunteers is most effective in the recruitment
process. Beyond this, different volunteer co-ordinators favoured different means of
communication for the support and retention aspects of the role. Face-to-face is
favoured by many, whereas social media is used effectively by others. In many respects
the different approaches reflect the culture of the club and nature of the volunteers and
volunteer co-ordinators. As one volunteer co-ordinator explained, e-mail, Facebook and
telephone conversations are an effective means of communicating with her adult
volunteers. However, she needs to use Snapchat and Facebook with her younger
volunteers;
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It is meant to be enjoyable! — All interviewees were asked whether they enjoy the role.
The majority gave an unqualified ‘yes’ with the remainder typically responding ‘yes, on
the whole’. No interviewees responded negatively.

AWhen youdére not paid for a role,neiom i s no
ti meo.
(Volunteer Co-ordinator - Rugby)

3.6 Exemplar group

Efforts were made to identify characteristics or behaviours in the exemplar group of
volunteer co-ordinators provided by NGBs that were not evident in the wider sample of
volunteer co-ordinators. While the exemplar interviewees were clearly committed and
tended to display best practice in terms of proactive methods of recruitment and
commitment to training and retention of volunteers, there were no behaviours that could
not be found in the wider sample. Consequently, we have not separated our findings
between the exemplar group and the wider body of interviewees within these findings.
The only way in which the group stood out markedly was in their increased willingness
to be interviewed relative to the wider group. 100% of exemplar contacts agreed to be
interviewed from the lists provided by Welsh Gymnastics and the Welsh Rugby Union.
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4. Conclusions and recommendations

Here we address the research questions for this study, drawing on the evidence of the
previous findings section. Consequently, recommendations are evidence-based.

4.1 Conditions that are required within a sporting organisation to enable them to
successfully appoint an individual to the role of volunteer co-ordinator

The findings suggest sporting organisations seeking to appoint an individual to the role
of volunteer co-ordinator should have a clearly defined purpose and expectation from
the role. These should be discussed with the individual before they take up the role so
that the club and individual can both make clear their expectations of the other party. It
may help the discussion if the sporting organisation commits the first draft of the
purpose and expectations to a brief written format, perhaps as a job description.

There are time commitments associated with the volunteer co-ordinator role that may
be up to 4-5 hours per week on average. The sporting organisation and individual
should ensure the individual can accommodate that scale of time commitment,
particularly if the individual already has another role in the organisation. Alternatively, a
job-share might be worth considering.

One area of the role worth careful consideration is how it relates to other roles in the
sporting organisation. Ensuring there are clear lines of demarcation between different
roles is not simply efficient but can avoid frustration by ensuring certain tasks are not
overlooked nor are assumed to be the responsibility of another role holder.

When the discussions about the levels and breadth of commitment and have been
concluded satisfactorily, it would be good practice to amend the written job description
or outline of duties to avoid either party forgetting aspects of the agreements made.

When the volunteer co-ordinator has been appointed, the individual should be
supported and not allowed to become isolated. A mentor should be found for the
volunteer co-ordinator within the club, perhaps a senior committee member or former
incumbent of the post. Ideally, an external mentor/coach should also be identified to
provide an alternative perspective from that found within the sporting organisation. This
will be particularly important if the volunteer co-ordinator is part of a drive to change the
culture of the club and does not start with the backing of the full membership. The NGB,
the local authority’s sports development officer or another club (not necessarily within
one’s own sport) might be good places to identify such an external mentor/coach.

Recommendation 1: NGBs that have not already done so may wish to provide their
clubs with a template job description for a volunteer co-ordinator role.

Recommendation 2: NGBs may wish to identify to volunteer co-ordinators the relevant
point/points of contact for advice and support, if that has not already been done.
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4.2 Best practice amongst existing volunteer co-ordinators in respect of the
recruitment, support & development and retention of volunteers.

4.2.1 Recruitment

The findings suggest volunteer co-ordinators typically need to be proactive to recruit
volunteers. This primarily means getting to know members and parents face-to-face at
their club to understand people’s personality strengths and skills acquired through work
or other aspects of their lives. People’s strengths can then be matched with the
requirements of roles that need to be filled and a direct invitation made to try out the
role. The evidence suggests no people should be discounted as a potential volunteer,
some people are shy or do not wish to appear ‘pushy’, but they may be happy to
volunteer if asked.

In the recruitment discussion, the findings suggest that it is important to listen to the
potential volunteer to understand her time constraints and reservations about tackling
the role. It is important to respond positively to those reservations and no attempt should
be made to understate the time required for the role if the volunteer position is to prove
sustainable. It would be better to address time concerns in terms of a rota or job-share.

There was little evidence of volunteers being given a structured induction to their role
and the wider sporting organisation, beyond a short briefing. While this may be a valid
position in many cases, given most volunteers will have built up some appreciation of
the club they or their child attends, it cannot be taken for granted that people simply
know what is expected of them. Just as the volunteer co-ordinator requires a clear job
description and support, so too do other volunteers. A job description may be written or
oral, depending on the complexity of the role, but a negotiated agreement of the level
of commitment (by the volunteer and volunteer co-ordinator) is recommended in
advance of the volunteer taking up the role.

Recommendation 3: Sport Wales, together with a group of NGBs, should consider
developing a template volunteer handbook that could be adopted (and adapted) by local
clubs.

The evidence of this study suggests a minority of clubs are using template job
descriptions produced by NGBs. While there is no evidence to suggest that take up of
a volunteer handbook by clubs would be higher than job descriptions, a volunteer
handbook does represent good practice and would help to bring clarity of expectation
for both volunteers and volunteer co-ordinators within clubs.

4.2.2 Support and development

Similarly, just as the volunteer co-ordinator requires on-going support in the form of
advice or mentoring, so too do volunteers. The volunteer co-ordinator needs to make
clear whether it is herself or another role holder in the club that will be the source of that
support. For example, a coach may be mentored by a senior coach whereas a volunteer
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co-ordinator might simply keep in contact about training opportunities or social events
for volunteers.

Sporting organisations are typically investing in training their volunteers. This is most
likely to be through a combination of mentoring, informal learning (for example helpful
YouTube videos) and formal training interventions. The latter can range from
presentations at the club by experienced coaches or officials to volunteers progressing
gualifications that will enhance their skills (for example coaching or first aid
gualifications).

The most structured development programmes evidenced were within gymnastics. It is
understood that the age at which most gymnasts cease to compete is a major factor in
that situation. Nonetheless, there is merit in other sports considering youth members
not only as potential sports people but also as volunteers, just as hockey appears to be
doing with its Hockey Young Ambassador programme. Just as teenage gymnasts start
by assisting coaches and completing their entry level coaching qualifications at 13, other
sports may reap the benefits of a similar strategy in terms of future coaches. Similarly,
non-coaching leadership pathways might appeal to other young sports people or their
siblings.

Recommendation 4: NGBs should consider structured development programmes such
as a Young Ambassador programme to grow and develop their youth volunteering base,
where this is not taking place already.

A recurring theme throughout the study were the logistical difficulties of those needing
training around the regions of Wales, with a perception by some that the current
systems are too Cardiff-centric. The situation appeared to be a particular issue for coach
training.

Establishing viable cohorts of training delegates is one reason why training tends to
take place around large centres of population. The fact that all of the sports appear to
have their own sport specific coaching qualifications reduces the number of potential
coach trainees in any area. It is outside the scope of this study but there may be merit
in Sport Wales and counterparts around the UK working with a selection of
collaboratively-minded NGBs to consider whether coaching qualifications can be
unitised to include generic units of relevance to any sport. For those units, at least, there
might be opportunities to draw people from various sports to study together.

Beyond coaching, there would appear to be opportunities for NGBs to work together to
establish viable training cohorts in commonly needed qualifications such as First Aid,
Food Hygiene, Fire Safety and areas such as use of social media in marketing a club
or fundraising to support a club.
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Recommendation 5: NGBs should consider the merits of successively scheduling
coach training in different regions of Wales, if they are not already doing so.

Recommendation 6: If they are not doing so already, NGBs should consider the merits
of collaborating to offer commonly required training around the regions of Wales.

4.2.3 Retention

The most effective retention strategies within the findings highlight the need to make
the volunteering experience enjoyable and not to overload the volunteer beyond the
time commitment she indicated that she was able to commit. Opportunities to share
meals and occasional social events were commonly cited as good ways of contributing
to this enjoyable experience and building a community spirit between volunteers.

Investment in training tends to be used as a means of demonstrating commitment to
the volunteer by clubs. Similarly, volunteers are often expected to reciprocate with a
demonstration of their commitment through hours volunteered.

The findings suggest annual awards or small gifts for all volunteers, while not expected,
are appreciated. So too is a simple ‘thank you’. Volunteering is essentially collaborative
in nature and undertaken for the benefit of others rather than self. Consequently,
singling out individuals for awards may well cause divisions and demotivate other
volunteers. Where awards are made to individuals as part of a retention approach, it is
recommended that the award is based on hours or years of service rather than
suggesting the contribution of one volunteer is superior to that of another.

4.3 The behaviours, skills and knowledge required to successfully perform the
role of a volunteer co-ordinator at a sports organisation

The findings identified a number of characteristics of successful volunteer co-ordinators.
They tend to be:

organised;

approachable;

have strong communication skills;

have confidence in their own abilities and
have a leadership style that is goal-oriented.

= =4 =4 8 A

While it is beneficial to have knowledge of the sport, this is not a necessary requirement
to carry out the volunteer co-ordinator role successfully. The findings suggest it is more
important to be able to build a strong network of contacts within the sporting
organisation and beyond, for example in the NGB and community.

Volunteer co-ordinators are more likely to be successful if they are open i.e. open
minded about who can volunteer and how a role can be fulfilled. So too, chances of
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successfully fulfilling the role are improved if the individual is considerate i.e. recognise
volunteers have other commitments and ensure volunteers feel valued whatever the
level of their commitment.

4.4 The support and development from which volunteer co-ordinators at sports
organisations would benefit to perform their role successfully

The majority of volunteer co-ordinators identified no requirements beyond those already
outlined in sub-section 4.1. Nonetheless, a number of initiatives for consideration did
emerge from the findings.

There may be merit in Sport Wales running occasional volunteering conferences or
workshops. Potentially three or four smaller events across the regions of Wales may
boost overall attendance rather than one large event. They would form an opportunity
to share best practice between different sports in a range of topics, such as youth
recruitment/engagement programmes, safeguarding in practice, different retention
strategies and how to balance the requirement of consistency in coaching with flexibility
with volunteers. In addition to sharing best practice between sports, there may be
opportunities to learn from other volunteering organisations if Sport Wales partnered
with, for example, the Welsh Council for Voluntary Action.

Recommendation 7: Sport Wales should consider organising regional best practice
volunteering workshops or conferences.

A recurring theme in the interviews was a desire for clubs to access coaches/officials
either to tackle an issue of local recruitment or in response to a short term, often urgent
issue. The findings suggest volunteer co-ordinators may appreciate their NGB
maintaining a database of coaches/officials willing to support other clubs. While some
NGBs appear to offer this service already, others do not.

Recommendation 8: NGBs might wish to consider proactively building databases of
coaches/officials willing to support other clubs.

It may be reasonable to assume that the majority of volunteers will not wish to travel
long distances, even if they are open to helping other clubs. Therefore, if such a service
is to be effective, it needs a large body of coaches/officials willing to register their
availability in order to overcome potential barriers of geography.

A final point arises from the findings and relates to a small number of volunteers
requiring a central point of expertise on matters relating to asset transfers/licensing.
This is largely beyond the scope of this volunteering study but is worthy of further
consideration by Sport Wales, in consultation with NGB representatives.
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Annex A - Evaluation framework
This evaluation framework illustrates the key questions that the evaluation sought to
address and how they relate to the four key objectives set out in the introduction to
this report. The questions map on to the different stakeholder groups from whom
findings would be gained during the study and the methods used to gather those
findings.

(1), (2), (3) and (4) refer to each of the four key objectives, as previously defined.

NGBs are the National Governing Bodies involved in this study, namely Welsh

Athletics, Welsh Gymnastics, Hockey Wales and the Welsh Rugby Union.

Research Area

Data source

Secondary Primary Research
Research
Aims, Sport Paid Officers | Volunteer co-
objectives, Wales at NGBs and | ordinators
policies and member within NGBs
procedures organisations | and member
relating to organisations
volunteering in
the four sport
organisations
Methods Desk research Semi- Semi- Semi-
structured structured structured
interviews interviews interviews
and case
studies
Organisational environment
Do the NGBs and member
organisations have:
1 A culture supportive of X X X
volunteering? (1)
1 A clear structure for managing / X X X X
coordinating volunteers? (1)
f Clear aims, objectives, policies X X X
and procedures around
volunteering? (1)
1 Buy-in (support) from X X
stakeholders (internal staff at all
levels, member organisations
and volunteers)? (1)
1 Volunteer co-ordinators with the X X
right behaviours e.g.
commitment to the sport,
Evaluation of Volunteer Co-ordinators within Sport Organisations in Wales 30




20 Degrees Consulting Ltd

volunteering and issues such
as equality & diversity? (3)

1 Volunteers with the right skills
e.g. organisational, time
management, leadership,
training, motivational,
communication (3)

1 Volunteer co-ordinators with the
right knowledge e.g. best
practice in volunteer
recruitment, support,
development and retention; the
way the sport is structured and
managed, local networks (3)

Processes

How do the volunteer co-ordinators
in the NGBs and member
organisations:

1 promote volunteering so
that volunteers know
exactly what is expected of
them? (2)

1 Make volunteers feel
valued? (2)

1 Develop volunteers? (2)

Support volunteers? (2)
1 Make clear the mutual
benefits of volunteering? (2)

=

x

x

Enablers
What are the key issues enabling:
1 Recruitment of volunteers?
@
1 Development and support
of volunteers? (2)
1 Retention of volunteers? (2)

What development/support has
been particularly helpful in enabling
volunteer co-ordinators to fulfil their
roles well? (4)

What further support/ development
would enable volunteer co-
ordinators to fulfil their role better?

(4)

Insights from experience
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What key lessons have been
learned during your time as a
volunteer co-ordinator? (3)

What do you wish someone had
told you early on in your role as a
volunteer co-ordinator? (3)
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Annex B — Topic guides
Topic guide 1 — Semi-structured interviews with NGBs
Name of interviewee:
Location: Date:
Introduction: | am part of a team carrying out an independent evaluation of volunteer co-ordinators in four
NGBs — Welsh Athletics, Welsh Gymnastics, Hockey Wales and the Welsh Rugby Union. The main
interest is in understanding what makes for a good volunteer co-ordinator and what enablers need to be
in place to help people in that role.
I need to stress that there are no right nor wrong answers to any of my questions. Any information you
give me will be treated in strict confidence - nothing you say will be linked back to you. Sometimes we
do include quotes from interviews in our reports but they are anonymised so that no one can tell who

might have said them.

So that | can remember exactly what you’ve said, | will be recording/taking notes of the discussion.

Organisational environment

Can you tell me a little about your role and how you come across volunteer co-ordinators?
Could you tell me how much of a part volunteering plays in the work of your sport(s)?
How widespread are volunteer co-ordinators across Welsh clubs? [How many are there?]

Do you believe the sport tends to provide a culture supportive of volunteering? What part does the NGB
play in creating any such culture?

Do clubs tend to have a clear structure for managing volunteers? Can you tell me a little more about
what that structure might be?

Is there a ‘normal’ route into volunteering within clubs e.g. participant who retires from the sport/mums
and dads?

If someone volunteers, do people learn ‘on the job’ or are there aims and objectives, maybe even a job
description for the role?

Do there tend to be policies and procedures creating a clear framework in which volunteers can
operate?

This support/culture, does it tend to exist at all levels in the sport? | could imagine that a NGB might
well have well well-defined structure and support, particularly as they have employees. However, at a
club level, | wonder how that support manifests itself?

Do you have a key set of skills, attitudes or behaviours that the NGB advises clubs to look for in a

potential volunteer co-ordinator? [Prompt: is it more important to be committed to the sport or a good
organiser or a good leader or a good people person or...7]
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Processes

How do volunteer co-ordinators:

1 Promote volunteering in such a way that volunteers know what is expected of them?
1 Make volunteers feel valued?
1 Develop volunteers?
1  Support volunteers?
1 Make clear the mutual benefits of volunteering?
Enablers

What are the key issues enabling:
1 Recruitment of volunteers?
1 Development and support of volunteers?
1 Retention of volunteers?

Have there been any initiatives that have been particularly helpful in enabling volunteer co-ordinators to
fulfil their roles well?

Finally
Are there any further points that you would like to make that might be useful to this study?
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Topic guide 2 — Semi-structured interviews with Volunteer Co-ordinators
Name of interviewee, (gender if not obvious from name), date

Introduction: | am part of a team carrying out an independent evaluation of volunteer co-ordinators for
Sport Wales. You have been identified by [name of NGB’] as a volunteer co-ordinator, although you may
or not recognise that as your title within your club.

The main interest is in understanding what makes for a good volunteer co-ordinator and what needs to
be in place to help people in that role. So, we’'d like to learn about your experiences.

| need to stress that there are no right nor wrong answers to any of my questions. Any information you
give will be treated in strict confidence - nothing you say will be linked back to you. We are looking for
general trends. Sometimes we do include quotes from interviews in our reports but they are anonymised
so that no one can tell who might have said them. Also, you can stop this interview at any time or simply
skip over any question you don’t want to answer. Finally, so that | can remember exactly what you’'ve
said, | will be taking notes of the discussion.

Are you happy to proceed with the interview?

Context
Could you start by giving me some context about your club? For example, where is it, how many
members, what kind of ages/mix of men-women-boys-girls etc?

To what extent does the club rely on volunteers? What kind of things to volunteers do?

Do you have the title of volunteer co-ordinator at your club, or do you have another title? If so, what is
it? [Prompt: people sometimes have different titles or multiple roles]

How did you become aware of the volunteer co-ordinator role and what motivated you to take it on?

Did you feel confident taking on the role or did you need some encouragement and support? [Prompt: if
the latter, please expand]

How did you know what to do as the volunteer co-ordinator? [Prompt: Did the club provide a job
description or did someone tell you what to do...or did you simply work out what was needed over
time?]

Volunteer Co-ordinator characteristics

We are interested in understanding what type of people become volunteer co-ordinators. How might
people describe you e.g. quiet/chatty, friendly/reserved, disorganized/organized,
leader/administrator...?

Are you willing to indicate your age? Are you working/retired/other description that better describes
you? To what extent do you have other commitments e.g. have children and/or a partner, other
hobbies?

7 National Governing Body i.e. either Welsh Athletics, Welsh Gymnastics, Hockey Wales or the Welsh Rugby
Union.
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How much time does being a volunteer co-ordinator take up on average per week/month? What
aspects of the role take up the largest part of this time? ...and what are the least time-consuming
aspects?

Is the role something you would largely do from home or at the club?

Volunteer Co-ordinator role
Sport Wales talks about volunteer co-ordinators often being involved in:
1 Recruiting volunteers
1 Supporting and developing (training/mentoring) volunteers
1 Retaining volunteers
Would you recognise this as a description of what you do? If not, could you tell me what you do that is
different?

If you are involved in recruiting volunteers, how do you go about doing this?
How easy or difficult do you find recruiting volunteers?

What kind of people do you look for [Prompt: ex-players, parents...or is it more about particular skills or
characteristics that you look for e.g commitment, knowledge of sport...or is it anyone ‘with a pulse’?]

If you are looking for volunteers for a specific role, where would you typically look? [Prompt: within the
club only, in the community, advertise on website...?]

If you are trying to convince people to volunteer, would you typically talk about the benefits of
volunteering e.g. opportunities to develop new skills, build self-confidence, make new friends? Or are
you more focused on what volunteers can do for the club?

If you are involved in supporting or developing volunteers, how do you go about doing this? [Prompt:
one-to-one mentoring? Is there training you can offer?]

Are you able to offer flexible opportunities to volunteers e.g. help every-now-and-again or get multiple
volunteers to cover a day of competition rather than require people to commit for a whole day?

If you are involved in retaining volunteers, what types of things do you do to achieve this? [Prompt: are
there any ways of recognizing people’s contributions to the club or do you make a point of thanking
people?]

What kind of things does the club do to help you in this regard? [Prompt: for example, recognise
volunteers through case studies on website or have awards for volunteers as part of annual dinner?]

Club culture
How much help do you get from your club in these areas of recruiting, supporting or retaining
volunteers?

Do volunteers at your club have written job descriptions or is there some other way that volunteers
know what is expected of them?

Can you tell me whether the club has any policies and procedures around volunteering beyond the

statutory Health and Safety and DBS checks e.g. an induction for volunteers (with induction pack?) or
compulsory training?
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What level of expectation does the club typically put on volunteers in terms of their commitment e.g. are
volunteers expected to be there week-in, week-out or is there a more flexible attitude e.g. an hour or
two every-now-and-again?

Lessons learned

Can you tell me what has helped you most to fulfil your role as volunteer co-ordinator e.g support from
club, training you’ve received (at the club or elsewhere), your attitude, having a wide network of
contacts...?

Is there anything that the club/NGB could do to help you in your role? [Prompt if necessary: what would
make your life easier?]

From what you've learned as your time as a volunteer co-ordinator, what advice would you give to
someone new to the role?

So, overall, would you say that your experience as a volunteer co-ordinator has been largely positive or
negative? Why do you say that? [If not already obvious from previous answers]
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Annex C — Words used by volunteer co-ordinators to describe themselves

Athletics Gymnastics Hockey Rugby
Administrator Adaptable Approachable x3 Adaptable
Approachable Approachable x4 Caring Administrator
Aware of others’ Bubbly x2 Determined Approachable x4
feelings
Clear vision Chatty x2 Enthusiastic Chatty
Enthusiastic Committed Friendly x2 Confident
Friendly Confident x4 Good communicator x3 | Considerate
Good communicator Determined Good at spotting who Don't suffer fools gladly

would be good working
with children

Go to person (of club)

Enthusiastic

Good at working with
children

Don't take flack (from
parents about
volunteers)

Knows subject Extrovert Honest Get best out of people

Leader Friendly x2 Motivator Good communicator

Management skills Good communicator Organised x4 Leader x3

Not too pushy Good listener Outgoing x2 Level headed

Organised x4 Like to be in control Positive Likeable

Outgoing x2 Lead by example Proactive Organised x3

Perseveres Modest Reliable Passionate about the
sport x2

Passionate about sport | Not afraid of difficult Respected People management

conversations skills
People person Organised x9 Selfless Say it like it is

Persuasive Outgoing x2 Want kids to succeed Speak to people at all
levels
Realistic Passionate about sport | Willing to put in time x2 | Strong minded
X2
Sociable Personable x2 Tenacious
Thick skinned Polite Understanding
Practical Welcoming

Problem solver

Quiet

Self-motivated

Sociable

Thoughtful

Wallflower

Welcoming
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Annex D — Weekly hours spent in volunteer coordination role

No. hours/ Athletics Gymnastics | Hockey Rugby Total
week
Oto1l 2 1 3
1to2 2 2
2to3 2 2 4
3to4 1 2 2 5
4to5 2 2 2 2 8
5to6 0
6to7 1 2
7to8 1
8to9 1 2
9to 10 1
10to 11 1 1 2
11to 12 1 1
12+ 1 3 1 4 9
Don’t know 1 9 2 12
Total 7 23 12 10 52
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Annex E — Characteristics sought in volunteers

Parentheses indicate the number of interviewees that mentioned the particular
characteristic.

Background as participant of the sport (11)

Attitude (6)

Good character/role model (3)

Reliable (3)

Committed (2)

Enthusiastic/keen (2)

Willing to listen and take advice (1)

Charismatic (1)

Capable (1)

Mature (to deal with issues) (1)

Those at risk of going off rails (context was discussion about youth volunteering) (1)
Can do fun sessions for children and young people (1)
Multi-taskers (1)

Willing to learn (1)

Able to handle people all ages (1)

Tradespeople (1)

Value giving back to community (1)
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Annex F — Volunteer retention activities

match

Athletics | Gymnastics | Hockey Rugby
Thank you — 3 3 2 8
verbal/card
Annual gift 2 3 1 6
Annual award - 2 1 3
everyone
Award (club) 3 1 4 3 11
Millennium 2 2
volunteering award
NGB award 2 1 1 4
External award 1 2 3
Match tickets/access 1 1 2
to tickets
Membership fee 1 1 2
waiver
Mention on club 1 1
website
Christmas/birthday 1 1 2
card/present
Social event 1 3 5 1 10
Scheme 1 hour = £1 1 1
to be spend in club (kit
etc)
Encouraging 1 1 3 5
Mention in local 1 1 2
newspaper/radio
Kit 1 3 1 5
Pay for training 1 4 1 6
Travel expenses 3 3
Opportunity for paid 3 3
coaching later
Give people 3 1 4
purpose/value
Friendly/welcoming/put 1 1
at ease
Growth in self 1 1
confidence
Community spirit 1 1
Will be well thought of 1 1
in community
Refreshments at 1 1
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Annex G — What has helped volunteer co-ordinators?

Support of NGB x13

Experience from work x11

Lifetime in/knowledge of/passion for the sport x8
Network (within club and/or NGB) x8

Club ethos - pull together x5

Local authority (sports development officer) x4
Own attitude x4

Support of volunteers x3

Own education x2

Upbringing

Being a parent

Development of our own volunteer structure to aid coach progression
Mentoring outside and inside club

Being a good judge of character

Being there for people

Spending time with people face-to-face

Ability to deal with uncertainty (varying number of volunteers)
Past club member

People's gratitude

Learning from other clubs

Previous incumbent of the role

Previous coaches

Sport Wales

Experience chairing other clubs

Experience developed elsewhere

Community support

Accessible (live close to club)
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Annex H — Suggested areas where Sport Wales/the NGB could help volunteer

co-ordinators

Athletics

Gymnastics

Hockey

Rugby

Put on training in mid
Wales (coaching)

Conference: beyond
own sport e.g.
business

NGB come to club:
training

More effort inspiring
grassroots coaches

Standard checklist of
volunteer co-ordinator
duties

Quick, limited coaching
gualification e.g. vault
& tumble

NGB - support tier 1
work (organise) x2

Volunteer recognition
e.g. headed paper for
thank you's and an
annual event

X2

DBS checks Workshops for Better communication End of season
volunteers on from NGB - not just presentation with
fundraising, marketing | requests for help shacks as thank you

(at district level)

Safeguarding Train the trainer course | Help finding coaches NGB should have

template job
descriptions and
volunteer handbook

Mentoring especially
those older volunteers

Back up list of
emergency umpires

More training courses
e.g. website design,
first aid etc

Guidance on how to
recruit

Update meetings on
rule changes

Awards for
volunteering

List of volunteers
willing to help at sports
clubs locally

Practicalities of
safeguarding — e.g.
need for two unrelated
adults to drive children
to events (rural
context)

Help dealing with local
authority (leasing
premises)

Run some events in
North Wales

NGB to organise trips
to see how things done
at successful clubs e.g.
junior section

Some support!

Build relationship with
leisure
centres/universities

Share best practice

Information in Welsh

More in mid Wales
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Annex | — What advice would you give to a new volunteer co-ordinator?

Athletics

Gymnastics

Hockey

Rugby

Talk to people - forget
Facebook

24/7 commitment

Have good relationship
with the young people
volunteering

Do things properly (x2)

Ensure role is clearly
demarcated

Satisfaction is
intrinsically your
reward

Tell people they
valued/everyone
important x4

Ensure people have
right tools for job e.qg.
training

Volunteer before
commit to this

More you put in, the
more you get out

Feedback and learn
from others

Be committed

Be proactive - find out
what the club wants

It is about enabling
children and young
people to enjoy the
sport

Never be negative with
a child or coaches

Do with heart and
people follow

Do one job well, not
multi-roles

Learn from your
mistakes

Don't expect help from
the NGB

Set up good systems

Be athlete centred

Do wholeheartedly

Use NGB - they are
there to help

Be flexible

Enjoy it

Work with others

Enjoy yourself (x2)

Be thick skinned

Go and do it!

Contact NGB for
advice (x2)

Look beyond own sport

Avoid cliques

Be confident

Try things that seem to
work elsewhere

Be organised

Get yourself a mentor

Let young people have
ago

Be empathic

Have a positive

Communicate with

Be non-judgemental

attitude everyone (x2)
Be flexible, willing to Just do it! Don't overload
adapt individuals

Act in interests of staff
& volunteers

Build contacts in NGB
and beyond

Put in place good
organisation (x2)

Don't leave anyone out

Be organised

You are a volunteer -
enjoy, don't stress

Quiet people might
want to be asked

Watch your time
management

Communicate

Be open to criticism

Good listening skills

Take account of work
of others/achievements

Look beyond sport at
how to do things

Don't do everything
self

Use experience of
people around you

Listen to everyone

Be patient

Learn how club runs

Give personal
approach

Put in time

Listen and learn

Look at what happens
in other clubs

Don't expect
volunteers to be
dependable

Be honest

Enjoy it!

Get to know everyone

Ask lots of questions

Be passionate - rubs
off on others

Make enjoyable for
volunteers

Good communication

Respect people

Grow own volunteers

Clearly articulate
expectations to/from
club
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