AASLH

TECHNICAL .-/ _=/BUNDLE

A PUBLICATION OF THE AMERICAN ASSOCIATION FOR STATE AND LOCAL HISTORY

Not Just Warm

Bodies

BNDLO011

How would you like some help? Could you use one or two extra hands? How about someone
who really knows how to make progress with your latest challenge? “Regular” employees are
one option, but the organization may not be able to afford them or be willing to make a long-
term commitment. Volunteers, interns, and consultants are other options that may fill your
need. This bundle of leaflets can help you find and build a mutually beneficial relationship with
these valuable resources.

TL 065 — Volunteer Docent Programs: Programmatic Approach to Museum Interpretation
(1973)

TL 082 — Using Consultants Effectively (1975)

TL 170 — Establishing a Volunteer Program: A Case Study (1990)

TL 184 — Student Projects and Internships in a Museum Setting (1993)

TL 192 — Effective Internship Programs (1996)

VISIT THE AASLH BOOK STORE AT WWW.AASLH.ORG FOR MORE RESOURSES JUST LIKE THIS!



























USING CONSULTANTS EFFECTIVELY

Consultants serve many functions.
They provide expert and professional
advice, They also provide a degree
of objectivity. By viewing vour prob-
lem from a wider perspective, they can
come up with solutions vou had not
thought of. A consultant might be
called when you have a technical prob-
lem to solve; or you might seek a con-
sultant when vou know the answer but
cannot get others to go along with it.
A well-thought-out report can provide
the support you need to get on with
a project,

Before calling in a consultant, be
sure that you really need one. If your
problem is a technical one, you may
find the answer in one of the many fine
publications available. Your state so-
ciety also may be able to furnish you
with this information or steer you in
the right direction. Local architects,
engineers, and other professionals are
a good source for specific technical in-
formation. Solving vour problem this
way will save both time and money.

By William T. Alderson
American Association for
State and Local History

There will be times, however, when
involving local personalities in the
solving of problems will cause hurt
feelings. People with the best of in-
tentions may have made mistakes that
have to be corrected. This is a tough
problem; and few of us have the cour-
age to lead the move within an organi-
zation lto correct these mistakes, know-
ing that it will involve hurting the
teelings of people who really did try
hard. Calling in a consultant can solve
these awkward situations. The smaller
the community, the more difficult some
of these sitnations become and the more
useful this “authority from the outside™
can be. Although vou should never hire
a comsultant simply to arbitrate inter-
office feuds or support preformulated
ideas, he does bring detachment and
authority to your project. He can pro-
vide just the boost vou need.

DEFINE YOUR NEEDS

Your first responsibility when hring-
ing in a consultant is to decide exactly



what vour problems are. Ask your com-
mittee or board how they define your
needs. Study this analysis, perhaps re-
turning it to them for further clarifica-
ton. Onece the direction is clear, set
down on paper a specific description of
what you have identified as yvour major
stumbling block. Do you need advice
on architectural restoration of a his-
toric structure or advice on the proper
furnishings for that structure? Is vour
problem more general—an evaluation of
what your society’s goals should be?

The nature of the problem will de-
termine what kind of consultant you
are looking for. If it is an architectural
problem, you will want someone trained
in historic architecture: but if it is a
question of furnishings, vou will want
someone with training in that field. On
the other hand, a suecessful historical
society director who has had broad
experience in the field may be best if
projecting the society’s goals is vyour
greatest need,

To get the right person to do the
job, you must know just what the job is.
When defining a number of objectives,
remember that one person may not have
answers to all the wvarious questions
raised. Most of our problems are too
specialized for anv one person to handle
more than one or two of them at a time.

CHOOSING A CONSULTANT

Knowing what advice you are seck-
ing is your best guide in choosing an
appropriate consultant. Frequently help
is available right in your own locality—
someone who has the expertise you
desire and knows your area, as well
If a person from vour area ecan do the
job—and you are not trying to seek
the weight of “an authority from out-
side”—usge the local person. If your
problem is a restoration, for example,
check first with local architects. Local
colleges and universities, too, can pro-
vide wvaluable expertise. You will not
have travel expenses to pay, and the
local person may even contribute his
services to your cause. The problem
with wsing a local consultant, however,
is that while his adwvice may be just
as good as the person’s from 300 miles
away, people will pay more attention
to the expert from far off. And, of
course, some problems may require
expertise that is not available locally.

Assuming that no one in your area
can do the job, vou are faced with the
question, “How do we find the right
person®” Choosing a consultant is sim-
ilar to hiring an employee, so you
should give your decision the same
care that you would give to hiring a
new director for your society., Check

You may be shle to con-
sult with local architects
on restoration or cone-
struction projects.




You may want to have the consultant
maoke a preliminary visit to discuss
the help vou need, and to give him
a chance to see what progress has
been made.

qualifications, references, and past con-
sultations. Never take a consultant on
face wvalue—many people pass them-
selves off as consultants, claiming to
have expertise that they do not, in fact,
possess. Others are riding on past
reputations and have not kept up with
changes in their profession.

Use the telephome. You will get more
reliable references this way. Contact
other societies the person has consulted
for on similar problems. Ask them
whether they felt his work was satis-
factory. Was it finished on time? Did
the finished report really help with the
problem?

Some organizations have prepared
lists of “approved” consultants and
their areas of expertise, which they
will gladly give you. Check with pro-
fessional organizations. For instance,
if vour problem is an architectural one,
seek recommendations from the Ameri-

Other na-

can Institute of Architects.
tional organizations offer consultant ser-
vices, often at minimal cost. Your state
historical society may also have field
representatives who consult with local

groups. While you are considering
possible  consultants, choose two ap-
propriate candidates., If one iz un-
available, you can contact the other

immediately.

PREPARING A WRITTEN
AGREEMENT

Once you have found a consultant,
it is important to enter into a written
agreement on just what is to be done.
You may wish to discuss this first by
telephone. You may even want to
schedule a preliminary visit by the pro-
posed consultant (at your expense) to
discuss the kind of help yvou need. Do
vou expect him to advise vou on how
to begin the restoration of a given build-




ing? Do vou expect him to consult with
you on the age of the building and
possible dates when architectural
changes were made so that you can
restore the building as it was at a
given point in time’ Do you expect
consultation on the decorative arts? On
managing the building? On setting up
your organization? Or on running the
site most effectively after restoration?
Does he feel your needs can be ade-
quately solved in the allotted time
period?

The final agreement may be simply a
letter summarizing your mutual de-
cisions about the consultation. Include
a paragraph on the kind of report you
expect. Some people will work with
yvou only if you accept an oral report.
( Either they are too busy to write one
or they just don’t like to write.) If you
agree on a written report, what do
you want included? Tell him also how
long you expect the consultation to be
(usually one or two days) and the fee
vou can offer. If the consultant will
have considerable out-of-pocket ex-
penscs for travel or other costs, it is
considerate to advance some expense
money. Confirm dates and local ar-
rangements if possible. This is a good
time to include information on your
project so that he can do some Prepiri-
tion ahead of time.

What kind of deadline do vou have
on the project? Dates for both the con-
sultation and the report are involved
here. Remember that many good con-
sultants are scheduled months in ad-
vance, S0 get the deadline in writing
beforehand. Sometimes there is no im-
portant deadline, and you can accept
the consultant’s report two weeks later,
a month later, or even six weeks later
when he has analyzed all the data. In
some cases, it may be crucial that you
have the report by a given date—you
might, for instance, need it for a grant
request.

FEES AND EXPENSES
How much should you offer a con-

sultant? There is no magic formula,
The fee paid to most people in his-
torical preservation work ranges from
$100 to 5200 a day ($150 a day is most
common ), depending upon who the ex-
pert is, the demand for his services,
and whether he needs the money in
the first place. If he is really sold on
vour project, he will sometimes do it
for less. If he cares very little about
vour project and is interested only in
the money, he will charge more.

State a figure in your initial offer—
and make the offer by telephone. That
way if he seems to gasp all of a sudden,
you can say, ~We mean only per day,
and vou will be here two days so that
means twice as much.,” Or if he seems
stunned by the prospect of getting
s0 much money, vou can try to get
him to pay his own expenses.

Negotiating by telephone generally is
more satisfactory than negotiating by
mail because you are in a position to
answer the prospective consultant’s
guestions about both the nature of the
job and the fee. When negotiating by
mail, vou frequently have problems with
communication—you may be turned
down by a person with whom vyou
could have reached an agreement by
phone. After reaching a verbal agree-
ment, be sure to get a written confirma-
tion, This will prevent later misunder-
standing,

State the consultant fee in specific
terms. Some consultants charge a fee
of %100 for each day they work on the
project. That might be one day at your
site and two days writing the report.
It can be quite a shock for an organi-
zation that has hired a consultant for
$100 a day, thinking they will be
charged only for the one day he spent
at the site, to receive a bill for $300,
including two extra days spent in
writing the report. Other consultants
expect only $100 a day for the time
actually spent at the site, figuring that
this fee will also cover the costs of
preparing the report later on their own
time. Some charge their daily fee from




the time they leave their homes until
their return, others charge for time
spent in travel at half the regular rate.
Be sure that you make a special ar-
rangement in advance. This will save
embarrassment and even argument later
0.

Customarily you pay the expenses of
the consultant unless he lives so close
to your site that he can drive over,
spend the day working with you, and
drive home that night. If he must be
gone overnight, you should pay for his
lodging and meals. Generally, con-
sultants will not abuse this expense—
they will try to live in modest comfort.
But if you are nervous about that very
expensive motel down the road and
there are others that are more moderate,
el m[ght agree to make arrangements
in advance at, say, the local Sheraton
or Holiday Inn. This should put your
worries to rest.

Occasionally, you will run into a con-
sultant who will accept vour accom-
modations and then send a bill includ-
ing items you do not feel vou should
be responsible for—telephone calls, dry
cleaning, or even liquor. Here, you will
just have to use your best instincts,
basing your decision on how good a
report he turns in and what kind of
person he is. If a little liguor made him
feel better, it's worth it. Perhaps he
got his suit dirty while crawling around
underneath your house—the dry clean-
ing bill is not an unreasonable expense

Anticipate the consultant’s need for
tools and working space, and have
them prepared for him.

for him to pass on. The telephone call
may have been to a friend he thought
might have an answer to a question that
puzzled him. You eannot set a hard and
fast rule on this situation—just he aware
that sometimes it occurs.

PREEPARING THE CONSULTANT

Before the consultant arrives, send
him background information about vour
organization, its membership, board of
trustees, and whatever seems appropri-
ate about vour community. Consultants
are often brought in because there is
some dissension within the local group.
There may be one faction that is run-
ning the organization and needs help,
while another faction within the organi-
zation is lying in wait to trap the con-
sultant when he arrives. If the con-
sultant is going to run into this problem,
for goodness sake let him know in ad-
vance that there is difference of opinion
on the premises. You don’t have to go
into details—just let him know enough
so that he doesn’t arrive totally unaware
and get clobbered from both sides.

Presumably a preselected group with-
in vour society will be planning for
the consultation—determining what vou
need to know and what the consultant
must understand before he comes. Keep
this committee small and be sure that
they clearly understand vyour goals
ahead of time. They, too, should pre-
pare carefully before the consultant
arrives. He may suggest some reading




CoLaNil WILLIAS IS

Only a small group should accompany the
consultant,

for them to do beforehand. Facts about
the project mav need to be collected
and discussed. The consultant is de-
pendent on the information provided
him if he is to come up with walid
suggestions.

What information you send the con-
sultant will depend upon how you
define your problem. If you want an
evaluation of how to restore vour build-
ing, make sure you send him data on
previous studies, give him an idea of
your financial potential, and include
any overall description of your society
that might enter into his decision. Re-
member, the better prepared he is when
he comes, the better his ability to evalu-
ate quickly. The time you spend now
will pay off later.

Prepare a ecareful itinerary for the
period of consultation. Be sure that you
have a clear set of questions to ask and
that each important aspect of the prob-
lem has been included. Consultants
weary of constant questions months
after their report has been submitted,
especially when they could have been
avoided by careful preparation before
the actual consultation.

What else do you expect the con-
sultant to do? Do you expect him to
attend a board meeting? If so, tell him
in advance. When he walks into the
board meeting, he should know just
what purpose vou expect him to ac-
complish there. The fewer “surprises,”
the better the consultation.

THE VISIT

Once yvou have identified vour prob-
lem, sought out references on someone
who is supposed to be an authority, and
reached an agreement with a consultant
to come in for a certain fee, now what?
What do wou do upon his arrival?
Assuming that he is flying in, do you
meet him at the airport or not? If your
community has good taxi service from
the airport and he will arrive late at
night, instruct him to take a taxi to
the motel where you have reserved him
a guaranteed room, and tell him you
will call for him in the lobby at nine
o'clock the next morning. He will be
grateful because he will have a better
night’s sleep; you will be grateful be-
cause you did not have to go chasing
around the countryside to pick him up
when he really did not want to be
picked up. If the consultant arrives in
the middle of the day, it is gracious
to offer to pick him up at the airport.
The ride into town will also give you
a chance to talk to him about some of
the things that you are going to show
him later,

What kind of hospitality should you
offer a consultant? Here you should
exercise restraint. It is very tempting
to roll out the red carpet, party him
at lunches, take him to a fine place
for dinner, sit around and talk for a
while, then have a couple of nightcaps.
But remember, you are paying him $100
to $200 a dav to give yvou advice about
vour project. You are not paying him
to come and be entertained. If you
overextend the hospitality, he will not
do nearly the work that he could have
done.

Remember also that you have bought




a consultant’s services for what amounts
to a reasonable work day. You can
lengthen that work day beyond eight
hours to perhaps nine or ten: but bear
in mind that you have not bought the
consultant. Do not book up every hour.
Give him a chance to catch his breath—
to return to the motel and freshen up.
Turn him loose an hour before dinner
and let him sit down and take off his
shoes and stretch out on the bed for
a while or watch the evening news.

Who will accompany the consultant?
Suppose, for instance, that vou have a
restoration committee of fifteen mem-
bers, all of whom are dying to meet
the consultant, to learn from this charm-
ing “outside” person. But suppose vou
then have fifteen people going over the
site with him, asking him questions
about every little item of interest he
discovers. He cannot possibly answer
all of their questions and, at the same
time, do the job he was hired to do.

Only a small group should work di-
rectly with the consultant. Ideally, this
group should consist of people who are
known for listening, rather than talk-
ing; people who are good at elucidating
the problems that you are trving to
solve, rather than telling the consultant
what a great job you have been doing.
The small committee will work more
effectively with the consultant: he will
do a better job; and vour site will
prosper as a result.

Avoid the unexpected speech. Do
not tell the consultant upon his arrival
how lucky wou were to he able to
book him as the Rotary speaker at
noon. That is not what he came for.
Avoid, too, the clever trap. Do not
bait him into expressing his opinion
about matters unrelated to his job
simply to justify either minority or ma-
jority opinions within your organization.
Do not, for instance, ask him what he
thinks about the weird color in which
the hearth was painted, hoping he will
say, “I think it's terrible” so that one
or several committee members can sav,
“See, I told yvou so."

What about the end of the visit?
If he is taking a very early morning
Hight and there is good taxi service
from his motel, he might simply leave
on his own. Otherwise, it is gracious
to drive him to the airport, hid him
farewell, thank him for the good work
he has done. And when he has gotten
back, write him a letter: “Thanks for
coming, we enjoyed having you and
are looking forward to receiving your
report.”

THE REPORT

What kind of report should you ex-
pect from the consultant? First, vou
should expect an honest, open evahi-
ation of whatever the problem was.
The consultant should “tell it like it is”
even though he knows that some feel-
ings are going to be ruffled. He has to
call the shots the way he sees them
even if these cause some hard feelings
back in the society. That is what Vo
hired him to do—to give an honest
opinion. You should expect his report
to identify problems that you may not
have been aware of.

He should also suggest wavs of cor-
recting these problems. A pood con-
sultant will seldom tell vou what you
must do; rather, he will suggest several
possible courses of action, including the
one that he feels will work best. He
should also suggest additional sources
of information; that is, he should tell
vou not only what he knows, but where
he has gotten his information so that
vou can follow up on it yourself. Be-
vond even this, the consultant should
suggest where your society should go
next for additional help by furnishing
a bibliography and the names of experts
who might be useful on specific antici-
pated problems. Finally, the report
should focus not only on the immediate
problem, but also on a long range plan
toward yvour ultimate goals,

Inevitably, there will be questions
about the precise meaning of state-
ments in the report. It is part of the
consultant’s job to provide those clari-
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fications. It is not fair, however, for
you to ask his advice and counsel on
new problems that may be encountered
in carrying on the post-consultation
work without offering an additional fee
to pay him for the additional time he
must spend in your behalf.

Perhaps when you read the report,
the suggestions will seem totally in-
appropriate. After all, the consultant
is writing on the basis of one or two
days at your site and you have been
living with the problems for fifteen or
twenty vears. But consider his sug-
gestions carefully anyway—he just may
have come up with a new idea. While
an outside consultant’s unfamiliarity
with your local conditions may give him
difficulty in identifying solutions, it also
gives him a broader perspective. He is
able to view the problems more objec-
tively because he is not influenced by
the personalities that may be involved.
If vou did vour job properly in getting
references and screening the field to
get the right person, you should assume,
until proven otherwise, that his recom-
mendations are good and are probably
worth following.

Use the consultant’s report with re-
straint. If it is pretty harsh about some
things that were done in the past, don’t
broadeast it throughout the organiza-
tion in all its gory details—especially
not to the people who are responsible
for the things the consultant deems
wrong. You will tear your organization
apart in the process, and vou will not
accomplish what vou really want to do
—which is to get on the right track now.

Finally, if vou get a good consultant
report, put it to use. You might send
him occasional progress reports or clip-
pings from the local newspaper de-
scribing the fruits of his suggestions.
And if over a period of a year or two,
it seems to be a very fine document,
take the time to write him a letter
telling him that it was good—everyone
likes to know that his work is bene-
ficial.

Williain T. Alderson has been Di-
rector of the American Association
for State and Local History since
1964, In that capacity, he has di-
rected numerous seminars on histori-
cal society and musenm administra-
tion and has lectured widely on the
work of historical organizations.

Alderson holds degrees in history
from Colgate and Vanderbilt Uni-
versities, He served as state librarian
and archivist for Tennessee before
becoming director of AASLH. He
currently is a Fellow of the Society
of American Archivists and serves on
the Board of Directors of American
Heritage Publishing Company, the
Advisory Council to the Smithsonian
Institution for the National Museum
Act, and the Museum Panel of the
National Endowment for the Arts.

The author wishes to express his
thanks to consultant Mary Claire
Bradshaw for reading the original
manuseript and making a number of
useful suggestions.
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remain flexible enough to adapt to the rapid growth
and change of the institution.

Based on these goals and an in-house survey of
the Valentine's current UPS, the committee targeted
specific areas for program research. These included
practices in recruitment, application, interview,
placement, training, evaluation, benefits, communi-
cation, and increased opportunities for unpaid staff.

Through a series of phone surveys, the coordina-
tor of unpaid staff gathered reference information
froin fifteen institutions, ranging vastly in size,
scope, and focus. In addition to responding to a
series of questions from the UPSTART committee,
volunteer coordinators at these institutions sent
packets of information on their institution’s com-
prehensive unpaid staff programs.

From these materials, the UPSTART committee
identified several institutions’ programs with com-
ponents that seemed appropriate to the Valentine's
identified goals and selected two cities, Chicago and
San Antonio, where institution programs could be
studied in-depth. With specific topics in mind, the
committee developed a series of questions and areas
of focus. The subjects ranged from average time
commitment expected from volunteer staff, to
length of training provided, to benefits and rewards
offered to the volunteer staff by the museums.

The Valentine sent three UPSTART Committee
members and the CUPS to Chicago, Illinois, to
study volunteer staff programs at the Art Institute
of Chicago, the Field Museum of Natural History,
the Chicago Historical Society, and the Museum of
Science and Industry. A month later, three more
committee members traveled with the CUPS to San
Antonio to survey the programs at the Institute of
Texan Cultures, the San Antonio Museum of Art,
the Witte Museum of Natural History, the Marion
Koogler McNay Art Institute, and the Southwest
Arts and Crafts Center. In addition, the coordina-
tor made a two-day visit to the Mint Museum in
Charlotte, North Carolina.

Although each institution had its special
strengths and weaknesses, and vast differences
existed in the handling of programs and problems,
the committee found several components that
appeared in virtually every program. Summarized
below are the best solutions to each problem the
committee posed and some helpful hints picked up
along the way.

Recruitment

The Chicago Historical Society appeared to have
a well-rounded approach to recruitment. Its philos-

ophy was simply stated by the volunteer coordina-
tor: “If the volunteers are satisfied in a program,
they will be its best promoters.” The historical soci-
ety's volunteers recruit by word-of-mouth and by
recruitment slide-show presentations before various
groups, particularly retired teachers and senior cit-
izen groups. CHS has developed productive net-
works, again through volunteers, with other
institutions and community service organizations.
The Science Museum of Virginia, Richmond, on the
other hand, uses open houses to recruit volunteers.
At these gatherings, the volunteer coordinator leads
a round table discussion, then various supervisors
and unpaid staff describe volunteer needs and
opportunities. The Mint Museum uses a similar for-
mat, preferring “job banks” over the presentation
style used at the Science Museum. Job banks are
manned by volunteers who can speak about each job
from experience. Volunteer applications are availa-
ble at these sessions so that new volunteers may
sign up immediately at both the Mint and Science
museums. Other good recruitment ideas include dis-
tributing flyers on cars and at libraries, including
a recruitment slide at the beginning of every film
or show sponsored by the museum, and of course,
sending the standard public service announcements
and news releases. Also, if a particular type of volun-
teer is being sought—ie, females, males, seniors,
youth, etc. —ask a volunteer of that type to make
the recruitment presentation.

Application, Interview, and Placement

Proper interviewing and placement of volunteers
increases the likelihood that they will be satisfied
with their experiences and, consequently, will do
good jobs. In turn, the paid staff will appreciate the
presence of volunteers and will create more fulfill-
ing opportunities for them. The occasional careless
placement can lead to dissatisfied volunteers and to
an even more dissatisfied paid staff.

Of the institutions studied, the Art Institute of
Chicago maintains the most thorough system of
application, interview, and placement. Prospective
volunteers must complete a detailed application that
includes work experience and two references that are
reviewed by the volunteer coordinator before a phone
interview is conducted. During this process, the
coordinator makes clear the expectations of the
institution to the potential volunteer, which include
attending all training sessions; giving 100 hours of
time during a school year; a significant degree of
studying, and writing a paper that must be
presented to the docent corps; and lastly, a proba-
tionary period, not unlike an apprenticeship. The



phone interview is used as a time for the volunteer
coordinator to discern the potential volunteer's
expectations, constraints, and motivations. A suc-
cessful interview is the key to placement in the AIC
program.

Other excellent means to achieve proper place-
ment of volunteers include: (1) maintaining a job
description notebook, which includes a summary of
job duties, basic skill requirements, time commit-
ment needed, and other pertinent information, thus
enabling the volunteer coordinator to screen and
match applicants to jobs for which they are best
suited; and (2) including appropriate supervisors in
the second phase of the potential volunteer inter-
views, which includes any supervisors who will work
with the volunteers. The supervisor is responsible
for conducting an in-depth interview and for deter-
mining if the volunteer has adequate skill and
experience to meet the designated job requirements.
Because it is ultimately the volunteer and the super-
visor who will work most closely, work habits and
personalities are also a major concern. A list of inter-
view topics and strong volunteer characteristics
(appearance, self-esteem, enthusiasm, oral commu-
nication) is a good tool to have handy during an
interview.

Traini

The Field Museum of Natural History has an
excellent training procedure. The institution's basic
philosophy —“people who train should be people who
do” — and the importance of team exhibition develop-
ment have carried over into its volunteer programs.
The Field sponsors training twice a year on week-
days, evenings, and weekends. Each session is video-
taped for those absent and for use as reference
material and contains a segment dedicated to
general museum orientation, including the Field's
goals and plans.

Several paid staff are involved in the training proc-
ess. An educator (the Field employs one full-time
trainer in the education department), a recruiter, the
placement coordinator, and a subject area special-
ist comprise the team of staff who introduces volun-
teers to topics and techniques that will help them
become effective teachers. Experienced docents help
develop materials, Volunteers are expected to learn
one exhibition thoroughly (no small task at the
Field) and are then encouraged to learn additional
exhibits over time. The Field maintains that proper
training is the most important part of a successful
evaluation process. School teachers also are offered
outreach training to help them make better use of
exhibitions. Using outreach programs in a teaching

capacity brings in visitors who would not otherwise
use the museum on a regular basis.

Scheduling

Three prevalent methods are used to schedule
volunteers: ask the volunteer to commit to a certain
morning or afternoon on a regular basis, e.g., every
Wednesday afternoon; let volunteers sign up on a
weekly or monthly basis, permitting individuals to
vary schedules as needed; or a combination of both.
The average hourly commitment for volunteers is
twelve hours per month.

Almost every institution the Valentine committee
visited held the view that volunteers are expected
to come in at their scheduled times whether or not
tours are scheduled. Regular attendance ensures
that a volunteer becomes comfortable being at the
museum and being recognized as a part of its staff.
Moreover, a regularly scheduled volunteer is avail-
able to assist in research or other work always need-
ing to be done.

The use of day-captains, responsible for coordinat-
ing schedules and groups for the day, is a very effec-
tive management technique used at both the San
Antonio Museum Association (SAMA) and the
McNay. This type of volunteer administration serves
several purposes: a volunteer easily can handle the
time-consuming task of coordinating schedules and
groups; a “mini-team” for each day is created so that
all volunteers on a specific day answer to one avail-
able person, thereby providing a constant route for
communication of problems and successes; a vehi-
cle for self-evaluation also is established because
members of a certain day's team do not want to have
their reputations tarnished by an indifferent volun-
teer, encouraging all team members to do the best
jobs possible. The Chicago Historical Society, which
has a high volume of group traffic, utilizes a multi-
part form to assure that the volunteer, the group
leader, and the traffic controller all receive the same
information. This serves as a confirmation system,
also, verifying the docent's scheduled tours and the
group’'s commitment to a certain day and time.

Review and Evaluation

Even among paid staff, the topic of review/
evaluation is a touchy area. While absenteeism and
tardiness are clear and concrete signs of inadequate
volunteer performance, presentation skills and style
can be obscure and threatening areas to a volunteer,
especially to someone who feels he or she is being
“sized up” by a member of the paid staff.

One program used for both the Witte Museum of



Natural History and the San Antonio Museum of
Art was designed to eliminate volunteer feelings of
anxiety during evaluations — the peer evaluation sys-
tem. With this format, volunteers who have received
equal training compare each others’ performances
and offer constructive suggestions about presenta-
tion practices. Before any evaluation can take place,
or even be considered fair, the institution must pro-
vide the volunteer adequate training. Volunteers
must feel well prepared before they can be comfort-
able about being assessed.

This style of evaluation may not be suitable for
all institutions, however. For many places, evalua-
tion still hinges on spot-checking done by volunteer
coordinators or supervisors and on comments from
visitors and teachers. A universal caveat, however,
is for supervisors to avoid dropping in to watch
volunteers without prior warning to them. A volun-
teer should always know in advance of being
observed for evaluation purposes. Any problem in
the volunteer's performance observed by the coor-
dinator or supervisor should then be discussed with
the volunteer. More often than not, volunteers con-
vey a sense of relief if they are asked about prob-
lems with their placements or presentations.

Reward/Benefit

Volunteers at the Institute of Texan Cultures
offers members of their volunteer corps,“The Alli-
ance,” culturally-based theme parties such as Pol-
ish Zabawa; pens with the institute's logo; special
classes; ongoing training; newsletters (with articles
written by the volunteers); and pins with gems on
them (the more hours a volunteer contributes, the
more expensive the gem). These items are in addi-
tion to providing a nice lounge area with coffee, a
place to hang their hats, and a paid staff of about
six to facilitate the volunteers’ experiences.

The Mint Museum has an equally inviting pro-
gram of benefits. Its volunteer staff receives exten-
sive training and training manuals; previews and
special tours of new exhibits; certificates of award,;
awards that increase in wvalue or prestige with
increases in the number of volunteer hours; a spe-
cial identification badge; volunteer-of-the-week or
-month programs; and various contests through
which participating volunteers can win special
prizes, such as free hours added to their total num-
ber of hours, Theme parties, like a “Come as Your
Favorite Work of Art or Artist” costume party, are
also offered for the volunteer staff to celebrate a new
installation at the Mint.

These institutions also offer their volunteers dis-
counts in their gift shops, free museum publications,

free admission to the museum, free or discounted
admission to programs as well as priority access.
Lastly, the social benefits and camaraderie provided
through the volunteer experience are themselves
rewards, bringing together groups and individuals
who support a community resource.

Almost all programs the Valentine committee
studied had graded benefit/reward programs that
increase as the volunteer increases hours of service.
While these institutions had specified the number
of hours that volunteers have to fulfill, volunteers
could gain extra credit by attending meetings or
continuing education sessions or by working at pub-
lic programs outside normal unpaid staff respon-
sibilities.

Communication

Without exception, every institution visited
stresses the importance of constant and thorough
communication with volunteers. Monthly newslet-
ters and meetings, combined with day-to-day con-
tact, provide the constant flow of information
necessary to keep volunteers current with the insti-
tution and with any pertinent knowledge about their
jobs. (The most creative unpaid staff newsletter that
the committee saw was that from the Institute of
Texan Cultures, where the majority of newsletter
articles are written by wvolunteers with the rest
featuring different volunteers or programs.)

Job Opportunities

All but one or two of the institutions visited or
contacted use volunteer staff throughout their build-
ings, at jobs ranging from docent to lab technician.
The Taft Museum in Cincinnati offers a conserva-
tion training and job position to its volunteers, The
Chicago Historical Society, the Field, and the Insti-
tute of Texan Cultures offer volunteers opportuni-
ties that include first-person costumed interpre-
tation, many involving presentations of skills, crafts,
or equipment. The Southwest Arts and Crafts Cen-
ter does not use volunteers as teachers, but they do
use volunteer assistance with all the other facets of
the organization.

The McNay volunteer program is run and sup-
ported exclusively by volunteers. A president and
board elected from within the volunteer staff make
all decisions for the group, including development
of funding, allocation of resources, training, schedul-
ing, and motivation. (Their most impressive feat to
date was a trip organized by the docent board and
paid for by individual docents, to Paris, France, as
a training/benefit package.)




The Valentine UPS Program

When the travel segment of the UPS research was
complete, written summaries of the committee's
notes were submitted, then compiled into a single
UPSTART Committee report. A two-year plan was
developed, designed to facilitate the changes to
occur in the Valentine's program over the next two
transitional years. The following list of “common
components” were shared by the programs studied:

¢ Thorough and ongoing assessment of a program'’s
goals and needs.

* Presentation of the museum's expectations and
benefits in interviews with potential volunteers.

* Making placements carefully, including in the
interview process those people who will work with
the volunteers.

* Providing adequate introduction to the institu-
tion's purpose and goals and to the paid staff.

* Making training as comprehensive as possible,
supplementing it with meetings and materials.

* Communicating with volunteer staff frequently,
and creating vehicles for them to communicate with
the volunteer coordinator or supervisor.

* Showing appreciation for unpaid staff —a smile, a
birthday card, and a place to leave a hat go as far
as a great party or a certificate.

* Realizing that volunteers are “part visitor and part
staff” and therefore need to be treated with care and
their contributions respected.

Most of these suggestions can be implemented
even if resources are limited and can be adapted to
the scope and size of any program. (In fact, real
creativity can emerge from trying to make the
means cover the ends!) Based on the UPSTART
report and considering the resources available to the
Valentine, the UPSTART committee selected vari-
ous elements from the different programs visited or
investigated and molded them to meet the needs of
its institution and of the Valentine's volunteer staff,
creating a “restructured” unpaid staff program.

After a review of the museum’s five-year plan and
mission statement, a statement of purpose was for-
mulated that defined the role of the unpaid staff pro-
gram in the context of the institutional goals. This
lends the program viability and commands from the
paid staff the support necessary for unpaid staff to
work effectively. After adding UPS to the organiza-
tional flow chart, the committee then outlined its
own program goals, focusing on the next two years
as transitional. Finally, the policies and procedures

of the unpaid staff program were redefined as sum-
marized below:

Recruitment. After preliminary direct mail cam-
paigns to determine interest levels, the museum is
recruiting via several channels. A women's business
association and a retired citizens club are the two
groups targeted for recruitment. Chairpeople for
these groups receive written information for distri-
bution which provides an overview of the museum
and its current projects, as well as categorical
descriptions of job opportunities available for slide
show presentations at group meetings if further
information is desired.

The Valentine also promotes its UPS program
through press releases, public service announce-
ments, and distribution of flyers from several pub-
lic locations and the front desk in the lobby of the
museum. All information publicizing the program
directs inquiries for additional information to the
CUPS. For individual recruitment, the following
occurs: (1) Potential UPS must contact, by phone
or in writing, the coordinator of unpaid staff, ask-
ing for further specific information about becoming
an UPS; and (2) Upon request, a packet of informa-
tion which includes the following is mailed: a general
brochure about the museum; a current newsletter;
several print pieces which provide an overview of
current museum projects; a UPS job description
overview; and a handwritten coverletter that thanks
them for their interest and asks any perspective
UPS to call for an interview appointment. This proc-
ess has proven to be an effective double screening
which indicates level of commitment by placing the
burden of pursuit on the potential UPS.

Interview, Application, and Placement. The proc-
ess of interview and application begins when the
potential UPS schedules an appointment with the
CUPS. The first phase of the interview is a meeting
of the UPS and CUPS, where the following is dis-
cussed frankly: statement of the needs and expec-
tations of the institution; focus and pace of museum
activity; expectations, motivations, and abilities of
potential UPS, as well as special circumstances and
concerns (a reference list of suggested questions and
concerns is included in the UPS program manual for
the interviewer's use); particulars of jobs that are
of interest to the potential UPS, based on job
descriptions provided by the supervisors (each
description includes time commitment, special skills
required, days required, training required, and
general job overview); and, completion of an infor-
mation sheet to be kept on file in the CUPS office.

At the conclusion of this screening process, a sec-



ond phase begins which includes: an interview
between potential UPS and the supervisor of the
proposed job; a discussion of training required and
scheduling starting date; and, placement agreement
for the fiscal year. Supervisors determine if a poten-
tial UPS possesses the skills, or at least “trainabil-
ity,” necessary to perform a specific job and afford
the UPS an opportunity to meet the people with
whom each will work directly. Though placement is
not irreversible, it is crucial to the success of paid
and unpaid staff working together.

Training. The first phase of training, organized
and conducted by the CUPS, is a general orienta-
tion to the museum staff, goals, and projects. At the
session, UPS tour the museum and the Wickham
House, meeting paid staff in context, and learning
for what each area of the museum is responsible and
in what each is currently involved. Each volunteer
receives an orientation folder, which includes: a
statement of purpose for the UPS program and mis-
sion statement of the museum; a calendar of spe-
cial dates for UPS (parties, meeting, etc.); policies
and procedures for UPS program (rules, benefits,
museum emergency procedures); collections profiles;
written overviews of marketing projects; public pro-
grams and yearly calendar museum events; a staff
list with job descriptions; list of board members; let-
ter of welcome from the director; address list of all
UPS, with job assignments by each name; and an
identification card, time sheet (copy for home), orien-
tation agenda, and orientation evaluation form.
Child care, parking, drinks, dessert, and snacks are
provided by the museum. UPS bring brown-bag
lunches to eat while they listen to presentations.

The second session of training, which occurs on
a different day, is directed by supervisors. After
meeting for coffee and breakfast, UPS divide into
groups where training includes: receiving all perti-
nent materials specific to their jobs, thorough expla-
nations of particular skills and information
necessary for them to work effectively, and on-the-
job practice for several hours.

Because UPS staff have diverse jobs throughout
the museum, the second session takes varied forms,
depending on the area. Historic house docents par-
ticipate in a longer training period than do UPS who
work in the gift shop. Some training includes work-
ing with experienced UPS to learn how to present
a tour, for example. UPS commit to necessary train-
ing time in the interview process and are therefore
aware if additional time is required on their part
after the initial two sessions. Again, such needs as
child care, parking, etc, are provided by the
museum.

Scheduling. A unique aspect of the UPS corps at
the Valentine is its age range. College students, mar-
ried women with young children, retired citizens, and
people who are employed full-time are all represented
within our volunteer corps. Because of the diverse
needs of the institution and the UPS who staff it,
a system of flexible scheduling was adopted. This
system best meets all needs, since staffing the infor-
mation booth requires a much different time com-
mitment than staffing a public program or
collections area. Scheduling occurs in one of three
ways:

1. A calendar is provided with the shifts to be
covered each month, and UPS fill their appropriate
number of shifts by committing to the appropriate
number of shifts on the days that best suit them
that month (for areas such as the gift shop and
historic house tours, which need regular coverage all
day, everyday, this process is successful).

2. Calls are made to schedule on an “as needed” basis,
and UPS commit to those programs or tours they
can cover (this system works well for special gallery
tours, public programs, and school tours during slow
periods).

3. An option is offered to UPS through which they
can commit to two-four mornings or afternoons a
month, and they are scheduled automatically at
those times (this has proven effective in the gift shop
as well and in collections areas and clerical as-
signments).

The only restriction placed on scheduling is that
UPS must give the number of hours each month
that is included in the job description submitted by
the supervisors. The average time commitment is
eight-twelve hours a month, though there are some
jobs which only require six hours a month and some
project-oriented jobs that need an intense concen-
tration of time for a brief period, such as fund-
raising activities. Two UPS fulfill their time each
month as schedulers for the CUPS.

Review and Evaluation. Review is the tool that
encourages growth, hence the forerunners of evalu-
ation must be adequate training, preparation, and
dissemination of information. Evaluation is less
intimidating to those who have input in its design,
and those who perform a job are often best suited
to assess its successful implementation. Thus, UPS
will work to design a format of evaluation appropri-
ate to each job area. The goal is a combination of
paid staff and peer evaluation. UPS work first with
immediate supervisors to address concerns or
difficulties in the delivery of their jobs. If no solu-

-~



tion can be defined, then the coordinator of unpaid
staff is alerted to the issue and works with the UPS
to solve the problem. Often a different placement
or additional training fulfills the need.

Reward/Benefit. In redefining this component of
the UPS program, consideration was given to what
could be offered with current limited resources and
to what could be offered as the program becomes
stronger and the budget increases. Benefits would
be based on hourly accumulation each fiscal year
by the UPS.

Each person who joins the UPS corps immedi-
ately has access to the following: training, continu-
ing education, preview tours of new exhibitions,
special bus trips to other museums and historic
sites, UPS newsletters, two parties a year, and free
admission to the museum. When a volunteer’s com-
bined hours — training, meetings, job assignment —
equal fifty, their benefits include everything listed
above, plus all the benefits of individual member-
ship to the museum: museum newsletters, invita-
tions to openings, discounts in the gift shop, and
discounted or free admission to programs. With
seventy-five combined hours, benefits include every-
thing mentioned above, plus the privileges of family
membership, which extends the benefits of
individual membership to all the immediate mem-
bers of the volunteer's family. One hundred total
hours adds to the benefits increased discount in the
shop and choice of Valentine promotional pieces,
such as glasses, mugs, etc. At 140 hours or more,
UPS have access to discounted rental of the facility.

UPS also are given nametags and have an area
designated for them with a phone, coffee, coatrack,
resource materials, and a question/concern box.
Individuals or groups of UPS are highlighted in the
bimonthly museum newsletter, and all volunteers
have access to several organizations affiliated with
the museum including a ladies guild and junior
board. Over the next years, other improvements and
increases in the benefits program are being planned,
including the addition of several higher dollar items
from which UPS can choose after a certain number
of hours are given.

Communication. UPS listed communication as an
area of weakness in our pre-travel surveying, conse-
gquently this component received particular atten-
tion in the restructured program. Vehicles of
communication include quarterly meetings that fea-
ture an educational component, a museum update,
and a social facet; quarterly UPS newsletters which
supplement information every six weeks between
meetings; museum newsletters that keep UPS

informed about general museum news; a bulletin
board in the UPS area used for announcements and
opportunities UPS wish to make available to each
other and to paid staff; open office doors and a very
accessible paid staff; a coordinator of unpaid staff
whose focus is facilitating the enjoyable and success-
ful experience of each UPS. In addition, supervisors
constantly provide updated information to facilitate
UPS performing their jobs more effectively.

Job Opportunities. UPS currently are used in
every available area in the museum, and the museum
continues to increase the variety of job opportuni-
ties by expanding visitor services. New programs
that are designed to improve the experience of
museum visitors, such as an information booth and
greeters for the lobby area, provide new areas in
which UPS can work.

Another addition to job opportunities is the daily
worksheet system. These sheets, filled out by super-
visors, list jobs throughout the building that can be
completed in thirty to forty-five minutes, can be
started with little explanation, or can be put down
to be completed later. These jobs act as “fillers” for
UPS who find themselves with extra time during
a scheduled shift. They also provide UPS with
exposure to different areas and projects in the
museum they would not encounter when perform-
ing their own scheduled jobs.

The museum's five-vear plan includes adding first
person interpretation in the Wickham historic house
and period rooms and more extensive children’s and
adult programming, UPS also have opportunities to
lead workshops focused on special skills they pos-
sess, such as calligraphy. Lastly, we are working
toward the UPS program developing a greater
degree of autonomy. A variation of the day-captain
concept would be successful in several areas staffed
by UPS. A working example is the gift shop which
is managed and staffed completely by UPS. The
shop grossed over $100,000 last fiscal year, thus bol-
stering confidence in the idea of wvolunteer

management.

Other Helpful Resources. The coordinator of vol-
unteer staff is a personnel officer who must man-
age the needs and goals of not only the unpaid staff
but also those of the institution that must rely on
its volunteer help. Managing a program means coor-
dinating and organizing meetings, training sessions,
job opportunities, schedules, and parties. The fol-
lowing organizational tools have proven helpful in
managing a program and in making a program eas-
ily accessible to paid staff in the absence of the
coordinator;



* A manual that outlines volunteer staff policies,
procedures, master copies of forms, step-by-step
instructions, sample materials, etc.

* A meeting checklist that includes elements for
each meeting —arranging food, parking, speakers,
special equipment, meeting space, etc. (When the
meeting is completed these lists can be kept on file
serving as references for past topics.)

* Planning worksheets for training sessions that
outline who does what and where as well as which
materials are to be included.

* When formulating training programs, allow com-
mentaryobservation from the volunteers. An evalu-
ation form, distributed at the end of training,
accomplishes two objectives: (1) volunteer staff can
offer constructive suggestions about weaknesses in
a training program to which paid staff may be too
close to identify; and (2) the unpaid staff can evalu-
ate the performance of paid staff, creating a prece-
dent for evaluating their own performances.

* Many organizations and institutions have active
and successful volunteer programs, so check within
your community and surrounding communities first
for possible assistance. Also do not overlook the
experience and expertise of United Way organiza-
tions, whose success depends on the volunteer
assistance.
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tory. Technical Leaflet 170, “Establishing a Volunteer Pro-
gram: A Case Study, The Valentine Museum, Richmond,
Virginia,” History News, Volume 45, Number 1, Janu-
ary/February 1990,

Technical leaflets are issued by the American Association
for State and Local History to provide the historical agency
and museumn field with detailed, up-to-date technical advice.
Technical leaflets and reports are available through History

Contributing Institutions

This technical leaflet would not have been possi-
ble without the generous assistance of the institu-
tions listed below, who are in themselves excellent

resources.

Art Institute of Chicago
Michigan Ave. at Adams
Chicago, 1L 60603

(312) 443-3600

Chicago Historical
Society

1601 N. Park
Chicago, IL 60614
(312) 642-4600

Field Museum of
Natural History
Roosevelt Rd. at
Lake Shore Dr.
Chicago, IL 60605
(312) 9229410

Institute of Texan
Culture

801 S. Bowie

San Antonio, TX 78205
(512) 226-7651

Marion Koogler McNay
Art Institute

6000 N. New

Braunsels Awve.

San Antonio, TX 78209
(512) 824-5368

The Mint Museum
of Art

2730 Randolph Rd.
Charlotte, NC 28207
{704) 337-2000

Musenm of Science
& Industry

b7th St. & Lake
Shore Dr.

Chicago, IL 60637
(312) 684-1414

San Antonio Museum
of Art

PO. Box 2601

San Antonio, TX
TH299-2601

(512) 226-5544

San Antonio Museum
Association

3801 Broadway

PO. Box 2601

San Antonio, TX 78209
(512) 226-5544

Science Museum

of Virginia

2500 W. Broad St.
Richmond, VA 23220
(804) 36T-0000

Southwest Arts and
Crafts Center
Southwest C

300 Augusta

San Antonio, TX 78205

The Strong Museum
One Manhattan Square
Rochester, NY 14607
(716) 263-2700

Taft Museum

316 Pike St.
Cincinnati, OH 45202
(513) 241-0343

The Valentine Museum
1015 E. Clay St.
Richmond, VA 23219
(804) 649-0711

Witte Museum of
Natural History

3801 Broadway

PO. Box 2601

San Antonio, TX 78209
(512) 828-7262

News magazine to AASLH members or through the AASLH
Press catalog to any interested buyer. Membership informa-
tion or technical leaflet or report reprints may be ordered by
contacting American Association for State and Local His-
tory, 172 Second Awvenue North, Nashville TN 37201,
615/255-2971.

American Association for State and Local History endorses
no particular product, service, or institution.
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The purpose of a student project or internship is for the
student to gain knowledge and experience in a specific
endeavor. The process should benefit the intern, the
mentor, and the mentor’s museum. It has been argued by
gome in the museum field that professional standards
require payment to an intern because the intern is working
for the museum, much like an employee. If the intern is not
paid, the argument goes, he or she has been “taken
advantage of” by the institution. However, properly
designed internship programs involve reciprocal
relationships. When the benefits are reciprocal to both
parties, the internship does not necessarily have to involve
payment for services,

Under a program that is designed to meet a student's
interests and a museum’s needs, the student should expect
to receive course credit and invaluable on-site experience.
Students also will benefit by making professional contacts
and by receiving instruction in specific skills. After the
internship is completed, students should be able to gauge
their abilities relative to museum professionals. They also
will have concrete evidence of their accomplishments,
struggles, and successes,

PLANNING: THE MUSEUM

A museum can expect to commit considerable time, talent,
skills, and resources to an intern. A museum must review
its resources—such as its available work space, its available
gtaff, the use of volunteers, and its finances—before
committing itself to a program of student projects and
internships. Successful internship programs are the result
of ensuring that the needs of the student and the needs of
the museum are congruent. Adequate preparation,

however, often takes several months—sometimes even a
vear or more. During this time, the museum staff must
identify its needs and determine how student projects could
be beneficial to the museum.

One method that will help the museum plan for its use
of interns is to have each staff member make a list of short-
and long-term goals and needs. These lists can be
categorized several ways. For instance, a museum may
choose to prioritize its objectives according to museum
functions, by project length, or by the complexity of the
projects. In a small museum, the director or administrator
most likely would handle the job of organizing the list of
needs; in a larger institution, a curator might be in the best
position to do so,

One example of a categorized list is in shown in
Appendix A. This particular list was compiled by the staff at
the Racine County Historical Society and Museum, Racine,
Wisconsin, but any museum can come up with with a
similar list. Completion of the full list, of which Appendix A
is one part, took ten hours at Racine County. Many
institutions may find they can compile and organize a list in
a shorter length of time.

After the needs of the museum have been prioritized
and categorized in a succinct list, the stage is set to
promote the museum as an available project and internship
site. To create awareness that a museum is an inviting site
to interns, the museum's staff must promote it on a regular
basis. However, recognition won’t come overnight and
may, in fact, take vears to accomplish.

There are some general steps that will begin to pave the
way. A museum staff member must periodically contact
area schools, colleges, and universities to discuss the
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availability of the museum's resource staff and facilities for
students, When dealing with a high school, it is helpful to
meet with the faculty involved with the school's honor
program. In a university setting, discussing the museum’s
resources with the appropriate department faculty, such as
the heads of the anthropology, history, and museum
studies departments, is often the best way to share your
information. After many months of dialogue between the
museum staff and the academic institutions, information
about the museum should begin to appear as part of
student syllabus literature on course options,

Occasionally students will approach museums with their
own project proposals. This is an attractive option for a
museum that already has taken steps to set up a program
for interns. The appropriate staff member at the museum
should be ready to discuss the student’s ideas. At this time,
the key for the museum is to be prepared with a project list
and a staff member who is ready to become a mentor,

Today, many educational institutions are suggesting—
and some even are requiring—that students seek and
perform on-site, museum volunteer projects as part of a
gpecific curriculum. One museum, for example, was
approached by an architectural student who requested to
do the entire renovation to the interior design for a
Victorian-era home. According to the project description,
the specific goals of the student were to become familiar
with the literature on historic house furnishings and
renovation through the museum's documents, photos,
artifacts, tape recordings, and oral interviews and to
develop a thorough knowledge of the house, its occupants,
and the renovation completed to date.

It is easy to understand why universities consider these
types of on-site projects to be invaluable learning tools.
Museum staff should view these student projects as
seriously as those called “museum studies.” By taking
these projects seriously, the museum becomes known to
university officials as one in which trained professionals
fulfill a valuable educational role within the community.

PLANNING: THE STUDENT _

A large part of the success of an internship rests on the
amount of initiative demonstrated by the student—even
before the project begins. Students have the responsibility
to provide certain pertinent information to museums at the
outset of their internships. Guidelines, such as the number
of required hours per credit, the student's expectations for
professional training, time lines, and faculty supervision,
should be clearly stated by the student.

The student should draft a time line for the project.
Then, working with museum staff, the student should
identify what he or she is expected to produce during the
internship period. For example, students should
understand that producing a small exhibit will take several
weeks longer than researching the documentation on an
artifact in the museum's collection.

The time allotied to an internship is limited; therefore, it
is imporiant that the student's expectations be reasonable,
It is critical for the student to complete a finished product
during the internship—one that can be viewed with pride
and one that meets a particular need on the part of the

museum. The greater the congruence between the
student's perceived needs and the museum's resources, the
greater the likelihood for success. It has been the
experience for the staff at the Racine County Historical
Society and Museum that roughing out a plan should take a
student two to four hours over the course of several
meetings. A final internship agreement may take anywhere
from two to eight hours to complete, depending on the
length and sophistication of the project.

Clearly, the process described here requires a
commitment of time and expertise on the part of museum
staff. Museums should be prepared, however, that the
return—ithat is, the product and results of the internship—
may not pay off in terms of saved staff ime or additional
human resources for the museum. The reason a museum
should engage in a program of instruction and
apprenticeship is primarily to promote its professionalism
through its capacity to train students and serve as a
mentoring facility. Only secondarily, should a museum
expect to accomplish its own goals through the use of an
intern. Bringing in new ideas, enthusiasm, and a sense of
curiosity will be one of the greatest rewards a museumn can
receive,

HIRING AN INTERN

Once the museum is ready to receive intern candidates,
there are certain steps that the staff should follow to begin
the relationship on good footing. At the outset, of course, all
students interested in participating in the museum’s
program must be interviewed. During this first meeting,
the student should be given the museum’s list of potential
projects, its annual program calendar, a sample of a project
or internship agreement, and, if applicable, a job
description. The museum project list, such as the one
shown in Appendix A, will give the student guidance as to
what projects are of high priority to the museum; however,
museums should be ready to accommodate the special
talents and individual interests that a student may have as well.

During the interview, it is a good idea to establish the
terms of the relationship through an internship agreement.
An internship agreement is a formal document that spells
out the objectives of the internship, the location and
duration of the work, and the supervisory aspects of the
relationship (see Figure 1).

The intern candidate should expect to take an active role
in the development of the agreement and should work with
museum staff to define reasonable project goals. In
addition, the student should clearly state what specific
training he or she expects to receive. These are the
objectives upon which the intern’s performance will be
evaluated; so it is critical that the student and the
supervisor clearly understand what these goals are and
how they will be achieved during the work period.

Because museums traditionally have limited time,
resources, energies, and space, a part of the screening
process should test the candidate’s skills in planning,
organizing, and prioritizing. Any student who cannot
cooperate with museum staff to produce a coherent
internship agreement likely cannot organize and produce a
worthwhile project. Agreeing to work with a student who
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shows signs of inadequate organizational skills from the
outset could later result in a major headache for museum
staff. Finally, as with the case of any volunteer, it is prudent
to have the student sign a volunteer's agreement that
includes standard liability clauses for the museum’s
protection.

WORKING WITH INTERNS e g
Honesty, dependability, and initiative are wvital
characteristics for the student to possess if he or she wants
to break into history or museum work. The importance of
working well with others and the ethics of the profession
should be discussed fully during the interview. The student
must understand that writien proposals must contain
accurate information. They also must be neat and written
with clarity, consistency, and completeness.

The key to successful museum work is cooperation.
Prior to an internship, a student may have experienced a
sense of personal achievement and pride after working
alone on research and documentation in an academic
setting, When applying their research within the museum
environment, however, some students may feel as though
their personal achievements have been lost in a sea of daily
operational concerns, The needs of museum exhibit staff,
custodians, and security personnel, among others, may
seem as though they are constraining the student’s project
goals.

Practical use of academic research within the scope of a
museum requires that studenis take part in a dialogue
among staff and be ready to consider different
interpretations. Students must learn that a compromise
between the views of the pure scholar and the views of
museum operations personnel sometimes must be made.
In his or her role as a museum apprentice, the student
must be willing to communicate and cooperate on all levels.

Examples of this process of applying scholastic
knowledge to museum operations should be discussed with
potential project personnel. It is often useful to set up role
playing models that include various museum staff. In
museum studies, applied history, and similar courses that
include museum work for credit, students should be given
projects that consist of “what if” proposals. The following
proposals, for example, might be useful for the student to
analyze:

* What if a museum department, such as the research
archive, was operated by volunteers, and they
consistently failed to assist with your request for
documentation and photocopies for vour internship
project? What steps would you take to resolve this
problem?

* What if you developed a concept to explain a culiural
practice, but you had no idea how to translate the
concept into an exhibit setting? Who on the museum
staff would be the best person to help you?

* What if you're a student of design and the museum's
exhibit preparator, with thirty-five years of experience,
thinks your exhibit design is unstable and too exotic?
She refuses to help implement it. What do you do to
address the impasse and seek solutions?

Work in museums requires interactive, cooperative

behavior within the museum as well as within the
community. There are no isolated directors or curators.
Students should be given tasks that require them to apply
information and skills learned in the classroom toward
practical needs. For example, students could be asked to
develop short programs that could be presented to school
children of varving grade levels. Other ideas might be to
prepare writing labels or to organize a time line for
completion of an exhibit.

Finally, it is not trite to emphasize that limitations are an
inevitable part of life. In light of the inherent limits placed
upon time and staffing during an internship, it is important
for the student periodically to harken back to the objectives
laid out in the internship agreement. Training that helps
develop good judgment on how to approach projects and on
how to judge the amount of time needed to complete a
project is crucial. It is at least as important as the
intellectual and creative growth that is cultivated during an
internship.

DOCUMENTATION :
A museum project of any length, an internship, or a
volunteer program should result in a documented,
evaluated report. Few museums can pay stipends to
students they are teaching and supervising, but they can
make certain that every project contributes to the
intellectual and programmatic advancement of the student,
Keeping documentation also records the number of the
interns who have worked in the museum and tracks the
kinds of contributions they have made to overall
operations.

DEVELOPING AND ADMINISTERING
STUDENT INTERNSHIPS
The following points are guidelines and suggestions for
developing internship programs within a museum or
historical society.

(1) The parties responsible for the project—volunteers,
students, interns, museum site supervisors, faculty
supervisors and counselors, and others—must agree on the
overall nature of the project or internship, including its major
components, prior to the beginning date of the project.

(2) The responsible parties must develop a draft of the
complete project using an approved format that has been
established by the school or by the museum. When an
agreement has been reached, the draft should be typed and
approved, and the final copy should be typed and signed. A
copy should be given to each party. The agreement must
have specific objectives that include the following:

* The agreement must be consistent with the purpose of
projects or internships at the student’s educational
institution.

* The agreement should be, ethically and
professionally, a sound application of the intern's time
and energies at the museum.

* The agreement should have reasonable expectations
and goals that can be achieved during the time
allotted for the project. The agreement should specify
what is due on these deadlines.







s As a guide to the student, the agreement must
include major references and source materials and
should reflect basic and timely information in the
museum field.

* The agreement should describe a coherent,
consistent learning process that involves the
application of knowledge, skills, and talents and the
acquisition of new information, skills, and
technigues. These should be specified as needed.

® There should be specific dates noted for formal
discussion among the parties regarding the progress
of the project. Evaluations must be built into every
step. Supervision, crucial to this form of learning,
determines the success of a project as well as the
potential for future projects.

(4) The faculty counselor's and museum site
supervisor’'s final evaluations are to be based on the
objectives and criteria outlined in the written agreement.
The final evaluation should be given to the student, and, in
the case of a student working for course credits, the
evaluation should be filed with his or her school records.
Regular evaluations are very important to the student and
the museuwm staff, which is why taking on student projects
and internships is a major commitment, often calling on
the staff member's personal time as well.

(5) If, for any reason, the student is unable to carry out
one or more of the stated objectives, the museum site and
faculty supervisor should discuss with the student
acceptable alternatives.

CONCLUSION

The process described in this article does not advocate
any specific length for a project or internship. The length
of the commitment is dictated by museum studies’ course
requirements, a school's course requirements, a student's
goals, and the project itself, If the project agreement is
formulated as described above, then the experience,
training, supervision, and results will be evident. A 120-
hour project will not be mistaken for a 360-hour internship
in content or evaluation.

Reciprocity, the sharing of benefits among all parties, is
critical to the teaching and mentoring of students in the
museum field. The agreement between the museum and
the intern specifies the breadth and depth of the learning
experience, It clearly sets out the importance of sharing
and professional exchanges. Reciprocity, therefore, keeps
the mechanisms of the internship humming.

Having the student develop the terms of the internship
agreement is a positive step toward implementing a
successful program. A well-thought-out internship
agreement requires the parties to address the nature of
learning and sharing; giving and taking. The benefits for
both parties will be clearly stated at the beginning of the
relationship, and the perception that the student was
“taken advantage of” will be eliminated.

Mary Ellen Conaway is director of the Racine County
Historical Society and Musewm, Racine, Wisconsin.
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the historical agency and museum field with detailed, up-to-date technical advice. Technical Leaflets and Technical Reports are available through
History News magazine to AASLH members or to any interested buyer. Membership information or Technical Leaflet or Technical Report reprints
may be ordered by contacting American Association for State and Local History, 530 Church Street, Suite 600, Nashwville, TN 37219, (615) 255-2871.
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BY T. ALLAN COMP, WITH ALEX ROGERS
ach academic semester and every summer break, in locales throughout the land, there are
thousands of bright, energetic students looking for the elusive and very necessary “job experience.” For those
organizations willing to blend the students’ want for job experience with their own institutional need for project
work, the resulting partnership can be mutually rewarding. Students bring fresh ideas, enthusiasm, and creativity
to internship sites and are often willing to work for a small living stipend in return for valuable experience and
professional connections not attainable in the classroom. For those institutions willing to meet this student need

responsibly and intelligently, the pay-off can be significant and enduring.



Organizations should develop internship projects which utilize a student’s knowledge and skill. Photo courtesy of the Southwestern

Pennsylvania Heritage Preservation Commission.

Successful programs require funding, planning and
organization. While it may seem that only large institu-
tions have the time and budget to manage such ven-
tures, internship programs are not out of reach for
small museums, historical societies, heritage organiza-
tions, and other non-profit organizations. This Technical

Leaflet describes the elements
essential to a formal internship pro-
gram and outlines how any organi-
zation can develop a program bene-
ficial for both interns and mentoring
organizations.

DEFINING AN
APPROPRIATE PROJECT
For this Technical Leaflet,
“interns” are presumed to be
engaged in their internships on a
full-time basis for a concentrated
ten to twelve weeks in the summer
or a single semester during the
academic year, and are primarily
graduate students or graduating
seniors. Obviously, there are many
other forms of student assistance
for historical organizations, some
discussed later in this Technical
Leaflet, but serious “job experi-
ence” results from full-time engage-
ment by both student and institu-

tion. Full-time internships should be viewed as institu-
tional partnerships — brief but serious mutual efforts

with mutual benefits.

The first step is to identify the project for student
interns. What projects does your organization need to

Internships should
result in complete,
educationally
meaningful
products, including
reports which your
organization can
keep on file and
the interns can
take with them for
their professional

portfolio.

complete? Which of those are appropriate for an intern?
By developing a list of possible projects, and the specif-
ic skills required for each, you can advertise several
options and attract the best-qualified students. In defin-
ing these possible intern projects, remember you are
seeking to attract professionals-in-training who possess

the skills and knowledge to work on
substantial projects. Reserve clerical
work and unskilled tasks for volun-
teers and work-study students from
local high schools and colleges.

Interns should be given one well-
defined project which they work on
full-time from start to completion.
The standard three-month internship
period makes it crucial that the pro-
ject be fully planned before the
interns arrive. While it is certainly
possible to give interns several small
projects to work on during the course
of their internship, the experience
will be much more rewarding for the
interns if they are able to focus on a
single goal. Internships should result
in complete, educationally meaningful
products, including reports which
your organization can keep on file
and the interns can take with them
for their professional portfolio.

When considering an internship

program and developing descriptions for specific pro-
jects, remember to think about the administrative costs

to your organization. Adequate supervision must be

provided if you expect adequate results. Consider the
demands of the projects you choose. And, make sure



that you have satisfactory work space for your interns
to work—Dbeing stuffed in a corner of the basement
does little for one’s sense of importance within the
institution. Determine if they will need access to a tele-
phone, a computer, a car or mileage money, or the
Internet. The more details that are resolved ahead of
time, the more real work will be accomplished for the
organization during the internship period.

SUPPORT, NOT A SALARY

It is important to remember that the living stipend
that you pay is not an intern’s compensation, but is
rather the means
to make the expe-

cover the cost for recruitment and administrative
expenses. Do not let these costs seem prohibitive—
there are funding sources outside of your own budget!
State humanities and arts organizations often provide
small grants for technical assistance that can be used
to support a skilled intern. Banks and local businesses
might view an internship program as a cause worthy
of their investment. By donating $1,000 to $3,000 they
can support both your organization and the develop-
ment of a young professional while strengthening your
community through cultural and educational develop-
ment. Inform potential sponsors that internships will
be named for the
businesses that
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intend to employ both graduate students and under-
graduates, it is appropriate to pay graduate students at
least $500 more.

While interns do not need substantial monetary
compensation, organizations will have to find some
hard cash with which to support their intern and to

include housing in your stipend package. This will
lower the cost to your organization while enhancing the
appeal and efficiency of the internship.

Keep in mind that an intern’s living space can be
basic, but it should be separate from their work space
and have adequate cooking facilities. Be creative when
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looking for housing. Dormitories at nearby colleges, a
house owned by someone who is away for the summer,
or that spare basement apartment that one of your
board members never got around to renting, are all
good possibilities. For example, interns of the
Southwestern Pennsylvania Heritage Preservation
Commission have been housed in an empty convent
which the church was pleased to rent out. While it is
too difficult for interns and their supervisors to live
together, housing interns with local
families can work quite well and
encourages interns to become tem-
porary members of the community.

venues not only

RECRUITMENT AND
SELECTION

Just as the development of suc-
cessful internship projects requires
looking inward, recruiting will be
both more successful and less
expensive if you look outward. Every
agency that attempts to recruit good
interns must incur certain expenses,
but by joining with several other
organizations to recruit similar or
complementary interns, these
expenses can be shared while expanding the reach of
recruitment efforts. At the Southwestern Pennsylvania
Heritage Preservation Commission we recruit about 30
interns for 30 different agencies in nine counties with
one announcement, one information piece, and one eval-
uation process — the same steps we would go through
if we were recruiting only one intern! If there are other

Targeting numerous

produces a larger
pool of talent from
which to select your
interns, but also
builds the reputation
of your program

in the academic
community.

agencies similar to your own within your city, county or
region, ask them to cooperate on intern recruitment.
The result will be better interns for all and (hopefully)
better cooperation between and understanding of other
cultural institutions.

ANNOUNCING THE
INTERNSHIP PROGRAM

The halls of colleges and universities are lined with
bulletin boards covered with layers of
flyers and pamphlets. This is the pri-
mary way that students learn about
internship opportunities. Effective
posters require some thought, but do
not need to be expensive. To compete
with the other announcement posters,
they should be eye-catching and
attractive with text that is brief but
informative. The mailing list should
target appropriate departments and
programs. This can be developed with
publications such as Museum Studies
and Training in the United States: A
Resource Guide published by the
American Association of Museums,
the Directory of History Departments
and Organizations by the American Historical
Association, A Guide to Graduate Programs in Public
History by the National Council on Public History, and
Summary of Historic Preservation Programs published
annually by the National Trust for Historic
Preservation. Whenever you know specific names of
faculty, use them. It’s also a good idea to send a one-

By developing clear definitions of internship projects, organizations can recruit interns who are well-suited for even the most
specific work. Photo courtesy of the Southwestern Pennsylvania Heritage Preservation Commission.



Interns often contribute a variety of skills to sponsoring organizations. Photo courtesy of the Southwestern Pennsylvania Heritage

Preservation Commission.

page letter of introduction with your poster to provide
further information about your program.

If your organization cannot afford a large mailing,
there are less costly ways to publicize your program.
Professional organizations, including the AASLH, have
publications in which members may announce fellow-
ships, employment opportunities and internships, often
at no cost. The Internet is also a highly useful tool
which both students and faculty have access. (Some
listservs and websites are listed at the end of the
Technical Leaflet.) Be sure you monitor your own mail
box or specify that all inquiries must be by U.S. mail.
Whatever your method of recruiting, remember it is
best to go national. Targeting numerous venues not
only produces a larger pool of talent from which to
select your interns, but also builds the reputation of
your program in the academic community.

RESPONDING TO REQUESTS

Your recruitment tools will attract inquiries and now is
your opportunity to spread the work about your program.
Informational packets and application forms mailed on
request are important ways to promote your program.
These materials can be simply printed on your organiza-
tion’s letterhead or professionally produced using pho-
tographs and color printing. Either way, your program
will be seriously considered if you present it as well struc-
tured and carefully planned. At the Southwestern
Pennsylvania Heritage Preservation Commission, we
know that our organization pays the mailing cost for

every inquiry we answer, so our information packet is
straight text, relying on the intern’s own interest to pull
them through the several pages of solid writing.

Regardless of design, packets should include informa-
tion about the purpose and the history of both your orga-
nization and the program, as well as a profile of the direc-
tor(s). The applicant requirements and details of the pro-
gram, such as the project(s) description, duration, stipend
and housing, should all be clearly explained. The benefits
of the program, such as professional development oppor-
tunities and special local cultural and recreational facilities,
should also be highlighted. After a program’s first year, it
is also beneficial to include brief descriptions of past
internship programs, using quotes from the interns com-
menting on their positive experiences

EVALUATING AND
SELECTING INTERNS

A formal application from an interested applicant is
your opportunity to learn about the individual before
conducting interviews or selecting an intern. Obtain as
much information as possible from the application
form. Requesting only a resume and cover letter will
result in a wide variation of information. It is recom-
mended to create your own simple application form
which requires the standard information, such as their
university or college, major and minor, year in school,
GPA (in major and overall), and school and permanent
addresses. The form should inquire about any specific
skills required for the internship projects. When this
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For a project at the Southwestern Pennsylvania Heritage Preservation Commission, a group of interns examined and evaluated
the natural, historic, cultural and archaeological resources of a small Pennsylvania town. Photo courtesy of the Southwestern

Pennsylvania Heritage Preservation Commission.

information is standard on every application, evaluation
is more efficient and more effective.

Beyond the factual data, short written answers, limit-
ed to the space on the application form, can be remark-
ably useful. At the Southwestern Pennsylvania Heritage
Preservation Commission, we require applicants to pro-
vide a short essay describing their professional inter-
ests and another asking them to evaluate their own
suitability for the position. These short essays provide
clear indication of writing skill, perception, and often
basic interest in the position. Also, ask applicants to
provide one letter of recommendation from an appro-
priate faculty member or supervisor. This is more con-
venient than receiving a list of references you don’t
know and don’t have time to call.

Set the application deadline in time to make your
decision and notify successful candidates before they
have already committed to other opportunities. For a
summer program, it is best to make your selections by
early April. If you count back from an April selection,
you will quickly see that early January is your last
opportunity to mail your announcement poster! But
don’t hesitate to try a last-minute scramble if you don’t
want to wait until the next year.

FOLLOW UP

It is important to maintain ties with former interns,
unsuccessful applicants you might like to see with
another year of schooling behind them, and those you
just didn’t have the funds to hire. An internship pro-
gram is a way to advertise your organization and its
interest in the future development of the field. Intern

alums can be a powerful and sometimes personally
rewarding group. As your internship program grows in
size or duration, word-of-mouth will lead applicants to
seek you out. Don’t neglect this best form of advertis-
ing! For a small fledgling program this can mean an
occasional personal letter. Larger programs may send
out an annual alumni newsletter. Consider sending the
alumni newsletter to internship applicants to illustrate
the great things that your program has led to for past
participants.

MANAGING INTERNS

Beyond all the normal requirements of good person-
nel management, interns have a two special needs.
Meeting these needs will not require massive amounts
of time or money, but will make a world of difference in
the internship experience — and its effectiveness.

First, interns are most effective and have the best
experiences if they have an understanding of the spon-
soring organization, how it functions, and where it fits.
Upon arrival, interns should be immediately made
aware of the organization’s mission, the area and audi-
ence that it serves, and how it fits into the broader pic-
ture. Interns should be introduced to all key staff
members, not only those with whom they will be work-
ing. They should be informed of staff roles within the
organization, the chain of command, where the
intern’s project fits, and how to get questions
answered. Even the seemingly mundane, such as
where to find office supplies, is useful information for
an intern. A formal, comprehensive orientation session
(not a casual walk around the office during their first



morning) provides interns with a context in which to
view their own projects and makes them effective rep-
resentatives of the organization.

If you worked with other organizations to recruit the
interns, make sure your new intern learns about those
organizations and invite the other new interns to visit
your organization. There is nothing quite so useful as
finding another fellow student at a nearby institution
with whom to talk. Likewise, internships should be
opportunities for students to become familiar with the
professional world. The more your program can offer
to this end, the more appealing and beneficial it will be
for the intern.
Provide the
intern with
opportunities to
participate in
lectures and
workshops con-
ducted by your
staff or outside
professionals, to
visit other orga-
nizations, and
perhaps attend a
regional profes-
sional confer-
ence with other
staff. These
experiences will
accentuate the
intern’s experi-
ence. Keep in
mind that the purpose of an internship is to supple-
ment the classroom experience, not to reproduce it.
Strive to make available those resources which stu-
dents do not have back at their college or university.

Second, beyond the professional world, encourage
interns to become immersed in the cultural offerings of
the community. Whether your organization is located in
a small town or big city, there are plenty of ways for stu-
dents to get a flavor of the region through arts and folk
festivals, regional cuisine, a local Fourth of July celebra-
tion, the symphony, a production by a local theater
group, recreational opportunities at a nearby park or just
a local hang-out. Interns will not only benefit from their

Heritage Preservation Commission.

INTERNET ADDRESSES: A list of some Internet addresses for internship announcements.

ARTIFACT: Discussion group for those concerned with
material culture studies. listserv@umdd.umd.edu

H-LOCAL: Part of the NEH funded H-NET humanities
on-line system which contains 57 lists for scholars and
others. H-LOCAL targets people interested in state and
local history and museum studies. listserv@msu.edu

MUSEUM-L: General interest group for museum
professionals. listserv@unmvma.unm.edu

One of the most valuable aspects of the internship experience is the student’s
interaction with professional colleagues. Photo courtesy of the Southwestern Pennsylvania

experiences with your community, but the community
will become aware of the interns who will serve as good
public relations representatives for your organization.

CONCLUSION
While “partnerships” is rapidly becoming the tired
word of the nineties, the relationship between an orga-
nization and an intern is exactly that. Give your intern-
ship program some careful attention and work closely
with your intern as a young professional and the
results can benefit both sides in equal and great mea-
sure. The manifestations of internships are as varied as
the interns them-
selves, but the
rewards are
there for any
institution willing
to take partner-
ship seriously.

T. Allan Comp,
Ph.D. is the her-
itage resources
manager for the
Southwestern
Pennsylvania
Heritage
Preservation
Commission
(SPHPC) and
serves as the
Commission’s
internship program
coordinator. He is a former National Park Service historian
and manager, developer of historic buildings, a consultant on
regional heritage development in the U.S. and abroad. Alex
Rogers has a B.A. in history in from Rhodes College and is
presently an AmeriCorps participant serving as program
assistant to the SPHPC internship program. Comp and
Rogers can both be reached at: Southwestern Pennsylvania
Heritage Preservation Commission, P.O. Box 565,
Hollidaysburg, PA 16648; (814) 696-9380; fax (814) 696-9569.
The Southwestern Pennsylvania Heritage Preservation
Commission is a small federal commission charged with
improving the economic health of nine counties through
heritage development.

PUBLHIST: Mailing list dedicated to the topic of public
history. publhist@indycms.iupui.edu

URBAN-L: Mailing list for information on urban planning
issues. listserv@trearn.bitnet

The National Trust for Historic Preservation has a web site,
http://www.nthp.org. To list internships on their job board,
go to Preserve Link on the website and click on the job
board, or email information to sdillard@nthp.org
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PART-TIME

Other UNDERGRADUATE
INTERNSHIP
NYelllge=cle)ll PROGRAMS

Career services offices at
colleges and universities
maintain files of organiza-
tions willing to sponsor
interns. These programs
usually involve a student
working at an organization one to three days a week.
While some require that the interns are paid a wage,
most offer the students academic credit in return for
their time. Organizations have the best chance to be
consistently successful if they work with a university
with a strong program in an appropriate discipline
that requires internships. Otherwise, interns may
only be available sporadically and with little control
over quality. This can be a convenient way to obtain
short-term student assistance since the educational
institution takes care of the promotion and application
processes. These programs can work if the intern’s
time is properly organized.

In this type of situation, and considering the fact that
students will generally work only 10 to 20 hours a
week, it is absolutely necessary that the project be fully
planned before the intern starts to work. However, it is
not crucial that the project be one that the intern starts
and finishes on his or her own. These students are try-
ing to balance their internship requirements with their
regular academic commitments and social lives, and an
internship may not receive first priority over finals,
term papers or spring break. It is appropriate to engage
these students in projects which can continue after
their internship is over. However, avoid situations in
which a student does not complete a project which may
be difficult for someone else to pick up, such as one
which involves extensive research or the development
of outside contacts and community trust.

Affordable
Assistance

STATE OR FEDERAL WORK-STUDY
All colleges and universities are eligible to receive
funds for work-study programs (though not all partici-
pate) which allow students to work for a wage up to 40
hours a week during the summer and no more than 20
hours while attending classes. The majority of work-
study students are placed in on-campus positions, but

some schools participate in either state or federal
work-study programs which allow them to place stu-
dents in jobs off-campus. A university’s or college’s
office of financial aid has information on an organiza-

tion’s eligibility for a work-study student, what agency
would organize participation the program (usually the
state work-study organization), and what portion of the
student’s wages, if any, organizations would be
required to pay. (For instance, in Pennsylvania work-
study students cost 60 percent of their usual $5.00 an
hour salary; federal work-study students do not cost
anything.) These programs can be very competitive in
terms of organizational participation, especially for
those which do not require the sponsor organization to
contribute to the student’s wages.

Work-study programs present a situation entirely
different from an internship. Interns seek positions in
order to learn about a field in which they are interest-
ed. Work-study students are placed in organizations
because they need to make money to offset the cost
of their education and may or may not be interested in
a career related to the work of the sponsoring organi-
zation. Therefore, it is perfectly suitable to assign
work-study students to data entry, clerical work, book-
keeping, and receptionist roles as well as more spe-
cialized work their schooling might allow. Work-study
students may opt to continue to work for organiza-
tions semester after semester, thus enabling you to
build on their responsibilities.

AMERICORPS

There about 20,000 AmeriCorps participants serv-
ing throughout the United States, some of whom are
working on historic preservation and other heritage-
related projects. AmeriCorps is a national program
administered through federal agencies and through
state offices. Each member works full-time for 1,700
hours (about ten months) and may work two years.
Agencies involved with senior citizens, low-income
housing in historic districts, economic development in
rural areas, and many others may be eligible to partic-
ipate. For instance, the Southwestern Pennsylvania
Heritage Preservation Commission has five
AmeriCorps participants (all college graduates) work-
ing in the most disadvantaged county in the region on
improving rural economic development through
tourism enhancement. Another five AmeriCorps par-
ticipants are working throughout the nine-county
region on trails, housing, acid mine drainage, and cre-
ating opportunities for young professionals in a region
that is losing too many of its recent college graduates.
Matching funds are required for each position, but the
maximum is less than $2,000 for a year-long partici-
pant. It takes some bureaucratic persistence, but it is
well worth the effort!
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