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VSys One – Volunteer Management Solutions

Introductions

Todd McMullin (he/him) graduated in non-profit management and has 25 years experience as a technology consultant 
for community organizations. He is the co-founder of a United Way chapter, a local Volunteer Center, Samaritan 
Technologies, The Disaster Help Network, The Congress of Volunteer Association Administrators and the Association 
of Leaders in Volunteer Engagement (AL!VE). 

Dana Litwin (she/hers), CVA, is a globally recognized strategic advisor, speaker, and advocate for civic service. 
Since 2002 she has guided organizations in California's Silicon Valley and nationwide to produce breakthrough 
volunteer and community engagement programs.  Dana is the creator of the YouTube channel “Priceless 
Advice for Leaders of Volunteers”, served as President of the Association of Leaders in Volunteer Engagement 
(AL!VE), and is a founder and facilitator of the National Alliance for Volunteer Engagement.

Presenter Notes
Presentation Notes
Our world is changing. The drive to engage more with citizens and communities has never been greater. ASTC’s new framework, which we’ll be discussing, calls for it more than ever. Because the Volunteerism Profession has been in the middle of citizen and community engagement strategies for decades consultants like Dana and I are getting called on more and more, and we’re happy to oblige.




Additional Resources

Metagov.org

SociocracyForAll.org

Watch for our own article in 

- January 2023 -

Presenter Notes
Presentation Notes
Before we dive into the content we want to give you resources you can jot down. [describe]

Today you will hear some new terms but this is not another round of Buzzword Bingo. If you walk away with only those new words and feel slightly entertained I will see today as a failure on my own part. If you walk away with some new ideas that you can potentially execute at home I’ll be satisfied. If you walk away with some nascent plans on how to create social changes in yourself, your organization and your community relations I’ll be thrilled because those changes are going to happen whether or not any of us are part of the process and I want everyone here to be successful. 


https://pacscenter.stanford.edu/research/digital-civil-society-lab/
https://pacscenter.stanford.edu/publication/philanthropy-and-digital-civil-society-blueprint-2019/
https://pacscenter.stanford.edu/publication/philanthropy-and-digital-civil-society-blueprint-2020/
https://www.equitableeval.org/
chrome-extension://efaidnbmnnnibpcajpcglclefindmkaj/https:/static1.squarespace.com/static/5a73584b8fd4d2dbcaa08405/t/60a7e4ccf1f34945c7ccd74c/1621615821291/EEF-+Principles%2BOrthodoxies_At_A_Glance.pdf
https://metagov.org/
https://communityrule.info/
https://www.sociocracyforall.org/


Rejecting Premises

Presenter Notes
Presentation Notes
How many workshops have we all attended where someone tried to explain different types of decision making using words like “approach” or “style” thinking that these buzzwords were a magical incantation that somehow changed our behaviors? Today we will reject that premise and replace it with “engagement based” decision making that CREATES change rather than dumbing it down using buzzwords. 



Future Decision Making

1.Personalized ideas

2. Individualized decisions

3. Sociocratic collaborations

Presenter Notes
Presentation Notes
 - Personalized ideas come from someone – or some system – that knows you well.

 - Decisions are based on informed personal preferences and passions. Individualized.

 - Collaborations occur organically, with decisions by consent more than consensus. Sociocracy.




Sociocratic Governance

• Decisions by consent, not consensus. 

• Success defined internally, not externally.

• “By The People, For The People”

• Inclusive, not exclusive

• Harnesses Untapped Resources

http://sociocracyforall.org

Presenter Notes
Presentation Notes
All of us interact with governance daily, but is it a pleasurable experience or a necessary evil? Sociocracy is a governance construct that reverses the top-down governance models and returns us to our roots by helping us cross-engage with one another as equals who each have a personal stake in solving problems and improving lives. The key differentiator between sociocracy and other forms of governance is that decisions are made by consent, not the usual (and inefficient) consensus building. 

http://positivedeviance.org/
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Controlling Anarchy

http://sociocracyforall.org

Presenter Notes
Presentation Notes
But how do we prevent open, individualized, action-oriented decision making from descending into anarchy? There are still rules, and we all need to understand them. Again, we don’t have time today to dive deep into the dynamics but you’re welcome to do so on your own. As mentioned at the beginning, our favorite resource is SociocracyForAll.org and they also supported the creation of today’s presentation. 

Consent is all about making a conscious personal decision about what I’m willing to tolerate, not what I actually approve of. Therefore, it’s lots less subjective and requires far less time to evaluate. It’s pragmatism over idealism, if you will. Each individual acknowledges that sacrifices must be made and intentionally decides to make those in order to gain something, just like we do in every other area of our lives every day. It’s not meant to be perfect or create perfection. It’s designed to get things done. 


http://positivedeviance.org/
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1. Convener is someone who has the vision OR motivation. Starts 
the recruiting process. 

2. Structure is entirely informal. Nobody leads. Everyone participates 
however & whenever they prefer. 

3. Success is defined & measured collaboratively.

9

Circle Basics

So… how does recruiting & management occur? 

Presenter Notes
Presentation Notes
There are many ways to define and manage a circle. A whole science, books, trainings, etc.  For today we’ll keep to the basics so we can engage in our exercise with common language and objectives. 

(The same stuff works for engaging patrons, donors, advocates, etc)
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Recruit Internally First

• Think of individuals who do not normally 
interact with patrons.

• Consider the personalities and passions of 
those individuals more than their “role.” 

• What benefits would patrons receive if 
these people interacted with them more? 

• If you were to sit patrons in a circle of 
chairs with this person what do you think 
would happen? 

Presenter Notes
Presentation Notes

Think of individuals who do not normally interact with patrons.
Consider the personalities and passions of those individuals more than their “role.” 
What benefits would patrons receive if these people interacted with them more? 
If you were to sit patrons in a circle of chairs with this person what do you think would happen? 

Because patron support circles are personal we call them “Care Circles.” 

The same principles apply to populations, neighborhoods, exhibit design and anything else people truly care about. Let’s look at an example. 



You Can Recruit Anywhere, Anytime

Presenter Notes
Presentation Notes
All you have to do, metaphorically and literally, is to invest in was a good set of folding chairs that travels from place to place, setting to setting, problem to problem with an invitation to engage. Whether you’re setting those chairs up in board rooms or next to a playground in a park the invitation to engage with you, casually and equally, is there. I’ll bet you could find a local artist to improve their appearance, making them a story in and of themselves. Of course a circle doesn’t require chairs, or even a circle per se, but it does require an implicit invitation to talk to you about whatever anyone wants to discuss. They will organically share their ideas and passions, list some friends and other resources they’d like to engage and work with you to do start a circle. It’s that easy. So, go buy some chairs and ask some local artists to paint them, or make the painting experience itself the invitation to sit and talk (maybe not on wet paint). Sound fun?  





Volunteer “Management”

Vicki

• Knows the community
• Has resources
• Interfaces with vision
• Participates in all circles
• Mentors everyone
• Spawns Circles

Presenter Notes
Presentation Notes
Meet Vicki. As the former Volunteer or Patron Services Manager at ABC Science & Technology Center. She already knows the community, resources and vision; at least as it was yesterday. Today her business cards don’t have a title but she is already coming to be known as the person-to-go-to if something actually needs to be DONE. *She has her own network of circles full of people who have previously told her everything from their passions to their problems and she’s frequently convening meetings with circles that are addressing new realms of science, reductions in STEM illiteracy, street art, and crazy new idea that a local teenager had for securing a piece of moonrock for a few days to help inspire kids in an at-risk neighborhood. Tomorrow she’ll also be presenting to a corporate board about another idea she heard from one of their employees whose son wants to organize a Robot War and has already recruited 15 friends to help. This is the future of engagement. Grassroots. Organic. FUN. It will be the best job around. 

Everywhere Vicki goes she’s interacting with circles of people, as their equal, to discuss active solutions to problems, brainstorm new approaches, bring additional resources, harness maker energy, focus it on improvements and keep everyone informed about what everyone else is doing. At that point it’s not even a “Job” anymore, it’s an adventure. 



Volunteer “Measuring”

• “Success” defined collaboratively
• Ideas float within and between 

circles
• Consent-based, not consensus 

(saves time)
• Professionals have equal voice
• Interfaces with vision
• Buy-in is organic, automatic & 

socialized

Presenter Notes
Presentation Notes
How is success measured? However each circle prefers. Afterall, it was their idea. A good circle will inherently solicit advice from professionals because they are no longer trying to dictate their opinions just because they have education, power or money. Because we’re using CONSENT rather than CONSENSUS nobody needs to worry about a bad success definition gaining traction because there really isn’t such a thing. Sociocracy relies on the collective wisdom in the room and it’s entirely possible – if not likely – that success will be completely redefined. Will that lead to mistakes? Probably. But, just as with a child learning a new skill, failures are expected and overcome naturally through interactions with other people. Critiques will be replaced by compassion and understanding, leading to even more natural engagements. 

However, once a circle has determined what success consists of all of the usual measuring tools – and some new ones – can be utilized to assess progress. All that matters is that, at the end of any given period, the members feel like something good has been achieved or learned so that each person can move on to their next passion project. 



Networked Outcome 
Measurement

Presenter Notes
Presentation Notes
For example, survey results will be shared across the same network and web services that were originally used to engage volunteers in the first place. Cumulative responses are reviewed by all stakeholders, especially those being served.  Insights and suggestions for the next round are shared by everyone and the cycle begins again all on its own. 
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Networking Between Circles

15

Presenter Notes
Presentation Notes
Whether it’s within or between circles, networking and communication are more important than ever. Many of the same rules and processes apply, like taking good notes and having agendas. What’s different is the motivation level of the circle members and the increased speed with which decisions are made via consent. There actually are great online trainings and (God forbid!) certification tools available online at places like sociocracyforall.org and we’d also be happy to send you any amount of study material or curriculum you’d like. 



Multi-Dimensional Engagement

Formal 
Informal 

Committed

• Spontaneous
• Sociocratic

• Certified
• Consistent

• Cross-engaged
• Evangelistic

Relationship Progression

Presenter Notes
Presentation Notes
The same ideas work for donor and patron engagement. Everyone starts with an informal association that progresses naturally through encounters that reflect the passion and vision of each individual, reinforced through interactions with other citizens. This automatically deepens the emotional commitment each person has to your organization. 



Integrated Giving

Presenter Notes
Presentation Notes
Imagine the potential that spontaneous circles hold for recruiting longer-term, committed volunteers, patrons and donors. Since every engagement offers an immediate personalized reward we move museum engagement into the same realm with other forms of modern engagement. Think of what happens when the same social forces that are revolutionizing commerce and politics become available to your center. Question: Will you be one of the bold early adopters or flail around drowning in river of change that has already put hundreds of other iconic companies out of business. I mean, does anyone here remember Sears or Radio Shack? It’s your choice, but the river isn’t going to stop flowing in new ways just because you wish it would. 
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Presenter Notes
Presentation Notes
Previously complex problems like homelessness, poverty and neglect will be addressed by the combined capacity of  humanity itself. Every person and problem surrounded by a web of caring people working together. The entire concept of addressing problems with broad brush strokes and under-funded one-size-fits-all programs will give way to individualized compassion backed by collective decision making guided by professionals like yourselves tied together through learning networks like the one Craig referenced at the beginning. The future is HERE. It’s real. 

People ask me: “Todd, why have you devoted your life and welfare to advancing volunteerism?” Well, like all of you here I have a bunch of motivational human stories and I think it’s appropriate to share just a couple that I think of every day as we get ready to close this conference.
 




Additional Resources

Metagov.org

SociocracyForAll.org

Watch for our own article in 

- January 2023 -

Presenter Notes
Presentation Notes
Before we dive into the content we want to give you resources you can jot down. [describe]

Today you will hear some new terms but this is not another round of Buzzword Bingo. If you walk away with only those new words and feel slightly entertained I will see today as a failure on my own part. If you walk away with some new ideas that you can potentially execute at home I’ll be satisfied. If you walk away with some nascent plans on how to create social changes in yourself, your organization and your community relations I’ll be thrilled because those changes are going to happen whether or not any of us are part of the process and I want everyone here to be successful. 


https://pacscenter.stanford.edu/research/digital-civil-society-lab/
https://pacscenter.stanford.edu/publication/philanthropy-and-digital-civil-society-blueprint-2019/
https://pacscenter.stanford.edu/publication/philanthropy-and-digital-civil-society-blueprint-2020/
https://www.equitableeval.org/
chrome-extension://efaidnbmnnnibpcajpcglclefindmkaj/https:/static1.squarespace.com/static/5a73584b8fd4d2dbcaa08405/t/60a7e4ccf1f34945c7ccd74c/1621615821291/EEF-+Principles%2BOrthodoxies_At_A_Glance.pdf
https://metagov.org/
https://communityrule.info/
https://www.sociocracyforall.org/


Hello. Last night at approximately 4:30AM EST, I submitted a volunteer registration form for both myself, Alex 
Diaz, and my brother, Giovanni Diaz. Please, please, please……allow us to go and volunteer. Watching what is 
unfolding so close by has released an unyielding fervor within us. The opportunity to go and assist would be 
the biggest blessing anyone could bestow upon us. Never in our lives have we been so sure of anything as we 
are now. We are compelled to the point that as of earlier this afternoon, my brother and I are 
officially withdrawn from our respective institutions of higher learning.

All we would like to do as of this moment is help those that are in need. I understand there is a list and due 
process, but we both beg to be given the chance to offer and utilize our services in rebuilding a country that 
my parents and grandparents came to not even fifty years ago. 

Thank you for your time and efforts.

With All the Humility I Am Capable Of,
Alexander Kristian Diaz

Example of Passion

Presenter Notes
Presentation Notes
TODD



VSys One – Volunteer Management Solutions

Thank-you! 
Our contact info:

Todd McMullin
todd.mcmullin@gmail.com
801.450.6029

Dana Litwin
dana@danalitwin.com
415.823.4779
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