Service Team Orientation
Position: Service Area Manager/
Assistant Service Area Manager



Position Summary

Service Area Managers are
responsible for the
development, extension and
retention of girl and adult
membership within the
service area, and ensuring
that girls and leaders receive
all necessary services.




Responsiblilities include:

Recruit and supervise qualified people for the Service Team and key volunteer positions and involve people from
diverse and nontraditional backgrounds whenever possible.

Plan, schedule and facilitate Service Area Meetings.

With the help of the Membership Manager and Treasurer, develop a Service Area budget.

Communicate regularly with the Membership Manager.

Attend all scheduled Service Area Meetings.

Gather and distribute current Girl Scout information and resource ideas within the Service Area.

In collaboration with Community/School Organizers and Adult Development Department, ensure leaders receive the
required training.

Maintain an accurate Service Area roster.

Support Service Team members in their roles.

Promote ongoing recognition and appreciation of leaders and other Service Area volunteers.

Assure that membership is extended to all girls, ages 5-17, in all socio-economic, religious, racial/ethnic, and special
needs groups.

Design Service Area events to meet membership goals.
Enrich the troop experience by offering girls a wide range of events/activities at the Service Area level.
Support Family Partnership and Council-sponsored product sale programs.

*Assistant Service Area Managers may assist Service Area Managers with the
above duties as requested, and/or carry them out in the Service Area Manager’s
absence.




Recruiting for Your
Service Team

Try to get to know as many leaders in your
Service Area as possible. This Is where you are
most likely to find someone passionate about
Girl Scouts, who Is willing to step up to a Service

Team position.




Tips to Get to Know
Other Leaders to Recruit

for Your Service Team

How do you get to know leaders? How do you identify those who might make great
additions to your Service Team?

Use your time wisely at, before and after Service Area Meetings. Strike up a
conversation with a leader you don't know. Ask her what her troop has been doing.
Find out what she does outside of Girl Scouts. Perhaps her job as an accountant
may make her the ideal Service Area Treasurer.

At Service Area events, observe the adults as they interact with one another. Who
seems to be the center of attention, the person everyone is talking to and laughing
with? That person may be the perfect School/Site Organizer. Make a point to mingle
with the crowd, visiting with groups of adults from all of the schools in attendance.

Talk to current Service Team members. Who is the most organized cookie parent?
Which leader is always the first to have her troop registered for a Service Area
event? Who is always flexible and willing to help the day camp staff wherever help is
needed? The responses you will receive from your Service Team may enable you to
fill in the gaps in your team and have a mental list of successors in place.

Making a few notes about leaders you meet will help you keep track of these
potential Service Team members. Use a Service Area roster or Troop Scope to jot
down a few handwritten notes about the information you learn.




Asking Someone to be
on Your Service Team

How do you approach someone about taking on a Service Team
position?

Gather all of the information you have about the person you would
like to recruit. Make sure the skills you have identified in the volunteer
are a good match for the position you want to fill.

Using the information you have, try to determine what motivates this
volunteer.

If the volunteer is an outgoing, gregarious person, tap into those skills
to convince her how perfect she is for the School/Site Organizer
position. She knows so many people, and everyone knows her,
becoming School Organizer is only natural.

If the volunteer is very organized and efficient, tap into those skills to
convince her how perfect she is for the School/Site Organizer
position. She will be able to direct new leaders to needed resources,
and help them be as successful a troop leader as she is.




Planning and Chairing
Service Area Leader Meetings

Planning, conducting and chairing Service Area Leader
Meetings are important functions of the Service Area
Manager. Service Area Managers plan the agenda for
these meetings with Co-Managers and after talking to
their Membership Manager. All meetings should be
short, well timed and have a purpose.

The purpose of Service Area Leader Meetings is to:

« Continue to build a “team work” atmosphere and
foster enthusiasm for Girl Scouting.

« Keep current on Girl Scout activities, problem areas
and successes.

« Learn about the needs and interests of adult
Girl Scouts in the Service Area.

* Measure progress.
 Develop and coordinate work.
* Support leaders.




Planning and Chairing Service
Area Leader Meetings (cont.)

Planning a Meeting:

« Determine the Topics - What needs to be accomplished, what decisions need to be made,
what ideas need to be generated, what information needs to be disseminated?

 Develop the Agenda - Write the agenda right after the field meeting (while your mind is
fresh), solicit topics from members of your Service Team/Area, determine the best order of
topics, time for each topic and a place for input or feedback. Communicate the time limits to
each speaker before the meeting.

 Arrange for Meeting Room - Keep in mind what you will need for lighting, temperature and
size of room for the size of your group.

« Promote Time and Place to Volunteers - Email, mail postcards, list future dates on
agendas, etc.

« Determine Needs - Do you need visual aids, posters, flip charts, work sheets, etc.? Will
refreshments be available?




Planning and Chairing Service
Area Leader Meetings (cont.)

Conducting a Meeting:

* Arrive early.

« Start ontime.

* Adhere to the agenda. Do not skip around. This causes confusion and side chatter.
* Guide the discussion; keep the meeting moving along.

« |If an item on the agenda is taking longer than anticipated or something comes up, negotiate with the
group. Do we stay longer?, etc.

«  Summarize the conclusions reached.
. End on time.
« Allow for networking time after the meeting.
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Planning and Chairing Service
Area Leader Meetings (cont.)

Chairing a Meeting:

Focus the discussion and keep it on the subiject.
Encourage all the members to express their ideas.

Tactfully interrupt those who tend to dominate the
meeting and draw out those who are more reserved.

Avoid dominating the group, taking sides or judging
the opinions expressed.

Make sure that all implications of each question are
considered.

Help reconcile differences of opinion.

Keep enthusiasm high and add a touch of humor
when needed.

Summarize during and at the end of the discussion.




Planning and Chairing Service
Area Leader Meetings (cont.)

Other Helpful Hints:

Have a Service Area kaper chart of duties to delegate responsibilities (set up chairs and tables, forms box, track
attendance, update roster, etc.).

Thank your volunteers often and publicly at the meetings. You are a Service Area cheerleader!
Make new members feel welcomed. Have a greeter at the door.

If you have a Co-Manager, decide on a specific time and day to work on the meeting agenda. Then, try to keep the
same day and time every month.

Service Area Managers often get lots of questions before the meeting. Ask someone if they could step in and
remind you to start on time — a “timekeeper” — so you will not feel like you are cutting someone off.

Come up with ways to thank leaders for coming to Service Area Meetings — “Perfect Attendance” award or a “Candy
of the Month Club.”

Keep confidential things confidential, and don’t sway from your standards.
Use a teaching attitude with adult volunteers, not a dictatorial style.
Assume everyone knows a lot, but that they don’t always take the time to read materials.

Allow time for mentoring at the meetings. Troop Leaders from the same level need time to share ideas, successes
and better ways of holding events, etc.

* Be sensitive to new leaders at your meetings who do not necessarily understand all that is being
discussed.

» Icebreakers may be used for leaders to become acquainted with each other and to make them feel
comfortable. They should be no longer than 5 — 7 minutes.

* Have everyone wear a name tag. Not everyone knows each other.




Planning and Chairing Service
Area Leader Meetings (cont)

Meeting Planning Checklist
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| have determined the purpose of the meeting, and | have outlined (=
the results | wish to achieve. —

| know who the audience will be, and | have assessed the needs
and interests of the participants.

| have chosen a date, time and location that is convenient to the
majority of the participants and to the size of the group.

The format of the meeting has been designed. The agenda has
been prepared.

Those participating in the program have been recruited and briefed.

The materials and resources are available and ready. | have enough
copies of everything for the number of anticipated participants.

Seating arrangements accommodate the size and purpose of the
meeting. There is enough room to seat all participants comfortably.
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Notification of the date, time, place, and agenda has been sent to all
participants well in advance.

| have confirmed the meeting details with the site a few days prior to
the meeting.




Successful Strategies for
Improving Service Area
Leader Meeting Attendance

One Service Area has door prizes each meeting. The Service Team members take turns providing a door prize each month.
Another Service Area gives a door prize to one of a pool of leaders who attended three months in a row.

A Service Area hands out “Daisy Dollars” for attending meetings, turning in registrations and attending events. They hold an
auction at the end of the year and people use their “Daisy Dollars” to bid. The Service Area was able to get donations for the
auction items such as plants, jewelry, cross stitch items, restaurant certificates, grocery store certificates, etc.

Another Service Area assigns troops to be responsible for snacks each month. School A for August, B for September, etc.
Hand out monthly “ideas packets” or program idea of the month only to leaders who attend.

Experience has also proven that many leaders enjoy and appreciate roundtables based on such topics as solving problems,
guestions about Girl Scout procedures, and craft and meeting ideas.

Make it worth their while by planning according to their needs! What are their biggest challenges as leaders? Design your
program around that need.

If a troop is not represented, a Service Team member or the Organizer needs to call them the next day and say: “We missed
you last night. You missed Presentation. It was really good.”

Pair off those that come every month with those that don’t come. Give a prize to the volunteer who encourages the most
volunteers to attend.

Plan a volunteer’s night out after the meeting. Meet for coffee and dessert at a local restaurant. Invite everyone!

. Assign someone to greet all new people. Have them sit with the newcomer and translate the “Girl Scout-eez”.
. Split your door prizes. Give some at the starting time and give some just before you adjourn.

. Offer one “Bag O Tricks” item per meeting. Prepare to teach on an activity that leaders can share with their
girls. Pick things that leaders can do if they run out of activities—things to fill the last 10 minutes of a meeting.




Retaining Service
Team Members

Retention is the Name of the Game

The best way to keep the recruiting aspect of your assignment simple is to retain the volunteers you
already have! People volunteer for a variety of reasons:

« To feel appreciated

« To have a sense of accomplishment

« To add variety to their lives

« To grow in skills, knowledge or status

« To feel connected to other people and groups

« To exercise their leadership skills

« To have fun taking part in activities they find exciting or enjoyable

Volunteers are much more likely to continue giving their time to an organization if
they are recognized for their accomplishments. Recognition is most effective when it
is aimed at a specific individual, rather than the entire program of volunteers.
Recognition is most meaningful when done on a day-to-day basis, rather than at a
single massive event. This does not mean that events and ceremonial awards do
not have their place, but it does mean that you should never imagine that the
occasional formal praise can ever take the place of what happens on a daily basis in
informal interactions.




Recognition Tips

RULES FOR RECOGNITION

Give it! If volunteers don'’t get the recognition they want from you,
they will get it from someone else!

Give it frequently! People want to be recognized. Give praise on a
regular basis.

Give it in front of others! Recognition is most effective when given
publicly, especially when in the presence of a peer group. An
example of this would be thanking a volunteer during a Service
Area Meeting.

Give it at the proper time! Recognition is enhanced by closeness to
what is being praised. An award eight months after an
accomplishment does not have the same impact as a simple “good
job!” at the completion of an assignment.

Give it in the right way! Try to match the method of recognition to
the individual. A person who is volunteering to enhance their
career, for example, might best feel recognized through a letter
from a representative of the agency to their employer. Another
volunteer may appreciate an unexpected note of thanks in the mail.
Finally, if you see a picture of one of your volunteers in the
newspaper, cut it out and mail it to them with your congratulations.

Give it consistently and sincerely! Do not recognize some people
and not others for the same level of achievement. If people believe
your recognition is arbitrary or unrelated to the accomplishment,
they will feel you are insincere.




Group Dynamics

When a team is working well together, it can accomplish more than the sum
total of the work produced by its individual members. This is synergy; it spurs a
group, leaders and followers, on to greater heights and accomplishments.

As leaders, we sometimes find ourselves working with a team, trying to
discuss important issues. No matter what we do, we can'’t get the team to
work constructively together. It is helpful if we can keep calm, and analyze
what is happening before we react. The following are suggestions you might
want to try if a team member appears to be keeping the group from being
productive.




Group Dynamics (cont.)

If a team member...

You might...

...talks endlessly and doesn’t allow others to participate,

thank her for the input and suggest getting the views of others in the
team. Politely point out that others need an opportunity to participate.

...must always present the negative side of an issue,

ask for team reactions to the expressed views or alternate solutions to
the problem by other team members.

...talks about all subjects, whether they are pertinent to the discussion or
not,

call attention to the issue at hand, or say that because time is limited,
you’ll discuss other issues later. In a non-judgmental way, recommend
getting back to the subject at hand.

...gets lost as she is trying to make a point,

in a friendly manner indicate the digression. Draw attention to the
discussion objectives and remind everyone that time is limited.

...distracts others by engaging in side conversations,

call on the talkers by name and either ask an easy question or restate the
last opinion expressed by the team and ask for their opinion. Try not to
embarrass them. You might casually stand behind them or ask them to
share their views with the team.

...represents another team,

ask who she/he is speaking for and ask them to discuss the benefits or
end results for their team. Compare those to your team’s goals.

...acts superior to the team,

ask for other views on other issues after indicating the respect that the
team holds for the person. Do not overdo this or the team will become
resentful.

...picks on specific members,

ask that personalities be omitted.




Conflict Management

Principles of Conflict Resolution

« Conflict is neither good nor bad. It
simply is.

« Conflict generates energy. The trick is
to harness it for good.

« The goal in conflict needs to be a
resolution acceptable to those involved.

 To resolve conflicts, the real iIssues must
be uncovered.

« Conflict must have the goal of problem
solving rather than making everyone
happy and bosom buddies.

« Participants in a dispute make better
decisions about solutions and will more
likely abide by the agreement because
they have been part of the process.




Conflict Management (cont.)

Step One: Deal Effectively with Anger

+ Don'treact: Go to the balcony.

. Know your hot buttons.

. Recognize the tactics being used against you.
. Buy time to think and prepare.

. Don’t make important decisions on the spot.

Step Two: Do Your Homework (Think before you approach.)

. How does this conflict affect each of us?

. What interests, needs, or values are at stake here for each of us?
What prejudices or assumptions do we each have about the other?

What approach or style would be best here (avoid, compete, collaborate,
etc.)?

. If | wanted to collaborate, what would be the right time and place to initiate?

Step Three: Set a Positive Tone
. Invite the other person to negotiate. (“Could we talk?”)
«  State positive intentions. (“I'd like to make things better between us.”)
+  Acknowledge and validate the other person.
(“l can see this is difficult for you, too.” “Thank you for working with me on this.”)

Step Four: Establish Ground Rules (They may be stated or unstated.)
*  One person talks at a time.

. No interruptions while the other person is speaking.

*  Willingness to work to improve the situation.




Conflict Management (cont.)

Step Five: Discuss and Define the Problem

. Express yourself non-combatively using effective listening and speaking techniques.
. Identify interests and needs.

»  Ask problem-solving questions.

. If necessary, discuss assumptions, suspicions and values.

. Use power constructively.

*  Summarize new understandings.

Step Six: Brainstorm Possible Solutions

. Each person contributes ideas to satisfy interests and needs.

. Don't criticize or evaluate ideas yet.

. Be creative.

. Use “l can....” “We could....” rather than “You should....” or “You’d better...”.

Step Seven: Evaluate and Choose Solutions
*  Solutions should be:
. Mutually agreeable
. Realistic
*  Specific
«  Balanced
*  Solutions should address the main interests and needs of both parties.

Step Eight: Follow Up

. Check back with each other at an agreed-upon time and date.

. If the agreement isn’t working, use the same process to revise it.
*  Allow time for healing.




Conflict Management (cont.)

When the Problem Involves You!

« Talk Directly — Assuming that there is no threat of physical
violence, talk directly to the person with whom you have the
problem.

« Choose a Good Time — Plan to talk to the other person at the
right time and allow yourselves enough time for a thorough
discussion.

« Plan Ahead — Think about what you want to say ahead of time.

« Don’t Blame or Name Call: Antagonizing the other person only
makes it harder for him or her to hear you.

 Give Information, But: don’t interrupt the other person’s
behavior.

« Listen: Give the other person a chance to tell his or her side of
the story completely.

 Talk it All Through: Once you start, get all the issues and
feelings out into the open.

« Work on Solutions: When you have reached this point in the
discussion, start working on a solution.

« Follow Through: Agree to check with each other at specific
times to make sure that the agreement is still working... then,
really do it.




Conflict Management (cont.)

Practical Tips to Remember When Resolving Conflict
« Take a deep breath and relax.

« Remember that the problem belongs to the disputants.
« Do not overreact to emotional outbursts or crying.

« Keep an even pace.

« Focus on the process.

« Calmly change the focus if the parties seem to be
stuck.

« Remember that you are a role model for behavior.
 Be warm, welcoming and respectful of all disputants.
* Check out the body language for tension.

« Do not discount anything that disputant brings up.

« Calmly restate their emotions and the causes of those
emotions.

« Maintain comfortable eye contact.
« Take notes and ask questions.




