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IWAC is a statutory public body consisting of 14 Volunteer Members, a part-time Chair and two
support staff. It provides independent advice to the UK Government, Scottish Government, navigation
authorities and other interested parties on matters it considers appropriate and relevant to Britain's
inland waterways.

IWAC was established in April 2007 by the Natural Environment and Rural Communities Act 2006. Its
predecessor organisation was the Inland Waterways Amenity Advisory Council, formed in 1968. IWAC
is supported by the Department for Environment, Food and Rural Affairs (Defra) and the Scottish
Government.

In England and Wales, IWAC's remit covers all of the inland waterways such as:

canals (including those managed by British Waterways, canal companies, local authorities and
smaller independent bodies);

rivers (including those which are the responsibility of the Environment Agency, British Waterways
and port authorities);

the Norfolk & Suffolk Broads; and

the navigable drains of the Fens.

In Scotland, IWAC’s remit covers inland waterways that are owned or managed by, or which receive
technical advice or assistance from, British Waterways.

IWAC's role is to ensure that the inland waterways are sustainably developed to meet the needs of all
who use and enjoy them. Once used mainly for freight transport, inland waterways now have a strong
recreational and amenity use. They are an effective catalyst for the regeneration of local economies,
acting as a distinctive focus to bring economic, social and environmental benefits to cities, towns and
rural communities.

IWAC has published reports which include: using inland waterways to tackle social exclusion, funding
and income sources for a selection or overseas waterways, insights into the funding of inland
waterways in Britain, balancing the needs of navigation and aquatic wildlife, awareness and
appreciation of the canal network in Scotland, reducing carbon dioxide emissions by moving more
freight onto inland waterways.

Please visit our website at www.iwac.org.uk for further information about IWAC and to see copies of its
reports.

www.iwac.orq.uk
City Road Lock, 38 Graham Street, London N1 8JX
Email: iwmac@iwac.gsi.gov.uk Tel: 020 7253 1745 Fax: 020 7490 7656
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Executive Summary

The purpose of this report is to help inland waterway organisations to attract, integrate and retain
more volunteers. It draws on inspiration from a wide range of volunteering case study organisations
operating in sectors outside of inland waterways.

The case studies are set against the context of a changing policy agenda which has included the
Compact (setting out guidelines for joint working with the voluntary sector), support for Corporate
Social Responsibility and most recently the emergence of the 'Big Society' concept. Wider trends
within the voluntary sector have included increased competition and professionalisation, engaging
young people as volunteers and localism. Developments within the inland waterways sector, including
the proposed mutualisation of British Waterways, now seek to build on a tradition of practical
volunteering activity and a range of good practice that has emerged, as illustrated by selected case
studies in Annex 1 (page A1).

Ten key challenges and opportunities in attracting, integrating and retaining volunteers to inland
waterway organisations are identified to inform the selection and content of 20 case studies (pages 12-
31), drawn from a range of types and size of volunteering organisation. Each of the case studies
highlights a number of success factors and learning points in relation to these challenges and
opportunities, as cross-referenced in the table below.

Table 1 Case Study Selection Criteria
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Case Study o “ =
Cathedral Camps In-depth 4 v v
CSV Environment In-depth v 4 v v
Kent Libraries In-depth v v v v
Imperial War Museum In-depth v v v v
Mayfield Nurseries In-depth v v v
National Trust In-depth v v v v
Refugee Council In-depth v v v v v
RSPB In-depth V' v
Co-op Vol. Programme In-depth 4 v
WRVS In-depth v v v v
Age UK Summary v v
Brighton University Summary v v
Friends Limited Summary v
Groundwork Summary v v v
KPMG Summary v v v
RSVP Summary v v
Samaritans Summary v v v
Victim Support Summary v
VODA Summary v 4
Youth Action Network Summary v v v v



A central theme throughout the case studies is the adoption of an explicit strategy of change focused
on volunteering, but also encompassing capacity building, organisational development and
encouraging increased diversity of volunteers and volunteering opportunities. In practical terms, these
strategies have resulted in key actions linked to a re-assessment of the breadth of roles that volunteers
can play in an organisation and an increased appreciation of the contribution volunteers can play as
co-workers. For most of the case studies, this change has been brought about through an investment
of time, money and management effort, and has brought significant benefits to the organisations
as a result of an increase in volunteering activity.

Inland waterway organisations have an opportunity to consider all of the success factors and
subsequent learning points from the case studies in order to develop and implement their own
tailored strategies to increase volunteering.

cuts across a number of the other challenges and opportunities, with many larger
organisations such as the National Trust (page 22) allocating dedicated volunteer management
resources, but smaller organisations such as VODA (page 41) explicitly integrating roles and
responsibilities for volunteering across existing staff, or have co-operated externally to address
(potentially onerous) regulatory requirements.

in case studies including the Refugee Council (page 24) can provide a
reliable source of volunteers, based on mutual understanding of organisational objectives as well as
personal relationships. The perspective from the Co-op (page 28) and KPMG (page 37) emphasises
the importance of appreciating the objectives of corporate schemes and offering tailored volunteering
opportunities, such as those offered by Groundwork (on page 36) and CSV Environment (page 14).

case study examples Cathedral Camps (page 12) and Groundwork (page 36) show
how volunteers can be successfully engaged locally within a national structure, often building on
community advocacy and 'word of mouth'. This provides links to strong locally-based motivations for
volunteers, and offers specific opportunities for inland waterway organisations.

Targeted can play an important role in attracting volunteers, but
dissemination of good practice also has a role in terms of building partnerships, as demonstrated by
Manchester Museum and the Imperial War Museum North (page 18). Use of social media, as
demonstrated by Youth Action Network (page 42) can play an important role in integrating and
retaining volunteers and demonstrates the importance of the social aspects of volunteering.

is a key theme across all of the case studies, with examples such as
Kent Library Service (page 16) working proactively with paid staff to address concerns regarding
volunteers, and following through with clear planning and documentation of volunteer roles and task
descriptions. Leadership from senior managers as well as recognition of the costs of integrating
volunteers are also important success factors within wider organisational development strategies that
incorporate volunteer development.



takes a number of forms and is shown to have a range of benefits across the case
studies. Some partnerships are formal and long standing, for example between Mayfield Nurseries
and Solent Mind (page 20) or KPMG and the Refugee Council (page 37 & 24), whilst other
partnerships are more ad hoc in relation to specific projects, local recruitment or volunteer exchanges.
Successful partnerships are often based on a Memorandum of Understanding, underpinned by specific
agreements on lead responsibilities and protocols where necessary.

Financial and organisational is a perennial issue facing volunteering organisations. The
RSPB (page 26) demonstrates that volunteers can play an important role in directly attracting funding,
but they are also increasingly recognised as providing legitimate match funding or as an integral part of
service delivery for contracting, as illustrated by the Refugee Council (page 24). Intergenerational
volunteering, as promoted by RSVP (page 38), can help sustain organisations in the longer term, with
a key success factor in this being the ability of organisations to identify a range of volunteering
opportunities. Many of the case studies demonstrate how volunteers have enabled an organisation to
fulfil an expanded range of roles.

is increasingly important within the context of increasing professionalisation and
competition for volunteers. A number of the case studies, such as WRVS (page 30), point to
investment of time and resources in volunteers as being a key success factor in retaining volunteers,
whilst for others, such as Victim Support (page 40) and the Samaritans (page 39), training forms a
fundamental pre-requisite of their service.

is crucial in moving away from a paternalistic view of volunteers to one
which recognises their motivations and regards them as equal to paid staff. A number of the case
studies involve introducing one to one sessions to gain a better understanding of aspirations and skills.
In the case of Mayfield Nurseries (page 20), this can lead to a rejection of volunteers who do not
match with organisational needs and contrasts with CSV Environment's non-rejection policy (page
14). Both approaches have merits, but it needs to be made explicit to staff and volunteers which
approach is being adopted by the organisation.

Encouraging is another key theme across the case studies, in particular amongst
under-represented groups, as this helps to ensure the widest possible organisational reach out into the
wider community. Success factors including targeted marketing and local partnerships are illustrated
by Brighton University (page 34) and Kent Libraries (page 16). An important feature in developing a
more diverse volunteer base is offering a wider range of volunteer opportunities and being flexible
about these opportunities, as demonstrated by Age UK (page 33).

Overall Learning Points include:

Attracting volunteers from diverse backgrounds offers organisations new, different and valuable
benefits

Community advocacy can be powerful for attracting new volunteers locally

Ensure there is a wide range of opportunities available including flexibility about timing and length
of commitment

Use different methods of recruitment and different messages to reach different sections of the
population



Provide varied opportunities for under-18’s to volunteer - tailored opportunities such as summer
camps offer a safe and time-limited format

One-day activities give volunteers a good introductory taster of volunteering, but can often lead to
longer term and sustained involvement

Members offer a good start point for increasing volunteering as they are already 'warm' and
sympathetic to the cause, hence it is much easier to draw them further in than recruiting from cold
Accreditation is appealing for some volunteers, but by no means all - younger and older people
may be less interested, but those seeking employment are more likely to want to strengthen their
Ccv

Training and volunteer management should be integral to organisations' management processes
Develop volunteer role descriptions alongside paid staff and address any overlaps

Give paid staff explicit roles and responsibilities for supporting volunteers to enrich their jobs

It is important not to underestimate the amount of time needed to adequately manage and
supervise volunteers

Reassure staff that volunteers are not replacing existing jobs and provide them with information,
and opportunities for discussion and consultation

It is important to be selective when matching volunteers to opportunities to make sure volunteer
and organisations' needs are met

Ensure senior management ‘buy-in’ is communicated to all staff

Volunteers can themselves successfully become managers or leaders of other volunteers,
including young people

Adopt a structured volunteer policy that includes disciplinary guidelines for staff and volunteers
and provide staff training

Constantly evaluate how the organisation can improve the relationship with volunteers through
consultation to develop a better understanding of expectations and issues

Dedicated volunteer management allows time for liaising with volunteers on a one-to-one or group
basis, raising confidence and fostering integration

Recognise and nurture the importance of social aspects of volunteering

E-newsletters and social networking are good ways to keep in touch with volunteers and to build a
community of volunteers over distances

Invite volunteers to get involved in consultations and meetings to ensure their views have equal
weight to those of paid staff

Communication is key when volunteers only assist for short or infrequent periods of time - keep
volunteers fully informed of what has happened during the time they have not been volunteering to
keep momentum and continuity

Help with fundraising is one way to keep volunteers actively engaged on an on-going basis, but
may not suit everyone so needs to be part of a range of opportunities on offer



Finally, a Model Approach to Volunteering for inland waterway organisations should include
consideration of :

Organisational Ethos and Volunteering Policy
Statement of Commitment

Policy Monitoring and Reporting
Organisational Responsibilities

Screening and Selection

Induction, Supervision and Training
Recognition

Communication

Diversity and Equality

Health and Safety, Information and Data Protection
Complaints



The purpose of this report is to help inland waterway organisations attract, integrate and retain more
volunteers.

Within this, the more specific aims of the report are to:

Research evidence that is relevant to the operation of inland waterways in England, Scotland and
Wales of how organisations successfully attract, integrate and retain volunteers

Identify and explore those factors that make some organisations particularly successful in
attracting, integrating and retaining volunteers

This is primarily an 'outward looking' report, drawing on inspiration from a wide range of volunteering
organisations operating at varying levels in different sectors. It is set within the context of a changing
policy agenda, but is informed by current practice within inland waterway organsiations. In particular,
consultation with key stakeholders within the waterways sector identified that there is felt to be a major
opportunity to enhance volunteering because:

Relative to organisations outside of the inland waterways sector, the role of volunteers beyond
traditional ‘practical’ activities are under-developed

There are a number of barriers to volunteering within the inland waterways sector which can be
overcome by learning lessons from other sectors

ECOTEC Research & Consulting and CSV (Community Service Volunteers) Consulting were
commissioned by the Inland Waterways Advisory Council (IWAC) in February 2010 to research
relevant evidence from the wider volunteering sector that can help attract, integrate and retain
volunteers in inland waterway organisations.

A qualitative approach has been used to address the research objectives through:

Development of a framework for selecting case study organisations

Design of research tools

Desk-based research of current good practice and volunteering trends

Conducting telephone interviews involving waterways stakeholders

Conducting telephone interviews with 20 selected case study organisations

Developing a profile of a model volunteering organisation for the inland waterways sector

Throughout the research, CSV Consulting provided advice and insights based on extensive practical
experience of volunteering and ECOTEC led on undertaking desk research, qualitative fieldwork and
write-up.



This final report draws together findings from case studies of 20 organisations from outside the
waterways sector, highlighting volunteering good practice and transferable learning points. Ten of
these case studies are ‘in-depth’, selected together with IWAC as being of particular interest for
transferable lessons, with 10 further summary case studies and a selection of inland waterway case
studies in Annex 1. The case studies are designed to act as stand alone fiches but are presented here
within the following structure:

Context of key developments affecting volunteering and inland waterway
organisations and identification of key challenges and opportunities facing volunteering

Case study organisations, 10 in-depth and 10 summary, with key learning points
Findings and lessons arising from case studies and stakeholder consultations
Profile of a ‘'model’ volunteering organisation for the inland waterways sector



This chapter gives an overview of key developments affecting volunteering in a changing national and
political context, as well as of some of the existing volunteering good practice already taking place
amongst inland waterway organisations. It concludes by highlighting some of the challenges and
opportunities facing inland waterway organisations which are seeking to attract, integrate and retain
more volunteers, which have then informed the selection and content of the case studies.

It is estimated that around 26% of people in England formally volunteer at least once a month', with
volunteers playing an important role in terms of social capital, cohesive communities and delivery of
services. The recently renamed Office for Civil Society is the lead UK Government department for
volunteering in England, with an aim to strengthen communities and transform public services through
delivery, design, innovation and campaigning. As a devolved matter, volunteering is overseen by
separate administrations in Scotland and Wales, but all three countries have seen an increased focus
on the benefits of volunteering as part of the following developments:

In 2007, the Prime Minister appointed Baroness Neuberger as the government’s volunteering
champion, producing three reports considering how public services should make better use of the
third sector and volunteers.

Since 2008, National Indicators in the Local Government Performance Framework have included
an indicator (NI6) that measures levels of volunteering in a local area.

Established in 1998, but revised and re-launched in 2009, the Compact is an agreement between
the UK Government and the voluntary sector in England that recognises shared values, principles
and commitments and sets out guidelines for joint working. The Commission for the Compact is
the body charged with reviewing and updating the Compact, including strengthening relationships
at regional and local authority levels and overseeing the Volunteering Code as one of the five
underpinning codes of practice.

UK and Scottish Government departments that fund and support volunteering have increasingly
sought better alignment between volunteering and their policy objectives.

The Corporate Social Responsibility agenda has been encouraged by the UK Government and
has led to a number of volunteering programmes for large and small private as well as public
sector bodies.

The European Commission has designated 2011 as the European Year of Volunteering, which
presents opportunities for celebrating and promoting volunteering.

The ‘Big Society’ concept of the new UK Coalition Government highlights potentially significant

new developments for volunteering and citizen involvement, including a National Citizens Service
for young people.

" 2008-09 Citizenship Survey, Volunteering and Charitable Giving Topic Report, DCLG, April 2010



In addition to the changing policy context, there have been several trends emerging from within the
voluntary sector of relevance to this study, including:

As a result of reduced funding but also due to a more informed and demanding volunteer base,
volunteering organisations increasingly find themselves in competition for volunteers as well as for
funding, partnerships and contracts. This has led to increased professionalisation and marketing within
the sector as well as the emergence of sophisticated organisational strategies for attracting, integrating
and retaining volunteers.

The emergence in some organisations of a volunteer manager, more formalised training (including
accredited training), written volunteer tasks, role descriptions and personalised volunteer programmes
has contributed to a more professional approach to volunteering. Whilst recognising and fostering the
informal ethos behind much volunteering, ‘professionalisation’ covers developments in the skills
needed both in performing volunteer roles as well as those required for managing and running
organisations that involve volunteers, in particular management and leadership skills®.

There has been substantial investment in youth volunteering for 16 to 25 year olds, firstly through the
UK-wide Millennium Volunteers programme and subsequently through the 'V' programme, funding
youth volunteering projects in England. Within this, there has also been a focus on inter-generational
volunteering and improving access to volunteering for (young) people with disabilities.

In addition to a wider public sector trend towards the localisation of public service provision and
community development, a common motivation for individuals to get involved with volunteering is a
response to a specific need in the local community’. As a result, a number of volunteering
organisations are focussing marketing on local issues and making a difference to the local community
as the 'hook’ for engaging volunteers.

2 |nstitute for Volunteering Research (2008) Management matters: a national survey of volunteer management capacity.
http://www.ivr.org.uk/NR/rdonlyres/9460E62B-FB69-4679-B043-B21035E6ADF3/0/management_matters.pdf

3 A motivation cited by a third of survey respondents in the survey Helping Out: A national survey of volunteering and charitable
giving (2007) Office of the Third Sector in the Cabinet Office



Volunteers play a key part in Britain's waterways; from safeguarding and restoration, to improving
waterway services, campaigning and the experience of people using rivers and canals. Volunteering is
not new within the waterways sector and has largely developed organically, focussing on practical
maintenance and restoration activities. Within this, a range of processes and practices for
organisations have evolved for attracting, integrating and retaining volunteers. Seven brief case studies
to illustrate current good practice in volunteering within the inland waterways sector are included in
Annex 1 for:

British Waterways

British Waterways Scotland
The Broads Authority
Essex Waterways

Seagull Trust Cruises
Waterways Action Squad
Waterway Recovery Group

These case studies illustrate that there is already good practice in the sector, with strategies in place to
diversify the volunteering base, in particular to involve more young people and address the specific
barriers they may face. Organisations such as the Broads Authority already have formalised volunteer
training and procedures in place and a number of inland waterway organisations are actively looking to
offer a wider range of volunteering opportunities.

A complementary and more comprehensive survey of the extent and impact of volunteering on inland
waterways is being undertaken for AINA (the Association of Inland Navigation Authorities) by ECOTEC
and CSV and is due to report by the end of 2010. This will help to further highlight which elements of
good practice in this report are particularly relevant to inland waterway organisations in light of a better
understanding of their needs. It will also provide a more robust evidence base for policy and
investment decisions relating to inland waterway volunteering going forward.

There are a number of challenges and opportunities for inland waterway organsiations resulting from
the new UK Government agenda as well as an on-going review of the contribution that waterways can
make to the 'wealth, health and wellbeing of communities across the country’ highlighted by the
‘Waterways for Everyone’ consultation in 2010. A central focus for this is the review of the role and
status of British Waterways as a mutual or other third sector structure, highlighted in the UK
Government's 2009 Operational Efficiency Programme, taken up as part of British Waterway's "Twenty-
Twenty Vision' strategy and currently under-going a full options appraisal.



Bringing together the changing policy agenda, wider trends in volunteering and specific developments
affecting inland waterways, this section sets out ten key challenges and opportunities facing inland
waterway organisations in attracting, integrating and retaining volunteers. These have informed the
selection and content of case studies in the following chapter and are outlined below.

Lack of capacity, especially in relation to the management and leadership of volunteers is an issue
across the voluntary sector, but felt to be acute within inland waterway organisations. Stakeholder
consultees highlighted this as a key issue constraining the ability of inland waterway organisations to
facilitate and manage new volunteering activities whilst maintaining the exiting volunteer base.
Capacity in this context relates to the number of people willing to lead and manage as well as the skills
and tools available.

With the rise of Corporate Social Responsibility (CSR) and growing awareness amongst employers of
the benefits to staff development and morale brought by volunteering, there are a number of well
developed corporate volunteering programmes operating at different geographical levels. A number of
these are based on 'strategic partnerships' as well as more local links but all programmes are based on
a shared set of aims and values and between the corporate and host volunteering organisations which
offer mutual benefits.

Building on the motivations of volunteers correlating to more immediate and local issues, a number of
larger national organisations have successfully attracted, integrated and retained volunteers on the
basis of local campaigns and structures. This brings challenges in terms of increased competition for
local waterway organisations as well as the way in which national bodies present themselves and
engage with volunteers.

Within the context of an increasingly competitive environment for time, resources and money and a
more informed and demanding volunteer base, inland waterway organisations need to become more
sophisticated and targeted in marketing and publicising volunteering opportunities. Within this, there
are perceptions relating to the practical focus of waterway activity and an association with publicly-run
bodies which needs to be overcome in order to attract the maximum number of volunteers.

Where organisations are seeking to integrate and retain volunteers, a key challenge is how to
successfully recognise volunteer roles within formal management structures and processes. For some
waterway organisations, this involves broadening the potential roles, responsibilities and transferable
skills that volunteers could provide by starting with an assessment of organisational needs and
development and then matching volunteering opportunities to these roles.



Partnership is commonplace in the voluntary sector, but needs to be entered into with an explicit
recognition of the mutual benefit to participating organisations, as highlighted in the IWAC report
'"Working Together". There can be risks which need to be managed in terms of volunteer perceptions,
for example, where volunteers feel that they are substituting for paid workers in delivering a service
through partnership.

A perennial issue for all voluntary sector organisations is financial and organisational sustainability. In
the waterways sector in particular, volunteer roles are often short-term and project based, targeting
specific groups, and funding is always under threat. Linked to other challenges and opportunities for
organisational development, there is potential for waterway organisations to think more broadly about
what volunteers can offer in terms of skills to an organisation in the longer term.

Linked to increased professionalisation of the sector more widely, there are a growing number of
formal and accredited training opportunities for volunteers and volunteer managers alike. As the
volunteer base becomes more demanding and volunteering is increasingly seen as one of the
progression routes for employment programmes or as part of certified learning schemes for young
people, there is an opportunity for waterway organisations to adapt more formal approaches to training
and personal development. There is also a growing recognition that volunteers may have specific
support needs which the host organisation needs to address to help the volunteer participate.

A key challenge for all volunteering organisations is developing a better understanding of the
motivations and needs of volunteers in order to develop attractive, mutually beneficial opportunities
which attract, integrate and retain volunteers. This will vary across the diversity of groups who
volunteer and needs to be at the core of volunteer development strategies developed for volunteering
organisations.

Of particular concern for inland waterway volunteering organisations is what is perceived as a relatively
narrow volunteering base with the ‘average’ volunteer being white, middle class and aged over 50. This
limits potential growth in volunteering and has implications for sustainability, with a need to constantly
refresh volunteer recruitment as well as acting as a potential disincentive to other demographic and
ethnic groups.

* Available at http://www.iwac.org.uk/reports



This chapter takes forward the 10 key challenges and opportunities identified in the previous chapter
and presents 20 case studies drawn from the wider voluntary sector with transferable lessons for
inland waterway organisations. Case studies have been selected to illustrate how these challenges
and opportunities can be addressed, as well as representing a range of different organisational types,
sizes and stages of volunteering development. The case studies also illustrate a range of different
volunteer activities and volunteer profiles.

The 20 case studies have been selected to represent a cross section of organisations, as well as
addressing the specific challenges and opportunities outlined in the previous chapter in attracting,
integrating and retaining volunteers. Ten of these are 'in-depth’ and have a number of key lessons for
inland waterway organisations, and a further ten are in summary format.

Figure 3.1 shows how the case study examples relate to the key challenges and opportunities
identified, before Figure 3.2 further cross-references the primary focus for each case study as an aid
for navigating this chapter.



Figure 3.1 Mapping of Key Challenges and Opportunities against Case Studies
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VODA (Voluntary Organisations Development Agency)
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The following in-depth case studies are included in this section:
Cathedral Camps
Community Service Volunteers Environment
Kent Libraries and Archives
Manchester Museum and Imperial War Museum North — In-Touch Training Programme
Mayfield Nurseries
The National Trust
The Refugee Council
The Royal Society for the Protection of Birds
The Co-operative Corporate Volunteering Programme

Women's Royal Voluntary Service
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