
-:""   $1.25 

EM 8482 
MARCH 1992 

ADVISORY 
COUNCILS 

OREGON STATE UNIVERSITY EXTENSION SERVICE 



ADVISORY 
COUNCILS 

Greg Tillson, coordinator. Family Community Leadership 
Program and volunteer development specialist, 
Oregon State University Extension Service. 

These publications are available from Publications Orders, 
Agricultural Communications, Oregon State University, 
Admin. Services 422A, Corvallis, OR 97331-2119. For 
orders up to $3.50, please include 50e. For orders between 
$3.50 and $100, include 15%. For orders of $100 or more, or 
for 100 copies or more, call Agricultural Communications 
(503-737-2513) for a quote on reduced shipping and 
handling rates. 



TABLE OF CONTENTS 

Topic Page 

How to Use Publication    2 

Lesson Plan    3 

Introduction    4 

Workshop Goals, Expectations    5 

Council Defined    7 

Functions of Advisory Councils    18 

Balancing the Needs of Staff      21 

Dealing with Conflict    21 

Framework Needed to Support Advisory Councils       21 

Attracting Members    27 

Excellence in Non-Profits    27 

Strong Groups    27 

Bumblebee Hypothesis    32 

Council Effectiveness    33 



HOW TO USE PUBLICATION 

This publication has been designed to teach others about advisory councils.  It 
includes a lesson plan, leader's guide, set of handouts and worksheets, and masters for 
overhead projector.  The overhead masters can be easily reproduced on most copy 
machines. 

The workshop leader should have an easel with paper pad, adequate numbers of 
participant handouts and worksheets, overheads, an overhead projector, and a portable 
screen.  A workshop preregistration assists in preparing correct numbers of handouts. 

The lesson plan assists in guiding the workshop leader in designing the agenda. 
The leader may find it necessary to adjust the lesson plan due to a number of workshop 
variables (time restrictions, background and experience in working with the topic, specific 
group needs, etc.). The leader should be prepared, flexible, and excited about the new 
skills participants will take back to their communities. 



LESSON PLAN 

Equipment Needed: Easel with paper pad, marking pens, overhead projector, and 
screen. 

Material Needed:     Appropriate number of copies of participant handouts and 
worksheets. 

Topic Subjects, Activities, 
Discussion 

Pages 
Used 

Time 
Needed 

Introductory Case Study Council Focus 4 2 min. 

Workshop's Goals, Expectations Review five workshop 
goals. Display on flip 
chart paper and post at 
front of room. Complete 
exercise on expectations. 

5,6, 15 min. 

Council defined 
• What is a Council? 
• Definition of group 
• What staff provides 
• Staff effectiveness 
• Ineffective staff support 
• Advantages in partnering 

with a council 

Review materials as 
presented. 

7,8, 
9,10, 
11, 12, 
13, 14, 
15, 16 
17 

15 min. 

Functions of Advisory Councils 
•   Types 

Complete as assigned 18, 19, 
20 

10 min. 

Balancing the needs of staff 
• Volunteer staff 
• Salaried staff 

Complete as assigned 21, 22, 
23 

5 min. 

Salaried and Volunteer Staff's 
Rights and Responsibilities 

Complete as assigned 21, 24, 
25 

5 min. 

Dealing with Conflict Complete as assigned 19 5 min. 

Framework Needed to Support 
Advisory Councils 

Complete as assigned 21 15 min. 

Attracting Members Complete as assigned 21,26 5 min. 

Excellence in Non-Profits Complete as assigned 27,28 5 min. 

Strong Groups Complete as assigned 27,29 10 min. 

Bumblebee Hypothesis Complete as assigned 27, 30, 
31 

5 min. 

Council Effectiveness Complete as assigned Append! 
X 

Open 

 ' 



INTRODUCTORY CASE STUDY 

It was Monday afternoon, the first day of the annual conference. The annual conference 
was a once-a-year meeting of employees from throughout the state. Many small interest 
groups met to share program strategies and give direction to future programs. 

Let's take a look at a particular council meeting. The meeting was called to order-sort 
of. The purpose of the gathering was explained—somewhat. Most in attendance knew 
one another-at least by name, but not by assigned program responsibilities.  You 
guessed it!  The meeting went downhill from there. 

What happened? What went wrong? Where was the motivation to become a 
productive, hard-working, lively group that would help advise future program direction? 
Those are just a few of the questions that will be addressed in this workshop. 



WORKSHOP GOALS 

At the end of the workshop, participants will: 

1. Be able to define characteristics of a group and how these characteristics relate to 
operating an effective council. 

2. Become aware of what salaried staff contributes to a group or council. 

3. Leam the advantages and disadvantages of using an advisory council. 

Leam about the elementary functions of an advisory council. 

Leam about the working knowledge of organizational framework of an advisory 
council. 

Leader: Have participants complete exercise #1.  Follow directions on the exercise. 

Leader: As small groups share expectations, write them on a flip chart. Post them 
on the wall and refer to them during the workshop. Tell participants 
whether or not the workshop addresses each expectation or adjust the 
agenda to cover it. 



EXPECTATIONS TODAY 

In groups no larger than three people, develop a list of workshop expectations.  What do 
you expect to gain from this workshop on advisory councils?  Why are you here? 

Select a person to report to the large group three of your most important expectations 
and to introduce the group members. 

Expectations 

Small group participants 

_ __ ORGGON STATE UNIVERSITY 
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COUNCIL DEFINED 

Webster's defines a council as:  "A group elected or appointed as an advisory or 
legislative body." A council". . . assembles or meets to consult, advise, or discuss" a 
certain matter. 

What is a Council? 

Perhaps the first rule in developing an effective council is to remember that it is a group 
of people working together. Groups are dynamic. There is a set of complicated 
interactions, with individuals both inside and outside the group. Because a group is 
made up of a collection of individuals, it contains individual needs, identities, and 
interactions.  Groups tend to be self-regulating, need feedback, and need active 
interchange. 

Joseph Luft, author of Group Process, suggests that, by definition, groups have the four 
components. 

Leader: Hand out participant handout #1 and discuss the four components of a 
group. 



DEFINITION OF A GROUP 

1. Some interaction must take place. 

2. Some purpose or goal must be shared. 

3. Some differentiation of behavior or function must begin to emerge. 

4. There is more worth or value in being in the group than in being 
outside of it. 

_ __ ORGGON STATG UNIVGRSTTY 
fe» GXTCNSION S€RV1C€ Participant handout #1 



WHAT THE STAFF PROVIDES 

Staff must offer opportunities for the council to relate to one another, be properly 
motivated, have group successes, and provide defined roles for the council to be 
successful. 

Leader:      Handout participant handout #2. Discuss each point.  Spend some time 
discussing point #4.  Many times people do not know what role they have 
within the group. 

Leader:      Have the workshop participants take about five minutes, in groups of two to 
three, to brainstorm a list of council roles.  Have one person from each group 
share their list.  Explain overhead #1. 



WHAT STAFF SHOULD PROVIDE FOR COUNCILS 

1. Numerous opportunities to develop and secure group relationships.  Members 
must feel they are in a safe environment and that fellow members will not ridicule 
them for expressing their ideas and values. Until all members know one another 
lack of a safe environment may limit participation.  Make sure everyone is 
introduced, help them find out about each other (family, occupation, interests, 
expectations about their role in the committee, why they are serving on the 
committee, etc.). 

2. The proper motivation. Explain the importance of their involvement, what it will 
mean to the organization, community, and state.  Passion concerning their 
involvement is contagious. 

3. Councils gain confidence, competence, and satisfaction through accomplishments 
and success!  Prepare for and celebrate accomplishments.  (Why be part of a 
council that meets but never seems to do anything?) 

4. A defined role for the council.  Councils that have a highly defined role make 
progress, accomphsh tasks, and develop high self-esteem.  Since their role is well- 
defined, they are able to focus on critical issues having an impact on the 
orgamzation.  Meeting attendance, group member satisfaction, and efficient group 
process increase with proper understanding of roles. 

_ __ OReGON STATE UNIVERSITY 
&% 6XT€NSION SERVICE Participant handout #2 
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ALL GROUPS NEED 

1. Effective communication of pertinent information. 
The probability of success increases as the flow of 
information increases. 

2.     The opportunity to evaluate and analyze the 
information received. 

3. The ability to accept, reject, modify, or develop their 
own ideas concerning an issue. Ownership is critical 
to effective follow through and support. 

_ __ ORGGON STATG UNIV€RSITY Overhead # 1 
^^ GXT€NSION SGRVICG 
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Leader:      Explain participant handout #3. The handout summarizes the findings of 
the Implications of Volunteerism study on the Cooperative Extension Service 
(IVE). The IVE study was a five year nationwide study of the impact of 
volunteerism in Extension. Each state had randomly selected counties 
surveyed as to the working relationships between the paid staff and volunteer 
staff.  It found that volunteers asked Extension staff to keep three items in 
mind while working with volunteer advisory councils, master volunteers, etc. 

The third consideration suggests the need for feedback to volunteers on their overall 
performance. It is interesting to see that IVE found that feedback and suggestions for 
improvements ranked very low the question:  "What support do Extension volunteers 
recall?" Volunteers want feedback, and the study found that agents did not provide that 
feedback. 

Leader:      Discuss the material on overhead #2. 

Staff Effectiveness 

Leader:     The IVE study asked volunteers which characteristics the most effective 
agents used in their volunteer coordinating role. Volunteers responded by 
listing five characteristics.  Summarize overhead #3 for participants. 

Ineffective Staff Support 

Leader:     The other side of the question asks what ineffective characteristics staff could 
display.  FVE found that ineffective agents were described by volunteers in 
several ways. Use overhead #4 to highlight concerns. Use progressive 
disclosure. 

Advantages of Partnering with a Council 

Leader:     There is a variety of benefits in working with councils. Advisory councils 
contribute in many ways. Go to material on overhead #5. Use progressive 
disclosure. Now that advantages have been listed, let's look at potential 
disadvantages of operating with advisory councils.  Have participants 
brainstorm a list of disadvantages. How could you deal with each 
disadvantage to minimize its impact?  Provide time for feedback and 
discussion. 

12 



STAFF CONSIDERATIONS FOR WORKING WITH 
VOLUNTEERS 

Agents (Extension staff) were asked to respect volunteers as individuals. People 
come to Extension with different amounts of time, family demands, work 
demands, skills, and experience. 

2.        Agents (Extension staff) should develop and use good interpersonal relationship 
practices. Volunteers should be treated as a resource and not as a commodity. 
Qualities such as patience, cooperation, and good listening were mentioned as 
positive practices. 

3.        Agents (Extension staff) should guide volunteer activities. This is critical for a 
new volunteer. Volunteers requested explanations, leading rather than pushing, 
follow-up contact, "plain-talk," feedback on how they are progressing, examples, 
adequate resources, and subject matter training. Guidance is also enhanced by 
effective job descriptions, orientation, and explanation of duties and 
responsibilities. 

vv. ORCGON STATE UNIVERSITY _, , , „„ 
£y) GXTGN5I0N SeRVICG Participant handout #3 

13 



EXAMPLES OF STAFF SUPPORT OF 
VOLUNTEERS 

Areas In Which Agents Percentage of Volunteers 
Assisted Volunteers Remembering Assistance 

1. Information about Extension 76% 

2. Work descriptions 67 

3. Materials to use in your work 63 

4. Verbal and written thank you 62 

5. Individual assistance 54 

6. Training 53 

7. More challenging roles 51 

8. Tasks and talents matched 47 

9. Help in planning your work 47 

10. Feedback 46 

11. Suggestions for improvement 34 

.^OReGON STAT€ UNIV€RSITY Overhead #2 
&% GXTGNSION SGRVICG 
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AGENT EFFECTIVENESS 

1. Enthusiastic about the program and the opportunity to 
involve volunteers in activities. 

2. Presents volunteer activities positively.  Suggests ways 
that the volunteer experience helps the organization, the 
individual, and the community. 

3. Respects volunteers as individuals. 

4. Friendly approach. Volunteers can sense genuine 
interest in themselves as individuals. 

5. Remembers that volunteers work within limits. 

OREGON STATG UNIVERSITY 
£^> exTGNsioN SGRVICG Overhead #3 
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INEFFECTIVE STAFF SUPPORT 

1. Tried to do it all themselves. This may demonstrate a 
lack of trust in the volunteer's abilities. 

2. Did not involve leaders in giving program direction 
(told rather than asked). 

3. Disorganized. Volunteers were busy and did not 
appreciate disregard of their time and activities. 

4. Not easy to contact. 

5. Not open to "other" ideas. 

6. Lack of focus.  Some volunteers became frustrated 
because they were asked to do too much. 

, „ OREGON STATE UNIVERSITY _ 
(S » EXTGNSION SGRVICG Overhead #4 
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ADVANTAGES OF WORKING WITH A 
COUNCIL 

1. Councils can provide advice and direction for a 
significant amount of the organization's work. 

2. Members are able to become involved in group tasks for 
which they are particularly suited. 

3. Councils provide an environment for training new and 
emerging leaders. 

4. Councils draw on the experiences, ideas, and solutions 
of all members. 

5. They serve more people effectively. 

6. They provide a greater sense of commitment on the part 
of staff. 

7. They provide an opportunity for greater achievement of 
goals. 

8. They provide an opportunity to achieve greater 
community involvement. 

9. They provide greater access to community resources. 

Overhead #5 

17 
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Functions of Advisory Councils 

Leader: It is important to have a good understanding of the activities in which an 
advisory council is involved.  Delineating functions provides job 
descriptions. Job descriptions give guidance to support staff and advisory 
council members.  They highlight expectations and help eliminate potential 
conflict between the staff and advisory council.  Armentrout and Associates 
suggests three principles involved in organizing an advisory council.  Share 
these principles by discussing participant handout #4.  Although specific 
functions vary from one advisory council to another, there are some 
general functions to consider.  Overhead #6 gives a list of functions.  See 
if participants can think of additional categories. 

18 



PRINCIPLES IN ORGANIZING COUNCILS 

1.   The structure and membership of the council must serve the function 
for which the council was created. 

2.   The size of the council is related to its function: 

•    Policy-making requires a larger council because broad council 
interests must be represented.  (Increasing the size of the group 
tends to make it more difficult to sustain a sense of group 
togetherness and to avoid a feeling of isolation.) 

•    Problem solving and/or operational decision-making is more 
effective with a relatively small council. 

3.   Rotation of council members is desirable.  Regular and planned change 
in council membership promotes fresh ideas, yet preserves continuity. 

, „ OR€GON STATG UNIVGRSITY Participant handout #4 
fti5& eXTGNSION S6RVICE 
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COUNCIL FUNCTIONS 

1. Should be involved in implementing the functions 
legally mandated by the charter. 

2. Should advise personnel on program direction and 
implementation. 

3. Most will be involved in formation of policy. 

4. Assist in generating and mobilizing organizational 
resources. 

5. Provide advice on program changes. 

6. Be involved in monitoring the program they are 
advising. 

7. Assist salaried staff in recruitment, selection, 
dismissal, retention, and recognition of volunteers. 

8. Assist in program planning and evaluation. 

9. Publicly support and promote program(s) they are 
advising. 

10. Serve as an "ear" to the community. 

, ^ oRecoN STATC UNIVGRSITY Overhead #6 
(STS) GXTGNSION SGRVICe 

20 



Types of Advisory Councils 

Leader: There are four basic types of advisory council roles.  Support staff and the 
advisory council itself must understand and agree on their roles.  In some cases, the 
council will function in all four roles even during the same meeting.  It is important to 
recognize when the role changes.  Participant handout #5 outlines the four roles. 

Balancing the Needs of Volunteer Staff with those of Salaried Staff 

Leader: Working with advisory councils requires a dynamic balance among the 
needs of both volunteer and paid staff. Trust and credibility must be 
maintained from everyone's point of view. William Conrad developed a 
graphic model that outlines this concept.  Use overhead #7, which shows 
of his model. 

Tension continually changes because everyone grows with each interaction and 
experience. The three- sided triangle represents balance between salaried and volunteer 
staff. 

Salaried and Volunteer Staffs Rights and Responsibilities 

Leader: An advisory council to the Oregon State University Volunteers-In- 
Partnership (VIP) program developed the following list of rights and 
responsibilities for volunteer and salaried staff. 

Hand out both pages of participant handout #6.  Discuss the items that 
participants are most concerned about. 

Dealing with Potential Conflict 

Remember two principles when dealing with escalating conflict in an advisory committee 
setting.  Firstly, different should not be considered wrong.  Secondly, make sure you do 
not judge unfairly. Attempt to keep everyone from judging and help them use 
differences to increase awareness.  Make sure the minority voice is protected.  Many 
times it is that minority voice that keeps advisory groups from acting too hastily, thus 
preventing disastrous consequences. 

Framework Needed to Support Advisory Councils 

Advisory councils need good staff support and effective leadership to survive. 

Leader: Ask participants to complete exercise #2.  Allow ten minutes.  Then 
discuss each question.  If any questions were answered no, how could they 
be changed to yes? 

21 



COUNCIL TYPES 

Policy formation:  Setting a specific course of action, given a set of 
circumstances.  Webster's defines policy as:  "A definite course or 
method of action selected from among alternatives and in light of given 
conditions to guide and determine present and future decisions."  The 
committee is actively involved in determining the policies. 

2.   Advisory:  The major function of the group is to give advice on specific 
programs. 

Planning and implementation:  Planning and implementing programs by 
clearly defining the role of the council and their part in implementing 
different phases of the programs. 

4.   Combination:  Many times a council must serve in all three capacities. 

Source:  The Effective Voluntary Board of Directors 

_ -_ ORGGON STATE UNIVERSITY Participant handout #5 
<*:» GXTGNSION SGRVICG 
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BAUVNCING THE NEEDS 

Dynamic 
Tension 

Salaried 
Staff 

Volunteer 
Staff 

Source:  William Conrad 

, ^ OREGON STATE UNIVERSITY 
^^ eXTGNSION S6RVIC6 Overhead #7 
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VOLUNTEER RIGHTS, RESPONSIBILITIES, AND 
BENEFITS 

Volunteer staff has the right to: 

Have rewarding, suitable jobs with clear expectations and support. 
Be provided with orientation, training, support, supervision, and evaluation. 
Be kept informed. Be listened to by faculty. 
Be trusted and respected by faculty and co-workers. 
Be appropriately recognized for effort. 
Be treated as a co-worker. 
Be valued as a person capable of unique contributions. 

Volunteer staff has the responsibility to: 

Accept assignments suited to personal interests, talents, and skills. 
Participate in orientation and training programs. 
Learn about Extension policies, programs, and people. 
Uphold policies of the OSU Extension Service. 
Act in a professional manner, which includes respecting confidences. 
Be accountable to and supportive of Extension when involved in Extension work. 
Complete assignments. 
Participate in staff and program evaluations. 
Be willing to use and teach new ideas. 

Benefits for volunteer staff: 

• Receive help in reaching personal goals. 
• Increase leadership ability. 
• Participate in training and learning opportunities. 
• Know efforts are helping others.... bettering families and community. 
• Gain recognition through cooperative effort. 
• Increase self-confidence by sharing program responsibility with agent and other 

volunteers. 
• Develop lasting friendships. 
• Receive community recognition as an Extension volunteer. 

._. OREGON STATE UNIVGRSITY Participant handout #6 
(£% EXTENSION SERVICE 
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SALARIED STAFF RIGHTS, RESPONSIBILITIES, 
AND BENEFITS 

Salaried staff has the right to: 

• Receive philosophical support and financial resources necessary for quality work from 
Extension administration. 

• Have volunteer service management recognized as a legitimate job function. 
• Receive training for working with volunteers. 
• Hire and terminate volunteers. 
• Be kept informed by volunteers. 
• Be trusted by volunteers. 

Salaried staff has the responsibility to: 

• Support and direct volunteers. 
• Expand service through volunteers. 
• Communicate expectations and responsibilities to volunteers. 
• Respect volunteers and provide opportunities that encourage personal growth. 
• Develop job descriptions and contract agreements. 
• Provide adequate orientation, training, supervision, and evaluation of volunteers. 
• Place volunteers in roles suited for them. 

Benefits for salaried staff: 

• Receive merit recognition for quality management of volunteer services. 
• Acquire fresh ideas through collaboration. 
• Gain satisfaction from reaching more people through volunteer efforts. 
• Experience an enhanced professional role. 
• Increase understanding of the community and clientele. 
• Gain access to more community resources. 
• Develop lasting friendships. 

_ __ OREGON STATE UNIVERSITY 
^^ EXTENSION 56RVICG Participant handout #6 cont. 
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ORGANIZATIONAL FRAMEWORK 

Answer the following questions about the advisory council for your organization. 

Yes No 
       1.      The organization acts as if it is important to work with and 

support advisory councils. 

2.     The following are clearly defined: 
    a.      The overall function of the advisory council. 
    b.     The expectations of volunteer staff. 
    c.      The expectations of salaried staff. 
    d.     What it means to succeed (the criteria for an effective 

advisory council). 

       3.     The organization has well-defined expectations for the 
relationship between salaried and volunteer staff. 

       4.      The council's function is clearly defined regarding policy 
setting, advising, planning and implementing. 

       5.      Everyone understands who is responsible for implementing 
advice. 

       6.     Everyone understands what happens when advice is not 
followed. 

       7.     Organization committed to providing enough salaried staff 
support for council activities. 

       8.     Organization has a defined process for recruiting, selecting, 
and training council members. This includes selection 
criteria, recruitment plans, orientation, recognition, 
continuing education, performance standards, and perhaps 
termination procedures. 

       9.     Organization has concise bylaws. 

>«. ORCGON STAT6 UNIVeRSITY _ „_ 
<S» GXTGNSION SGRVICG Exercise #2 
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What Attracts Members 

Leader: Share overhead #8. These are not just statements, but foundational 
principles that should be used in establishing and working with advisory 
councils. An advisory council has a dynamic nature rather than being 
static or status quo. A certain amount of maintenance is required in any 
conforming to the organization, but do not let maintenance be the driving 
force. Be creative and think of ways to keep the advisory council lively 
and inspired. 

Excellence in Non-Profit Organizations 

Leader: Research by Independent Sector on effective leadership and management 
found that excellence in non-profit organizations was characterized by five 
elements.  Discuss overhead #9.  If participants currently serve on a 
council, ask if these elements are present.  If not, why not? 

Factors That Contribute to Strong Groups 

Leader: Research shows that at least seven factors influence group strength. 
Discuss handout #7. 

It is possible that some groups with poor group strength continue to function on the 
strength of former days.  If the group has become institutionalized, it operates routinely 
rather than with new and vibrant ideas. 

Leader: Those who work with groups should consider the following factors in 
developing group strength.  Review overhead #11.  Use progressive 
disclosure. Summarize the workshop by reading the story by Joseph Luft 
concerning bumble bees. 

Leader: Appendix material could be used in self-evaluation of a council. The 
National 4-H Foundation produce this material in a project founded by 
the Kellogg Foundation.  It provides a good summary of components that 
need to be evaluated in council effectiveness. 
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MISSION VERSUS MAINTENANCE 

Members are attracted to: 

A vision, not tasks 
Achievement, not problems 
Momentum, not maintenance 

Or, to put it another way: 

mission motivates — maintenance kills 

Source:  William Conrad 

,„ OREGON STAT€ UNIVGRSITY ^ 
&» GXTGNSION SERVICE Overhead #8 
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ELEMENTS FOUND IN NON-PROFITS 
THAT DEMONSTRATE EXCELLENCE 

1.   There is a sense of mission. 

2.   There is an individual who truly leads the 
organization. 

3.   There is an involved and committed volunteer 
board. 

4.   They can attract financial and human resources. 

5.   They operate programs that support the 
organization's mission. 

Source:  Independent Sector 

/, Overhead #9 
>« OR€GON STAT6 UNIVERSITY 
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BUILDING A STRONG ADVISORY 
COUNCIL 

1. The group meets personal needs.  Many times people are attracted to groups 
because of what the group can do for them. 

2. Other factors being equal, the size of the group has a great influence on its 
cohesion. The ideal size for cohesion is somewhere between five and thirteen 
members. Size determines participation, and it has been found that increased 
participation leads to increased satisfaction. People soon fall away from a group if 
they feel they cannot participate effectively. 

3. Geographical location of group members influences group strength. If group 
members are separated by great distances and interact only occasionally, the group 
may not be as cohesive as desired. 

4. Leadership style of the chair, support staff, and group members has a great influence 
on cohesiveness. Research has found that most people desire a facilitative, 
participative style of leadership. An OSU Extension Leadership survey found that 
Extension staff desired the following behaviors in their leaders: 

a. Sense of direction 
b. Integrity 
c. Vision 
d. Decisiveness 
e. Willingness to involve others 
f. Ability to delegate responsibility 
g. Self-starter 

5. Internal competition can cause conflict, jealousy, etc. Working on common goals 
brings a sense of oneness and mutual support. When competition comes from 
outside the group, it has a tendency to produce group solidarity. Outside 
competition is useful in developing group cohesiveness. 

6. Group cohesiveness increases if the group has its own identity or feels special. A 
uniform, name tag, news releases, certificates, special meeting room, or any other 
activity that helps the members feel unique contributes to group strength. 

7. Attractiveness of the group increases with the level of difficulty required to attain 
membership. If everyone can be a member, why join? 

_   ' OR6GON sTAre UNIVERSITY Participant handout #7 
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GROUP STRENGTH 

1. Members are attracted to a group because of specific 
personal needs. 

2. Members and leaders must understand their roles and 
how they can contribute to group goals. 

3. Group norms and standards of operation have to be 
established.  Everyone should agree on the goals and 
objectives. 

4. Groups must have some successes or interest will 
deteriorate. 

_-_ OR€GON STATE UNIVERSITY ^ 
GJ£y> eXTGNSION seRVICE Overhead #10 

31 



THE BUMBLEBEE HYPOTHESIS 

Joseph Luft, in his book Group Process: An Introduction to Group Dynamics, uses a 
wonderful story comparing bumblebees and groups. He shows that, in spite of conflict, 
stress, and confusion, bees can fly in groups. 

"Engineers once studied the bumblebee to see why it could fly. In this tale, 
aeronautical engineers carefully examined the wings and the body parts and took 
note of size, shape, and mass. After a thorough analysis, they agreed 
unanimously that, according to the laws of aerodynamics, the bumblebee could 
not fly. 

Groups are like bumblebees. Communication is frequently distorted.  Illusions 
and multiple invisible loyalties make coordination unlikely.  Conflicts sap their 
strength. Their large mass drags. Groups cannot get off the ground; they 
cannot fly.  Group life is impossible, according to scientific analysis. 

But bees do make honey and artful honeycombs and wax.  And they pollinate 
flowers. And yes, bees do fly. 

Human groups also thrive despite gravity and entropy. Groups nourish life, and 
although some are known to be inefficient and at times combative and 
destructive, others are busy cross-pollinating ideas or harvesting rice. At this 
moment, a group somewhere is rehearsing a symphony by Mozart." 

Council Effectiveness 

The appendix is designed to help councils assess their overall effectiveness.  Existing 
councils may want to use the tool to evaluate their current effectiveness. Those 
interested in establishing new councils may want to use it as a checklist to determine 
preparedness. 
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Appendix: 

Assessment of Council Effectiveness 
Mark whether they are: 
F = Fully in place 
P = Partially in place 
N = Not in place 

Elements of Effective Councils 

1. Staff values councils and makes developing them a high priority. 

2. The organization's administrative leadership values councils and 
makes them a high state priority. 

3. Salaried staff values volunteer involvement as a resource on a 
council and makes encouraging and developing it a high priority. 

4. The organization's administrative leadership values volunteer 
involvement as a resource and encourages it. 

5. The organization's leader supports the time that salaried staff 
spends working with councils and includes it in the performance 
evaluations. 

6. A common glossary and language for work is established for both 
salaried and volunteer staff members. 

7. The reasons people volunteer are understood. 

8. Situations that attract volunteers are recognized and understood. 

9. The concepts of delegated responsibility and accountability are 
accepted and understood. 

10. The concepts of motivation, leadership, and management are 
accepted and understood. 

Administrative Elements 

1.  Work for the organization or program is clearly identified. 
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2. Salaried staff and council members share a vision of how our 
country will be different and better because of the work. 

3. Strategic plans to bring the organization's vision to reality are 
available in written form. 

4. The function of each council is clearly identified, understood, and 
accepted by both the volunteers and salaried staff. 

Management Elements 

1. Volunteers serving on a council know who appointed them. 

2. Members of a council know that they can meet with the 
appointing authority for differences of opinion that require 
mediation. 

3. Members of a council know how they relate to the administrative 
and program structure of the organization. 

4. Adequate resources exist to support council operations. 

5. The council is structured effectively to manage or accomplish its 
delegated work. 

6. The structure and organization of a council is based on what 
works for the group rather than a preestablished model. 

Monitoring 

1. The performance of each volunteer and salaried staff member of 
a council is evaluated annually. 

2. If a volunteer's performance, warrants termination, their 
appointment is terminated. 

3. There is a reorientation system to update those whose service has 
been interrupted. 

4. There is an established system to orient new volunteers and staff 
to council processes. 
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N 

Staff Knowledge and Skills 

1. Salaried staff has appropriate knowledge and skills for working 
with a volunteer council. 

Chairman Attitude. Knowledge, and Skills 

2. The chairman of a council has a positive attitude toward the 
contribution and value of the group. 

3. The chairman of a council has a complete, holistic view of the 
organization and the programs to which it relates. 

Empowerment 

1. Volunteer members of a council are empowered to carry out their 
delegated assignments. 

2. Written guidelines are established to describe the responsibilities 
and limitations of a council. 

3. Volunteer members of a council are accountable for the 
responsibilities assigned to them. 

4. Periodic differences and disagreements between volunteers on a 
council are viewed as necessary and desirable and are 
satisfactorily resolved. 

5. The council is willing to discuss and act on controversial issues. 

6. Meetings of a council reflect free and wide-ranging discussions, 
full participation, and respect for different opinions. 

7. Volunteer members of a council, who occasionally find themselves 
in the minority, accept and support the majority positions as they 
remain a part of the group. 
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8. Members of a council accept other members, appreciate their 
strengths, and understand their limitations. 

9. Volunteers on a council are able to effectively communicate with 
other members, giving full respect to and understanding their 
experiences and values. 

10. Periodic disagreements between salaried staff and volunteer 
council members are viewed as necessary and desirable and are 
satisfactorily resolved. 

11. Individual volunteer members of a council do not attempt to 
represent the group outside of their own meetings without the 
sanction of the group. 

12. A written document clearly states the: 

a.     Function of a council. 

Expectations of the volunteers on the council. 

Characteristics of effective council groups. 

Functions of salaried staff in support of the council. 

b. 

c. 

d. 

e. Types of policy which a council group is authorized to 
make. 

f.      Expectations for the council group to implement the policy 
they make or the advice they provide. 

Section III:   Framework and Legal Factors 

1. The legal and liability responsibilities of a council are clear to the 
members of the group. 

2. In the case of a council whose advice is rejected by its appointing 
authority, the procedure for appealing to a higher authority is in 
written form. 
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3. The council is informed about the outcome of advice. 

4. Identifying and recruiting volunteers for the council is based on 
what work needs to be done. 

5. A written set of bylaws is on file and periodically reviewed. 

6. A council at work: 

The length of a member's term is clearly stated. a. 

b. 

c. 

d. 

e. 

The number of members needed for a quorum is clearly 
stated. 

A method of group decision-making is established. 

The process for selecting the council's leader is in writing. 

Minutes are recorded. 

Meetings: 

a. The number, frequency, and length of regular meetings is 
established. 

b. The decision-making process is known and understood by 
all members, i.e. consensus, majority vote, etc. 

c. The process and responsibility for setting and amending the 
agenda are established. 

d. The members of a council are informed about the agenda 
and receive supporting data a reasonable amount of time 
prior to meeting. 

e. Meetings are conducted by the chairperson in a manner 
that encourages active participation by all members. 

f. Vacancies on a council are filled as quickly as possible and 
according to the procedure in the bylaws or other 
established procedures. 
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g.     A clearly defined information and communication process 
is established: 

1. Internal to the council 

2. Between salaried staff and volunteers 

8. Orientation, continuing education and recognition: 

a. Orientation, up-to-date information, and training are 
regularly provided for: 

1. Council members 

2. Council chairpersons 

3. Salaried staff responsible for councils 

b. A system and procedure for recognizing the contributions 
of volunteer members of councils is established. 

c. Positive program accomplishments are appropriately 
recognized or acknowledged on a regular basis by a 
representative of the appointing authority or sponsoring 
organization. 

9. Committee organization and work: 

a. The work or task of a committee is in writing when is 
appointed. 

b. Activities relate to work to be done. 

c. Timelines are established. 

d. Procedures for reporting committee work to others are 
established. 

e. Committee chairs are selected from willing and capable 
people. 
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f. Committee chairs are provided with appropriate training. 

g. Committee chairs are evaluated on their performance at 
least annually. 

10. Council Group Operations 

a. Decisions or recommendations are made by the council as 
a whole rather than by chair, subgroup, or executive 
committee. 

b. New and innovative ideas are discussed with a spirit of 
openness and substitute enthusiasm. 

c. Salaried staff shares relevant information with the council 
even though it may reflect negatively on staff work. 

d. Routine matters are handled without unnecessary 
discussion. 

e. Regular assignments are carried out: 

1. Accomplishing the council's objectives. 

2. Effectiveness of the group's operation and work. 

3. Efficiency of the group's operations and work. 

f. The work of the council is communicated regularly to other 
relevant council groups. 

g. Potential for cooperation and collaboration with other 
council groups is assessed regularly. 

h.     The council has a good relationship with salaried staff. 

i.      Officers' responsibilities are clear. 

Source: Material produced through the Kellogg Foundation Project:   Volunteers for the 
Future, National 4-H Foundation, Washington, D.C. 
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