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Abstract

The goal of this project was to strengthen and structure the volunteer progralleraComunidad La Goycallowing for
organizational growth and longevityhe team collaborated with staff and volunteers at La Goyco, a nonprofit community center in
Santrce, Puerto Ricproviding social services and cultural, health, and environmental initiatWesolunteered at La Goyto
better understand the volunteer experience. We created the Welcome and Greeting Package to inform volunteers of gaportunities
Volunteer Management System to track and store data; and Business Partnership Resources to encourage community.collaboratio
These tools are intended for use by La Goyco and other community centers to improve volunteer orientation and intégration, da

tracking, and business outreach.
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Executive Summary




Non-Profit Organizations

Non-profit organizations are unique operatidhatfrequenly rely on volunteers (Oostlad et al., 2014)These community
based organizations (CBOSs) can provide vital resources to local \Afedsng with volunteers allows these organizations to provide
services andpportunities to the community thaightot her wi se not oder Hela,sd bh ed.()AVoTheatl e
benefitsfrom havingeffectivesystemdo organiz and track volunteers, whiaften requires significant effort and resources. In
Pueto Rico,manynonprofit organizationare incommunity centers that suppdine wellbeing of residents on the island (Pérez
Figueroa, 2022)Many resident®n the island face political and economic hardships and disaffection from governments ttregtrtead
to create their own support systewigh civic leadergPérez Figueroa, 2@2. Difficult circumstances and limited resourteave
manyPuerto Rican community centeediant onan effective volunteer program.

Taller Comunidad La Goyco

The San Juarrommunity of Santurce was dealing with severa
social and economic issues whialler Comunidad La Goycopened
its doors in 2020Residentxontinue tosufferfrom poverty,
unemployment, andisplacemen{Donnelly-DeRoven, 2019M.
Reyes, person@lommunication, March 13, 2023 group ofactivists
in Machuchal, a neighborhood im&urce, establigidLa Goycoto
focusonthethree pillars of community wellbeingulture health, and
theenvironmentThe associabn hosts wrkshopsn plenamusic, ]
therapy, and a community gard&Hith the organization's broad range
of services, mamang and tracking volunteelmsbeena difficult task
(M. Reyes, personal communication, March 13, 2023)

Figurel: Photo ofTaller Comunidad La Goyca
March 2023.
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Volunteer management is essential for voluntessedorgankations angrograms to ensure the effective delivery of activities
and serviceOrganizations with formal volunteer programs are more likelseport high levels of volunteer participation, retention,
and satisfaction (Schlachter, 2023frong levels bvolunteer participation were recorded by 70% of organizations with established
volunteer programs, compared to only 55% of organizations wiifbomal volunteer program&chlachter, 2021). These statistics
demonstrate thenportance otolunteer manageentstrategies ttelp attracandretainvolunteers.

Small nonprofits can track volunteer activity more efficiently, increase the effectiveness of their efforts, and enhance the
volunteer experience with the aid of a wedisignedligital volunteer maagemensystem Non-profit organizations that invest in
techbasedvolunteer managemesystemsare more likely to have largerimpact on their communitie@rganizations are 83% more
likely to report increases in the quality of their programs and ssrvihien they use technology to managjenteers. A devoted
volunteer base can help small pamofits grow volunteers whdeel involved are more likely toontinue to volunteer an
organization over timeStanford Social Innovation Revie®013).1t is critical for small norprofits to havea welldesigned volunteer
management program.

Figure2z Vol unteers at La Goycobds Saturday Wo
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There are various pathways a volunteer can take to support@ofttr(Mukwashi et al., 2018)Figure3 modification of
United Nations Volunteerismdport).This graphic is a modified version of the one publiciagdhe United Nations Volunteers in
the report. The first layer near the center identifies both formal and informal volunteers. Formal volunteers are peoplatetio
for nonprofit orgargations, whereas informal volunteers perform services that mdbhud are not limited to, helping a relative, close
friend, neighbor, etc. with a simple deed. The next layer highlights whether the voluntesitesmmremote. While many people
assumevolunteering is only irperson, the report identifies that thare hundreds of volunteer services that can be done virtually,
particularly in fiareas | ike helabithdiamgo me9di ci mal VYohelutdt ¢ ®mn
ring identifies local, district, national, and internationalunteers Defining Volunteersn.d.;Virtual Volunteer Opportunities

VolunteerMatchn.d.).

Volunteer
3

Figure3: Different types and configurations of volunteerism in communities (Mukwashi et al., 2018).
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Implemening volunteer managemeasystemdaspreviouslybeen studiedor non-profitsin Puerto RicoThese systems can
be computer or papdrased depending on the organizadie r e s 0 u r clre2021,aamprojechcendutted by students at
Worcester Plytechnic Institute (WPI) worked to strengthen the volunteer program at the3C&aDoganizationby creating a
personalized volunteer managemsygtem YMS) (Jayne et al., 2021y olunteermanagement systersaneitherbe rackedby hand
or with computerbased softwaréd hey noted that many commerc@mputerbasedvolunteer management systems were
prohibitively expensive and opted to develoguatomdigital solution. Tle Cafid3.7 systemwas designed tvack the number of
volunteers, identify those witthe most hours, and produce graphs for sponsoring organgzadiatilize in reports and grant
applicationsThis programhas a free and a paid version tbasts$10 per month for an administrator to manétgy/ne et al., 2021)

Volunteer managersrid to rank comfort with digital tools significantly lower than general volunteer management skills. This
establishes the importance of choosing a volunteer management system that is affordable and technologically accessible for an
organzation the size ofa Goyco (Kappelides & Johnson, 2020). Such a system must also be scatagbnesations expand
suppat local communities.

This project will supporTaller Comunidad La Goyada further developing their volunteer program to encourage individuals
to participate incultural health andenvironmentainitiatives. The teamworked closelywith. a Goy c o6 s E xMariana i v e
Reyes, the staff of La Goyco, and their volunteers to understand their nBedshieve this goatheteamanalyzel the curent
system La Goyco uses to manage their volunt@atherstrengthenetl a G o greeting and welcomingf volunteersdeveloped
aviable VMSto accurately storgolunteer datandcreatednaterials to use to partner with local businesses
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Mission, Objectives and Methods

Mission Statement:

Our project goal was to suppdraller Comunidad La Goyado strengthening theirolunteer program which provides the
community with health, environmental, and cultural initiatives. To accomplish thisgoaldve r e s sed L a
management and business partnership programs. To do this we pursued the followingesbjectiv

Methods:

We utilized a variety of methods atalachieve our six
objectivesthe team begaengaging in key informant
interviews andparticipating in volunteering opportunities
understand the volunteer experience at La Goybth this
information, the team began poototype and testhe
Welcoming and GreetinBackage anddapt the digital
volunteer management system crddig the Cano 3.7 IQP
group in 2021The team conduedusertestingto further
developthe VolunteerManagemen®ystemandconvereda
focus group for designing our Partnership ResoBakage
Lastly, the team worked to initiate volunteer opportunities a
La Goyco for WPI students.

Goycobs

OBJECTIVE 6

Initiate
volunteer
opportunities
for WPI
student cohorts
at La Goyco.

Objectives ........................

OBJECTIVE 4

Adapt and
implement a
volunteer
management
system for La
Goyco

OBJECTIVE 2

Analyze La
Goyco's current
volunteer
program.

Figure4: Ourprojectobjectives.
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Findings

We collaborated closely with fiveformantsat La Goycoffigure5). Thes e member s of
manyresponsibilitiesand their currenday-to-day tasks are dynamic and changing due tgtbeth of La Goyco.

L a

Key Informants

Mariana Reyes

Executive Director

* Oversees La
Goyco's
operations

Eunice Jiménez
Emmanuelli

r

General
Coordinator

I

» Technical
Support
« Content creator

Johanna
Dominguez

Community
Programs
Coordinator

+ Oversees volunteer
involvement and
engagement

Ricky Otero
Garabis

Head of
Maintenance

¢ Day to day
maintenance

» Directs Saturday
Brigades

Iliana Garcia

Community
Liaison

¢ QOversees library
volunteers

« Community
outreach

Figure5: List and roles of key informants.
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After spending seven weeks

i mmer sed

n

L a

Goycabs

vol un

communicating with administrators, and connectiiilp the residents of Machuchal, we arrived at a series of findings specific to La

Goyco, but also applicable to other organizatidfigure6).

Finding 1
La Goyco's

organizational structure

is shifting towards a
more professionalized
operation.

Finding 2

La Goyco did not have
a defined or structurad
volunteer program.

Finding 3

La Goyco's volunteers
are autonomously
motivated.

Finding 4
The importance of
feedback from
volunteers and
administrators is

crucial to developing
an effective volunteer

program.
Finding 6
La Goyco could benefit
. . from resources to . we
F mdmg 5 connect with Flﬂdlﬂg 7
R e e businesses and partner
clear instructions when wlthdthm:n[thruugh Gatting \"I!fPI students
the user has no prior . nn::rash?ns.an d 'P‘.‘rgl?d bl
knowledge of the P tI='5. |1I=I|:I'I |i|I |:r:s was maore
subject provide clear events. difficult than expected.
instructions.
Figure6: Our teambs findinges from this

project
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Finding: La Goycods organizational structur ¢

operation.
1 The operations of La Goyco are changing to become more defined and structured.
1 La Goyco is continuing to hire additiorsthff members tsupport thai expanding program.

Finding: La Goyco did not have a defined or structured volunteer program.

r el

1 La Goyco needed formal systems to support new and recurring volunteers and to expand volunteer opportunities.
1 La Goyco did not have a directory or system técavme or direct volunteers when they arrive.
1 The libraryhas the most structured volunteer pang at La Goyco.
1 Head of Maintenan¢®icky Otero Garabjsioes not wuse any for mal met hods to
new volunteers &he Saturday Brigades.
T Participation in La Goycods programs revealed how
Finding: La Goy catanemowsly maiivatece er s ar e a

1 Volunteers at La Goyco exhibit autonomous motivation as opposed to contnollieetion for their work.

Finding: The importance of feedback from volunteers and administrators is crucial to
developing an effective volunteer progran.

1 Itis important to appeal to volunteers in the presentation of the welcoming information.

1 Itis important to consider the placement of welcoming information on printed posters.

1 The length of the process of filling out the Google Form dictates how willing volunteers are to complete it.
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Finding: In manuals, assumethe user has no prior knowledge of th subject
1 Itis difficult to create effective user manuals that can be usedsa variety of languages for a variety of individuals,
including facilitators and trainees.
1 Provide clear written instructions and strong visuals in any manual.

Finding: L a Goyco could benefit from resources to connect with businesses grattner with

them through donations, sponsorships, and events.
1 La Goyco did not have a structured approach to partnering with surrounding businesses.
T The order of the RBasuness Packnangesdshpresent ddonnecionwitha i mp
business.

Finding: Getting WPI students involved in volunteer initiatives was more difficult than
expected.
1 We found that simply sending out volunteer opportunitethe WPI cohort was not enough to get them involved at La Goyco.
1 A relatively more effective approach to reaching the cohort was to use the shared Outlook calendar, shared Excel spreadshe
and to send out reminders the evening before a volunteer oppptaok place on WhatsApp.
1 The signup sheet in the Excel spreadst was underutilized by members of the cohort.
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Findings based orPhysical Recruitment Methods

I n our efforts to str engtehutlirdthedive ghysica appreachesad recruiting eew vojumteerg r a n

Thee includefundraisers, facéo-face conversation, communigyvareness days, collaborations, and posters/sidragee?7). By

experimenting with these fivepproachesye were able tdevelop twadeliverables: Th&usiness Partnership Resource Package and

The Welcoming and Greeting Packdgeure?).

Physical

Fundraisers, Face-to-face
Conversation, Community Methods

Awareness Days, and
Collaborations

Posters/Signage

« Deliverable:

* Welcoming and Greeting Package

* Findings:
* Deliverable: * La Goyco did not have a defined or

* Business Partnership Resource Package structured volunteer program.

« Finding: » The importance of feedback from

« La Goyco could benefit from resources to volunteers and administrators is crucial to

connect with businesses and partner with developing an effective volunteer

them through donations, sponsorships, program.

and events.

Figure7: Teamdeliverables anfindingsbased a physical methods for recruitment
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Qutcomes an®Recommendations

Qutcomes:

We developed foumajordeliverablego enhance La Goyco's volunteer program and business partraugie@ch The
Welcoming and Greeting Packageomprisedf a range of posters and signagéitate andstreamline the @uitment/registration
process of new volunteers. For the Volunteer Management Systemi|izezl Retool software to manage andabize internal trends
in volunteer efforts. Additionally, we produc#tk Volunteer Management Systems for N@rofitsuserguideto supplement the
VMS and assist La Goyco's administration in software usage and troubleshooting. Lastly, the Busineskip&é&saurce Package
was created to aid in local business outreach.

Volunteer
Management System

Welcoming and

Volunteer Management Business Partnership Outreaching Volunteer

Greeting Package

System User Manual Resource Package Opportunities to Cohort

* This package includes a * LaGoyco's VMS * This manual provides a + This package is a binder * We tested two systems, a
poster displaying La incorporates a Google comprehensive guide on containing documents and shared Excel spreadsheet
Goyco's volunteer interface linked to how to use Retool software resources that facilitate local and a shared Outlook
opportunities and a QR Retool software, to implement a VMS for Gisont aciapiin, calendar, to comemnicate

) . non-profits, including a case It includes a portable
code linked to a utilizing two QR _ i o volunteer opportunities at
) o A study of its successful presentation for pitching
BTN on ¢ implementation at La possible partnership =l

« It also contains physical Forms for new and po— opportunitics in cveats, * The Excel spreadsheet
registration forms, recurring volunteers to « It discusses the features of sponsorships, donations, and displayed a weekly
volunteer profiles with gather information via the VMS, such as data community collaboration. schedule of events, and
photos and descriptions, questionnaires. collection and analytics, and Additionally, the package we tested sending it to our
and a laminated provides instructions on how contains an appendix for cohort via Outlook and
IR e to utilize the system. meeting notes and WhatsApp.
customized with The guide also highlights the information on each + We also prototyped and

benefits of the VMS, such as business on Calle Loiza,
erasable markers for tested a sign-up sheet for
. . . 1gn-up
) - data analysis for grant which can be displayed
daily activities. . . event attendance
applications and program centrally in La Goyco's
management. VMS. tracking.

Figure8: Five major projecbutcomes for La Goyco
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Recommendations

organizations aiming to enhance their volunteer programs and cultivate relationships with busitiessemmunity.
Furthermore, we provideecommendations for future cohorts at WPI with the aim of promoting volunteerism.

Recommendations fdraller Comunidad La GoycAdministration

The following recommendations are intended for administratofsltér Comunidad La Goyc@and other nosprofit

T

= =4 4 A

Recommendations for Nelrofit Administrators

We recommend having La Goycods rfmaotnito nd easbko appbrtumtesdGangtvc qpbr so
volunteers.

Assign previously determined dollar values to each task listed in the VMS.

We recommend that the Welcome and Greeting Package be used to promote a positive first impression for new volunteers.
Continue to add new Voluegr Profiles to the frowall of La Goyco

We recommend updating the calendar in the Greeting and Welcoming Package every week to promote the volunteer
opportunities to new and recurring volunteers.

Using a Volunteer Management System

T

We recommend that any VMS dashboard adapted from our system be kept at a technical skill level that is appropriate and
accessible to the administration of a nonprofit organization

For future additionsat the Volunteer Mnagement Systems for N@mofits Manual, it would be helpful if designers assumed
that the user has no prior experience with the system.

We advise having a physical copy of the Volunteer Management Systems f&rdfds Manual on hanfbr administratos at

an organization to have a quick reference when encountering any issues with the VMS.

Ensure a support network is developed to address technical hiccups as they arise

Respect the privacy of the volunteers and the information theydero

We recommed using statistics available on the VMS, including the monetary value of each task completed at an organization
when applying for grants.

We advise including graphs available on the VMS in-efagear reports

Data tracking on the VMS oabe used toelebrate volunteers that hit key milestanes
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Partnering with Businesses

1 We recommend the Business Partnership Resources Package be used to promote collaboration between the nonprofit and
surrounding community.

1 When partnering with businessave recommad that the representative of the organization leave a paper copy of the
summary sheet of partnership opportunities and organization contact information with the business representative.
1 Itis important to showcase previous business partiparséhen lookng to build new connections.

Recommendations for Future \MBohorts

1 We recommend that when working with nonprofit organizations attend as many volunteer events as possible.
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This chapter begins with a brigiescription oifferenttypes of volunteer services and volunte®vg.thentransition toTaller
Comunidad_a Goy® $history and theirmportantrole in the community. Next, we provide information abealtinteer prograns at
small nonprofits andiscuss various recruitment strategies for small nonprofit organizations using both digital and physical methods
to appeal to volunteergVe alsoaddresshe process of connecting with volunteers by analyzing voluntegvation issues related to
volunteerorientation and training for nonprofit organizatiomben we address the benefits nonprofits receive when connecting with
local businesse®Ve provide aroverview of different volunteer management systatisgussingheir capabilities and drawbacks
includingareview of asystem created BYWPI students for #uerto Ricamonprofit organization. Lastlyye investigate various

approacheto track volunteer informatioand account fothe value of volunteerdurs




Typology of VolunteelServece

Many La Goyco services fall within the five categories of volunteenitigitivesdefined by the United Nations Volunteer
Organizatiorauthored by Mukwashi et gR018 (Figure9). The® categoriegcludemutual aid, serviceeampaigning, participation,
and leisure. Mutual aid is thanity of people during a time of need or crisis. Service volunteering is when @efgnélpan
individual or communitypased on themeeds. Volunteer aapaigning works to support marginalized voices to be heard by a wider
audience and interrupt the existing normality. An individual or group giving their time and skills is particyoétioieering. Events
and activities that promote one's interests artlieareleisure volunteering

MUTUAL AID

g

Service volunteering
is where volunteers:
respand to the
perceived needs of
another person or
Community.

and volunteer together
as @ response to a
shared need or issue.

Campaigning usualhy
involves the collective
action of a group
of an individual to
amplify ‘marginalized’
woices and to change
thie statws quo.

‘olunteering as leisure:

volunteer activities
that express personal
interests or passions
such as in the arts,
culture and sports.
They still contribute to
wider well-being and
cohesion

et al., 2018).

Figure9: Five categories of volunteering initiatives from the 2018 United Nations State of the Wétutdeerism report (Mukwashi




Operations of La Goyco

School Closures inPuerto Rico

Between 2007 and 2018 PuertoRican Department of Education closg@d3schoolsacross the islan(Rubiano Yedidia et
al., 2020; Kennedy, 2018ncreasmgtourismand h e g o v enabilitpnt® providlessocial servicetiring economic and natal
crisisencouragedentrificationin Puerto Rican neighborhoo@@onnelly-DeRoven, 2019)These issuesaffected Puerto Ricans
across the islan@Figure10) causing their population to decrease byoMhich placedpressuren their school systen{&atz, 2019).
Hurricane Mara alone reduced enrollment on the islan@By850 studentasfamilies were displacedfternearly a year without
power or access to government aid aewiees causing many families to flebe island Kennedy, 2018)According to Mercedes
Martinez, preident of the Puerto Rican Teachers Federation, the Secretary of Edusatinatural disasters and enrollment as
leverage to close even more schd&lsnnedy, 2018)

® Closed Schools
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Figure10: Map of the publieschool closures in PuerRico since 2017 (Katz, 2019).




With more thar$120 billiondollars inaccumulated publidebt as of 2017, Puerto Rico implemented a policy of austerity by
closing strugglingchools (Kennedy, 2018)he closureslesignedo reduce spendingnd increase funds for social services never
reached the Puerto Rican peogs.of 2020,0nly 44% of theabandonedchoolswere being used according to thieitendeduse in
their contracts (Abizeid, 2020\ccording to aUniversity of CaliforniaBerkely (2020, the minimal financial gains from closing the
schoolswvent to investors aniw pay down publicdebt,while increasing the distance and travel expenses for students attending new
schoolg(Abizeid, 2020) Schods were closed with minimal inp@itom island residents, highlightirge s i daekmftpalitical
freedoms and influengébizeid, 2020) Thesepolitical and economic limitations leave communitie$uerto Ricod create their
own support systems (z Figueroa, 2022).

Amid continuingnatural disasters and community hardships, these sci@oktsing repurposed poovide essential support to
the community (Kennedy, 2018)owever this is an uphill battle as 69% of the closed schoaisain vacant (Alzieid, 2020).
Following Hurricane Magm, many grassroots organizations emergediliae theseabandonedpacesand upport t he vi s
reimagined Puerto Rico run by its peopleit hei r i nt er e s tCemmuritKcollabomtion iif@ptast jn creating 1 2 ) .
strategies to increase the resiliency of the community (Pérez Figueroa, 2022).

The Pedro G. Goyco Elementary School located in Santurce, San Juan, Puerto Ricerghrstaut down in 2018-igure11
andFigurel2.Li ke many schools in Puerto Rico, Gooylacal Buerto®icansoff thene n t
island (DonnellyDeRoven, 2019). The population decline in the area is worsened by increagrnificgion. As of March 2023,
approxi mately 800 of the 2,000 apart ment s transfoomadirdodAirinbs (MSant u
Reyes, personal communication, March 13, 2023). After the school's closure, there was no feedalio place to transfer
students to another school or utilize the property (Am et al., 2022). The loss of the schodlbyahéeentire community and the
tourist developments also limited the availability of community gathering places for the pé&anturce.




Figurell: Photo of the closeBedro G. Goyco Elementary Figurel2: Photo of empty hallway in Pedro G. Elementary
School (Ralston, 2017). School (DonellyDeRoven, 2019).

Transition to a Community Center

The Machuchal community Santurcdaunched grassroot initiatives 2015to reuse théa Goycoschool building after their
unsuccessful attempt to keep the scloparational Through these efforts, thiealler Comunidad La Goyccommunty organization
was formedo acquire ownership of the buildifiggm the Municipality of San Juan in 2028m et al., 2022 After the Pedro G.
Elementary School closed in 2015, volunteers and members Mttieuchal community worked to restore the fuoriity and
beauty of the buildingRigure13 andFigurel4). La Goym provides programservicesprojects,andevents thaserve andghowcase
the Machuchal community's histeal, social, and cultural richness







Figurel4: A volunteer power washing stairs at Pedro G. Elementary School (DebeRoven, 2019).




La Goycobs Mission

La Goyco's main objective is to empower communities through initiatives in culture, lagaltthe environmeriM. Reyes
personal communicatioMarch 13, 2028 This includes preservingulturaltraditiors, such as msic, dancing, art, and education

about the history of Afré°uerto Ricans (La Goyco, n.d.). La Goyco has expanded and changed over the years, siaygdas
faithful to its initial pur pose of f oAfrb-PuentorRigan papudatiofFgureds u ar d|

Figurel6, andFigurel?).
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Figurel5: Photo ofTaller Comunidad La Goyan March
2023.

Figure 16. Photo ofTaller Comunidad La Goycoourtyard in
March 2023




Mur al

of

Tito Matos

n

L a

Goycoos

10

r

t



The Machuchal communitg predominantly home to elderly residettitspnce La Goyco places a high pripmon the
availability of health resourc€gm et al., 2022) Additionally, manyperformersincluding musicians, actors, and other arfistsin
Machuchaand contri bute to La Goycobés workshops (Am et al ., 202

Volunteer Operations at La Goyco

La Goycois currently headed bixecutiveDirector
MarianaReyesAnglerd, a local activisand residenin
Santurcavho works alongsidepproximatelyl00volunteers
who have varying levels of responsibility and commitn{éht
Reyes, personal communication, fda 13, 2023)Volunteers
range from consistent contributors to occasional-@nop
volunteers. La Goyco also collaborates with student volunteers
from the University of Puerto Rico, @cestePolytechnic
Institute Northwestern UniversityUniversidad de &rado
Corazon, and other academic and social institutions and
organizationgLa Goyco,nd)La Goycods fundi
increased sincepening in202Q La Goyco relies on twelve
principal donors, including the Miranda Foundation, the Jazz
Foundation, and Nthwestern University, among others (La
Goyco, n.d.).

Figurel8: CommunityGarden at La Goyco.
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In addition to providing social and cultural servides,
Goyco is a local hub that provides support to community
members in casd oatural disasterd.a Goycohasa steady
source of power froman array offeslaSolar Panelsllowing
resdents to charge their phones and receive a cookedimeal
an emergencyAlso, acommunity gardeis used as a seed
bank for variougplants and vegables The community center
also providewolunteefrun professional services such as
healthcare, mental health clinics, &d@VID vaccine. La
Goyco hostsacial and culturakventsand rents space to local
businessesTheHead ofMaintenancet La Goycois Mr.
Ricardo(Ricky) Otero Garabisvho receivedielpfrom a
varying numbepf regularand dropin volunteersandthrough
a monthlyvolunteercleaning brigadéFigure19).

= A T - . e n i
Figure19: Head of Maintenancei€ardo Otero Garabis
composting during the Saturday Brigade.

Y
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Recruiting New Volunteers to Community Centers

Appealing to Volunteers throughDigital Methods

According toE.S. Soegotaand A.T. Utoma, authors oMarketing StrategyrhroughSocial Media(2019), there are two main
approaches to appealvolunteerdMedia Oneapproach is to targétei d i g i ©af potehtial vokusteers/olunteer organizations
have a variety of digital platformendchannels to connect with potential volunteers wherg 'thee" online (Soegoto & Utomo,
2019).According to Day2013)met hods to reach vol unt eer éawsletterg bldggnigetc (Figwee s
20). Soegoto and Utom@019)notethese chanre are excellent for recruitment outredsrausehey"directly engage consumers in
the creative process by producing and distributing informalicough collaborative writing, content sharifand] social
net worpk3d).ngo (

13




DIGITAL
METHODS

Figure20: Digital methods to recruit volunteers (Soegoto and Utomo, 2019).
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Appealing to Volunteers through Physical Methods

Although digital strategies can be effective approachesctaitingnew volunteers, dsting events and other ndigital strateges
are alsceffective method toattractvolunteergFigure21). AccordingtoT he Smart Nonpr of iMandgemeBtui de t
(2022, eachof the five approachesanhelp small nofprofit organizations with recruitmenthese mcludefundraisers, fac¢o-face
conversations, community awareness days, collaborations, and posters/signage.

|

Raise awareness for your
organization's mission

2

Build a strenger connection with potential volunteers

PHYSICAL
METHODS

3 Get-together with your entire community to
support a common cause

COLLABORATIONS

5 Promote volunteer efforts in public
areas

Figure21: Physical methods for recruitment (The Smart Nonprofit's Guide to Volunteer Management, 2022).

15




ExecutiveDirectorKwasi Acheampondgom Our Bright Future In¢ a nonprofit organization in Massachusetiiscuseson
building a relationship witta potential volunteer through-person interactionsuch agaking the individual or groufor coffee or a
meal K. Acheampong, personal communication, February 9, 2@23)ises this method to recriitcal college students to help with
his programslnstead of using other methods,gr@ritizesconnecting with studestind asksf the student has any friendgo
would be able to help witlnis program(K. Acheampong, personal communication, February 9, 2023)

VolunteerOrganizatiorRelatiors

Many organizations focus on what they need, but many volunteers have their own objectives that they want to achieme in additi
to helping others. Effective volunteer management can allow for creativity and deunekomy.Mr. Acheampondrom Our Bright

Future noted that organizational | eaders fAhave to buthdnd a
to make mistakes and | earn from them. I f you donét rgive vo
creativityo (K. Acheampong, personal communi cati on, Februa

The SeltDetermination Theory of Motivation

Becausevolunteers provide unpaid work, their motivation, work ethic, and commitment come from nonmaterial sources
(Oostlander et al., 2014). This calls on nonprofit organizations to create a solid relationship wothrteersand effectively relay
their misson and project goalsiccording to Oostlander et.§P014) an effective model for nonprofit organizations to utilize is the
self-determination theory of motivation. This theory weighs the influence of controlled motivation and autonomous motivation.
Autonanous moti vation i s determined by t h##asedmdtivatiand watéddins own f
avoidance of guilt and punishment. As opposed to fear of external rules and expectations, vahengegdsdntrinsically by
autonanouws motivation (Oostlander et al., 2014)ettingthev ol unt eer 6 s p er s o nraHerthanrstressfulaldsiand e |
deadlinesan prolong he | ongevity of the volunteerds commit meneoplas th
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have differing levels of autonomous and control motivational baselines (Oostlander et al., 2014). This presents acfialieage t
system thaworks best for everyone.

Orienting New Volunteers

Orientationplars to welcome new volunteers into anpoofit organizatiorsuch aslaller Comunidad La Goycoan be very
useful In orientation, new members arsuallygi ven i ntroductory information about th
provides volunteerwith opportunitiesand resources toe successfidnd useful to the organization.

Experts note thairientation is carried out in different ways. In general, there are three main approamhestitog a new
volunteer The first approach allows for volunteers to finish screening andtati@m before they are placed in a position. During
orientation, saff evaluate volunteert® see which role they are best suited for (Edwards, 2012). In other organizations, orientation
does not occur until the volunteer has completed the screeninggperceplaced in a specific department (Edwards, 2@t@ther
appoachfeaturegwo parts. The first part of orientation is braafdoccurs during the recruitment phagleere avolunteerearrs
briefly about the organization's mission and culture. Onegdlunteercleas the screening process more structured oriegtion is
undetakenwhere the volunteer gaisglditionalinsight into the culture and the operational practices (Edwards, 2012).

Regardless of the approach, effective orientation plaaims to introduc@ew volunteerso each aspect of the organization
without overwhelming them. Providing this information through a variety of mediam$ebeneficial for the volunteert.is often
useful for an organization to convihe purpose of therganizationits history,and amoverview of policies andvailabletraining
(Edwards, 2012)Taking volunteers on a guided tour to m&taff member$elps individuals understand how they will fit into the
organizational structure (Edwards, 2012). Amotlisefultool is to provide orientationeaders and new mdrars with an agendz
training topicsin addition to preparing new volunteers with policiéss beneficial to introducthe organizatiogs culture can be
beneficial (Edwards, 2012). This cha accomplished through hosted organizational events whitleiise individuals into the
cultureandprovideopportunities taneetothers in the organization.

Many nonprofit organizations now are switchfngm traditionalin-person facdo-faceorientation methods téechnology

based approachds. thistransitionit is important to consideghe use otechnology with scheduling volunteer activiti&evenson,
2009).Usingcommunicatiortechnology allows organizations to create modules that can be costgptatline. Even though this
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alleviates the probia of in-personschedulingthe use of technology can create barriers faslanteer due tindividual®access and
comfort with technologyEdwards, 2012)Oldervolunteersand thosevho are less accustooh& using computeraormally prefer
completingtheirtraining in person (Edwards, 201R)is important to consideaccess and comfort with technologihencreating a
welcome and orientatigplanfor newvolunteers.

Training Volunteers

Managingthe trarsition between orientation amhining for new volunteers is a vital part of the new member's experience.
Volunteer training is aimed at enhancing the effectiveness of paid afghitbmembergStevenson, 20097 raining allows
volunteers to feel confise and knowledgeable about tteties they will perform. Before training volunteers for their job, it can be
beneficial to have them shadow otherbetter understand roles and responsibil{fgtsevenson, 2009). Having both paid staff and
volunteers workogether during training allosvfor a relationship to be formed between the two groups of people (Soegoto & Utomo,
2019). This connectiohelps volunteers and paid stédtl like partners collaborating in the organization. Not only is it important to
provide training when volunteersijp, but implementing periodic training faremberss alsobeneficial for arorganization's success
(Stevenson, 2009 onductingrefreshe trainingprovidesvolunteers and staff with additional skills atedls to have a sitive
impact on the communityhis can be a challenge for organizations that are smaller and have a wide range of different volunteer
activitiessuch ag.a Goyco.

Partnerships with Local Businesses

Nonprofits can connect with local businesses througtations, sponsorships, and different forms of fundraiBsrs.
partneing with local businessesionprofits anstrengtherheir ability to face climate, biodiversity, and poverty challengésitolin-
Lopez et al., 2022Partnerships between businessegnonprofitorganization®ftenfocuson financial support. Howevethese
partnershipslsobuild a sense of community aedcouragenore intrinsic support froormembers of each organizati(McRay,
2021).
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Financial support from businesgsoughfinancial donationscan be very helpful in supporting the community services of
nonprofits. Howeverthis source of funding is not the most reliable as local businesses in smaller communities such as Machuchal
have financial struggles of their ouilcRay, 2021)Figure22). It is also difficult for snall nonprofits withlimited outreacho large
corporationgo rely ondonationsalone for support and fundirflylcRay, 2021)

Figure22: Calle Ldza(LoizaStree} in Machuchal De Le6nSoto, 2018).

Sponsorships are another useful method for nonprofits to connect with locadsesinit is important ecknowledge support
from businesesandthankthem throughmages or posterghatcelebra¢ the partnershigMcRay, 2021).Businesses can also
participate in fundraisers with nonprofits. This ¢ake the form of donating productors or supplies, asking customers to donate, or
giving a percentage dlfieir sales over a period to the nonpr@¥ficRay, 2021).
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A 2022study in Bolivia analyzed the motivations of community memkensartner withthe nonprofitNatural Park and
Integrated Management Natural Ateasupport social impact in the areaglinate preservation and povertg.the study, 799
community members werinterviewed along with 50 local community representatives afoosmunicipalities and 45 communities
(Antolin-Lopez et al., 2022)This study found thahe main motivating factors driving partnership with a nonpesgtheir
environmentatonsciousess organizatiorstrength and how well the organization represents the needs of the comrfAmtityin-
Lopez et al., 2022)

Partnershipalso depend othe social prestige and recognitithat the busineggins The business will also grow its networ
and connection to the community through partnering with a nonprofit. Thaduable as only 20% of feprofit organizations believe
thatthey effectively communicate with their relevant stakeholdgirmson & Varley, 2022Bringing corporations andomprofit
organizationgogether allowshem to combine their resources. 89% of these partnerships belewegioves their ability tampact
the surrounding community ingositiveway (Simpson & Varley, 2022)

Volunteer Management System

Tracking Volunteer Engagement

Keeping track of volunteer time contributions is a useful resource for smafirobhorganizations such dsller Comunidad
La Goycg not only to track internal engagement but also to justify external fundraising, grants, andndaiiappelides & Johnson,
2020; Proulx et al., 2018). One popular way to managel#tais with a volunteer management systenM®), which can be digital
or paper based.

There are many volunteer management systems foomssah-profits, but only aalect number are accessilben
consideringcostandcomplexityto anorganization at the scale of La Goy®M Sstrack individual hours, age, locatioeducation,
special skills, and spoken languages for each volunteer, permitting@ofaro effectvely engagevith and trackvolunteerefforts
(Proulx et al., 2018)A volunteer management systéumnsthe focusaway fromthe stress of managing volunteers and more on
developing meaningful relationships witblunteers. An efficient VMS allows staff spendess time dealing with paperwork and
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more time working alongsedcommunity members (Kappelides & Johnson, 202@ny volunteer managemesystens are based on
free software such as Google Sheets or siruilafcosttools.

Data to InvestigateReturn on Mission

Furthermore, volunteer management systems enable the effective collection of statistics that measugesan i goaidl i o n 6
impact,which couldinspireinvestors to donate® n o r g a mduseand proagradgrban, 2018). The availakiy of datai
commonly compiled into a formula known @gturn on missiodthat incorporatethesocial valueof av o | u nrmometary @rsime
contributioni helpinform potentialand currentolunteersabout thevorth of their contribution (Urban, 2018)

To realize both the tracking of volunteer contributions and to encourage donations, mangfit@nrganizations utilize
volunteer management systems on atdagay basisA 2018 survey by researchers at La Trobe ©rsity noted that 67% of
volunteer managers use at least one [volunteer management] platform #natiBze a spreadsheet to track their volunteers
(Kappelides & Johnson, 2020. 1]). Similarly, universitiessuch as Worcester Polytechnic Institutdize software such as Microsoft
Excel to keep trackf community servicdours completed by students and campus grddpkipman, personal communication,
January 272023.

Custom VMS for Cano 3.7

In the process of selecting a VMS system it can be helpful to analyze the systemsarggahizptiondike La Goyco. In
2021, a team OVPI students created a VMS f@afio3.7, a nonprofit organization in San Juan, Puerto Rico composed of three sub
entiies(Jayne et al., 2021The VMS organiesthe work ofapproximatelyl,000 volunteers amlly. The principal elements of the
system can badaptedo fitLaGoy cod6s specific needs.

The2021IQP team began by compiling information on ttepabilities and prices of commercial VMS software packages.
After reacling out to the companies and panrhing software demostratiors, the teandetermined that the best VMS fGafio3.7
was a Google Forms and Sheets system connected with arSOpeae Volunteer Management Dashboard (Jayne et al., 2021). This
method for organizing volunteer data has nealtlyhe features that commercial VMSs have but at a fraction of the phedean
utilized a softwarepackagecalledRetoolto organizeand better showcaskata stored in the Google Sheets into a VMS dashboard
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(Jayne et al., 2021). The dashboard displaiie information gathered by the Google Forms and stored in the Google S8hedts.
2021, heRetoolsoftware costs $120.00 per yédayne et al., 2021).

The process of logging volunteer data was performed through a GoogléFgune23) that volunteers submit on their phone
or computerThis method requires thatvolunteer hasccess to the internawvhichmustbe consideed whenimplementing this
system and planning accommodat i on. ildadlress, tame, date®f sérvice, houra s ks f o
completed, related workshop, active project, task completed, and additional comments (Jayne et #&.d28Ranpletedd
guestionasksvolunteergo choose from a dredown list. Each task has a correspondianljadl amount based on current wage
evaluations.
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Proyecto/Project *

O Desarrollo Econédmico Comunitario

O Vivienda

Asuntos ambientales

Urbanismo e infraestructura

Participacion Ciudadana y Desarrollo Social

G-8 Inc vy residentes del Cafio Martin Pena

Bienes Raices del Fideicomiso de la Tierra
Desarrollo de Proyectos del Fideicomiso de la Tierra

Proyectos Especiales del Fideicomiso de la Tierra

O O OO0 O0OO0O0

Administrativo — Planificacion y Fortalecimiento de las Entidades

Figure23: Logging volunteer data on Google Forms (Jayne et al., 2021).

The answers to these questions are automatically stored in a connected GoodEdilte@d) that must be validated by an
administrator with access. The system imagtiple sheets with different features based on validated responses. One sheet contains the
name of each volunteer with the number of hours they volunteered (Jayne eétJgl. A2ther sheet contains hourly wage
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equivalents with cited resources anccoddtes the total work value for each volunteer and organization (Jayne et al., 2021). Another
sheet breaks down each project by the hours for each task associated witbtalaradunteers per project (Jayne et al., 2021).

Timestamp Correo Electroni Fecha en la que Nombre/Full nan Organizacion en Proyeclo/Project Tareas/Tasks  Horas/Hours  Persona a cargo Contaclo/Contact Total Hours in Project
11/23/2021 16:2 kshah2@wpi. ed 6/12/2021 kush june Fideicomiso dal | Proyecto 1 Otro/ Other 12 Kush Shah kshah2@wpi.edu a7
11/23/2021 16:2] kshah2@wpi.ed| 711272021 Kush July Proyecto ENLAC Proyecto 4 Huertos comunit 34 Gabriel Tamayo gtamayouribe@wpi.edu 80
112372021 16:3° Newgaboljuly 772021 It better work Fideicomiso del | Proyecto 2 Disefio Grafico 5 Danny Johnson dfjohnson@wpi.edu 52
11/23/2021 16:3: dfjohnson@wpi.¢ 21212021 February Dan  Fideicomiso del | Proyecto 2 Redaccion técnic 5 Danny Johnson dfjohnson@wpi.edu 52
11/23/2021 16:3 johnnyman@gm 7/7/2021 Useless Proyecto ENLAC Proyecto 1 Entrenador(a), @ 4 Kush Shah kshah2@wpi.edu a7
11/23/2021 16:4. kshah2@wpi.ed 9/12/2021 kush sept Fideicomiso del | Proyecto 2 Huertos comunit 12 Danny Johnson dfjohnson@wpi.edu 52
11/23/2021 16:4; Donald@gmail.c 4/8/2021 Please work Fideicomiso del | Proyecto 4 Huertos comunit 6 Gabriel Tamayo gtamayouribe@wpi.edu 80

Figure24: Storing volunteer data on Google Sheets (Jayne et al., 2021).

This data is then displayed on the VMS dashboard website utilizirgetto®lsoftware Figure25).

3.7

*

Entradas validadas

Fecha en la que se..
111e/z021
112812021
11/312021

12782021

&= Retool

g-8 = enlace - fideicomiso

Total de voluntarios

18

Todas las entradas
Nombre/Full .. Correo Electr..
Kush Shar kshah2@u
Maria - Sai@notar -
Andrea - Example@ -
Hanna -~ IDK@lolgn
Mashu mkadasgl

Panel de Gestion de Voluntarios

1 Bienvenido

Voluntario con la mayoria de las horas

Datos de los voluntarios

Organizacién.,  Proyecto/Project

Prayecto E Proyecto 1
G- Prayecia 1
Proyecto ¢ Prayecta 1
G Proyecto 3
Fideicomis Proyecta 1

Kush Shah
Afia 2021
Tareas/Tasks Horas{Hours:
Apoyo legal [Legal 12
- Huertos comunitar - 5
- Trabajo socialf Soc -~ 18
of Mercado Agroarte 14
- Owro/ Other - 5

Contacta

kshah2@

kshan2@

kshah2@

Jblee2@y

kshah2@

Numero de voluntarios que
requieren validacion

Horas por Proyecto

Figure25: Analyzing volunteer data on Retool (Jayne et al., 2021).
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Generatindg-unding Through Investments and Community Support

Justifying Investments UsingMetrics

To fund initiatives, many communHyased oganizations such dsa Goycocounton donors and investors, who fund
philanthropic endeavors to gain both social and financial returns on their investment (RoundyF2@iti€jalreturn on investment
(ROI) measures the financial gain an investor regsfrom a particular investmeiriRoundy, 2017)Social return on investment

(SRO) measuresthecebere f i t anal ysi s of an i nvest meental@msdtangidble auecomesfora | u d|i

set of stakeholders that would be made possiiitea particular investmerfyates & Marra, 2017)Detaileddatahighlightingthe

social impact of a donation to a particular progen encouragphilanthropic investors to earmark their money there (Roundy,
2017).0thermet r i ¢s, cat eogno rmizsesdi oans, ofi rfeotcuursn on t he t ot alnginohgnlgct i
the cost or time a particular initiative would take to complete, but also the value of that initiative to the commuibynmeed

all serving to justify a daation to the program most deserving of funding (Urban, 2018).

Community Donations

Additionally, many local community members are willing to fund initiatives that benefit their neighbo/h@6d4 study
conductedy Indiana Universityanong othepartneing organizationsshowed thabn average 74.9% of Puerto Rican households
donate to charity each year, with 82.0% indicating icaimgy do
they donate when thegké@bal di el 20h6epe i) e ddndtions tat&l&P86 per year on
average for general househol@efined as &ouseholdncome ofless thar$150,000 or a net worth &#ss thar$1,000,000) Though
approximately41% of these donatis were to religiousauses on averageuertoRican donors identified education and health care
as the top two issues that matter most to tf@sili et al., 2016)As La Goyco has an overarching goal of promoting the education
and health of their commuyi a targeted approach focusing on these two initiatives may yield funds to ensure their continued succes
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Our Project Goal

Our projectgoalvast o f urt her strengt hen [craatinggygtenshat better ordanizie flow of p r o ¢

volunteerrecruitmentthe managment ofvolunteercontributionstherelationships with local businessasd volunteer retentioffo
meet this goale participated in a variety of volunteer opportunitiesearn what it is like to volunteer at La Goyeadwe

conducted interviews witthe staffof La Goycoto understanthe need fomanagng volunteerefforts We gained an understanding
of thevariety of volunteerstheir motivations, anddentified new opportunities fother volunteer programlToste ngt hen L a
volunteer program, wdevelogdmaterialforL a Go y ¢ o0 0 s weloorairgg tofivelugteeasiesigned anthunched aligital
Volunteer Management Systeaneated a tool for La Goyco to partner with surrounding busesesshe Machuchlacommunityand
devised retentiostrategies for keeping volunteers.
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Mission Statement

Our projectgoalwasto supporfTaller Comunidad La Goydo strengtheningheir volunteer prograrmwhich provides the

community with health,vironmenta) and cultural initiativesTo accomplish thisgoal, wed dr essed La Goyco0s

management and business partnership programs. To do thigsueedhefollowing objectives.

Objectives
1. Understand the role of volunteers at La Goyco.
2. Analyze La Goycods current volunteer program
3. StrengthenLa Goyébs v ol unt eer progr am.
4. Adapt and implement a volunteer management system for La Goyco.
5. Develop resources for La Goyco to use in gaining business partnerships.
6. Initiate volunteer opportunitier WPI student cohorts at La Goyco.

Objective 1: Understand theRole of Volunteers at La Goyco

Method:ConductKey Informant Interviews

The team interviewed LMaridh®oReyep 0 suBrHecat anmd Dheeotgnizat

currentvolunteer managemesystem.The team also interviewdda Goy c o6 s Co mmiibraiy prggranovessees o n
lliana Garcia, to understand how volunteers contributertoing the library and La Goy c o 6 s, RidadnRicky)f

Otero Garabigto understanthiow volunters assisted imonthly cleaning brigades.

Method:ParticipantObservation

Theteamprioritizedthe establibment oftrusing and respedtll relationshipswith staff and voluntesratLa Goyco These
connectionsverebuilt by participating in multiple volunteer opportunities offered by La Gaygred workingalongsideother
volunteers of the Machuchal community.
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We alsoattenagdd a community meetingjscussing the ongoing issues of displacement and waste digitbsalthe
neighborhood participated involunteeropportunitieswith the Head of Maintenance &t Goyco,Ricardo(Ricky) Otero Garabisand
their monthly Saturday Work Brigade.

The team attended L awhiéonyitedomembers aheviaohochalcymmiingyiand the surrounding area
to set up stands to showcase their art, products, or social services.

Objective 2.Anal y z e L @urrégato\Molanbeér #rogram

Method:ConductKey Informant Interviews

The team conducteatiditionalkey informant interiews withadministrativestaff members€unice Jiménez Emmanuelli and
Johanna Domingueand La Goycd €ommunityLiaison llianaGarda, to better underst n d L a vBlonteer prégsamiliana,
t he head of L dscuSsedhepapirsfornhshe ugs torkeep track of her volunteers and their contributions

Objective 3: StrengthenLa G o yVolontesr Program
Method:Prototype and estWelcome& Greeting Package

For the geeting andarrival aspect of the volunteer experienee createdvariousposters to help structure the welcoming
componentof. a G o yolurte@rprogram The posters wereesigned to welcome a volunteeen theyarrivefor the first time
andinform them ofthe opportunities La Goyaaffers. The initial design ofhe postes forthis welcoming componertonsisted ofwo
postergFigure26 andFigure27). The first poster defined the cultural, environmental and health initiatives, while the second poster
displayed a QR code ailving newfirst-time volunteers tdill out a GoogleFormto register as a voluntetar La Goyco
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" Gracias por apoyar
nuestro proyecto

Bienvenides
a La Goyco

Jardin Comunitario Brigada de Limpieza
Sala de Lectura Feria Comunitaria
Administracion Construccion

Salud Recogido de Reciclaje
Casa de la Plena Cine

Figure26: Initial welcomeposter forvolunteers
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Figure27: Poster with the QR code for new volunteers.

We implemented the initigreeting and welcome systatlL. a G o jpeildCoénsmunityFair by printing out the posters and
hanging thenat the entranc& he team collaborated withxecutive DirectoMarianaReyesandadministrator€unice Jiménez
Emmanuellj Johanna Domingueand lliana Garcito determine the placement of the postedunteers who attended the
Community Fair were encouraged by the team members to fill out the New Volunteers Form and their feedback and critiques were
recordedOur goal wago receive feedback from LG o y ¢ oldntees\on what aspects were effiwe and how it could be improved.

At the eventthe teantalked to Anna Andresian and Steph Newtaro volunteers at La Goyco.
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