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Executive Summary

Introduction

This report presents the findings from a study conducted by the Think Tank for Action on Social
Change (TASC) and commissioned by the Department for Rural and Community Development
(DRCD), to evaluate the process for implementing and delivering a pilot of the Community
Volunteers Programme.

The Community Volunteer Programme (CVP) aims to enable greater numbers of individuals and a
more diverse cohort to volunteer in response to emergencies (such as a pandemic or local flooding)
and local events. The pilot programme was implemented nationally by Volunteer Ireland (VI) and
delivered locally by Volunteer Centres (VCs) between 2021 and 2024.

The CVP model of delivery is a two-tiered one, whereby VCs lead on recruiting, onboarding and
training volunteers before either referring them to a Volunteer Involved Organisation (VIO) or acting
as a volunteer management agency, depending on the model adopted. The programme was core
funded by DRCD, with part funding from local authorities in areas where Volunteer Centres opted
to deliver the programme.

Study aims and design

The aim of the evaluation was to better understand the process for implementing and delivering the
CVP programme, including:

The extent to which implementation has matched the proposed model

Whether the programme has been successful in meeting its KPIs

The main challenges for the CVP and essential factors that have enabled delivery
The impacts of the CVP (including at both local and national levels)
Recommendations for the programme going forward

The study consisted of three research phases, with each phase informing the subsequent one. The
first phase of research was an analysis of internal documents and outputs to understand the overall
level of fidelity of implementation and understand key outputs. The second stage involved surveys
with key stakeholders, which both gathered quantitative data and informed recruitment for a third
stage of interviews and focus groups with various stakeholders involved in implementing and
delivering the programme. In total 602 survey respondents took part across three different surveys
that were implemented. 15 encounters were conducted, including focus groups and individual
interviews, with a total of 39 participants. Finally, data was analysed visually and thematically in line
with the above research aims and written up in report form.

Throughout this report, ‘respondents’ refers to those who took part in one of these online surveys,
and ‘participants’ refers generally to individuals who took part in qualitative research. Where
relevant, reported views or perspectives are attributed to specific respondent/participant groups,
such as volunteers, representatives from VCs and senior stakeholders from DRCD and VI.

Key findings

Overall, the response to the programme has been positive, with volunteers, Volunteer Centres,
Volunteer Involved Organisations and other key stakeholders all rating the programme highly. The
programme was successful in meeting its KPIs. A number of challenges were experienced by
stakeholders throughout implementation and delivery. These are summarised below along with
perceived impacts of the programme from those who have taken part and those who helped
implement or deliver it.



KPIs and targets

The programme met its Key Performance Indicator (KPI) targets, which were based on overall
numbers of recruited volunteers and levels of diversity, including involving younger volunteers and
volunteers born outside Ireland.

By the end of the pilot period, the cumulative number of volunteers recruited was 11,759 (KPI
target 4,600)

4,907 volunteers were onboarded by the end of the pilot (KPI target 1,861)
75% of CVP volunteers are aged 49 or younger (KPI target is 35% aged 45 or younger)

59% of CVP volunteers reported that they were born outside of Ireland (KPI target 11%)

Setup and implementation

The overall cost of delivery is estimated at around €1.5 million for the three-year pilot, of which
76% went toward VC programme delivery with the remainder spent on project management, IT
development, training, volunteer provisions and branding. 92% of VC funding was for those
delivering Full VIO service, with 4% for those who delivered the ER service, 3% paid to VCs as
contingency and 0.4% in additional payments to Volunteer Centres with two Local Authorities.

High level of programme fidelity. Analysis of internal documents suggests a high level of fidelity
to the proposed model, with all components in place by the end of the pilot period. However,
there are two notable ways the programme did not fully match initial expectations:

o The programme's initial focus was on providing emergency support and support for
community events. However, the delivery has focussed primarily on events.

o The programme has not been rolled out nationally as intended, due to several local
Volunteer Centres making the decision to not take part.

Challenges with budget. The budget has proved challenging, with senior stakeholders
expressing dissatisfaction over the level of complexity involved, communication between
partners and management of payments. Volunteer Centres reported that this lack of clarity
negatively affected programme delivery.

Lack of buy-in from key stakeholders. Lack of engagement by some Volunteer Centres and local
authorities hindered the full rollout of the programme nationally.

o Representatives from Volunteer Ireland and Volunteer Centres reported that the
requirement for local authorities to part-fund the programme acted as a barrier,
preventing the programme from being rolled out in some areas and delaying it in others.

o Volunteer Centres who decided not to take part in the programme did so for a number
of reasons. These included misgivings about the CVP model and its sustainability; the
view that the programme was less suited to more rural areas or areas with fewer events,
and concerns about the resource intensiveness of the programme and their own
capacity to deliver it.

Delivery

Refining the onboarding process. Recruiting and onboarding volunteers is a key component of
the CVP model and this has been streamlined during the pilot phase, including in response to
Volunteer Centre feedback.



Multi-mode training delivery. Training in event and urgent support is delivered to volunteers
recruited to the CVP programme and is rated highly by volunteers. VCs can deliver the training
directly, either online or face to face, or alternatively volunteers can enrol in an online eLearning
module. Senior stakeholders felt that maintaining both approaches was well-suited to
volunteers who needed the flexibility afforded by the eLearning module as well as the social
interaction that in-person training enabled. 184 volunteers completed the elLearning module
between the time of its introduction in Jun 2023 and the end of that year.

Engaging stakeholders is time-consuming. Volunteer Centres reported that engaging
stakeholders including Volunteer Involved Organisations and local authorities was time
consuming, but had become less-so over time as the programme became better established.
As delivery progressed, Volunteer Centres found that organisations were more likely to have
become aware of the programme independently and pro-actively approach the volunteer centre
for support.

Volunteers have primarily supported community events. While volunteers have primarily
supported community events, providing wayfinding and marshal support for parades and
festivals, there have been opportunities to take part in events such as local clean-ups and
welcoming temporary protection and international protection applicants.

Volunteers highly rated communications. Volunteers highly rated the communications they had
received from Volunteer Ireland and volunteer centres. Volunteers highlighted weekly emails
that kept them informed of upcoming events, which were felt to encourage ongoing
engagement, even in periods when volunteers were unable to take part in volunteer activities.

Challenges with using I-VOL. Participants felt that delivery was somewhat impeded by
challenges related to I-VOL, which was described as cumbersome and clunky to use. Volunteers
highlighted problems with two-step verification and broken links. This was thought particularly
problematic for older people and people for whom English was not their first language.

Excessively bureaucratic implementation model. Some Volunteer Centres felt that the current
model is excessively complex, with too many hoops for volunteers to jump through to sign up.
Some volunteer centres felt that the delivery approach needed to be adapted to local contexts
and that volunteer centre staff were best placed to understand the appropriate policies.

Resource intensiveness. Related to the previous point, a concern among Volunteer Centres was
the resource intensiveness of the programme.

o Volunteer Centres delivering the ER service reported that the funding provided was
insufficient to cover the administrative costs associated with the work they were
undertaking. This often extended to volunteer management services, which exceeded
the requirements of the model as defined.

o Volunteer Centres delivering the Full VIO service reported that there was a heavy time-
cost to managing volunteers at events, mostly at evenings and weekends and that staff
often ended up working unpaid overtime as the amount of time off in lieu (TOIL) they
would need to take to cover this would make it challenging to deliver other parts of their
workload.

Impacts

Volunteer Impacts
Positive experiences. The majority of volunteers (93%) rated their experience highly, indicating
strong satisfaction with the programme's structure and support.



Diverse participation. The programme successfully attracted a diverse group of volunteers,
including many new to volunteering. This was highlighted by the volunteers themselves. 59% of
volunteers reported that taking part in the CVP was their first time volunteering or that they had
limited experience of volunteering prior to taking part in the CVP.

Flexible opportunities for volunteering. Volunteers, particularly those with busy schedules like
solo parents, appreciated the programme's flexibility.

Community connection. Volunteers reported building connections within their local
communities, increasing their awareness of local events. In spite of the more episodic nature of
volunteering, volunteers felt that it had helped them get to know more people in their
neighbourhoods with whom they had a shared sense of purpose.

Opportunities for New Arrivals. The programme provided work experience for individuals who
had newly arrived in Ireland, helping them integrate into the community. This was particularly
noted by volunteers seeking international protection.

Some negative experiences. Some volunteers faced challenges such as being unable to
volunteer with children. Some reported finding that more volunteers than needed had signed up
for events, and that this meant there were occasions where they turned up to find themselves
‘surplus to requirements.! These experiences led to feelings of disappointment and frustration.
Volunteers suggested that improved advance communication and organisation could help
mitigate these negative outcomes.

Impacts for Local Authorities and Volunteer Involved Organisations:
Positive assessment. VIOs and LAs rated the programme highly effective, with 93% of VIOs rating
it as 'Highly effective. They appreciated the ease by which it enabled them to recruit high-quality
volunteers and described good communication from Volunteer Centres throughout.

VIO and LAs reported enhanced capacity to deliver events. Representatives from LAs who
participated in this evaluation described the positive benefits to them in ways that were broadly
similar to VIOs, with VIOs and LAs alike reporting that the CVP enabled them to recruit high-
quality, experienced volunteers, reducing the administrative burden of recruiting and managing
volunteers. The CVP programme enabled them to focus on delivering high-quality events by
handling volunteer recruitment, and in some cases management. VIOs reported that this
increased their capacity to focus on the parts of the event that were most important to them. VCs
reported that they had observed growing confidence in putting on events among smaller VIOs
in their area/network.

Volunteer skills. VIOs reported that volunteers brought valuable skills, such as language
competencies and life experience, which were particularly useful for events involving diverse
populations, including refugees. VIO representatives highlighted the maturity and life
experience volunteers brought to challenging situations.

Volunteer Centres
Increased visibility. Volunteer Centres reported that the programme had raised their profile by
making them more visible in the community. This visibility enhanced their credibility and
reputation as experts in volunteer management and made it easier for them to engage with local
stakeholders. Some reported that this had led to opportunities to build capacity and pursue new
opportunities, including large contracts.

Relationship with volunteers. Volunteer Centres also reported that the more active role that the
CVP programme gives some Volunteer Centres in volunteer management has made their
relationship with volunteers closer, through directly in managing them on the ground.



Social and Community Impacts:
Integration. Participants felt that a key social benefit of the programme was that by reducing
barriers to volunteering, it facilitated integration for new arrivals and consequently helped dispel
negative assumptions about asylum seekers by demonstrating the willingness of new arrivals to
contribute to their local area.

Building greater community resilience. Some Volunteer Centres felt that the programme had
successfully built a reserve of volunteers and that this meant they would be more ready to
respond to future emergencies, enhancing community preparedness. This was likened to a
"second layer of defence,’ complementing the efforts of civil defence and other emergency
services. However, it was felt that this aspect of the programme requires further development,
including clarification of how it fits with broader emergency response initiatives.

Recommendations

Participants contributed a number of recommendations for how the programme could be improved
in future, and these are summarised below.

Funding and Delivery Model
Simplify the funding model. Participants recommended that the funding model needed to be
simplified and communication between senior stakeholders improved. This included greater
alignment between accounting practices and better oversight over how payments are made.

Multi-annual funding. Providing long-term funding was recommended by participants as
ensuring greater confidence and enabling Volunteer Centres to properly staff the programme.

Removing Local Authority funding requirement. Volunteer Centres recommended that
mandatory financial contributions from Local Authorities (LAs) should not be a prerequisite for
VCs delivering the CVP in their area, suggesting instead that LAs should be charged for availing
of recruitment and volunteer management services delivered by VCs.

Reconsidering Volunteer Ireland’s Role. While VI has played a crucial role in founding and
implementing the programme, some stakeholders questioned its long-term involvement. Some
suggested a more decentralised approach, empowering Volunteer Centres to make local
decisions. However, others emphasised the need for a national body to ensure consistency and
provide support, including through the peer support network convened by VI and regular
support offered by VI to new CVP staff as a result of high VC staff turnover.

Ensuring a national rollout and unified programme delivery. Participants advocated for a
nationwide implementation of the programme. This involved

o Ensuring the programme is available in each county, either by making the delivery a
condition of Volunteer Centre core funding or allowing other providers to deliver it, such
as local partnerships.

o Ensuring more coherence between how the programme is delivered in each county,
including removing the two-tiered approach, with some participants suggesting a more
flexible approach to delivery where VIOs could be offered the full VIO service or
something closer to ER service, depending on the organisation's existing volunteer
management capacity.

Community Resilience. Developing the emergency response and community resilience
component of the programme. Participants felt this entailed a need to strengthen partnerships
with emergency services and clarify the role of CVP volunteers as part of national strategies for
responding to emergency situations.



Monitoring and Evaluation

Focusing on qualitative evaluation approaches. Participants recommended that a more
qualitative approach to monitoring and evaluating the programme would better capture how the
programme provides a high-quality experience for volunteers and Volunteer Involved
Organisations, something it was felt was overlooked by a focus on numbers, particularly those
based around numbers of volunteers that had been recruited. It was felt that the programme
should instead be assessed based on volunteer engagement as well as its positive impact on
communities and the capacity of Volunteer Involved Organisations to deliver events.

Revisiting KPI targets. Volunteer Centres recommended that future KPI targets should be based
on the degree of active participation and how many Volunteer Involved Organisations and events
are supported. They suggested that tracking how often volunteers log into I-VOL as well as data
on numbers of events supported might be useful for developing future targets.

Volunteer Recognition and Support
Appreciation and Support. Volunteer Centres and Volunteer Involved Organisations
recommended that volunteer contributions should be recognised through tangible rewards and
providing essential support, like transport and language assistance.



1 Introduction

This report presents the findings of an evaluation by Think Tank for Action on Social Change (TASC)
on behalf of the Department of Rural and Community Development (DRCD) of the Community
Volunteers Programme (CVP) pilot. TASC is an independent think tank with a mission to address
inequality through research, public education, and policy work.

1.1 Context

CVP was funded by DRCD following submission of a proposal by Volunteer Ireland in November
2020.

The CVP model is designed to tap into a potential pool of volunteers identified during COVID-19,
when large numbers of individuals signed up on VI's I-VOL database, indicating an untapped
resource of people not usually involved in volunteering. From this, VI identified that a programme
that facilitated volunteers to take on short term, episodic volunteering roles would enable a broader
and more diverse pool of volunteers and make this pool available to stakeholder organisations who
rely on volunteer support.

The initial focus of this programme was on Urgent Community Support, where volunteers could be
mobilised at short notice to respond to national crises such as a pandemic or local disruption (e.g.
weather event such as flooding). Following consultation with national stakeholders, this was
broadened to Community Event Support, whereby Community Volunteers support local events in
their community, which could include festivals, parades, concerts, matches, sporting events,
environmental events or clean ups.

As part of the delivery of CVP, local VCs would take a more active role in administering the
recruitment of volunteers, minimising the burden on local stakeholders, including Local Authorities
and Volunteer Involved Organisations (VIOs). A tiered approach was proposed, enabling differing
levels of buy-in from VCs. In both cases the VC would be responsible for onboarding Community
Volunteers, including checking Identification and providing introductory training. VCs offering full
VIO service would take an active role in the mobilisation of volunteers, including managing them at
events. VCs could also offer an Enhanced Referral (ER) service whereby local VIOs would
themselves manage volunteers referred through the CVP.

1.2 Research aims

This evaluation aims to better understand the process of implementing and delivering the CVP
programme, including:

The extent to which implementation has matched the proposed model

Whether the programme has been successful in meeting its KPIs

The main challenges for the CVP and essential factors that have enabled delivery
The impacts of the CVP (including at both local and national levels)
Recommendations for the programme going forward

In order to address these aims, a phased approach to the research was adopted. Following the
development of a logic model (Appendix A) to clarify the research aims, a documentary analysis
was conducted of the key documents developed by Volunteer Ireland throughout the
implementation process. An interim report was produced, which informed subsequent fieldwork
conducted with key stakeholders. Surveys were conducted with key stakeholders involved in
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delivering the programme to understand the extent to which the programme met key aims.
Implementation and delivery were explored in greater depth through interviews and focus groups
with stakeholders. For this report, quantitative data is mapped visually, while qualitative data has
been thematically analysed and provides greater depth and nuance.

Phase 1:

Phase 3:

Phase 2: Phase 4:

Surveys Interviews/

Focus Groups

Documentary

Analysis and
Analyisis

report

FIGURE 1 - RESEARCH PHASES

1.3 Report structure

The report is divided into the following sections:
o Chapter 2 provides an overview of the study methodology.

o Chapter 3 describes study findings related to the set-up and implementation of the programme,
including barriers and facilitators.

o Chapter 4 describes study findings related to delivery of the programme, including barriers and
facilitators.

e Chapter 5 summarises the impacts of the programme, including the extent to which it met its KPI
targets, and perceived impacts for a range of different stakeholders.

o Chapter 6 provides recommendations made by participants as to how learning from the pilot
phase could inform improved future implementation and delivery of the programme.
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2 Methodology

This chapter outlines the methods used during the research. As outlined in Section 1.2, a phased
approach was used to address the core research aims, with each phase built on, and informed by
the previous phase of research.

2.1 Methods

The research was conducted beginning in July 2024, with fieldwork completing in November 2024.
A logic model was developed at the outset based on the initial proposal for the Community
Volunteer Programme (CVP) submitted to DRCD by VI in November 2020.

The purpose of developing this logic model was to map the proposed evaluation approach against
the proposed model for implementation and delivery. In doing so a detailed research plan was
developed, which was shared with DRCD in July 2024. A copy of this logic model is included as
Appendix A of this report.

2.1.1 Documentary analysis

Documentation related to the implementation and delivery of the CVP was analysed in the first
phase of research. The aim of this phase was to understand how implementation of the programme
played out in practice, aiming to:

Map the documented implementation of the programme by VI and partners, including the
establishment of the programme’s governance model

Gauge the overall level of fidelity to the programme as originally proposed by VI to the DRCD at
the commissioning stage

Survey the documented outputs (including KPI targets met) and summarise documented
impacts of the programme

Documentary analysis aimed to give an overall picture of the extent to which implementation of
CVP aligned with what was planned, indicate the level of oversight applied to the programme and
highlight key challenges and barriers to implementation which would inform subsequent stages of
the research.

2.1.2 Survey

Online surveys were distributed to key stakeholder groups to gather quantitative data on
engagement with the programme nationally. Three separate surveys were administered to the
following groups:

Volunteer Centres
Volunteer Involved Organisations
Volunteers who have engaged with the programme.

TASC approached Volunteer Centres directly to ask them to take part in the survey, as well as asking
them to distribute the survey to volunteers and Volunteer Involved Organisations with the relevant
contacts within their network. A question was included in each survey asking respondents if they
wished to opt-in to take part in interviews or focus groups as part of the next phase of fieldwork.

Findings from the survey were cleaned and analysed using RStudio and Microsoft Excel. Descriptive
statistics from these surveys are presented in the main findings of this report.
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2.1.3 Interviews and focus groups

Focus groups and interviews were used to understand stakeholders' views of the implementation
and delivery of the CVP. Interviews and focus groups explored the rationale for the programme,
barriers and facilitators to implementation and delivery, perceived impacts for various stakeholder
groups as well as recommendations for how the programme could be improved going forward.

Interviews and focus groups included the following groups of participants:
Senior Stakeholders, including representatives from DRCD and VI
Volunteer Centres, including those who did and did not take part in the CVP
Local Authorities
Volunteer Involved Organisations
Volunteers who have engaged with the programme

Interviews were approximately 60 minutes (and 30 minutes for VCs who did not take part in the
programme), with focus groups lasting around 90 minutes. Encounters were conducted online using
Microsoft Teams. Separate topic guides were developed for each participant group to ensure
coverage of all relevant themes and to maximise overlap between the data collected between each
participant group and ensure rich, multi-faceted accounts of key aspects of the CVP implementation
and delivery.

Topic guides ensure consistency in data collection by outlining key issues to explore with each
participant. They are used flexibly and responsively to shape the content of the interview/focus
group. The order of topics and time spent on each varies between interviews or focus groups.
Qualitative research allows interviewers to delve into unexpected but relevant themes that arise
during discussions. A sample topic guide is included as Appendix C.

2.1.4 Sample

The following tables present a summary of the achieved sample for the study, with Table 1
summarising survey responses and Table 2 summarising qualitative fieldwork participants The total
number of survey responses was 602, while a total of 39 participants took part in qualitative
fieldwork.

TABLE 1 — SURVEY SAMPLE

Survey Group Number of Responses
Volunteer Centres 21

Volunteer Involved Organisations 68

Volunteers who have engaged with the programme 513

Survey responses were used to purposively sample interview/focus group participants to ensure
inclusion of a range of views across the following relevant criteria:

Urban/rural
VCs offering Enhanced Referral and Full VIO service model of CVP delivery

Additional criteria were used to select volunteers relevant to CVP aims, including age, whether or
not participant was born in Ireland, previous experience of taking part in volunteering and motivation
for getting involved in CVP.
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TABLE 2 - Focus GROUP/INTERVIEWS SAMPLE

Participant Group Number of interview/focus Number of participants
groups

Senior Stakeholders 3 3

Volunteer Centres (who did 3 3

not take part in CVP)

Volunteer Centres (who took 3 14

part in CVP)

Volunteer Involved 2 6

Organisations

Local Authorities 2 3

Volunteers 2 10

Total 15 39

2.1.5 Analysis

Quantitative data from surveys and documentary sources have been visualised and presented
throughout the findings. Analysis was conducted using RStudio and Microsoft Excel.

Interviews and focus groups were recorded and transcribed, with analysis was conducted from
transcribed recordings. This qualitative data was then analysed thematically using the Framework
method developed by Ritchie and Lewis?, a matrix-based approach for analysing qualitative data
that enables both case and theme-based summaries of findings. As part of this approach, key
themes relevant to the research questions were mapped as columns and individual cases
(interviews or transcripts) were represented by rows. Participant's views and experiences were
summarised in detail in the appropriate matrix cells. This enabled subsequent analysis of themes
and subthemes as presented in the main findings of the report.

2.2 Interpreting findings

This report presents findings of documentary analysis, and those based on quantitative and
qualitative data alongside each other in the main body of the report. Throughout this report,
‘respondents’ refers to those who took part in one of these online surveys, and ‘participants’ refers
generally to individuals who took part in qualitative research. Findings are attributed as clearly as
possible to relevant participant groups.

Qualitative findings provide in-depth insights into the range of participant views, experiences, and
motivations we encountered when conducting the fieldwork for this study. Throughout the report,
verbatim quotes are used to illustrate key findings in order to ground the report's findings in
participants’ own words.

2.2.1 Limitations

To contextualise the findings presented here, it should be noted that this research features several
key limitations, as follows:

Participant awareness of programme: Among participant groups not directly involved with
implementation and delivery of the CVP, such as VIOs and Volunteers, there was not always a
clear awareness of the difference between the CVP and other types of volunteering facilitated
by VCs. While every effort was made to clarify these distinctions during encounters, there are

* Ritchie, J., Lewis, J., Nicholls, C. M., & Ormston, R. (2003). Qualitative research practice (Vol. 757). London: sage.
13



instances where participants observations may be understood as addressing volunteering and
the role of VCs more broadly than the programme itself.

Lack of engagement from local authorities: While recruitment for this project was largely
successful, one group that proved particularly challenging to engage with were representatives
from local authorities. While the sample does include representatives from local authorities in
areas where local VCs are delivering both ER and Full VIO Service, it was not possible to recruit
participants from LAs in any Urban areas. Engaging with local authorities has been a significant
challenge for the implementation and delivery of the CVP and it should therefore be noted that
the findings presented do not include insights from Local Authorities in Urban areas as to why
this is the case.

Stakeholders as gatekeepers. For this project, we relied on VI and individual VCs to connect us
to some stakeholder groups. While we have sought to conduct recruitment as independently as
possible, our reliance on these networks means that those with a more positive relationship with
individual VCs are more likely to opt-in to participate.

14



3 Setup and implementation

3.1 Background and rationale

The proposal for CVP was submitted by VI in November 2020. The context for submitting the
proposal was shaped by COVID-19 and the response to it in Ireland. At that time, a large number of
people signed up to volunteer as part of the COVID-19 response, but many were not mobilised as a
result. It was understood by DRCD and VI that this was likely to discourage individuals from
volunteering in future. Drawing on this lesson, the CVP programme aimed to ensure that Ireland is
better placed to respond quickly, effectively, and professionally to national emergencies through
the creation of a diverse, trained, and flexible national team of volunteers.

Participants discussed how the volunteer response to COVID-19 was characterised by informal
volunteering and it was identified that this was not always appropriate for certain aspects of
volunteer roles like delivering prescriptions and other personal items to vulnerable people who
were cocooning. Senior stakeholders highlighted concerns with this approach, which included
sensitive considerations not always being appreciated by those who stepped in to help out,
particularly when it came to sharing sensitive information

"We felt that there was definitely a role for some sort of program that could mobilise
these volunteers, these trained volunteers, that understood not just the confidential
side, but also what was required, and also that there was support there for them,
because [..] you were calling on people who were in quite vulnerable situations." Senior
Stakeholder

The number of volunteers who signed up to assist in the COVID-19 response highlighted that there
was a large group of people who wanted to take part in volunteering. Participants reported that
traditional forms of volunteering can put escalating demands on volunteers, with many involved
long-term encouraged to get involved in responsible roles on board of directors that involve boring
tasks like filling in forms. Younger people are moving away from some (particularly rural) areas, so
there isn't a new cohort of volunteers to take the place of older ones. It was reported that there is
currently a recognised global ‘crisis’ for volunteer retention. These challenges were corroborated
by stakeholders we spoke to from VIOs and LAs.

"Volunteerism has dropped as a result of COVID. And it's, it's coming back a bit, but it
still isn't where it was, and we've seen that across a number of different events that
we've been running"” Local Authority

Participants reported that volunteers tend to be primarily older, white and middle class and that
since opportunities for volunteering tend to involve medium or long-term regular commitments, this
can make it less accessible to individuals who do not match the typical volunteer profile.

Participants reported that there had been high-level discussion of the need for a volunteer reserve
that could quickly be mobilised in response to future emergencies. It was also felt that this could
be a way of facilitating more flexible opportunities for volunteering, which is part of the current
National Volunteering Strategy. This would enable a more diverse cohort to become involved in
volunteering, lessening the burden on those who have traditionally volunteered and creating a
volunteer culture more reflective of the increasingly diverse demography of Ireland.

‘One of the things that we were trying to do was to remove the over-reliance on the ‘old
faithful's that always volunteer for everything and do everything within communities.
So that's where the diversity came in, so that you're not so dependent on the particular
set of volunteers [and sol that you have a more rounded structure, whether it's age,
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ethnicity [..] to remove that over reliance on the usual suspects that always volunteer
for everything" Senior Stakeholder

Discussing the programme's aim of enabling a more diverse cohort of volunteers, senior
stakeholders clarified that in this case the concept of diversity was intended to be understood more
broadly than it is typically used.

"When people say diversity, people automatically think race. And it's not just that you're
talking about people who have full-time jobs and maybe go back to study and, you
know, have Rids, have other things so it's an accessible way for them to volunteer.”
Senior stakeholder

Initially, the programme was designed to rapidly mobilise volunteers to respond to emergencies
such as pandemic or local flooding. However, through consultation with national stakeholders, its
scope was expanded to encompass a wider range of community events, including festivals,
parades, and sporting events. A key reason for this was to maintain engagement from volunteers
between emergency events. Similar programmes in other countries had experienced widespread
attrition from volunteers not actively engaged, hence proving ineffective in realising the key aim of
mobilising volunteers at short notice to respond to emergencies.

Local Authorities (LAs) were identified as key beneficiaries of the programme. The proposal
submitted by VI provides a number of benefits of the CVP for LAs, including:

e enabling them to respond more rapidly in the case of future emergencies;

¢ enabling them to bypass internal bureaucracy and related delays;

e greater access to VCs' expertise in volunteer management;

e reaching a more diverse cohort of volunteers and thus;

¢ reducing their reliance on individuals and organisations that consistently volunteer and were
reaching burnout following the COVID-19 response.

The CVP model was felt to build on Ireland'’s “uniquely strong volunteering infrastructure” and was
modelled on successful initiatives already in place in a small number of VCs. Local VCs were
instrumental in delivering the programme as outlined, which made them responsible for recruiting,
onboarding, and, depending on the delivery model adopted, managing volunteers. VCs also played
a crucial role in coordinating with LAs and VIOs to ensure efficient volunteer deployment.

3.2 Programme setup

Participants reported that the initial proposal for CVP was drafted by VI with input from all VCs2 It
was felt that VI were best placed to implement the project, due to expertise in volunteering and
strong relationship with a national network of 29 VCs, some of whom VI have been instrumental in
setting up. To date, the programme has not been fully rolled out nationally, due to incomplete opt-
in by VCs. Reasons why some VCs have declined to take part are discussed in Section 3.8.2 Lack of
buy in from some partners.

3.2.1 Enhanced Referral and Full VIO service

A flexible, tiered approach was adopted based on input by VCs, some of whom were initially
concerned about the level of resources needed to deliver the programme and their VC's capacity
to do so. The two-tiered model was intended to accommodate varying levels of VC involvement,
allowing some Volunteer Centres to ease into delivering the full model. While all VCs were

2 Though some accounts contradicted this, reporting that, while VCs have fed back into programme design during delivery
in ways that have improved, initially the model was developed centrally and ‘shipped out' to VCs.
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responsible for recruiting and onboarding volunteers, whether or not VCs were responsible for
managing volunteers depended on the model of delivery adopted. The different models that VCs
could adopt were:

Enhanced Referral (ER) service where VCs are responsible for recruiting, onboarding and training
volunteers, who can then be referred to a local VIO who are responsible for managing volunteers
at an event, once deployed.

Full VIO Service where VCs take on the above responsibilities but rather than referring VCs to a
VIO, are responsible for managing volunteers directly.

Some felt that the key difference between the CVP and the service that VCs already provide was
the emphasis on volunteer management, a feature of the programme that was a component of the
Full VIO Service model of delivery, but not the ER service.

‘IWle were actually at the event, we helped you with the training. We helped you figure
it out. We were doing stewarding, we were organizing the schedule, we were making
sure that people were there. And we were taking that burden [at] an awful lot of events,
and we were adding ourselves into the mix of doing it as well" Volunteer Centre

Another view was that the ER did differ from what VCs already deliver as all volunteers signed up
to CVP were recruited (interviewed, trained and had ID checked) by the VC, rather than being
referred on to the VIO to lead on recruiting and managing volunteers. This understanding was
encapsulated by one LA representative, from a county that delivers ER service:

“It's very different in terms of, it's a bank of people that can be used for one-off events.
Traditionally, what the Volunteer Centres do lis,] if somebody wants to go about
volunteering in a charity, they place people in them. But do [people in the LAl know that
they could go to the Volunteer Centre and say, 'I've got an event on | need help', and
they've got a group of people that can come and do that?" Local Authority

3.3 Management

VI are responsible for implementing and overseeing the CVP, including oversight of the budget,
policies and developing internal resources such as training for VCs and volunteers. VI additionally
described their role as ‘evolving' the programme, by implementing changes to the programme
based on feedback throughout its delivery. VI also described their role as ensuring consistency of
delivery.

Service Level Agreements (SLAs) between VI and VCs and between VI, VCs and LAs have been
developed and were analysed as part of this study. As part of the implementation process for the
programme, separate SLAs have been developed for VCs delivering the full VIO service and those
delivering the ER model.

In line with the proposed model, SLAs indicate that the overall approach to implementing the
programme, gives primary oversight of the programme (including financial oversight) to Volunteer
Ireland, who are also responsible for developing training and providing ongoing support to VCs
throughout the programme’s implementation and delivery.

SLAs also lay out a framework for VC role as responsible for delivery of the CVP, including:

Liaising with local stakeholders, including VIOs and LAs

Identifying volunteer roles in community support and local events

Agreeing statements of work for volunteer engagements (full VIO service only)
Creating costings for volunteer engagements
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e Managing volunteer data securely
» Providing safe working conditions for VC staff and volunteers
e Ensuring fair treatment and non-discrimination of VC staff and volunteers

Some participants felt VI played an important role, as the project aims to be delivered nationally.
Central governance was felt by some to be needed given the diversity of challenges experienced
by VCs delivering the project in different local areas and contexts.

"Having that central coordination piece is important to keep us to a standard [.]
Because | suppose if this is going to be a national program, you want all of us to be
doing essentially the same provision with slight variations. So, | think, yeah, from
keeping us on track, giving us new ideas, networking, and helping us to be better at
delivering for the local aspect” Volunteer Centre

As part of this, Senior Stakeholders described how a peer support group convened by VI provided
support to VCs in delivering the programme and enabled them to share tips and ideas about the
programme. They felt it was helpful that this was convened by VI in their capacity as the central co-
ordinator of the CVP as this meant they could be responsive to issues identified that they could draw
on this learning to inform ongoing efforts to ‘evolve’ the programme. It was felt that central support
was needed due to the high staff turnover in VCs, with senior stakeholders reporting that the CVP
coordinator was often required to induct and support new VC staff delivering the CVP.

However, not all VCs shared the view that having this level of oversight was desirable, expressing
concerns that this had the potential to add unnecessary levels of bureaucracy and that it did not
recognise the view among some VCS that delivery should be tailored to different contexts.

‘IMly concern is that, once you have that large a national organisation sitting in the
middle there doing that kind of gatekeeping and stuff, they start putting in layers of
things. ‘Oh, next, you know, you need to have Lift and Shift training, we're going to
introduce Garda vetting now’, because that organisation has to make itself relevant,
and actually [..] what could happen [to]l the Community Volunteers Programme is that
it becomes nearly like the Red Cross or something, that there's so many hoops that you
have to jump through to become a community volunteer" Volunteer Centre

3.4 Steering groups

Steering groups provided input into the implementation of the programme. According to their terms
of reference, these were intended to be held bi-monthly. Two separate groups were set up, one
each to oversee the strand of VCs delivering the full-VIO and ER models. Groups were composed
of VC staff and the Community Volunteer Programme Manager. A review of minutes shows that
steering groups had input into several aspects of the implementation including recommendations
for:

e Training delivery

¢ Communicating the purpose of the CVP programme to volunteers
e |-VOL

e Protecting volunteer data

It was reported that the decision to split the steering group into two separate steering groups was
made after the first meeting involving both proved too ‘unwieldy'. This was due to the challenge of
accommodating the different considerations needed to develop both models within a single
steering group. Implementing the ER service model was felt to involve particularly complex
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considerations, which were felt to be sufficiently distinct from those related to the Full VIO service
model.

3.5 Branding and communications

A corporate identity was commissioned for the CVP, which features a logo as well as a colour
scheme similar to the corporate branding used by VI and VCs. The logo features the name of the
programme, and the branding is modified at a local level to include the name of the County/VC, e.g.
‘Carlow Community Volunteers'.

Community

Volunteers

FIGURE 2 -COMMUNITY VOLUNTEERS LOGO

Carlow
Community

Volunteers

FIGURE 3 - CARLOW COMMUNITY VOLUNTEERS LOGO

Branding is featured on I-VOL, the VI website, VC websites and social media campaigns and is used
on branded apparel and PPE work by volunteers during events.

This branding also features in documents created for volunteers and potential/prospective
volunteers, which include:

A volunteer handbook (including an a6 version that volunteers can be given on a lanyard at
events)

An information booklet
An information leaflet
Two one-minute-long information videos

Communications featured language that underscores the emphasis on enabling short-term and
one-off volunteering opportunities in line with the proposed programme model, for example in the
following quote.

“The great thing about Community Volunteers, is that it's up to you to participate as
much or as little as you like with whatever might be happening in your community.”

- Quote from the Community Volunteers Handbook

However, in spite of this, there is some indication that branding for the programme has not been
consistently applied when delivering the programme, with one volunteer reporting "we even have
all different colours. Some of us are just volunteer on the back. Others have [local CVP] | suppose
it's in process of growing, but that the really no identifiable badge or logo that we wear." Though the
reasons for this did not become evident during our fieldwork, one VC not taking part in the
programme flagged a concern that this could potentially arise when an event involved volunteers
recruited through the CVP programme and others who had not been recruited in this way. Another
VC who did not take part mentioned that they had previously been provided with CVP apparel,
though their VC was not taking part in the programme.
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While the communication strategy outlined as part of the initial proposal also indicated that the
communication approach would involve targeted recruitment throughout delivery, review of
relevant documentation suggests this has not occurred due to the success of the project in meeting
KPI targets (see 7.8 Monitoring and Evaluation).

Focus groups and interviews suggest that the prominence of CVP volunteers, and flags displaying
CVP branding, at events, has been key to growing the programme's reputation, with VIOs and
volunteers alike both reporting that one of the ways they first found out about the programme was
by seeing CVP volunteers supporting a public event.

3.6 Monitoring reporting

Salesforce data collected through I-VOL was used to understand the overall numbers of volunteers
who have signed up and been recruited to the CVP (as well as some indication of the level of
diversity in line with KPIs).

Upon registering their interest in CVP through the I-VOL platform, a Salesforce profile is created for
each volunteer. This profile is used by VCs to automatically track certain metrics for each volunteer
throughout the volunteer registration process and track data on their subsequent engagement with
the programme. This also enables VCs and VI to view aggregate outputs, showing for instance the
number of overall volunteers signed up over a given period.

Most VCs reported that the numbers of volunteers they recruit are recorded and monitored through
Salesforce/I-VOL, with one using an alternative system (Bloomerang) in conjunction with |-VOL. It
was clarified that the process used by this VC is that when volunteers complete the full onboarding
in I-VOL the VC then transfers their profile to Bloomerang which becomes the working database for
engaging with volunteers from then on.

Participants felt that having accurate figures reflecting ‘active engagement’ was very important to
demonstrate the impact of the programme, especially in light of the investment of public funds it
had received.

“To be able to say that there's 500 people actively registered and available to volunteer
would be a really great thing to be able to say, because, | mean, if you look back at the
initial ask, it was for a national volunteer reserve, or a national volunteer reserve corps.
So having a number is very valuable in that case. " Senior Stakeholder

VCs felt that although Salesforce was not user friendly it did enable VCs to track their progress and
compare with other VCs.

"You can hit a button and it'll tell you what your outcomes are, how many people
repeatedly volunteered how many shifts you've done and all that sort of stuff, and it
gives you the ability to schedule and do shifts" Volunteer Centre

VIOs highlighted that for them, being able to demonstrate the diversity of volunteers taking part in
the CVP was of considerable interest as this would feed into individual organisations’ focus on being
more inclusive. They reported that being able to demonstrate how the CVP enables their
organisation to engage more diverse volunteers would help them to address these aims.

3.6.1 Validity of Salesforce data

Figures recorded by Salesforce capture numbers of all volunteers who have completed registration,
but there is the potential for attrition following sign-up, in which case the numbers will not reflect
true levels of engagement. This is of particular concern to this evaluation given the proposed KPI is
for the programme to retain at least 30% of volunteers. In order to address this KPI, we need to have
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a reliable way of estimating the proportion of volunteers who remain engaged with the programme
in the medium and long term.

Senior stakeholders expressed concerns about the accuracy of Salesforce data and whether it
accurately reflected ‘active engagement’. This sentiment was echoed by other participants,
including VCs. Participants reflected on several ways that the validity of Salesforce data could be
undermined:

Recording participants who are not active in the programme, with some participants mentioning
that initially this was over-estimated as I1-VOL had a tick-box on their volunteer sign-up page to
register interest in the programme. It was reported that many volunteers ticked this box without
understanding what they were signing up for and that there was a high level of attrition prior to
this box being removed due to feedback from VCs.

‘Well, of course, | want to volunteer in my community, that's why | want to volunteer! So
Ildoes] everybody right? We got hundreds [of volunteers signing up by ticking the boxl
who didn't understand [what the CVP was]. But what we found is that it's been a lot
better since the box has gone" Volunteer Centre

Inconsistent standards for inputting data between I-VOL. Senior stakeholders expressed some
frustration that protocols for onboarding participants were not always followed properly by some
VCs, resulting in inconsistencies between how data on participation is captured

Bypassing |-VOL/Community Volunteer profile some participants reported that the I-VOL
system was not user friendly. VCs and Volunteers both described instances in which |-VOL was
bypassed, leading to shortfalls in the level and quality of data being collected.

VI have introduced an opt-in email, automatically sent out to volunteers after 500 days, whereby
volunteers who have not been engaged in that period are asked whether they would like to remain
part of the CVP. Senior Stakeholders explained that volunteers who do not respond will be deleted
from the CVP database. This rolling email is optional for VCs to implement, and has so far only been
adopted by Offaly, Leitrim, Wicklow, Kildare, Roscommon, Dun Laoghaire/Rathdown and Dublin
City VCs.

As this measure has only recently been implemented, it remains to be seen how it will affect
numbers in the long term. However, we can gauge some sense of how this may play out based on
this limited sample. An analysis of actions in response to the opt-in email, conducted shortly after it
went out, showed that only a small number of Volunteers opted to have their profile deleted when
prompted, with a far greater number opting to remain part of the programme. The largest proportion
of volunteers at the time the data was collected had not replied.

3.7 Cost of delivery

In the CVP pilot proposal submitted by VI to DRCD, the original estimated cost of delivering the pilot
over three years (2021-2023) was €1,330,721. Based on figures compiled by VI, the actual cost of
delivery is estimated to be €1,474,826 for those three years, a difference of €144,105. However, it is
worth noting that there have been subsequent budget revisions, and external factors such as the
unprecedented spike in inflation which occurred during this time period. These figures, and the
figures that follow, are based on Volunteer Ireland’'s assessment and are not intended as an
independent assessment or audit, but to broadly understand how resources have been apportioned
as part of the CVP pilot implementation.

A rough breakdown of the figures provided by VI enables us to see how money has been spent over
the course of implementing the pilot. As the below figure shows, 76% of money spent, went towards
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VC delivery of the project, followed by 14% on project management (including a full-time
programme manager, management and overhead costs and other miscellaneous project expenses
such as project manager travel expenses).

4% of spending was on IT Development (including Salesforce and I-VOL as well as technology to
support online training). 3% was spent on training. 2% on volunteer provisions (such as branded
clothing and PPE) and 1% on branding and comms.

How budget has was spent: 2021-2023

Volunteer Centre
delivery

€1,123,694.02
Project Management = €208,304.89
IT Development ~ €55,504.70
Training = €42,600.00
Volunteer Provisions = €31,325.40

Branding Comms  €13,396.52

FIGURE 4 -BUDGET SPENDING

Of the money spent on VC delivery, 92% went towards VCs delivering the full VIO service model and
4% towards those delivering ER model. The remainder was spending marked as contingency or
funding categorised for VCs operating under two local authorities.

VC funding 2021-2023

Full VIO Funding = €1,037,756.72

Enhanced Referral

funding €43,985.85
Contingency ~ €37,951.45
VCs with2 LAs | €4,000.00

FIGURE 5 - SPENDING FOR VOLUNTEER CENTRES

DRCD, as the main funder provided 77%, with the remaining 23% mostly coming from Local
Authorities. LAs provide 8,000 for VCs offering full VIO service and 4,000 for those offering ER model.
In return for providing the larger sum, LAs must be provided with at least 70 hours of volunteer
management (including planning and on-the-day management).
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Sources of funding

DRCD  €1,126,819.00

LAs  €331,000.00

VCs | €7,000.00

FIGURE 6 - SOURCES OF FUNDING

Documentary analysis indicates that negotiating funding input from LAs has been a challenge, and
may have inhibited implementation in some areas. (See Sections 3.8 Barriers and facilitators to
implementation and 4.4 Engaging local authorities)

3.8 Barriers and facilitators to implementation

3.8.1 Budget

Participants consistently reported challenges related to the CVP budget and its management.
Themes that emerged in discussion with participants on budget-related challenges included the
complexity of the budgeting arrangements, poor communication or management of the budget,
with issues exacerbated by delayed payments.

Participants reported that the funding model was excessively complex due to the contingent nature
of both incoming and outgoing payments from the central budget. Payments to VCs are based on
achieving targets and the programme'’s funding relied in part on payments from Local Authorities in
addition to the core funding provided by DRCD. This was described as ‘messy’ by VI, and
exacerbated by the two-tiered model of delivery and incremental extensions to the pilot, which
required that additional budgeting be agreed at each stage. VI reported that a lot of administrative
time was wasted on having to chase payments from Local Authorities, while VCs described
uncertainty and confusion during delivery over what payments they were due to receive.

"..Invoicing the Volunteer Centres, invoicing local authorities, chasing them, constantly
having meetings with the department about the budget, like explaining the budget
every time from scratch...” Senior Stakeholder

Poor communication between VI and DRCD was identified by both parties as contributing to budget-
related challenges. It was reported that VI and DRCD make use of different accounting approaches,
and that this added a layer of complexity when internal budgets produced by VI needed to be
adapted to be shared. Senior stakeholders discussed frustration over the level of back and forth
between VI and DRCD, with some reservations expressed over the management of payments.

‘I think that oversight piece around the financials was certainly challenging.” Senior
Stakeholder

Among VCs the opacity around funding is also a source of frustration, with VCs reporting that it
makes it can make it challenging to plan adequately.

‘I don't understand the target money we get. | don't understand the sporadic funding
that we get for equipment and PPE and stuff like that. I've no idea how these figures are

23



reached. They're not in my budgets, so | haven't planned for them, and it's very, very ad-
hoc in a scatter gun approach for me, and that's not how you can properly run an
organisation.” Volunteer Centre

3.8.2 Lack of buy in from some partners

Though the programme was intended to be a national one, it has not been rolled out by all VCs to
date. A key challenge for delivering the programme across all counties has been engaging LAs and
VCs to encourage them to participate.

Local Authorities

LAs are key stakeholders in delivering the CVP, and contribute to funding the programme. As
discussed in Section 4.4 Engaging Local Authorities, Local Authorities have not been consistently
supportive of the CVP, with participants reporting that the relationship between VCs and LA varies
greatly in different areas. In the initial proposal, VI identified LAs as key stakeholders and identified
benefits of the programme for them (see 3.1 Background and rationale), which included bypassing
bureaucracy and related delays and accessing VCs expertise in volunteer recruitment and
management to avail of a more diverse cohort of volunteers.

Some senior stakeholders felt that the requirement for LAs to contribute financially to the
programme had been driven by DRCD, with the rationale that it would encourage greater buy-in
and support for the programme at a local level. However, feedback from participants suggests that
requiring LAs to contribute financially acted as a barrier to engagement. Some VCs were delayed in
rolling out the programme as a result of negotiating part-funding from their LA, while others were
unable to adopt the Full VIO service due to this requiring a larger funding requirement from the LA.

Volunteer Centres

VI is the umbrella organisation for the network of VCs, who are themselves independent. In some
cases, the VC manager or board of governors decided not to opt-into the CVP. Discussing why they
had chosen not to take part, participants expressed misgivings about the CVP model and its
sustainability; the view that the programme was less suited to more rural areas or areas with fewer
events, and concerns about the resource intensiveness of the programme and their own capacity
to deliver it.

CVP model. Some participants felt that the role of Volunteer Centres was to foster volunteer
management capacity among VIOs and that the CVP undermines this by giving primary
responsibility for volunteer management to VCs.

" [VIOs] should be able to build the capacity of their own organisation with us as the
conduit for doing that" Volunteer Centre (Non-Participating)

As part of this, it was felt that the emphasis on emergency response was not the proper role of VCs
and that this was for organisations such as the Red Cross.

Another concern was that the CVP would create ‘disparities’ between CVP volunteers and other
volunteers recruited by VCs, and that this would be difficult to manage at events involving both.

Programme sustainability. Some participants felt that the programme was not suitable for rural
areas with more dispersed population or where there would not be sufficient events to sustain the
programme. Some questioned the long-term sustainability of sporadic volunteering, arguing that
this approach would lack momentum and without a continued stream of events, volunteers would
quickly become disengaged. It was felt that encouraging repeat volunteering should have greater
priority than episodic, or one-off volunteering opportunities. One view was that the programme
misrecognised the motivations that individuals have for volunteering and that the format divorced
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the activity of volunteering from the desire to contribute to specific organisations and their missions.
Another view was that uncertainty around the programme’s future during the pilot stage
discouraged them from adopting the programme.

Format for engaging volunteers. Some participants reported that in more rural areas volunteers
expected and needed more active, face-to-face involvement from VC staff. Participants described
how volunteers might need encouragement to get involved in some volunteering activities, and that
older volunteers would struggle to use I-VOL.

‘I'm just a bit worried that the process to becoming a community volunteer is just a little
bit too long and would scare people away [.1it's like one form, you know, just to be a
normal volunteer, whereas to kind of follow through with this community volunteers
process of like, application forms and interviews.. I'm just afraid that it would scare
people away.” Volunteer Centre (Non-Participating)

Lack of support from LA. Some VCs reported a lack of support from LAs as a reason why they had
not opted-in to the programme and argued that this requirement limited their independence in
making this decision.

Resource intensiveness. Participants expressed concerns about the level of resources that were
required to deliver a programme, particularly where it would involve managing volunteers at events
taking place on evenings and weekends, citing concerns about the small size of VC teams,
particularly newer, less established ones. It was felt that the amount of time off in lieu (TOIL) that VC
staff would need to take would negatively affect existing capacity.

Feedback from VCs already taking part. Some VCs who did not take part based their decision not to
opt-in on observing or hearing the experiences of other VCs who had. These included reports that
VCs had difficulty finding enough events to keep CVPs engaged or that delivery was more resource
intensive than intended.
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4 Delivery
4.1 Onboarding

A primary component of the CVP is the onboarding process, which involves screening and recruiting
potential volunteers. This process is outlined in the initial programme proposal by VI, which sets Key
Performance Indicator (KPI) targets for the number of volunteers to be initially recruited and then
successfully taken through the onboarding process. These KPIs are premised on 23,000 volunteers
having already signed up to I-VOL during the period following COVID-19.

All volunteers are signed up to the CVP through I-VOL. There is an onboarding process outlined in
the proposal stage which involves an introductory chat/interview with VC staff who are responsible
for checking the volunteer's ID. The screening process is intended to be repeated throughout for
any new recruits, with targeted promotion of the CVP nationally/locally if needed, and in response
to emergency events that result in a spike in engagement from the public. The intended result is
that volunteers are vetted, trained and recruited and can then be rapidly mobilised for events,
particularly important for the Urgent Community Response aspect of the programme, where it is
intended that the CV will mean a team of prepped and vetted volunteers can be mobilised at short
notice (e.g. 24 hours).

e A
Expression of interest
-I-Vol homepage
‘VI/VC website
+Recruited directly by VC

.

p
Application form

-Completed online through I-VOL

+1-VOL login profile created and recorded on
Salesforce

-

p
Informal interview

ID checked
-Contact details checked

-Profile marked ‘active' or ‘provisionally active' on
Salesforce

\-

-
Training
+All volunteers complete ‘Community Volunteers

training in event and festival and urgent support
best practice'

- J

FIGURE 7 - ONBOARDING PROCESS
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Due to the programme adopting a more phased rollout than envisaged in the proposal, the initial
email was not sent out nationally. Instead, a template email was developed by VI and the CVP
steering group to be sent by each VC inviting them to sign up for the programme.

Initially, a tick-box was included that enabled all volunteers signing up to [-VOL to opt-in to the CVP
by ticking a check box. Minutes from the steering group show that there was opposition to this from
both steering groups. It was suggested that potential volunteers did not understand the [-VOL
signup process, with some registering but not following through with the process and others going
despite wanting some other type of volunteering. This was felt to put an undue administrative
burden on VCs.

It was recommended that the check-box option be removed from the registration process and that
all mention of CVP be removed from |I-VOL with alternative options suggested including:

Invitation issued by VC: Welcome email for those newly signed up to I-VOL, with the option for
VCs to send a subsequent invitation email invite to CVP in their own time.

Automated invitation: Welcome email for those newly signed up to I-VOL, with an automated
email invitation to CVP sent weeks later. This may also be editable by VCs to make it specific to
their area.

Advertising CVP as role on I-VOL which potential volunteers can express interest in by signing
up directly to.

It was also recommended that there should be an option to send an automated email to those who
sign up to VCs where the programme is currently oversubscribed, with an automated email letting
them know that the programme is not currently recruiting volunteers but to try again in a few
months.

Volunteer experiences of the onboarding process were generally positive, though few recalled what
it entailed in any detail.

VCs expressed some concerns around challenges related to requiring volunteers to apply for the
programme through I-VOL, citing the view that requiring volunteers to register with their local VC
before applying for the CVP created a two-stage application process and that this would act as a
barrier to new recruits. Some VCs suggested that I-VOL was insufficiently user-friendly for many
potential volunteers and consequently VCs often had to do more than was anticipated to support
those volunteers to sign up.

4.2 Training

Training for volunteers includes a mandatory training called ‘Community Volunteers Training in
Event and Festival and Urgent Support Best Practice’, which volunteers must complete. The CVP
standard operating procedure states that volunteers recruited to VCs delivering the ER model must
take part in this training before being engaged in any events, while those who have been recruited
by VCs delivering full VIO service model have 42 days from when they are fully recruited to take
part in this training, during which time they can take part in training. However, to take part in further
events, volunteers must take part in this training following the end of this 42-day period.

4.2.1 Mode of delivery
Induction training is currently delivered in several ways:
eLearning module on the platform Getfeedback (since June 2023)

In person, delivered by VCs
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Online (e.g. Zoom) training delivered by VCs

Initially, this training was delivered as a live webinar by VI through Eventbrite. However, this mode
of delivery has been discontinued with the rollout of the above options. VCs have a choice over
which training can be delivered to Volunteers they have recruited, with the option of offering only
the elLearning module, only the VC-delivered options or offering both. For accurate records of
numbers of volunteers trained, VCs must update Salesforce records after delivering training, while
elLearning modules will automatically update the I-Vol profile once training has been delivered.

Participants described the rationale for having different modes of delivery. It was reported that the
online eLearning module fits with programme aim of accommodating flexible volunteering, as it can
be completed on volunteers’ own time, depending on their other commitments, this might be during
unsociable hours. For volunteers who are primarily motivated by social aspect of volunteering,
having a face-to-face option might be important to enable them to meet others, have a cup of tea
and meet others.

"There isn't a one-size-fits all. We know that. Which is why we've got these different
Iways of delivering the trainingl" Senior Stakeholder

The option of different modes also facilitated different patterns for signups among volunteers. For
example, directing volunteers to the eLearning module might be most suitable at times when
signups are infrequent, reserving the option to only offer in-person sessions at times when there are
sufficient numbers to make up class sizes.

‘In person (delivered by Volunteer Centre)' was the most frequently reported mode of delivery for
training, reported by 16 Volunteer Centres. Three Volunteer Centres reported only delivering
training in this way, with the remaining thirteen who offer this mode of training offering it in
combination with either the eLearning module (9), with online training delivered by the Volunteer
Centre (m=1) or all three (3). The eLearning module was offered by 14 Volunteer Centres (with one
Volunteer Centre offering this mode exclusively) and six offering online training delivered by the
Volunteer Centre (one exclusively). According to the 2023 annual report, 184 volunteers had
completed the eLearning module between the time of its introduction in Jun 2023 and the end of
that year.

Training Delivery Mode

0 2 4 6 8 10 12 14 16 18

In-person (delivered by Volunteer Centre) 516
Online elearning module 14

Online (delivered by Volunteer Centre) §6

FIGURE 8 - TRAINING DELIVERY MODE
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4.2.2 Training content and topics

Training materials were reviewed as part of the documentary analysis phase of the research, which
showed that the induction training developed by VI covers the following topics:

Volunteer Responsibilities including taking part in training, familiarising oneself with
opportunities via I-VOL and arriving on time at events and communicating with volunteer
manager

Practical Advice such reminders to charge phone, check transport options, have a good meal,
wear appropriate clothes, and check in at the meeting point for events.

Problem Solving such as how to recognise issues, stay calm, listen, empathise, suggest solutions
or direct to someone who can help, and report recurring problems and accidents to the
Volunteer Manager.

Specific training on volunteering at events, including:

o TEAM Approach: ‘Take time, enjoy the day, advise and be approachable, and report
issues to the manager.

o Familiarising oneself with common questions and engaging in group problem-solving
scenarios.

Specific training on urgent response volunteering, including:

o ASSIST Approach: ‘Be aware, ask questions, seek clarity, use support networks, avoid
injury, provide community service, enjoy teamwork, and debrief to the Volunteer
Manager.

o Maintain confidentiality and engage in group problem-solving for urgent scenarios.

Communication Skills, such how to be an active listener, use simple language, be aware of social
and cultural differences, use open questions, and tune into how your message is received.

Understanding Abilities and Disabilities — A problem solving section where participants work with
scenarios including: Directing members of the public to disabled toilets and understanding
speech difficulties.

o Recognising hidden disabilities (the JAM card approach: react discreetly, ask how to help,
and plan ahead).

Keeping I-VOL CV Profile Up to Date, including how to sign in, navigate to your profile, apply for
roles, manage upcoming shifts, and view engagement history.

12 VCs reported that Community Volunteers take part in other training in addition to the CVP training,
with five reporting they did not and a further three reporting that they were not sure. Several VCs
reported that additional training included Basic First Aid or Manual Handling.

One view was that the ‘on the day’ briefing that volunteers receive when they attend an event was
the most important training.

In addition to these, a broad range of individual trainings were reported by different Volunteer
Centres including:

e Psychological First Aid

e Children First Training

e Fire Safety Training

e Exploitation and Trafficking Awareness
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e Peer support groups.

e Suicide prevention Training

¢ Minding your mental health training

e CPR

e Food safety (HACCP) training

e Training with KARE to accommodate people with intellectual disabilities into the CVP team

It was felt that the training that CVP volunteers received was an ‘investment’ and that it contributed
toward the community resilience aspect of CVP.

"We were Rind of investing in them as much as they were investing in the programme
and, in the process, in ourselves. And the idea, | suppose, lis thatl if a disaster happened,
or there was an emergency, we would have people who were already used to being
coordinated by us, being coordinated in a team, responding to the call that we make;
[notl us just randomly putting out a call” Volunteer Centre

4.2.3 Views on training

Most VCs (12) reported that training was delivered to them as part of the CVP with the remaining
reporting that training was not delivered (3) or that they were not sure if it had been (5).

VCs reported that these trainings included training in managing Volunteers at Events and Festivals
and managing volunteers for urgent community response. Also reported were trainings to train VCs
in themselves delivering trainings to Volunteers. These included the CVP training designed by VI,
manual handling and bystander intervention training.

Most volunteers (443) rated the CVP training highly, giving it a score of four or five on a scale of

one (very unhelpful) to five (very helpful).

How helpful was the training you received as part of
the Community Volunteer Programme in preparing
you for your volunteer role?

° 5 4] .

1 - Very Unhelpful 2 3 4 5 - Very Helpful

FIGURE 9 - VOLUNTEER RATING OF TRAINING

Some VCs felt that the emphasis on training could act as a barrier to delivery. They felt that the
mandatory training was not always relevant to what volunteers had signed up for. An example cited
was volunteers who signed up specifically for Ukrainian response activities, which in this VC's local
area required volunteers to do food safety training due to nature of role, were also required to do
events training due to CVP policies.

“If you're going to a clean-up, usually you just rock up. You know, you don't have an
interview, you don't do any training, you just arrive. Whereas now, if we run the cleanup,
they have to do an interview and they have to do training."” Volunteer Centre
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These VCs discussed how, prior to CVP, training was limited to on-the-day briefings and some
expressed the view that volunteers can be effectively managed and supported on the day of an
event without requiring extensive prior training. It was elaborated that managers can provide
guidance and support and reassign volunteers if needed and that additional training requirements
may deter potential volunteers, especially those experiencing language barriers or other barriers to
taking part.

Accounts by some volunteers seemed to suggest that training was not consistently delivered, and
this would seem to corroborate the suspicion expressed by one senior stakeholder that some VCs
are bypassing the training component of delivery in order to fast-track recruitment.

Volunteers who contributed to focus groups were somewhat divided on the need for an induction
training, some felt that much of what it covers is ‘common sense’, while others felt that the training
was valuable for understanding the aims of the CVP and that it was ‘definitely important’ as not
everyone who signs up is guaranteed to have had experience of dealing with members of the public
or volunteering to support events. Some felt it was important that everyone is ‘on the same page’
and can come to the event somewhat prepared and knowing what's expected of them

However, many volunteers felt that the most important training they received during the
programme tended to be an onsite briefing typically held in advance of most event activities. Some
volunteers also mentioned additional support such as a WhatsApp group that volunteers could use
to check in and ask questions in the run up to an event.

4.3 Engaging Volunteer Involved Organisations

The original CVP proposal submitted by VI states that the programme will engage in local
discussions with stakeholders to assess how the CVP can complement existing local capacity. At
the proposal stage, it was suggested that this should be led by local VCs, who would have local
knowledge and connections. The process for local engagement was not elaborated at the proposal
stage but it was suggested this could be done through bilateral meetings or by local steering
groups.

It was proposed that stakeholder engagement would identify volunteer opportunities relevant to
both the Urgent Community Response strand of the programme and the Local Event Support
strand, e.g. both reactively (in response to a crisis) and proactively (thinking ahead to events). A key
consideration highlighted at the proposal stage, following consultation with national stakeholders,
is the need to avoid duplicating existing services provided by blue-light organisations such as the
Civil Defence and Red Cross. Instead, local stakeholder consultation aims to identify ways of
complementing and supporting existing emergency response organisations.

This approach was formalised in the SLA agreed between VI and VCs which agrees that VCs role in
delivering the programme will include:

Engaging in discussions locally with potential Partner Organisations (LA, HSE/CHO, Civil
Defence, Red Cross, Order of Malta, Meals on Wheels, etc.) to understand ways CVP can
‘complement existing services! The SLA is not prescriptive in the approach, listing bilateral
meetings between VC and local organisations or local steering groups with potential Partner
Organisations.

Developing role descriptions with local partner organisation in line with findings of local
consultation.

Liaising with partner organisations in an ongoing way throughout the programme. The SLA
stipulates this should be both reactively and pro-actively. One example of this approach
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indicated in project documents is a feedback survey sent out to event organisers following
events involving volunteers.

VI, with the support of DRCD, has also sought to facilitate VCs to engage in local stakeholder
consultation through the following initiatives:

Gaining approval from the County and City Management Association (CCMA) for programme to
be adopted by LAs

Developing initial communications to target CEOs of LAs, explaining the CVP and its potential
benefits and requesting a named point of contact to liaise with

Supporting VCs to engage with LAs in areas where this has proved challenging. This has included
in some cases sitting in on meetings between VCs and LAs.

VI has also continued to engage in stakeholder consultation at a national level, with blue-light
organisations such as the Red Cross and Civil defence around forming collaborations that will
support the Community Event Support strand of implementation.

4.3.1 VC experiences of engaging Volunteer Involved Organisations

Most VCs (12) reported that they had engaged between 1 and 20 Volunteer Involved Organisations
with the CVP. The six remaining VCs reporting that they had engaged 21 or more, ranging from 24 to
107. The spread of responses is illustrated below and shows that the 107 response is an outlier with
respect of the other responses.

How many local Volunteer Involved Organisations
have engaged with the Community Volunteer
Programme?

120
100
80
60
40

20

FIGURE 10 - NUMBER OF VIOS ENGAGED

VCs described how engaging stakeholders was time and resource intensive at first, involving
meeting with lots of groups in their local area. One approach to engaging VIOs that some VCs had
identified was to look out for upcoming events organised by local VIOs and offer the services of CVP
volunteers. It was reported that this task had since become less burdensome as the programme’s
increased profile over time meant that organisations now approached the VC rather than the other
way around.

‘IWle're probably in a stage now where we're doing repeat events every year, which,
right? So, like, there's a [...I nature reserve cleanup that we do twice annually, and we've
been doing them since [we began delivering the programmel, so the level of work in
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getting that off the ground is so much less, [..] there's this cumulative benefit to doing
the process.” Volunteer Centre

This description matches the findings of our survey with VIOs (n=68), where most respondents
reported that they became aware of the programme when contacted by their local VC (34).

Other ways that organisations reported that they had become aware of the Community Volunteer
Programme were through word of mouth, personal connections, and community networks. While
some VIOs reported longstanding connections with their local VC, others reported that they found
it online via their local Volunteer Centre's website, while others were introduced by other local
organisations or their local authority. In some cases, VIOs reported that they had encountered the
CVP at a local event they were facilitating.

How did your organisation become aware of the
Community Volunteer Programme?

Contacted by my local Volunteer Centre _
Contacted by Volunteer Ireland -

FIGURE 11 - HOw VIOS BECAME AWARE OF CVP

The main reason VIOs reported engaging with the CVP was a need for additional volunteer support,
with almost all VIOs (60) reporting that this was a reason for engaging with the programme. Around
half of VIOs (31) reported that the reputation of the CVP was a reason, with a similar number (29)
citing a desire to recruit more diverse volunteers. 17 reported that lack of time/resources to manage
volunteers was a factor.
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Main reasons for VIOs engaging with Community
Volunteer Programme

Need for additional volunteer support - |G
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FIGURE 12 - REASONS FOR VIO ENGAGING WITH CVP

VIOs reported that the CVPs had supported between one and 35 events their organisation had held,
with most reporting that CVP volunteers had supported between one and five events.

How many events/activities has your organisation
held that have been supported by volunteers from
the Community Volunteer Programme?
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FIGURE 13 - NUMBER OF EVENTS SUPPORTED

VCs reported that VIOs were not always realistic about the number of volunteers they required and
tended to over-estimate the numbers required.

For this reason, some VCs reported that they have started meeting with VIOs ahead of events and
taking a more active role in establishing the requirements to better estimate the number of
volunteers needed to deliver it.

"[llt's more for the volunteers themselves, like you want them to feel needed and
fulfilled, because that's one of the benefits of volunteering” Volunteer Centre

VCs described how the purpose of a Statement of Work (SOW) between VCs and VIO is to agree
what volunteers will be doing on the day and what the terms and conditions between both parties
are. Having an SOW means there is a solid agreement and prevents VIO overstepping at the last
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minute. It was reported that while larger, more experienced organisations have a better
understanding of volunteer management, having an SOW in place was considered of particular
importance for smaller community events, which tend to require more input from VC to ensure
things are managed properly e.g. that there is a safety briefing at the beginning of the volunteer
shift.

4.4 Engaging local authorities

In our survey with VCs, they tended to rate the supportiveness of their local authority on the higher
end of the scale, with the largest group of respondents (8) describing their local authority as very
supportive. However, around half of respondents reported that the support from their local authority
ranged from ‘very unsupportive' to neither supportive nor unsupportive.

How Volunteer Centres rate the supportiveness of
their Local Authority

1 g 5 3 8

1 Very unsupportive 2 3 4 5 Very Supportive

FIGURE 14 - SUPPORTIVENESS OF LAS

16 VCs reported that they had a point of contact at their local authority (while 4 said they didn't).
When asked what role their point of contact occupied, survey respondents described a wide range
of roles including those responsible for social inclusion, housing, events, and community
engagement. Points of contact also varied in their seniority and specificity, with some VCs identifying
specific units and others identifying individual roles including administrative, senior staff and
executive officers.

VCs rated their effectiveness at engaging local stakeholders highly, with the largest number of VCs
reporting that they had been ‘very successful’ at engaging local stakeholders, and none reporting
that they had been ‘very unsuccessful'.

A small number reported that they had been neither successful nor unsuccessful and one reported
that they had been somewhat unsuccessful.

Local authorities we spoke to were very positive about the programme and while they noted that a
key consideration for them was that CVP roles should not displace services delivered by public
sector workers, it was felt that there was scope to expand the impact of the CVP. For instance, it was
identified that projects developed under local development programmes such as the Social
Inclusion and Community Activation Programme (SICAP) and LEADER may benefit from CVP
support.

As part of this, it was recognised that LA representatives could take a more active role in promoting
the benefits of the programme.
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"They've shown [that they're] very willing to get involved where possible, and it's for me
and my team and other teams within the local authority to maximise the potential of
the programme” Local Authority

LAs described how agreements for them to part-fund the programme had been made at a higher
level to them, being agreed between senior management the CCMA. Initially participants
understood that the programme was wholly funded by DRCD so it was 'a bit of a shock’ when €8000
was requested as part of funding.

"Perhaps it is a weakness lin the relationship between LAs and the CCMAI, that
oftentimes things were agreed at that level, and then we're told. [..] So we would have
got a request from Volunteer Ireland and told [.] we have to find the money
somewhere." Local Authority

Participants from LAs we spoke to felt that since they had relationships with their local VC, they
didn't feel that the request for funding would have damaged the relationship between the LA and
VC, feeling instead that the failure lay with senior management within LAs, who they reported did
not always communicate well. However, the funding requested was not considered insignificant by
LAs and they reported that this was itself a challenge for them.

"People might think we're bottomless pits, but we're not. We have a set budget that we
have to work within, within each department, and you don't have scope [beyond thatl.
If there's another program that comes down, you have to go and put business cases [..1.
And to be honest, [sometimes the]l CCMA agrees something, and then you're floundering
to pull together a document to get the money to deliver" Local Authority

Several challenges with engaging LAs were identified in focus groups, including:

Limited Awareness and Understanding Representatives from LAs reported that many sections
within LAs remain unaware of the CVP, its potential benefits, and how it can be utilised to support
local events and initiatives. This lack of awareness can lead to missed opportunities, inefficient
resource allocation, and a failure to leverage the CVP's full potential.

‘I don't really hear anything about it now, | think, | think it's very much under the radar,
and maybe the people that know about it, know about it. And there's not been much of
an effort, and | don't mean just locally, but maybe even nationally, to say, '‘Council, do
you know this program exists?" Local Authority

Funding requirement Echoing the finding from section 3.8 Barriers and facilitators to implementation
several VCs reported that securing adequate funding from LAs can also be difficult, damaging
relations between LAs and VCs and exacerbating tensions where they exist already.

"Our local authority kind of always supported the centre, and then they didn't take
kindly to being asked to contribute more money to another program for the centre. So,
| suppose it was just kind of that treatment of every local authority as the same as
opposed to recognizing that every Volunteer Centres and relationship with their local
authority is different.” Volunteer Centre

Lack of LA interest. Some VCs reported disinterest from their Local Authority (LA) in the programme.
In rural areas, a lack of council-organised events and the perceived difficulty of transporting
volunteers to more dispersed populations were significant barriers. VCs responded by directly
engaging with specific LA departments or even joining local partnerships to demonstrate the
program's value. In urban areas, councils often hired professional event companies who had little
need for volunteers or viewed them as unpaid labour. To circumvent this, VCs focused on engaging
smaller VIOs and event organisers who were more receptive to volunteer support.
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In documents analysed during the documentary analysis phase of the study, a variety of roles are
described that CVP volunteers have taken on to support their local communities.

Stewards at festivals, parades, and community events

Information point of contact or ambassador at events and activities
Usher for concert recitals

Beach and nature reserve cleaning

Tree planting, forest preparation, and bracken bashing

Setting up and breaking down of events

Race marshal and refreshment provision

Additionally, the CVP programme has supported initiatives related to welcoming new arrivals,
including involvement with temporary protection applicants fleeing the war in Ukraine, and other
international protection applicants. Several participants discussed the involvement of CVP
volunteers at the Citywest Refugee Hub in South County Dublin. Prior to the establishment of the
CVP, volunteers in similar programmes were also involved in supporting COVID-19 vaccination
centres.

A key consideration mentioned in several internal documents is ensuring that volunteer roles are
meaningful. Minutes from steering group meetings show that this had been considered during the
steering group committees; the Standard Operating Procedure gives advice on this topic, for
instance, specifying that VCs should consider whether roles are meaningful when determining
whether fundraising activities were appropriate for CVP volunteers. Discussion with VIOs highlighted
instances where VCs turned down some aspects of VIOs requests, such as requesting volunteers
act as carpark attendants, though some volunteers we spoke to had negative experiences of
carrying out this task (See 5.2.1 Negative volunteering experiences).

Though the primary emphasis of the model as initially proposed was on emergency events, survey
responses from volunteers indicate that helping out at community events has been the main
motivation for volunteers to take part. Out of 508 respondents who replied to this question, 385
volunteers wanted to volunteer to help out at local events, with 242 of these reporting that this was
their sole reason for getting involved and the remaining 143 reporting a combination of reasons. 189
Volunteers reported that they wanted to help in the event of an urgent situation (such as a pandemic
or flooding) in their area, of whom 63 reported that this was their sole reason for getting involved.
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What motivated you to take part in the Community
Volunteers Programme?

| wanted to volunteer to help out at local
community events (such as a festival) in my area

| wanted to help in the event of an urgent situation
(such as a pandemic or flooding) in my area

Other

FIGURE 15 - VOLUNTEER MOTIVATION

This focus is perhaps unsurprising, given the emphasis on events over emergency response in the
delivery of the programme to date. One senior stakeholder also observed that “people are probably
naturally going to be drawn to the more fun, nicer things" by way of rationale.

As previously discussed, the CVP aims to enable volunteers to take part in one-off or episodic
volunteering. Our survey shows that most volunteers want to volunteer in activities every now and
again or for a specific, one-off event (284 out of 506 who responded to this question), however a
significant minority (244) reported that they wanted to take part in lots of volunteer activities.

How often volunteers want to take part in
Volunteering

| want to take part in lots of volunteer activities

I want to take part in volunteer activities every _
now and then

There is a specific one-off event | want to -
volunteer for

FIGURE 16 - HOW OFTEN VOLUNTEERS WANT TO PARTICIPATE

Variety of roles. One perspective among volunteers was that the CVP enables volunteers to sign up
easily to a variety of volunteer activities. One volunteer reported that they had done about eight
different volunteer events and that all had been completely different.

Flexibility. Not needing to commit long-term to CVP roles was cited as a key motivation by
volunteers for taking part.

"What I like about it is the fact that it's short term and that, you know, | can Rind of pick
and choose as to what | can get involved with, because | have a small daughter, so

38



childcare is obviously something | have to pre-arrange when I'm getting involved in
events.” Volunteer

"The big difference with the community volunteers, and very welcome difference, is that
it's short bits of volunteering or one-off volunteering that do not need that massive
commitment when there's 2 million other things happening in life, which makes it much
easier to volunteer, and also you meet more people.” Volunteer

‘I don't like to commit things unless | can do it. | didn't think that would be fair to
anybody.” Volunteer

Team-based volunteering. It was also identified that CVP, by creating a team of volunteers and
engaging volunteers as part of larger events, encouraged participation from volunteers who might
not be confident participating in roles they would have to take on independently. Some VCs and
VIOs described how they might team volunteers up together to support each other, for example
where some volunteers were not fluent in English.

4.4.1 Emergency support

Discussing the role of CVP emergency support, senior stakeholders observed that the need for
emergency support is reactive and contingent on whether or not emergencies occur. Some felt that
to address this it was important for delivery of the CVP to remain ongoing or else risk large-scale
attrition from people who sign up. Participants cited examples of similar programmes in the US that
did not have a way of continuously engaging volunteers, resulting in attrition and disengagement
from volunteers when an emergency did occur.

"Whereas the Community Volunteers is just such a continuous, ongoing thing that even
if you're not doing the roles, you're still seeing them there, you're still getting the emails,
you still have the opportunities. " Senior Stakeholder

Identifying ways that CVP volunteers could be mobilised to support emergencies remained
somewhat challenging. Some VCs and LAs felt that this was not an appropriate role for this type of
volunteer, that this was the remit of bluelight organisations like the Red Cross or St. John's
Ambulance.

"We're not the bluelight [organisations], we're not the front line of it. Like, if there was
another pandemic, you know, | wouldn't expect to be organizing vaccination centres
and stuff like that.” Volunteer Centre

To this end, some VCs reported that they considered the purpose of the CVP to be entirely focused
on events.

"Well, for us, it's now just about events. When we were doing the talk, we skip over [the
emergency supportl and say, if that happens, we'll throw a bat signal, and we'll figure
it out from there” Volunteer Centre

However, senior stakeholders reported that there was ongoing work to understand how the CVP
could act as a secondary line of support for blue light organisations and other emergency response
organisations albeit “far away from the front line".

4.5 Supporting local events
Most volunteers (255) reported that they had taken part in between zero and five events with the

CVP, with the next largest group (99) reporting that they had taken part in between five and ten
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events. However, many respondents did not reply to this survey question, with 73 total non-
responses.

Number of events volunteers have supported
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99
26
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Number of Volunteers

Number of events attended

FIGURE 17 - NUMBER OF EVENTS SUPPORTED BY VOLUNTEERS

Out of the 506 volunteers who responded, most volunteers reported that they wanted to take part
in sporadic volunteering (284), with the largest group reporting they wanted to take part in volunteer
activities every now and then (244) and a smaller number reporting that there is a specific one-off
event they want to volunteer for (40).

Most VIOs (39) reported that CVP volunteers had supported between one and five events they had
organised, with the remaining 16 reporting that CVP volunteers had supported at least 6 events. This
does not include more ambiguous responses from VIOs, including those related to ongoing
volunteering activities which happened annually (without reporting the number of times they had
occurred so far) or applying to ‘ongoing’ volunteering.

VIOs that operate at a national level highlighted the advantage of being able to recruit participants
in a targeted way across different local areas, meaning they didn't have to rely on volunteers
travelling long distances. VIOs reported that the process for organising the events was ‘streamlined’
and worked well. Some described how it removed the hassle and uncertainty out of trying to recruit
for events for which responses could vary.

‘Sometimes you'd get a lot, other times you wouldn't get that many, and you just have
to keep contacting all the time to keep it in their memory." Volunteer Involved Organisation

VIOs we spoke to considered communication from VCs to be excellent.

"Having Ivolunteer recruitment] done on a professional basis and in a collaborative
way, where we can Rind of specify the process and get updated along the way of how
many people have signed up, and all of that is has been really, really helpful. And then
we're kind of doing it together, which is great." Volunteer Involved Organisation

4.6 Managing volunteers

VI, in consultation with the steering groups, developed a generic Community Volunteer policy, which
outlines what volunteers should be able to expect from the CVP as currently implemented. This
includes

¢ Adequate information about the CVP
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Proper training and induction

An outline for all volunteer roles, including agreed hours
Support and management

Access to a complaint procedure

Opportunities to provide feedback and input

Proper handling of their data

To have their contribution valued and recognised.

This policy also outlines what is expected of volunteers, including behaving professionally and
respectfully; arriving for events punctually; and giving adequate notice when they are unable to
attend an event they have signed up to. This document also outlines a process whereby failure to
meet these expectations can result in a termination of the volunteer relationship as well as the data
retention policy that volunteers should expect VI and their VC to abide by.

4.6.1 Communicating with volunteers

Volunteers described strong and regular communication from VCs leading up to and during events.
Some participants described strategies such as WhatsApp groups and on-the-day briefings as well
as having a point of contact during events, which together meant they felt well informed and
supported throughout.

‘[VC staff member is] the one who communicates with the event organiser and follows
the lead from them. If they want volunteers over there, they'll send two volunteers over
there. They Rind of say where the volunteers are needed, and the volunteer lead then
will communicate that to volunteers." Volunteer

Participants felt this approach worked well, reporting that the appointed point of contact was always
identified clearly to them.

‘I've definitely always felt like that link person, that's that volunteer leader who's both
the link between the main organiser and volunteers [..], was always easy to identify and
easy to access if there [werel any issues.” Volunteer

VCs felt that the level of communication and support volunteers required was greatest at the point
when they first joined the programme, but as the programme developed in their local area and
consequently the numbers of repeat volunteers grew, they were less and less required to take such
a closely-supportive role.

"Some of them, who are now repeat volunteers, don't quite need as much hand holding,
and in fact, some of them say that ‘You don't need to come on the bus with us. We've
got it. You've given us the briefing!"" Volunteer Centre

Most volunteers (430 out of a total of 500 who replied) said they received regular updates with a
minority saying they had not or they were not sure (70).
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Did you receive regular updates from Volunteer
Ireland/your Volunteer Centre throughout the
programme?

vo. [l
Not sure -

FIGURE 18 - UPDATES ABOUT CVP

Volunteers tended to rate communications they had received during the pilot at the higher end of
the scale, with 354 (out of 505 who responded to this question) reporting that communication was
‘Excellent’.

How would you rate the communications you
received from Volunteer Ireland/Volunteer Centre?

. = m B

1 - Very poor 2 3 4 5 - Excellent

FIGURE 19 - VOLUNTEERS RATING OF COMMUNICATIONS

Volunteers highlighted regular emails and text messages from their local Volunteer Centre, which
kept them informed of upcoming events. This was felt to encourage engagement with the
programme at periods when the volunteer was actively looking for volunteer activities, while also
enabling more long-term engagement during which there may be periods where individual
volunteers were less engaged.

‘I think it's very important to keep up the communication on a weekly basis with the
newsletter, with the upcoming events that need volunteers to commit to. If | hadn't
heard from them for a couple of weeks, | would forget about it. You know, | think that
weekly communication is very important.” Volunteer

However, one issue flagged by Volunteers with receiving communications in this way was that it
was impeded by I-VOL, as emails would contain links to events but that these were often made
difficult to access by I-VOL. This was because I-VOL would frequently log volunteers out and require
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two-step verification to log in. Participants reported frustration that links often took them to the main
I-VOL page rather than to the event itself, meaning they had to search for the event. Some
volunteers even reported that they had given up trying to use I-VOL and tended to email the VC in
response to events they heard about through regular updates.

Volunteers reported differing experiences of being asked to contribute feedback. Some volunteers
reported that they had never been asked to provide feedback, but would have like to have been
asked to do so, particularly following less-satisfying experiences (see 5.2.1 Negative Volunteer
Experiences). Others reported that they had been consistently asked to provide feedback, with one
volunteer also describing a consultation event where the VC solicited their views on their
experiences and what could be improved.

"Every single time like, 'Thank you so much for volunteering. Now here's the survey’, and
I've been asked to give feedback various different times on the experience and what
we can improve on and what we can do better." Volunteer

4.7 Barriers to and facilitators to delivery

Across interviews and focus groups, several barriers to delivery were identified by various
stakeholders.

4.7.1 Barriers

Excessive bureaucracy. Some VCs felt that the programme is currently over-regulated and places
too many requirements on VCs. It was felt that greater latitude should be given to individual VCs to
determine how to deliver the programme in their local area. These VCs wanted greater flexibility, to
determine their own policies for delivering the programme. While VCs can offer feedback and
suggest changes to the programme, currently these need to suit all VCs, something some VCs did
not feel made sense due to what VCs perceived of as wide disparities between different local
contexts in terms of available resources, relationships with local stakeholders, and local
demography.

‘Wie've all the responsibility for this program on the ground and its consequences for
our volunteers, for our organisations, but we actually have very, very limited power over
making the changes that we need to make" Volunteer Centre

Consequently, VCs reported that it was not always possible to “follow all the processes” and that
VCs sometimes did not have time to follow all requirements stipulated within CVP policies in time
to deliver a specific event.

Time/resource intensiveness. Both ER and Full VIO service were considered challenging and
resource intensive to deliver. VCs and senior stakeholders both reported that the funding available
for ER was inadequate given the amount of work involved in delivering the programme, and several
VCs reported that they were in any case delivering something closer to the Full VIO Service with
less funding. VCs we spoke to delivering the ER service wished to change to Full VIO service but
were hindered from doing so by their LA. Among those delivering Full VIO service, it was felt that
the time required to deliver full VIO service was significant. They observed that staff ended up
working unpaid overtime as amounts of time off in lieu (TOIL) staff would need to take to make up
for time worked during events would be unmanageable. Consequently, some questioned the
sustainability of the programme without funding that recognised the staffing costs.

Staffing challenges. Challenges related to the time and resource intensiveness of the programme
were exacerbated by difficulties that VCs experienced retaining staff. Though it was felt that the
CVP needed high-quality candidates to staff it, it was felt that the level of pay that VCs were able to
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offer for this role did not reflect that, and that uncertainties around funding within the voluntary
sector, and the CVP programme in particular, led to VCs losing or having to let go of staff.

‘I've lost a couple of staff in the space of two years because | keep extending contracts
by 3.4,5,6, months, because that's all | can see down the line. And at times, you have to
be kind of treat it like if we were a privately funded, private industry, there is no way we
would operate with this kind of tiny scope into the future. We need to be properly funded
for a set period of time to really get the maximum out of the programme" Volunteer
Centre

Transport. A key challenge highlighted by VCs and VIOs was the issue of transport. Participants
noted that poor public transport, especially in rural areas, combined with the need to accommodate
a diverse cohort of volunteers, including those on low incomes and new arrivals, presented
significant barriers to event participation.

"We have to work with those that are available and that are within walking distance or
able to get here quickly and easily to the events that we're running. [...1 if you're in some
little village maybe 10 minutes drive away, that's perfectly practical for an Irish person
with a car, you know, and we don't look at it as an impractical place. But [otherwise]
you can't get here" Volunteer Centre

A relevant observation highlighted by VCs is that IPAS centres are rarely in convenient locations,
recounting how the location of IPAS centres had in the past dictated who they were able to include.

"We could have had like 60 to 70 people from IPAS centres in there, easily providing
volunteer support. And while it was good, like, it could have been amazing" Volunteer
Centre

This was felt to be more challenging in rural areas than in urban ones, though VCs in urban areas
also spoke about the challenge of reimbursing volunteers, highlighting that there is no streamlined
way to pay for Dublin bus tickets on behalf of other people. One VC has taken the measure of
acquiring a minibus to transport volunteers, something that had been observed by and was raised
in focus groups by other VCs.

4.7.2 Facilitators

In addition to the above challenges, several participants discussed facilitators that they felt had
enabled the success of the pilot to date:

Showing appreciation. Participants felt it was important to show gratitude to volunteers for their
contribution. This included ensuring that there were appropriate refreshments for volunteers at
events. Some VCs and VIOs described having events to thank volunteers, where in some cases
volunteers were presented with certificates of participation. Several shared the view that
volunteering was an important route to employment for some volunteers, such as international
protection applicants, and that it was important to provide these volunteers with something they
could use to demonstrate this to future potential employers.

High quality staff. Several VCs described the importance of having staff who are flexible, adaptable
and are calm under pressure to manage the sometimes-unpredictable nature of events, where
unforeseen challenges from Volunteers or VIOs can sometimes require rapid decisions. Alongside
this, VCs emphasised the need for staff who manage volunteers to be good communicators and
able to connect with a wide range of people.
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The resource intensive nature of volunteers at events was highlighted by several VCs as a key

challenge for delivering the programme, particularly as events tend to take place at evenings or
weekends.

"Everyone here will know like you're talking about one person, part-time funded. And in
reality, it's definitely more than a one-person, full-time role." Volunteer Centre

Visibility of the programme. Several participants discussed how the visibility of the programme in
their area had facilitated delivery. This included volunteers who had become aware of the
programme and had signed up after seeing other volunteers taking part in their local area. It also
included VIOs who became aware of the programme similarly or through word of mouth from other
VIOs.

Having adequate time to grow the programme. VCs who had been running similar programmes
since prior to the pilot programme highlighted the importance of allowing the programme to grow
organically. They discussed how the programme had benefitted from slowly building connections
with local stakeholders including the local authority, and that they had been able to grow the
programme in their area in a measured way. One reported benefit of this approach was this it meant
that VCs did not over-promise what they could deliver to stakeholders, which was considered of
vital importance for the reputation of the programme.
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5 Impacts

This section describes the impacts of the programme, examining recorded outputs and perceived
impacts. The programme achieved its Key Performance Indicator (KPI) targets and several
perceived impacts were identified by participants for volunteers, Volunteer Centres, and local
stakeholders as well as broader social benefits.

5.1 KPI targets

5.1.1 Completed Applications

Analysis of Salesforce data shows that the CVP successfully completed almost 12,000 applications
between 2021 and 2024.

Likely due to the phased initial delivery of the programme, this begins somewhat slowly with 809
completed applications in that year. However, the programme met the KPI target of 4,600 for
completed applications by 2022, when the number of completed applications for VCs delivering the
programme reached 4,668. In total 11,759 applications have been completed, 11,181 at VCs
delivering the full VIO service and 578 at VCs delivering ER model.

Number of completed applications

11,759
9,592
4,668 Target = 4,600
809 3,859 4,924 2,167
2021 2022 2023 2024

FIGURE 20 - NUMBER OF COMPLETED APPLICATIONS

Of these, the number of completed applications varied by VC, ranging from Dublin city, where
almost 2,700 applications were completed between 2021 and 2024, to Cavan, where only 3 have
been completed as of the time of reporting.
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Number of completed applications by VCs

Dublin City = 2,668

Cork 1,398
South Dublin County 11,286
Fingal 1,058
Dun Laoghaire/Rathdown 900
Galway (829
Louth 734

Wicklow 524
Donegal | 405

Kildare [ 374
Meath = 341
Roscommon | 240
Mayo 217

Sligo 178
Carlow [138

Leitrim 126
Westmeath 118

Kilkenny 81
Longford ' 59
Offaly 58
Waterford | 17
Laois | 7
Cavan | 3

FIGURE 21 - NUMBER OF COMPLETED APPLICATIONS FOR EACH VC

5.1.2 Volunteers recruited

Following their interview (for volunteers at VCs who have adopted Full VIO service model) and once
training has been completed (for volunteers at VCs who have adopted Enhanced referral model)
volunteers are recorded on Salesforce as having been ‘recruited'.

Salesforce data shows that 4,910 volunteers to date have been recorded has having been recruited.
The data below, which shows the number of volunteers recruited, broken down by the year they
signed up to I-Vol. For this reason, these numbers include Volunteers who had signed up prior to
2021. The graph shows that again the KPI target of 1,861 was reached early in the delivery of the pilot
and that throughout its delivery, the number of volunteers recruited nationally has remained quite
stable above 1,000.
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Total number of recruited volunteers

4907
3867
2807
Target = 1,861
........... == eeccccccccccccc e -,
1777
1477 278 1052 1060 1040
Prior to 2021 2021 2022 2023 2024

FIGURE 22 - TOTAL NUMBER OF RECRUITED VOLUNTEERS

Across VCs, the number of volunteers recruited has also varied widely, ranging from South Dublin
County, where Salesforce figures show 806 recruited volunteers, to Cavan, which had recruited 2
volunteers at the time the data was shared.

5.1.3 Diversity

Two KPIs relate to the CVP programme aim of enabling a more diverse cohort of volunteers.
Recognising a broader lack of diversity in volunteering, the CVP aims to enable a greater proportion
of people born outside of Ireland and younger people to take part. Target quotas were set based on
matching or surpassing the proportion of people with these characteristics recorded in the 2016
National Census:

Minimum 35% of volunteers aged 15-44

Minimum 11% of volunteers born outside Ireland
5.1.4 Volunteers aged 15-44

Salesforce data suggests that the CVP has met its KPI target of at least 35% of volunteers aged 15-
44, with current figures showing that with 3,674 volunteers in that age bracket the proportion is
around 75%. However, it is worth noting that the categories recorded in Salesforce do not fully align
with the bracket (15-44) specified in the KPI and may also include some volunteers who have been
recruited at VCs delivering ER service model and therefore are not yet counted as having been
recruited. Taken together, these factors will likely inflate the figure somewhat, but given the smaller
number overall number of volunteers recruited at VCs delivering full VIO service (4,603) compared
with those delivering ER model (304) this is likely a marginal inflation.

This figure includes 322 volunteers in this age category who previously signed up to I-VOL and then
subsequently joined the CVP.
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Number of volunteers aged 49 or younger
3.664

2,096 )
Cumulative

3 302 1,020 1,352 668
Previously signed 2021 2022 2023 2024
up to I-VOL

FIGURE 23 - NUMBER OF VOLUNTEERS AGED 49 OR YOUNGER

As figure 24 shows, most volunteers in this age bracket are between 23 and 35, followed by
volunteers between 36 and 49.

Number of volunteers aged 49 or younger

<=17 10
18-22 416
23-35 1,825
36-49 1,413

FIGURE 24 - NUMBER OF VOLUNTEERS AGED 49 OR YOUNGER (BRACKETED)

Figure 25 shows the number of younger volunteers (aged 49 or younger) in each of the VCs as
recorded in Salesforce data. As the graph shows, there is a fairly wide spread of volunteers, with a
large number in Cork, South Dublin and Dublin City VCs. While there are 5 VCs where records show
that there are fewer than 20 volunteers in this age bracket.

This profile was similar to the responses from volunteers as part of the survey administered as part
of this study. In our survey, the largest group of volunteers were those aged 35-40 (74) and those
aged 40-45 (68). Observing the age distribution of those who took part, we can see a small rise in
retirement age.
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Number of volunteers aged 49 or younger at each
vC

Cork 1639
South Dublin County  “560

Dublin City 7503

Louth 7264
Fingal 7261
Dun.. “209
Wicklow 7201
Galway 7171
Roscommon 170
Donegal 165
Carlow 122
Kildare 76
Meath 75
Mayo 69
Leitrim 163
Longford 733
Sligo 731
Kilkenny 729
\Xestmeath 7«20
Offaly | €20
Waterford | €20
Cavan @ <20
Laois | <20

FIGURE 25 - NUMBER OF VOLUNTEERS AGED 49 OR YOUNGER AT EACH VC

5.1.5 Volunteers born outside of Ireland

Salesforce data shows that 59% of Volunteers reported that they are born outside of Ireland. This is
more than the 11% target proposed. As figure 26 below shows, these volunteers are more

concentrated in more urban areas, including Dublin and surrounding counties, though there are
higher numbers of non-lIrish people in some rural VCs, including Roscommon and Donegal.
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Number of people born outside of Ireland in each VC

Dublin City 420
South Dublin | 415

Cork = 405
Wicklow | 219
Fingal 194
Louth 194

Roscommon 163

Dun Laoghaire/Rathdown [156
Donegal 153

Galway ' 113

Carlow 95
Meath | 71
Leitrim | 64
Kildare = 60
Mayo (59
Longford | 32
Sligo 29
Kilkenny 26

Westmeath = <20

FIGURE 26 - NUMBER OF PEOPLE BORN OUTSIDE OF IRELAND IN EACH VC

Among volunteers not born in Ireland, Ukrainians (540) were the most represented group among
volunteers, followed by Nigerian (459) Indian (172) Zimbabwean (135) and Algerian (117) volunteers.
None of the ten most represented countries were part of the European Union.

Observing the density of responses to age across these two groups, we can see that there are two
distinct age profiles between these groups. Volunteers born outside of Ireland are most
concentrated among those aged around 40 years old, whereas participation of volunteers born in
Ireland gradually increases with age, with the greatest density among those at around retirement
age (60-70).
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Volunteers by country of origin

Volunteers
born outside
Ireland
Volunteers
born in
Ireland
20 40 60 80
Age

FIGURE 27 - VOLUNTEERS BY AGE AND COUNTRY OF ORIGIN

VCs and VIOs often discussed the popularity of the CVP among individuals newly arrived in Ireland,
particularly international protection applicants. The above chart indicates that the programme’s
success in recruiting volunteers who are younger than the typical age profile is largely driven by the
same group of volunteers who enabled the programme to reach its target of recruiting larger
numbers of people outside of Ireland. Put simply, programme success in reaching both KPI targets
was driven by the popularity of the programme among a cohort of younger people from outside the
country alongside a cohort of Irish volunteers that is most concentrated among older, retirement-
age volunteers (matching the ‘traditional’ description of those who typically volunteer).

5.2 Impacts for volunteers

Volunteer feedback on the programme was overwhelmingly positive, with a total of 471 (out of 506
who replied to this question) rating their experience of taking part as four or five on a scale ranging
from ‘Very negative' to ‘Very positive'. By comparison, a total of 35 participants rated their experience
between one and three.
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How would you rate your experience of taking part in
the Community Volunteer Programme?

3 5 a7

1 - Very negative 2 3 4 5 - Very positive

FIGURE 28 - VOLUNTEER RATING OF EXPERIENCE

A key aim of CVP was to enable a more diverse cohort of people who do not usually take part in
volunteering. To this end we asked participants whether they were new to volunteering or whether
they had had previous experience.

Experience of Volunteering

No, | have a lot of experience of volunteering
already

No, | have volunteered once or twice before

Yes, this is my first time volunteering

Not sure I5

FIGURE 29 - PREVIOUS VOLUNTEERING EXPERIENCE

The largest group of volunteers were those reported that they had lots of volunteering prior to
taking part in the Community Volunteer Programme, however, taken together, most volunteers
reported that this was their first time volunteering (137) or that they had volunteered once or twice
prior to taking part (162). 299 volunteers reported that belonged to one of these two categories.

More flexible volunteering. Volunteers highlighted the benefits of having a programme that enabled
individuals with a busy schedule to take part in volunteering. Some volunteers flagged the
importance of flexible roles for those with other work commitments or caring responsibilities.

‘I have small children. I'm a solo parent. | also work, and my schedule is not the same
every week. Never mind every day, never mind every hour. So, it excludes me in a way,
if the only roles available were ones that that demand regular commitment, well in
advance, [.] that would exclude me as a subgroup, and make that completely
inaccessible to me to volunteer, even if it ends up just being one day a year, maybe
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sometimes. So that's having the opportunity to choose from a huge variety of roles”

Volunteer

Engendering greater connections with others and local area. Volunteers reported that a key benefit
they had experienced from the programme was building connections with others in their local area
and community. Despite the episodic nature of the roles, volunteers described how it enabled them
to build connections with others in their area who also volunteered, and had made them more aware
of the range of events happening in their area.

"There's lots of events happening in the community that | just wasn't aware of, [...] where
you live, you might not necessarily know your neighbours. [...] We did a clean-up in [my
local areal, just on the nature reserve there. And again, it was like | was never down
around that area before, realising, you know, how much wildlife and birds and things
are there, and how valuable cleaning that up lis to the areal” Volunteer

Creating opportunities for volunteers. Several participants discussed how the CVP created other
opportunities for volunteers. Some described how volunteering could be a valuable way for people
newly arrived in the country to get work experience when looking for employment. Others
described how the CVP helped to introduce people to volunteering without an upfront commitment.
Some reported becoming more heavily involved subsequently in volunteering that did require
greater long-term commitments.

5.2.1 Negative volunteering experiences

However, volunteers also described some more negative experiences where they had felt
disappointed after taking part. These included showing up to an event with a child and being told
that they would not be able to volunteer at the same time as minding their child or volunteers who
reported arriving for events where there were more volunteers than seemed to be needed, in some
cases volunteers were asked to carry out tasks they felt were unnecessary, such as acting as a
carpark attendant. One participant recounted an experience of being told they were no longer
required for an activity when trained volunteers arrived from a relevant bluelight organisation.

"I've turned up to things and been surplus to requirements, and you feel kind of deflated
then, because you've made the effort, you've maybe cancelled something, and you've
made the effort to do this, and then you're surplus to requirements, because they
haven't specified how many names, and it's all very loosely organised” Volunteer

Volunteers felt that this could be addressed somewhat through better organisation, including more
detailed advance communications. (See also VCs discussion of managing VIO expectations, 4.3
Engaging Volunteer Involved Organisations)

5.3 Impacts for LAs and Volunteer Involved Organisations

VIOs in our survey were overwhelmingly positive in their assessment of the CVP, with 62 out of 67
respondents who answered this question rating the programme as ‘Highly effective’ in supporting
their organisation’'s volunteer needs.
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How would you rate the effectiveness of the
Community Volunteer Programme at supporting
your organisation's volunteer needs

° 1 ° miem

1 - Not Effective 2 3 4 5 - Very Effective

FIGURE 30 - VIO RATING OF CVP

Representatives from LAs who participated in this evaluation described the positive benefits to them
in ways that were broadly similar to VIOs, with VIOs and LAs alike reporting that the CVP enabled
them to recruit high-quality, experienced volunteers, reducing the administrative burden of
recruiting and managing volunteers. This was particularly useful where organisations had stringent
requirements for onboarding their own volunteers (such as requiring safeguarding training) and
involving CVPs allowed them to bypass these internal restrictions for public events that did not
reach the safeguarding threshold as their usual activities. This enabled VIOs to focus on other
aspects of delivery, increasing their capacity to put on a greater number of and higher-quality
events.

"We'd have to take on another staff member, and we can't afford it if we [didn't have
thel help of this program. It's fantastic for us. | know that I'll always get an amount of
volunteers, and | don't have to do the work because we have enough to do lalreadyl”

Volunteer Involved Organisations

A key benefit of this from the point of VIOs and LAs was being able to focus on other key aspects of
the event, while managing volunteers was carried out by experienced VC staff.

‘If you're actually having to manage these people on the gates and so forth, [..I you're
not going to be able to do the role. The benefits | need to get out of the day are
integration and building networks and contacts. [..1 If | have to man a gate, which has
happened in the past, I'm not [able to do that]" Local Authority

VIOs also recognised the distinct advantages that volunteers could bring, including more diverse
language skills to communicate with a wider section of the public and life experience. One
representative from a VIO organisation described how volunteers helping deliver a service for
refugees under circumstances that could be more challenging brought maturity and life experience
that could help calm potential conflicts.

The advantage of the CVP for organisations was recognised by volunteers themselves, who
described the impact on VIO capacity.

‘Community groups, [...I wouldn't always have the manpower themselves to run these
events, and we're providing that for them, and without it, | think they would, they would
struggle, or they'd have to go about a different way, or maybe they might have to put
back parts of the event.” Volunteer
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Among VCs it was felt that this was evident in their observation that smaller organisations had found
confidence to put on events they previously would not have considered without the support of CVP
volunteers.

[We'rel getting extra St Patrick's Day parades in our county next year, because we'll
have the community volunteers to help [..] there's people running Christmas markets
because they know they're going to have a backup from the community volunteers. [..]
it's actually building more community, because those little community groups are
actually doing stuff that they would never have done before because of fear of not
being able to manage it. So, | think it's a real big benefit that you know hasn't probably
been captured properly.” Volunteer Centre

5.4 Volunteer Centres

Participants reported that the CVP had raised the profile of VCs in their local areas. By being active
at events, the VC was more visible among members of the public and potential stakeholder
organisations.

‘Before community volunteers, [VCs] were just stuck behind a desk, and now they're out
and about in their community, and more so that, you know, they're more visible as they
go out and about, and people can see them. " Senior Stakeholder

A key perceived benefit of this was that VC was able to demonstrate their expertise and knowledge
to stakeholder organisations, giving them more credibility as experts in volunteer management.

‘I could sit here until we're blue in the face, sending out emails saying we know about
volunteer management. Come here and let me tell you, but they go and stand next to
lour VC staffl on an event, and then people go, ‘Oh, that Volunteer Centre. They know
what they're talking about,’ and that feeds back to everything. So that has been a real
positive for us. It gives us an image with the public and with volunteering, involving
organisations " Volunteer Centre

In the short-term, VCs reported that this meant that they had more interest from VIOs, who
increasingly recognised their reputation and approached VCs to manage events, rather than the
other way around. In the long term, VCs who have been involved in similar programmes since prior
to the pilot period reported that the programme had enabled them to build their capacity and
pursue opportunities to create new opportunities for the VC, building on the reputation they
acquired through volunteer management.

For example, one VC reported that they have recently been offered a large contract, which they felt
would not have been possible without the visibility and demonstration of capacity that CVP has
afforded.

"People treat us with a different type of seriousness and a different respect, and we've
been able to open doors that we that had been hard to push open for a long time"

Volunteer Centre
5.5 Social impacts

Additionally, several social impacts were identified by participants that they felt could be ascribed
to the success of the CVP:

Integration Through Volunteering. Participants reported that a key benefit of the CVP was the
degree to which it enables integration for people newly arrived in the country, particularly those

applying for international protection. Participants felt that the programme reduces barriers to
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volunteering by simplifying the signup process, enabling team-based rather than individual

volunteering and providing continual support to volunteers at all stages of getting involved.

It was felt by several stakeholders that this helped dispel negative assumptions people have about
asylum seekers and other new arrivals by demonstrating their willingness to contribute to their local

area.

"With all the rhetoric that's going around, that they're just taking from us, or whatever,
this is them showing that they have stuff to give, and they and they're active, and they
want to engage. They don't want to be sitting in the rooms all the time. They want to be
out doing stuff, and they have a valuable contribution to make to their communities.”
Local Authority

"lIt's] really good for integration, integration in the community, that type of thing, and
taking away this myth of the kind of scary men or the scary women behind the wall type
of thing. They're brought into the community, and those once off events with the
volunteers are key to all that, that integration piece” Volunteer Involved Organisation

Participants also described how volunteering together broke down barriers between volunteers by
giving them a shared purpose.

‘I think it's far easier for people to mix and have a chat with one another when they're
actively doing something together, because it gets over that barrier of, ‘What are we
going to talk about?’ [...] they could, well, bump into one another down the street in a
couple of days’ time, they'll stop and say hello, because they recognise another,
because they have a context.” Volunteer Involved Organisation

These sentiments were expressed by volunteers who took part in the programme, with volunteers
born in Ireland and those born outside describing how the opportunities the CVP offers both groups
to volunteer alongside each other contributes to integration.

‘It was a great, enjoyable day. The weather was crap, but it was very enjoyable. And it
was great to talk to those people who find themselves in these you know, centres
maybe not being able to work until papers come through whatever away from family,
and it was a wonderful opportunity to make them feel welcome and integrate” Volunteer

“The main, or the first reason that | wanted to join to see, okay, what's happening here |
am in a country that is not my country. How can | get to know people? How can | know
what's happening here? Their customs, their culture, for me, the best way was to get
involved. " Volunteer

Inclusiveness. It was felt that the CVP programme had been particularly popular among individuals
seeking international and temporary protection, with VCs discussing success in recruiting
volunteers from IPAS centres. However, it was also reported that the focus on inclusiveness enabled
people with learning difficulties or mental health challenges to take part. For instance, it was felt
that by not requiring volunteers to commit to long-term roles, it reduced anxieties that would be a
barrier to individuals from those groups taking part. Participants described efforts within the
programme to support volunteers with special needs by pairing them with experienced volunteers,
ensuring an inclusive and supportive environment.

“lIfl you give people that sense of purpose and that sense of importance in themselves,
and that sense of confidence in themselves as volunteers and as members of the
community that they are able to contribute to that as well. And that's just fantastic for
people’s mental health” Volunteer Centre
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Building Community Resilience. While the focus of delivery has been on supporting events,
participants felt that the programme’s success in building a reserve of volunteers was an asset as
CVP volunteers will be possible to mobilise quickly in response to future emergencies, as witnessed
during COVID-19.

"We now have the preparedness team that if we got the call from the council that said
It snowed overnight, can you come and deliver some hot meals around this local area?’
or whatever we'd be now in the position where | could go, ‘Yeah, we've got a team
prepared. They're ready to go and do something!™ Volunteer Centre

For some participants, this preparedness was likened to a "second layer of defence,
complementing the efforts of civil defence and other emergency services.

"The community volunteers are kind of like the next layer down, like they might be the
ones putting the sand bags down, or, you know, bringing the tea to the to the ones on
the front line, or standing there telling people 'You can't cross the barrier.” You know,
that kRind of second layer of [defencel.” Senior Stakeholder
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6 Recommendations

Several recommendations for improving future delivery of the programme were identified by study
participants. These included recommendations for improving the model of implementation and
delivery; updating targets and revising the monitoring and evaluation approach; and recognising
volunteer contributions and providing more support.

6.1 A simplified funding model

Participants felt that the current funding model was overly complex and had too many ‘moving
parts’, meaning contingencies with respect of incoming and outgoing payments as well as the
additional complexity of the two-tiered delivery approach. A simplified funding model would
address this. As part of this, greater alignment between the accounting approaches used by VI and
DRCD would enable stronger oversight over how payments are made and reduce frictions and
ensure more prompt payments.

6.2 Removing requirement for Local Authorities to part-fund the
programme

The current model requires financial buy-in from local authorities as a means of encouraging them
to engage with the programme. However, participants felt that this requirement had had several
negative effects and recommended the LA funding should not be a pre-requisite for delivery,
instead recommending that LAs should be charged by VCs for recruiting and managing CVP
volunteers on behalf of LAs.

6.3 Reconsidering Volunteer Ireland’s role

Some recommendations related to reconsidering the role of VI in overseeing the programme. While
some participants felt that VI played a key role in ensuring the programme’s consistency and
developing training and policies, (as well as other support, see 3.3 Management) others felt that the
need for this central governance should be reconsidered. However, the reasons given for this
differed widely between senior stakeholders who held this view and VCs who did. Senior
Stakeholders felt that the VI had now established the policies and processes and questioned
whether they needed to be involved in implementing the programme long-term.

‘I think the structure is there. And so, there's a question mark around | think whether you
need a national centre to run it, | think in year three going into the fourth year, you know,
it should hopefully be embedded within the communities and in the local authority
areas” Senior Stakeholder

However, VCs who preferred not to have VI acting as an overseeing body explained that this was
because they felt that as VCs operate within distinct constraints, they were best placed to know
what requirements and policies should be implemented to meet the needs of their local community.
As part of this, some VCs expressed the desire to report directly to DRCD.

“If we're really going to prioritise the volunteer user experience and the organisation
user experience, then we need, as centres, to be able to assess the need locally and
build that and at the moment, we don't have that freedom." Volunteer Centre

6.4 Ensuring the national roll-out of the programme

Both senior stakeholders and Volunteer Centres expressed frustration that the programme was not
being delivered nationally, despite the original aim of the programme and the programmes' position
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within the current National Volunteering strategy. Some senior stakeholders felt that delivery of the
programme should be made a condition of VCs core funding, with some VCs suggesting that if VCs
were not willing to deliver the programme, options should be explored for other providers such as
whether Local Development Companies could instead lead on delivering the programme in
counties that currently do not have access to the programme.

6.5 A unified model of delivery

Related to this, some participants felt that as a national model, the programme should be delivered
in a more uniform way in different counties. Senior stakeholders reported frustration over the
persistence of a two-tiered model, which they had initially hoped would be phased out by the end
of the pilot phase. This view was shared by some VCs who felt locked into the ER model by the
current funding arrangements. The importance of a more unified model of delivery was discussed
by participants in light of the fact that volunteers and VIOs should be able to expect a similar service
in different areas. This was thought to particularly apply to international protection applicants, who
are often moved between accommodation centres, as well as to VIOs operating nationally that may
wish to access CVP support for local events across different counties.

One suggestion made by participants was a needs-based model of delivery, where all VCs would
have capacity to deliver the Full VIO service, but could also offer a more hands-off service to some
VIOs with strong volunteer management capacity.

Some VCs felt that more consistent branding (see 3.5 Branding and communication) would be useful,
even suggesting a uniform for CVP volunteers, something that was echoed by some volunteers.

‘We even have all different colours. Some of us are just volunteer on the back. Others
have [local CVP] | suppose it's in process of growing, but that the really no identifiable
badge or logo that we wear." Volunteer

However, LAs also expressed reservation about changing the delivery model in their area as
regardless of funding requirements, this would put additional burden on them to explore how to
engage with a new delivery model.

"That's very important, because we're not ready. [...11f | get a letter [...] it would affect the
relationship if [..] Volunteer Ireland now said [we had to deliver full VIOI, because I'd be
looking for reasons why it didn't work, whereas today, I'm talking about reasons why it
is worRing." Local Authority

6.6 An approach to monitoring and evaluation more relevant to the
programme aims

Some participants recommended that the monitoring and evaluation approach should place less
emphasis on the number of recruited volunteers and more emphasis on levels of participation and
the ‘active involvement' of volunteers. It was suggested that a greater emphasis on qualitative
outputs would better demonstrate the value of the programme.

“For me, the funding should be based on the impact that community volunteers are
having apart from the figures, because we can all farm figures if we want to” Volunteer
Centre

Participants suggested that more consideration was needed over how to collect data that better
captured active participation, such as the frequency volunteers were logging into the I-VOL app. It
was also suggested that data should be collated on the number of events organised and number of
VIOs engaged in each local area.
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For VIOs, it was also suggested that data on the diversity of volunteers would be useful as it would
feed into organisations aims to foster greater inclusivity and diversity.

6.7 Recording volunteer attainment

VIOs recommended that in some cases it would be good to target volunteers with repeat volunteer
experience or those who had received certain specialised training. For example, for large events it
was suggested that training in waste-segregation would valuable as it would facilitate VIOs to
deliver sustainability targets at events. As volunteers remain engaged with the programme, they
recommended that it would be useful for VCs to be able to target those who have developed
specialised skills through their involvement with the programme.

6.8 Showing appreciation for volunteer contributions

Participants recommended that it was important that the programme continued to demonstrate
appreciation for volunteers. This included providing proper support for volunteers to take part
(including transportation or language-related support where appropriate) as well as demonstrating
appreciation through small tokens, such as refreshments at events.

6.9 Developing the community resilience component

It was recommended that the emergency response or community resilience aspect of the
programme needed further development. As discussed in this report, this aspect remains a
motivation for many volunteers to sign up to the programme and it was recommended that the CVP
should continue to build connections with bluelight organisations at both local and national levels
toward realising this aim. It was felt that this would additionally entail clarifying and developing how
CVP volunteers fit into a national emergency response strategy.

6.10 Continued Funding

Finally, participants recommended that to ensure the success and sustainability of the programme,
a multi-year commitment to funding is needed. Among VIOs, this was seen as good value for money.

"Whatever we provide in funding to volunteers, we will get back 100-fold. You will get
back 100-fold. You will save it in so many ways. You will save it on HSE and medical
costs and teaching costs and every single every other way. And you know, | genuinely
believe that. So, I think kRind of actively looking at funding where we can put in a euro
and get back 100-euro product.” Volunteer Involved Organisation

VCs felt that the programme should have ambitious targets but that these should be enabled
through appropriate funding. For volunteers, the need to continue to fund the programme was
linked to the need to properly recognise the contribution of volunteers.

‘I think we all know that this country is essentially held up by volunteers. | mean, this
place would collapse if it wasn't for volunteers. And there's so many essential services
that should not be provided by volunteers, but by the State [that] are being provided by
volunteers, and the importance of that being supported and acknowledged, not just
acknowledged, actually supported. Tangible support, with finances, with offices, but
with structures in place that really, really, really needs to be brought across, and also
that it's beneficial to both the community and the individual. So, it's not just about giving
time, it's also about what it does for people” Volunteer
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7 Appendices

Appendix A: CVP Logic model

Efficiency:

Assessing the extent to which the programme came in on budget and exploring ways in which efficiencies might be

achieved
Coherence:

Mapping the programme implementation and governance model and exploring fidelity with the planned delivery
approach including challenges and reasons for deviation

Impact:

Effectiveness: Exploring documented and perceived impacts of the

Understanding the effectiveness of the programme, comparing variations in the models rolled out and exploring programme.

more effective approaches to delivery Sustainability:

Relevance: ing project’s bility including current

Understanding relevance of the programme to perceived needs, including stakeholder and partner perceptions of hallenges and ri dations for future

how the programme addresses changing trends in vol ing improvements.
Inputs Outputs Outcomes

People reached Activities Direct Products Short term Long-term

Leadership and co- Local Stakeholders Consulting with Stakeholders to Role descriptions (KPI: 5 national Retain 30% of volunteers at | Increased diversity of
ordination of volunteer VIOs establish local needs template role descriptions; end of 2021 participants
program by VI LAs At least 2 locally-specific role

Potential Volunteers Recruiting, screening and onboarding | descriptions in each county ) More diverse pool of More opportunities for
Existing volunteers volunteers (KPI: ways of engaging in
knowledge/expertise on Volunteers screened and 35% of volunteers are aged volunteering

volunteer management

National pool of potential
volunteers (including those
already registered on IVOL
as well as further volunteers
responding to targeted
recruitment or a future
emergency)

Engagement/Buy-in from
national stakeholders
already established through
consultation at the planning
stage

Funding (by DRCD and LAs)

Creating portfolio of volunteer role
descriptions

Developing and delivering training
Continuously monitoring retention and
engaging CVs, including assessing

diversity

Referring to VIOs or managing CVs
directly

Establishing protocols for managing

onboarded (KPI: Target of 8% of
COVID volunteers on I-VOL by end
2021)

Training materials for volunteers

Branding and communications
package

Volunteers registered on system

Volunteers registered and trained

and overseeing prog i
steering group

Ongoing monitoring and evaluation

Established protocols in place for
collaboration between partners
(e.g. VI, VCs, LAs and VIOs)

Partners providing appropriate
supports to each other

15-44; Minimum of 11% of
volunteers born outside
Ireland)

Greater coordination
between volunteer
initiatives

Expand task-based
volunteering as an
alternative to role-based
volunteering

Develop I-VOLas a
resource to make
volunteering more
accessible

Create a positive brand for
the CV programme

Raise the profile of
volunteering in Ireland

Enable volunteering to
contribute to vibrant,
inclusive and sustainable
communities

Create reserve capacity for
LAs to supplement VIOs
and other responses in the
event of emergencies

Existing evidence

e Existing model of volunteer reserve schemes E.g. Volunteer

* Consultation with national stakeholders

Underlying assumptions

Funding arr

canhelp |

There is a broader pool of potential volunteers who can be mobilised effectively for ad-hoc volunteering

A centralised scheme will make a broader pool available at short notice for emergency and one-off events

Local stakeholder involvement will enable co-ordination of scheme with local needs and reduce risk of duplicating resources
Identifying local needs will reduce potential for duplicating services
ge buy-in from LAs

Branding and communications strategy will attract and maintain engagement as volunteers feel sense of pride/community
Facilitating lower commitment and one-off volunteer opportunities will enable a larger and more diverse pool of people to take part in volunteering
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8. Privacy Policy 75

About Us 77

About this Policy

This document provides Community Volunteers with clear guidelines on what is expected
of them as a [Insert Locality] Community Volunteer, and explains how volunteers will be,

recruited, trained, managed, and supported.

We have included some helpful reminders from the training that will be provided to all [Insert

Locality] Community Volunteers.

This Policy relates exclusively to the [Insert Locality] Community Volunteers only. This policy
does not constitute a binding contract. [Insert Locality] Volunteer Centre reserve the right

to change the policy and to expect adherence to the changed content.

Volunteers will be notified of changes and are expected to act in accordance with all [Insert

Locality] Volunteer Centre policies and procedures.

Volunteer Involvement

The importance of the Community Volunteers programme

As a [Insert Locality] Community Volunteer, you are part of a diverse group of people who
are willing to help communities in Ireland, to make them better placed to respond quickly

and effectively to provide urgent community support in times of local and national need.

As a [Insert Locality] Community Volunteer, you can stay connected and engaged with your

community by providing support for community events.

Volunteering may be challenging, but it is rewarding. This is your opportunity to support your

community and make a real difference.

What will volunteers do?

[Insert Locality] Community Volunteers will take on roles that are short term or episodic and

that provide either urgent community support or community event support:
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Urgent Community Support - This could be in response to a national crisis such as COVID-
19, a local disruption such as a weather event or water shortage, or simply a local need that
could be met by volunteers acting quickly, for example, practical support for an individual

in the community, or a food bank receiving a big donation that needs processing.

Community Event Support - Supporting local events, such as community festivals,

parades, concerts, matches, sporting events, environmental events or clean ups etc.

As a [Insert Locality] Community Volunteer, you will have the opportunity to sign up to all
Community Volunteer Roles. You can get involved as often or as little as you like when it

suits your schedule.
Who can volunteer?

[Insert Locality] Community Volunteers is ideally suited to people who want to get involved

in showcasing their communities and are enthusiastic and reliable.

As a Community Volunteer there will be a variety of roles that you may take part in. Some
will suit those who are comfortable being outdoors and on their feet. Often you will need to
be comfortable dealing with new people and relating to the public in a positive and friendly

way. Community Volunteers should be able to volunteer within a diverse team.
[Insert Locality] Community Volunteers will consider involving anyone over 18 as a volunteer.

We will accept volunteers on a strictly equal opportunity basis, with the understanding that
each volunteer is capable of fulfilling the tasks assigned to them in a way that does not

compromise themselves, their colleagues or the pubilic.

Definition of Volunteering

66



What can volunteers expect?

[Insert Locality] Community Volunteers

can expect to:

Be provided with adequate information
and orientation about the programme and

your role.

Be given a role outline and agreed

volunteer hours.

Receive  supervision, support, and

management.

Be treated with respect, dignity, and

courtesy at all times.

Be managed in accordance with equal

opportunity laws and best practice.
Have access to complaints procedures.

Have your feedback and comments

listened to.

Be provided with training appropriate to

the role.

Be provided with training appropriate to

the role.

Have your personal information dealt with
in accordance with the Data Protection

Acts and our privacy policy.

Have your voluntary contribution valued
and recognised.

What is expected of volunteers?

As [Insert Locality] Community

Volunteers we expect you to:

Be professional,  friendly, helpful,

courteous, and respectful always.
Be punctual for your shift.

To meet the time, duty and task
commitments outlined in your role
description and to provide sufficient

notice if unavailable.

Be respectful of diversity and cultural
differences - we welcome volunteers from

all groups and backgrounds.

Wear the volunteer apparel or PPE as

supplied.

Respond to communications from the

Volunteer Manager & Leaders.
Support fellow Volunteers.

Adhere to the Programme’s policies,
procedures and code of conduct.

Act in a way that is in line with the aims
and objectives of [Insert Locality]

Community Volunteers.

Follow all health, safety, hygiene, and other

protocols as advised.

67



Volunteer Recruitment

Application process, induction and selection

There are several stages involved in the Community Volunteers application, induction, and
selection process:

Applicants will fill in an online application form so [Insert Locality] Volunteer Centre can learn
more about their skills and interests.

Applicants will meet with the Volunteer Manager at [Insert Locality] Volunteer Centre, who
will discuss the programme, complete and ID check and answer any questions you might
have.

Successful applicants are asked to attend training in Urgent Community Support & Event
Volunteering best practice.

As a Community Volunteer you can then sign for any roles that interest you. Your first role
will be a trial shift so that both you and the Volunteer Manager can make sure the

programme is a good fit.

Volunteer selection is based on the requirements of Community Volunteers roles, the

volunteer’s suitability, interest, skills, experiences, and availability.
Selection of volunteers is subject to:
Completion of application form

Meeting with [Insert Locality] Volunteer Centre and introduction to the Community
Volunteers programme.

Attending training and a trial shift.
A willingness to engage with the general public in a positive manner.

You must be 18 years of age or older the first time you volunteer.

Without meeting the above criteria, volunteers will be ineligible to volunteer with [Insert
Locality] Community Volunteers.

Orientation and Training

Volunteer training and orientation is a planned programme to enable volunteers to learn
about their roles, appropriate actions, and the volunteer code of conduct, as well more
about the [Insert Locality] Community Volunteers programme.
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All [Insert Locality] Community Volunteers are required to attend a training session on

Urgent Community Support and Event Volunteering best practice. During training,

volunteers will be provided with opportunities to ask and discuss any questions about the

programme and their role.

A Volunteer Manager or Team Leader will provide onsite induction and orientation at each

Community Volunteers role as well as providing guidance and support throughout the shift.

When you are Volunteering

Time Management

Volunteers are asked to sign-in and sign-

out for each and every shift.

Please only sign up for roles you are
confident you will be able to attend. If you
can't make a volunteer shift, please
provide us with at least 24 hours’ notice
by cancelling the shift on your Community
Volunteers page on www.l-VOL.ie. This
allows us to ensure we have adequate

numbers of volunteers at each shift.

If you need to give less than 24 hours’

notice, please contact your Volunteer

Manager directly (you will have been given
their contact details). If you sign up and do
not attend a shift on two or more
occasions, without letting us know, you will
be removed from the [Insert Locality]
Community Volunteers list. Volunteer
engagement is an integral part of the
Community Volunteers programme, we
are reliant on the generosity of our
volunteers to make this programme a

Success.

Tips for speaking with a person with limited English

Speak slowly and use plain English.

Take the time to find out if they understand you.

Try to re-word your sentence, use different words.

Do not talk down to the person.
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Be patient and listen, let them finish what they want to say.

If you do not understand, ask them to repeat themselves.

Use a map when giving directions and point people in the right direction.
Be aware they may not understand if your accent is very strong.

Speaking louder is unlikely to help.

Dealing with difficult situations

While most people will be very nice there is a possibility you might encounter a difficult

situation. If you are faced with such a situation, remember:

Don't take it personally, you don’t know what might be going on for this person.
Stay calm. Don't respond and don’t argue back.

Keep your speaking tone and volume neutral.

If necessary, take a step back and try to disengage.

If someone has a complaint, listen, and let the person talk.

You might ask “How can | help you?”

Be professional and discreet.

If there is an issue to report, then discuss this with the Volunteer Manager.
Garda Vetting

Garda vetting is not required to be a Community Volunteer. There may be some specific
roles that are offered to Community Volunteers that do require Garda Vetting. Community
Volunteers are under no obligation to take on a Garda Vetting relevant role if they do not
wish to do so. If a Community Volunteers role is relevant for Garda Vetting, it will be clearly
stated in the role description. If you are interested in taking on a Garda Vetting relevant role,
you will be vetted for that specific role. You may consider gathering your list of past
addresses so that if you choose to apply for a Garda Vetting relevant role your garda vetting

could be completed with minimum delay.

Management of Volunteers
Support & Supervision
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The success of the [Insert Locality] Vaccination Centre Volunteer Programme relies on
volunteers enjoying their role and feeling supported. Volunteers will be supervised by the
assigned Volunteer Manager. The Volunteer Manager’'s role is to provide advice and
guidance relating to the role and support and supervision to volunteers. Any queries,
concerns or grievances should be addressed to the Volunteer Manager to be dealt with
directly.

Ending the Volunteer Relationship

There are circumstances under which volunteers will be asked to leave. Grounds for

being asked to leave include, but are not limited to, the following:

Gross misconduct including being under the influence of alcohol and/or drugs. This includes

turning up for a shift smelling of alcohol.
Theft.
Misuse of programme equipment and materials.

Abuse including physical or verbal abuse of members of the public, fellow volunteers or
volunteer programme staff.

Failure to respect personal boundaries or acting in an inappropriate manner.

Inappropriate touch.

Being disrespectful of cultural differences or diversity amongst the volunteer team or public.
Failure to turn up to shifts on time.

Breaches of confidentiality.

Failure to abide by policies, procedures, and code of conduct.

Failure to follow an instruction given to you by a member of the [Insert Locality] Community
Volunteers Team.

Failure to complete duties to a satisfactory standard.

Volunteer involvement will not be ended until the volunteer has an opportunity to discuss
the reasons for being asked to leave with the Volunteer Manager. When a volunteer is asked
to leave this will be communicated both in person and in writing to the volunteer. If a
volunteer is deemed to have behaved with extreme detriment to relevant policies &
procedures, to CVC or [Insert Locality] Community Volunteers, their respective reputations,
or to the health and safety of others, we reserve the right to end its relationship with the
volunteer with immediate effect. Otherwise, issues including disciplinary matters will be

raised with individual volunteers in the first instance by the Volunteer Manager.

71



Code of behaviour for volunteers

[Insert Locality] Volunteer Centre expect volunteers to abide by the following

practices:
Attitude

Volunteers are expected to engage with their colleagues and members of the public
in a positive manner. This is a key component of the role — interacting with the

general public.

A professional attitude in which the role comes first is expected and professional
courtesy must be practiced at all times. Dominant, aggressive, oppressive and
disrespectful behaviour are not tolerated and will be dealt with immediately.
Anyone, witnessing such behaviour should report it to the Volunteer Manager

immediately for further action.

Volunteers smelling of alcohol or under the influence of drugs (including alcohol) will
not be permitted to volunteer and will immediately be asked to leave by the
Volunteer Manager or Team Leader. Any suspicion of substance abuse should be

immediately reported to the Volunteer Manager.

Teamwork

Co-operation and teamwork amongst the volunteers, volunteer programme staff and
the public is required and encouraged. Volunteers are expected to volunteer within
a diverse team and be respectful of cultural differences.

Scheduling & Attendance

Volunteers are asked to schedule their shifts online, through their Community

Volunteers page on www.I-VOL.ie, the same platform used for the application

process. [Insert Locality] Volunteer Centre asks that volunteers are proactive in
signing up for shifts.

Basic steps to signing in for a shift online:
Go to www.I-VOL.ie
Click ‘Community Volunteers’ in the menu at the top of the page.

Go to the ‘Upcoming Roles’ tab to see roles you can sign up for.
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Click ‘See Available Shifts.’
Click ‘Sign Up’ beside the shift that suits you.

If you are unsure how to schedule your shift or you do not have internet access,
please contact the Volunteer Manager who will be happy to talk you through the

process over the phone.

Schedules are available on a first-come, first-served basis and we ask that

volunteers schedule themselves realistically i.e., when they know they are available.

If you are running late or cannot make it on the day please contact the Volunteer
Manager, using the mobile number that is supplied to you.

Clothing & Personal Hygiene

Community Volunteers T-shirts, sweatshirts, High-Vis vests or ID badges may be
provided. These must be worn at all times when volunteering with [Insert Locality]
Community Volunteers. Clothing worn under your apparel should be clean and tidy

at all times and volunteers should be mindful of personal appearance.

We strongly recommend that volunteers wear proper comfortable footwear and
clothes appropriate to the Irish weather. This will help to create a professional look

amongst the volunteer team.

Representing [Insert Locality] Volunteer Centre

When volunteers take part in a Community Volunteers role, they represent [Insert
Locality] Community Volunteers and [Insert Locality] Volunteer Centre. Volunteers
are not, however, spokespersons for [Insert Locality] Community Volunteers
programme or the organisers involved in any capacity beyond their volunteer role,
unless otherwise agreed. This includes, but is not limited to, statements to the media,
social media posts, joint initiatives with other organisations and agreements

involving contractual or financial obligations.

Self-Declaration

As a Community Volunteer [Insert Locality] Volunteer Centre asks you to declare
that there is nothing in your personal or professional history that makes you

unsuitable to volunteer or be in a position of trust.

Health and Safety

General
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The health and safety of all volunteers is our absolute priority. To this end, all
volunteers must abide by all health and safety guidelines, as directed. Some
basic health and safety guidelines are as follows:

Wear your volunteer apparel so you are always identifiable.
Bring your mobile phone with you and ensure it is fully charged.

In case of an emergency (where an incident requires an immediate Police / Garda
response) call 112 or 999.

Be prepared for all weather conditions.

Volunteers are insured for the agreed location, days and times only.

Do not administer first aid if you are not trained to do so.

Do not enter a confrontation of any form with any member of the public.
Ensure that you drink plenty of water and eat food before and during your shift.

Make the Volunteer Manager aware of any medical or health issues affecting you.

Personal Property

We strongly advise that volunteers do not bring any valuables with them on their
volunteer shifts. All mobile phones should be kept safe and hidden from view and
only used if really needed. CVC do not accept responsibility for any personal
property belonging to volunteers nor are we in a position to provide reimbursement
for stolen or lost personal items.

General Information

Volunteer Feedback Survey

The Volunteer Manager will distribute an online survey to evaluate the experience of

all individual volunteers. All volunteers are asked to respond to this survey.

Insurance

Insurance is provided by [Insert Locality] Volunteer Centre to cover all volunteering

carried out in line with instructions issued by your Volunteer Manager.

Reimbursement of Expenses

Unfortunately, we are not in a position to reimburse out-of-pocket expenses, travel

to/from the volunteer shift or overnight accommodation.
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Confidentiality

All information that is or has been obtained by you during, or in the course of your
involvement, or has otherwise been acquired by you in confidence, that relates
particularly to [Insert Locality] Community Volunteers, or that of others connected
with the programme that has not been made public by [Insert Locality] Volunteer
Centre, is confidential. Volunteers must not at any time, before or after the end of
their involvement with [Insert Locality] Community Volunteers, disclose such
information to any person without the written consent of [Insert Locality] Volunteer
Centre.

Volunteers are expected to exercise care to keep safe any documents or other
material containing confidential information, and at the end of your involvement with
the programme, or at any other time upon demand, return any such material in your

possession.

Personal Information

Volunteers can be confident that all information provided by them to [Insert Locality]
Volunteer Centre as part of the [Insert Locality] Community Volunteers programme

will be dealt with in accordance with Data Protection Policy and Data Protection Acts.

Copyright

All written material, whether held on paper, electronically or magnetically which was
made or acquired by you during the course of your involvement with [Insert Locality]
Community Volunteers Programme is our property and our copyright. Copyright All
Rights Reserved © 2022 [Insert Locality] Volunteer Centre. Copyright - All Rights
Reserved © 2022 [Insert Locality] Volunteer Centre.

Privacy Policy
Who has initial access to my information?

[Insert Locality] Volunteer Centre are the only organisation to have access to your
application information. We will share your name and contact details with
Community Volunteer Partner Organisations in order to confirm volunteer schedules
and/or in the event that contact tracing is required. We may need to forward your
name to Community Volunteer Partner Organisations for the purposes of obtaining
a travel letter/badge, in line with Government protocols, on assisting with “essential

services” during the COVID-19 public health emergency in Ireland. If we need to do
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this, we will inform all volunteers. We take this responsibility seriously and are

committed to protecting and respecting your privacy.

How is my information used?

We offer our user registration service to make it as easy as possible for you to apply
online for volunteering opportunities. We only process your personal data with your

consent for carefully considered purposes, it will only be processed to:
Assist you with your desire to volunteer.
Provide you with information about volunteering and our services.

Carry out research which helps us gain a better understanding of volunteering in

Ireland.
Improve our services to you.

Whenever we process data for these purposes, we will always keep your personal
data rights in high regard and take account of these rights.

What are my rights?

It is your information and at any time you can request access to and rectification or
erasure of your personal data. You can also request restriction of processing, or you
can object to processing. You also have the right to data portability which means
transferring it to another data controller. In addition, you can withdraw your consent
at any time. For more information on your rights, you can go to

www.dataprotection.ie

Who do | contact to make a request to?

You should contact [Insert Locality] Volunteer Centre for all data requests. Contact
details are on our website.

How long do you keep my information for?

We will only keep your data on our database for as long as needed i.e., until there is
no longer a need. You have the right to have your information deleted at any time -
please contract CVC if you wish to have your information taken off our mailing list.
Each time we contact you, you will be given the opportunity to notify us, if you want

it removed, or you may contact us directly about it.
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Will my information be shared with anyone else?

When you register your interest in volunteering with us your contact details (name,
address, phone and email) and skills information are stored in your application form.
This information you provide will never be passed on to a third party without your
permission unless we are legally obliged to do so. Your name may be forwarded to
Community Volunteer Partner Organisations for the purpose of reviewing volunteer
schedules. Should contract tracing be required, your contact details may be
forwarded to Community Volunteer Partner Organisations. Your name, if required,
may be forwarded to Community Volunteer Partner Organisations for the purpose

of obtaining a travel letter/badge.

What do | do if I'm not happy with how my information is being handled?

You should contact the Volunteer Manager or the Manager of [Insert Locality]
Volunteer Centre who will deal with your issue or complaint. If you are not happy with
the resolution you can lodge a complaint with the office of the data commissioner:

https://www.dataprotection.ie/

What else should | know?

Once you are registered with us you will occasionally receive volunteering
information from us by email or SMS text. You can also delete your profile and data.
You may also be contacted occasionally to complete a short survey on our services.

You can choose not to complete these surveys when you receive them.

About Us

[Insert Locality] Volunteer Centre is the one stop shop for volunteering,
providing services and supports for organisations and individuals in

the [Insert Locality] City and County Council area.

www.volunteer[insert Localityl.ie
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Appendix C- Sample topic guide

Community Volunteer Programme
Pilot Evaluation:

Focus Groups — Sample topic guide

Overarching research objective

The Think Tank for Action for Social Change (TASC) is an independent, not-for-profit think-tank
whose mission is to address inequality and sustain democracy by translating analysis into
action. We have been funded by the Department for Rural and Community Development
(DRCD) to carry out research into the Community Volunteer Programme (CVP) Pilot. CVP is a
national programme co-ordinated by Volunteer Ireland (VI), which aims to enable people to
greater and more diverse numbers of people to volunteer in response to emergencies (such as
a pandemic or local flooding) and local events.

Through this evaluation, DRCD are hoping to gain a better understand of the CVP Pilot and
investigate the extent to which the pilot is achieving its intended outcomes. In order to do so
we will be conducting research with a wide range of individuals who have been involved in
delivering the pilot at a local and national level. This includes interviews, focus groups and
surveys with staff from VI, local Volunteer Centres (VCs), Local Authorities (LAs), as well as
volunteers.

This guide is for VC staff to understand individuals' understanding of the CVP pilot, the
challenges involved in its delivery, its perceived impacts and recommendations for future
implementation.

The topic guide

Topic guides ensure consistency in data collection by outlining key issues to explore with each
participant. While they shape the interview content, they should be used flexibly and
responsively. The order of topics and time spent on each will vary between interviews or focus
groups. Qualitative research allows interviewers to delve into unexpected but relevant themes
that arise during discussions.

Preparing topic guides as short phrases rather than questions encourages interviewers to
formulate responsive questions and use terms tailored to the participant. Researchers will
decide what and how to follow up based on their knowledge of the research objectives.

Text in square brackets and/or italics represents notes for researchers
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Introduction
Introduce self and TASC
Brief introduction to study:

» TASC) is an independent, not-for-profit think-tank. DRCD have funded us to carry
out some research about the Community Volunteer Programme (CVP), which
Volunteer Centres have been involved in delivering.

* As you may be aware, CVP is a national programme co-ordinated by Volunteer
Ireland (VI1), which aims to enable people to greater and more diverse numbers of
people to volunteer in response to emergencies (such as a pandemic or local
flooding) and local events.

* We want to speak to you today about your views and experiences of the
implementation and delivery of the CVP pilot since 2021.

This research will explore:

» The implementation and set up of the CVP at a local and national level.

» Enablers and barriers to delivery of the pilot

* Your views about what went well and what went less well during the delivery of
the pilot

*»  What impact has the CVP had so far: for VCs and VC staff / volunteers /
volunteering in Ireland (locally and nationally)

» Any views on areas for improvement / recommendations for the programme /
improving volunteering in Ireland

Interviews will last up to 60 minutes and focus groups will last up to 90 minutes

Taking part in interviews is voluntary. You are free to skip any questions or bring the
conversation to a close at any time.

With permission interviews / focus groups will be audio recorded. Audio recordings and
interview transcripts will be stored securely and only members of the research team will
have access to the data.

Information from interviews and transcripts will be analysed into themes and summarised
by TASC into a report shared with the DRCD, which may include some quotes from those
who take part, but no identifying information (including, for examples names of individuals
or places) will be included.

Any personal or identifiable data will be removed, and the report will only include
research findings. It may be possible that individual views could be identified by others
familiar with your views. Though individuals will not be hamed, a high-level descriptor of
participant roles will be included, e.g. Volunteer Ireland Staff, Volunteer Centre Staff,
Local Authority Staff, or Volunteer.

At the end of interview / focus group, participants will be given the opportunity to redact
any information they do not wish to include as part of the report.

Any questions?

Are you happy to take part and be recorded?

Background and context

Aim: To understand the participant’s role and involvement in delivering CVP

Current role
Current role
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Overview of activities, responsibilities
Experience of working in volunteering

Role as part of CVP
[If not covered] Role as part of CVP

Understanding of CVP Pilot

Aim: to understand participants understanding of the CVP programme and its objectives

Key features of the programme

Main objectives of the programme

Role of differing stakeholders in delivering CVP [brieflyl
Understanding of the different models

Views on general need for CVP programme
Views on the rationale / need for the programme as a whole
Initial perceptions when participant first heard of programme
Work done by VC prior to CVP

Set up of programme

Aim: To understand process of programme set-up at a local level

Initial involvement

How VC first heard about programme - initial reactions
Reason for getting involved

Reason for choosing Full ER / full VIO service
Activities involved in set-up of programme

Overview of Setup

Support from VI during set-up

Training / resources shared at outset of programme
Other types of support

Engaging local stakeholders

Engagement from local stakeholders (e.g. LAs and VIOs)

Reasons local stakeholders have engaged or not engaged with the programme so far
o If this has changed over time, why?

Delivery

Aim: to understand participant’s experience of delivering the programme, including challenges
encountered

[Interviewer note: probe for difference between Full VIO Service and ER Service
throughout]

Overview of delivery
Activities involved in delivering CVP
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Onboarding volunteers
Process for onboarding volunteers
Any changes during the pilot? reasons why

Community volunteer roles

Types of roles that participants have been engaged
Involvement of local stakeholders in creating roles
Any changes during the pilot? Reasons why.

Managing /engaging volunteers
Role of VC/individual in engaging volunteers lincluding differences between ER and full
VIO servicel

Programme oversight

Management of programme

Understanding different roles within management/oversight of CVP, including@
o VI
o VGCs
o Steering group

Monitoring

Monitoring of key outcomes [number/diversity of volunteers onboarded/engaged]
Whether/to what extent monitoring approaches have been successful [including use of
softwarel

Whether/to what extent targets capture programme outcomes

Enablers and barriers

Aim: To understand the main challenges around implementation and delivery of the programme

Key enablers and barriers
Reflection on the main challenges for VCs / local stakeholders / volunteers
What has worked well / less well in overcoming challenges

Comparing programme models [e.g. Full VIO/ER servicel
View of the relative merits of the Full VIO or ER service

Key challenges associated with different models

Reasons for adopting initial model and [if relevantl reasons for switching models

Impacts

Aim: To understand perceived impacts of the programme from participants perspectives

Participant views of the impacts of the CVP pilot
Reflections on the impacts of the programme for VCs / local stakeholders / volunteers /
volunteering culture (locally and nationally)
o Any unintended outcomes (positive or negative)
o What has been most important
Any factors (positive or negative) that have impacted the programme’s effectiveness
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¢ Views on sustainability of the programme

o Recommendations
Aim: to explore key learning from the CVP pilot

. Recommendations for future delivery
e Lessons for implementing and delivering CVP
e Things that need to happen / be in place for the programme to be successful
o What is most important
e Appropriate future targets
e Any suggestions for improvement?

. Next steps and close
. Final closing comments - anything else to add?

e Ask participant if they are happy with the content of the interview / group discussion (or

if they would like to redact anything)
e Reaffirm confidentiality.
e Any questions?
e Thank participant

[End recording]

82



