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2032 Circle Rd. 
Waco, TX 76706 
 
Dr. Michael-John DePalma 
Baylor University  
Waco, TX 76798 
 
Dear Dr. DePalma, 
 
My research team, Civitas, has been collaborating for the past few weeks with the 
Waco Humane Society, a local, non-profit organization that works toward improving 
the quality of life for animals around the Waco and Central Texas area.  Our team 
has conducted research to learn more about the organization and learn about its 
mission, values, history, and activities. 
 
By means of our research, my team and I learned that the Waco Humane Society’s 
mission and funding is done primarily through their animal adoptions.  However, 
the organization has had a long-standing problem of inconsistency with their 
volunteers, otherwise known as “volunteer burnout.” Volunteers at the Waco 
Humane Society begin strong and continue to volunteer for about three months, and 
then they leave altogether.  This affects the Waco Humane Society because it is 
primarily staffed by volunteers.  My team and I researched three different 
approaches to increasing volunteer retention and consistency, in support of the 
Humane Society’s mission of providing quality care to the animals and promoting 
adoption for these animals.  We hope that through any of our three proposed 
options, the Waco Humane Society will substantially increase their volunteer 
retention rate and consequently, improve the quality of work done at the Humane 
Society and increase adoption rates.  
 
This Community Action Report outlines my team’s research of three different 
options for increasing volunteer retention, which are as follows:  an incentive 
program, a volunteer shadow/video journal, and an enhanced orientation for 
volunteers.  It also discusses the criteria through which we evaluated our three 
possible options and the considerations we made for each option, which ultimately 
led to our final recommendation for increasing volunteer retention.  This report 
includes our final recommendation stating what we believe is the best course of 
action for increasing volunteer retention at the Waco Humane Society.  
 
We hope that you find the following report informative.  If you have any questions, 
comments, or concerns for my team or our report, please feel free to contact me by 
phone at (956)605-0497, or by email at ariadne_aberin@baylor.edu.  
 
Sincerely,  
 
Team Civitas – Lauren Hurley, Ariadne Aberin, Jay Martin, Matthew Collins 

Waco Humane Society CIVITAS 
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Executive Summary: 

 
This report contains our research about the Waco Humane Society and our final 
recommendation. After conducting research using the Waco Humane Society 
website; interviews with Tim Molina, Gina Ford, and Ron Ostrom; and document 
analysis, our team was able to identify several areas of needed improvement, the 
most prominent problem being “volunteer burnout.” Our team came up with three 
possible courses of action to address this problem: an incentive program, a 
volunteer shadow/video journal program, and an enhanced volunteer orientation. 
Based on our criteria, which consists of the cost to implement, values and ethical 
issues, organizational impact, human impact, and time required, our team was able 
to narrow down our options to one final decision.  Our team considered the criteria, 
feasibility, advantages, and disadvantages for each course of action; and with help 
from the staff and volunteers at the Waco Humane Society, our team was able to 
determine that the course of action that fulfilled most of the criteria and would be 
easiest to implement was the incentive program, combined with parts from our 
other two options: a brochure on dealing with emotional stress from the enhanced 
volunteer orientation and an option for volunteers to keep a video journal on their 
animal’s progress from our volunteer shadow/video journal program.  Our team 
hopes that through putting this program into action, the Waco Humane Society will 
see an increase in volunteer retention and consequently, an increase in adoption 
rates. 
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Introduction 
The purpose of this recommendation report is to present our 
findings and final recommendation for the Waco Humane Society.  For our final 
recommendation, we researched causes of volunteer burnout, reasons why 
volunteers continued to work at the Waco Humane Society, and reasons why they 
left.  Our ultimate goal was to provide the organization with a solution for a 
stronger, more consistent volunteer retention.   
 
The Waco Humane Society was founded in 1895.  At that time, it was a municipal 
organization run by the City of Waco.  However, 25 years ago, the City of Waco 
wanted to expand the organization from simply the animal sheltering side of the 
business to promoting the adoption of these animals.  Thus, the Waco Humane 
Society was created.  The mission of the Waco Humane Society is “to improve the 
quality of life for animals and people in Central Texas through humane sheltering, 
community education and advocacy on behalf of all 
animals”(wacohumanesociety.com). Their goals include providing the best facilities 
to meet animals’ needs, reducing the overpopulation of animals in Central Texas, 
and increasing funds and bringing awareness to the mission of the Waco Humane 
Society.    
 
However, animal overpopulation and euthanization has been a growing problem, 
not only in Waco, but in other areas around Central Texas as well.  This past month 
alone, 840 animals were taken into the Waco Humane Society, but only 147 were 
adopted, while 55 were reclaimed by their owners.  These numbers show that there 
are too many unwanted stray animals and that not enough of these animals are 
being adopted.  Too many animals being kept at the Waco Humane Society not only 
leads to a high euthanization rate; it also results in less space for future animals that 
will be taken in.  The Waco Humane Society aims to reduce animal overpopulation.  
More attention should be brought to an organization like this, since animal 
overpopulation is a highly underrated problem within the community.  The Waco 
Humane Society primarily fulfills their mission through their adoptions.  They not 
only serve the city of Waco; they also serve 14 cities in surrounding counties, and 
they will pick up animals from un-contracted areas as well.  They are generally 
required to hold an animal for 72 hours to give its owner a chance to reclaim it,  but 
after that point, a decision is made on whether the animal is suitable for adoption or 
not.   
 
Unfortunately, despite the Waco Humane Society’s best efforts to give their animals 
a better life, there still stands a recurring problem within the organization:  
“volunteer burnout,” a term coined by Tim Molina, Adoption Manager at the 
Humane Society.  Through our research, our team discovered that volunteers at the 
Waco Humane Society are usually consistent in their work and attendance for about 
three months, but after those three months, they leave.  This greatly affects the work 
done at the Humane Society because the organization is primarily staffed by their 
volunteers, whose duties range from doing the paperwork and answering phone 
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calls at the front desk to working with the animals and making them more sociable 
and suitable for adoption.  The Waco Humane Society is very handicapped in 
striving to fulfill their mission when the volunteer retention rate is low.  When there 
is a lack of volunteers, the organization becomes short-staffed, and the volunteers 
who are still at the Humane Society must take on more duties to compensate for the 
lack of people working.  This also puts a strain on the quality of work done by the 
volunteers, thus not giving the animals the best quality of care that is promised by 
the organization.   
 
This research is motivated by our team’s love for animals, and it is responsive to a 
law that was recently passed in Waco, called the Mandatory Pet Spay/Neuter Permit 
Ordinance.  This law states that pet owners must purchase a permit if they wish to 
keep their pet intact for breeding purposes; otherwise, they are required by law to 
spay or neuter their animal.  This law spurred an interest in the problem of animal 
overpopulation and our team was really interested in learning more about what 
could be done to save these animals that are being euthanized due to lack of 
adoption and overpopulation.  Volunteers play a significant role in the success of the 
Waco Humane Society.  With a larger number of volunteers who volunteer 
consistently come a larger number of animals being suitable for adoption quicker.  
When animals can get adopted more frequently, more kennel space is available for 
other animals that need to be taken in.  Consequently, fewer animals are euthanized 
and the problem of animal overpopulation is mitigated to some degree.   
  
In this report, we will discuss our research methods and findings.  We will present 
various possible solutions for volunteer burnout, discuss the advantages and 
disadvantages of each course of action, and finally, present our final 
recommendation.   By applying our final recommendation, Waco Humane Society 
will hopefully see an improvement in volunteer retention and consequently, 
adoptions.   
 
Research Methods 
In order for our team to gain a better understanding of the organization and to 
assess our possible recommendations, the team used many resources. Our team’s 
main source for data collection came from interviews. The first interview with Tim 
Molina allowed us to target the areas that needed improvements. These areas were 
highlighted in our team’s proposal, which can be found in the Appendix.  The 
secondary interview included Tim Molina, Ron Ostrom, and Gina Ford. Below we 
discuss the different research methods used and how we used each resource.  
 
Second Interview 
Our team conducted a second interview with Tim Molina, Behavioral Specialist and 
Adoption Manager of the Waco Humane Society.  Molina has been with the Waco 
Humane Society since 2003, when he decided to volunteer there as an 
undergraduate at Baylor University.  Since then, he has worked as a behavioral 
specialist at PetSmart and has been a staff member of the Waco Humane Society for 
a year.  He is also a former Waco Humane Society volunteer; he volunteered there 
while he was an undergraduate at Baylor.  Presenting our ideas to someone who has 
been a volunteer there and knows what it is like was beneficial to our team because 
our team was able to identify which courses of action would be plausible and which 
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ones would be effective.  Molina greatly helped our team decide which ideas would 
work best for the organization.   
Upon concluding our interview with him, Gina Ford joined our team to discuss the 
current volunteer orientation being implemented at the Waco Humane Society.  
Ford is the Volunteer Coordinator at the Waco Humane Society.  She runs the 
volunteer orientation, and she is the one volunteers are told to consult regarding 
emotional issues from volunteering or bad experiences doing their volunteer work.   
Because Ford runs the volunteer orientation and sees the feedback it gets from 
volunteers, she is an appropriate person to speak to and ask to identify areas of 
improvement within the orientation.  She is familiar with the different ways 
volunteers and prospective volunteers react to the orientation, and therefore, she 
knows what can be improved and what needs to be improved.  She also has had 
much experience working with volunteers; she has a general idea of the 
demographic, the way they think, and the way they will receive our courses of 
actions.  She knows what audience our team needs to cater to, and she has the 
experience and the knowledge to help us cater to that audience. 
 
Last but not least, we spoke with Ron Ostrom, who has been volunteering at the 
Waco Humane Society for about 20 years and who currently volunteers about three 
hours a day for seven days a week.  He was a great person to speak with because he 
had much experience being a volunteer and has seen many volunteers come and go.  
He has the experience and the knowledge to help us identify the main reason 
volunteers come and the main reason they leave, and he was able to help us choose 
the most effective course of action that will directly address the reason volunteers 
leave.  After interviewing Ron, he took our team for a tour of the facilities and we 
were able to get a closer look at what sort of work the volunteers do, where they 
work, and the animals they work with.  Touring the facilities and seeing the animals 
and what type of work the volunteers do helped our team think of methods that 
would be easy to implement and would not require any alteration of the facilities or 
the volunteers’ work.   
 
Internet Research 
Another source used to collect data was the internet. The Waco Humane Society’s 
website was used to collect other information regarding volunteers, such as 
volunteer orientation, the available jobs, and other general information. The 
internet was also used to help the team look up other organizations volunteer 
orientation programs. This gave the team new ideas to compare and contrast those 
currently implicated in the Waco Humane Society’s volunteer orientation.  It was 
also used to research possible volunteer incentive programs and possible 
businesses that could donate if supplies are needed for the program. This resource 
was also utilized to research what departments at Baylor could be paired with the 
organization.  
 
Analysis of Volunteer Packet 
The last source used to collect data was the volunteer packet we received during our 
first interview. The volunteer packet contains information about what volunteers 
need to know before they volunteer. This includes information about the 
organizations volunteer orientation. The bulk of this packet contains safety 
precautions and information about the organization itself.  We analyzed the 
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volunteer packet in great detail because one of our primary recommendations was 
centered on the volunteer orientation. The current volunteer packet allowed us to 
see what the Waco Humane Society had already done to prepare their volunteers, 
and it also allowed us to see where the volunteer orientation could be improved. 
The volunteer packet also gave us the context to work with so that we didn’t suggest 
an orientation method that would conflict with content being presented in the 
volunteer packet.  
 
Criteria  
The criteria used to study the courses of action include: 
 

 Cost – Cost is a big issue when considering a course of action.  Some of our 
team’s proposed courses of action involve the use of digital cameras.  Digital 
cameras generally cost between about $50-$200, which may not be cost-
efficient to the organization and which may not be easy to obtain.  Because 
the Humane Society is non-profit and only has enough funding for their 
primary activities, such as their adoptions, advertisements, and adoption 
programs; we do not want to choose a final course of action that will be a 
burden on the organization’s budget.  Although the course of action may be 
effective, if the Waco Humane Society cannot afford to put that plan into 
action, our team will have to consider that when choosing a final course of 
action. 

  Values/ethical issues – Much of our research deals with emotional issues 
that the volunteers deal with at the Waco Humane Society, namely, 
euthanasia.  Our team’s goal is to address those emotional issues, so it is 
important to consider which course of action best addresses those emotional 
issues.  One of our team’s proposed courses of action involves education on 
euthanasia and how to deal with it.  This may be an ethical issue with some of 
the volunteers because euthanasia can be a very sensitive subject.  If the 
Waco Humane Society staff feels that this is so, then that is something our 
team will have to consider when making our final recommendation. 

 Organizational impact – Another of our team’s goals is to choose a course of 
action that will not conflict with any other existing operation within the 
organization.  We also want our final course of action to be easy to 
implement at the Waco Humane Society.  The organization already has a 
volunteer orientation in operation, and they already have adoption programs 
and events that they hold annually.  Ideally, the final course of action would 
not take too much work to implement and would simply be integrated into 
the existing programs. 

 Human impact – Our team aims to implement a program that will motivate 
the volunteers and provide them with a way to see that the work they put 
into volunteering at the Waco Humane Society is not fruitless and does make 
a difference in the animals’ life.  Our team wants to choose a course of action 
that will also show the volunteers that people who work hard at the Humane 
Society are rewarded, that hard work is recognized and appreciated.  Our 
team also wants to choose a course of action that will show the volunteers 
that even though there is some emotional stress that comes with 
volunteering, there are still great moments to be shared at the Humane 
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Society and that the improvement of the animals outweigh the emotional 
stress.   

 Time required – Some form of time commitment is required to implement 
each course of action.  From our research, our team discovered that almost 
50 percent of the volunteers currently at the Waco Humane Society are 
Baylor students.  College students generally do not have much time on their 
hands because they have their academics to focus on, in addition to any 
university extra-curricular activities they may have.  Additionally, around 80 
percent of Baylor students are on some form of financial aid, so they also 
have the pressure of maintaining a certain grade point average to maintain 
their scholarships.  Additionally, a large percentage of the volunteers at the 
Waco Humane Society are also high school students, many of who are 
preparing their college applications.  Although volunteer work is something 
very good to put on a college resume, it does not look as impressive if the 
student’s grades are not up to par.  Our team aims to implement a course of 
action that will not be a strain on the volunteers’ time.  In fact, if a non-
academic commitment is too time-consuming, that tends to make the 
volunteers leave because it affects their academics. It is not practical to 
choose a course of action that will require too much of the volunteers’ time, 
especially because they are already dedicating whatever extra time they have 
to the Waco Humane Society.  Ideally, our team would like to choose a course 
of action that does not significantly add to a volunteer’s time commitment 
and that does not significantly alter a volunteer’s routine at the Humane 
Society. 
 

Table 1 summarizes each criteria that was considered when deciding on a final 
course of action. 
 

Criteria For Courses of Action 
Cost How much will it cost to implement this program? 
Values/Ethical 
Issues 

Does this program effectively address ethical issues that 
discourage volunteers, such as euthanization? 

Organizational 
Impact 

Will the program be easy to implement?  Will it conflict with 
existing programs/operations within the organization? 

Human Impact  Will this program effectively motivate the volunteers and 
provide positive reinforcement? 

Time Required Will this program require a volunteer to dedicate more time 
than he already does? 

Table 1: Criteria for Courses of Action 
 
Limitations 
Limitations of our research include the fact that we only talked to a limited number 
of people at the Waco Humane Society.  Although Ron Ostrom is one of the most 
seasoned volunteers and has been there for almost 20 years, he is still only one 
volunteer, and other volunteers may have different opinions on why the volunteer 
retention rate is not consistent or why people decide to volunteer at the Waco 
Humane Society.  Our perspective is a bit narrow, and the information we received 
may be a bit biased because it is from one volunteer.  However, we felt that there 
was still a balance because we spoke with Tim Molina and Gina Ford, who are 
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permanent staff members at the organization and have a less biased and more 
objective idea of what the organization needs, why volunteers may leave, and why 
they join. 
 
Results and Findings 
In our interview with Tim Molina, one of the first things we discussed was the 
concept of volunteer burnout and how it affected their volunteer base – in other 
words, how long the typical volunteer would stay active before disengaging from the 
program. Tim stated that a new volunteer would usually stay heavily involved for 
three to four months before they stopped showing up. He went on to talk about how 
people are not always expecting the work to be so emotionally taxing, or for the 
work to be more than just rolling around with puppies. 
 
General Findings 
Through our interview with Molina, Ford, and Ostrom, our team was able to 
determine what attracts volunteers to the Waco Humane Society and what 
discourages them and makes them quit.  Both Molina and Ford agreed that 
addressing the issue of “volunteer burnout” would greatly help the organization.  
Ford, who heads the volunteer orientation program, stated that that there were 
many safety precautions that must be taken by all volunteers.  “Going over these 
precautions and other standard procedures the Humane Society requires volunteers 
to learn can often be long and boring,” added Ford.  She explained how some 
volunteers may get bored and stop paying attention because the volunteer 
orientation usually only consists of her talking about the various policies and 
procedures.  Ford said that having visual aids and videos during the volunteer 
orientation might catch the interest of the volunteers and allow them to get more 
out of the orientation than they normally would.   
 
Ford also explained that there were many different jobs a volunteer could do – 
volunteers do virtually anything they want and help out in any area that needs 
assistance.  According to Ostrom, volunteers mainly walk the dogs or spend time 
with the animals, but Ford feels that volunteers do not take enough advantage of the 
various positions that are available for volunteers.  She added that part of the reason 
she feels volunteers get burnt out was because they feel as though their volunteer 
work is not very pertinent to their career aspirations.  However, she explained that 
there are volunteer positions related to just about any career.  “Some of our 
volunteers are political science majors.  They can work with the legal matters that 
we deal with,” Ford said.  Ford stated that their volunteers needed to be more aware 
of the range of volunteer positions offered at the Waco Humane Society so they 
could take advantage of those opportunities.   
 
Ostrom, who has been volunteering at the Waco Humane Society for about 20 years, 
explained why he continually volunteers and why he thinks other volunteers leave.  
“It’s not that the volunteers don’t want to clean up after an animal – they don’t mind 
doing that stuff,” Ostrom said.  Instead, he believed that the primary reason 
volunteers had for leaving was the emotional strain they felt while working at the 
Humane Society.  Often, volunteers cannot emotionally deal with an animal having 
to be euthanized.  Ostrom said that it discourages the volunteers and gives them the 
impression that the hours they dedicated and the time they spent with the animal 
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made no difference in their lives.  However, Ostrom said that many times, volunteers 
do not realize that even spending a few minutes petting an animal or playing with an 
animal makes them more sociable and thus, more suitable for adoption.  He stressed 
the importance of letting the volunteers know that they are truly making a 
difference, because positively impacting the animals’ lives are why many of the 
volunteers are at the Humane Society.   Ostrom himself said that he began 
volunteering because he wanted to make a difference in the animals’ lives.  
Based on the information obtained from our interviews, our team felt it was best to 
propose programs that would encourage the volunteers and show them that their 
work at the Waco Humane Society really does make a difference in the animals’ 
lives.  Below are three possible courses of action. 
 
Incentive Program 
The incentive program is a program that aims to provide motivation to the 
volunteers at the Waco Humane Society.  Through the incentive program, if 
volunteers dedicate a certain number of hours to the Waco Humane Society, they 
would receive certain benefits.  One of the proposed benefits is a “Volunteer 
Spotlight” or a “Volunteer of the Month,” in which a volunteer gets the opportunity 
to be profiled on the Waco Humane Society website.  His profile is also displayed at 
the front waiting area of the Waco Humane Society.  The volunteer will have his 
photo displayed, along with a brief profile that addresses the following questions: 
 

 Why did you choose to volunteer at the Waco Humane Society? 
 Why do you continue to volunteer at the Waco Humane Society? 
 What sort of volunteer work do you do? 
 Do you have any pets?  If so, does the volunteer work that you do influence 

the way you take care of your pet?  If not, would you consider adopting an 
animal from the Waco Humane Society? 

 If you could make improvements to the Waco Humane Society regarding 
volunteers or adoptions, what would they be? 

 What are your career aspirations? (if high school or college student) 
 What are your hobbies? 
 What is your favorite animal? Why? 

 
The second proposed benefit for our incentive program is a simple gold star chart or 
points chart that documents a volunteer’s progress.  If a volunteer completes a 
certain number of volunteer hours or is heavily involved in substantially improving 
an animal’s suitability for adoption, the volunteer receives a certain number of 
points or gold stars.  These gold stars and points could be the incentive itself, or they 
could be the incentive for an additional benefit, such as a gift card or an extended 
animal check-out time, where the volunteer will get to extend the time he is allowed 
to bring an animal to a different location and walk him.  The volunteer who has the 
largest number of gold stars or the most points would receive these benefits.  Our 
team is also considering simply using the gift cards as an incentive, where if a 
volunteer completes a certain number of hours, he or she receives the gift card or 
the extended animal check-out time.  The gift card would be from local businesses, 
such as a $10 gift card from Common Grounds.  If the volunteer chooses to extend 
the time he is allowed to “check out” an animal, or bring him off the Waco Humane 
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Society facilities and walk him around a different neighborhood or around the 
Baylor campus, that time is extended another hour.   
 
These two incentive options serve as motivation for the volunteers because many of 
the volunteers are high school or college students who are looking for ways to make 
their resumés stand out, whether it is for a college, graduate school, or job 
application.  Being named “Volunteer of the Month” of having some sort of 
recognition for the volunteer’s efforts, even if it is simply having a number of gold 
stars or points, shows that that student has initiative, works hard, and takes every 
commitment seriously, which is something that every administrator or employer 
wants to see on a resumé.  Additionally, students are naturally competitive; 
although a gold star or points chart may not seem significant at first, students will 
begin to work to get more gold stars or points as they start to see their peers getting 
gold stars or points.    
 
The third proposed benefit for the incentive program is an incentive where if a 
volunteer works a certain number of hours with an animal, he gets to show his 
animal’s progress at a dog park.  Ford and Molina helped our team come up with the 
idea of letting the volunteers bring their animals to Paws in the Park, which is an 
annual adoption event that the Waco Humane Society hosts.  Paws in the Park 
promotes pet adoptions at the Waco Humane Society and features animals from 
their shelter.  Additionally, sponsorship opportunities are available, ranging from 
$250-$5,000.  Pet rescue groups also bring dogs and provide educational materials 
regarding pet care.   
 
Volunteer Shadowing/Video Journal 
This course of action gives prospective volunteers an opportunity to get a realistic 
view of what volunteers at the Waco Humane Society actually do.  Volunteers at the 
Waco Humane Society are asked to work a minimum of five hours a month for three 
months.  Our Volunteer Shadowing/Video Journal program allows a prospective 
volunteer to shadow a current volunteer and take a video recording of the activities 
that volunteer does, if the volunteer is directly working with the animals (and not 
answering phone calls at the front desk).  According to Ostrom, the main reason 
volunteers get burnt out and quit is because of the emotional stress that comes with 
working with the animals.  Volunteers often form close, emotional bonds with the 
animals, and if it comes to a point where the animal must be euthanized or given 
away, it is very emotionally hard on the volunteers.  Instances like these discourage 
the volunteers from working at the Humane Society and give them the impression 
that their volunteer work is not making a difference in the animals’ lives.  However, 
by recording a video journal of the animal’s progress, the volunteer will get to see 
how much of a difference he is making in the animal’s life.  “Even if you spend just a 
few minutes with a dog, you’re making him more sociable, and that’s making him 
more suitable for adoption,” Ostrom said.  A video journal allows a volunteer to see 
how those few minutes of walking or playing with a dog ultimately add up and really 
make an impact on the dog’s life.  The volunteer shadow would record a few 
minutes of the volunteer’s activities with the dog, whether it is walking the dog or 
petting the dog or training the dog.  At the end of the volunteer’s three month 
contract, he or she will be able to view the video journal documenting the dog’s 
progress and see just how much of a difference he has made in the dog’s life.  Being 
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able to witness an animal’s progress and see how much more suitable the animal is 
for adoption gives a volunteer encouragement and hope that the animal will have a 
chance at a better life.           
 
Enhanced Volunteer Orientation 
The Waco Humane Society holds volunteer orientation sessions every Wednesday 
from 4:00-5:00 pm.  Volunteers also get a Volunteer Orientation packet, which 
includes a volunteer application, a volunteer agreement form, a volunteer 
compatibility test, a list and short description of each volunteer position that is 
offered, a kennel card with a specific dog’s adoption and breed information, 
handouts discussing the Waco Humane Society’s philosophy, background, services, 
activities, and volunteer policies and procedures.  Also enclosed are animal safety 
rules and general safety rules.  However, there is only a brief section on the 
emotional aspect of volunteering at the Waco Humane Society, entitled, “Grievance 
Procedure.”  It simply states that if a volunteer ever has emotional issues, questions, 
or concerns, he is to consult the volunteer coordinator or Executive Director.  Our 
team’s Enhanced Orientation program discusses the emotional aspect of 
volunteering at the Waco Humane Society in greater depth.  It includes a brochure 
that encourages volunteers and prospective volunteers that the work they do with 
the animals, from simple things like walking the dogs to more complex things like 
working with a behavioral specialist to help an animal with aggression issues, is 
making a very strong impact in the animal’s life.  The brochure will include 
statements from current and past volunteers discussing how they have witnessed a 
positive change in an animal’s life while volunteering at the Waco Humane Society.  
It will also include statements from volunteers on how they dealt with emotional 
issues, such as dealing with an animal being euthanized.  The brochure will include 
information on how to deal with the emotional aspects of volunteering, and it will 
list the contact information of people on staff who are available to help the 
volunteers deal with these issues.        
 
The existing volunteer orientation could also be enhanced with visual aids or videos, 
such as including a short video that provides a brief overview of the facility followed 
by the different areas that a volunteer could serve. The Waco Humane Society could 
partner with the Film and Digital Media students at Baylor University to produce 
some documentaries about volunteering. Not only would a film be beneficial for 
recruiting volunteers, but a video could also be used for orienting new volunteers 
with the various rules and policies of the Waco Humane Society.  Additionally, the 
volunteer video journals that are filmed by volunteer shadows could also be 
featured during the volunteer orientation.  Volunteers and prospective volunteers 
can view the progress of an animal and see how much of a difference a volunteer 
makes in an animal’s life.   
 
Discussion 
The team looked at the possible choices we had for our proposal and evaluated 
which one worked the best. The main criteria used were the cost to implement the 
program, values and ethical issues, organizational impact, human impact (the 
impact the program has on volunteers and other staff), and time required of the 
volunteers.  This section discusses our consideration of each method using these 
criteria. 
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Incentive Program 
Through our team’s research on the effectiveness and plausibility of implementing 
an incentive program, we considered the advantages and disadvantages of this 
course of action based on our criteria.  In terms of organizational impact, the 
incentive program will be very easy to implement.  Having a gold star chart or 
points chart to document the volunteers’ work at the organization does not alter any 
existing routines that volunteers go through during their orientation, and it does not 
conflict with any existing operations at the Waco Humane Society.  Additionally, the 
program does not significantly alter a volunteer’s routine and does not require any 
extra time commitments.  The program also has a positive human impact.  There are 
no repercussions for not putting in very many hours volunteering, but if one does 
dedicate more time at the organization, that work is recognized and rewarded, the 
rewards ranging from a title of “Volunteer of the Month” or something more tangible 
such as a gift card from a local business.  The incentive program is like positive 
reinforcement for the volunteers, making the volunteers more driven and motivated 
by giving them a goal or reward to work toward.  Furthermore, if a volunteer works 
closely with an animal, he can get the chance to show off the animal’s progress at an 
adoption event such as Paws in the Park.  This sort of satisfaction and these benefits 
greatly increase the morale of the volunteers, and when the volunteers are happy, 
those positive feelings are reflected in the work that they do, which significantly 
benefits the Waco Humane Society.   
 
The incentive program is also generally inexpensive to implement.  A gold star chart 
or a points chart can be made from inexpensive materials like poster board or a 
whiteboard.  A “Volunteer of the Month” spotlight will also be inexpensive – it can 
simply be featured on the Waco Humane Society website and printed to hang in the 
front waiting area of the Waco Humane Society facility.  The rewards will not be 
extravagant either – a $10 gift card for a local business such as Common Grounds 
will be easy to obtain, inexpensive, and will be appealing to volunteers, particularly 
the volunteers who are Baylor students.   
 
However, regarding ethical issues and values, the program does not directly address 
the issue of euthanasia and how to deal with the emotional stress it brings.  
Although the incentive program may be very effective in motivating volunteers, the 
Waco Humane Society is still not a no-kill shelter and euthanasia is something that 
the organization still has to deal with.  Knowing that an animal may get euthanized 
can still be discouraging for volunteers, and the incentive program may not be as 
effective if the volunteers have a negative mindset because of emotional stress.   
 
Volunteer Shadow/Video Journal 
After meeting with Ron Ostrom, one of the most seasoned volunteers, we realized 
how interesting the volunteer stories are. His motivation for volunteering can serve 
as an inspiration to other prospective volunteers.  
 
The primary advantage of this course of action is its human impact.  The impact it 
will have on the volunteers will be strong and positive because the volunteers will 
really get to see the progress they have made with an animal from a different 
perspective.  Watching the volunteer activities done is a very different experience 
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from actually doing the activities.  Many times, when the volunteer socializes with a 
dog, he does not realize how much it impacts the dog.  However, watching these 
activities from the perspective of a viewer might make him notice the way the dog 
reciprocates the attention and affection given to it by the volunteer.  Seeing how an 
animal responds to interaction from a volunteer is motivating and shows the 
volunteer that he is truly helping to change that animal’s life.  In terms of ethical 
issues, the video journal also directly addresses and aims to remedy the emotional 
issues volunteers experience when they find out an animal has to be euthanized.  By 
viewing how much an animal has improved and become more suitable for adoption, 
the volunteer can retain hope that even though some animals must be euthanized, 
there is still hope for many other animals.    
 
A disadvantage of this course of action is the cost.  It costs money to provide digital 
cameras to the volunteers, and the Waco Humane Society does not have the funds to 
do that.  Digital cameras generally cost anywhere from $50-$200, and these 
numbers will add up if the organization will need to get a digital camera for almost 
every volunteer.  The Waco Humane Society has a digital camera that is used to take 
pictures and videos of the animals for advertising purposes, which can be available 
for use to the volunteers; however, this will work only if a few volunteers decide to 
take turns recording the video journals for their animals.   
 
Another disadvantage is the organizational impact.  It will be difficult to implement 
the volunteer shadow/video journal program because significant alterations will 
need to be made to the existing volunteer orientation.  The volunteer orientation 
will have to include an explanation on the volunteer shadow/video journal program, 
and the volunteers’ routine may be altered because they may have a volunteer 
shadow recording the volunteer’s activities with their animal.   
 
The time required is another drawback to this program.  Some of the volunteers at 
the Waco Humane Society may not be as technologically-oriented as others, and 
they will need additional training on how to use a digital camera to record videos 
and upload the videos to a computer.  This takes extra time, and the volunteers 
and/or prospective volunteers are already taking time out of their busy schedules to 
work with the animals.  This additional training and additional activities of 
uploading the videos to the Waco Humane Society website puts a strain on the 
volunteers’ time, and if the program makes volunteering at the Humane Society too 
time-consuming, this will potentially turn away volunteers.   
 
Enhanced Volunteer Orientation 
One of our first solutions for volunteer burnout is a more a detailed volunteer 
orientation that addresses the emotional issues a volunteer may face and discusses 
how a volunteer can deal with that. The orientation will not be designed to 
discourage volunteers, but more to give them a realistic look at what the true needs 
of the organization are and what the organization really requires from the 
volunteers. 
 
Regarding organizational impact, the program varies on difficulty of implementation 
depending on how much the organization is willing to add to the existing volunteer 
orientation.  If the change is something as simple as packet addressing the 
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emotional issues and how to deal with it, then it will be easy to implement because it 
is not altering the existing orientation very much—it is simply adding to it, and the 
addition is relevant to the volunteers’ experience.  The cost will also not be a 
problem because it will be inexpensive to add an extra few handouts on emotional 
stress in the volunteer orientation packet.  On the other hand, if the Waco Humane 
Society chooses to use more visual aids and video documentaries in their volunteer 
orientation, it would be more difficult to implement.  If the Waco Humane Society 
chooses to use video documentaries of volunteering and their facilities in the 
volunteer orientation, the time required may be a drawback because it takes time to 
film and edit these documentaries.  Human impact might be a bit of a drawback as 
well because being more upfront with the volunteers and what they will have to 
deal with may potentially discourage prospective volunteers.   
 
However, an advantage is that this course of action does directly address the 
emotional issues volunteers may feel, particularly in the instance of learning an 
animal must be euthanized.  The enhanced volunteer orientation seeks to show 
prospective volunteers that there will be some emotional stress, but that there are 
ways to deal with this emotional stress and people who are there to support and 
encourage the volunteers during these times of stress.  Through this enhanced 
volunteer orientation, volunteers have a more prepared mindset because they know 
what they will be getting into and they know there will be hard times, but they also 
know that the help and influence the volunteers make in an animal’s life is worth the 
emotional stress.   
 
Recommendation 
Through our interaction with the Waco Humane Society over the past few weeks, 
our team was able to determine that “volunteer burnout” was one of the most 
consequential problems within the organization. Volunteer burnout is primarily 
caused by the volunteers getting discouraged when they realize that animals do get 
euthanized.  This causes the volunteers great emotional stress, especially if the 
volunteer has an emotional attachment to an animal that must get euthanized.   
 
After much deliberation and consideration of the feasibility, advantages, and 
disadvantages of each course of action based on our criteria and our research, our 
team was able to come to the conclusion that the incentive program is the best 
course of action to take. The incentive program would give volunteers more 
motivation and more reasons to stay involved.  People, and students in particular, 
are naturally competitive, and they will work to gain recognition for their efforts.    
The use of competition and the promise of reward in order to motivate volunteers 
to remain at the Waco Humane Society will serve as a more effective means in 
addition to the usual benefits most volunteers receive, such as the satisfaction of 
helping.  Incentives such as the gold star chart and a “Volunteer of the Month” award 
would give even more of a reason for volunteers to return, particularly competitive 
volunteers and volunteers who want to stand out.  The rewards to could be 
sponsored by a business in order to absorb the cost of the gift card or reward that 
the volunteers are given.  A large percentage of volunteers at the Waco Humane 
Society are Baylor students, and there is a general consensus among college 
students that they must tighten the belt on spending upon starting college.  Students 
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are not opposed to free money, so gift cards serve as a very effective means of 
motivation.     
 
However, because of the drawbacks of our incentive program, namely, not 
addressing the emotional stress experienced by volunteers, our team has decided to 
also implement an enhanced orientation.  Because the video documentaries are too 
costly and time-consuming, our team feels that adding a brochure in the existing 
volunteer orientation packet will be sufficient at effectively informing and preparing 
the volunteers for any emotional stress they might experience while at the Waco 
Humane Society.  Additionally, the brochure will include a list of contacts on the 
Waco Humane Society staff that will be available for volunteers to consult if they 
ever do experience emotional stress due to euthanasia.   
 
Our team also felt that the video journal program was a great way for volunteers to 
see the progress of the animals and see how much more social the animals have 
become after the volunteer has been spending time with them.  However, the cost of 
providing a camera to each volunteer and the time required to teach the volunteers 
how to use the camera and upload the videos makes this course of action 
impractical to implement.  Our team has decided to propose an option for 
volunteers to record their time with the animals if they do wish to see their animal’s 
progress.  Because the Waco Humane Society already had a camera available to take 
pictures and videos of their animals for advertising purposes, our team spoke with 
Tim Molina, who said that the camera could also be used if volunteers chose to keep 
a video journal.  In addition, the volunteer can use his own camera if he has one.  
Keeping the video journal as an option for volunteers still allows volunteers to 
effectively see the progress their animal has made, yet is not a financial burden for 
the Waco Humane Society.   
 
Our team feels that this combination of the incentive program, emotional distress 
brochure, and video journal option is the best course of action to improve the long-
standing problem of “volunteer burnout” at the Waco Humane Society.  This final 
course of action is easy and inexpensive to implement, and it does not conflict with 
existing operations at the Waco Humane Society.  Our team hopes that if this 
program does improve volunteer retention and more volunteers spend time with 
more animals, making them more social and more suitable for adoption, adoption 
rates will increase; and animal overpopulation and euthanization will decrease.   
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